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Identifying all aspects of spend related to 

a fleet is essential to optimizing operations 

and cutting costs. Doing so allows for 

better planning to maximize efficiency 

and reduce each vehicle’s total cost of 

ownership (TCO).  

Long-term equipment financing strategies 

help companies realize substantial 

savings, allowing for more rapid business 

growth and better decision-making. 

Often, a thorough analysis behind fleet 

expenditures exposes wasted resources, 

rogue spending across multiple locations, 

chaotic payment processes, and 

opportunities to operate more efficiently.

Beneficial spend analysis begins with 

identifying all fixed and variable costs 

associated with current assets and 

determining the total cost of ownership 

(TCO).

Spend Analysis Data Can Help You:

 + Consolidate your supplier base

 + See where maverick spend (also known 

as dark purchasing) is occurring

 + Determine the state of contract 

compliance

 + Negotiate better pricing based 

on volume of purchases

 + Determine the proper time 

to replace an asset

 + Shorten delivery cycles

 + Improve process efficiency 

 + Improve staff productivity

 + Improve cash flow

 + Reduce inventory

Introduction
Turn raw data into a strategic 

sourcing roadmap. Historical spend 

data holds the key to smarter 

purchasing decisions and can often 

lead to better negotiations with 

existing suppliers, or offer leverage 

to work with more competitive 

programs. Corcentric translates 

massive amounts of raw spend 

data into actionable recommendations 

for proven results. Personalized 

dashboards offer simplified views 

of past performance and display 

scenarios that can turn into substantial 

opportunities for growth.

Creating actionable intelligence 

requires the ability to accurately 

and easily consolidate, normalize, 

and categorize supplier information 

and related procurement data from 

the sources where spend data 

is generated. 

There’s gold in all that information.

Here’s how to get it.

https://www.corcentric.com/fleet-solutions/
fleet-analytics/

SHARE THIS GUIDE

“Spend analysis is a 
process for analyzing 
the historical purchasing 
data of an organization 
to provide answers to 
questions concerning 
spend visibility, compliance 
and control.”

— Chartered Institute of Procurement & Supply
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01
Fleet Expenses – 
How to Categorize 
and Analyze Spend
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A Spend Analysis 
involves bringing 
historical purchasing
data together in one 
place to build insights 
and answer some
basic questions.

CHAPTER 1: FLEET EXPENSES – HOW TO CATEGORIZE AND ANALYZE SPEND

Get this answer:

Fleet’s Total Cost of Ownership

Start by looking at 
every purchase:

 + Identify spend using a full year 

AP file.

 + Collect all the fixed and variable  

expense data from all sources.

 + Categorize every supplier 
and every expense.

 + Analyze where to consolidate 

and what categories will yield 

the biggest savings.

Ask these questions 
along the way:

 + Why are we making these 
purchases?

 + Are all of our locations purchasing 

under the same terms, pricing, 

and processes?

 + Who are our preferred suppliers  

and why are they preferred?

 + Are we utilizing national 

account programs? 

 + Are our suppliers charging 

a fair price?

 + Can we cut costs and save time? 

 + How can we do better?
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Optimize and 
Rationalize Data 
to Reduce Total Cost 
of Ownership (TCO)
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In order to reduce your fleet operating 

costs, you will need to identify what 

it is currently. Accurate cost data gathered 

from all of your various data warehouses 

is the first step -- the process of analyzing 

every purchase and every expense related 

to an asset is necessary to gain visibility 

into your total spend.

Every expense related to fleet should be 

considered. Large or small, all expenses - 

such as fuel costs, acquisition, financing, 

parts, tires, labor, and more - factor into 

identifying trends that help with cost 

avoidance during the fleet planning 

process.

 + What is the current per gallon cost of 

fuel, and what has been the ten-year 

average year-over-year increase in the 

cost per gallon?

 + What has been your historic miles per 

gallon performance in each year of an 

asset’s operation?  What has been the 

historic year-over-year increase in fuel 

economy?

 + Don’t forget to account for a fully 

depreciated asset. Remember, 

maintenance costs are usually higher 

than you budget for; fuel economy 

decreases as units get older.

 + What is the remarketing value 

of the asset in the current market?

