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DEFINITIONS

Cart Plastic, wheeled container provided by the City. The capacities
include 35-, 65-, or 95-gallon carts.

Cost-of-Service (COS) A methodology to calculate rates in which each customer class is
charged the same unit cost for its share of services that it
subscribes to. Identifies fixed charges and volumetric charges to
determine individual rates.

ECF Equivalent Cart Factor.
ECU Equivalent Cart Unit.
ESD Environmental Services Department, the primary department

responsible for solid waste management in the City. ESD consists
of five divisions: Clean SD, Disposal & Environmental Protection,
Support Services, Collection Services, and Waste Reduction.

Fixed Costs Costs borne equally by each customer, regardless of the
subscribed size, as these costs do not fluctuate with changes in
subscribed service. In this study, fixed costs include other costs,
cart costs, and overhead costs.

FY Fiscal Year (July 1 through June 30).

Measure B Measure B, passed by voters in 2022, amended sections of the
San Diego Municipal Code known as the People’s Ordinance, to
remove a prohibition that prevented the City from charging a fee
for City-provided solid waste management services. The
amendments also clarified eligibility requirements for these City-
provided services.

Organics Primarily food, landscape, and/or pruning waste.

Net Revenue Requirement Total Revenue Requirement less reserve building for capital
expenditures or to meet the reserve policy. It excludes reserve-
building costs that are intended to either generate additional
revenue to fund the reserve policy target or future capital
expenditures.

Total Revenue Requirement Total projected expenditures for providing solid waste
management and disposal/processing services. Often based on
historical budget data and projected estimates of future or new
program costs.

SB 1383 California law, specifically Senate Bill 1383 (Chapter 395,
Statutes of 2016), and the accompanying regulations
promulgated by the California Department of Resources
Recycling and Recovery that took effect January 1, 2022, to
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reduce short-lived climate pollutants, including methane.
Reduction of organic waste disposal is a primary component
resulting in new organics programs.

Variable Costs Refers to the costs associated with the size of the cart subscribed
to by residential customers. These costs differ as the collection
system increases or decreases in service. In this study, variable
costs include labor costs, vehicle costs, and fuel costs.
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LIMITATIONS

HF&H prepared this study solely for the City of San Diego in accordance with the contract
between the City and HDR. This study is intended to calculate residential bundled solid waste
rates and was not intended for use by any other party for any other purpose unrelated to this
proposed solid waste rate study.

In preparing this study, HF&H relied on operational and financial information provided by City
staff, who we relied upon to be knowledgeable, and consistent with the scope of our
engagement, we did not independently verify that information. Multiple parties reviewed the
operational and financial information for reasonableness, including various City Departments
such as the Department of Finance, Office of the Independent Budget Analyst, and Fleets, as
well as outside parties such as HDR.

The cost-of-service model prepared in conjunction with this report, and the accompanying
analyses, contain projections of revenues and expenditures based on various assumptions
and estimates. Expense projections are based on available data. While HF&H reviewed these
projections for reasonableness with City staff, the actual results of operations will differ from
projections because events and circumstances do not always occur as expected. Those
differences may be significant and may have material effects on the analyses and findings
presented in this report. The fact that the City has not previously charged for solid waste
management services, combined with significant changes in which customers are eligible for
City services, introduces additional uncertainty.

HF&H strongly recommends that the City closely monitor actual revenues and expenditures
and compare them to projections on a quarterly basis. In the event that actual results vary
materially from the projections used in this rate model, the City should conduct a new cost-
of-service analysis and update rates charged to customers based on those changes.

The City provided its solid waste residential customer service level data as a best estimate of
the number of customers receiving solid waste management services from the City at each
container size by material type at the time of the study. This service level data was based off
of the City’s internal system reports about the current distribution of service levels between
service levels. HF&H also reviewed the City’s Geographic Information Systems (GIS) software
data to estimate the number of eligible Assessor’s Parcel Numbers (APN) under Measure B.
Together, the service level data, showing the current breakdown between service levels, and
the GIS software data, estimating the number of eligible parcels that will begin receiving solid
waste management services from the City, were used to estimate the City’s current service
levels at each service level.

Because the City has not charged for solid waste management services in the past, it is aware
that there may be material differences between its estimate of the number of service levels
for each service level and the final service level distribution, which will be known once all
customers have subscribed to the new, fee-based service. The City has developed an online
portal described in Attachment H in order for customers to sign up for their selected service
levels during FY 25/26. Details of the portal and sign-up and billing processes related to the
portal are described more in Attachment H. Specifically, the City anticipates that, once
customers are required to pay for solid waste management services, many customers may
decide to change their service level to a smaller service level in order to pay the corresponding
lower rate. As the program rolls out, the City should confirm service level data and update
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the model to understand the variances between actual service levels and the assumptions in
the model.

For purposes of rate modeling, and to mitigate the risk of overfunding or underfunding
associated with the potential migration of customers from the largest service level to a smaller
service level, the service level data for each service level provided by the City was adjusted
based on a survey of similar municipal providers’ residential service level distributions. The
City directed HF&H to distribute cart service levels based on a conservative midpoint between
the City’s best available current service level data and similar municipal residential collection
programs in other Southern California cities. By using the City’s actual service level data and
the data from similar municipal solid waste service providers, the model conservatively
estimates the City’s future distribution of service levels.

HF&H strongly recommends that the City: 1) monitor actual service level data as services roll
out and customers begin confirming or changing their service levels; and 2) update the model
accordingly to ensure projected revenues are as accurate as possible. It may be necessary to
conduct a new cost-of-service analysis if actual results stray far enough from assumptions.

