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TRANSITIONING
YOUR FLEET FROM
FUEL TO EV

The transportation industry is undergoing
a significant shift toward electric vehicle
(EV) adoption. Businesses with vehicle
fleets are increasingly recognizing that
fleet electrification is no longer just an
option but a strategic necessity. This
transition is driven by regulatory
changes, financial incentives, and the
long-term operational efficiencies that
EVs offer.

Switching to an EV fleet presents
substantial benefits, including lower total
cost of ownership (TCO), reduced
maintenance expenses, improved
sustainability, and compliance with
evolving government regulations. This
guide provides a step-by-step roadmap
to help business owners seamlessly
transition from traditional fuel-powered
fleets to EVs.
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UNDERSTANDING THE
NEED FOR FLEET
ELECTRIFICATION

Industry trends indicate a ﬁrowing push towards EV
adoption, largely influenced by government
regulations at both federal and state levels. Stricter
emissions standards and attractive incentives are
encouraging businesses to invest in fleet _
electrification. Many organizations are also setting
ambitious sustainability targets, requiring
significant reductions in carbon footprints.

Financially, EVs offer lower operating costs than
traditional internal combustion engine (ICE)
vehicles. With government incentives, tax credits,
and grants available, the cost burden of
transitioning can be significantly mitigated. Beyond
financial savings, EVs improve operational
efficiency by requiring less maintenance due to
their simpler drivetrains. Fewer moving parts mean
lower repair costs and reduced vehicle downtime.
Additionally, regenerative braking extends brake
life, contributing to further cost savings.

Delaying electrification can pose risks. Fuel prices
continue to rise, increasing operational expenses for
ICE fleets. Businesses that fail to comply with
emissions regulations may face fines and
operational restrictions. Additionally, competitors
adopting EVs gain a strategic advantage, reducing
costs and enhancing their sustainability reputation.
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CONDUCTING A FLEET
ASSESSMENT

Before transitioning to an EV fleet, conducting a
comprehensive assessment is essential. This
process involves evaluatinﬁ current fleet operations,
vehicle usage patterns, and overall feasibility.

The first step is to gather fleet data by creating an
inventory of all vehicles, including their make,
model, year, fuel type, and mileage. Analyzing fleet
usage, such as routes, idle time, and fuel
consumption, provides insight into which vehicles
are best suited for electrification. Understanding
the expected lifespan of each vehicle and its
replacement schedule is also critical for planning.

Next, vehicles should be categorized based on their
suitability for EV conversion. Some vehicles are easy
wins, such as those operating on short, predictable
routes, including delivery vans and municipal
vehicles. Others may require a more moderate
transition, such as service trucks and shuttle buses
that travel longer distances. Long-term EV adoption
will be necessary for heavy-duty or long-haul
vehicles that require advanced charging solutions
and greater infrastructure investment.

Charging needs must also be assessed. Identifying
depot locations for overnight charging, evaluating
on-route chargingkrequiremel]ts, and determinin
grid c_apaclti; are key factors in ensuring a smoot
transition. The financial and operational impact
should be evaluated by estimating the TCO,
identifying available government incentives, and
considering necessary workflow adjustments.

FuelForce | 2025

PAGE 04



0 FUELFORCE TRANSITIONING YOUR FLEET TO EVS

CALCULATING TOTAL COST OF OWNERSHIP (TCO)

Determining the TCO is a crucial factor in assessing the financial feasibility of EV adoption. The
formula for calculating TCO includes purchase costs, charging expenses, maintenance,
insurance, depreciation, and available incentives.

When comparing vehicle costs, traditional fuel-powered vehicles often have a lower upfront
price but higher fuel and maintenance costs over time. In contrast, EVs may have a higher initial
purchase cost, but they benefit from lower fuel expenses and minimal maintenance
requirements. Fuel versus charﬁ_inF costs must also be considered. For example, if gas costs
$3.50 per gallon and an ICE vehicle averages 20 miles Per gallon, the cost per mile is $0.175. In
contrast, an EV that consumes 0.3 kWh per mile with electricity costing S0.12 per kWh results
in a significantly lower cost per mile of $0.036.

Maintenance costs for EVs are also substantially lower, with studies showing that EVs require up
to 80% less maintenance than their fuel counterparts. Without oil changes, reduced brake wear
due to regenerative braking, and fewer engine components, long-term savings are substantial.
Additionally, EV resale value is improving as battery technology advances, further enhancing
financial Vlabl|l’[§. Incentives and grants play a crucial role in reducing costs, with federal tax
credits of up to 57,500 per vehicle and additional state and utility company incentives available
for fleet electrification.
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SETTING UP CHARGING
INFRASTRUCTURE

A well-planned approach to charging infrastructure is
essential for a successful fleet transition. Establishing depot-
based charging is often the easiest and most cost-effective
method for fleets operating on low-mileage, predictable
routes. Installing Level 2 ¢ argers at fleet depots allows for
overnight charging, utilizing off-peak electricity rates to
minimize costs.

For medium-range fleets, a combination of depot charging
and stratgflcally placed DC fast chargers may be necessary.
This hybrid approach ensures vehicles can complete longer
routes while maintaining efficient energy usage. On-site
battery storage can also help reduce peak demand charges.
For long-haul fleets, investing in high-power DC fast charging
hubs along major transportation corridors is essential.
Partnering with public-private initiatives to expand charginﬁ
networks can further facilitate a smooth transition. While the
upfront costs for infrastructure are significant, long-term
operational savings in fuel and maintenance make the
investment worthwhile.
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TIMELINE FOR FLEET ELECTRIFICATION

A phased approach ensures a manageable and cost-effective fleet transition.

The first phase, covering the initial six months, involves planning and conducting a pilot
[[)rog_ram. A fleet assessment is necessary to identify which vehicles can be replaced first.

esting EV performance through a small-scale pilot provides real-world insights into range,
charging logistics, and driver adaptation.

During the next six to twelve months, small-scale deployment begins. Businesses can introduce
EVs %rad_ually, starting with 10-20% of the fleet. At this stage, charging infrastructure
installation should commence at fleet depots and key operational hubs. Driver and fleet manager
training should also be conducted to familiarize staff with EV operations. _

From twelve to twenty-four months, businesses should begin scaling up EV integration.
Moderate-range vehicles can transition during this period, with a focus on optimizing charging
infrastructure and integrating smart charging management systems. Workflow adjustments
should be made to align with

charging schedules and maintenance routines. _

The fina Bhase, full fleet electrification, occurs after twenty-four months. Heavy-duty vehicles
and long-haul transport should be incorporated at this stage. Strategic partnerships with
charging networks, utility companies, and technology I[1)r0wders will ensure long-term efficiency
improvements. Fleet operations should be optimized through real-time telematics and EV fleet
management software. Tracking cost savings and environmental impact will help measure the
return on investment over time.
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CONCLUSION

Electrifying your fleet is a strategic investment that offers long-term financial and
environmental benefits. Fuel Force can assist businesses in navigating this transition by
providing fleet assessments, transition glanmnF, EV procurement strategies, and
charging infrastructure installation. Additionally, Fuel Force can help businesses
maximize available incentives and adjust operational workflows to accommodate EV

adoption.

The time to electrify your fleet is now. Contact Fuel Force today to start your transition
to an efficient, cost-effective, and sustainable fleet.
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