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FLEET SERVICES DIVISION 

OVERVIEW
➢ Area of Operation – 994 square miles

➢ Population of over 1.6 million
➢ Who We Serve – 

• Sacramento County Residents, Visitors, Businesses

• 24 Separate County Departments including – 

• Sheriff’s Department

• Coroner

• District Attorney
• Animal Control and Regulation

• Department of Transportation

• Department of Water Resources

• Department of Child, Family and Adult Services

• Department of Waste Management and 
Recycling

• Office of Emergency Services



SACRAMENTO DELTA



FLEET SERVICES STATISTICS
➢ Over 2,800 fleet units, 73% Light, 22% Medium and Heavy, 5% Off Road

➢ Approximately 460 Department Owned vehicles maintained by Fleet Services

➢ Annual Fuel Usage – over 3.4M Gallons (all fuels)

➢ Over 21 million miles traveled (VMT) in 2025

➢ 7 Maintenance Facilities

➢ 97 Total Fleet Employees

➢ 73 Technicians

➢ ASE Blue Seal Certified

➢ Fleet Services Division Chief

➢ Light Equipment Fleet Manager

➢ Heavy Equipment Fleet Manager

➢ Fleet Advance Planning and Sustainability Manager

➢ Specifications and Procurement Supervisor

 



COUNTY INITIATIVES AND REGULATORY COMPLIANCE

➢ 2011 - Board of Supervisors adopted the Sacramento County Climate Action Plan 
(CAP) Strategy and Framework Document (Phase 1) to meet GHG reductions 
required by California’s Global Warming Solutions Act of 2006 

➢ 2020 – County Board of Supervisors Climate Emergency Declaration

➢ 2020 – Executive Order N-79-20 signed by Governor Newsom

➢ 2022 – County Climate Action Plan Phase 2B

➢ 2024 – California Air Resources Board – Advanced Clean Fleets Regulation

 



EVERY FLEET IS UNIQUE !
➢ There is no “One Size Fits All” solution.

➢ Assess Your Fleet - Size, Make Up, Geography, Climate, Parking Locations, Operational 
Challenges and Unique Operations

➢ Talk to your vehicle / equipment operators. Review equipment needs with them. Visit 
job sites. 

 



COUNTY CREWS AND EQUIPMENT IN ACTION





WHY ELECTRIFY YOUR FLEET?
➢ Organization / Executive Directive

➢ Climate Action Plan Initiatives

➢ Regulations

➢ Greenhouse Gas Reduction

➢ Reduce Fossil Fuel Consumption

➢ Reduce Maintenance Costs

➢ Marketing

The individual reasons you have chosen to electrify will drive the strategy and timeline of 
your overall electrification plan. 



STRATEGY
➢ Light Fleet - 

 Passenger Cars

 Pickups and Utility Trucks

 Offsets Purchases for Heavy Fleet (CARB-ACF – California) – Vehicle Class Changes

➢ Heavy Fleet - 

 CARB –ACF Compliance - Scheduled Purchases vs Milestone can heavily influence timelines

 CARB Exemptions vs Internal Policies and Sustainability Goals

 Contingency Plans – What do you do if there is no exemption, but also not suitable ZEV option?

➢ Considerations – 

 Telematics – A must for informed, data driven decisions!

 Utilization – Right Size the Fleet. Downsizing (where appropriate) can help free up capital for ZEV purchases.

 Capital Cost Management and Budget – Long Term Forecasting.

 Do vehicle lifecycles and replacement policy align with your electrification strategy?

 Capital, Grants, Incentives for Charging Infrastructure – Who bears the cost of infrastructure?

 Property – Owned or Leased?

 Will your electrical utility be able to deliver capacity on your timeline?

 Contingency Plan for Interim Charging?

 Outside Consulting?



EV / ICE PURCHASE TRACKING FOR CARB -ACF

NOTE: THIS IS A GENERAL ANALYSIS. Data shown does not represent an approved vehicle replacement plan. Actual implementation is likely to differ from the analysis shown.







MAXIMIZE THE BENEFITS OF YOUR DATA
➢ The Basics – Safety, PM Currency, PM Quality, Utilization, Unit Availability, Breakdown Rate, 

Technician Productivity and Efficiency, Accurate Data and Reporting.

➢ Transportation Policy and Collective Bargaining - 

  Are your policies and agreements up to date?

   Transportation, Authorized Use, Telematics, Utilization, Procurement, Lifecycles, 

   Home Retention, Right Sizing

➢ KPI and Benchmarking – You cannot improve what you cannot measure!