Rounding differences caused by stored values in electronic models may exist.
This study addresses Proposition 218 but should not be relied upon as legal advice. Questions

concerning the interpretation of legal authorities referenced in this study should be referred
to a qualified attorney.
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Executive Summary

The City of San Diego (City) provides residential solid waste, organic waste, and recycling
collection services to approximately 222,000 residential accounts. It manages the provision
of these services through the Environmental Services Department (ESD).

In November of 2022, San Diego voters approved Measure B, which amended the People’s
Ordinance to allow the City to charge a cost-recovery fee for its solid waste management
services. The City has prepared this cost-of-service study in anticipation of presenting a
proposal to the City Council to charge for solid waste management services beginning in FY
25/26.

The City contracted with HDR and HF&H (a subcontractor to HDR) to help the City develop
and implement a cost-of-service rate structure to charge equitable rates for solid waste
management service. HF&H specifically was tasked with performing the cost-of-service rate
analysis and developing a multi-year rate model and resulting rate structure for different
service levels. HF&H developed this model based on the service level provided to each
customer (35-, 65-, or 95-gallon service), along with a number of alternative service profiles
based on different service enhancements proposed by the City.

STUDY PURPOSE AND OBJECTIVES

The purpose of the solid waste rate study is to create a comprehensive model that calculates
the City’s solid waste rate. This report documents the analysis undertaken in the study, the
underlying assumptions, and the rationale for the recommended rates.

This study has three key objectives:

1. Determine the Total Revenue Requirement which the City’s solid waste rates need to
cover, including expenses associated with operations, maintenance, and capital
improvements, and funding for the development and maintenance of reserves.

2. Determine the cost of service attributable to each parcel based upon the parcel’s
service level.

3. Ensure that the proposed rate structure is compatible with Proposition 218.

We meet these objectives by applying industry best practices and complying with all applicable
laws.

PROPOSITION 218

Article XIII D, section 6 of the California Constitution, adopted as part of Proposition 218 in
1996, provides that: (1) revenues derived from fees or charges for property-related services
may not exceed the cost to provide service; (2) revenues derived from fees or charges may
not used for any purpose other than that for which the fees or charges are imposed; (3) the
amount of a fee or charge imposed may not exceed the proportional cost of the service
attributable to the parcel; (4) no fee or charge may be imposed for a service unless that
service is actually used by, or immediately available to, the owner of the property; and, (5)
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no fee or charge may be imposed for general governmental services. HF&H conducted the
analysis that supports this study in consultation with the City and the City’s legal counsel.

City of San Diego | Executive Summary | April 4, 2025 | Page 2



N
~—

FINDINGS AND RECOMMENDATIONS

In calculating monthly bundled solid waste rates for the City’s provision of solid waste
management services to eligible residential customers, HF&H made the following findings:

1. Cost-of-Service Total Revenue Requirement. The cost-of-service study calculates
the initial cost-of-service rates based on the Total Revenue Requirement for the City’s
solid waste management services and projects the annual rate increases needed to
cover those revenue requirements. Refer to Figure ES-1 below for a summary of the
annual revenue requirement by fiscal year for rate setting purposes, inclusive of current
and new program costs (Total Revenue Requirement), and the annual revenue
requirement solely for operating and capital expenditures, excluding reserve-building
costs that are intended to either generate additional revenue to fund the reserve policy
target or future capital expenditures. (Net Revenue Requirement). Reserve-building for
future capital expenditures reflects generating revenue to cash-fund large purchases of
vehicles, containers, or new programs by spreading the costs over ten years. Reserve-
building for the reserve policy reflects generating reserves to meet the City’s reserve
policy of 25% of overall operating costs by FY 34/35 as an emergency fund.

Figure ES-1. Total Revenue Requirement by Fiscal Year

Solid Waste Expenditures Projected
FY 25/26 FY 26/27 FY 27/28 FY 28/29 FY 29/30
Labor Costs $46,658,428 $47,401,685 $48,333,574 $49,807,748 $51,326,885
Vehicle Costs 36,403,558 30,678,377 34,676,220 32,972,855 30,740,898
Fuel Costs 5,022,145 5,223,031 5,411,060 5,616,680 5,869,431
Other Costs 281,916 289,810 297,924 306,266 314,842
Cart Costs 10,053,433 20,092,679 12,392,052 11,566,614 11,748,158
Overhead Costs 15,433,388 13,916,999 12,439,882 12,681,625 12,827,337
Solid Waste Disposal Costs 22,965,741 23,769,542 24,601,476 25,462,528 26,353,717
Recyclable Materials Processing Costs 6,210,000 6,427,350 6,652,307 6,885,138 7,126,118
Organic Materials Processing Costs 5,942,573 6,150,563 6,365,833 6,588,637 6,819,239
New Program Costs - Weekly Recycling 2,648,328 3,062,078 8,501,248 8,557,375 8,738,920
New Program Costs - Bulky Pickup 1,370,951 2,371,043 15,346,499 15,596,593 15,854,554
Building Reserves 2,868,646 1,628,646 6,121,491 6,121,491 6,121,491
Total Revenue Requirement $155,859,108 $161,011,802 $181,139,566 $182,163,551 $183,841,589
Less: (Building) / Using Reserves - Future Capital Expenditures (4,019,279) (4,019,279) (1,465,730) 1,087,820 1,087,820
Less: Building Reserves - Reserve Policy (2,868,646) (1,628,646) (6,121,491) (6,121,491) (6,121,491)
Net Revenue Requirement $148,971,183 $155,363,877 $173,552,345 $177,129,879 $178,807,917

2. Revenue Projections Additional funding from the Recycling Fund and the Automated
Container Fund were used to offset recycling expenditures and cart costs, respectively.
These funds assisted in reducing the bundled service rates as customers transition to
paying for solid waste management service in FY 25/26 and FY 26/27.

