
  
TO Joint Budget Committee  
FROM  Scott Thompson, JBC Staff (303-866-4957) 
DATE March 9, 2020 
SUBJECT R5 Annual Fleet Vehicle Request Staff Comeback 

 

NEW INFORMATION REQUESTED TO MAKE THE ANNUAL FLEET 
VEHICLES REQUEST DECISION  
 
This item was tabled pending a decision on the capital construction budget. One concern raised by 
the Committee is what happens if the Committee approves acquisition of an electric vehicle but the 
agency to which it will be assigned does not have upgraded charging infrastructure. For vehicles 
recommended to be electric vehicles, the recommendation assumes each vehicle adds a $12,991 
premium to the purchase price. If the location of the vehicle is not adequate for a fully electric vehicle, 
the Fleet Program also has a contract to acquire plug-in electric hybrid vehicles, which carry a premium 
of $11,859. If no charging infrastructure whatsoever is available, the program would purchase a hybrid 
vehicle. 
 
When the budget includes funding for Alternative Fuel Vehicles (AFV) and either less costly AFVs 
are selected or a non-AFV is selected, the user-agency only pays for the vehicle trim which is acquires. 
Further, the Department only makes lease payments for vehicles actually in possession by the state. 
Therefore, if vehicles are selected that cost less than budgeted, the annual fleet supplemental true-up 
would capture that reduced cost. Appropriations would either be updated through the supplemental 
process or result in reversions of those appropriations. 
 
The following table provides a breakdown of the alternative fuel vehicles currently in the fleet and 
those recommended to be replaced in FY 2020-21. 
 

ALTERNATIVE FUEL VEHICLES (AFV) IN FLEET 

TYPE 
CURRENT  
VOLUME 

RECOMMENDED 

ADDITIONS 

Electric Vehicle 23 127 

Plug in Electric Hybrid 41 190 

Hybrid 957 0 

E85 Capable 1890 0 

Compressed Natural Gas Capable 317 3 

Total AFV in Fleet 3,228 320 

 
Finally, the annual fuel cost savings for hybrid compared to conventional engine vehicle using averages 
based on state fleet usage is presented in the following table. 
 

HYBRID COST SAVINGS VERSUS CONVENTIONAL ENGINE 
Average Miles Driven by Fleet 11,458 

Average Miles Per Gallon 26  

Average Hybrid Miles Per Gallon 41  

Standard Gallons Needed per Year 434  

Hybrid Gallons Needed per Year 277  

Annual Fuel Need Difference (157) 

MEMORANDUM 
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HYBRID COST SAVINGS VERSUS CONVENTIONAL ENGINE 
Average cost per gallon fuel*  $2.58 

Annual Savings per Hybrid Vehicles $405.06 

*Based on projection made by Fleet Program 

 
The following is previously presented information. 
 

R5 ANNUAL FLEET VEHICLE REQUEST 
 
REQUEST: The Department requests an increase of $1,416,155 reappropriated funds for the Vehicle 
Replacement Lease/Purchase line item in Fleet Management. The Department request includes a total 
of 740 vehicles, consisting of 193 hybrid vehicles, 129 electric vehicles, 3 compressed natural gas 
(CNG) capable vehicles, and 415 standard vehicles. Approving the Department request requires an 
increase of $143,012 various sources of funds allocated to user agencies. 
 
RECOMMENDATION: Staff recommendation is to approve replacement of all vehicles on the 
Department’s replacement list projected to have mileage that exceeds 125,000 by June 2020, 
which total 607. The recommendation includes 190 hybrid vehicles, 127 electric vehicles, 3 CNG 
capable vehicles, and 287 standard vehicles. Replacing the vehicles at 125,000 is the midpoint between 
prior year requests to replace vehicles with over 100,000 and prior years staff recommendations to 
replace vehicles with over 150,000 miles. In addition to the staff recommendation for the above 
vehicles, staff also recommends the Committee approve replacement of 4 State Patrol motorcycles 
with miles that exceed 40,000 and one 26-year old dump truck. The staff recommendation utilizes the 
prioritization list created by the State Fleet program staff, so vehicles that are determined to be better 
candidates for replacement are replaced.  
 
HOW THE FLEET PROGRAM IDENTIFIES REQUESTED REPLACEMENTS 
The Department’s annual process to determine the number of vehicle replacements to include in its 
November 1 budget request begins by applying some general criteria to data tracked and maintained 
in the Fleet Program’s information system. The Department adds any vehicle that meets at least one 
of the following criteria to the list of potential vehicle replacements during the initial screen. 

 Projected high mileage by June 2020. 