 + Have you set the risk tolerance properly?

Consider this example: 

 + A fleet does a lease vs. buy analysis  

making the assumption on the buy 

side that it can sell a truck for $10,000 

at the end of its useful life.

 + In reality the asset will only be worth 

$5,000 (bad assumption).

 + A spend analysis will uncover the 

truth about the value of assets on the 

secondary market and allow the fleet 

to make a better lease vs. buy decision.

CHAPTER 2: OPTIMIZE AND RATIONALIZE DATA TO REDUCE TOTAL COST OF OWNERSHIP (TCO)

Right Data

Right People

Right Technology

In light of the most recent  
“nuclear” verdicts handed 
down in truck related accidents, 
safety equipment should be 
a major consideration in your 
asset replacement cycle.

Is it time to replace 
an asset?
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Why the Average 
of the Average Can 
Lead You Down the 
Wrong Path
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When you are evaluating asset replacement 

and asset life cycle, it’s important to determine 

the asset’s true operating costs for each year 

of operation vs. the average operating cost 

over time.
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CHAPTER 3: WHY THE AVERAGE OF THE AVERAGE CAN LEAD YOU DOWN THE WRONG PATH

When building an 
asset replacement 
model, you need to 
consider all fixed and 
variable costs and allow 
for “what if” analytics. 
The model should also 
be a multi-year model 
considering extended 
and shortened 
life cycles.

Example:

You have a 5-year-old truck 

with 500,000 miles on it:

 + Spend over its entire life = $50,000

 + Operation cost perception = 10 cents 

per mile ($50,000 cost divided by 

500,000 miles = 10 cents per mile)

 + Conclusion: 10 cents per mile 

is the average of the averages  

But what if in Year 1 the operating cost for 

a particular vehicle was really only 3 cents 

per mile, but conceptually you have figured 

the Year 1 -- and Years 2, 3, 4 and 5 -- 

operating costs to be at 10 cents per mile?

Another example:

Take 50 trucks that are all 5 years 

old but have varying operating costs 

in terms of costs per mile or TCO. 

 + Assumption: On average for all 50 

trucks, the 5-year total cost of operation 

is 12 cents per mile.

 + However, of the 50 units being evaluated, 

10 are operating at 8 cents per mile and 

another 10 trucks at 20 cents per mile. 

Correct approach: Re-evaluate
true operating costs for each
year of operation by asset
to determine which assets
should be replaced first.

When you start doing averages, 
you end up misrepresenting the 
true cost associated with operating 
an asset in Years 1, 2, 3, 4 and 5.
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Breaking It Down – 
What Are You 
Spending Money On
and How Could You
Be Saving More?
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CHAPTER 4: WHAT ARE YOU SPENDING MONEY ON AND HOW COULD YOU BE SAVING MORE?

If your Spend Analysis is focusing on your 

assets, here are some broad categories 

that will help you begin the study:

 + Acquisition cost of the new equipment

 + Residual value of the asset

 + Monthly fixed cost payments

 + Year-over-year inflation rate

 + Historical fuel costs (actual miles 

driven/gallons pumped)

 + Maintenance and repair costs

 + Fuel economy of existing assets

 + Fuel economy trends (improvements   

or degradations in new equipment)

 + Anticipated fuel economy of new assets

 + Fuel costs

 + Cost of roadside breakdowns

 + Insurance costs

 + Licensing and fuel tax processing costs

 + Substitution costs for maintenance/

repair downtime, i.e., rental truck 

expenses

 + Utilization

 + Tires, parts, lubes, telematics, filters, 

batteries, and others

However, these are not the only costs to 

consider. You might also want to include 

some “soft” costs, too, for areas such as:

 + Driver recruiting/retention

 + Safety-related technology 

upgrades to vehicles

 + Cost of accidents

 + Marketing/brand perception

 + Sustainability goals

 + Downtime (lost customer good 

will from missing deliveries)

 + Selling of used assets for 

maximum profit 

Quick Tip:

Look at historical data to identify

how much you are spending

with each supplier.