➢ Customer Communication and Surveys – 

  Are your priorities aligned with those of your customers?

➢ Asset Management – Vehicle / Equipment Replacement Forecasting

  Don’t wait for the perfect solution while operating inefficient / costly vehicles.

➢ Collaboration and Communication – City Council, Board of Supervisors, Facilities Management, 
Real Estate Management, Budget / Accounting, Purchasing, Power Utility

➢ Understand your organization’s Environmental / Sustainability Policies and Goals

 



GPS / TELEMATICS BENEFITS
➢ GPS / Telematics is the most efficient method to achieve data collection and reporting.

➢ Regulatory Compliance - Smog checks without removing vehicles from service. 

➢ Clean Truck Check Program – Must use approved GPS provider. ECM and GPS cannot be 
disabled anytime during test period.

➢ Advanced Clean Fleet – Exemption approval will require detailed daily data using telematics.

➢ Emissions testing requirements for off-road equipment are expected from CARB soon. 

➢ Additional Benefits: 

 Safety – Speed Monitoring, Seat Belt Notification, Driver Behavior.

  Vehicle Data in Real time – Utilization Data, Odometer Readings, Engine Hour Readings, 

  Emission Fault Notifications, Diagnostics Trouble Codes.

  Efficiency – Smog Checks, Automatic Work Requests, avoids breakdowns and reduces down 

time. 

 Asset Management – Lifecycle Forecasting



IMPLEMENTATION OF GPS / TELEMATICS IN 

MUNICIPAL FLEETS
➢ Conduct Pilots to identify the system and supplier that works best for your application.

➢ Identify Approval Levels - City Council, Board of Supervisors, Director

➢ Transportation Policy

➢ Bargaining Unit Notification / Meetings

➢ Consult Purchasing – Identify Means to Purchase. State Contract, Co-Op Contract, 
Internal RFP. Include installation and extended subscription period.

➢ Verify IT Systems and Fleet Management Information System (FMIS) Compatibility.

➢ Set benchmarks for the parameters that are most valuable to your fleet. Safety, Fuel 
Consumption, Unauthorized Use, Routing, etc.

 



PARKING LOCATION MAP



COUNTY FLEET EV CHARGING



EV CHARGING INFRASTRUCTURE 

PLANNING
➢ Site Assessment from Electrical Utility – 

  How much electrical capacity is available?

  Timeline for additional capacity?

➢ Outside Consulting – Long Term Planning

➢ Project Approval – 
  Feasibility Study

  Electrical / Architectural Project Plans and Cost Estimating

  Use of Grants / Incentives? – Conditions and Future Reporting

  Partner with Utility Provider?

  Select a Charging Provider – System Compatibility, Ability to Support Fleets
  Budget and Final Approval

  Commissioning / Inspections

➢ Final Site Planning and Permits

➢ Employee Charging, Public Charging, Fleet Charging

➢ Charger Maintenance and Repairs
➢ EV Charging Policy

➢ Policy Enforcement



CURRENT LOCATION MAP



TRIP DATA ANALYSIS
➢ Telematics data using simple export to Excel

➢ Average daily and maximum daily distances for one year.

➢ Eliminates perceptions about daily miles driven.

➢ Customize to distinct groups of vehicles where EV replacements are proposed.
➢ Set Report Parameters to match the expected range of the proposed electric vehicle.

➢ Expected range should account for varying conditions and battery degradation over time.

➢ Identifies parking locations and dwell times to plan for charging.



TRIP DATA ANALYSIS



ANNUAL VEHICLE MILES TRAVELED BY VEHICLE CLASS

NOTE: THIS IS A GENERAL ANALYSIS. Data shown does not represent an approved vehicle replacement plan. Actual implementation is likely to differ from the analysis shown.



ANNUAL VEHICLE MILES TRAVELED BY VEHICLE CLASS

NOTE: THIS IS A GENERAL ANALYSIS. Data shown does not represent an approved vehicle replacement plan. Actual implementation is likely to differ from the analysis shown.



ANNUAL FUEL CONSUMPTION

NOTE: THIS IS A GENERAL ANALYSIS. Data shown does not represent an approved vehicle replacement plan. Actual implementation is likely to differ from the analysis shown.



ANNUAL FUEL CONSUMPTION - CONTINUED

NOTE: THIS IS A GENERAL ANALYSIS. Data shown does not represent an approved vehicle replacement plan. Actual implementation is likely to differ from the analysis shown.





