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As the electric truck rollout continues and 
talk of hydrogen-fueled trucks gains ground, 
the conversation is slowly shifting from truck 
technology to a fleet’s sustainability strategy. 
Electric trucks are fun, but fun isn’t a business case. 
The OEM development and fleet adoption of electric 
trucks are the first step towards a greater industry 
sustainability goal. Much of this is driven by regulation, and 
has been for some time—the diesels you put in your fleet today 
are far cleaner than even those from five years ago—but with so 
much investment going into the equipment and infrastructure of 
electric trucks, it begs the question: 

Introduction

What’s your fleet’s role in sustainability?
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As the world continues down the path of clean energy 
and corporate social responsibility (CSR), the commercial 
trucking industry faces immense pressure from all sides to 
follow suit. But do they have enough gas in the tank to meet 
those demands?

Government regulations in the U.S. and abroad are 
changing the paradigm in commercial vehicle operations 
and transformation. While still a work in progress, 
California’s zero emissions laws will likely be the first 
domino to fall as it and other states try to find ways to 
immediately address climate change.

The comparison of diesel vs. electric is quickly becoming 
obsolete, leaving the question: “What is the right path to 
electrification for me?” As diesel trucks phase out over 
the next several decades, three paths have emerged out 
of a decade of innovation in commercial transportation 
technology: the electric grid, hydrogen fuel cells and 
renewable natural gas (RNG). None of these paths are 
necessarily a silver bullet for every commercial fleet. 
Factors like operational size, service strategies, risk 
appetite, vehicle class, fueling infrastructure, adoption 
roadmaps and degree of aggressiveness in sustainability 
goals all play a role in determining the right path to 
electrification for fleets.

Regardless of whether or not a fleet adopts cutting-edge 
forms of electrification or wants to be a part of the second 

or third wave of adoption, there are several crucial factors 
to consider, including scalability, costs, performance, 
emissions and, perhaps most importantly, the full lifecycle 
of an energy source.

It’s this final consideration—how an energy source is 
produced, distributed and consumed—that dictates each 
path’s respective emissions impact potential. It’s also why 
fleets and consumer brands with aggressive sustainability 
goals should look closely at the well-to-wheel analysis of 
hydrogen (carbon intensity score between 56 and 164), 
electricity (zero to 81) and renewable natural gas (75 to 
-346) respectively.

Chapter 1: 

Three Ways To Lower Your Fleet’s Carbon Footprint 
By Patrick Sexton, Chief Technology Officer at Hyliion
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The growing popularity of using the grid to charge 
passenger cars has created the flawed perception that 
a similar strategy can be applied in the commercial 
transportation industry with equal effectiveness, when 
in reality the demands placed on long-haul trucks are 
vastly different than those placed on passenger vehicles. 
There’s also the fundamental issue of massive spikes 
in load growth to which both sectors will contribute. 
According to the U.S. Department of Energy’s National 
Renewable Energy Laboratory’s 2018 “Electrification 
Futures Study,” electricity demand could spike as much as 
38% by 2050 in high-adoption scenarios. Load growth and 
balancing will place more pressure on utility companies 

to scale quickly and sustainably, presenting an interesting 
market opportunity, but also an immense challenge.

According to Power Mag, “The geographic pattern of that 
(load) growth, not just regionally but also locally, may be 
quite uneven thanks to the electrification of vehicles in 
fleets, as well as the tendency of depots themselves to be 
clustered. This will create new stresses on the distribution 
system that will have to be considered in utility planning.” 
Fundamentally, electricity will have to be generated from 
renewable sources like wind or solar to truly deliver the 
near-zero emissions that brands and fleets demand.

The grid
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Born from NASA’s space-faring endeavors of the 1970s, 
expectations have always been high for hydrogen fuel cells. 
The various methods of hydrogen production, however, raise 
a cascade of issues that affect what brands and fleets care 
about most: emissions and costs.

A closer look at the nomenclature of the lifecycle of hydrogen 
production and consumption today reveals the true range 
of emissions and cost impact. A June 2020 study from the 
Congressional Research Service entitled “Hydrogen in 
electricity’s future” sums the distinction up well: “Some refer 
to hydrogen produced from fossil fuels as ‘blue hydrogen,’ if 
the separated carbon is captured and sequestered, and ‘grey 
hydrogen’ if it is not; and hydrogen produced from renewable 

processes as ‘green hydrogen.’ An increased use of hydrogen 
in the electric power sector for power generation would likely 
require an increased, more economical supply of hydrogen than 
possible with current processes.”

