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Disposal Approval Memorandum and Justification 

City of Santa Fe – 2025 Disposal Auction 

To: Finance Committee and Governing Body 
From: Raymond “Scott” Gunter – Finance &  David Jaramillo – Fleet Manager 
Date: September 17, 2025 
Subject: Approval of the 2025 Consolidated Disposal Auction List/Bentley’s Auction-Date 10/18/25

 

1. Purpose and Governing Authority 
The City of Santa Fe is responsible under Administrative Policy 2100-4-3 (Disposition of Tangible 
Property) and NMSA 1978, sec. 3-54-2 to manage surplus assets with transparency and 
accountability. 

• Policy 2100-4-3 requires Governing Body approval for disposal of property with estimated 
value over $5,000 and establishes process controls. 

• NMSA 1978, sec. 3-54-2 grants municipalities authority to dispose of surplus property. 
The Disposal Committee — comprised of Finance, Fleet, Asset Management, and Budget — has 
prepared the 2025 Consolidated Auction List for approval. 
This list represents a deliberate and compliant process: all items were screened for potential 
repurposing, vetted against policy, and determined to have no further operational value to the City.

 
2. Structure of the Consolidated Auction List 
The 2025 Consolidated Auction List uses the E/V/O classification system to standardize reporting 
and audit readiness: 

• E – Equipment: graders, tractors, compressors, trailers, shop tools 
• V – Vehicles: sedans, pickups, SUVs, police units, heavy trucks, rolling stock 
• O – Other: office furniture, electronics, fencing, playground pieces, surplus materials 

2025 Totals: 
• Vehicles: 119 
• Equipment: 115 
• Other: 59 
• Total Assets: 293 



Each line item in the spreadsheet is supported by required fields that ensure compliance with 
Administrative Policy 2100-4-3 and audit readiness: 

• ORG: originating department or division code. 
• SUBMITTAL: confirmation that the department is submitting the asset for Governing Body 

approval. 
• FA #: the City’s Finance fixed asset number used for reconciliation. 
• EQUIPMENT/VEHICLE/OTHER (E/V/O): classification type. 
• TOW? Y/N: whether towing or special transport is required. 
• TITLE (Y/N): whether the unit has a valid title on file. 
• ASSET DESCRIPTION: narrative description of the item (e.g., Ford F150 pickup, Buffalo 

Forge drill press). 
• POSSIBLE REPURPOSE/ELIGIBLE: notes whether the item could be reused internally before 

auction. 
• YEAR: model or manufacture year. 
• MILEAGE: odometer reading for vehicles. 
• VIN: vehicle identification number. 
• G-PLATE: government plate number. 
• SERIAL #: manufacturer serial number for non-titled equipment. 
• ITEM LOCATION: physical storage or yard location. 
• PURCHASED WITH GRANT (Y/N): whether originally grant funded (important for 

compliance). 
• ESTIMATED CURRENT VALUE (IF OVER $5K): department estimate if asset is believed to 

exceed $5,000. 
• WORKING CONDITION / ITEM CONDITION: basic operating status. 
• CLEANED BEFORE FLEET INSPECTION (Y/N): confirmation the unit is cleared of debris and 

ready for Fleet inspection. 
The inclusion of Equipment and Other alongside Vehicles ensures not only disposal of 
transportation assets but also the elimination of clutter, insurance exposure, and unneeded 
inventory — making room for a fleet and asset pool focused strictly on mission-critical use. 
Based on WEX fuel card reporting, approximately one-third of the vehicles on this list have not been 
fueled in more than 90 days. This objective data confirms they are underutilized, non-operational, 
or no longer essential to service delivery. 