FLEET VEHICLE REPLACEMENT FORECASTING

➢ Facilitates Regular and Scheduled Replacement of Fleet Vehicles on a pre-

determined life cycle.

➢ Long Term Budget Planning.

➢ Maintains Average Fleet Age – Current Avg. Age – 5.1 years.

➢ Minimizes Maintenance and Operating Costs.

➢ Customizable for Specific Vehicle Classes.

➢ Allows for infrastructure planning.

➢ Use of these management tools has been beneficial in largely eliminating 

overdue replacement vehicles which will allow a strategic transition to Zero 

Emission and EV to meet sustainability goals and regulations.

 



LONG TERM REPLACEMENT FORECAST

NOTE: THIS IS A GENERAL ANALYSIS. Dollar 
amounts and data shown do not represent an 
approved budget or replacement plan. The 
chart shown is an example of the capabilities of 
this tool for analytical purposes



LONG TERM REPLACEMENT FORECAST

NOTE: THIS IS A GENERAL ANALYSIS. Dollar amounts and data shown do not represent an approved budget or replacement plan. The chart shown is an example of the capabilities of this tool for analytical purposes.



DEPARTMENT OWNED REPLACEMENT FORECAST

NOTE: THIS IS A GENERAL ANALYSIS. 
Dollar amounts and data shown do not 
represent an approved budget or 
replacement plan. The chart shown is 
an example of the capabilities of this 
tool for analytical purposes



EV CHARGING PROJECTION – EXAMPLE 1

NOTE: THIS IS A GENERAL ANALYSIS. Data shown does not represent an approved vehicle replacement plan. Actual implementation is likely to differ from the analysis shown.



EV CHARGING PROJECTION – EXAMPLE 2

NOTE: THIS IS A GENERAL ANALYSIS. Data shown does not represent an approved vehicle replacement plan. Actual implementation is likely to differ from the analysis shown.



FORECASTING ELECTRIC VEHICLE COST 
BY VEHICLE TYPE – LIGHT EQUIPMENT

Passenger Cars and Light Pickups

➢ Passenger cars and trucks are being manufactured currently. Availability has been limited for fleet type 

vehicles.

➢ Retail, Wholesale, CoOp Contracts, State Contract pricing is known.

➢ Estimates and Assumptions can be made based on current models, manufacturer pricing, and 

accounting for inflation.

➢ Manufacturer’s are discontinuing many fleet trim levels for more profitable higher trim levels. 

 



EV TRANSITION FORECAST – LIGHT EQUIPMENT

NOTE: THIS IS A GENERAL ANALYSIS. 
Dollar amounts and data shown do not 
represent an approved budget or replacement 
plan. The chart shown is an example of the 
capabilities of this tool for analytical purposes



FORECASTING ELECTRIC VEHICLE COST 
BY VEHICLE TYPE – HEAVY EQUIPMENT

Heavy Duty Trucks

➢ Currently suitable EV truck chassis are not available to build most County medium and heavy municipal service trucks. Available 

configurations do not allow for service body installations.

➢ Weight of electric chassis are much heavier. Batteries / Components occupy frame space.

➢ Most heavy manufacturers are not at scaled production for vocational trucks.

➢ Many aftermarket and EV startups – one or more may fill the void but cost is currently unknown.

➢ Fleet cost assumptions are based on models for which manufacturers have advertised retail pricing.

➢ County heavy municipal trucks require major upfit. Cost increase is not a straight percentage increase. 

➢ Regulatory compliance strategies often involve a change in vehicle class, or a purchase of an EV in a lighter vehicle class to offset 
a purchase of an ICE heavy truck that cannot yet be electrified.

 



EV TRANSITION FORECAST – HEAVY EQUIPMENT

NOTE: THIS IS A GENERAL ANALYSIS. 
Dollar amounts and data shown do not 
represent an approved budget or replacement 
plan. The chart shown is an example of the 
capabilities of this tool for analytical purposes



ELECTRIC VOCATIONAL TRUCK COST ESTIMATING
Example:

County of Sacramento heavy service truck. 

Total cost in this example was 40% chassis and 
60% body and upfit.  