Additionally, because the City will not charge for additional carts before customers select
their service levels through the online portal in FY 25/26, the General Fund will provide
revenue to cover the estimated shortfall in revenue during the transition. The City
intends on performing an analysis of the cost of servicing the additional carts that were
not charged, and the general fund will reimburse payment to the solid waste fund that
matches the level of expense incurred in order to ensure that ratepayers are not
subsidizing the cost of additional service to customers receiving this service. This will
ensure that other rate payers will not be improperly charged for the additional cart
costs. Once customers have the opportunity to confirm their additional cart service level
in the online portal, the City will charge them the proportionate rate for that service.
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Start-up costs were incurred by the City after approval of Measure B, but before rates
will be charged to customers, and are reflected within the model as a negative beginning
reserve balance. Figure ES-2 summarizes the annual Net Revenue Requirements and
annual overall rate increases required for the five-year period beginning with the
establishment of initial cost of service rates in FY 25/26:

Figure ES-2. Cost-of-Service Net Revenue Requirement and Impact to Reserves

Solid Waste Projections FY 25/26 FY 26/27 FY 27/28 FY 28/29 FY 29/30

1 Rate Revenue (before Rate Increases) $0 $138,859,108 $146,011,802 $173,639,566 $179,163,551

2 Proposed Revenue Increases Cost of Service 5.2% 18.9% 3.2% 2.1%

3 Rate Revenue with Proposed Increases $129,258,701 $146,011,802 $173,639,566 $179,163,551 $182,841,589

4 Non-Rate Revenue - - - - -

5  Automated Container Fund $2,000,000

6  General Fund Appropriation 10,000,000 - - - -

7  Recycling Fund Revenues 15,000,000 15,000,000 7,500,000 3,000,000 1,000,000

8 Revenue with Proposed Increases $156,258,701 $161,011,802 $181,139,566 $182,163,551 $183,841,589

9 Operational Revenue Requirement $138,500,402 $145,025,996 $160,660,915 $161,684,900 $163,362,938
10 Capital Expenditures 10,470,781 10,337,881 12,891,430 15,444,980 15,444,980
11 Net Revenue Requirement $148,971,183 $155,363,877 $173,552,345 $177,129,879 $178,807,917
12 Operating Surplus/(Shortfall) $7,287,519 $5,647,925 $7,587,221 $5,033,672 $5,033,672
13 Beginning Year Reserve Balance® ($10,286,459) ($2,998,940) $2,648,985 $10,236,206 $15,269,878
14 Projected Year-End Reserve Balance ($2,998,940) $2,648,985 $10,236,206 $15,269,878 $20,303,549
15 Target Reserve Balance? $34,502,953 $36,134,352 $40,043,081 $40,299,077 $40,718,587

! The negative Beginning Year Reserve Balance for FY 25/26 reflects start-up costs incurred to implement Measure B. The negative Beginning Year Reserve Balance for FY 26/27 is a
carry over of the FY 25/26 Projected Year-End Reserve Balance.

2The Target Reserve Balance is based on 25% of Annual Operating Expenditures.

Cost-of-Service Residential Rates. Based on the cost-of-service analysis (described
in detail in Section 4 of this report), which apportions costs to each type of material
(solid waste, recycling, and organics) and service level (35-, 65-, and 95-gallon carts),
the monthly charge to any particular customer differs depending on cart size. Figure
ES-3 summarizes the monthly bundled solid waste rates by service level effective on
July 1 of each year. Proposed rates include weekly solid waste, bi-weekly recycling, and
weekly organic collection. Weekly recycling collection and the bulky item program are
planned to begin in FY 27/28. The City proposes to provide recycling and organics
collection at the service level of 95-gal containers only. Customers may request a 35-
gal or 65-gal size recycling and/or organics container at the same rate if they prefer a
smaller container for reasons unrelated to solid waste services, for example, if they
would like a smaller size due to space considerations. However, all customers will be
charged at the 95-gal container rate for recycling and organics collection services. Under
the proposed rate plan, the City would charge all customers at the 95-gal container rate
during Fiscal Year 2026. Customers will be asked to select a service level and bundled
rate option during Fiscal Year 2026. Customers that select the 35-gallon or 65-gallon
service level options for their trash container will receive a credit, on their Fiscal Year
2027 bill, for the difference between the rates associated with their selected service
level and the 95-gallon service level, for the period of time between when the customers
subscribed to the smaller service level and the end of Fiscal year 2026. Customers that
currently have a bin that is smaller than 95 gallons may request a 95 gallon bin for
Fiscal Year 2026. Customers that select additional containers beyond the initial bundle
will receive a debit, on their Fiscal Year 2027 bill, for the difference between the rates
associated with their selected service level and the 95-gallon service level, for the period
of time between when the customers subscribed to the additional level of service and
the end of FY 25/26.
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Figure ES-3. Cost-of-Service Monthly Residential Rates

Effective Effective Effective Effective Effective

Monthly Residential Solid Waste July 1, July 1,

Change
Bundled Service* 2025 2026 =

Julyl, change U1, change YY1/ change
2027 2028 2029

35-gallon $36.72 $38.45  $1.72 $45.66  $7.21 $47.35  $1.70 $48.39  $1.04
65-gallon $42.88 $45.02  $2.13 $53.46  $8.45 $55.23  $1.77 $56.38  $1.15
95-gallon $47.59 $50.03  $2.44 $59.42  $9.39 $61.24  $1.82 $62.48  $1.23

*Bundled Service includes one Solid Waste cart at variable sizes with one 95-gallon Recycling and one 95-gallon Organic carts. Bundled rates do not change price if customers
reduce the size of their Recycling or Organics carts.

