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Executive Summary 

Introduction  

Four Consulting was contacted by UBC Building Operations in February 2017 and asked to 

identify possible tactics that could help the client reduce greenhouse gas emissions from the 

operations of its fleet and achieve a green, cost-effective fleet.  

About the Client 

UBC Building Operations maintains and operates the Vancouver campus. That includes 

operating a service of fleet maintenance. It is their responsibility to investigate new possible 

methods of reducing UBC’s vehicle emissions and maintenance costs. However, many UBC 

departments operate their own vehicles and refuse to use the service provided while still 

contributing to vehicle emissions. Therefore, UBC Building Operations realized the need for a 

long-term strategy to identify and tackle key areas of improvement that will allow them to 

achieve their desired sustainability goals. 

Current Situation 

Initially, we analyzed UBC Building Operations’ current situation. We conducted a SWOT 

analysis to evaluate their strengths and weaknesses as well as identifying the opportunities and 

threats facing our client’s fleet management practices. UBC Building Operations has a detailed 

and well-constructed fleet plan and a clearly communicated policy. The client has already taken 

initiative in order to reduce the greenhouse gas emissions from its fleet and meet the target 

emission rates outlined in the Climate Action Plan 2020. However, although UBC Building 

Operations managed to achieve significant reductions in GHG emissions and obtain the only E3 

Platinum fleet certification in Canada, there exists a need to achieve further improvements, in 

terms of GHG emission reductions and the creation of a more cost-effective fleet. The key 

weaknesses are the limited capital resources available to finance these improvements and the 

lack of cohesiveness within the fleet operations of different UBC departments. We have 

identified numerous opportunities for our client, including technological improvements as well 

as increases in fleet utilization and access to free capital. A significant threat was a halt in 

technological growth, which would make it difficult for UBC to meet emission targets. Through 

the utilization of an ERRC grid, we have come up with potential solutions for the problems UBC 

Building Operations was facing. After careful analysis and research, our team has identified the 

most efficient and cost-effective tactics that will assist our client in meeting their targets.  

Short Term Initiatives 

In terms of improving today’s emissions, there are three tactics proposed. One tactic is the 

adoption of a software that is able to improve utilization rates of every vehicle. This software 

enables drivers to reserve cars using an online platform. We believe that the integration of this 



software in the fleet’s operations will result in a higher utilization of the existing fleet and will 

lower the GHG emission rate by allowing drivers to engage in car sharing. Another tactic will 

target elimination of idling emissions which represent one of the highest rates of unnecessary 

emissions of every fleet. The final tactic will focus on adoption of more sustainable electric 

vehicles. It will provide realistic substitutes for some of the fleet’s vehicles.  

Long Term Initiatives 

We understand that it is UBC Building Operations’ full intention to eliminate GHG emissions 

from its fleet by 2050 in adherence with UBC’s overall emissions goals. We also believe that this 

goals is entirely reasonable and achievable in that time frame, given the advances in technology 

that have occurred in recent years with regards to clean energy.  However, we are not confident 

in these technologies as pervasive and specific solutions to UBC Building Operations vehicle 

fleet.  We are technology agnostic with the current alternative options available.  Although full 

electric fleets, compressed natural gas options, or hydrogen fuel cell cars have significant 

potential to eliminate GHG emissions in the future, there remains technological, financial, and 

operational risks that overpower the opportunity as it stands today.  That is not to say that 

these options may not be strategic investments in the future, but rather than propose a sole 

answer to achieve the 2050 emission-free goal, we advise that UBC Building Operations stay 

cognisant of all the available alternatives. 

Financial Implications 

One of the major hurdles in developing UBC Building Operation’s fuel efficient fleet is the 

financial costs. We have developed a financial plan that facilitates our other initiatives in order 

to meet the goals as prescribed by the project.  We propose selling all owned assets either 

under a direction outright sale or through a sales leaseback mechanism.  We have modeled 

these transactions and predict a sizeable financial capacity can be achieved.  This along with the 

annual budget, we believe will provide sufficient capacity to maintain the currently budgeted 

operations, while also being able to invest and develop a new, more efficient fleet and the 

infrastructure required to do so.  This unique financial structure, although more common with 

real estate will ensure that UBC Building Operations stays cost neutral. 

