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Managing carts is a constant hassle that never seems to run smoothly...

How is it
possible that
we need to
order another
truckload of
carts already?

Theyard is a
mess, and the
cart services
team never
has the time
tocleanit up

Residents are
calling and asking
when their cart
will be repaired
or replaced
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...and it’s a constant struggle to manage increasing costs for fuel , labor
and materials without asking for increased fees

City Commiission revisits possible increase in
solid waste collection fees

By Hawah Ezell
Published: Feb. 6, 2025 at 11:27 AM EST

The Florida Times-Union
GAINESVILLE, Fla. (WCIJB) -This time next year, Gainesville residents could be paying a

very different pricefor trash pickup. Split vote by Jacksonville City Council
In August, city commissioners considered increasing trash fees to support their zero waste approves dOllbling Of reSidential garbage fee

goals, sorates increased by 10% to 15% for the commercial hauling of trash. . . . .
The fee that residential property-owners pay in Jacksonville for garbage

i i i i % i . - . .
Now residential rates could follow suit, possibly at a 20% increase. collection will goup for the first time since 2010
N AN N TG yan Eastman, a city commissioner Bv: David Bauerlein
“ , Re o rt artment shared. “A 50% increase in JACKSONVILLE - The fee that residential property-owners pay in Jacksonville for collection of their garbage willgo
ippi a y 35% in okder up forthe flrst time since 2010. Jacksonvﬂle City Council mted 12-7 fori mcreasmﬂ the fee that homem\ ners and some
fr
. . . .y
Rising costs raise San Antonio’s trash fees for
first time in 4 years
= 41 e, T
by Iris Dimmick 052 @ currenirfede: verty levél. Fora fours, 4%on hd &ehold; ncoire level
August 30, 2024 vould b€ $46,800 0 apply for the freeze on the garbage fee.
The morning light had just begun to peek over the horizon as Aaron Darland, 24, and dozens of other Opponents of fee increase say City Council should cut Spending
drivers for the City of San Antonio’s Solid Waste Management Department started up their garbage trucks. Voting against the garbage fee increase were council members Kevin Carrico, Rory Diamond, Terrance Freeman,

Mike Gay, Nick Howland, Reggie Gaffney Jr. and Ron Salem. Diamond said before even considering a fee increase,

Darland checked fluids, flipped on cameras and kicked the tires of the modern, side loader truck before
council members and Desgﬁn should cut spending. "You have to at least try, and we haven't even tried,” Diamond said.

heading out on his route last week.

Side-loader, as opposed to the rear-loader trucks that require manual manipulation of trash bins, are
faster and more fun, Darland said, gesturing toward the joystick used to control the robotic arm that
reaches out, grabs the bin and dumps the trash into the truck’s hopper to be hauled away.

‘Everything is going up’

If the proposed budget is approved, all customers' monthly environmental fee would more than double,
from $1.26 per month to $3 per month.
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Overlooked & Underestimated: Cart Management is Often an
Afterthought in an Operation Focused on Hauling

Cart management is a cost driver that haulers (both public and private) overlook in an environment
where the expectation is to maintain service levels without increasing cost

Symptoms of Neglect

* Tracking and servicing thousands of carts in the field is operationally complex
* It requires a skillset that is vastly different than managing weekly hauling routes

* Because of the focus on hauling, cart management is rarely scrutinized for innovation
or cost saving opportunities

* The “Amazon Effect” means constituents expect faster and faster service which
increases expectations and often leads to greater dissatisfaction
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Overlooked & Underestimated: The Impact of Cart Mismanagement and
Neglect Multiplies Over Time

Impact of Neglect

* Capital is spent on carts that are not needed
* Labor underutilization adds costs per action that could be avoided

* Warranty claims are not pursued and regrind is not optimized leaving money on the
table

* Manually routing employees in the field adds time and cost to service calls

The impact may not be evident (yet) but as the costs multiply it becomes more and
more difficult to ignore...
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The Scale of the Problem: Inventory Management

Over time, unmanaged inventory will escalate into significant, avoidable expense without a tracking
system to monitor cart inventory, whether they are at the curb or in the yard

Consider a recent cart audit performed for a southeastern US municipality 36k carts represents ~1M lbs
of HDPE plastic resin

