 1.0. INTRODUCTION.

1.1. General Background

This Fleet Management, Maintenance and Disposal Policy has been developed as a step forward to address pertinent operational, Maintenance and disposal challenges. It provides a framework to all sectors with a set of realistic standards and guidelines to enhance good management practices and establishes Sector systems through which sustainable handling, management and final disposal of the available District fleet will rest.
The Policy is developed, focusing mainly on the following key issues:
· Operation , management and maintenance plans for the District fleet of equipment and vehicles
· Empowering/Equipping and refurbishing the District Central garage for timely and cost effective servicing and repairs of the running District fleet by the available District mechanics
· Control of reckless, mishandling, misuse, vandalism or destruction of government equipment/vehicles or equipment in the possession of Public Officers
· Thorough and Serious assessment by Board of Survey, of the functionality status of government equipment / vehicles, so as to ascertain the ones that are repairable and those that should be boarded off to avoid high Operation and Maintenance costs.
1.2. Definition of Operation and Maintenance:

Operation:

Operation deals with the actual running of a service (e.g. provision of fuel, starting or , general mechanical  procedures, handling, etc.).

Maintenance:

Maintenance deals with the activities that keep the system in proper working condition, including management, cost recovery, repairs and preventive maintenance.

➽ Preventive maintenance: maintenance activities undertaken in response to prescheduled systematic inspection, repair and replacement, leading to continuity in service level, Operation and Maintenance costs spread over time, extension of life-span of equipment, user’s satisfaction and willingness to pay.

➽ Corrective maintenance: Refers to routine minor repairs and, or replacement of worn out parts. It is important in that it doesn’t make a facility break down to a level beyond their capacity to repair, leading to low cost of operation and maintenance, increase life span of the facility and user’s satisfaction and willingness to pay

➽ Crisis maintenance: maintenance undertaken only in response to breakdowns and/ or public complaints, leading to poor service level, high Operation and Maintenance costs, faster wear and tear of equipment, and user’s dissatisfaction.
1.2.1 Operation and maintenance in the context of sustainability:

Sustainability depends on a large extent, effective and efficient operation and maintenance. Many factors and processes that contribute to sustainability have a direct influence on operation and maintenance. Sustainability can be analyzed in time.

 A service is sustainable when; It is functioning and being used, It is able to deliver an appropriate level of benefits (quality, quantity, convenience, comfort, continuity, affordability, efficiency, equity, reliability, health), It continues over a prolonged period of time (which goes beyond the lifecycle of the equipment), Its management is institutionalized (community management, gender perspective, partnership with local authorities, and involvement of formal/informal private sector). 

Further, a service is sustainable when; Its operation, maintenance, administrative and replacement costs are covered at local level (through user fees, or alternative financial mechanisms), It can be operated and maintained at local level with limited but feasible external support (technical assistance, training, monitoring); and it does not affect the environment negatively.

NB: Proper operation and maintenance activities will contribute to the sustainability of a service after its construction, depending on a series of factors and processes which will have to be developed during the design and planning phase, and consolidated during the construction phase. In other words, the sustainability of operation and maintenance starts right from the planning stage.

1.2.2. Factors which contribute to sustainability and to effective operation and maintenance:
i) The technical factors which are likely to influence operation and maintenance as well as sustainability as a whole are: technology selection; complexity of technology; its capacity to respond to a demand and a desired service level; its impact on the environment; the technical skills needed to operate and maintain a system; the availability, accessibility and costs of spare parts; and the cost of maintenance.

ii) The community factors which are likely to influence operation and maintenance as well as sustainability as a whole are: availability of technical skills to operate and maintain a service, and implement preventive maintenance activities and small and big repairs; capacity and willingness to pay; participation of all social groups in the community and both men and women; financial and administrative management carried out by a legitimate and organized community structure; the felt need for an improved service; socio-cultural aspects related to water; and individual, domestic and utilization behaviour regarding hygiene and sanitation. Ownership and responsibility are the key prerequisites for sustainable operation and maintenance.

1.2.3. Benefits of the Policy:

· High level of preventive and corrective maintenance will be achieved, leading to low cost of operation and maintenance.

· Government facilities will continue to function regularly and deliver an appropriate level of benefits in terms of quality, quantity, convenience, comfort, continuity, affordability and efficiency
· The District fleet will serve the intended beneficiaries for a prolonged period of time, hence a relief on uncontrolled breakages leading to un- anticipated costs of repairs and maintenance
· The District fleet will be operated and maintained with limited external involvement except in case of complicated breakages requiring replacement of spares.