Conclusion 

We believe that the tactics we have identified will enable UBC Building Operations to meet its 

GHG emission targets as well as allowing our client to achieve a cost-effective and highly 

efficient fleet. We have identified performance metrics to evaluate the progress every step of 

the way in order to make sure that we are moving in the right direction by prioritizing what is 

important for our client. 
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The key problem facing UBC today, specifically UBC Building Operations, is the need to continually reduce the Greenhouse Gases emitted but 
doing so using cost effective methods due to budgetary constraints. 

While conducting our diligence, we determined that there were four overarching issues associated with the Building Operations fleet that are 
currently creating the aforementioned key problem. These include:

1) Limited financial resources, which constrains Building Operations from simply creating a network of zero emission vehicles with the latest and 
greatest technology. Clearly, this would be incredibly expensive and with an annual budget of approximately $2 million, unfeasible.
2) There is a near-term target of reducing Building Operations GHG emissions to 275 tons by 2020. This target has yet to be reached in 2017 and 
we have deemed it to be the primary roadblock facing Building Operations today.
3) There is also the long-term target of completely eliminating GHG emissions by 2050. Again, this is an important milestone that must be 
considered when making decisions.
4) The lack of cohesion amongst fleet operators (i.e. various departments) has led to distractions and could potentially worsen with time if not 
addressed in the near-term.

From these four issues, we believe that there are two main strategies that should be implemented simultaneously, as they complement one 
another. First, UBC Building Operations should operate an optimal cost structure that promotes flexibility both in the short and longer terms. This 
should be coupled with the strategy of reducing GHG emissions across all UBC fleets while being cognizant of costs and risks associated with these 
initiatives. 

This framework led us into our five tactics that we will be discussing in greater depth later in the presentation. They include:
1) Selling UBC Building Operations assets outright, as well as conducting sale and  leaseback transactions
2) Improving fleet utilization and reducing idling via various initiatives
3) Integrating a small fleet of electric vehicles
4) Remaining technologically agnostic to the various under-developed methods for reaching 2050 target
5) Creating and hiring a Change Manager who will be tasked with increasing inter-department cohesion
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Once we determined the aforementioned four overarching issues listed at the top of the slide we considered a wide range of challenges that have 
been created due to these issues. 

It is important to take a few minutes now to highlight the key challenges that impacted on recommendations.

First, the key challenges associated with the issue of limited financial recourses. Given the current budget is largely allocated to fuel costs, 
maintenance costs, and replacement vehicles and annual leases; there is little room for the development of the GHG free technology in the 
market today, which remains costs. It also does not allow for the full rollout of initiatives that could be useful for reducing emissions; including 
fleet utilization software. Finally, due to the inability for cost overruns, each decision is extremely risk averse.

Second, since UBC Building Operations remain off their 2020 GHG reduction target, there are pressures associated with meeting expectations. We 
are concerned that this leads to the potential for near-term fixes that hinder long-term reduction possibilities, such as investing heavily in 
technology that is not fully up-to scale. Additionally, the current fleet includes owned assets, which causes inflexibility when making fleet 
management decisions. In other words, ARI has offered leasing contracts that can be extinguished after one year, which allows for rapid turnover 
of vehicles if technologies vastly improve on a year-over-year basis. 

Third, the issue with the 2050 GHG elimination is that it is hard to have a vision for something without a well-designed route to attain the goal. As 
we mentioned earlier, current technologies to provide UBC Building Operations with a GHG free fleet without the incurrence of high costs and 
high risks. It is debatable if it is even feasible today on the scale of UBC. Forecasting the changing landscape remains difficult. 