$1,961,355

35,661

172,123

64,135

# of User Theordtical #  Addi2ional Total3Carts Autit Actudb Carts Audit
Accounts of Carts Carts Deployed Deployed Variance (#) Counted Variance ($)
Deployed  (Per City Policy) (During Audit)

Underestimating the complexity of managing cart inventory at the onset of the cart
deployment has resulted in a significant financial discrepancy after only 4 years
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How Does Your Municipality Compare: Comparing Cart Replacement
Rates to Benchmarks

Theoretical VS. Actual
Calculation Housing Growth Rate % # of Carts Purchased
+ Vs. -
1.2% (Avg Attrition Rate) # of Carts in Fleet

A city experiencing 1% annual housing growth with a fleet of 60,000 carts
purchasing 5,000 carts annually

5,000
1.0% + 1.2% V.
60,000
2.2% < 8.3%

Q National Cart Services




The Cost of the Problem: Increased Cost Per Service Call

Utilizing manual routing and paper tracking systems decreases the velocity of service fulfillment and
increases the cost per action

A comparison of NCS benchmarks to a Southwest U.S. city’s internal cart management cost study

(Per Employee) City Cost vs. NCS Cost
32.2
$38.84

17.9 4;y

0

$15.69
S

City Benchmark City Benchmark

Housing Density: 757/mile2
g y # of Employees Savings ($)

Service Calls/Day: 113

O Fiel h
ield techs $678,586

1 O Supervisors

1
6

3 $56,549

[
City Benchmark Monthly Yearly

Q National Cart Services




Poll Results:

#ay. Federation of NY Solid Waste Associations
" Conference with Trade Show 2025

Poll question .

How many daily cart service 30-40

actions are considered g D) 0%

best-in-class for a single field 20-30

technician to complete? o Y s0%
10-20

My response & | Y 10%

30-40
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The Amazon Effect: Increasing Expectations for Faster Service

Amazon, DoorDash, UberEATS and many others are conditioning customers to expect service order
fulfillment within hours — not days

The "Amazon Effect”" Impact on Customer Service Expectations
10.0
=0
Average 6.0 6.0
Delivery s s 4s Custom.er
Time . ' 4.0 4.0 Expectations
(Scale 1-10)
(Days) 2.5 2o 2.5
) 1.5 1.5 1.5
1. 1.
1 IR §°1 B0 BT
2000 2005 2010 2015 2020 2023 2025
[ Average Delivery Time - Amazon I Average Delivery Time - Industry =@ Delivery Speed Importance - Customers

Technology to provide service updates via text message throughout the service call
fulfillment cycle is also increasingly impacting satisfaction scores
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Operational Improvement: Acknowledge the Operating Differences
Compared to Collection and Promote a Specialization Mindset

Hauling Mindset Cart Management Mindset

i ) o » Software that integrates with city-systems via API
e Excel file of the prior day’s cart-related service tickets . o '
) ) o ) ¢ Auto-routing technology to optimize stops, vehicle alerts
¢ Routing = driver’s familiarity with the city (Google maps) : . -
¢ In-cab cameras to promote safety

¢ Shared with the hauling operations e Hire right — don’t overpay for unnecessary CDL licenses
e pulled from cart management to fill in for loader drivers e Full-time, long-term cart management focus
e The most junior or senior employees e Pre-test for customer service mentality

- Svaps/ By s el & fureiion e dhe srer dhe ks ¢ KPI’'s monitored real-time — displayed on tablets/phones

¢ Quarterly/monthly individual/team bonuses to promote

¢ I[nventory ins and outs aren’t reconciled ratheluEL e e eceaTE iy

i lleti s vared e dlss [ Wi el » Best practice sharing, training and performance rewards

e Transient workforce = disinterest in continuous

. e A clean yard — daily requirement before clocking out
iImprovement
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Inventory Management Best Practices: Model, Promote and Focus on
Inventory Reconciliation Best Practices

N =-]a Mol Rdgl=] ° During the A&D insist that all carts are geo-located to an
Right Foot

address including serial # and RFID tag

* Verify the database is clean and spend the time to reconcile
to your city’s system

* Training — instill that any physical material movement must
have an associated system material movement

* Conduct regular audits; track variances, identify root causes
for failures and implement corrective actions

* Understand manufacturer lead times and adjust reorder
points accordingly based on usage

* Track scrapped cart weight to estimate regrind value and
manage warranty claims
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Financing Cart Acquisition: Tax-Exempt Municipal Leases are a Cost-
Effective Way to Fund Cart Acquisition

TELP’s offer municipalities an efficient, low-cost way to finance capital expenditures at low effective

CapEx vs.

