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Rising Costs, Lower Values: 
How to Keep Fleet Costs in Check 

• Overview of the thought processes that go 
into successful fleet planning 

• Four panelists in 50 minutes 

• Time for questions at the end 

• All panelists are available after the session or 
by email 
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This PowerPoint will be available on the Auto 
Rental News web site 

and on 

www.TennantGroup.com 
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How Many Vehicles Do I Need? 

If you are a startup or new business and don’t have 
years of history: 
• Estimate your competition’s fleet size (3 or 4 times the 

most you ever see) 

• Look at your airport’s car rental revenue (by law, it is 
available). Estimate the market share you will get, divide 
that revenue by $900 or $1000 to give you a rough idea 
of vehicles needed by month. 

• Guess, but start small and build as you need to 
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How Many Vehicles Do I Need? 

 

One way or another you need to estimate 
how many vehicles you can rent each 

month for at least a year ahead. 
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How Many Vehicles Do I Need? 
Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec

Forecast Average On Rent 205 215 243 282 286 288 311 346 289 311 228 202

Fleet Needed @ 80% Util. 257 268 304 353 357 360 389 433 361 389 285 252

Fleet Needed @ 85% Util. 241 252 286 332 336 339 366 407 340 366 268 237

• Divide estimated average on 
rent by utilization target (80% 
or 85%). 

• At 85%, need 407 in August 
and 237 in December. 

• Don’t have to fleet up for 
peaks, raise the rates instead. 
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What Fleet Mix Do I Need? 

ECAR, CCAR, ICAR 

• ECAR and CCAR might be 1/3 to 1/2 of your 
reservations. There are almost never deals for ECARs 
– CCARs will probably be cheaper – but if you have 

no ECARs you will have a hard time getting upgrades. 

• ICARs might be 20% to 30% of your reservations and 
are the bread and butter of corporate business. They 
are a good vehicle to upgrade into. 
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What Fleet Mix Do I Need? 

Full Size, Premium and Luxury 
• Probably limited demand for these, depending on 

your customer base. 

• Generally, the higher rate more than covers the extra 
cost --  

• As long as you can keep them rolling. 

• There is a place for them in your fleet if the deal is 
right, but not too many! 
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What Fleet Mix Do I Need? 

Minivans, Trucks and SUVs 

• You probably should overweight this segment 
because there are often good deals available and 
they are very versatile. 

• A family or small group with luggage often won’t fit 
into their reserved vehicle and will need one. 

• You can use them for almost any reservation. 
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What Fleet Mix Do I Need? 

Seasonal and Specialty Vehicles 

• Convertibles, SUVs in ski season, 15 Passenger vans, 
cargo vans, pickups, etc. 

• These types of vehicles can be very lucrative, but it takes 
time to recognize an underserved niche and develop it. 

• Start small – maybe a couple of vehicles – and build. 

• Thrifty SF ran 150 15 pax vans with $4000 RPU when cars 
were averaging $800 
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If you have history of rentals by vehicle class: 
• What is the RPU compared to the cost? 

• Don’t just look at RPU 

• RPU = Rate x Utilization 

• If rate is good, with low utilization, buy fewer this year 

• If utilization is high for the class, buy more. 

• If rate doesn’t justify the vehicle cost, buy fewer or none. 
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How Many Vehicles Do I Need? 

Jim’s Rules of Fleet Planning: 

• There is nothing wrong with being underfleeted. 

• It is better to be underfleeted than overfleeted. 

• If I am underfleeted I will just raise my rates! 

• Nobody went broke by being underfleeted 



Rising Costs, Lower Values: 
How to Keep Fleet Costs in Check 

 

Brad Meyer – Consultant & Recent 
Hertz/Dollar/Thrifty Licensee 
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• Buy to Sell, not to Rent 

• Key Measurement – What it costs to hold each 
make and model 

• Some examples of great deals in the recent 
past 
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Best Car You Can Buy by Class: 
• Economy 

• Compact 

• Mid-size 

• Full/Luxury 

• SUV 

• Minivan 

• Trucks 

• Others 
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• DO YOUR HOMEWORK 

• The true cost of holding 

• Set a goal of $300 or less 

• I used to run at $225/month “all-in”, 
depreciating at 1.86%/month 



Rising Costs, Lower Values: 
How to Keep Fleet Costs in Check 

 

 

Joe Lyons – Marple Fleet Leasing 



Fleeting With Almost New Vehicles 
Purchase or Leasing 

 

• Why used in your fleet? 

