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HOW TO CHOOSE THE RIGHT FLEET
FUEL INFRASTRUCTURE

INTRODUCTION
Evaluating fleet fuel infrastructure is often driven by initial cost, but that decision can create bigger problems over time. Lower-cost
systems can lead to reinvestment cycles, hidden expenses, limited scalability, and compliance gaps that impact both operations and
long-term planning.

The Infrastructure Value Framework offers a more effective approach. It helps organizations preparing for technical integrations or
budget planning cycles evaluate options based on lifecycle cost, performance, scalability, and risk.
This white paper provides a clear, practical way to compare vendors across four core pillars, strengthen procurement decisions, and
plan for growth with greater confidence. Built on real-world experience, the framework reflects how FuelForce approaches
infrastructure, delivering solutions designed for long-term performance.

PAGE 03

https://fuelforce.com/


FuelForce | 2026

PILLAR 1: EVALUATE
OPERATIONAL IMPACT
Infrastructure decisions directly affect day-to-day operations,
from how quickly vehicles are fueled to how efficiently teams
can manage workflows. Systems that seem cost-effective
upfront can create inefficiencies, slow down operations, and
increase downtime.

To evaluate operational impact, it’s important to look at how
infrastructure supports uptime, efficiency, and overall
productivity.

SYSTEM RELIABILITY AND DOWNTIME
Downtime is often the result of infrastructure that cannot
reliably support daily operations. Systems with higher
maintenance needs, weaker connectivity, or limited capacity are
more likely to experience interruptions. These disruptions do
more than impact equipment. They delay operations, disrupt
schedules, and create bottlenecks across the organization.

Common causes of operational downtime:

Fueling systems going offline due to equipment failure
Transactions failing due to system or connectivity issues
Delays during peak usage when systems cannot handle
demand
Operations paused while waiting for service or repair

FUELING EFFICIENCY AND DRIVER
EXPERIENCE
Fueling systems are part of daily operations and should support
efficient workflows. When infrastructure slows down fueling or
creates friction in the process, it can reduce overall productivity.
These inefficiencies often appear as delays at the point of
fueling.

Factors that reduce fueling efficiency:

Long wait times due to slow fueling speeds
Congestion at fueling points during high-demand periods
Drivers leaving the jobsite for off-site fueling
Inconsistent fueling processes that slow down operations

ADMINISTRATIVE EFFICIENCY AND
RESOURCE ALLOCATION
Inefficient systems often require more manual effort to manage.
This can increase labor costs and reduce the time available for
higher-value tasks. Instead of running in the background, these
systems require ongoing attention.

Operational inefficiencies to watch for:

Manual tracking of fuel usage or transactions
Time spent troubleshooting or resolving system issues
Additional oversight required to manage fueling activity
Lack of automation in routine fueling processes

VISIBILITY AND OPERATIONAL CONTROL
Without clear visibility into fueling activity, it becomes difficult
to track performance or make timely decisions. Strong
infrastructure should provide access to accurate, real-time data.
However, when visibility is limited, issues often go unnoticed
until they impact operations.

Gaps that limit operational control:

Delayed or incomplete fueling data
Limited reporting capabilities
Inability to quickly identify inefficiencies or anomalies
Lack of centralized visibility across operations
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KEY CONSIDERATIONS

What evidence demonstrates system performance
under peak usage or jobsite conditions?
What features or design elements reduce delays in
the fueling process?
What level of manual coordination is required to
keep operations running smoothly?
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PILLAR 2: ASSESS
SCALABILITY
Many systems are selected based on current needs. While this
may work in the short term, it can create challenges as
operations grow. Systems that meet today’s requirements may
not be able to support future demands, leading to limitations
over time.

To properly assess scalability, it is important to evaluate
whether the infrastructure can adapt, expand, and evolve with
your operation.

SCALABILITY AND INCREASED
THROUGHPUT
Infrastructure that lacks flexibility can quickly become a
constraint as operations expand. What works for a smaller fleet
may not scale to meet increased demand. As usage increases,
these limitations often surface as performance issues that
directly impact productivity.