Unfortunately, about 95% of today’s 
hydrogen production is classified as “grey,” 
perpetuating the “rob Peter to pay Paul” 
dynamic, in which production offsets 
consumption and requires massive 
investments in infrastructure that can 
leverage renewable energy sources 
and make the shift to “green 
hydrogen.”

Hydrogen Fuel Cells
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Renewable natural gas prepares to take the wheel 
RNG is the least-known alternative fuel source for 
commercial transportation. But at the cost of a few cents 
per kilowatt-hour, with the lowest potential carbon index 
of all fuels and more than 700 refueling stations nation-
wide, it is the most cost-effective, least carbon-intensive 
and most scalable path to electrification for commercial 
electric vehicles today.

RNG is produced from biowaste from a variety of sources, 
including municipal solid waste landfills, wastewater 

treatment plants, livestock farms, food production 
facilities and organic waste management 

operations. The fuel is then distributed 
through existing natural gas pipelines and 

purchased through utility channels.

There are several reasons why 
RNG is surging in the natural 

gas transportation market and 

in stationary energy generation. It provides an affordable 
and reliable way for the commercial trucking industry to 
lower fuel and operating costs and reduce emissions while 
leveraging the built-in scalability of existing infrastructure.

A 2019 report from GTI—a leading research, development 
and training organization that addresses energy and 
environmental challenges—found that “using the existing 
energy infrastructure to produce and move low carbon 
energy can enable a lower cost pathway to reduced 
carbon dioxide (CO2) emissions in a shorter time.”

As the commercial RNG economy scales, producing RNG 
using methane captured from livestock can create net-
negative emissions potential, finally offering a path to a 
negative carbon footprint for brands and fleets. For an 
industry that generates 30% of the U.S.’s greenhouse gas 
emissions and is seeking a fast, efficient and reliable route 
to electrification, realizing that potential can’t come soon 
enough.

Renewable natural gas
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As the evolution towards running on more than a single fuel source 
continues, fleets turning to alternative fuels are spurred by growing 
environmental regulations and sustainability plans. That’s why, rather than 
thinking about a straight replacement to diesel, fleets should adopt an 
integrated energy management (IEM) approach—a comprehensive strategy 
that considers all available fuel sources and adopts any and all options that 
best meet their needs.

An IEM approach allows for a transition away from fossil fuels while 
taking into account the market readiness and affordability of 
various alternatives. This helps meet both short- and long-
term business objectives and incorporates more types 
of cleaner energy sources to help achieve sustainability 
goals. Diversifying energy sources also reduces the risk of being 
dependent on any one fuel, which is smart in our ever-changing world.
To get the ball rolling on an IEM approach for your fleet, it’s best to start at 
the beginning, as they say. Research the various fuel options available to 
you — that could mean online research, talking to your supplier or asking 
other fleet managers what they use. Perhaps you need to test some of them 
out as well, to know if the conditions your vehicles work in will be conducive 
and to understand any equipment changes that may be required.

Chapter 2: 

Integrated Energy Management: 
What It Is And Why You Need It
By Steve Klein, Senior Manager of Marketing at Renewable Energy Group
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Take your drivers’ and technicians’ opinions 
into account as well — after all, they’re the ones 
experiencing the results every day. Gather 
performance and emissions data the best you can 
and see how it compares to what you’re hearing from 
your team. Consider who else has a stake in your 
energy sources (for example, a municipal fleet may 
have constituents or a city council to keep in mind). 
Once you’ve done this prep work, you’re ready to put an 
approach into place.

So, what does IEM look like in practice? Let’s use a fleet 
with 100 vehicles as an example. Say they can afford 
to convert five trucks to electric, and performance-
wise it makes sense for those to be the ones making 
short-range hauls. They also buy five compressed 
natural gas trucks. Rather than keeping the other 90 on 
petroleum diesel, the fleet uses drop-in, cost-effective 
fuels like biodiesel blends and, to stretch its hard-to-
get renewable diesel supply, a blend of renewable 
diesel and biodiesel. Now 100% of the fleet is running 
on lower-carbon fuels while keeping budgetary and 
performance factors in mind. This is integrated energy 
management.
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A reduced carbon footprint was a nice business boasting 
point five years ago, but you paid for it. However, that business 
case is changing, according to Jeff Priborsky, global marketing 
manager for the on-highway fleet sector at Shell.