 

• Values on used cars have dropped, increasing 
hold costs for most vehicles  

  

 

 

 

 

 

 

 



Depreciation Trends  
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• You will need to increase depreciation or hold 
cars longer to own units to sell into softer 
wholesale market. 

 

• What has caused the market decline?  
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• 2009 Vehicle production was 10.5m units 

 

• 2015 Vehicle production was 17.5m units 

 

• That is a 7,000,000 increase in 6 years  
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• 2009  1.1m vehicles went to RAC sales 

 

• 2015  1.7m vehicles went to RAC sales  

 

• That’s 600,000  more vehicles into RAC service  

 



Fleeting With Almost New Vehicles 
Purchase or Leasing 

• Used RAC sales 

 

• 2010  1.275m units 

 

• 2015   1.85m  units 

 

• Source: Manheim/ ARN 
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• Manufacturer Lease returns estimated to be 
800,000 units for 2016 (with pull ahead more) 

• Pull ahead is a term that manufacturers use 
when they offer a lessee the option to opt out 
of a lease early if they re-lease with them . A 
ploy to move slow moving product. 
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•  During the period of 2009-2014 there were  

 fewer lease returns with the manufacturers 
 departure from leasing due to industry crash. 

 

• The basic source of 1 and 2 year old used cars 
during that period was rental volume. 

 



Fleeting With Almost New Vehicles 
Purchase or Leasing 

• During 2010-2014 we saw strong prices even 
with higher mileage units due to limited new 
car availability to our industry and the market 
in general. 

• Our industry benefited from the demand, but 
now lease return volumes and plenty of new 
cars and low price leases have weakened the 
market. 
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• A weaker wholesale market will require new 
ways to stay competitive and manage costs. 

 

• Could a vehicle monthly cost savings of $40-
$100 be the answer? 
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• How to overcome this used car market price 

shift (Article-”Fleeting With Used” ARN July 2014) 
 

• Buying or leasing slightly used vehicles. 
 

• Lower acquisition cost. 
. 
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Purchase or Leasing 

• Better depreciation (let someone else take the 
big 1st year hit 25% or more).  

• They have the condition and look: same as 
new. 

• If a new model has bugs let someone else 
handle those issues and the down time. 
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Purchase or Leasing 

 

• Where to get these cars, auctions and factory 
sales – See ARN Article “How to Buy from Your 
Local Dealers” – 2014 Handbook 

 

• Reduced depreciation in the second and third 
years of ownership 
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Purchase or Leasing 

 

• Lower payments for your cars  

 

• Really helpful in competitive markets and 
replacement car rental business 
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Purchase or Leasing 

• Here are some sample lease rates 

• New  2016 Altima “S”    $499     per month  

• Used 2015 Altima “S”     $389    per month 

• New 2016 Sonata SE    $467    per month 

• Used 2015 Sonata SE    $339    per month 

• Used 2015  Elantra SE    $299    per month  
• source: Marple Fleet Leasing 1/16 
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Purchase or Leasing 

 

• The cars must be safe, clean and with good 
body condition.  You will need closer attention 
to overall condition, PM, tires & brakes. There 
will be some additional costs related to 
maintaining older units.  



Fleeting With Almost New Vehicles 

Purchase or Leasing 

• Warranties are longer these days 

 

• Most cars are bumper to bumper for 3 years 
36k miles  

 

• Powertrain warranties 40-60k miles and some 
are extendible  
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Purchase or Leasing 

 

• Most renter’s personal cars have higher miles 
(The average car on the road is 11 years old) 

 

• If your average renter owns a 3-5+ year old car 
it could have a lot more mileage than your 
rental. 
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Purchase or Leasing 

• These little older, higher mileage cars could be 
easier to sell to new and used car dealers 
looking to stock their lots. 