OpEx

e Cart-related expenses are
bundled into a lease with terms
set by the city

* The lease payment is treated as
an operating expense

e The monthly payment is
constant for the lease term

interest rates

All Cart-Related
Costs

e The lease can many cart-related
expenditures (parts, RFID
readers, A&D, etc...)

® The lease is signed with a
municipal financing firm chosen
by the municipality

e The cost of capital? is passed
through to the municipality

Standard Lease

Contract

e Is not debt on the balance sheet
& does not require direct voter
approval

e Lower interest rate due to tax-
exempt status

e Attractive terms:
v S0 up front payment
v’ Lease-to-own
v" No residual value
v No end-of-lease buyout
v’ Can be paid off early

National Cart Services has a program that combines cart management with cart
procurement into a cost/cart/month = Carts-as-a-Service
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Internal Cost Management: Understand the True Cost of Cart
Management Compared to Industry Benchmarks

Inputs’ Output

ReqUired |nputS Optional |nputS Solid Waste & Recycling Cart Management
# f t B .t . A::;::E\:n Internal Cost Calculator QNalronal ot Sorvioes
[ ] [ ]
or carts y pOSI 'on #of Employees # of Vehicles
* # of Field Technicians o # of employees =j soytonn =
Cansomiees A con Sevees
* # of actions per day o Hourly/Annual wage rates st st pmngon
° # Of Veh|C|eS Empl;,n:;ifosts Veh;cl:fc:sts
Providing optional inputs will increase the oyt w sizsm EJ s
accuracy of the cost estimate cansen = cﬂ,.;e“:i“ T

Savings Savings $/Action

Methodology e ?
* Compares your inputs to National Cart Services benchmarks

07N gz $23.740

3(677)

* Provides you with the quantity and cost of both labor and
vehicles which is 90% of direct costs

Total

anyTown  Employee  Vehicle Other HCS Cos

All costs are calculated on a Gross Margin (Operating) basis without allocating SG&A or adding a profit margin

. . Summary
° Uses US Bu reau Of La bor Stat|st|cs wage rates for your state to Bt an ouranelysis of the date provided, the housing density of Any Town and the operational effciency of the
approach used National Cart Services to manage carts, we estimate our team can complete 38 actions per day per
H employee compared to your average of 17 which results in 4 fewer employees and 3 fewer vehicles needed to
CalCU|ate Wa ges (If nOt ente red) complete actions in the figld within 24 hours. Since labor and vehicle costs are the main contributors to the Cost of

Service (CoS), this efficiency improvement translates to $1,248,567 in annual Gross Margin savings.

* Determines mileage and fuel consumption using housing density |
and average miles traveled

Print | | Learn More ]

e Abil |ty to P rint the re po rt or requ est more information sales@nationalcantsenvces.com (7041705-8638 www.nationalcartservices.com

e www.nationalcartservices.com

1 NCS does not retain any data submitted
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Key Takeaways: Cart Management Areas of Focus to Improve Service
Levels and Reduce Costs

Cart Management Costs More Hidden costs from inefficiencies, labor, and inventory
Than You Think mismanagement add up over time.

Specialization Leads to Cost Treating cart management as a dedicated function improves
Savings & Efficiency service, reduces waste, and cuts costs.

Rising Expectations Demand Faster, Customers expect quick response times—modernizing
Smarter Service processes ensures higher satisfaction.

Technology & Data Improve Automated tracking, optimized routing, and digital inventory
Performance reduce cost per action.

Understanding Internal Costs Benchmarking and tracking real costs reveal areas for
Unlocks Savings operational improvement.
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Questions?

David.Piejak@nationalcartservices.com

704.705.8639

www.nationalcartservices.com

Dave Piejak [©®]

Preside




