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POWERING 
EFFICIENT FLEETS
How lubricants can help achieve  
the lowest cost per mile 
shell.us/transport
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Working closely with fleet 
operators of all types and 
sizes, all over the world,  
Shell Lubricant Solutions 
understands that transport 
operators are under pressure 
to achieve high standards of 
reliability, safety and 
emissions compliance, while 
minimizing total operating  
costs to stay competitive. 

Many successful transport 
operators already consider Total Cost of Ownership 
(TCO) to guide decisions on equipment maintenance and 
operational performance. This often involves monitoring 
‘cost per mile’ of the vehicle fleet, on which vehicle 
availability, maintenance costs and fuel cost all have an 
impact. 

Maintenance spend typically amounts to around 10% 
of total operating costs. When looking to make savings, 
lubricants are often one of the first areas where transport 
operators seek to cut costs. However, while buying cheaper 
oils and greases may achieve immediate cost savings, the 
detrimental effect on equipment can prove more expensive 
over time. The best value is found in choosing 
competitively-priced, high-quality lubricants that deliver 
excellent equipment protection and, in doing so, can help 
deliver cost savings. 

According to an international industry study commissioned 
by Shell Lubricant Solutions, over half of the fleet operators 
surveyed admitted their errors in lubrication had led to 
vehicle breakdowns. This can prove costly – one in three of 
those surveyed estimate that this unplanned downtime has 
cost their business over $100,000 in the last three years.

FOREWORD
A message from John Walters, Shell Lubricants 
Global Sector Manager for Fleet 

Shell Lubricant Solutions works with customers to help 
improve the cost-efficiency of their fleets both in the short 
and long-term. Over the last five years, we have 
delivered $21 million in documented savings to fleet 
customers2, primarily by focusing on two key areas:

1. Sharing advice on selecting the right lubricant, with
the aim of achieving excellent wear protection, longer
oil drain intervals, and enhanced fuel economy.

2. Helping customers upgrade lubrication management.
This can help maximize oil drain intervals (ODIs),
resulting in lower lubricant costs and helping keep
vehicles on the road for longer between services, and
thereby helping drive profit for their business.

Here we explore the tangible, cost-saving benefits 
possible from effective vehicle lubrication. When 
considering the potential savings, the definition we use for 
TCO includes costs related to lost productivity resulting 
from unplanned vehicle downtime3. 

Case studies illustrate how fleet operators worldwide have 
successfully worked with Shell Lubricant Solutions to extract 
value by reducing TCO and increasing vehicle availability.

This survey, commissioned by Shell Lubricant Solutions and conducted by research firm Edelman Intelligence, is based on 395 interviews with Fleet sector staff who purchase, influence the 
purchase or use lubricants / greases as part of their job across 8 countries (Brazil, Canada, China, Germany, India, Russia, UK, US) from November to December 2015 
Documented Shell fleet customer savings 2011-2015. More information available upon request. 
Total Cost of Ownership (TCO) is defined by Shell Lubricants as the total amount spent on industrial equipment, including cost of acquisition and operation over its entire working life, including 
costs of lost production during equipment downtime
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TOTAL COST OF OWNERSHIP:
UNDERSTANDING THE POTENTIAL

Shell Lubricant Solutions believes that there is 
potential for lubrication to deliver significant 
business value  by helping lower the cost per mile 
of fleets.  However, the potential impact of 
lubricants is often significantly underestimated. 

Understanding how lubricants contribute to Total  
Cost of Ownership (TCO) is the first step to realizing 
potential savings.

Total Cost of Ownership (TCO)
When evaluating the effect of lubricants on TCO,  
we consider the end to end impact on maintenance 
budgets and processes, but also any costs related to lost 
production during vehicle downtime. Optimizing 
lubrication can have a significant impact on component 
life, maintenance costs, and unplanned downtime, so it 
can contribute to cost savings far higher than the price of 
the lubricant itself. 