Effective Effective Effective Effective
nal Container July 1 July 1, July 1, July 1,

2025 2026  change 2028 Change  “pp9" Change
35-gallon Solid Waste Cart* $6.94 $7.40  $0.46 $8.79  $1.39 $8.87  $0.08 $9.00  $0.12
65-gallon Solid Waste Cart* $13.15 $14.02 $0.87 $16.65 $2.64 $16.81 $0.16 $17.05 $0.24
95-gallon Solid Waste Cart $17.92 $19.10 $1.18 $22.69 $3.59 $22.90 $0.21 $23.23 $0.32
95-gallon Recycling Cart $10.57 $11.79 $1.22 $16.18 $4.40 $17.84 $1.66 $18.71 $0.87
95-gallon Organics Cart $13.05 $12.97 -$0.08 $13.84  $0.88 $13.95  $0.10 $14.01  $0.06

*Customers who subscribe to the Additional 35-gallon and 65-gallon Solid Waste Carts in FY 25/26 (July 1, 2025) will be charged the 95-gallon rate for the remaining portion

of the year after they indicate their service level through the online portal. Customers will receive a credit on thier second annual bill for the differential in pricing between the
95-gallon cart and the smaller size selected.
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Section 1. Introduction

The City contracted with HDR, with HF&H as a subcontractor, to create a cost-of-service rate
model and rate structure based on service levels received by residential customers. The
purpose of this report is to document the analysis and summarize our assumptions, findings,
and recommendations.

STUDY PURPOSE

The main purpose of this report is to document that the proposed rates comply with the
relevant laws in California for setting solid waste rates. Another key purpose is to ensure that
the proposed rates generate sufficient revenue to fund the City’s solid waste, recyclable
material, and organics collection, processing, and disposal activities over a five-year planning
period (FY 25/26 through FY 29/30) and build to an adequate reserve balance in compliance
with the City’s reserve policy. This study intends to propose rates for FY 25/26 through FY
29/30.

CURRENT SOLID WASTE SERVICES

The City of San Diego’s Environmental Services Department (ESD) provides residential solid
waste, recycling, and organics collection services to approximately 222,500 customers,
maintains street litter containers in business districts, and operates the City’'s Miramar Landfill
and Greenery. Currently, City residents can be served in a multitude of cart types and sizes
for solid waste, recycling, or organics service. The specific collection day depends on where
each resident lives within the City. Residents can report illegal dumping and waste-related
violations to the City for clean-up through a mobile app (Get It Done) or over the phone. The
City does not bill its residents for solid waste management services, but charges residents a
$70 one-time fee per cart for solid waste carts and a $25 one-time fee per cart for delivery
of solid waste, recycling, or organic carts.

In 2022, the public approved Measure B and amended the People’s Ordinance to allow the
City, among other things, to charge a cost-recovery fee for City-provided residential solid
waste management services. If a cost-recovery fee were implemented, the City could provide
enhanced service to eligible properties such as weekly recyclable materials collection, regular
bulky item collection, and City-provided standard carts. Charging a recovery fee would also
relieve the General Fund and other City departments of any portion of annual costs currently
spent on the City’s provision of solid waste management services to eligible residential
properties. Refer to Attachment C for a breakdown of the baseline costs currently incurred
by the City to provide solid waste management services, which are being funded by the
General Fund and other City departments.

Ineligible properties such as commercial properties and large multi-family complexes already
pay a non-exclusive franchise hauler for collection services. Those fees will not be included in
the cost-of-service study, as they are not set by the City.

The City began a public process to implement new solid waste management service fees
through a cost-of-service study. This study included three rounds of hosted public events,
held in each City Council District, to help the City engage with impacted residents and others
who have an interest in the study or the proposed fees. Feedback from residents and data
regarding baseline costs and costs for service enhancements were used to develop a cost-of-
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service model that calculated the rates to be charged to cover expenditures incurred by the
City to provide current and enhanced service to eligible properties.

The City is considering offering rate relief for low-income senior and low-income disabled
customers. This rate relief program would be funded by the General Fund and not through
the rates charged to other customers. As such, for the purposes of modeling, the rate relief
program has been excluded from the analysis.

LEGAL REQUIREMENTS

The City is responsible for setting rates in compliance with California law. In November 1996,
California voters passed Proposition 218, which added article XIII D to the California
Constitution. Article XIII D, section 6(b) (1-5) has five substantive requirements that the City
must adhere to:

1. Revenue from fees and charges must not exceed the cost of providing service.
2. Revenue from fees and charges must be used for providing service.

3. Fees and charges imposed must be proportional to the cost of providing the service
attributable to the parcel.

4. Fees or charges may not be imposed upon a customer unless the service is used by,
or immediately available to, the owner of the property.

5. No fee or charge may be imposed for general governmental services.

No particular methodology for setting rates that are proportionate to the cost of providing
service is prescribed by article XIII D The City must analyze its costs associated with solid
waste management services and determine an appropriate method to apportion those costs
among the customer service levels. This cost-of-service analysis complies with Article XIIID,
Section 6(b) by calculating total costs of service, allocating the costs to different cost
categories, and then proportionately allocating the costs in each category to the various
customer service levels.
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Section 2. Determine Total Revenue Requirements

The City does not currently charge for residential solid waste management services.
Therefore, the proposed new rates have been developed based on the projected operating
expenses and reserve balance targets that rate revenues must cover or achieve.

START-UP COSTS

After Measure B was approved, the City incurred start-up costs to prepare for, calculate, and
implement the cost-recovery fee that Measure B authorized. These costs were intended to
fund required administrative efforts, community outreach and education, operational
preparations, and third-party support prior to July 1, 2025, the anticipated effective date of
the fee. Refer to Figure 2-1 below for a breakdown of the required start-up costs. Start-up
costs are included in the cost-of-service model as a negative beginning year reserve balance
and are recovered by rate year two.