Finally, given the lack of integration within departments, UBC is foregoing cost savings from scale advantage and further fuel reduction from the 
turnover of departmental fleet. This relationship with several departments is distracting and could potentially become damaging to the success 
of the Building Operations goals. 
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We have decided to apply the ERRC grid to UBC Building Operations’ fleet plan in order to conduct a deeper analysis before making 
recommendations. UBC Building Operations’ goal is to eliminate GHG emissions and idling in the long-term. We have realized that by increasing 
utilization, we can achieve reductions in both GHG emissions and costs associated with fleet operations as well as right-sizing the fleet. Moreover, 
in order to realize the targets for GHG emissions and idling, our client will need access to financial resources which suggests a need to free up 
some of the currently tied-up capital. The creation of a sales-leaseback model is vital for this reason. We have also identified a need to increase 
employee awareness regarding GHG emissions and UBC’s emission targets in order to eliminate wastage due to idling. In addition to this, the 
creation of incentive programs are also expected to have an impact on idling. Lastly, eliminating misaligned incentives and creating new 
partnerships are crucial for the 100% reduction in GHG emissions and idling in the long term.
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After conducting various strategy analyses including the aforementioned ERRC grid, as well as SWOT analysis found in the appendix; we 
considered solutions for issues. Prior to deciding on the highlighted tactical solutions, we discussed amongst ourselves the validity of each option 
and weighed the costs and benefits of all potential solutions. 

In terms of the financial resources bucket, we were dissuaded from tying up capital in owned assets because this reduced the flexibility of fleet 
management and would be a large undertaking given that ~80% of Building Operations fleet is currently leased. While grant applications and 
budget requests seemed possible at first, we were concerned with the volatility associated with these cash in-flows. It would be hard to map out 
a comprehensive strategy based off of aspects out of Building Operations control. 

We considered partnering with car share companies in Vancouver to increase the utilization of the fleet. However, we felt that this again left 
Building Operations at the peril of an outside company that might not be able to fully support their needs. Instead, we decided to opt for a 
software. We also decided against E-Bike promotion due to the lack of flexibility of these assets.

We considered several technologies to pursue the 2050 goal with; however, as discussed later in the presentation, we opted for being 
technologically agnostic today. Essentially, there are too many variables to be confident in the success of any specific technology today. 

Finally, we did not feel comfortable with attempting to strong-arm the departments into partnering with Building Operations for fairly obvious 
reasons. While we did consider the periodic approach, ultimately we thought it would be wise to hire an independent professional with expertise 
in this field. 
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Going forward, we will be bucketing the key tactics into four discussions:

1) Cost efficiency 
2) Emissions Today
3) Future Proofing
4) HR Solutions

We will begin with cost efficiency. 
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Developing a vehicle fleet that meets strict environmental standards is not only difficult to implement and highly time consuming, it is also capital 
intensive to replace, update, and collectively bring up to speed a portfolio of vehicles that range in make, model, year, and condition.  In our later 
two key points, we will address our approach to tackling GHG emissions concerns in order to adhere to UBC’s 2020 and 2050 goals, but before we 
can consider those, we must ensure that UBC Building Operations maintains at a minimum cost neutral. We have developed a layered approach 
to create the financial capacity to commit the necessary capital to invest in more fuel efficient and GHG-friendly assets and vehicles, while 
maintaining use of assets currently required to ensure no service gaps arise.  As a entity, we believe that leasing is a better option for UBC 
Building Operations’ vehicle fleet as it provides less risk inherent with ownership, greater optionality for rotating your asset base, and greater 
term negotiation. Given this, we propose the sale of all currently owned fleet vehicles, either through an outright sale for those vehicles that are 
deemed unfit to meet the current goals, and the use of a sale leaseback mechanism for the remaining, acceptable vehicles that are under UBC 
Building Operations’ ownership. 

