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“A systematic process of comparison used 
to gain insight into and improve an 
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running.
Help organization maintain or regain its 
competitive position.
Provide an assessment of where you are.
Guidance where you need to go.
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Understanding ResultsUnderstanding Results

Lately, many fleets believe it is important to be in 
the top quartile or even decile.  
All right, but what about avoiding extremes in the 
data?

Try to rely on medians not averages, since medians 
avoid the impact of data extreme.  

Benchmarking should not be an exercise in 
bragging rights.  
Instead, stay focused on improvement and not 
just being called as the best.
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PitfallsPitfalls

Not properly taking into account in-house versus 
outsourced work.
Not properly incorporating overhead into direct labor 
hour rates.
Including capitalized work as part of the standard MRU.

These should be added as an extra.
Confusion on including deprecation expense.

Property accounting and not fleet management will set 
deprecation practices.
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Avoid Playing Number GamesAvoid Playing Number Games

Colleague reviewed the results of an investor 
owned utility thought they were the most cost-
effective.  

However, they were not.
Closer look revealed that they did include many 
overhead costs in delivery of maintenance 
services.
This had artificially made them look good, when 
in fact they were among the most expensive.
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More than One FactorMore than One Factor

Look at more than one factor.
Example: Percent of staff in administration

Some took this as a negative factor. 
But if the value added by the administrative resulted 
in significantly lower costs, then that may be ok.

When all or most of the indicators are in the 
wrong direction, then there may be a problem.

Look at more than one factor.
Example: Percent of staff in administration

Some took this as a negative factor. 
But if the value added by the administrative resulted 
in significantly lower costs, then that may be ok.

When all or most of the indicators are in the 
wrong direction, then there may be a problem.



Detail vs. OverviewDetail vs. Overview

It is not easy to make these comparisons.
The more time and money obviously the 
better, but sometimes the costs are not 
worth it if you are can be satisfied with an 
overview rather than getting lost with too 
much detail.
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Doing It YourselfDoing It Yourself

Using networks to informally benchmark is 
fine.
But it is good to get a professional consultant 
with the expertise and experience to:

Formulate the right questions, 
Interpret the results,
Maintain confidentiality if needed, and
Avoids pitfalls.  

The writing questions is an art. 
Obtaining enough detail for meaningful info, but not 
so onerous to scare away participants.
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Embracing The DifferencesEmbracing The Differences
Please note to embrace fleet differences.
Don’t use differences as an excuse to avoid 
comparisons or learning from others.
Differences can be accommodated through:

MRU vehicle equivalency analysis for comparing 
fleets of different size and mix.
Quantifying their impact to assess significance.
Example: Accident costs were only 2% of the total 
repair costs and not enough to tip the comparison 
of in-house equipment versus rental equipment.
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What is MRU Analysis?What is MRU Analysis?
Management tool that weights a fleet according 
to its relative maintenance requirements.
MRUs = (No. of vehicles in a class) x (MRFclass), 
MRFclass  is the maintenance and repair factor for the particular 

class of vehicles.
1 MRU typically = 20 mechanic hours per year

Provides a common basis to analyze fleets of 
different size and composition.
Also, adjust for percent in-house work.
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Two Benchmarking ExamplesTwo Benchmarking Examples

• Lifecycle costs need to be considered.
• Quality should not be ignored.
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Levels the playing field

Third party does the interpreting on a uniform basis
Nevertheless, automation will not eliminate 
human judgment and intervention.  
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Challenge the numbers. 
Don’t use MRU analysis exclusively to 
evaluate a organization’s fleet.
Learn what they include and do not 
include.
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