Total cost of truck shown in 2018 -   

      $222,735

Estimate for diesel replacement in 2028 –

          $400,923

Estimate to Convert to EV:
Chassis Cost 40% = $160,370 X 300% (Convert to EV)   = $481,108

Body and Upfit 60% = $240,554 Equivalent Body and Upfit = $240,554

               = $721,662

Net Increase in this example is 80.0%



TOYOTA MIRAI – HYDROGEN 

FUEL CELL

Vehicle Weight – 4,080 pounds

Gross Vehicle Weight Rating (GVWR) – 4,810

Payload of 730 pounds represents 18% of the Vehicle Weight

Advertised Range – 312 Miles

Hydrogen Fuel Capacity – 5 kg @ $29.99 / kg = $149.95 
Fuel Cost Per Mile = $0.48 



AVERAGE DIESEL TRACTOR TRAILER

Tractor / Trailer Combination Empty Weight – 30,000 pounds
(Tractor Weight Vehicle – Avg 16,500         Trailer Weight – 13,500 pounds)

Gross Combined Weight Rating (GCWR) – 80,000 pounds
Payload of 50,000 pounds represents 167% of the vehicle weight

Diesel Range (based on 200 gallons @ 6.0 mpg) – 1,200 Miles

Fuel Capacity – 200 gallons @ $6.00 per gallon = $1,200

Fuel Cost Per Mile = $1.00 

Refueling Time – 15 minutes 

$150,000
Range 1,200 miles, typical use 500+ miles per day



ELECTRIC TRACTOR TRAILER

Tractor / Trailer Combination Empty Weight – 35,500 pounds
(Tractor Weight Vehicle – Avg 22,000      Trailer Weight – 13,500 pounds)

Gross Combined Weight Rating (GCWR) – 80,000 pounds
(Exemption of 2,000 pounds for ZEV does not increase axle weight ratings or change bridge weight laws – tractor and trailer 

must be properly spec’d for exemption to apply)

Payload Decreases 11% from 50,000 to 44,500 pounds

Electric Range – 230 miles
Battery Capacity – 438 kwh @ $0.45 kw = $197 

Fuel Cost Per Mile = $0.86 

Refueling Time – 1.5 hrs. to 8.0 hrs.

$450,000 230 Mile Range





USE OF GRANTS AND INCENTIVES
➢ Assess Grant / Incentive Requirements

  Does it meet your use case? 

  Are there restrictions? Fleet vs Public use? Regulatory Restrictions?

  Can you meet the timelines?

  Long Term Obligations – Data Collection and Reporting?

  Do you have the resources (hardware, software, personnel) to meet requirements?

  Does the benefit outweigh the costs of complying with grant requirements?

  Who will draft the grant application?

  Can you make a competitive business case compared to other applicants?

➢ Pre-Planned and /or Permitted Projects are an Advantage

 A “Shovel Ready” project is a huge advantage in meeting grant / incentive 

application deadlines. 

 

 

 



INFRASTRUCTURE PLANNING AND DEVELOPMENT



HOW DO YOU MAKE SENSE OF IT ALL?
➢ Data, Data, Data!

➢ Process improvement

➢ Internal Reporting

➢ Fleet Performance Measures and KPIs

➢ Understand your Fleet and Your Customers - Communication

➢ Identify “Low Hanging Fruit”

  Regulatory Compliance – Identify where compliance intersects other fleet initiatives.

  Where is the most fuel consumed? 

  What alternatives are available?

  The cleanest gallon of fuel is the gallon that is never consumed!

➢ Third Party Consulting

 Fleet Analysis and EV Transition Implementation Plan

 Facility Assessment, Energy Modeling, Retrofit, Charging Infrastructure Plan

 Grant Writer

 

 



Ronald Wirth
Fleet Advance Planning and Sustainability Manager

County of Sacramento, Fleet Services Division

WirthR@SacCounty.Gov















































































Norcal Clean Cities &
Communities
Partner with us to electrify your fleet

How NorCal Clean Cities helps Sacramento-
area businesses cut fuel costs, access funding, 
and lead the transition to zero-emission 
transportation.

PA RTNER PITCH

A 15-minute pitch for prospective coalition members and partners

Norcal Clean Cities &
Communities
Our goal is to move communities 
forward and electrify fleets

- How NorCal Clean Cities helps businesses 
and community organizations cut fuel 
costs, access funding, and lead the 
transition to zero-emission transportation.

- We support both community groups and fleet 
operators on the path to clean mobility

PA RTNER PITCH

A 15-minute pitch for prospective coalition members and partners

Norcal Clean Cities &
Communities
Partner with us to electrify your fleet

How NorCal Clean Cities helps Sacramento-
area businesses cut fuel costs, access funding, 
and lead the transition to zero-emission 
transportation.

