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HOW TO SET UP A MAINTENANCE
PILOT PROGRAM AND WHY IT MATTERS
Shifting from an in-house maintenance program to an outsourced one is
a big commitment. Piloting outsourced maintenance ﬁrst can allow you to
test if it’s the best, most cost-efficient option for your ﬂeet.
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Going all in normally happens in card games, and it either means you have a great
hand or a great poker face. When it comes to your ﬂeet operations, there are times
when going all in might not be a safe bet. However, getting the most out of your
budget and keeping your vehicles running smoothly is not something to gamble
with. Instead of jumping into an outsourced maintenance program feet ﬁrst, it may
be better to test the waters by piloting a portion of your ﬂeet.

WHAT IS A PILOT PROGRAM?
Pilot Program [pı̄-l t prō-gram] noun
A pilot program is simply an experiment. A business tries out a new
product or service on a small scale to see if it will mesh with the rest
of the organization.
A pilot program is a small-scale trial period that allows them to learn how an overall
change to the business model might affect the entire ﬂeet. It could be testing a new
type of alternative-fuel vehicle or implementing a telematics system on a handful
of vehicles, or testing how an outsourced maintenance program might improve
overall ﬂeet operations. No matter the case, patience is needed. For example,
when piloting an outsourced maintenance solution there could be an immediate,
but often short-term, spike in costs that will pay off in the long term.1
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Deﬁning the goals of your pilot program is an important preliminary step in the process, which
includes determining the return on investment (ROI) that you hope to attain.2 While in most
cases it will not be immediate, it is important to take into consideration the small sample size
you are starting with and understand how to translate the small sample size to the bigger
picture. Have small obtainable goals in mind ﬁrst, such as decreasing maintenance costs by
10% in the ﬁrst year. Outsourcing partners, like Amerit Fleet Solutions, can also give you some
insight into how other ﬂeets have implemented similar programs and the results they’ve seen.

SETTING UP THE PILOT
STEP #1: IDENTIFY THE VENDORS
Research companies that you are interested in and ﬁnd out more about them, their approach,
what separates them from other providers, and what their key strengths are. Don’t be afraid
to call and ask them direct questions, the best sales people are happy to help you with
information that will help you compare providers more accurately.
You should also ask for a list of references. A reputable supplier should be more than willing
to offer a list of clients to ease any reservations you might have. But be sure to ask the right
questions when talking to other ﬂeets, including:
• What is the quality of the outsourced maintenance provider’s customer service?
• Has the provider’s pricing structure changed? If so, how often and how much?
• What types of maintenance services have the provider completed for the ﬂeet?3
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You also need to be willing to ask similar questions to the actual service
provider. Whether meeting with a company representative in person or having
a conversation over the phone, you need to be ready with a list of questions
that will give you more insight into what they can offer, and if they are the right
choice for your ﬂeet:
1. COVERAGE AREA?
You might have one location, a handful throughout the state, or numerous
ones spread all over the country — you need to make sure that the
outsourced maintenance provider is ready and capable to support each
and every one of these.
2. AVAILABLE DAY AND NIGHT?
Your provider must be ready to help not only where you are located, but when you need them. Whether that’s 9 to 5, Monday through
Friday or sunrise to sunset seven days a week, your provider needs to be available and responsive to your needs, without keeping
you waiting.
3. WHAT MAINTENANCE SERVICES DO YOU OFFER?
Consider what services you are regularly providing for your ﬂeet, and then look at those that have been out of the ordinary and may
have resulted in having to contract out the repair. Can the outsourced maintenance provider handle both routine and the out-of-theordinary repairs with ease?
4. HOW MUCH DOES IT COST?
Make sure there are no hidden fees or “subscription” type of services, i.e., services that may be part of a typical maintenance
operation’s menu, but are only available from the outsourced maintenance provider for an extra, al a carte fee. Also consider whether
you are charged weekly, monthly, annually, or per service. This has to work with how you run your business.
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Discussing your goals
and options with a
maintenance service
provider is important.