 
3. Lifecycle Standards and Financial Burden 
All disposals are measured against NAFA (National Association of Fleet Administrators) lifecycle 
standards — the accepted national benchmark for public fleets. 
The Fleet Master Workbook (2025) identifies 1,056 assets with true 17-digit VINs. Of these, 334 
vehicles — or 31.6% of the fleet — are graded D or F, meaning they are beyond lifecycle, unreliable, 
and costlier to retain than to replace. 
The majority of units on the 2025 disposal list fall into the D/F category. Under the City’s benchmark 
of $5,000 per year per beyond-lifecycle unit, holding costs equate to ≈ $13.70 per day, per vehicle. 



• 119 Vehicles → ≈ $1,630 per day / $595,000 annually 
• 334 Citywide D/F Units (31.6% of fleet) → ≈ $4,575 per day / $1.67M annually 

Every day these assets remain on the books represents a quantifiable, avoidable loss to taxpayers. 

 
4. Auction Revenue Projection and Handling 
Based on Bentley’s recent auctions of City assets: 

• June 2023 NET: $765K 
• October 2023: $202K 
• October 2024 NET: $475K 
• Total of the 3 Auctions ≈ $1.44 Million 

Using mix-adjusted projections for 2025: 
• Conservative: ≈ $191,000 
• Base Case: ≈ $426,000 
• Optimistic: ≈ $721,000 

Revenue Handling: As in prior years, all proceeds will be deposited into the General Fund in 
accordance with Administrative Policy 2100-4-3. Bentley’s will provide a lot-by-lot accounting, 
audited by Finance, ensuring continuity, transparency, and audit compliance. 
Transparency of Process: Bentley’s Auctioneers conducts these as public auctions open to all 
bidders, with results published online and delivered to the City for reconciliation. This guarantees 
open competition and prevents favoritism or closed sales. 

 
5. Insurance Savings 
Disposing of these assets delivers immediate insurance savings: 

• Units are cleared from Risk Management schedules at time of sale 
• Reduces premiums 
• Removes claims exposure for non-operational assets 
• Protects taxpayer dollars by ensuring the City does not insure equipment no longer in 

service 
This reinforces that the disposal process is not just operational but a risk-reduction strategy that 
protects both the City and taxpayers. 

 
6. Strategic Justification 

• Lifecycle Completion: All major disposals are graded D/F under NAFA standards. 
• Right-Sizing the Fleet: Aligns fleet size with actual service need and eliminates excess. 
• Purpose-Based Replacements: Future acquisitions will be tied to function — the right 

vehicle for the right task. 
• Financial Stewardship: Avoids daily losses, reduces insurance costs, and generates auction 

revenue. 
• Risk Mitigation: Removes breakdown-prone units, lowering liability exposure. 
• Environmental Alignment: Supports Santa Fe’s Green City and Climate Action 

commitments by removing inefficient units and preparing for low-emission replacements. 



• Asset Optimization: Clearing unused Equipment and Other assets allows fine-tuning of the 
City’s inventory to what is actively used. 

• Adoption of Best Practices: The City of Santa Fe formally wishes to adopt NAFA Standards 
moving forward. This ensures all future replacement, utilization, and acquisition decisions 
are grounded in nationally recognized fleet management criteria, eliminating subjectivity 
and reinforcing fiduciary responsibility. 

• Precedent: Governing Body approvals were granted for disposal lists in 2023 and 2024 
under the same process. This request is not a departure, but a continuation of established 
practice. 

Fleet is the cornerstone of how the City of Santa Fe responds to its constituents — without reliable 
vehicles and equipment, essential services cannot be delivered. 
Accordingly, we recommend that this disposal process be formally incorporated into the vetting 
process of all City assets, ensuring that lifecycle evaluation, NAFA grading, and disposal readiness 
are embedded in every asset management decision. 
We believe incorporating this vetting process in all disposal decisions for the City will provide a 
valuable roadmap to follow so that a fact-based approach is made for Fleet in the future. 

