
city of tempe fleet
The CiTy of Tempe’s publiC Works fleeT is Working on improving iTs operaTions 
by aChieving iTs “Wildly imporTanT goals.” so far, The fleeT has inCreased iTs 
prevenTive mainTenanCe (pm) ComplianCe raTe, sTaff Training, and produCTiviTy.
By thi dao

e
very Monday, the entire staff at the City 
of Tempe, Ariz., Fleet Services Division 
of the Public Works Department gets to-
gether in front of multiple scoreboards 
for a 21-minute meeting, with a few staff 
members calling in via phone. They go 

over how far they’ve progressed on their goals, 
and everyone leaves knowing how he or she 
contributed to the percentage of achievement 
and how far they still have to go.

Through a citywide initiative designed to 
promote leadership and expand accountabil-
ity, the Tempe fleet has been able to change 
its operating structure and its entire culture. 
Using the 100 Best Fleets criteria as improve-
ment goals for its operations, Fleet Services 
improved operations, gave staff an oppor-
tunity to step into leadership goals, and in-
creased training.

Joining the program
The Leadership Development Program at 

the City of Tempe was developed as a way 
to transform the culture of City operations 
from a “reactive environment,” or crisis man-
agement, to a proactive environment where 
“people understand how to take a systems 
approach to continuously improve their per-
formance,” said Gretchen Maynard, organi-

zational development administrator with the 
Tempe Learning Center (TLC). TLC supports 
this cultural change initiative by coaching 
teams within City departments in adopting 
the “4 Disciplines of Execution Operating 
System” throughout their organizations.

In 2010, Fleet Services, with a 32- member 
staff who manage and maintain approximate-
ly 1,200 vehicles, enrolled in the program. 
Aaron Alvarado, fleet manager, said one of 
the program’s most important aspects is that 
it is not a top-down approach to change.

One staff member suggested using some 
of the 100 Best Fleets criteria as goals. These 
criteria are: accountability, use of technolo-
gy and information, collaboration, creativi-
ty, celebration, evidence of a high-trust cul-
ture, performance recognition, doing it right 
the first time, quick and efficient turnaround, 

competitive pricing, staff development, and 
resources stewardship. After agreement, the 
staff split up into three teams based on where 
each thought he or she could contribute: Ac-
countability, Quick and Efficient Turnaround, 
and Doing It Right the First Time.

“I didn’t drive the teams. I wasn’t even the 
team lead,” Alvarado said. “It was [the] guys 
from the shop floor, those who did not tra-
ditionally have leadership roles here at the 
shop. They were able to sit on these teams 
and say, ‘How can we improve these turn-
around times?’ ” 

Maynard said employees came up with 
area-specific industry standards by doing 
their own research, such as calling other pub-
lic fleets in Arizona to gain baseline perfor-
mance comparisons. Each team identified 
specific lead measures that would influence 

The City of Tempe fleet took methodical steps to 
achieve its goals:
● Trained staff on the program’s message and  
 process.
● met to come up with and agree to the goals.
● Called other agencies to obtain standard  
 baselines.
● scoreboarded each goal.
● meet every week to review progress.

improve iTs proCesses

hoW a CiTyWide iniTiaTive helped The

the fleet Services division at the city of tempe, ariz., meets to discuss its goals weekly. pictured 
are fleet manager aaron alvarado (far left) and some members of the fleet team after a meeting. 
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the completion of their goal. At weekly team 
meetings, members held each other account-
able for making weekly commitments that 
pushed those lead measures forward. Teams 
tracked their progress using team-designed 
 scoreboards,  Maynard said. As an example, 
staff set a goal to turn around scheduled pre-
ventive maintenance (PM) jobs within 1.5 
hours. The scoreboard reflects the percent-
age of vehicles that have achieved this goal. 
(See sidebar “How They’re Doing: Fleet’s 
Wildly Important Goals” at right.) 

“That’s the piece that is the accountabil-
ity mechanism, so every week, when they 
would meet for these meetings, you would 
hear them say things such as, ‘Hey, did we 
move the scoreboard? Are we in the green 
or are we in the red?’ ” Alvarado said.