Common scalability limitations:

Systems slow down as fueling demand increases
Capacity limits prevent additional vehicles from fueling
efficiently
An infrastructure that cannot support increased throughput
Performance issues as usage scales

MULTI-SITE EXPANSION
Growth often involves expanding to new locations or managing
multiple fueling sites. Infrastructure should support centralized
control and consistent performance across all locations. Without
that consistency, operations become fragmented and harder to
manage at scale.

Challenges with multi-site expansion:

Separate systems required for each location
Inconsistent processes across fueling sites
Limited visibility across multiple operations
Difficulty managing fueling activity at scale
Infrastructure that requires redesign to expand capacity
Inability to add features without replacing core components

AVOIDING FULL SYSTEM REPLACEMENT
Non-scalable systems often require complete replacement when
operations outgrow their capabilities. This creates additional
cost and disruption. Instead of building on existing
infrastructure, organizations are forced to start over.

Factors that lead to system replacement:

Inability to upgrade or expand existing infrastructure
Rigid system architecture that cannot accommodate
changes
New operational requirements that exceed system
capabilities
Dependence on outdated or incompatible components
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KEY CONSIDERATIONS

What capacity limits are built into the system
architecture?
How is the system designed to support additional
sites or increased demand?
What upgrades or modifications are required to
expand system capabilities?
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PILLAR 3: ASSESS LIFECYCLE
COST
The true cost of fuel infrastructure is not what you pay on day
one, but what you pay over the life of the system. Organizations
that prioritize the lowest cost frequently face premature
reinvestment within one to three years, turning an initial
savings into a repeated expense.

To accurately assess lifecycle cost, it’s important to evaluate
infrastructure across several key factors that impact the total
cost of ownership.

UPFRONT COST VS. TOTAL COST OF
OWNERSHIP
Initial pricing only reflects a portion of the investment. Long-
term cost is driven by how the system performs over time,
including how often it requires service and how long it remains
viable before replacement. Cheaper upfront systems often end
up costing more over time due to increased maintenance,
inefficiencies, and early replacement.

Common drivers of higher total cost:

Frequent service calls due to system wear or component
failure
Replacement of key components earlier than expected
Increased labor time caused by inefficient fueling
processes
Add-on costs to address limitations not accounted for at
purchase

THE RISK OF PREMATURE
REINVESTMENT
When infrastructure cannot keep up with operational demands,
replacement or upgrades become necessary sooner than
expected. This creates additional cost and disrupts operations,
reinforcing how short-sighted evaluations can drive long-term
consequences. In many cases, these systems were not designed
to support long-term operational growth.

Risk factors that lead to early reinvestment:

Systems not designed for increasing usage or fleet size
Inability to support growth from single site to multi-site
operations
Limited compatibility with new fuel types or evolving
requirements
Architecture that requires full replacement rather than
incremental upgrades

COST PREDICTABILITY FACTORS
Reliable infrastructure provides more predictable long-term
costs, making it easier to plan budgets and avoid unexpected
expenses. Consistent performance reduces variability and
supports better financial control. Yet when system performance
is inconsistent, costs tend to fluctuate in ways that are difficult
to plan for.

Factors that create cost variability:

Unexpected repair costs from system failures
Fluctuating maintenance needs based on usage or
conditions
Downtime that increases indirect operational costs
Budget overruns caused by unplanned system upgrades
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KEY CONSIDERATIONS

What is the expected total cost of ownership over a
3–5+ year period based on system design and
components?
What maintenance and service requirements are
built into the system?
What is the expected system lifespan under normal
and high-use conditions?
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PILLAR 4: IDENTIFY RISK AND
COMPLIANCE EXPOSURE
When evaluating fuel infrastructure, risk and compliance are
often treated as secondary considerations. The focus tends to
stay on cost and performance, while regulatory requirements
and long-term exposure are addressed later, or only when
issues arise.