A sale leaseback is a financial arrangement whereby a sale agreement of an asset between two parties occurs simultaneously with a lease 
arrangement for those same assets in reverse between the two parties.  Typically done to unlock the value of a companies real-estate, it is also 
common in all fixed-asset heavy industries, such as light-rail and airlines, and can be applied to vehicle fleets as well. There are five major benefits 
to the transaction for UBC Building Operations, which are as follows:
1. Rather than focusing on the physical assets of the fleet, a sale leaseback transaction allows for greater focus on the core mission of meeting 

the 2020 and 2050 goals.  The upfront proceeds will enable upgrading and reinvestment into new vehicles to meet the time sensitive 
milestones.

2. Under the lease agreement, UBC Building Operations will maintain exclusive use of the assets for a finite life at which point the assets will 
be transitioned to the new owner, eliminating any prior disposal risk.

3. The transaction includes a sale element and, therefore, results in a off balance sheet transaction. The sale leaseback will improve bottom 
line from the upfront proceeds and improve financial rations, specifically those related to total assets (return on assets debt to equity 
ratios, etc.). 

4. Focusing the proceeds from the transaction back into more efficient operations may show improved performance, efficiency, and increase 
financial capacity to stay cost neutral.

5. The transaction will, lastly, maximize value for the vehicle. At the time of the sale, the vehicles will retain a higher dollar value opposed to 
selling at the end of their useful lives.  Additionally, the current renewal methodology for leases aims to capture the highest return for the 
vehicle, which will be applied to the new leases under the leaseback component of the transaction.
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It is essential for UBC Building Ops to track and manage fleet utilization in a more effective way in order to right-size the fleet and reduce GHG 
emissions. The goal is to create shared value by increasing utilization, as this would not only have a significant environmental impact, but it would 
also result in remarkable cost savings. We believe that UBC Building Ops can increase fleet utilization through the use of a software that will 
enable drivers to reserve cars online, similar to how users can reserve cars on car sharing platforms like Zipcar and Car2Go. This will also allow 
drivers to engage in “car sharing” or “car pooling” and therefore reduce fuel consumption. Increased utilization and car sharing can help UBC 
Building Operations with fleet right-sizing.
Building a software from scratch would be very costly and time-consuming. Therefore, in order to benefit from an increase in utilization right 
away, we suggest using an established software, in particular, FleetCommander by Agile Fleet. This cost effective fleet management software not 
only enables drivers to reserve cars for a specific amount of time, but it also comes with key dispatching solutions, allows manager to track all 
vehicles from a single dashboard, assists maintenance scheduling and inventory management, provides vehicle usage and fuel consumption 
analytics as well as right-sizing reports. The software can be implemented right away and Agile Fleet provides training and maintenance. Current 
users include US Homeland Security, many universities and states including Cornell University and state of Michigan as well as Greater Toronto 
Airports Authority.
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It was mentioned in Pegasus 5.0 that idling wasted 35,611L of fuel each year for forty three tons of GHG emissions. We have identified a couple of 
tactics in order to reach the idling target of 0% by 2025. First of all, when replacing cars, UBC Building Ops should make sure that the new cars 
have the automatic engine shut-off feature, also known as the idle start-stop system, that automatically shuts off the engine when the car is at 
rest. According to Natural Resources Canada, this technology reduces fuel consumption in cities by at least 4 to 10% and over 10 years, this 
amount corresponds to savings of around $285 to $1,677 and GHG reductions of 610 to 3,540 kg. Although the start-stop system is not very 
common in the North American models yet, the popularity of this technology is increasing. 2017 Toyota Highlander became Toyota’s first model 
in North America to include this technology and Toyota is expected to offer the technology in more models, starting with larger vehicles, in the 
near future according to Toyota’s Brian Williams. This means that Tundra and Tacoma may offer this feature soon. Mercedes Benz Sprinters 
already offer this technology optionally.
Although training was mentioned in the Pegasus fleet plan, we believe that UBC Building Ops needs to focus more on training the employees, 
especially with regard to idling reduction. Idling reduction is very simple, yet Building Ops needs the collaboration of all drivers in order to meet 
its 2025 target of 0 idling. Therefore, educating drivers on the costs of idling and the environmental impact the reduction could make is essential. 
Another possible tactic to ensure employee contribution in this goal is to utilize incentive programs whereby employees are penalized or 
rewarded for idling in excess of or less than a determined amount. Stan Koch and Sons Trucking company reduced idling from 60% to 15% in 2 
years using a reward program to incentivize their drivers.
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It was mentioned that UBC operations wanted to standardize the fleet to reduce costs and increase efficiency. The report stated that electric 
vehicles tested did not have the right features required by the fleet’s purposes and hybrids were not efficient due to the conditions of the 
campus’ roads. However, we were able to find three vehicles that fit within the report’s criteria for new vehicles to be integrated to the fleet. 