 Colorado State Patrol (CSP) vehicles – 80,000 miles. 

 CSP Motorcycles – 40,000 miles. 

 Other law enforcement vehicles – 100,000 miles. 

 Standard vehicles – 100,000 miles. This is equal to 10,000 miles per year over 10 years. 

 Over 19 years old (4 years for CSP). 

 High maintenance cost that is 100 percent greater than average for the vehicle type. 
 
For FY 2020-21, the Department’s initial screen identified 2,021 potential vehicles for replacement. 
Vehicles that make it past the initial screen are reviewed and certain manual adjustments are made to 
retain vehicles if they fall into one of several categories: 
 

 The agency to which a vehicle is assigned has expressed a desire to retain the vehicle or that a 
vehicle that may meet one of the above criteria is in good condition compared to others with 
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similar use. Agency input is also utilized to keep vehicles from the initial screen on the list 
and on the rare occasion add them to it if they are in exceptionally poor condition, create an 
unacceptable safety risk, or is no longer meeting the functional requirements of the agency. 

 The Department also considers recent repairs and maintenance performed on each vehicle 
on the initial screen list. For vehicles that have had repairs performed that exceeded $5,000 
within the last 12 months, it is assumed that ongoing maintenance costs will be reduced in the 
short-term. 

 Vehicles in low cost, short distance work functions such as facilities maintenance, which 
are most often assigned to campus-type facilities, receive reduced priority for replacement. 
When vehicles in these roles are identified, it is often more cost effective to replace these 
vehicles with one that has been returned to the Department’s motor pool, but has not been 
sold, which may no longer be suitable for high usage functions. 

 Very high mileage vehicles receive a higher priority for replacement due to anticipated 
breakdowns of major components. Under the current analysis performed by the Department, 
the threshold for very high mileage vehicles is 160,000 miles. Vehicles in this category have 
decreased reliability and increased safety concerns. The Department notes that in a less 
restrictive funding environment, it would reduce this threshold. 

 
Finally, the Department prioritizes the remaining vehicles by comparing vehicles to the average 
maintenance costs for vehicles of similar age and type. Those that have a considerably higher than 
average cost will rank higher than those with lower than average costs. State Patrol vehicles are not 
prioritized due to their unique replacement schedule.  
 
For the FY 2020-21 request, the Fleet Program identified all vehicles that could be replaced with a 
known alternative fuel vehicle (AFV) to maximize the number of AFVs in the fleet. For model year 
2020, hybrid technologies have become much more broadly available and can provide significant fuel 
savings across the spectrum of the vehicle platforms. Heightened focus on electric vehicle powertrains 
are envisioned for model year 2020 and beyond. For all other AFV selections the location of the 
vehicle was not used to disqualify it from AFV assignment to give the agencies more flexibility in 
where they are assigned. Location is important when assigning the new AFV vehicles, but it was not 
used to eliminate any vehicles off the suspect list. If an AFV has a lifecycle cost that is within 10 
percent of the cost of a similar combustion engine vehicle, the Department includes it as a potential 
AFV application. 
 
CHANGES TO JBC STAFF RECOMMENDATION FOR FY 2020-21 
Since FY 2015-16, JBC staff recommended and the Committee approved replacement criteria which 
varied from the Department’s criteria and required a vehicle meet one of three standards: 
Projected high mileage by June 2021. 

 Colorado State Patrol (CSP) vehicles – 100,000 miles. 

 CSP Motorcycles – 40,000 miles. 

 Other law enforcement vehicles – 125,000 miles. 

 Standard vehicles – 150,000 miles. This is equal to 15,000 miles per year over 10 years. 

 Over 15 years old. 

 High maintenance cost that is 100 percent greater than average for the vehicle type. 
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During recent budget cycles, JBC staff applied the above criteria directly to the Department’s final list 
of vehicles for replacement, which resulted in fewer vehicles being approved for replacement than 
requested. The process may have unintentionally caused the weight of the Department’s prioritization 
to diminish. The JBC staff recommendation for FY 2020-21 places more importance on the Fleet 
program’s prioritization, which should improve the overall bottom line for state fleet over the life of 
the new vehicles. 
 
For FY 2020-21, staff is recommending vehicles be replaced if they exceed 125,000 total miles 
and have been included on the Department’s final replacement list. With this criterion in 
place, the recommendation is to replace 607 vehicles, which includes 190 hybrid vehicles, 127 
electric vehicles, 3 CNG capable vehicles, and 287 standard vehicles. In addition to the staff 
recommendation for the above vehicles, staff also recommends the Committee approve replacement 
of 4 State Patrol motorcycles with miles that exceed 40,000 and one 26-year old dump truck that were 
requested. These 5 vehicles are outliers that likely would not get replaced utilizing standard 
methodologies due to their distinctive characteristics from other fleet vehicles. 
 