· Encouraging Local repairs and maintenance will result in skills development needed by our employees in the mechanical sector through hands on experience and further training programs
· A good Operation and Maintenance Policy will lead to an effective and efficient level of performance in the delivery of services in local Governments
2.1.2. Vehicles, Plants and Equipments.
Maintenance of Government vehicles and plants/ equipments has become very expensive in the current situation. There are instances where government vehicles and plants or equipments are grounded when they are still new. The district has a central workshop where all government vehicles, plants and equipment ought to be serviced or repaired. Unfortunately, the mechanical section doesn’t have enough tools and facilities to undertake major repair on vehicles, plants and equipments.

This vehicle policy is therefore formulated to address the gap of insufficient tools among many others in this sector. There are cases of reckless driving and misuse of public vehicles, plants and equipments by some drivers and officers. Sometimes due to negligence and, or carelessness, individual officers and Local Government have incurred high cost brought about by accidents. There are also cases where Government vehicles and facilities are entrusted in the hands of non public officers and sometimes vehicles and plants leave the station without due authorization by the Chief Executive or worse still without knowledge of the head of a particular user department.

These in all have resulted to very high cost of vehicle maintenance, and the resultant effect is boarding off government vehicles, plants and equipments before working for sufficient period of time.

The following proposed policy is here developed to try to address this concern:
i. A comprehensive, plants and equipment management strategy ought to be developed by the engineering department.
ii. The district council should pass a policy warranting co-owning of government vehicles motorcycles, and facilities. This will guard against misuse of public vehicles and equipments.
iii. The designated central Workshop/garage at Tsetse Control where all government vehicles, plants and equipment are supposed to  be serviced and repaired should be well equipped with necessary tools , which tools should  be well monitored and managed by the mechanical sector . 
iv. The boarding off of vehicles, plants and equipment beyond the capacity of mechanical section and also with recommendation of the Chief Mechanical Engineer should regularly be done in accordance with the PPDA Act so as to avoid possible vandalisation and thus loss of reasonable value at the time of valuation.
v. All public officers and drivers who in the course of discharging their official duties or not, recklessly, or out of gross negligence cause destruction to any government vehicle, plant or equipment shall be tasked to make good the affected vehicle, plant or equipment and in addition reprimanded as provided for by the Public Service Standing Orders, 2010 .
vi. Government vehicles should be allowed to leave the district only with due permission from the Chief Executive and be returned to the packing yard before closure of the official government working hours, provided the vehicle is within the district and no occurrences or unforeseen circumstances demanding special consideration has happened.
 a) Vehicles, Plants and Equipments Policy objectives:
· To facilitate timely implementation of the District programmes.
· To guarantee the efficiency of Vehicles, Plants and Equipments use by maximizing maintenance and operations.
· To cut down unnecessary costs involved in maintenance and Operations of the Vehicles, Plants and equipment (Availability and reliability).
· To generate Extra Local Revenue for the District from sale of old Vehicles. 
b) Procurement of Vehicles, Plants and Equipments Policy objectives:
a) Purchase of Vehicles, equipments and plants will be done through the normal Local Government procurement policy and PPDA Regulations/guidelines.
b) All Vehicles plants and other equipment shall be formally received, commissioned and attached inventory number at the earliest opportunity by the stores personnel and thus entered in the Assets register by Finance Department
c) The Vehicle/plant or equipment so procured should be issued with a log book immediately for easy tracking of its movements.
c) Operations of Vehicles, Plants and Equipments:
· All the powers to allocate vehicles/plants rest on the Chief Administrative Officer who can delegate this task to the Transport Officer and priority shall be given to emergencies and District Programmes that applied in time for transport at the transport Co-ordination Desk.
· A transport co-ordination desk headed by the Transport Officer shall be established to ensure effective use and sharing of vehicles. It will help to avoid personalization of Government vehicles and create flexibility on the part of officers going to one direction sharing a vehicle instead of each one taking separate vehicles. This will also cut down costs and enable the existing vehicles cover more programmes at a time.
· To each Vehicle/ motorcycle a driver or an officer ( authorized by the Chief Executive) with valid driving and riding permits will be  assigned and will be responsible for that vehicle/motorcycle.
· No vehicle/plant being driven by either of the assigned officers will leave the District parking yard without the movement permit issued by the Transport Officer or CAO.
· Pool Equipment Management shall be established for hire to private contractors to generate Local Revenue for supporting proper maintenance of the Vehicles/equipment. The modalities of hire shall be worked out by the District Engineer in consultation with the Mechanical Section.
· Project motorcycles/vehicles must remain in the respective departments where such projects are based.
· The Department/individual officer so allocated the motorcycle shall:-