PA RTNER PITCH

A 15-minute pitch for prospective coalition members and partners

Norcal Clean Cities  Communities
Our goal is to move communities forward and electrify fleets

Norcal Clean Cities & 
Communities
Our goal is to move communities 
forward and electrify fleets

- NorCal Clean Cities helps businesses and 
community organizations cut fuel costs, 
access funding, and lead the transition to 
zero-emission transportation.

- We support both community groups and fleet 
operators on the path to clean mobility



Clean Cities: National resources, local action

We're your local connection to national clean transportation resources.
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A US Department of Energy-designated 
coalition helping NorCal fleets cut fuel costs 

and emissions.

9.3M+
Gallons of gasoline 
displaced last year 
by our Sacramento 

coalition

64K+
Tons of greenhouse 

gases avoided in 
our region this past 

year

75
DOE-designated 

coalitions 
nationwide — we 

bring those 
resources to you

16,000
Stakeholders in the 

network

92%
Of the US population 
covered by coalition 

boundaries



What's in it for your business:

• Lower fuel and maintenance costs through fleet
electrification and alt-fuel options.

• Direct introductions to grant programs, vouchers (HVIP,
CORE),  and utility incentives.

• Free technical guidance on charging, vehicle selection, and 
CARB compliance.

• Visibility and credibility through a DOE-recognized public-
private network.

BUSIN ESS-FIRST PARTNERSHIP

Practical support that lowers costs, builds skills, and creates 
local jobs in clean transportation.

How we help:

• Reduced operating costs — cost-effective fleet 
management strategies, fuel diversity, and efficiency 
improvements that lower day-to-day operations spend.

• Funding access — direct introductions to grant programs,
vouchers (HVIP, CORE), and utility incentives.

• Training & educational resources — Fleet Manager 
Training, Service Rider Training, and Grant Writing classes 
open to community partners.

• Workforce development — a pipeline to employment in 
clean transportation through hands-on training and 
industry connections.

COM MUNITY_FIRST PARTNERSHIP

What's in it for your business:

• Lower fuel and maintenance costs through fleet
electrification and alt-fuel options.

• Direct introductions to grant programs, vouchers (HVIP,
CORE),  and utility incentives.

• Free technical guidance on charging, vehicle selection, and 
CARB compliance.

• Visibility and credibility through a DOE-recognized public-
private network.

BUSIN ESS-FIRST PARTNERSHIP

California's regulatory and funding landscape rewards 
early movers — we help you act early.

Practical support that lowers costs, builds skills, and creates 
local jobs in clean transportation.

How we help:

• Reduced operating costs — cost-effective fleet 
management strategies, fuel diversity, and efficiency 
improvements that lower day-to-day operations spend.

• Funding access — direct introductions to grant programs,
vouchers (HVIP, CORE), and utility incentives.

• Training & educational resources — Fleet Manager 
Training, Service Rider Training, and Grant Writing classes 
open to community partners.

• Workforce development — a pipeline to employment in 
clean transportation through hands-on training and 
industry connections.

COM MUNITY_FIRST PARTNERSHIP
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What we do for communities

What we do for communities



growth plans.
and utility cost-share

Academy), and reporting.

1

Listen
Understand your 

fleet size, duty 

cycles, cost 
pressures, and 
growth plans.

2 3

4

4

What we do to help fleets
We act as translator, convener, and project partner for fleet operators.

What we do to help fleets
We act as translator, convener, and project partner for fleet operators.

Promise: "We help fleets identify a realistic clean transportation pathway and connect them with the funding, partners, and 
training to execute it."

Match
Match you with the 
right vehicles, fuels, 

charging 
infrastructure, and 

proven vendors

Fund
Identify grants, 

vouchers (like HVIP 

and CORE), tax 
credits and utility 
cost-share paths

Implement
Support 

procurement, site 
planning, training 

(Fleet Academy) and 
reporting



cycles, cost pressures, and
and proven vendors like

1 2 3

4

4

What we do to help communities
We bring clean transportation resources, education, and workforce opportunities directly to community organizations.

What we do to help communities
We bring clean transportation resources, education, and workforce opportunities directly to community organizations.

Promise: "We help communities access the funding, skills, and partnerships needed to benefit from the clean 
transportation transition."

