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Build a More Stable
Fleet Workforce

Practical strategies to retain talent, strengthen
operations, and develop future technicians




Turn workforce challenges into operational stability

Improve retention, keep productivity, and build a more reliable pipeline of
technicians with targeted practical changes.

This guide highlights key strategies from our three-part Fleet Technician
Recruitment and Retention webinar series focused on strengthening public
fleet workforces. These insights are grounded in real operational experience
and proven in practice by Craig Croner, who led workforce and operational
improvements within the City of Glendale’s fleet division.

Focus on three areas that directly impact
workforce stability

«  Reduce turnover to protect uptime
Keep experienced technicians in place and avoid
service disruptions.

« Improve day-to-day operations to support retention
Remove friction, strengthen culture, and help your team
perform at a higher level.

«  Build a consistent pipeline of new talent
Create repeatable pathways to attract and develop
future technicians.

Each section outlines proven actions you can put in place to strengthen your
team and improve long-term performance. A final checklist is included to help

you prioritize where to start.

Watch the series to see these strategies in action
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Stabilize your workforce to protect uptime

Workforce gaps don’t just affect hiring, — they put day-to-day operations at risk.

When Craig Croner stepped into fleet operations at the City of Glendale, Arizona,
open roles were only part of the problem. Ongoing turnover and the loss of
experienced staff were affecting stability across the operation.

Strengthen your team by addressing workforce gaps at the root, not just by filling
open roles.

“At the end of the day, you can be
the best manager in the country
— but if your workforce isn’t
satisfied, engaged, and feeling

appreciated, you won’t have the
buy-in to move things forward.”

Craig Croner
Deputy Director of Field Operations,
City of Glendale
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Where you can start

Identify your highest-risk roles to prevent disruption
Focus on positions where turnover or retirement will affect uptime first.

+  Close retention gaps before scaling hiring
Keeping experienced technicians in place protects productivity
and reduces rehiring costs.

»  Quantify workforce impact to gain internal support
Tie staffing gaps to downtime, service delays, or rising costs
to drive alignment.

e Prioritize actions that improve day-to-day stability
Small operational fixes can quickly reduce frustration

and improve retention.

Key takeaway: Stabilize the roles that keep your operation running, then build
your hiring strategy around a stronger foundation.

Watch how this shift improved workforce outcomes
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Improve retention by fixing what drives people out

At the City of Glendale, Craig Croner encountered low morale and disengaged What you can implement

staff, outdated processes and inconsistent standards, and the pressure to fix
hiring and operations at the same time. o Strengthen team culture to improve retention

Consistent leadership and clear expectations increase
Create an environment where technicians stay and new hires can succeed faster. engagement and trust.

+  Remove operational friction that slows your team down
Streamlined processes help technicians stay productive
and reduce burnout.

o Focus on retention to support service continuity

“The J[||’T]e yOU J[a ke J[O te“ A stable team improves uptime and reduces the cost
of constant rehiring.
your story and showcase the
.. . . . o Lead with visibility and consistency
O p pO rtU N |t| es in yO uro rga N |Zat| on Clear direction and follow-through build accountability

across the team.

is well worth the effort.”

«  Align workforce strategy with operational performance
Craig Croner A stronger team directly supports better service
Deputy Director of Field Operations, delivery and cost control.

City of Glendale
Key takeaway: Fix the day-to-day experience first. Retention improves

when your operation runs better.

See which changes made the biggest impact
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Turn workforce strategy into long-term retention

Build a high-performing fleet by replacing one-off fixes with structured, repeatable How you can deliver results

systems that make your organization more competitive and easier to stay with.
« Incentivize skill growth to increase capability and retention.

As Craig Croner and his team implemented changes, progress came from giving Certification-based pay encourages development while
technicians clarity on how to grow, what it takes to advance, and what they can strengthening your team.

earn along the way.
o Offset technician costs to stay competitive.

Tool allowances and financial support reduce
barriers and improve retention.

o Build a consistent pipeline of new talent.
School partnerships create a reliable path for

« TeC h N |C| ans cou ld ma p O Ut recruiting entry-level technicians.
exa Ctly W h ere th ey Wa ﬂt to get «  Show clear career progression to keep top performers.
Defined pathways give employees a reason to stay and grow.
promoted to, what they have to
.. »  Standardize your approach to sustain results over time.
d @) to be e I | g| b le, an d h ow mu Ch Structured programs outperform reactive, one-off fixes.

))
th ey CcOou ld earn. Key takeaway: Keep retention consistent by putting structure in place,
including pay progression, defined career paths, and built-in development.

Craig Croner

Deputy Director of Field Operations,
City of Glendale

See how career paths and pay growth improved retention
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Make workforce stability repeatable

Improve retention, protect uptime, and build a more reliable pipeline by
focusing on what drives long-term workforce stability.

One thing is consistent: strong fleet teams aren’t built through quick fixes —
they’re built through deliberate, repeatable systems.

Put these strategies into practice

«  Stabilize your current workforce first to support productivity
and reduce disruption

« Improve day-to-day operations to support retention and
team performance

«  Build clear pathways for growth to attract, develop, and retain

technicians over time

When these elements work together, you create a more competitive, resilient
operation — and a team that’s built to last.

Identify where to take action:
Use the Fleet Workforce Stability Checklist to assess your current approach
and prioritize the changes that will have the greatest impact.

Assess your approach with the Fleet Workforce Stability Checklist
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Get the support to move faster

Sourcewell helps you

« Learn what’s working across public fleets
Hear real-world strategies and examples from public fleet
leaders through webinars, presentations, and panel discussions.

«  Strengthen your team with practical resources
Put strategies into action with insights and guidance
you can use right away.

«  Strengthen your team with practical resources
Put strategies into action with insights and guidance
you can use right away.

Explore how Sourcewell can help you strengthen your fleet workforce
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