Grocer in Southeast with 500+ Tractors

 + Held quarterly fleet planning meeting

 + Replaced/extended Run Cost Analysis 
for annual tractor procurement

 + Saved $900K over 12 months

National Direct Store Delivery Fleet with 
2,300 Units

 + Held quarterly fleet planning meeting

 + Conducted fleet mix analysis comparing 
run cost of 19’ single axle units to 23’ dual 
axle units

 + Saved $48K per unit over seven years

Grocer in Northeast with 150 Tractors

 + Held quarterly fleet planning meeting

 + Conducted Maintenance and Repair VMRS 
Code analysis on maintenance spend 
to determine ROI on extended warranty 
purchase

 + Saved $750 per unit
 

Food + Nutrition Manufacturer #66 on Fortune 
Global 500

 + Initiated fleet optimization project 
to repurpose reefer bods from inefficient 
chassis to new chassis

 + Saved $14 million over seven years

EXAMPLES OF HOW COMPANIES 

DRAMATICALLY REDUCED THEIR 

TCO WITH SPEND ANALYSIS:
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CHAPTER 4: BREAKING IT DOWN – WHAT ARE YOU SPENDING MONEY ON AND HOW COULD YOU BE SAVING MORE?CHAPTER 4: BREAKING IT DOWN – WHAT ARE YOU SPENDING MONEY ON AND HOW COULD YOU BE SAVING MORE?

Insights gained:

 + Identifies opportunities for consolidation

 + Uncovers where you are not reaching 

the spend levels needed to achieve   

desired discounts and rebates

 + Uncovers where you are exceeding 

your vendor spend levels to help you 

renegotiate more favorable terms, 

discounts, and rebates

 + Allows you to see where you are 
or could be getting the most 

favorable terms

 + Uncovers loyalty benefits 

or determines If available 
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Decision - Making 
Made Easier by Fleet 
Spend Analysis
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CHAPTER 5: DECISION-MAKING MADE EASIER BY FLEET SPEND ANALYSIS

Regularly performing Spend Analysis 

will provide insight into exactly what 

you are spending money on and more 

importantly ensure compliance with 

negotiated programs. However, it will 

be up to you to leverage that data 

to improve your decision-making 

process. Spend management based 

on your Spend Analysis can improve 

your overall efficiency and allow you 

to adjust how and where you are 

spending and position you for success.

If you want to finance equipment for the 

optimal life cycle or discover the best time 

to replace an asset, there are a number of 

key data points to consider, some of which 

you can uncover during a Spend Analysis.

 + Compile a complete inventory of what 

is currently in your fleet, including 

information on year, make, model, 

in service data, odometer reading, etc. 

 + Compute equipment maintenance 

and repair costs by Vehicle Maintenance 

Reporting Standards (VRMS) codes over 

the life of each asset

 + Analyze spending trends across 

the fleet

 + Research availability of financing, 

interest rates, rate of inflation and 

the cost of new equipment

 + Understand used truck market 

to determine fuel economy for each 

asset

 + Evaluate used truck market to determine 

if the market is strong or weak

TOP 5 SPEND CATEGORIES 

IN ASSET MANAGEMENT

Breaking fleet spend down into 

a handful of sub-categories can make 

it easier to conduct a fleet assessment. 

Here are the most impactful spend 

categories for assets:

1. Fuel

2. Asset acquisition and financing costs

3. Tires

4. Parts

5. Lubes

6. Labor

It is important to note that manual 

processes or data that is not shared 

or is “siloed” will make it harder 

to complete a Spend Analysis. 

But it is essential to have all the 

data, regardless of which operation 

generated it, so that you get 

a complete picture of where you are 

spending your money. Tear down the 

silos to ensure you consider all key 

factors in your Spend Analysis.

Thinking about 
replacing an 
asset?
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Optimize Benchmark 
Data to Identify 
Opportunity and 
Reduce TCO
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CHAPTER 6: OPTIMIZE BENCHMARK DATA TO IDENTIFY OPPORTUNITY AND REDUCE TCO

Benchmarking forces businesses to 

look at how they are doing compared 

to similar type businesses.

›  Don’t rely solely on internal measurements  

 and metrics to evaluate performance. 

It’s easy to convince ourselves that 

if we are doing better than we did 

last year and meeting the goals 

we set, that everything is okay. 