Might-E Truck
• Proved their vehicles’ capabilities through several different projects and partnerships 
• Several different options that can accommodate and substitute different vehicles.

• Van body, pickup box, flat deck, service body, garbage truck.
• Battery life enough for two days and can go as fast as 25 mph. 

• Range is of only 50 miles/battery charge. 
• Optimal for on-campus daily operations since they are quiet and have more than enough range for needs.

• 1000lb load capacity and can be charged from a regular 110V outlet.
• Designed for low maintenance costs.

Condor
• Biggest selling point is the size range the Condor can reach with one battery charge. 

• On highway speed (65 mph) can reach 100 miles
• At 45 mph can reach 140 miles
• Can go up to 200 miles in one day with opportunity charging

• Slightly smaller than Toyota Tundra but has dry storage space in the front of the vehicle. 
• Can carry up to 1,000lbs of load and tow up to 1,000lbs as well

• Rear wheel drive with independent coil-over shocks for any type of operational need. 

Nissan e-NV200
• Can be a complete substitute to fleet vans

• Range of 106 miles per charge and can be charged of any regular charging station.
• Similar dimensions for cargo area
• 703kg maximum load
• Possible to get subsidies for adopting more of these electrical vans by government since they will be replacing vehicles that are 

responsible for a large amount of ghg emissions. 
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It is UBC’s goal to be 100% emissions free by 2050.  We believe that in order to achieve this expectation, the foundations need to be laid today 
and built upon.  In an culture so heavily dependant on GHG emission producing vehicles, it will require a discipline approach to introduce and 
entrench a new ideology within UBC Building Operations.

Although technologies currently exist to reduce emissions substantially, if not entirely, there still remains technology, financial, and operational 
risks with implementing those technologies.  Further to this, UBC Building Operations needs to maintain its ability to stay cost neutral. Due to 
these high risk aspects today, as well as many other considerations that would need to be weighed prior to committing to an alterative option, we 
recommend remaining technology agnostic toward fleet alternatives.  We do not believe that the current options fully resemble all possibilities 
nor will they be the full solution to meeting the 100% emission free goal by 2050.  The current options available either fail to meet all the 
operational demands of an acceptable fleet, carry excessive risk, particularly default, or are not fully developed and tested as of late.  In order to 
meaningfully adopt an alternative fleet option, the technology must be sound, proven, reliable, and have sufficient supporting infrastructure built.

Given this though, UBC Building Operations should still remain knowledgeable and current towards the alternative solutions available in order to 
make sound financial and operational decisions as the technologies advances to the point where the associated risk become palatable. We have 
identified four alternative fleet options that UBC Building Operations should continuously observe as they progress towards their 2050 goals of 
eliminating all GHG emissions.
1. Full Electric Fleet: The most viable alternative for UBC, an all electric fleet offers significant operating savings, zero emissions, but comes at 

a high acquisition cost and reduced utilization due to recharging.  Significant advances and application of electric technology must be 
developed prior to being a viable option.

2. Compressed natural gas is a proven technology that boast lower maintenance costs and historically, cheaper resource inputs due to 
increases in fracking, but as of late has a comparable costs and therefore runs a commodity risk.

3. Hydrogen fuel cells are currently being developed tested due to being a non-contaminating energy carrier, being ~2x as energy efficient, 
and has a greater range without the necessity of recharging when compared to electric.