 
7. Requested Action 
The Finance Committee and Governing Body are respectfully requested to: 

• Approve the 2025 Consolidated Auction List and Justification 
• Authorize Bentley’s Auctioneers to proceed under policy 
• Formally designate Raymond “Scott” Gunter – Finance as the City of Santa Fe’s Authorized 

Title Signer for this auction 
• Adopt NAFA Standards for Fleet Determination 

 
Closing Statement and Forward-Looking Approach 
The modernization of Santa Fe’s fleet is a financial, operational, and environmental necessity. 
While the cost of new fleet is significant and ROI may not appear immediately in ledger form, 
modernization represents hidden revenue — avoided costs that strengthen long-term fiscal health. 
According to NAFA standards, modernization yields savings in: 

• Lower fuel consumption 
• Reduced maintenance and downtime 
• Decreased parts and labor costs 
• Improved utilization efficiency 
• Lower insurance exposure 
• Extended warranty coverage and lifecycle protection 

These avoided costs directly protect taxpayer dollars and deliver service reliability. 
As we eliminate D/F-rated units, the City must implement a forward-looking 10+ year Fleet 
Modernization Plan: 

• Establish PAR (Programmed Acquisition and Replacement) levels for each department 
• Adopt a green approach aligned with Santa Fe’s environmental values 



• Ensure the right vehicle is assigned to the right task 
• Incorporate data analytics and telematics to drive fact-based, efficient management 

 
This is a long-term approach and not a quick fix. It is a proposed solution that will span multiple 
administrations, guided by best practices and the City’s fiduciary duty to residents. It should be 
viewed as a capital investment in the same category as other large capital and infrastructure 
investments — one that secures Santa Fe’s ability to deliver essential services far into the future. 
This will be a continual rotation of fleet assets — replacing the old with the new — based on a data-
driven approach designed to achieve maximum ROI on every dollar spent. 
We respectfully submit this disposal list to the Governing Body for approval. 
 
“A lot of people say that the longest journey starts with one step, Fleet and Finance believes it is 
one rotation of a wheel.” – Dave and Scott 
 
Respectfully submitted, 
 
Raymond “Scott” Gunter – Finance  
David Jaramillo – Fleet Manager 
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Governing Body Summary 
 

City of Santa Fe – 2025 Disposal Auction 
Auction Date: October 18, 2025 
Purpose and Authority 

• Disposal governed by Administrative Policy 2100-4-3 and NMSA 1978, sec. 3-54-2. 
• Ensures transparency, accountability, and audit compliance. 
• The 2025 Consolidated Disposal Auction List is submitted for approval. 

Auction List Overview 
• Total Assets: 293 

o Vehicles: 119 
o Equipment: 115 
o Other: 59 

• One-third of listed vehicles have not been fueled in 90+ days. 
• Items classified as D/F under NAFA lifecycle standards; beyond useful life. 

Financial Impact 
• Holding costs for D/F vehicles: ≈ $13.70 per day, per vehicle. 

o 119 vehicles ≈ $595,000 annually. 
o 334 citywide D/F units ≈ $1.67M annually. 

• Projected Auction Revenue (based on 2023 & 2024 Bentley’s results): 
o Conservative ≈ $191,000 
o Base Case ≈ $426,000 
o Optimistic ≈ $721,000 

• All proceeds deposited into General Fund, with Bentley’s providing lot-by-lot audited accounting. 
Additional Benefits 

• Insurance savings: immediate removal from schedules, reduced premiums, lower liability. 
• Operational savings: fewer breakdowns, improved reliability, reduced maintenance spend. 
• Environmental alignment: supports Green City and Climate Action commitments. 

Strategic Justification 
• Right-sizes fleet to service needs; eliminates unused and obsolete assets. 
• Creates room for purpose-based, task-appropriate replacements. 
• Embeds NAFA standards in fleet management for fact-based decisions. 
• Establishes a roadmap for future disposals — recommended to be incorporated into all asset vetting. 
• Supports a forward-looking 10+ year Fleet Modernization Plan: PAR levels, green initiatives, data analytics, 

continual rotation of assets. 
Requested Action 

• Approve the 2025 Consolidated Disposal Auction List and Justification. 
• Authorize Bentley’s Auctioneers to proceed. 
• Designate Raymond “Scott” Gunter – Finance as Authorized Title Signer. 
• Adopt NAFA Standards for fleet determination. 