The challenge is that compliance gaps and system limitations
are not always visible upfront. But when they surface, they can
lead to issues like failed inspections, non-certified equipment,
delays in site approvals, or costly upgrades to meet regulatory
requirements. To avoid these outcomes, infrastructure should
be evaluated on how well it aligns with current standards and
adapts to future requirements.
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NON-COMPLIANCE AND INSPECTION
FAILURES
Compliance issues often surface during site expansion, system
upgrades, or regulatory reviews, when changes are more
complex and costly to address. Selecting certified systems
upfront reduces this risk by meeting established standards and
limiting the need for additional testing, rework, or approval
delays.

Common compliance risks:

Equipment that fails inspection due to missing or
incomplete certification (e.g., non-UL-listed components)
Inability to secure site approval because the system does
not meet the required safety standards
Delays in project timelines while systems are brought up
to compliance
Additional costs to replace or retrofit non-compliant
components after installation

EVOLVING REGULATIONS AND
REQUIREMENTS
Regulatory requirements continue to change, especially as new
technologies are introduced. Infrastructure should be selected
with flexibility in mind to avoid disruption as standards evolve.
Without that flexibility, systems may require modification or
replacement to remain compliant.

Risks tied to changing requirements:

Existing systems that cannot support EV infrastructure due
to lack of OCPP compatibility
Required upgrades when new standards are introduced that
current systems cannot meet
Replacement of legacy components that no longer align
with updated regulations
Disruption to operations while infrastructure is modified to
meet new requirements

OPERATIONAL AND FINANCIAL RISK
Well-designed infrastructure helps prevent compliance issues
from impacting operations, reducing both disruption and
unplanned costs over time. When compliance issues occur due to
poor design, they affect both system availability and overall
project timelines.

Operational risks tied to compliance gaps:

Forced shutdowns or restricted use due to non-compliant
system conditions
Increased liability exposure from safety or regulatory
violations
Unplanned capital expenses to correct compliance issues
after deployment
Delays in expansion or new site launches due to unresolved
compliance gaps

KEY CONSIDERATIONS

What certifications and standards is the system
built to meet?
How is the system designed to meet inspection and
approval requirements?
What system features support ongoing compliance
as regulations evolve?
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APPLYING THE INFRASTRUCTURE VALUE FRAMEWORK

EVALUATION CHECKLIST

The Infrastructure Value Framework is designed to bring consistency to how fuel systems are evaluated. Instead of relying on upfront
price or subjective comparisons, it provides a clear way to assess vendors across the four key pillars outlined above.

Each vendor is evaluated using the same criteria, making it easier to compare options side by side and identify where each solution
delivers long-term value. This approach helps shift decision-making from price-based to value-based.

To apply the framework, evaluate each vendor across the four pillars using a consistent scoring method. This can be as simple as
assigning a score from 1 to 5 based on how well each solution meets the criteria. The goal is to understand how each option performs
across the full set of requirements that impact long-term success.

OPERATIONAL IMPACT
Evaluate how well the system supports uptime, efficiency, and
day-to-day operations. Solutions that demonstrate reliable
performance, streamlined workflows, and reduced manual effort
should receive higher scores.

Evaluation criteria

System uptime and reliability
Fueling speed and workflow efficiency
Level of automation vs. manual processes
Visibility into operations through data and reporting

LIFECYCLE COST
Compare the estimated total cost over a 3–5+ year period,
including upfront price, maintenance, service, and expected
replacement or upgrade costs. Solutions with lower long-term
cost and fewer reinvestment risks should receive higher scores.

Evaluation criteria

Total cost over a 3–5+ year period
Ongoing maintenance and service requirements
Expected system lifespan and replacement timeline
Cost predictability and budget stability

SCALABILITY
Evaluate how easily the system can grow with your operation.
Solutions that support expansion, multi-site management, and
new technologies without requiring major upgrades or
replacement should receive higher scores.

