To calculate mechanic staffing hour

requirements, the following data and

information are needed:

* Average number of labor hours each
type of asset in the fleet consumes,

* Average number of wrench-turning
tabor hours each mechanic on staff can
produce.

« Fleet age and vehicle mix.

*+ Amount of outsourcing.

* Vehicle usage levels.

* Operating environment,

* Fieet assignment practices.

Public sector fleet managers often stru

oW 10 reasonably assess mechanic
| staffing in a public sector garage
£.is an often-posed question among
government agency ficet managers. Many
government organizations do not have a
methedology to determine how many me-
chanics are required to maintain their fect,
Rather, fleet managers have reported sta
ing levels at their shop have been the same
for years and none can recall how the staff
size was originatly determined. As a con-
sequence, fleet managers have difficulty de-
fending themselves against a newly elected
administration who suggest shop staffing is
bloated and should be downsized.

To calculate mechanic statfing require-
ments, the following data and information
are needed:

*  The average number of Labor hours

ggle with determining appropriate mechanic staffing
levels. Quantifying labor demand and supply and accounting for individual fleet operations can
provide the answers. / By Randy Owen

each type of asset in the fleet con-
sumes (i.c., labor demand).

*  Theaverage number of wrench-turn-
ing labor hours each mechanic on
staff can produce i.e., labor supply).

*  Details about the fleet and fleet
maintenance practices that can
fundamentally impact the data
analysis and calculations,

When fleet managers talk to their boss,
elected officials, budget and finance di-
reclors, or city managers about mechanic
staffing requirements for their shops, it
is much better to be armed with calcula-
tions resulting from a coherent quantitative
methodology than relying on anecdotes
and stories. After atl, talk is cheap and the
“trust me” days of fleet management ended
many years ago.
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hel storical demand for labor can be determmed by review- - _techmque known as Vehidle Equnvalent Unit {(Veu) Analyﬂs This

ing'thé preumus few years of maintenance’ fecords. Assummg _ techmque éstablishes a relative measure that allows evaluating and -

recordkeeping practices are sound, the fleet managercan . . - comparing staffing needs between fleets of dissimilar comyosition,
determme the average number of labor hours each type of vehicle, .The methodology.-is used to equate the level of effort required .

and piece of eqmpment has hlstorically consumed, then mu!tiply the to maintain dlssnm:lar types of vehicles toa passenger car, wluch
'result by the numbiér of assets in each class.

is gwen a baséline VEU {sometirnes called a “maittenaricé repair

“For example if Historical labor héus for a class of 10 dump © T unit” of "MRU") of 1.0. The below graph fllustiates hoiw this tech- -
" triicks were 400 per year, the average labior demand peryearfor ... nique works; reflecting VEU values based on Merctiry Associates’ . -
each vehicle In this class is 40. Repeating this process for each class ~ ekperience with hundreds of fleets across North America.
and. type of vehicle yields the total average annual lahor demand A fleet of one hundred patrol cars, rated at 2.5 VEUs each, con-
for the fleet, stitutes a Heet of 250 VEUs. The number of mechanicsftechnicians

“pa ?Thlsquestwn can b ariswered b ,amplrng repalrtasktlmes sow T Datadn m',hundreds of flget or

A major issue that must be confmnted at th:s point is;if historical

:'s‘edan' ‘but far less than- aﬂeet of 100 ump trucks

required to maintain this sample fleet i is.more.than a fleet of 100,

ns.has demansﬁéted a

‘ ‘agémst lndustry labor gmdes {ALLDATA o1 Mitchelf On: Demand) an /- -VEU of 1.0 s norinally eqifa al to between 10 and 15 annual malnte- -
: brmternally established fime standards: past efficiency performance _'_nance iabor hours, dependmg upona -number of factors unique to