Seizing the Opportunity 
Lubricant product selection or management can impact 
many elements of a fleet manager’s maintenance budget. 
Seizing the cost-saving opportunity depends on addressing 
two equally important elements:

1. Selecting the right lubricant or grease – the right product

2. Effective lubrication management – including the right
storage & handling, the right place, the right time, the
right amount, the right monitoring and the right people
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LUBRICANT PRODUCT 
PERFORMANCE IS OFTEN 
OVERLOOKED 

Only 52% of fleet managers 
consider lubricant product 
performance an important 
purchase consideration[1]
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Protection against deposits
Modern high output heavy duty diesel engines run at hotter 
temperatures, which can make component cleanliness a 
challenge. Dirt in the engine, whether piston deposits or 
crankcase sludge, can reduce operating efficiency and 
increase fuel costs. A higher-quality engine oil actively  
works to remove deposits, helping keep the engine clean  
and protected.

Wear protection
This is particularly critical at high-pressure contact points, such 
as the valve train. A heavy duty engine oil that includes 
adaptive molecules helps protect the engine by reacting under 
heat and pressure to form a protective film between key 
components that helps to reduce wear.

Corrosion protection
Gases and acids are generated as a natural by-product 
of the combustion process but can cause corrosion of vital 
components, increasing the risk of engine failure. Through 
oxidation and acid control, the lubricant helps neutralize 
these acids. 

Fuel economy
To help ensure increased fuel economy without compromising 
on wear protection or oil life, the latest low-viscosity heavy 
duty diesel engine oils need to deliver exactly the same wear 
protection and oil life as their thicker counterparts.

Long oil life 
Oxidation, soot accumulation and oil thickening, and the 
build-up of acids in the lubricant all contribute to oil aging. High 
quality synthetic engine oils with the right base oil and additive 
technology - including anti-oxidant additives - can maintain 
performance characteristics for longer in the presence of 
contaminants and by-products.

HEAVY DUTY DIESEL ENGINES

THE BENEFITS OF HIGHER 
QUALITY LUBRICANTS 
ARE NOT UNDERSTOOD

56% of fleet managers do not 
expect higher quality lubricants 
to help cut maintenance costs[1]

LUBRICANT SELECTION
From heavy duty diesel engines to transmissions, axles and wheel bearings, every component of a truck or bus made by 
different original equipment manufacturers (OEMs) has its specific lubrication requirements. OEMs define the minimum 
requirements for lubricants or greases, but not all products that meet these standards deliver the same level of performance. 

To ensure that a lubricant or grease delivers consistent performance in the field while meeting OEM requirements, Shell 
Lubricant Solutions conducts controlled laboratory and engine tests, plus countless hours of field testing on all products 
during the development process. 

1. LUBRICATION CHALLENGES
Choosing the correct lubricant or grease often comes down 
to a combination of the equipment’s design characteristics, 
how it is fueled, operational parameters and the surrounding 
environment. All pose different challenges for lubrication. 

Below are two of the transport industry’s primary lubricant 
applications and some of their specific lubrication challenges. 

In all cases, selecting the right lubricant is a critical first step in 
improving productivity and realizing significant TCO savings.

Effective engine lubrication is critical to protect high-cost equipment, and minimize downtime due to frequent oil 
changes, maintenance or even component failures.
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“ WITH FUEL COSTS AMOUNTING 
TO AS MUCH AS 39% OF TOTAL FLEET 
OPERATING COSTS, A LUBRICANT 
THAT HELPS DELIVER EVEN A SMALL 
INCREASE IN FUEL EFFICIENCY HAS 
THE POTENTIAL TO GREATLY IMPACT 
TOTAL COST OF OWNERSHIP.”

– John Walters, Shell Lubricants Global Sector Manager for Fleet

AXLES AND TRANSMISSIONS
The quality of transmission or axle oil can significantly impact component life, vehicle downtime, oil drain intervals, 
and therefore cost per mile of the fleet. 

Cleanliness 
When a vehicle is operating under high load, for instance 
ascending steep inclines or driving through sandy territory, 
driveline oils can be exposed to very high temperatures. In 
these demanding conditions, the lubricant must deliver long-
lasting protection without degrading or causing build-up of 
deposits that can reduce transmission efficiency and lead to 
component wear.  

Long oil life 
The length of time an oil can protect a transmission  
or axle depends on the quality of both its base oil  
and special components in the additive package that 
activate under high pressure metal-to-metal contact. These 
molecules deplete with use, reducing the ability of the oil 
to protect components over time. A higher quality oil can 
deliver longer oil life and performance through a longer 
drain interval.