“There’s always been a bit of a challenge where fleets think they 
can either be green and environmentally friendly or profitable,” 
Priborsky said. “Today, if you become more environmentally 
compliant, more sustainable, then your organization is going to 
become more efficient and will actually generate savings. The 
two operate hand in hand. You can be sustainable and profitable 
at the same time.”

If you need an example as to why it’s important for your fleet 
to take a serious look at its own role in sustainability, Shell is a 
good place to start. As an energy producer whose bread and 
butter is fossil fuels, the global company is making its own big 
moves into more sustainable energy markets. 

“Shell is one of the first major oil companies that is committed 
to being a net carbon zero emission energy company by 2050,” 
Priborsky said. “Look at everything that we are doing now: We’re 

reducing our own footprint, and…we are helping to reduce the 
carbon footprint of our customers. As an organization, Shell is 
getting away from fossil fuel; we’re getting away from lubricants 
from fossil fuels. That’s the direction everything is heading.

“We are closing plants; we are reducing our own emissions,” 
Priborsky continued. “We’re also branching out into alternative 
energy sources. Shell has always been into natural gas. 
We’ve been into wind power and wind energy. We’ve been into 
electrification. We own offshore wind farms. We own battery 
companies. We’re getting more and more into hydrogen. We’re 
fully committed to the energy transition.”

Of course, diesel isn’t going away anytime soon, but Shell isn’t 
waiting for the transition to happen.

“Diesel internal combustion engines are still going to be 
dominant globally until 2050,” he said. “You’ve got 30 years 
there, but look at the mature markets such as what’s occurring 
in Europe and what’s occurring here in the U.S., specifically in 
California. You’re going to see that energy transition in mature 
markets ramp up quite quickly. We’re fully prepared for that.”

Chapter 3:

[Case Study] Be First, Not Last: 
Shell’s Strategic Transition Into Sustainable Energy Markets
By Jason Morgan, Editor of Fleet Equipment
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For Shell’s part, it has partnered with the non-profit Smart Freight 
Centre, sponsoring the delivery of the sustainable freight expert’s 
Smart Transport Manager Training (STMT). The training program–initially 
available online—will educate fleet managers on how best to reduce 
carbon emissions, increase efficiencies and cut costs throughout their 
entire supply chain. To date, fleet managers that have implemented 
some of the measures have reported a 5% to 20% fuel efficiency 
improvement and reduced fleet operating costs.

FE connected with Priborsky to talk through the training and take his 
temperature on emerging truck technologies like hydrogen powertrain. 
The first step is often the hardest to take, but as Jeff pointed out, you 
don’t have to take it alone. He pointed to the outline the STMT follows.

Shell’s first steps towards sustainability

Step 1: Self-assessment. You look at your operation, your goals, 
who in your company needs to be involved, things of that nature.

Step 2: Find the right fleet specifications. From operational 
demands and duty cycles to maintenance practices–detail what 
equipment you need to get your job done.

Step 3: Develop the Smart Action Plan. “The key to this is that 
everything they develop is about their organization—it’s specific to 
them,” Priborsky said.

Step 4: Motivate and engage your team. This could potentially be 
the hardest part. It’s one thing to get the right equipment and map 
out your strategy, but it’s you and the people you work with who 
achieve the goal. “You need to get the buy-in and get other team 
members involved and motivate them, so they own part of it as 
well,” Priborsky said. “That includes everybody from management to 
maintenance to the drivers. Let’s face it: Having safe and efficient 
driving techniques in place is key to any organization’s saving. The 
big crux of this portion of it is around creating efficiencies within 
your organization.”

Step 5: Check your performance, monitor your strategy. “They 
have something called a PDCA method: Plan, Do, Check, and Act. 
In essence, you’ve got your plan in place, and you make sure you’re 
executing it. Then, you always have to go back to check on it. What’s 
right? What’s wrong? What do I have to alter? Then enact a change.”



11  

Conclusion 

So, if one of the world’s biggest oil companies is reducing its carbon footprint and preparing for the 
day diesel is superseded by other energy sources, what is your fleet doing? The energy transition is 
in full swing. Sustainability is no longer a “nice-to-have,” it’s now a must-have for OEMs, suppliers and 
equipment end users like you. 

‘Going green’ can be daunting for business owners, especially fleet owners, but it is a necessary 
change for both the environment and the future vitality of your business. We hope this guide helps 
you take those early steps towards developing your own sustainability strategy. Need more? Follow 
in Shell’s (almost) carbon-less footsteps and go to Smart Freight Centre for more information. It’s a 
great place to start in answering your own sustainability questions.


