OFFICE OF THE COUNCIL AUDITOR
Suite 200, St. James Building

April 26, 2007 Special Report #632

Honorable Members of the City Council
City of Jacksonville

On September 11, 2006, the Council Auditor’'s Offieeeived a fraud alert email on our website. The
person who sent the email was a City employee wjpoessed concern that he was asked to sign a blank
work sheet (work order form) for tire repairs ts ity vehicle at the Fleet Management Divisiolirs t
shop. His concern was that the Fleet Managemenbgewreceiving the form could add parts or lalaoo

the form that may not have been used or perfor@addovember 20, 2006, the same person sent an email
expressing concern that the company contracted &gt Management to perform oil changes was
performing oil changes at more frequent interviagstdictated by the contract.

We reviewed Fleet Management’s Standard Operatingeures and records related to tire repair and
replacement and preventive maintenance intervadsfldWcharted the tire repair and replacement @®ce
We reviewed a sample of 35 repair order ticketsnfiéiscal Year 2005-2006 for customer signatures
acknowledging that the work was performed, althonghvere unable to determine whether the repaarord
tickets were signed before or after the work watopeed. We reviewed Fleet Management'’s tire diagpos
contract and its oil change and lubrication cornthate reviewed a sample of 39 vehicles from variOilg
agencies to compare the vehicle’s actual preventaatenance schedule to Fleet Management’s Pslicie
and Procedures for preventive maintenance. Werawding this special written report in accordandh
Ordinance Code Section 102.102. This report doe®peesent an audit or attestation conducted potsa
Government Auditing Standards.

Background on Tire Repair and Replacement

Per Fleet Management, there are three ways tagetéplaced or repaired on City vehicles. Thst fway

is to go to the Fleet Management tire shop ande®tigeervice. The second way is to receive tireser
from one of Fleet Management’s other shops sutiessafety inspection shop. For example, if a uehsc
at the safety inspection shop and the shop dissakat the vehicle is also in need of tires, thershop will

replace the tires. The third way is for the vehigperator to go to one of the commercial vendodeu

contract with Fleet Management to provide tire m&y. Our review of 35 repair order tickets faoe ti
replacement/repair revealed the following:

Finding #1

Seven out of thirty-five worksheets reviewed did have a customer signature verifying that thespart
indicated were used and service was performed. M&drthat Fleet Management’s Standard Operating
Procedures do not contain a requirement that te®mer sign tire worksheets acknowledging the work
performed. We also verified through discussion$Wileet Management employees that customers are



sometimes asked to sign a blank worksheet. An eleagiyen by Fleet Management is when the employee
does not wait while the repairs are made becagsghiit is over.

Recommendation for Finding #1

We recommend that Fleet Management add a requitaimés’ Standard Operating Procedures that all
worksheets must be signed by the customer anththatistomer must sign the worksheet after the vgork
performed, when the vehicle is picked up.

Fleet's Response for Tire Repair and Replacement

Action Plan for Finding #1 and #3 Fleet will incorporate the recommendation fanding #1 and #3 in
the Standard Operating Procedures for Tire Senapesation that all worksheets must be signed ey th
customer once the service is rendered, and noleehiit be released to the customer until the whdet is
properly signed. The original signed worksheet thidin be used to create the repair order for bikind no
work order will be created without the supportirmgdment (original signed worksheet).

Finding #2

Fleet Management does not keep an accurate rettrd type and number of tires removed for disposal
This issue was also a finding in the Council Audg®ffice audit of Fleet Management Division dakéay

18, 2004 (Report # 592).

Recommendation for Finding #2

Fleet Management should account for the numbertypel of tires disposed of as part of its overaé ti
inventory record keeping. We recommend that Fleat&gement account for the number and type of tires
disposed of and require the tire disposal contraotsign for the tires, certifying the number apge of
tires removed per the tire disposal contract.

Fleet's Response for Tire Repair and Replacement

Action Plan for Finding #2: Fleet will incorporate tire disposal as parthd Tire Inventory System. The
disposal inventory will be accomplish by maintagha“Tire Disposal Log” in which all tires issueat that
day should match the number of tires being dispo$ég the contract vendor (Scrap) minus the used t
(reissue) and recap capable tires that will berptlte tire inventory. Tires that are picked uphiy contract
vendor will require a signature from the vendoreTag will be broken into two types of tires: autative &
light truck, and heavy truck tires. The “Tire Disab Log” will be maintained by the tire supervisor a
daily basis and will be reviewed by the superin@ricbn a monthly basis.

Finding #3

We found that Fleet Management billed the Jackdlevire Rescue Department (JFRD) twice for theesam
tires. Repair order #3681-0011-09 and repair g#¥8681-0011-10 were found to be duplicates. Asudtres
of this, JFRD was overcharged $2,352.93. Our refaend that the duplicate charge occurred becdes¢ F
Management processed repair order #3681-0011-boutithe supporting worksheet (which was correctly
attached to repair order #3681-0011-09).