Engage
Meet with community 
groups to understand 
local transportation 

needs, air quality 
concerns and equity 

priorities

Educate
Deliver training and 
education resources: 

Fleet Manager 
Training, Service Tech 

Training, Grant Writing 
classes and public 

workshops

Connect
Link community 
organizations to 

funding programs, 
regional planning 
efforts and clean 

mobility pilots

Build
Create a pipeline to 
employment in clean 

transportation through 
workforce 

development and 
industry connections



Business case

Lower risk, clearer options, and stronger 
access to resources.

Cost control

Fuel diversity an d efficiency strategies can reduce exposure to 
petroleum price swings.

Funding ac cess

Coalition members get hands-on help with HVIP, CO RE, EnergIIZE,
MSRC, CALeVIP, and utility programs.

Operational fit

We help match vehicles, chargers, fuels, and duty cycles — backed by
partners like Mitra EV.

Reputation

Visible clean transportation projects build trust with customers, 
employees, regulators, and investors.

Business case
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Cost control

Fuel diversity an d efficiency strategies can reduce exposure to 
petroleum price swings.

Funding ac cess

Coalition members get hands-on help with HVIP, CO RE, EnergIIZE,
MSRC, CALeVIP, and utility programs.

Operational fit

We help match vehicles, chargers, fuels, and duty cycles — backed by
partners like Mitra EV.

Reputation

Visible clean transportation projects build trust with customers, 
employees, regulators, and investors.

Business case

Lower risk, clearer options, and stronger 
access to resources.

Cost control

Fuel diversity an d efficiency strategies can reduce exposure to 
petroleum price swings.

Funding ac cess

Coalition members get hands-on help with HVIP, CO RE, EnergIIZE,
MSRC, CALeVIP, and utility programs.

Operational fit

We help match vehicles, chargers, fuels, and duty cycles — backed by
partners like Mitra EV.

Reputation

Visible clean transportation projects build trust with customers, 
employees, regulators, and investors.

Benefits for local businesses

Benefits for local businesses

5Clean Ci t ies and Co mmu ni ties outr each | draft presentation

Clean Cities can help businesses make cleaner transportation a business decision, not just an environmental one.

Business case

Lower risk, clearer options, and stronger 
access to resources.

Cost control

Fuel diversity an d efficiency strategies can reduce exposure to 
petroleum price swings.

Funding ac cess

Coalition members get hands-on help with HVIP, CO RE, EnergIIZE,
MSRC, CALeVIP, and utility programs.

Operational fit

We help match vehicles, chargers, fuels, and duty cycles — backed by
partners like Mitra EV.

Reputation

Visible clean transportation projects build trust with customers, 
employees, regulators, and investors.



Featured partner: Mitra EV
Sacramento-based turnkey fleet electrification — launched alongside NorCal Clean Cities at the Rancho Cordova Community Charging Hubs ribbon cutting (May 
2025).Featured partner: Mitra EV

Sacramento-based turnkey fleet electrification — launched alongside NorCal Clean Cities at the Rancho Cordova 
Community Charging Hubs ribbon cutting (May 2025).

No upfront costs
Mitra delivers vehicle leasing, charging infrastructure, and permitting as one bundled offer
— with savings from day one.

Shared fast-charging hubs
Reservation-based D C  fast-charging hubs (the first such network in Sacramento) eliminate
site-buildout barriers for SMB fleets.

30–50% lower operating costs
Reported fuel and maintenance savings vs . Diesel/gas equivalents — fast payback for fleet
operators.

Local proof, sca led with capital
Mitra raised $27M (Feb 2026) to sca le this model. Coalition members get early access to
deployments and pilots.
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California regulations & compliance

The NorCal Clean Cities Fleet Academy

The NorCal Clean Cities Fleet Academy
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Sessions on ACF, ACT, idle reduction, and reporting deadlines 
— what your fleet must do, when, and how to budget for it.

Cost-effective fleet management

Sessions on best practices, data analytics, right-sizing, and 
predictive maintenance for maximum fleet efficiency.

Vehicle acquisition & funding

Sessions on ZEV transition planning, vouchers and grants, 
charging infrastructure development, and life-cycle analysis.

Fleet Academy & Expo 

March 23,24,25 2027

In-person event in Sacramento with vehicle demos, vendor 
exhibits, and direct access to funding agencies.



Consortium

Beyond Fleet Academy: more ways to plug in

Beyond Fleet Academy: more ways to plug in

Northern California Fleets and Communities

Regional convening for fleet operators, community organizations, and public agencies across
the NorCal service area to share lessons learned and coordinate on shared infrastructure.

NorCal Clean Cities helps fleets reduce 

costs, win funding and stay ahead of 

California’s clean transportation 

regulations with DOE backing and proven 

local partners.