 



Appendix A – Possible Clarifying Questions and Answers 
City of Santa Fe – 2025 Disposal Auction 

Legal and Policy Authority 
Q: What is the Governing Body’s duty in approving this disposal list, and what 
benefits does approval provide? 

A: The Governing Body has fiduciary responsibility under Administrative Policy 2100-4-3 
and NMSA 1978, sec. 3-54-2 to safeguard the City’s capital assets and approve their lawful 
disposal. This role is also supported by the New Mexico Constitution’s Anti-Donation Clause 
(Art. IX, Sec. 14), which requires transparent and competitive disposition of public property. 
 
Approving the current list could provide several benefits: 
- Cost avoidance of ≈$595,000 annually (≈$1,630 per day) tied to 119 vehicles. 
- Reduced liability and insurance exposure once units are removed. 
- Relief for departments maintaining outdated vehicles. 
- Progress toward the City’s modernization plan and adoption of NAFA fleet lifecycle 
standards. 
- Revenue projected between $191,000 and $721,000 to the General Fund. 
 
The Governing Body may weigh these considerations at its discretion. 

Scope and Asset Details 
Q: How many assets are being disposed of, and what kinds? 

A: The current list comprises 293 assets: 119 vehicles, 115 pieces of equipment, and 59 
other assets. This number may adjust before auction, as City Disposal Policy 2100-4-3, 
Section II(C) authorizes the Disposal Committee to add, modify, or remove items valued 
under $500 without Governing Body approval. Higher-value items are deferred to later lists. 
All assets are reviewed for possible repurposing within departments before auction. The 
Governing Body may weigh these factors in its decision. 

Q: How do we make sure low-value items are not mishandled? 

A: Items valued under $500 may be adjusted by the Disposal Committee without Governing 
Body action, as authorized by policy. Even in these cases, items are vetted with other 
departments to see if they can be repurposed internally. This provides audit defensibility 
and ensures nothing of value is overlooked. 

Q: Are there any assets that departments wanted to keep but were forced to give up? 

A: Departments were not forced to give up vehicles or equipment arbitrarily. Each division 
completed a repurposing review to identify whether an asset still had practical value. In 
some cases, departments determined that keeping an older unit would pose safety risks, 



require costly repairs that outweighed its worth, or take up space without serving a clear 
purpose. Only assets deemed surplus under these reviews advanced to the auction list. The 
Governing Body may weigh these factors in its decision. 

Q: What if we later realize a piece of equipment is still useful? 

A: Items approved and consigned to auction generally need to follow the transparent public 
process to avoid audit risk. The Governing Body may weigh this consideration. 

Financial Impact 
Q: How much will the City make? 

A: Based on Bentley’s history, projected proceeds range from $191,000 to $721,000. All 
proceeds are deposited into the General Fund. The Governing Body may weigh these factors 
in its decision. 
 
For the upcoming October 18, 2025 auction, projections are as follows: 
- Conservative case: ≈$191,000 
- Base case: ≈$426,000 
- Optimistic case: ≈$721,000 
These estimates reflect expected bidder participation and asset condition. 
 

Q: Where does the money from the auction go, and how will it be used? 

A: Proceeds have historically been deposited into the General Fund, including the past three 
auctions (2023–2024). Operationally, these dollars are applied to modernization and cost 
avoidance, but allocation rests with the Governing Body. Directing proceeds into a 
dedicated Fleet or Capital Reserve Fund would require a future policy or budget action. 