Recommendation for Finding#3
We recommend that Fleet Management add a requiteames Standard Operating Procedures that repair
orders must have an original supporting workshigeesl by the customer (see recommendation #1 above)
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in order to be processed for billing.

Fleet's Response for Tire Repair and Replacement
Please see Fleet's response for Finding #1.

Background Regarding Oil Change Intervals

As mentioned above, we received an email fromyeecitployee expressing concern that proper oil chang
intervals were not being followed. Fleet ManagetiseRolicies and Procedures for proper preventive
maintenance scheduling consist of 3 services: SAfvice, “B” Service and “C” Service. “A” and “B”
Services consist of lube, oil and filter. “C” Sewiconsists of lube, oil and filter plus a completéety
inspection. For General Government and Independigemcy vehicles, “A” Service is 4 months or 4,000
miles, “B” Service is 8 months or 8,000 miles a@f ‘Service is 12 months or 12,000 miles, whichever
comes first. For Jacksonville Sheriff's Office (QSPatrol vehicles, the proper preventive mainteaan
schedule is “A” Service at 3 months or 3,000 mit8s,Service at 6 months or 6,000 miles and “C"\%es

at 9 months or 9,000 miles, whichever comes fiféte proper intervals are tracked through the 6%&"p

“B” and “C” service cards. For example, when tledicle is taken in for “A” service, the technicianil
place a “B” service card in the vehicle indicatthg next type of service to be performed on theclelas
well as the mileage and/or time the next serviaues. Fleet Management currently has a contratt avit
vendor where vehicle operators can go for “A” aBd Services at various locations throughout the/ Cit
However, vehicle operators must go to Fleet Managgis Commonwealth Avenue location for the “C”
Service to be performed.

In order to test whether the preventive maintenaabedule for vehicles was followed, we judgmentall
selected 39 vehicles from various City agenciescamtpared the vehicle’s actual preventive mainteaan
schedules with Fleet Management’s Polices and Buoes for preventive maintenance. We then prefared
schedule to analyze the preventive maintenanceriitir these vehicles. The length of history gdrdue

to the age of the particular vehicle in the fléet,example, a 2003 Ford Crown Victoria JSO pateol
would have 4 years of preventive maintenance hjistanile a 2005 model would only have 2 yedrnsour
testing, we gave a leeway of 1,000 miles and/or om®nth above or below Fleet Management’'s
required oil change intervals to allow for the reaities of schedule conflicts, delays, etQur review of
the 39 vehicle service histories for preventiventenance revealed the following:

Finding #4
Fleet Management

» performed “A” or “B” service (lube, oil and filtef)efore the scheduled mileage or time interval 79
times.

» performed “C” Service (lube, oil, filter, and saf@ispection) before the scheduled mileage or time
interval 45 times.

» performed a lube, oil, and filter service as pam 6C” service, even though a lube, oil, and filte
service had recently been performed as part of&onr“B” service 15 times. This finding could be
attributed to the fact that the vendor is only &sUA” and “B” service cards by Fleet Management.
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Vehicle Operators
» exceeded Fleet Management’s mileage policy for6A™B” service (lube, oil and filter change) 75
times and exceeded the time interval 4 times.
» exceeded Fleet Management’s “C” Service mileageypsH# times.
* had “A” or “B” service performed (lube, oil, andtér) instead of “C” service (lube, oil, filter, dn
safety inspection) 31 times.

Procedures Used to Ensure Compliance with Oil Chargintervals

In an effort to see how other counties around tfa¢eSencourage compliance with vehicle maintenance
policies, we contacted Orange, Hillsborough, PasliMarion, Broward and Dade County’s Fleet
Management Divisions. We asked how they handlegm&we maintenance issues regarding overdue
preventive maintenance and what steps they haea talkeduce the problem of non-compliance reggrdin
preventive maintenance.

Jacksonville Fleet Management

Fleet Management sends a monthly overdue prevemimetenance report to the applicable City agencies
The report lists the vehicle and the type of sertiat is overdue. Fleet Management has theatalttirn

off the fuel to vehicles that are overdue for preie maintenance; however they do not utilize tbd.

Orange County

A technician for Orange County Fleet Managemeneduales a vehicle for preventive maintenance and
notifies the vehicle operator. If the vehicle doe$ show up for its appointment, the Fleet Manageme
Division charges the agency a no-show fee whigyisal to one hour of labor ($35.25). For the marfth
March 2007, Orange County billed approximately 80,40 other agencies in no-show fees. Once a
customer misses an appointment, an email is sém @gency stating that they have been billed shaov

fee. If the vehicle still does not come in fory@ative maintenance within a specified time, thé&ef
Management sends an email to the agency statihthénaare going to shut the fuel off for the véhi®er
Fleet Management, shutting the fuel off is a lasbrt and they have never had to go that far.