Cooling
When the transmission or axle oil more effectively cools 
components, it can help extend oil life by limiting oil 
degradation, but more importantly helps reduce friction 
and thus improve efficiency and fuel economy. Field trials 
and controlled driveline rig testing by Shell Lubricant 
Solutions have shown that high quality synthetic oils can 
deliver significantly improved cooling of axles and 
gearboxes compared to mineral products.  

Cold starts 
High quality synthetic oils work more effectively4  
when cold, which enables the oil to fully lubricate the 
gearbox more rapidly at start-up. They also take less  
energy from the driveline when heating up, helping to 
improve fuel economy. 

Axle seal failure 
In some extreme cases, poor lubricant choice can lead to 
premature seal failure in axles. Undetected, the oil can get 
onto the braking system rendering it ineffective and causing 
extensive, costly repairs.

Compared to lower quality mineral oil alternatives4
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LUBRICANT MANAGEMENT

Effective lubrication management can help deliver value 
from improved productivity and reductions in lubricant 
consumption, maintenance and operating costs.

EFFECTIVE LUBRICATION REQUIRES 
A NUMBER OF PROCESSES

Only 33% of fleet companies  
have all the recommended  
procedures* in place to manage 
lubricants effectively[1].

*Shell recommended procedures include: Delivery
and storage of lubricants /greases, Oil change
procedures, Oil dispensing systems, Efficient grease
lubrication systems, Oil analysis, Training employees
in lubricant selection and/or management

“ EVEN THE BEST PRODUCT CANNOT 
PERFORM EFFECTIVELY IF IT IS NOT 
PROPERLY APPLIED AND MANAGED. 
THROUGH SPECIALIST TECHNICAL 
SERVICES AND EXPERTISE, SHELL 
LUBRICANTS AIMS TO HELP FLEET 
CUSTOMERS REALISE THE FULL VALUE  
OF A HIGH PERFORMING LUBRICANT 
AND GREASE PORTFOLIO.”

– John Walters, Shell Global Sector Manager for Fleet
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A global oil and equipment monitoring service that helps 
customers assess lubricant condition, identify potential 
problems, and benchmark equipment performance against 
comparable oil samples from around the world. Available 
around the world, it has more than 60,000 users and 
analyzes over 750,000 samples a year. The service allows 
customers to monitor equipment without interrupting 
operations, and provides guidance on interpretation of results. 

A customized training program, led by Shell technical 
experts with substantial in-field experience, which offers 
practical coaching to customers’ staff on lubricant 
management techniques.

Shell Lubricant Solutions technical staff provide a detailed 
condition assessment of your site and procedures, including 
recommended actions to ensure the quality and longevity 
of your lubricants today and tomorrow.

DELIVERING BUSINESS VALUE 
THROUGH LUBRICATION SERVICES

Shell LubeVideoCheck is a videoscope diagnostic service 
used to discretely inspect engines. This service reduces 
downtime and enables customers to have a thorough view of 
their engines and components, as well as provide 
documentation for warranty claims.  

6

A free online tool that provides instant lubricant information 
and recommendations. Available as an online chatbot 
(www.shell.us/transport) or as a mobile app. The most robust 
oil tool in the market, available in 138 countries and 21 
languages.

Shell LubeAnalyst Lite complements the off-site, laboratory-based service offered by Shell LubeAnalyst. Shell LubeAnalyst remains the recommended analysis service when extreme precision is more 
important than fast results. 

EFFECTIVE LUBRICATION REQUIRES 
THOROUGH PROCESSES

Over half of fleet operators surveyed admit 
their errors in lubrication have  
led to vehicle breakdowns 

32% believe this has cost their 
business $100,000 or more  
over the last three years[1]
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LUBRICANT UPGRADE EXTENDS OIL DRAIN 
INTERVALS BY 50%, RESULTING IN 
$126,000 ANNUAL SAVINGS7

The Challenge
Major western US concrete company, Robertson’s Ready 
Mix, wanted to extend oil drain intervals to increase overall 
efficiency and reduce operating costs. 

The Solution
Shell technical experts recommended that the customer run 
a field trial, using Shell Rotella T5 synthetic blend oil and 

performing Shell LubeAnalyst Oil Condition Monitoring in 
10% of their fleet.