Figure 2-1. Start-Up Costs for FY 23/24 and FY 24/25

Expense FY 23/24 FY 24/25 Notes
Measure B Team Staff time $479,194 $908,640 ESD Staff
Supervising Mgt Analyst - 43,201

City Staff Time Supporting Measure B - 148,805 Non-ESD Staff
HDR Contract 499,985 3,100,000

Deloitte Contract 668,205 2,949,519

Hopscotch Contract 24,800 -

Cook & Schmidt Contract 70,499 95,411 Contract for promotion & outreach

CGI Contract 34,717 7,912

Carahsoft Contract 248,552 -

Rent Expense - 42,299 Total Ridgehaven rent divided by budgeted employees
Container Staging Area Rental - 241,202 City assumes ~$50,000 per month starting January 2025
Container Staging Area Supplies - 60,000

Negative Interest Expense 379 180,000

Other Expenses - 1,614

Prop 218 Mailers - 151,525

Portal Mailers - 235,000

Transition Mailers - 95,000

Total $2,026,330 $8,260,129

Start-Up Costs to Beginning Year Reserve Balance $10,286,459

EXPENDITURE PROJECTIONS

Rates were developed to cover costs for projected expenditures over a five-year planning
period. The City determined the Total Revenue Requirement by identifying expenditures
incurred by the General Fund and other City funds, in the last fiscal year, to provide the current
level of service. Then the City included estimates for the increased costs needed to efficiently
and effectively continue to provide the current level of service. These increased costs include:

e Costs associated with enhancements needed to provide efficient and consistent service
to eligible residents (e.g., additional labor, additional vehicles, and additional
administrative support, and replacement solid waste and recycling carts).

e Costs associated with implementing Measure B, such as costs associated with
developing the online portal, identifying potential customers, managing service levels,
and billing customers.
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e Costs associated with implementing the Operational Efficiency Analysis report’s
qualitative and quantitative recommendations. HDR performed the Operational
Efficiency Analysis and reviewed ESD’s safety and communication practices, its staff,
facilities, and technology, and data related to missed pickups and illegal dumping.
Refer to Attachment F for a copy of the Operational Efficiency Analysis report and its
recommendations.

e ESD has included funds to pilot 19 electric automatic side loader packer vehicles
between FY 25/26 and FY 34/35 to test the effectiveness of zero emission vehicle
technology. ESD estimated the cost of the pilot project, which will include the
purchase, operation, and maintenance of up to 19 electric vehicles (10% of the cost
to purchase, operate, and maintain 187 electric vehicles which would be a full
replacement of the fleet). Refer to Attachment G for additional information regarding
the electric vehicle funding within this cost model.

e The cost of building reserves to achieve the City’s reserve policy target of reserves
equal to 25% of annual operational expenditures over a ten-year planning period.

Current expenditures were increased using the inflation factors in Figure 2-2 below, which
were derived from the City's five-year financial forecast estimated by City staff (Disposal /
Processing) or projected based on the price of resin (Cart Costs).

Figure 2-2. Inflation Factors by Fiscal Year

Inflation Factors Applied

Expenditure Category FY 25/26 FY 26/27 FY 27/28 FY 28/29 FY 29/30
Labor and Benefits 3.05% 3.05% 3.05% 3.05% 3.05%
Fuel 4.80% 4.00% 3.60% 3.80% 4.50%
Cart Costs 4.80% 4.00% 3.60% 3.80% 4.50%
Disposal / Processing 3.50% 3.50% 3.50% 3.50% 3.50%
Vehicle, Other, and Overhead 3.00% 2.80% 2.80% 2.80% 2.80%

*No growth in service levels or was for the of this rate model.

During meetings with the public as part of the City’s public outreach efforts for implementing
Measure B, customers told the City that they would like to see certain enhancements to the
current levels of service. ESD staff discussed costs associated with new programs that would
enhance the level of service with various City departments to estimate and project costs
beyond expenditures reflected in the current available information. HF&H incorporated these
estimated new program costs into the Total Revenue Requirement and projected future years’
expenditures based on City staff’s inflation estimates in Figure 2-2 and/or the planned roll-
out and expense estimates of the programs. The main categories of new program costs can
be summarized into the following general categories:

e Convert the current bi-weekly recycling collection service into a weekly recycling
collection service beginning FY 27/28. This adjustment to the recycling collection was
supported by many customers through the community engagement meetings.

e Provide a residential bulky item collection program beginning FY 27/28. Many
customers requested this new program through community engagement meetings.

Refer to Figure 2-3 for a summary of the estimated new program costs included in the annual
Total Revenue Requirement by fiscal year.

City of San Diego | Section 2. Determine Total Revenue Requirements | April 4,
2025 | Page 7



_—
—_—
Figure 2-3. New Program Costs by Fiscal Year

New Program Detailed Expenditure FY 25/26 FY 26/27 FY 27/28 FY 28/29 FY 29/30

Weekly Recycling Program  New Automated Side Loaders (30x) $2,648,328 $2,648,328 $2,648,328 $2,648,328 $2,648,328
Weekly Recycling Program  Pickup Trucks (2x) - - 120,000 - -

Weekly Recycling Program  Sanitation Driver II (30x) - 377,593 4,669,309 4,811,723 4,958,480
Weekly Recycling Program  Area Refuse Collection Supervisors (2x) - 36,158 447,125 460,762 474,815
Weekly Recycling Program  New Recyclable Materials - - 283,040 292,946 303,200
Weekly Recycling Program  New Fleet Mechanics (2x) - - 333,446 343,616 354,096
Bulky Item Pickup Program New Trucks for Bulky Item Pickup Prograr 1,370,951 1,370,951 1,370,951 1,370,951 1,370,951
Bulky Item Pickup Program New Fleet Mechanics (2x) - = 333,446 343,616 354,096
Bulky Item Pickup Program Assistant Fleet Tech - - 121,000 124,691 128,494
Bulky Item Pickup Program Payroll Specialist 2 - 9,677 116,123 119,665 123,314
Bulky Item Pickup Program Sanitation Driver 2 (7x) - 85,324 1,023,884 1,055,113 1,087,294
Bulky Item Pickup Program Utility Worker I (23x) - 163,527 1,962,318 2,022,169 2,083,845
Bulky Item Pickup Program  Utility Worker II (16x) - 131,051 1,572,609 1,620,574 1,670,001
Bulky Item Pickup Program Program Manager - 21,681 260,169 268,104 276,282
Bulky Item Pickup Program Area Refuse Supervisor (4x) - 70,318 843,815 869,551 896,072
Bulky Item Pickup Program District Refuse Supervisor - 18,515 222,183 228,960 235,943
Bulky Item Pickup Program Bulky Item Drop Off Fees - - 1,520,000 1,573,200 1,628,262
Bulky Item Pickup Program Rent New Facility for Bulky Item Program - 500,000 6,000,000 6,000,000 6,000,000
Total New Programs $4,019,279 $5,433,121 $23,847,746 $24,153,968 $24,593,474