Hillsborough County

Each month Hillsborough County runs a report frtmirleet Management computer database and schedules
those vehicles that are due for preventive maimesaaervice. If the vehicle does not show up, Fleet
Management places the vehicle on an overdue prigeam@intenance report and sends the report to the
applicable department head. Per the Interim Dirauit&leet Management, they are discussing theaflea
issuing fines to those agencies whose vehicletshow up for their scheduled preventive mainteean
appointments.

Pinellas County
Pinellas County sends an email to the Departmext iaen one of the department’s vehicles is oveimtue
maintenance.

Marion County

Marion County utilizes a system called “Fuel MasteiThis system allows the car's computer to be
accessed every time fuel is put in the car. Whenvtthicle is getting close to the mileage requiced
preventive maintenance, the system will “warn” dhiver that the car is about due for preventive
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maintenance every time they get fuel. Once thegmtve maintenance is overdue, Fleet Management
emails the applicable departments regarding thedoreepreventive maintenance.

Broward County

When a vehicle is overdue for service, Fleet Mameaage will issue three notices to the vehicle operat
After the second notice, Fleet Management sendpyaf the notice to the applicable Division Dimact
After the third notice, Fleet Management turnstb# fuel so that the vehicle cannot get fuel uihid
operator brings it in for the required service e@flManagement will not turn off the fuel for ememngy
service vehicles.) In extreme cases, Fleet Manageuses their spare keys on the overdue vehicleaed
it back to fleet, performs the needed service,laids the vehicle. This is done as a last resarfanthe
operator to get the vehicle back there has torheeting with the Department Director. For majonslons
in the County that have vehicles, Fleet Managemasbi-weekly meetings with each Division Coorddnat
going over the overdue preventive maintenance tepor

Dade County
Fleet Management charges departments fees forlgshitat are overdue for preventive maintenance

service. If the vehicle is overdue 500-750 milasntthe agency is charged $50. If the vehicleagerthan

750 miles overdue, then the agency is charged 66t Management has been charging such fees for
almost 4 years, and last year collected approxim@€,000 in fines. Per Dade County Fleet Managgme
they currently maintain a fleet of 8,000 vehiclesl &heir on-time performance rate for preventive
maintenance service is approximately 96%. If arratpe will not bring in a vehicle, Fleet Management
turns off the fuel to the vehicle. Fleet Managenwatitnot turn off the fuel for emergency servicehicles,

but instead sends a notice to the Fleet Coordifiatdne department. The Coordinator has the aityhtor

shut the fuel off to the vehicle.

Recommendation for Finding #4

We recommend that Fleet Management consider impigngesome or all of the various methods discussed
above for ensuring compliance with vehicle maintegeschedules. Regardless of the method or methods
chosen, we believe that some sort of proactive agmbr is needed to improve compliance with Fleet
Management’s vehicle maintenance policies. Fleetddament may also wish to contact additional cities
around the country to determine if there are othethods that may be successful.

We recommend that Fleet Management issue “B” arids&@vice cards to the vendor instead of “A” and
“B” service cards and direct the vendor to denyiserto City vehicles needing “C” service. Wherehicle
comes in to Fleet Management for any service, wemenend that the Fleet technician look at the servi
card on the dash of the vehicle to see what ifssmyice is needed.

Fleet's Response for Preventive Maintenance Intenis

Action Plan for Finding #4: To improve the effectiveness and efficiencyte Preventive Maintenance
Program, Fleet Management will implement the folloyv The Fleet Superintendent will email the overdu
PM/Safety Inspection Report to all vehicle coortioma on a weekly basis in addition to continue to
published the Overdue PM/Safety inspection onk@iCity website. The shop supervisor or leaderman
will review the PM history of every vehicle befqgrerforming any A, B or C service and the superidésm

will review the work order to ensure that PM see@@re not duplicated. Fleet will put the “A, B & C
service cards in the vehicles when completing @iestrvice. This procedure will ensure that allestiled
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services are placed in the vehicle and that themi@eage for the different services are accuiidte.vendor

will discard the card of the service performededtwill communicate this procedure and the spsatithn

of the contract that pertains to preventive maiatee intervals to the owner/manager of our contract
vendor. Fleet will cutoff the fuel supply for nomergency vehicles that are more than ninety (993 da
overdue for a safety inspection after the agenapigied. Fleet currently charges one hour of laoo a
missed scheduled “C” service.

We would like to thank Fleet Management’s Divis@nief and his staff for their cooperation and dasise
during the completion of this review.
Respectfully Submitted,
Kirk Sherman

Kirk A. Sherman, CPA
Council Auditor
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