4. Lastly, UBC Building Operations should also consider the use of carbon credits under both circumstances where they either are not able to 
meet the 100% emission free goal, or whether they exceed it.  Should they not foresee adherence to the goal, the purchase of carbon 
credits could be a feasible, albeit costly, solution.  Alternatively, carbon credits could be an additional revenue source that would allow for 
further fleet investment and could have substantial impact in the long run.
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There is a global push to create more energy efficient operations from states, cities, companies, and all other forms of organizations, which 
includes many vehicle fleets.  Three case studies of recognized energy efficient vehicle fleets which are intended to provide a direct comparison to 
the initiative introduced by UBC and serve as a guide going forward of what is feasible are the University of California San Diego, the University of 
Washington, and HyFive.

UC San Diego
In 2011, UC San Diego received recognition for its efforts in establishing of the greenest fleets in the U.S. at the time, winning the “Sustainable All-
Star Award” from Green Fleet magazine.  UC San Diego was able to convert approximately 40% of the campus’ 800 vehicles to zero-emission 
vehicles. Further, diesel fuel was phased out and was replaced by ultra-low-sulfur B-20 biodiesel. For their efforts, UC San Diego also receive 
recognition from the California office of the Environmental Protection Agency as a “Model Pollution Prevention Vehicle Service and Repair 
Facility”.
Most importantly though, UC San Diego invested heavily in compressed natural gas (“CNG”) by installing a fueling station that would service their 
fleet.  They were able to acquire CNG vehicles at comparable costs, and therefore saved substantially from lower fuel costs and lower 
maintenance. UC San Diego, in 2011, was leading the way in green fleets and served as a model for other universities and institutions aiming to 
develop an efficient fleet.

University of Washington
Another model university for their efforts to create an energy efficient vehicle fleet is the University of Washington.  This past year, the university 
ranked #17 on the 100 Best Fleets Awards, which is open to all federal, state, and local government fleets in North America. Evaluations depend 
on fleet composition, fuel and emissions, policy, utilization, education, employee involvement, and supporting programs.  In 2016, University of 
Washington was the only university to receive recognition of the award. Their fleet consists of 698 vehicles, including 254 ethanol flex-fuel 
vehicles, 120 hybrid vehicles, 5 diesel-electric vehicles, and 24 all-electric vehicles. Additionally, the university heavily uses biodiesels where 
applicable, with 58 vehicles using B-20 and 254 planned to use E-85 biofuels. University of Washington should serve an exemplary model for UBC 
Building Operations.

HyFive
HyFive is a project under the umbrella of Fuel Cells and Hydrogen Joint Undertaking, a public-private partnership with the European Commission.  
HyFive is a project to deploy 185 hydrogen fuel cell vehicles and refueling stations from the five leading global automotive companies: Daimler, 
Hyundai, Honda, BMW, and Toyota. A total of 15 partners comprises the HyFive team, giving it the scale to avoid scale issues that currently 
prevent wide-scale roll-out. The project has almost 18 million euros in funding and is set to end on September 30, 2017. This project’s success 
could be leveraged to develop successful and sustainable hydrogen fuel cell infrastructure.
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Kotter’s 8 steps for leading change – Adapted for UBC Building Op’s Department Integration Plan

This framework was designed to help facilitate change. Using it as a guide, we have created customized steps to outline how you persuade the 50 
UBC departments to utilize your services and best practices. 

1. Create a sense of urgency: By establishing early on why this change is important to your stakeholders and why they should adopt the 
change, they will embrace the change as opposed to fighting it. We suggest you can establish this urgency by reminding the departments of 
UBC’s emission goals, and how little time they have to reduce over 50% of their total emissions. 

2. Build a guiding coalition: This step establishes your credibility. By having influential members of UBC’s leadership team voice their support 
for your change, you will be less likely to experience resistance from the departments. 