The JBC staff recommendation results in an increase of $1,163,580 reappropriated funds for the 
Department’s Vehicles Replacement Lease or Purchase line item, and a decrease of $352,824 total 
funds allocated to all state agencies in the fleet program. 
 
As indicated above JBC staff is also recommending the Committee approve the purchase of 
electric, hybrid, and CNG-capable vehicles, which are replacing vehicles with over 125,000 miles. 
Statute requires that when the intended use of the vehicle is compatible with alternative fuel vehicles, 
the fleet program should purchase such unless the lifecycle cost exceed that of a combustion engine 
vehicle. Each of the alternative fuel vehicle types requested and recommended for FY 2020-21 have 
life cycle costs that are exceeded by the cost of conventional fuel vehicles. For CNG and hybrid 
vehicles, the difference in fuel costs account for the largest savings when selecting these vehicles. For 
electric vehicles, it is both the fuel costs and maintenance costs that are much lower than for 
conventional combustion engine vehicles. 
 
Another concern when approving fully electric vehicles is the underdeveloped network of charging 
stations in Colorado. While the Committee has not taken action on approving projects that have 
requested funding through the capital budget, both the Governor’s Office and the Capitol 
Development Committee have recommended the two Department of Personnel projects to install 
electric vehicle charging stations be funded. The JBC staff recommendation may change if, ultimately, 
these EV charging stations are not approved for capital funding. If that result occurs, JBC staff will 
bring a comeback if the change does impact the staff recommendation. 
 
The follow table summarizes the staff recommendation for changes to allocations of the fleet 
management program to user-agencies. The fund source splits in the following table are estimates and 
JBC staff requests permission to allow individual analysts to make changes to the fund splits as needed. 
 

FY 2020-21 ANNUAL FLEET REQUEST 

DEPARTMENT 
FY 2019-20 

APPROPRIATION 

RECOMMENDED 
 FY 2020-21 

APPROPRIATION 
TOTAL 

CHANGE 
GENERAL 

FUND 
CASH 

FUNDS 
REAPPROPRIATED 

FUNDS 
FEDERAL 
FUNDS 

Agriculture $301,300  $292,563  ($8,737) ($3,434) ($5,178) $0  ($125) 
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FY 2020-21 ANNUAL FLEET REQUEST 

DEPARTMENT 
FY 2019-20 

APPROPRIATION 

RECOMMENDED 
 FY 2020-21 

APPROPRIATION 
TOTAL 

CHANGE 
GENERAL 

FUND 
CASH 

FUNDS 
REAPPROPRIATED 

FUNDS 
FEDERAL 
FUNDS 

Corrections 3,478,263 3,339,906 (138,357) (112,790) (25,568) 0  0  

Education 23,667 26,196 2,529  2,138  0  391  0  

Governor's Office 101,534 136,945 35,411  5,259  0  30,152  0  

Health Care Policy 
and Financing 0 0 0  0  0  0  0  

Higher Education 0 0 0  0  0  0  0  

Human Services 1,172,030 1,045,216 (126,814) (70,829) 0  (55,985) 0  

Judicial Branch 243,161 228,410 (14,751) (14,751) 0  0  0  

Labor and 
Employment 198,169 198,733 564  56  236  6  267  

Law 66,876 61,432 (5,444) (2,329) (1,649) (1,421) (44) 

Legislative Branch 0 0 0  0  0  0  0  

Local Affairs 102,033 93,280 (8,753) (7,864) 0  (889) 0  

Military and Veterans 
Affairs 94,479 63,322 (31,157) (13,274) 0  0  (17,883) 

Natural Resources 4,238,560 4,415,296 176,736  12,279  160,352  1,811  2,294  

Personnel 256,499 262,054 5,555  0  54  5,501  0  

Public Health and 
Environment 446,938 366,588 (80,350) 0  (57,049) (16,070) (7,231) 

Public Safety 8,842,604 8,718,112 (124,492) (13,225) (103,937) (3,958) (3,372) 

Regulatory Agencies 261,291 233,807 (27,484) 0  (27,484) 0  0  

Revenue 655,143 645,798 (9,345) (2,302) (7,043) 0  0  

State 6,175 8,239 2,064  0  2,064  0  0  

Transportation 0 0 0  0  0  0  0  

Treasury 0 0 0  0  0  0  0  

Total Appropriated $20,488,722  $20,135,898  ($352,824) ($221,066) ($65,202) ($40,462) ($26,095) 
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