Figure 2-4 below summarizes the Total Revenue Requirement by fiscal year, inclusive of
current and new program costs. The Net Revenue Requirement only includes operational and
capital expenditures that will be cash-funded annually (i.e., it excludes reserve-building costs
that are intended to either generate additional revenue to fund the reserve in order to meet
the needs of the reserve policy target or future capital expenditures). The significant increase
in expenditures beginning in FY 27/28 reflects the increased costs associated with the
proposed weekly recycling and bulky-item pickup programs. Refer to Attachment D for a
detailed breakdown of the projected expenditures and the source of the projections.

Figure 2-4. Annual and Net Revenue Requirement by Fiscal Year

Solid Waste Expenditures Projected
FY 25/26 FY 26/27 FY 27/28 FY 28/29 FY 29/30
Labor Costs $46,658,428 $47,401,685 $48,333,574 $49,807,748 $51,326,885
Vehicle Costs 36,403,558 30,678,377 34,676,220 32,972,855 30,740,898
Fuel Costs 5,022,145 5,223,031 5,411,060 5,616,680 5,869,431
Other Costs 281,916 289,810 297,924 306,266 314,842
Cart Costs 10,053,433 20,092,679 12,392,052 11,566,614 11,748,158
Overhead Costs 15,433,388 13,916,999 12,439,882 12,681,625 12,827,337
Solid Waste Disposal Costs 22,965,741 23,769,542 24,601,476 25,462,528 26,353,717
Recyclable Materials Processing Costs 6,210,000 6,427,350 6,652,307 6,885,138 7,126,118
Organic Materials Processing Costs 5,942,573 6,150,563 6,365,833 6,588,637 6,819,239
New Program Costs - Weekly Recycling 2,648,328 3,062,078 8,501,248 8,557,375 8,738,920
New Program Costs - Bulky Pickup 1,370,951 2,371,043 15,346,499 15,596,593 15,854,554
Building Reserves 2,868,646 1,628,646 6,121,491 6,121,491 6,121,491
Total Revenue Requirement $155,859,108 $161,011,802 $181,139,566 $182,163,551 $183,841,589
Less: (Building) / Using Reserves - Future Capital Expenditures (4,019,279) (4,019,279) (1,465,730) 1,087,820 1,087,820
Less: Building Reserves - Reserve Policy (2,868,646) (1,628,646) (6,121,491) (6,121,491) (6,121,491)

Net Revenue Requirement $148,971,183 $155,363,877 $173,552,345 $177,129,879 $178,807,917

REVENUE PROJECTIONS

The cost-of-service model assumes that the City will not have ongoing non-rate revenues to
offset the Total Revenue Requirement. However, the City anticipates that the following non-
rate revenues will be used to support customers’ transition to fee-based solid waste
management service services and to smooth out annual rate fluctuations over the five-year
planning period:

e As previously mentioned in the Limitations section, and as further discussed in
Section 3, the service level information used in the cost-of-service model is based on
preliminary service level data that was available at the time of the study. This data
does not allow the City to determine which customers are currently receiving additional
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cart services. As such, the City will not be charging for additional carts until customers
subscribe to the City’s solid waste management service through the online portal in FY
25/26 and the City is able to ascertain the amount that customers should be billed.
The City estimates that it will take 8 months for all customers to subscribe to service
through the online portal, and therefore approximately 8 months of additional cart
revenue will not be realized. The City estimates that the cost of providing 8 months of
additional cart services in FY 25/26 is approximately $10M. The City intends on
performing an analysis of the cost of servicing the additional carts that were not
charged, and the general fund will reimburse payment to the solid waste fund that
matches the level of expense incurred in order to ensure that ratepayers are not
subsidizing the cost of additional service to customers receiving this service. This will
ensure that other rate payers will not be improperly charged for the additional cart
costs.

e To smooth rates over the five-year planning period, the City intends to use revenues
from its Recycling Fund to offset the Total Revenue Requirement by $15M annually in
FY 25/26 and FY 26/27, by $7.5M in FY 27/28, by $3M in FY 28/29, and by $1M in FY
29/30. These funds will be used to offset costs associated with the provision of
recycling collection services, thereby reducing the recycling portion of the bundled
solid waste rates. Refer to Figures 4-1 and 4-2 to see the calculations for how the
Recycling Fund offsets the recycling component of the bundled rates.

e The Automated Container Fund has previously collected revenues from residents who
paid for replacement or delivery of their carts. The current balance in this fund is $2M.
The City intends to transfer this balance to the solid waste management enterprise to
offset most of the cart maintenance and repair costs in FY 25/26, further reducing the
bundled solid waste rates in that year. Refer to Figures 4-1, 4-3, 4-4 and 4-5 to see
the calculations for how the Automated Container Fund offsets the cart component of
the bundled rates.

e To further smooth rates, the City intends to allow a $3M deficit in the ending balance
of the reserve fund in FY 25/26. The City intends to use a one-day loan from another
City department to show a $0 balance at the end of fiscal year, but the deficit will
continue into FY 26/27. This will reduce the bundled solid waste rates in FY 25/26, as
the enterprise does not need to generate as much revenue to achieve revenue
neutrality in FY 25/26.