›  The reality could be quite different. 

Even if your business is doing well, 

there is always room for improvement.

›  Seeing what kinds of numbers others 

 are achieving can motivate us to   

 reach further and do even better.

Benchmarking helps set new goals

and uses key performance indicators 

(KPIs) to get you closer to being the

best of the best — a company with 

superior performance. It also allows 

for an unbiased approach to gauge 

a fleet’s performance in the Industry.  

Gaining and keeping a competitive 

advantage starts with understanding 

the market. Benchmarking: 

 + Enhances operational performance

 + Allows a business to determine 

its true relative performance

 + Uncovers competitive intelligence

 + Reveals best practices

 + Results in superior performance 

and competitive advantage

“Benchmarking is the 
process of defining and 
searching for best practices 
that will lead to superior 
performance and recognition 
as an industry leader.”

- National Private Truck Council

Take a deep dive into 
your organization.
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07
Understanding the 
Impact Fleet Has on 
Working Capital
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Working capital = amount 
of capital available to 
operate a business.

As it pertains to fleets, what is the 

best investment when making the 

decision to lease or buy vehicles?

Fleet equipment purchases 

are big investments

200 Truck Fleet > 5-year operating cycle > 

40 trucks per year traded for new vehicles   

40 trucks @ $125,000 per truck = $5 million 

capital expenditure on annualized basis

Question: Could that $5 million 

investment have been better allocated 

to perhaps purchase a new revenue 

producing manufacturing plant, 

machinery, or store for example?

If you are in an asset ownership position, 

you are literally tying up $5 million.

If you lease your equipment, arguably 

your impact on working capital is far less 

because of predictable monthly payment 

schedules and increased cash flows. 

Variable costs vs. fixed costs:

Income Statements include columns for fixed 

financing costs and variable operating costs. 

>  By extending asset life cycles, 

 variable operating costs go up  

 and fixed expenses go down.

>  To reduce the variable operating costs  

 of an asset, fixed expenses need to   

 increase because assets will be replaced  

 more quickly: New assets mean lower  

 variable expense; higher fixed expense. 

The replacement sweet spot: 

managing fixed and variable costs 

in concert will give you the best 

access to working capital.

If you are mismanaging that asset life cycle 

you are going to be paying too much in 

one of those categories which will have 

an impact on your working capital. 

What is the weighted average 

cost of capital?

When considering new asset purchases, 

you need to ask yourself, “What is the 

opportunity cost of investing $5 million 

in trucks vs. investing $5 million in a 

new machine to make widgets?”

 + Assume your after tax-cost plant, 

machinery or store of capital is 2.5%

 + A $5 million investment could have a 

ROI of 20% 

For private sector fleets:

Are you losing out on a 20% return by 

diverting that $5M into trucks?

For-hire businesses:

The asset is a source of revenue, so a spend 

analysis is even more important.

The weighted average cost of capital 

considers the return that a business is 

making on invested dollars vs. a pure 

interest expense associated with the 

cost of funds.

CHAPTER 7: UNDERSTANDING THE IMPACT FLEET HAS ON WORKING CAPITAL

“Buy” considerations:

 + Upfront cost of equipment

 + Interest expense

 + Service time

 + Unknown residual value

“Lease” considerations:

 + Monthly payments

 + Managed cash flow

 + Guaranteed residual value



The Corcentric Difference.

We are an organization of industry experts that have a deep understanding 

of the markets we serve and the problems we solve for our customers. 

We take a consultative, insight-led approach to every interaction,

and combine people and expertise with technology to deliver better solutions.

As industry experts in the business of helping business, we pride ourselves

on our relentless focus on customer satisfaction. The success of our customers

is a reflection of our success. We use 1,200 data points to analyze and effectively 

illustrate the best course of action to maximize TCO. Our results have saved 

fleets millions by offering clear opportunity to adjust purchasing decisions 

based on historical spend. Our approach is objective transparency aimed

to help each customer increase working capital and operate more efficiently.  

PRODUCT INQUIRIES 

For product and sales  

inquiries, please contact:

Call: (800) 608-08090 
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Web: corcentric.com ›
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