EV Ambassadors
Community-led outreach program training local advocates to share clean transportation
information, ride-and-drive experiences, and funding resources with their networks.

NorCal School Bus Consortium
Resilience, V2B/V2G and BEV vs. diesel cost studies. Vendors and OEMs
connect with 50+ school district fleet decision makers

Sponsorship and active programs your team can join right now.

Sacramento eMobility Collaborative
Monthly working group on EV charging, V2G, AB 2748, and regional
infrastructure planning. Bring projects, find collaborators.

8

Fleet Academy event series
Educational sessions on California regulations, fleet management, and ZEV acquisition (see previous slide).



Contact: hello@norcalcleancities.org •

norcalcleancities.org • cleancitiessacrament o.org

Contact: hello@norcalcleancities.org •

norcalcleancities.org • cleancitiessacrament o.org

Contact: hello@norcalcleancities.org •

norcalcleancities.org • cleancitiessacrament o.org
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Let's build cleaner transportation for our communities — together.

THANK YOU

   We're here to support Northern California communities on the path to clean transportation. Claire Laurentine, Program Director, NorCal Clean 

      Cities claurentine@norcalcleancites.org Tim Taylor, Co-Director, NorCal Clean Cities ttaylor@norcalcleancites.org Keith Leech, Co-Director, NorCal Clean 

      Cities kleech@norcalcleancites.org Aaron He, Program Manager, NorCal Clean Cities ahe@norcalcleancites.orgTHANK YOU
We're here to support Northern California communities on 
the path to clean transportation.

Claire Laurentine, Program Director, NorCal Clean Cities
claurentine@norcalcleancites.org 

Tim Taylor, Co-Director, NorCal Clean Cities
ttaylor@norcalcleancites.org

Keith Leech, Co-Director, NorCal Clean Cities
kleech@norcalcleancites.org

Aaron He, Program Manager, NorCal Clean Cities
ahe@norcalcleancites.org

mailto:hello@norcalcleancities.org
mailto:hello@norcalcleancities.org
mailto:hello@norcalcleancities.org


NorCal Clean Cities & key partners

Resources  key contacts

Resources & key contacts
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Bookmark these and reach out anytime.

• NorCal Clean Cities & Communities: norcalcleancities.org

• Sacramento Clean Cities Coalition (events, sponsorship, archives): cleancitiessacramento.org

• Mitra EV (fleet electrification partner): mitra-ev.com

• DOE Clean Cities & Communities national program: cleancities.energy.gov

• California funding for fleets: HVIP (californiahvip.org), CORE (californiacore.org), CALeVIP (calevip.org), EnergIIZE (energiize.org)

• Alternative Fuels Data Center (vehicle search & station locator): afdc.energy.gov

• California Air Resources Board (ACF, ACT compliance hub): ww2.arb.ca.gov



O P E R A T I O N S  &  M A R G I N  B R I E F I N G   ·   2 0 2 6

From Fuel Expense to Operating
Advantage
How turnkey fleet electrification turns your single largest
controllable cost into protected margin, and a new line of revenue.

Presented by Marissa Campbell, Co-Founder·   Mitra EV   ·   www.mitra-ev.com



The companies that win don’t just track costs, they engineer them

For fleet-based businesses, delivery, restoration, plumbing,
HVAC  fuel typically runs 8–15% of total operating expense,
usually the single largest controllable variable cost on the P&L.

How the largest fleets think about it:

Treat fuel & maintenance as variable costs that scale with
inefficiency, not fixed line items

Measure cost-to-serve and asset-utilization for every truck, tool,
and crew

Pull two repeatable levers: route optimization and fleet
electrification

8–15%
of total operating expense is fuel for a
typical service fleet

Reviewed after the month closes by most owners,
engineered before it by the best.

Fuel is the biggest controllable cost most owners react to instead of manage, and it’s the first lever the largest fleets pull on purpose.



0
For most owners, the fuel bill isn’t a strategy… it’s a surprise

Where the owner’s time really goes:
Firefighting daily operations
Hiring & scheduling crews
Chasing payments
Equipment & vendor issues
Large projects, sales & marketing

Working IN the business leaves no time to work ON it. The P&L gets
reviewed after the fact, scanned for red flags, never worked for
biggest costs, places to save, or areas to grow.