Figure 5-2 summarizes the annual Net Revenue Requirements and revenue increases needed
for FY 26/27 through FY 29/30 to cover the cost of providing solid waste management service
to all customers. Rows 5 through 7 detail the additional funding sources, and the projected
year-end reserve balance is reflected in Row 14. Projected revenues (see Row 3) from
proposed rate increases (see Row 2) demonstrate the overall annual increase in revenue in
a given fiscal year and are compared to the Net Revenue Requirements (see Row 11) to
determine the projected year-end reserve fund balance (see Row 14).
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Figure 2-5. Net Revenue Requirements and Projected Revenue Increases
Solid Waste Projections FY 25/26 FY 26/27 FY 27/28 FY 28/29 FY 29/30
Rate Revenue (before Rate Increases) $0 $138,859,108 $146,011,802 $173,639,566 $179,163,551
Proposed Revenue Increases Cost of Service 5.2% 18.9% 3.2% 2.1%

Rate Revenue with Proposed Increases $129,258,701 $146,011,802 $173,639,566 $179,163,551 $182,841,589
Non-Rate Revenue - - - - -

Automated Container Fund $2,000,000 - - - -

General Fund Appropriation 10,000,000 - - - -

Recycling Fund Revenues 15,000,000 15,000,000 7,500,000 3,000,000 1,000,000
Revenue with Proposed Increases $156,258,701 $161,011,802 $181,139,566 $182,163,551 $183,841,589
Operational Revenue Requirement $138,500,402 $145,025,996 $160,660,915 $161,684,900 $163,362,938
Capital Expenditures 10,470,781 10,337,881 12,891,430 15,444,980 15,444,980
Net Revenue Requirement $148,971,183 $155,363,877 $173,552,345 $177,129,879 $178,807,917
Operating Surplus/(Shortfall) $7,287,519 $5,647,925 $7,587,221 $5,033,672 $5,033,672
Beginning Year Reserve Balance® ($10,286,459) ($2,998,940) $2,648,985 $10,236,206 $15,269,878
Projected Year-End Reserve Balance ($2,998,940) $2,648,985 $10,236,206 $15,269,878 $20,303,549
Target Reserve Balance? $34,502,953 $36,134,352 $40,043,081 $40,299,077 $40,718,587

! The negative Beginning Year Reserve Balance for FY 25/26 reflects start-up costs incurred to implement Measure B. The negative Beginning Year Reserve Balance for FY 26/27 is a
carry over of the FY 25/26 Projected Year-End Reserve Balance.

?The Target Reserve Balance is based on 25% of Annual Operating Expenditures.
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Section 3. Cost of Service Study

METHODOLOGY

A cost-of-service study determines the unit cost of the solid waste, recycling, and organics
collection services provided to the City’s solid waste customers. Each cart size is charged the
same unit cost for its share of the services required. The Total Revenue Requirement is split
between the fixed service charges and volumetric charges, with volumetric charges further
proportioned into variable and disposal/processing charges. The sizes for solid waste carts in
this study are 35 gallons, 65 gallons, and 95 gallons. Carts are typically collected by a side-
loader truck.

Solid waste management service levels will be determined as follows:

1. Carts - Because the City does not
currently charge for solid waste
management services, it does not have
accurate data regarding the cart sizes
used by its current customers. While the
City knows that the vast majority of its
customers currently use the 95-gallon
solid waste carts, it does not know which
customers have been using a smaller
cart size for their solid waste services.
Furthermore, customer selection of
service levels is likely to vary under a system where there are charges based on the
size of the cart. As such, for the first rate year (FY 25/26), the City will initially charge
all customers at the 95-gallon service level rate. When customers select their service
level through the online portal, they will be provided with the cart size that corresponds
with their selected service level. Customers that subscribe to a 35- or 65-gallon service
level will receive a credit for the difference in the 95-gallon bundled rate and the rate
for their selected service level on their FY 26/27 annual bill, for the period of time
between when they have received the containers reflective of their selected service
level and the end of FY 25/26. If a customer currently has a solid waste cart that is
smaller than 95 gallons and would like to receive a 95-gallon cart prior to subscribing
to their future service level through the online portal, they will be provided one upon
request. Additional carts will be provided upon request, for an additional fee.

Recycling Solid Waste Organics

2. Bundled Service Levels —Because the City does not currently charge for solid waste,
recycling, and organics collection services, the service level information at the time of
this study is an estimate based on best available data. The preliminary data indicates
that ~1% of customers subscribe to the 35-gallon bundled service, ~10% subscribe
to the 65-gallon bundled service, and ~90% subscribe to the 95-gallon bundled
service. The City will be confirming and updating service levels during FY 25/26 as
customers use of the online portal to indicate their requested service levels and
through roll-out of new solid waste and recycling carts. However, it is reasonable to
assume that once customers are charged for service, some customers will migrate to
the smaller solid waste service levels, to benefit from the lower rate. Because the cost-
of-service analysis assumes static service levels over the five-year planning period,
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the City assumed that current assumed service levels would remain constant and did
not account for customer migration, it would risk under-generating revenue.

Therefore, for rate modeling purposes, HF&H benchmarked the City’s preliminary
service level distributions to mature municipal residential collection programs within
California. The average distribution for these programs was ~5% of customers in the
smallest bundled service level, ~33% of customers in the middle bundled service level,
and 62% in the largest bundled service level. As a conservative midpoint between the
City’s data and the benchmarked programs, HF&H assumed customers will migrate to
~2% at the 35-gallon bundled service level, ~16% at the 65-gallon bundled service
level, and 82% at the 95-gallon bundled service level. This conservative midpoint
reflects an estimated average service level distribution between the service levels over
the modeling period and provides some protection for the City as customers reduce
service levels during the transition to chargeable service. Using the midpoint, rather
than the average distribution from mature collection programs alone, is a conservative
approach because it leads to slightly lower rates at all service levels.