  

• Well maintained vehicles will put you in a 
different market and price point with less 
competition from the low cost lease rates of 
new vehicles. 



Remarketing Ideas 

 

• Consider running your vehicles longer . 

 

• Having a little older, higher mileage, well 
maintained vehicle will put you in a different 
market and price point with less competition 
from the low cost lease rates of new vehicles. 

 

 



Remarketing Ideas 

 

• These cars should be easier to sell to new and 
used car dealers looking to balance stock on 
their lots.  Especially dealers doing sub-prime 
business or buy here pay here. 

 



Remarketing Ideas 

• Develop a relationship with a few of your local 
dealerships; they are always looking for used 
cars with good history.  Many dealerships may 
even need your services for replacement car 
rentals (for shop and recall service). Selling 
direct saves auction fees increasing your net 
recovery. 

 



Remarketing Ideas 

• Many dealerships have buying centers at their 
stores. 

 

• I have a client who takes some of his retired 
units to a major car seller (Car Max) often 
selling them saving auction fees and much 
time. 



Remarketing Ideas 

• If you are doing any local market or 
replacement rentals, be sure to let renters 
know the car they are driving (or similar 
vehicles) may be available for sale at your 
office.  

• Check your local DMV for details and 
requirements; remember to know all 
disclosure laws State and Federal.   

 



Remarketing-Retail 

 

• Some RACs have even developed retail sales 
outlets (selling cars at lower retail market 
pricing) and tapping into higher returns on 
vehicle sales. (see article “Fleeting With Used” 
in ARN July/Aug 2014)  

 



Remarketing- Retail 



 

Remarketing -Retail 

Denise 
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• Denise Borcheit, fleet sales manager, steps 
into a used vehicle for sale on the Kulp Car 
Rentals & Sales lot. By selling cars retail, Kulp 
realizes returns of $1,000 to $1,500 or greater  
per unit than selling at auction. 

 



Remarketing-Retail 

 

• The advantage you have selling into the retail 
market: you can provide service history. 

 

• You can offer the buyer a 2-3 day test drive 
(they can rent it, try it before they buy) no 
pressure. 

 



Remarketing- Retail  

• Want to tap into the retail but don’t want the 
burden? 

 

• There are dealerships that take cars on 
consignment where a fee is charged to 
complete the transaction. (Cars Lotz) Be sure 
you are protected and do the research. 



 

 

 

 

Shawn Concannon 

Senior VP, Sales & Business Development 



Tracking 

 

• Tracking is critical to determining your fleet costs  
• You can’t improve what you don’t know 
• Variety of components 
• Measuring your KPI’s 
• Profit  

 
 
 

  

 



Tracking Components 

• Fleet Expense 
– Maintenance 

– Damage 

– Fuel consumption 

– Depreciation 

– Financing  

• KPI’s 

• Unit Revenue 

• Fleet Mix 
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Maintenance Reports 

 

 



Damage 

 

 



Damage Reporting 

 

 



Fuel Consumption 

 

 



Depreciation 

 

 



Unit Depreciation Details Sample 

 

 



Fleet Depreciation Report 

 

 



Financing 

 

 



Fleet Finance Source Payoffs 

 

 



Key Performance Indicators (KPI’s) 

 

 
• Utilization 

• Daily Dollar Average 

• Revenue 

• Revenue per Unit 



Daily Activity Report 

 

  

 



Unit Revenue Detail 

 

  

 



Estimated Profit & Loss Analysis – Detail (Page 1) 

 

  

 



Estimated Profit & Loss Analysis – Detail (Page 2) 

 

  

 



Thank you! 

Our Software. Your Success. 
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Feel free to email questions to: 
• Jim Tennant – The Tennant Group 

jim@tennantgroup.com 

• Brad Meyer – Recent Hertz/Dollar/Thrifty Licensee, Consultant 

b.meyer@thriftyindy.com 

• Joe Lyons – Marple Fleet Leasing 

joelyons@marplefleetleasing.com 

• Shawn Concannon – TSD 

sconcannon@tsdweb.com 
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Questions? 