3. Form a strategic vision and initiatives: During this step, you will communicate the vision of UBC’s lowered emissions. Emphasis will be 
placed on listening to the needs of UBC’s departments, and tailoring your services according to their needs to help them reach their 
objectives. 
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4. Enlist a volunteer army: A volunteer army will begin to form when partnerships between UBC Building Ops and UBC departments are 
created. These partnerships can be used as example of UBC Ops listening to the specific needs of departments and coming back to them 
with tailored solutions. Having the support of different departments extends your credibility when trying to establish more partnerships. In 
order to establish the first few department partnerships, preliminary analysis will be conducted to identify which departments will be more 
open to a partnership with UBC Building Ops.

5. Enable action by removing barriers: As mentioned in our Q & A session, there are three key barriers to establishing department 
partnerships: limited time to build relationships, frequent turnover of department staff, and misaligned incentives between Building Ops 
and various departments. By hiring a contractor with experience in project management, change management, and management of vehicle 
fleets, we will no longer be held back by these constraints as we will have a dedicated resource devoted to this endeavour. 

6. Generate short term wins: Short term wins are critical for motivating stakeholders involved in the change. By introducing monthly metrics 
onto departments’ invoices they will be able to see clear results from partnership. 

7. Sustain acceleration: This step ensures that change does not lose momentum after the initial push has been made. Leveraging existing 
partnerships and consistently delivering quality results will aid in the acquisition of new department partnerships. 

8. Institute change: Reinforcing the change by attributing success to the desired behaviours will motivate stakeholders to follow through until 
the end of implementation. Behaviours that are key to establishing partnerships with UBC departments are: the willingness to listen, 
understanding the fundamental needs of each department, and selecting services that will best fit those needs. 
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As previously mentioned, the sale leaseback model uses a sale mechanism of an asset(s) between two parties with a simultaneous lease 
agreement between the same parties, in opposite direction.  

We have performed a highly indicative financial model representing this transaction as a representation of the possible capital inflow provided.  
With further discussion and involvement from UBC Building Operations, the assumptions could be greatly refined to create a more succinct idea 
of the potential value associated with the transaction, but at its current state the assumption that influence the model are as follows:
1. The interest rate applied to the whole of the fleet in the transaction was 10%.
2. 10-year life as an average of the whole fleet in the transaction, as the lifecycle of the specific vehicles vary.
3. Using broad-based market values, we had an indicative market value of the whole fleet of assets in the transaction of $205,267.
4. We used a residual value of the assets in the transaction of $0, indicating that the assets will fully depreciate with the new owners.
5. Using an annuity style payment in advance, we determined that the annual payment to be $29,590 over 10 years
6. We assumed that transaction costs (bankers, lawyers, etc.) would cost 5% of the total deal value.

With these assumptions, we determined that the free cash flow available at financial close to be $190,000.  This can be directly reinvested into 
fleet upgrades and acquisitions in order to meet the predefined goals.
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Our analysis of UBC Building Operations’ currently owned fleet led to the creation of two distinct groups: vehicles for direct outright sale and 
those available to be included in the sale leaseback transaction.  Collectively these two transactions will provide a significant capital influx above 
the annual budget for the UBC Building Operations in an amount of $560,500. In our sources column, we have also allocated revenues from 
electric charging stations, as it is possible for the charging stations to be available for general public use when not being used by Building 
Operations. All in, we have defined our sources of capital at $2,575,500. 

On the uses side, we have broken out our forecast by group: current budget, financial scope, short term initiatives, long term initiatives, and our 
HR aspect. We have made the assumption that 95% of the annual budget is currently allocated.  Additionally, the short term initiatives are by far 
the most pressing items with capital requirements and therefore have distributed the majority of remaining capital to this bucket.  We have 
grouped new leases of electric and non electric vehicles together for simplicity sake as it is highly indicative and would require further due 
diligence to determine the specific vehicle requirements for replacement. In this group we have allocated a spend of $400,000.  We have also 
placed $80,000 to develop further electric infrastructure through charging stations.  At $10,000 per station, we have estimated that 8 stations 
should be sufficient in the short term.  The final major piece of the uses category is the future proof long term initiatives.  Although we have not 
provided a specific recommendation for alternative option, we have outlined numerous potential options and we have allocated some of the 
capital to being able to partner and build on these new technologies for when they become suitable alternatives.
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As in any strategy, there are potential risks when implementing them. We have created action plans to mitigate them.