STEP 2: IDENTIFY THE SITES FOR THE PILOT PROGRAM

Your next step is to choose where to conduct your pilot. For smaller
ﬂeets with only one location, the decision is easy. But for ﬂeets with
ﬁve, 10, or even 15 or more locations, you need to take some time
to ﬁnd the best place to start. The site should have a mixture of the
different types of vehicles you manage, from light-duty sedans and trucks to medium- and sometimes
heavy-duty trucks and other vocational equipment.
You must also consider the personnel at the chosen location. The onsite manager must be
open to being part of the pilot and support a change from in-house to outsourced maintenance
services. You do not want someone who is ready to say “yes” to any provider, but an experienced
manager that will critically — and fairly — oversee the pilot and give an educated opinion to
management upon completion.
Discussing your goals and options with a maintenance service provider is important. They can help
you select the best site to get an overall view of how its services would improve your entire business.

STEP 3: IDENTIFY THE DURATION
A pilot program could last anywhere from three months to a year, depending on your ﬂeet. In
the end, you are looking for information that will help with future decisions. The time you take
to assess the product or service in question depends mostly on the goals you set forth at the
beginning of the pilot. This makes goal setting even more important. When working with larger
service providers, discuss options on duration and what types of assessments will be possible at
three, six, or 12 months.
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The best providers will carefully plan the transition, speaking directly
with the technicians and on-boarding as many qualiﬁed candidates
as possible.

STEP 4: IDENTIFY THE “IT” FACTORS
Efficiency and cost are the two factors that are behind almost any
signiﬁcant and enduring change to a ﬂeet program. As a ﬂeet manager,
you want to improve one and reduce the other. This might be more
difficult for some ﬂeets, especially smaller ones that have a tougher time
showing a return on investment in a short period of time. Larger ﬂeets
often have “bigger and better” maintenance capabilities and resources,
and they often are more able to standardize their procedures.4
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To ensure that efficiency
and cost requirements are
met, ﬂeet managers need to
demand customization.
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To ensure that efficiency and cost requirements are met, ﬂeet managers
need to demand customization.5 Reputable maintenance providers, like
Amerit, understand that each ﬂeet is unique and will not be surprised
when you ask for a solution that meets the speciﬁc needs of your ﬂeet.
Be ready with your list of “demands” and make sure the maintenance
provider understands the order of importance, and what you expect
from them.
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WHY IT MATTERS

RESOURCES

A pilot program is not only a test of a product or service; it
is a chance to see how a company reacts when things go
smoothly and, more important, when things go awry. Every
solution is not for every ﬂeet, and while you might expect
it to better your ﬂeet at the onset, the results of a pilot
might uncover other hidden beneﬁts or complications
that you did not anticipate. This is why it’s best to start
small and then expand. A pilot helps you work out any
kinks that arise, smooth them out, and move onto a largerscale implementation, maybe even a full implementation,
reaping efficiency and cost savings at a larger scale.
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It’s a case of making an investment versus taking a
gamble. And in the ﬂeet world, you need facts, ﬁgures,
and positive results to make the case to change from an
in-house maintenance program to an outsourced one.
The trust and conﬁdence you build with your provider is
critically important to accomplishing this, and together
you can determine the best path forward in expanding a
successful pilot.

A pilot helps you work out any kinks that arise, smooth them out, and move onto
a larger-scale implementation, maybe even a full implementation, reaping efficiency
and cost savings at a larger scale.
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ABOUT AMERIT FLEET SOLUTIONS
With over 120,000 vehicles and assets under contract in more than 700 locations nationwide, Amerit Fleet
Solutions is one of the largest providers of dedicated ﬂeet maintenance and management services in the
U.S. today. No other ﬂeet maintenance company can compare to our depth of knowledge and expertise in
maintaining and managing the broad spectrum of vehicle and asset types, including alternative fuel vehicles;
managing a diverse on-site workforce; creating customer-driven service programs and leveraging best practices
in ﬂeet services and processes to improve performance, proﬁtability and uptime.
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