· After four years, can opt to co-own the motorcycle if he or she so wishes.
· Not own more than one motorcycle.

d) Registration cards for Vehicles, Plants and Equipments:

Registration cards for all government vehicles, motorcycles or plants shall be kept in the in the strong room under the custody of the Chief Finance Officer , while  photocopies of these registration cards shall be kept by the relevant authorities e.g. the Transport Officer ,parent department, the District Engineer and the Principal Internal Auditor.

e) Operation of road Plants and Equipments:

The movement of any road equipment/plant shall be directed by the Chief Administrative Officer who may delegate this Task to the District Engineer.

The equipments/plants shall be:-

1- Availed to work on the District roads, the operation of which may be financed either by the Central Government, Masindi District Local Government, any Non-Governmental Organization (NGO) or the Local Community.

2- Hired out to any road contractor working on Roads within District network or on those roads in any neighboring Districts. The revenue so earned through the hire shall be used for maintenance of the equipment. 

NB:
Programme No.2 above may only be possible when the equipment/plants are not engaged in any of the District Programme in No1 above.

The terms and condition of hiring the equipment/plants shall be worked out by the Chief Administrative Officer and the District Engineer and in accordance with the current market rates of hiring the equipment/plants and within the PPDA regulations.
Once these equipment/plants are in the field, it may be very uneconomical for them to return to the District yard for Parking at the end of every day’s work. For that matter, the Equipment/plants shall be parked in a safe place and any damage occasioned must be made good by the one hiring.
f) Maintenance of vehicles/plants and Equipments:
· Maintenance of all vehicles shall be coordinated by the Senior Assistant Engineering Officer (Mechanical)  after thorough assessment, and the relevant heads of user departments will make requisitions in accordance to their respective budgets for the purpose.
· All fuels and oils issued to Machines shall be authorized by the office of the Chief Administrative Officer on request of the User Department or Senior Assistant Engineering Officer -Mechanical.
· Planned maintenance programme for all vehicles and equipment shall be put in place by the Mechanical Section and shall be strictly followed.
· The District through the Procurement and Disposal Unit shall identify atleast two suppliers from whom procurement of spares shall be made.
· Repairs of Vehicles and equipment which cannot be handled in the yard shall be contracted to a competent firm/service provider for appropriate handling.
· All minor services of District vehicles and equipment shall be done by the District Mechanics in the Engineering Yard with the cost depending on the circumstance.
· All repairs and services carried out shall be recorded in a job card and kept by the Mechanical Section.
· The District shall provide tools, repair equipment and protective eqipment for mechanics.
· Any Vehicle/plant broken on road/site shall be reported immediately to the Mechanical Section for action.
·  A vehicle involved in an accident shall be reported by the driver in writing to the O/C Mechanical Section. The O/C Mechanical shall make assessment of the accident impact on the vehicle and compile a report to the Chief Administrative Officer with copies to the District Engineer and the concerned Head of Department.

g) Disposal of Vehicles, Plants and Equipments:

· The Board of Survey shall be appointed by the Chief Administrative Officer to survey and recommend Vehicles/Plants for disposal.

· Any Vehicle/plants over the age of five years or found to be uneconomical to maintain shall be recommended for disposal.

· The District Procurement and Disposal Unit shall recommend the method of disposal to be discussed by relevant committees and approved by the District Council.
· The disposal of recommended vehicle/equipment shall then be implemented by the District Contracts Committee in accordance with the PPDA laws.
· Conclusion

Masindi District Local Government Fleet management and maintenance policy is so comprehensive that both the Local Government staff, the local and foreign communities that neighbor and use our roads, the civil society organizations and the political leadership have an undisputable and unavoidable stake to play for the sustainable and continuous welfare of the District fleet of vehicles and equipment. We therefore all need to embrace and carefully observe the policy if the fleet is to be well managed and maintained.
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