: _ﬁ:s dlosé.to andust;y standards, a fleet manager can he conhdent the A each organization. in extteme cases, these values can be signifi-. -
'ﬂeet s h:stoneal lahor data accurately.reflects labor demand, . RN _'fcantly lower-(such as with a brand new fleet) or materialiy higher

[

@ iStockphote.cor/DNYS59

Another melhod ol determmmg labor demand is usmg a et ‘(due to ﬂeet age, high use, o cha!lenglng Operating cond:tmns}

RELATIVE VEUs (véhicle Enluivalent Unit) “

& iStockphoto.com/epantha

5 \IEUs

LABOR SUPPLY PRODUCTI\IITY

Once the labor demand is quanti- ~~must be deducted to arrive at used benchmark, each organization
fied, the number of productive hours the number of hours a mechanic is should calcufate its actual performance
available to service the fleet must actually at work and available for pro-  based on detailed time-keeping records.
be determined. This process involves ductive work, Then, additional heurs Fleet organizations with lib-
calculating the number of annual hours  must be deducted to account for time  eral leave policies and a senior staff
available to mechanics to devote to a mechanic is at work, but occupied clearly will have a lower number of
wrench-turning activities. with activities other than turning available labor hours. Additionally,

While mechanics are typically paid ~ wrenches such as meetings, training,  organizations that do not actively
for 2,080 hours per year, exclusive of  shop cleanup, etc, manage labor reporting tend to
overtime {52 weeks x 40 hours per The result of this calculation for all “lose” hours during the year. This lack
week}, they are clearly not available mechanics is the number of productive  of reporting has consequences for
to work on vehicles this number hours a fleet has available. While a both the accuracy of historical repair
of hours. Holidays, vacation, sick 70-percent of payroll hours fi.e., 1,456 records and for cost recovery when a
days — as well as other leave time hours per year) measure is a commonly  charge-back system is in place.

£ iSlockphote.com/suricoma
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Once the demand and supply of labor is known, me-
¢hanic staffing requirements can be calculated. The
table below provides an example calculation.

In this example, the labor demand is 10.3 mechanics
(14,950 total annual demand for labor hours divided by
1,456 average labor hours available per mechanic.) La-
bor supply is 10. The difference dearly would be best

Sample Staffing Calculation

Sedans

met thrdu'gh itiona outsourcing or overtime rather
than hiring another mechanic. $taffing to the peaks
rather than valleys in the workload demand is never a
good idea.

Note if productive hours were 1,300 hours rather than
1,456, the number of mechanics required for this fieet
jumps from 10.3 to 11.5.

Pickups

Police Cars

Backhoes

'65_0_ B _

Fire Trucks

* At a hypothetical 13 laber hours per VEU.

FACTORS IMPACT CALCULATIONS

Several factors impact the caleulations of kabor demand and sup-
ply. On the demand side, outsourcing practices are probably the most
important factor. Fleets with large geographic service territories,
such as state governments, tend (0 outsource a large percentage of
their repair work — 100 percent in some cases. Conversely, some
city and county fleet organizations perform nearly all services in-
house. This factor clearly must be considered when assessing how
many mechanics an organization needs,

Fleet age is another important factor. An old fleet obviously re-
quires more labor to keep in service than a brand new one. Bench-
marking fleet age is complicated because fleet composition must be
considered. However, the average fleet age fora typical government
fleet of mixed vehicle types should range from three to five years,
Public Works fleets with & concentration of trircks and construction
equipment clearly would be higher in age, while law enforcement
fleets typically would be lower.

Other elements that impact labor demand include usage levels,

operating environment, and fleet assignment practices {i.e. shared
use or take-home vehicles), :
Onthe supply side— in addition to the available productive hours
factors already discussed — factors to consider include mechanic
training and skill levels, maintenance management practices, work
rules {dictated, for example, by collective bargaining agreements),
patts provisioning practices, and shop considerations {e.g., facility
location, size, layout, condition, equipment, and tooling). &3
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