Evaluation criteria

Ability to support fleet growth and expansion
Multi-site management capabilities
Flexibility to support new fuel types
Ability to expand without requiring a full system
replacement

RISK AND COMPLIANCE
Evaluate how well the system meets current standards and
reduces future risk. Solutions with strong certifications, proven
compliance, and the ability to adapt to evolving requirements
should receive higher scores.

Evaluation criteria

UL Listed hardware certification
OCPP certification for EV readiness
Alignment with current regulatory requirements
Ability to adapt to evolving compliance standards
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HOW FUELFORCE ENABLES
SCALABLE GROWTH

FuelForce enables scalability by allowing infrastructure to
absorb growth without requiring redesign or replacement.

Handles increased usage without degrading
performance: Systems are structured to maintain fueling
performance as fleet size and demand grow.
Extends across locations without creating
operational silos: Infrastructure supports multi-site
operations within a unified system, avoiding fragmented
management.
Adapts to changing fuel requirements without
replacing infrastructure: Systems support multiple fuel
types, allowing operations to evolve without starting over.

HOW FUELFORCE REDUCES TOTAL
LIFECYCLE COST

FuelForce reduces total cost of ownership by delivering durable,
high-performance infrastructure designed to minimize
maintenance, extend system life, and avoid premature
replacement.

Reduces physical wear with rugged, jobsite-ready
hardware: Equipment is built to withstand harsh
conditions, limiting breakdowns caused by environmental
stress and extending usable system life.
Limits service dependency through simplified
system architecture: Fewer failure-prone components
and integrated controls reduce the need for ongoing
technician intervention.
Extends usable life by avoiding system
obsolescence: Systems are designed to remain
functional as operational requirements evolve, reducing
the likelihood of early replacement.
Controls cost variability by reducing failure-driven
events: Fewer breakdowns and service interruptions lead
to more stable, predictable operating expenses.

HOW FUELFORCE IMPROVES
OPERATIONAL IMPACT

FuelForce improves operations by maintaining fueling
performance under real-world conditions where delays and
inefficiencies typically occur.

Maintains fueling availability during peak usage
and high demand: Systems are designed to perform
consistently even as usage increases, reducing
interruptions that can slow down operations.
Minimizes workflow friction at the point of fueling:
Integrated system control reduces the need for manual
coordination, allowing fueling to happen without added
steps or delays.
Improves response to issues through immediate
system visibility: Access to fueling activity enables
teams to quickly identify and address operational
disruptions as they occur.

HOW FUELFORCE ENSURES COMPLIANCE

FuelForce reduces risk by aligning infrastructure with
established certification standards and designing systems that
remain compliant as requirements evolve.

Meets recognized safety standards through UL-
listed hardware: Equipment is built and certified to meet
UL requirements, reducing the risk of failed inspections
and safety-related compliance issues.
Supports EV interoperability through OCPP-
certified systems: Infrastructure is designed to align
with Open Charge Point Protocol (OCPP), helping ensure
compatibility and compliance as EV adoption increases.
Maintains compliance as operational conditions
change: Consistent system performance and standards-
aligned design help prevent compliance gaps during day-
to-day use and future upgrades.
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Choosing the right fuel infrastructure goes beyond upfront cost. By evaluating
lifecycle cost, operational impact, scalability, and risk, organizations can make

more informed decisions that support long-term performance.

The Infrastructure Value Framework provides a clear way to compare options and
focus on total value over time. Solutions that score well across these categories
are built to perform reliably, scale with growth, and meet evolving requirements.

FuelForce is designed with these same priorities in mind, delivering reliable,
scalable solutions that align with the framework and support long-term success.

To see how FuelForce supports smarter infrastructure decisions, contact us today! 

101 Wall St, Princeton, NJ 08540 | Phone: 609.245.6986
sales@fuelforce.com | www.fuelforce.com

UPGRADE YOUR INFRASTRUCTURE
WITH FUELFORCE

https://fuelforce.com/contact/
https://fuelforce.com/contact/
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