Some of the greatest ideas come from 
technicians who were, at first, skeptical of the 
whole process. A technician might suddenly 
ask why staff had been filling out a form for 
20 years that didn’t have any use or benefits. 
“Everyone was just doing a lot of things that 
we could have improved upon, and [there] 
are guys who have been here for many, many 
years and have seen the workflow and [can 
see] how to change it,” Alvarado said.

And as a final incentive for accountabil-
ity, technicians’ performance measures are 
tied to WIGs.

overcoming challenges
The fleet has been able to take one obstacle 

and turn it into an opportunity for training. 
Some staff members didn’t have strong com-

puter skills, and some hadn’t checked their e-
mail in so long, the system had locked them 
out. These challenges made tasks such as e-
mail communication and setting up recur-
ring meetings in Outlook difficult. While 
Alvarado acknowledges that technicians 
aren’t hired to do these tasks, having every-
body capable of e-mailing updated informa-
tion rather than designating one  person is 
more efficient. As a result, technicians en-
rolled in training courses on computer use. 

Another consideration when implement-
ing the program was the time investment. The 
Leadership Development Program consists 
of three elements: formal leadership educa-

tion courses, clarifying team purpose and 
defining WIGs, and executing the WIGs.  
The three elements take approximately four 
months and culminate with teams present-
ing their progress quarterly to the city man-
ager, Maynard said.

At first, fleet had to sort out shift coor-
dination for the weekly meetings(the City 
fleet runs two shifts and has two shops). The 
fleet settled on meetings at the North Shop, 
where most employees work, usually in the 
overlap time between the first and second 
shifts. Fleet staff at the South Shop are now 
able to call in to the meeting.

the Next Steps
The most important goal, Alvarado said, is 

to surpass other Phoenix metropolitan area 
fleets in the 100 Best Fleets, which means it’s 
in competition with the nearby City of Mesa, 
Ariz., ranked in the Top 20. Alvarado hopes 
that the process of achieving Certified Fleet 
Management Operation (CFMO) designa-
tion will help improve the fleet’s ranking by 
identifying additional potential savings and 
efficiency measures. In September, the city 
manager ratified the certification, and the 
fleet is beginning the process. 

❲ fleet improvement ❳

✔ accountability team:
● WiG: Raise and maintain overall collective shop 
productivity from 64% to 70% by June 30, 2012
● September 2012 productivity: 83%
● WiG: Increase from an average 
of 30 hours to 60 hours of relevant 
fleet training for each employee 
by June 30, 2012 (inclusive of 24 
hours of emissions certifications)
● 2011-2012 training average: 57 hours
● WiG: Achieve an 85% PM compliance rate by March 1, 2012
● September 2012 pm compliance: 94% 

✔ Quick and efficient turnaround team:
● WiG: Complete 95% of scheduled PM jobs within 1.5 hours by June 30, 2012
● September 2012 Success Rate: 85%

✔ doing it Right the first time team: 
● WiG: Reduce total number of repeat repairs on jobs per fiscal year from 5% to less than 2%
● yearly average repeat repair rate: 1.95%

hoW they’Re doiNG: fleet’S Wildly impoRtaNt GoalS (WiGs) 

SouRceS:
● aaron alvarado, fleet manager, City of Tempe, ariz.
 e-mail: aaron_alvarado@tempe.gov
● Gretchen maynard, organizational development administrator,  
 Tempe learning Center, City of Tempe, ariz.
 e-mail: gretchen_maynard@tempe.gov 

retchen Maynard, organizational development administrator with the Tempe Learning Cen-
ter, said that as more departments show success, others are more readily joining the City’s 
Leadership Development Program.

“Fleet was a tremendous influencer for the rest of the [Public Works] department, and when you 
get several real strong teams consistently upping the bar and producing extraordinary results…
then you start seeing other people clamoring to get on board,” she said.

According to Maynard, some accomplishments in other departments across the City are:
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Water Department Water Utilities JGM Water Plant

Reduced overall 
water rates by 

9.7%.

Reduced Water Environ-
mental Division operating ex-
penses from $1.4 million to 

$900,000 per year.

Reduced energy consumption 
within the plant by 8.8% to 

date, surpassing its goal of 5% 
by the end of 2010.