Risk 1: The sale and lease back model was based on assumptions that might be reflective of the actual situation. 
Mitigation: The model was based on projections that were made with all available information. Therefore, any of the assumptions made could be 
easily substituted with data that reflects on the situation at hand into the model and it would be still applicable. This lowers the risk of entering 
into an agreement blindsided with different values.

Risk 2: Employees resisting the use of new utilization software.
Mitigation: Provide training to employees on how to operate within the new software to ease them into the new operations method and avoid 
major confusions and conflicts. Showing how to software will help the entire fleet to reduce inefficient practices and decrease greenhouse gas 
emissions, employees are more likely to be open to change. 

Risk 3: Electric vehicles manufacturer declares bankruptcy or delays delivery.
Mitigation: With legal advisory UBC operations will not be harmed if any delays occur since contracts entered will have clauses predicting possible 
situations and remedies that apply in each. During negotiations make sure to have clauses included that will please both parties so that 
manufacturer begins production of vehicles requested with a small initial deposit as to decrease potential losses if any bankruptcies are declared.

Risk 4: Sustainable technology invested in do not prove reliable.
Mitigation: Before making any final decisions on what technologies to invest in, consult with experts in the area to understand potentials and risks 
of each possibility. Having more than one opinion before making a decision will allow for a more comprehensive analysis on possible scenarios. 
After investment is done maintain constant vigilance on performance of new technology as to detect early on any signs of underperformance. 
This will allow for losses to be cut short if decision was proven to be wrong. 

Risk 5: Rise of new technologies that render investments outdated.
Mitigation: Set strict metrics that will guarantee that technology still is performing according to expectation. If technology still performs within 
desired standards, although being outdated, it will still help UBC operations to reach their emission goals. Monitoring markets to predict new 
investment opportunities will ensure that UBC operations will not fall behind greener and more sustainable solutions for its fleet. 

Information has been redacted from this report to protect personal privacy. If you require further information, you can make an FOI request to the 
Office of University Council.



Metrics play a crucial part in any strategy as it sets the standards of what will be defined as acceptable. Therefore, we developed metrics that will 
help UBC operations determine the success rate of each tactic.

Vehicle Efficiency: Measures how efficient each vehicle in the fleet is. This will be a determining factor since the fleet’s overall performance is
evaluated by every vehicle emission and fuel efficiency. With this metric UBC operations will be able to determine what vehicles should remain as 
part of the fleet and what vehicles should be sold entirely. It will also dictate what vehicles will be incorporated into the fleet since it has to fit 
within the desired standards.

Idling Time Reduction: One of the tactics relies solely on the reduction of the idling time. This is crucial to the overall strategy since idling time 
contributes to the biggest waste of resources and unnecessary emissions of a fleet. Therefore, by measuring fuel efficiency of each car and 
comparing to GPS tracking system, the fleet manager is able to determine every driver’s action and see if there were any excessive idling times. 

Acceptance of Services: Will measure how well UBC operations are handling the influx of departments that are accepting the services provided. 
This will determine how well the departments are understanding the advantages provided by UBC operations services and the how well UBC 
operations understands the needs of each department. This will also provide feedback on how to improve the services since surveys will be 
handed out to measure satisfaction. 

Fleet Utilization: Will measure how well the new software is being accepted and how efficiently the vehicles are being used. This will allow UBC
operations to identify if there are any surplus vehicles to requirement and see if there are improvements in overall vehicle utilization. 

New Technology Success Criteria: Will determine how efficient the technologies invested in are providing the expected returns. This will be 
measured through the efficiency of each technology in energy usage. This will also provide UBC operations with information regarding the 
reduction of emissions the adoption of the technology is providing. It will be fundamental to set strict standards of emissions and efficiency for 
each technology in order to measure its perfomance according to expectation.
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