Q: Why not sell items directly to employees, children’s groups, or nonprofits? 
A: Direct transfers outside of the auction process are not legally permissible and present 
serious risks. The Anti-Donation Clause of the New Mexico Constitution (Art. IX, Sec. 14) 
prohibits giving public property to individuals, employees, children’s groups, or nonprofits 
unless a constitutional exception applies. Direct donation or discounted sales would 
generally be unlawful. 

There are also liability concerns. Many of these vehicles and equipment are beyond lifecycle 
and do not meet modern safety standards. If a surplus item donated or sold directly were to 
fail and cause harm — particularly to a child — the City could still be held responsible. 

Finally, audit and compliance requirements under State law and City Disposal Policy 2100-
4-3 mandate that assets be disposed of through a transparent, competitive process. 
Bypassing this process would invite audit findings, compliance violations, and potential 
penalties. 



The auction process avoids these risks by: 

• Ensuring fair market value for taxpayers. 

• Providing open and equal access to all qualified bidders, including schools or 
nonprofits. 

• Transferring liability to the buyer at the time of sale. 

For these reasons, direct transfers — especially where children’s use could be involved — 
are not in the best interest of the City or the public. 

Q: How much are we saving on insurance? 

A: Removing units takes them off insurance and liability schedules, saving ≈$450–$600 
annually per vehicle while reducing exposure to high-cost claims. The Governing Body may 
weigh these benefits in its decision. 

Lifecycle and Utilization 
Q: Why are we using NAFA as a standard for the entire fleet? 

A: NAFA standards are the national benchmark for public-sector fleet management, offering 
lifecycle replacement schedules, cost-per-mile analysis, and objective grading. They are 
widely used by cities across the U.S. and align with FEMA disaster readiness guidance and 
GSA fleet policy frameworks. Adoption is recommended but remains at the Governing 
Body’s discretion. 

Q: What if the Governing Body is not ready to adopt NAFA standards today? 

A: Adoption of NAFA lifecycle standards is recommended to give the City consistent 
benchmarks. If the Governing Body wishes, approval of the disposal list can proceed now 
while NAFA adoption is tabled for later discussion. 

A: The City’s total fleet is 1,056 vehicles. Of these, 334 have been graded D/F under NAFA 
lifecycle standards, meaning they are beyond their cost-effective service life. The current 
auction proposes disposal of 119 of those vehicles. This represents a phased approach — 
addressing the most urgent units now while leaving future disposals and replacements to 
be considered in subsequent cycles. The Governing Body may weigh whether this staged 
approach provides the right balance between fiscal prudence and operational continuity. 
This represents about 31.6% of the entire fleet. 

Q: Why are only 119 vehicles being disposed of now if more are graded D/F? 

A: Of 1,056 fleet vehicles, 334 are graded D/F. The current auction addresses 119 of the 
most urgent. This staged approach balances modernization with budget realities. The 
Governing Body may weigh whether this balance is appropriate. 

Q: Why not just keep repairing older vehicles instead of replacing them? 



A: Repairs such as a $5,000 transmission rebuild may temporarily keep a vehicle moving 
but often exceed its value and provide no long-term benefit. The Governing Body may weigh 
whether continued repairs or disposal better serve the City. 

Q: Why are so many vehicles being disposed of at once? 

A: The 119 vehicles proposed are the most urgent subset of the 334 D/F-graded assets. The 
Governing Body may consider whether this phased approach is suitable. 

Q: Why not hold them as backups? 

A: Beyond-lifecycle units cost ≈$13.70 per day, carry insurance responsibilities, and often 
sit unused. The Governing Body may weigh whether retaining them offsets these impacts. 

Q: What is “holding cost”? 

A: Holding cost is the daily expense the City incurs to keep a vehicle in inventory after it has 
passed its useful lifecycle. It includes insurance, depreciation, liability exposure, storage 
space, and ongoing minor maintenance. Even if the vehicle is not driven, these costs 
continue until the unit is disposed of. 

Q: How is the $13.70 per day holding cost calculated? 