The Results

n The combined product and service offering from Shell
enabled the company to:

n Extend oil drain intervals by 50%, from 800 hours
to 1,200 hours, reducing oil consumption and
vehicle downtime.

n Achieve total reported savings over USD $15,000.
Implemented across the full fleet, this provides an
annual savings of USD $126,000.

Savings indicated are specific to the calculation date and mentioned site. These calculations may vary from site to site, depending on application, operating conditions, current products used, 
condition of equipment and maintenance practices. 

7
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PARCEL COMPANY SAVES $46,000 IN 
ENGINE REBUILDS WITH SHELL LUBEANALYST7

The Challenge
A prominent parcel delivery company in the USA was 
looking to prevent costly breakdowns in its extensive 
vehicle fleet. Its aim was to assess the condition of its 
vehicles so that the vehicle manufacturer could rectify 
problems within the warranty period. The company 
approached Shell, which was already supplying its 
lubricants, for help.

The Solution
Shell Lubricant Solutions technical experts recommended 
the Shell LubeAnalyst oil condition monitoring service. 
The service provides lubricant sample analysis that helps 
to identify oil or equipment failures before they become 
critical. By using the Shell LubeAnalyst service, the parcel 
delivery company was able to identify issues in three 
engines and to return these to the manufacturer while 
they were still under warranty. 

The Results
n The company reported savings of approximately USD

$46,000 in engine rebuilds, money that would have
been spent had the problem been identified after the
warranties had expired.

 n The company also benefited from a reduction in 
downtime through avoiding the problems identified 
by Shell LubeAnalyst.

Savings indicated are specific to the calculation date and mentioned site. These calculations may vary from site to site, depending on application, operating conditions, current products used, 
condition of equipment and maintenance practices. 

7
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OPTIMIZING VEHICLE LUBRICATION 
REDUCING FLEET COST PER MILE BY

This survey, commissioned by Shell Lubricants and conducted by independent research firm Edelman Intelligence, polled 395 decision makers in the Fleet sector  
in 8 countries (Brazil, Canada, China, Germany, India, Russia, UK, US) from November to December 2015.
1. Shell recommended procedures include delivery and storage, oil change, oil dispensing systems, efficient grease lubrication systems, oil analysis and training 

employees in lubricant selection or management. 
2. $ figure based on converting local currency into equivalent $ amount
3. Based on savings delivered to Shell Lubricants customers from 2011-2015

MANY FLEET COMPANIES UNDERESTIMATE THE INFLUENCE OF LUBRICATION ON VEHICLE AVAILABILITY, 
MAINTENANCE COSTS AND FUEL EXPENDITURE 

THE BENEFITS OF HIGHER QUALITY LUBRICANTS ARE OFTEN OVERLOOKED

THIS IS HAVING A FINANCIAL IMPACT

understand how lubricants 
can help improve  
fuel efficiency 

Only 31%

consider lubricant 
product performance 
an important purchase 
consideration

Only 52%

of companies admit 
their lubrication errors 
caused unplanned vehicle 
downtime

Over half

understand how effective 
lubrication can help 
reduce unplanned 
downtime 

37%

do not expect higher 
quality lubricants  
to help cut 
maintenance costs

56%

companies have all the 
correct lubrication 
management  
procedures in place1

Only 1 in 3

do not expect they 
can help reduce 
unplanned 
downtime

and 66%

1 in 5
EFFECTIVE LUBRICATION CAN HELP FLEET MANAGERS REDUCE UNPLANNED DOWNTIME  

AND LOWER MAINTENANCE COSTS, CONTRIBUTING TO LOWER OVERALL COST PER MILE

believe this cost their  
business over $100,0002

believe costs
exceeded $250,0002

32%

and 

$$$

OEM and customer 
collaborations enable Shell  
to develop products that 
help improve equipment 
reliability and productivity

260 Shell technical specialists help 
customers reduce TCO through 
effective lubrication

At least $139 million savings delivered 
to customers worldwide (2011-2015)3

SHELL LUBRICANTS WORK WITH CUSTOMERS TO HELP DELIVER TCO SAVINGS

260

Lubricant Services 
to help upgrade lubrication  
management:

Learn more at shell.us/transport
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