


INFORMATION, INFORMATION AND MORE INFORMATION

Piles of logbooks, trip reports, travel schedule sheets, fuel dispensing records, field
vehicle usage and cost records, excel spreadsheets and NOW WHAT?

By Jacques Briimmer, Fleet Management Consultant, World Vision International

Fleet Management like any other form of management requires the collection, analysis and
interpretation of information. Humanitarian organizations are generally great at recording all
kinds of information and many checks and balances are put in place to ensure accountable,
traceable and transparent use of donor funds. The question is how accurate, effective and
relevant is the data collected and does the purpose it is supposed to serve justify further
investigation?

Management Information Systems information systems in that they are used to analyze other

A management information system (MIS) is a subset of the information systems applied in operational activities in the
overall internal controls of a business covering the applica- organization.! Academically, the term is commonly used to
tion of people, documents, technologies, and procedures refer to the group of information management methods tied
by management accountants to solving business problems to the automation or support of human decision making:
such as costing a product, service or a business-wide strategy.  Decision Support Systems, Expert Systems, and Executive
Management information systems are distinct from regular Information Systems.
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A 'MIS" is a planned system of collecting, processing, storing
and disseminating data in the form of information needed to
carry out the functions of management. In a way it is a docu-
mented report of the activities planned and executed. Ac-
cording to Philip Kotler ""a management information system
consists of people, equipment and procedures to gather, sort,
analyze, evaluate, to distribute timely and accurate informa-
tion to management.” 2

The above statements are key areas this article seeks to
explore as humanitarian organizations focus on the regular
information systems in use, albeit that they are often of a
manual nature (for example log books or fuel dispensing
records) within fleet management and not on how the
organization interacts with that information and ultimately
how these information systems are analyzed and integrated
to support management decisions. Another area this article
seeks to investigate is where does the information start and
stop, where is the line drawn in terms of the actual use of
the information and what value does it provide? The clue to
some of this can be found in the construction and content of
reporting to management and their focus. Is information just
a backup in case something is found to be wrong or needs
investigation or does it drive effectiveness and efficiency?

In the humanitarian sector a major failing seems to be that
the information is only collected because it needs to be and
the underlying value of that information never sees the light
of day. This lack of interaction between the information and
the organization is reason for concern as it leads to inefficien-
cies that are never identified or rectified.

Findings based on numerous fleet assessments and interac-
tion with fleet and managerial staff in a various African coun-
tries from a number of NGO’s highlights six major areas of
concern with regard to fleet information and its use:

1. Incomplete and often hard to get information on fleet
activity, especially from remote programmes and project
areas.

2. Time taken to collect and collate information with manual
duplicative processes and steps.

3. Validity and information gaps resulting in poor data
history.

4. Dilution of reporting on vehicle activities across either
project or programmes and not as a distinct vehicular
cost centre.

5. Lack of analysis and intervention recommendations, no
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trend formulation from historical data or comparison to
best in class benchmarks resulting in lack of identifying
improvement areas or intervention needs.

6. Monitoring and evaluation of objectives against KPI’s that
reflect improvements or increased efficiencies based on
industry and best practice benchmarks.

If we look at the six major areas of concern above we need
to understand the underlying causes of these problems as
they are only highlights of the symptoms of set organiza-
tional culture and design:

1. Management of the fleet is often left to the project/pro-
gramme managers whose primary focus and capabilities
are their specific humanitarian goals. They have become
fleet managers by default.

2. Fleet management is a non core activity or competence
and thus does not hold a high status within most
organizations.

3. Reporting requirements are generally against total project
performance and meant to offer a certain amount of
transparency and accountability, not effectiveness.

4. Projects normally have a budget line for monthly fleet
operating costs including; fuel, maintenance and repairs
resulting in budgets only being scrutinized when grossly
over the collective budget. Projects, development areas or
grants are judged according to reporting of overall budget
under or overspends against the backdrop of achievement
of mission objects not on individual vehicle efficiency.

5. Complacency sets in as yearly budgets increase and diluted
reporting does not highlight any anomalies or exceptions.

6. The low status of fleet management in most organizations
results in the vehicle fleet not having set objectives or per-
formance expectations.

The key elements of what information needs to be collected,
analyzed and acted upon for effective fleet management can
often be complex and intimidating, yet even more complex is
how to effectively integrate these information systems into a
MIS that allows the organization to track, monitor and evalu-
ate the fleet; from a specific vehicle to group of vehicles, a re-
gion or even comparisons of a specific vehicle type for various
regions or even countries. There are many very comprehen-
sive commercial Fleet Management System applications that
are available in the marketplace but one must bear in mind
the capacity constraints within most NGO'’s. It seems best to



look at MIS that are modular, starting with most basic measurement and then further implementation phases that allow the
management of information to grow with the growth of capacity within the humanitarian organization.

The phases needed may differ depending on the approach used and the capacity available internally or organizations may
look for the expertise and capacity from an external service provider. Whatever the strategy the key element is first to look at
the big picture and then narrow the focus as the capacity and ability increases. It is critical to establish the benchmarks of the
current fleet in the organization, then to compare them against industry standards and benchmarks and to then set realistic
objectives that can be measured against for example these performance indicators as shown in the table below.

1 Number of vehicles in fleet

2 Total annual fleet mileage in km

3 Avg. vehicle age in years

4 Avg. total odometer reading in km

5 Avg. annual mileage in km (utilization)

6 Availability rate

7 Number of pooled vehicles in %

8 Total annual operating costs in USD

9 Maintenance and repair costs per km in USD

10 Fuel cost per km in USD

11 Fuel consumption in liter per 100 km

12 Avg. vehicle value in USD

13 Number of trained drivers within the last 12 months
14 Number of accidents per year

15 Adherence to replacement policy in %

16 Adherence to service maintenance schedule in %

Table 1: Example of Key Performance Indicators. Figures indicated are not representative.

Baseline 6 months
Target Actual

135 130 ?
4,590,000 4,544,100 ?
2.9 2.9 ?
128,985 120,000 ?
34,000 35,020 ?
76% 80% ?
0% 10% ?
2,710,845

0.18 0.17 ?
0.22 0.21 ?
14.58 14.58 ?
37,350 35,625 ?
0 30 ?
12 4 ?
72% 80% ?
0% 80% ?

Once the organization gets the broader baselines in place they can then look at more in-depth vehicle operating costs and
efficiency management that forms the basis of vehicle efficiency as illustrated in the figure below.
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Figure 1: Fleet Management Model Objectives.
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Comprehensive fleet management MIS include a variety of
modules that can be added as per the individual needs or
applications of the organizations as shown above.
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These modules although separate information systems then
linked to the overall MIS that provides accurate management
reporting to ensure optimal lifecycle, cost effectiveness and
efficiency of the fleet. It is important to note that the excep-
tion reporting is the key to management of any fleet and for
this to possible all information needs to be captured accu-
rately and timeously. This can be aided via the use of remote
management devices that automatically update the MIS thus
reducing human data input errors and also time constraints.

In conclusion many NGO's already collect large amounts of
useful data. This data needs to be reformatted into useable
electronic formats that can be imported into Fleet Manage-
ment Systems (FMS) that are more than just information
systems to gather, sort, analyze, evaluate and distribute
information. Integrated Management Information Systems
that provide management with much needed, timely, and
accurate information will enhance decisions around fleets
ensuring cash to ministry ratios remain high and all excesses
and resultant costs are driven out of the fleets.
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