A: The figure comes from averaging across the fleet: 
- Insurance premiums (≈$450–$600 annually per vehicle). 
- Depreciation and obsolescence. 
- Minor maintenance and inspections (oil, batteries, safety checks). 
- Storage and yard management. 
- Liability exposure (accidents, breakdowns, environmental leaks). 
 
When annualized and divided by 365, these costs equal ≈$13.70 per day, per vehicle. Across 
the 119 vehicles on the current disposal list, this equals about $1,630 per day — or nearly 
$595,000 annually. 

Q: Some vehicles still run — why dispose of them? 

A: Running does not mean cost-effective or safe. NAFA grading reflects broader reliability 
and safety factors. The Governing Body may weigh whether retention is justified. 

Q: What is the environmental benefit of disposal? 

A: Older units emit more pollutants and consume more fuel. Their removal supports the 
City’s Green Santa Fe goals and aligns with national climate commitments. The Governing 
Body may weigh these environmental benefits in its decision. 

Q: Can you give an example of chasing good money after bad? 



A: A 2024 Streets Division truck valued at ≈$2,000 required a $4,800 transmission rebuild, 
exceeding its worth. The Governing Body may weigh whether such cases argue for planned 
replacement. 

Auction Process and Transparency 
Q: How is the public assured the process is transparent? 

A: Auctions are publicly advertised with online and on-site participation. Listings include 
photos, descriptions, and sale conditions. The Governing Body may weigh whether these 
measures provide sufficient transparency. 

Q: Why Bentley’s? Can we use another auctioneer? 

A: Bentley’s has been used with proven results and is included on the Statewide Price 
Agreement (SWPA #50-79000-25-02043), which extends eligibility to state agencies, 
counties, and municipalities. The Governing Body may weigh whether continued use is 
appropriate. 

Q: Could the City run its own auction instead? 

A: The City did manage a City-only auction in June 2023 using existing resources, but the 
larger Statewide auctions provide broader exposure and stronger competition. Bentley’s 
supports both online and on-site bidding simultaneously, often leading to higher returns. 
The Governing Body may weigh whether to continue with this approach. 

 

Q: How have past auctions performed financially, and does Bentley’s deliver value? 

A: In the three most recent auctions: 
- June 2023 City-only Auction: ≈$765,000 net. 
- October 2023 Statewide Auction: ≈$202,000 net. 
- October 2024 Statewide Auction: ≈$475,000 net. 
 
Combined, these generated over $1.44 million net for the City. This record demonstrates 
that Bentley’s Statewide auctions provide broad exposure and competitive bidding. The 
Governing Body may weigh this track record when considering continued use. 

Q: Why not recycle vehicles for scrap? 

A: Scrap value is typically lower than auction proceeds, though recycling firms may still 
participate competitively. The Governing Body may weigh this trade-off. 

Q: Are there risks of misuse of City logos or decals? 

A: All markings are removed before auction. The Governing Body may weigh whether this 
safeguard is sufficient. 



Q: What if no one bids? 

A: Unsold assets may be reviewed for alternate disposal under policy. The Governing Body 
may weigh how much flexibility to allow in such cases. 

Q: How does this auction fit into the City’s broader modernization plan? 

A: This disposal is one part of a proposed 10-year Fleet Modernization Plan. By auctioning 
outdated vehicles now, the City reduces unnecessary holding costs and liability, while 
freeing funds to reinvest in reliable, green, and right-sized assets. This connects directly to 
the City’s goals for sustainability, fiscal responsibility, and improved public service. 

Q: How do we assure the public that these items are not being given away unfairly? 

A: All items are sold through a public, competitive auction process. This prevents favoritism, 
aligns with the Anti-Donation Clause, and ensures taxpayers receive fair market value. 

Note: This appendix is provided to assist Governing Body deliberations, with the 
understanding that all final decisions remain at your discretion. 

Note: This appendix is provided to assist Governing Body 
deliberations, with the understanding that all final decisions 
remain at your discretion. 
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