“We could probably buy five brand-
new electric vehicles with the cost of
fuel we pay. I think it’s close to half a
million dollars a year — and it just
goes up…”

— Class 2b–6 fleet owner, DOE-funded SMB study, 2025

You don’t have a fuel problem, you have an unmanaged cost center hiding in plain sight. 
The owners who work it on purpose convert it into capacity to grow.



The fleets best positioned to electrify are already parked in your yard

DOE-funded study (Clean Cities coalitions, fielded by ReconMR): light- to medium-duty Class 2b–6 home-services
fleets across CA, CO, GA & OH — ~293 surveyed, 24 owner interviews.

58%
already operate at least
one EV

74% in California

70%
of fleets drive under 150
miles per day

well within EV range

73%
own their commercial property

control of the site

75%
park their fleet on-site
overnight

ideal for depot charging

The duty cycles, the property, and the overnight parking that make electrification work already exist,  
the readiness gap isn’t operational, it’s informational.
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Four barriers stop fleets from acting, none of them is the vehicle

Charging infrastructure
Too few public stations to support a fleet
transitioning at scale.

High upfront cost
EV purchase prices sit above comparable gas
vehicles — a real capital ask.

Range anxiety
Concern that vehicles won’t complete daily
routes drives resistance to adopt.

Operational disruption
Transitioning a fleet pulls focus away from
running the day-to-day business.

Every barrier is a capital, a risk, or a complexity problem, not a vehicle problem. 
Remove those three and the cost math becomes the easy part.



Two weeks. One van. An 83% cut in fuel cost, with zero change to the workday

Pilot: a Chico, CA HVAC contractor ran a, two-week trial of the BrightDrop
600 on real service routes, charging overnight on a standard Level 2 charger
at the shop.

83% lower cost to “fuel” the van over the
two-week pilot

$189 → $32     gas vs. electricity, two weeks

$0.49 → $0.08 / mi     fuel cost per mile

54 trips    ·    384 miles    ·    11 driving days
Ranged north to Redding (~70 mi) and south toward Sacramento — then
came home to charge.  672 lbs of CO₂ avoided.

Fuel cost over the 2-week pilot
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The two objections skeptics raise  range and charging which never materialized. 
What remained was a six-to-one fuel-cost advantage the GM/Owner saw with his own eyes.



The savings aren’t a one-off, they compound every mile and every month

Sacramento fleet (6 vans): monthly fuel cost, EV vs. gas equivalentGas equivalent EV (electricity)
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60–75% lower fuel cost than gas, consistently
— across both customers

$2,200+ average fuel savings per month for
the 6-van fleet

$3,037 saved in October alone, the highest-
mileage month

A second fleet scaled 1 → 7 vans and saw savings
rise right alongside mileage.

Electrification scales faster than your fleet does,  every truck you add and every mile you drive widens the gap in your favor.



Gas is a price you take; electricity is a cost you control

Cost to move one mile in a service van (2026 California pricing):

Gas van (12 mpg) Diesel van (14 mpg) BrightDrop EV
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~$5.80 /gal
California regular average

~$7.55 /gal
Sacramento diesel

~$4.39 /gal
U.S. national average — CA pays $1.40+ more

~$0.13–0.15 /kWh
commercial electricity — stable & contractable

Every month on liquid fuel, you rent your margin to a price you can’t forecast,  electrification converts that liability into a budgetable line you control.
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This isn’t a compromise and unlocks saving and safety a gas truck never will.

Best-in-class vehicles with more payload, real range, lower cost per mile
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Mitra removes the capital, the risk, and the complexity, in one monthly payment

Turnkey EV Leasing

Vehicles, exclusive on-site chargers,
AND fast-charging network access,
bundled into a single monthly lease.

Built on GM & Ford

EV Charger Hosting

Mitra installs and owns chargers on
underused parking at no cost to you
and you collect passive revenue.

Up to six figures / yr

EV Charging Subscriber

Join the fleet-only charging network.
Skip public-charger crowds and pay
low, predictable metered rates.

Reserve your slots

No upfront cost Mitra owns the tech-
adoption risk

We handle permitting
& utilities

ROI realized from 
day one

Electrification stops being a capital project you manage and becomes a service you switch on,  
the only thing left to decide is how much you want to save.



Leveling the playing field, the Fortune 500 toolkit, built for
your fleet

1
Provide fleet & site info

2
Complimentary
assessment

3
Review the proposal

4
Sign — no upfront cost

5
Implementation &
delivery

You already own the routes, the property, and the parking. The only question is
whether you keep handing your margin to the gas station, or start engineering it.

Let’s find your fuel savings number!
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