3. Additional Carts. The City will also be confirming and updating service information
for additional carts during FY 25/26. Customers will not be charged for additional carts
currently in service as of July 1, 2025. Customers that indicate on the online portal an
intention to maintain or begin additional cart service will be charged for the additional
cart service for the remainder of FY 25/26 after they confirm they have additional
containers or receive new additional containers, with those prorated charges included
on the following year’s bill. If a customer has additional carts but does not log into or
indicate the intention to continue service via the online portal, the additional carts will
be removed during the FY 25/26 roll-out of new solid waste and recycling carts. As
previously discussed in Section 2, the City estimates that most additional carts will
either be accounted for by the online portal or removed from customer’s addresses
approximately 8 months into FY 25/26 and that the General Fund will support the
estimated revenue loss from this transition.

FY 25/26 COST-OF-SERVICE

Key Assumptions/Inputs

The analysis relied in part on the following key assumptions provided by the City, which were
supplemented with data from other sources as noted:

e Residential service level information for first and second carts was provided by the City
and is based on preliminary data.

e The distribution of residential service levels between the various cart sizes is based on
a conservative estimate of both the City’s preliminary service level data and
benchmarked mature municipal residential collection programs. The model assumes
~29% of residents will subscribe to the 35-gallon solid waste cart, ~16% will subscribe
to the 65-gallon solid waste cart, and ~82% will subscribe to the 95-gallon solid waste
cart.

e Customers are entitled to receive one 95-gallon recycling contain and one 95-gallon
organics cart, and these service levels are included in the bundled rate. Additional
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solid waste carts may be purchased at any size in rate year 26/27. Additional recycling
and organics carts are all 95 gallons. If a customer wants to receive a 35 or 65-gallon
recycling or organics cart due to non-solid waste related reason, such as lack of space
to store it on the property or difficulties moving the larger carts, they may request a
smaller cart, but they will still be charged the bundled rate, which includes 95-gallon
recycling and organics carts.

The EPA’s 2016 Volume to Weight Conversion Factor Report was a guide to facilitate
standardization of municipal solid waste data collection and included volume-to-weight
conversion factors for comparing recovery efforts of divertible material between
municipalities, regions, and states. When HF&H compared the City’s volume-to-weight
factor for collected materials, it noted that the City’s factor was notably lower than the
EPA report. This indicated to HF&H that the City’s carts were not filled to maximum
capacity each week and that customers may subscribe to a larger volume of solid
waste service than needed for the amount of material generated because there is no
charge for service, and therefore no price incentive to choose a smaller, more
appropriate cart size.

For rate modeling purposes, HF&H maintained the City’s actual pounds per gallon of
solid waste, but adjusted the assumed fill capacity for each volume as follows:

o Residential 35-gallon solid waste carts were assumed to be 100% full when
collected.

o Residential 65-gallon solid waste carts were assumed to be 90% full when
collected.

o Residential 95-gallon solid waste carts were assumed to be 80% full when
collected.

Collection vehicle maximum weight and capacity was provided by City staff and was
based on actual data for vehicles from their fleet.

Route statistics for solid waste, recycling, and organic collection routes were provided
by City staff based on actual route information; a calculated average of route statistics
was used in the cost-of-service analysis.

Per ton solid waste, recycling, and organics disposal and processing costs were
provided for FY 24/25 and were projected for future years by the City based on an
inflation factor or anticipated future increases.

Annual tonnage of material collected, disposed, or processed was provided by City
staff and is based on historical actual information.

Cart replacement costs by cart size were provided by City staff.

Expense projections were provided by the City and are assumed to be informed and
accurate. HF&H did not independently verify or audit the proposed expenses
incorporated into the model. The City reviewed and confirmed all financial data
included in the cost-of-service model.

City of San Diego | Section 3. Cost of Service Study | April 4, 2025 | Page 13



N
~—

Figure 3-1 summarizes the allocation factors used to allocate the Total Revenue Requirement
(Figure 2-1) into each material stream (solid waste, recycling, and organics). HF&H
calculated these factors based on average operational or financial information provided by the
City or through qualitative factors such as program participation levels over five years.

The model assumes all customers receive a bundled set of three carts, therefore the allocation
factors for Accounts and Containers are both estimated at an equal one-third split between
material streams. As the City intends to replace all solid waste and recycling carts in FY 25/26,
a separate subset of the cart allocation was created to split replacement costs between the
solid waste and recycling cart material streams. To capture the transition in recycling service
from bi-weekly collection to weekly collection, the allocation factor for lifts assumes a 5-year
average of cart lifts with the first two years being every other week for recycling service, and
the following three years being once a week service. For costs that are only applicable to a
specific material stream, HF&H created allocation factors to direct 100% of the costs to a
specific material stream.

Figure 3-1. Cost-of-Service Allocation Factors

Solid Waste Recycling Organic

Allocation Factors Calculation Methodology Carts Carts Carts

Accounts Total Number of Eligible Accounts 33.3% 33.3% 33.3% 100.0%
Carts Total Number of Carts in Service 33.3% 33.3% 33.3% 100.0%
Carts (Subset) Solid Waste and Recycling Carts Only 50.0% 50.0% 0.0% 100.0%
Lifts 5 Year Average of Annual Instances of Cart Collection 35.7% 28.6% 35.7% 100.0%
Solid Waste Only N/A 100.0% 100.0%
Recycling Only N/A 100.0% 100.0%
Organics Only N/A 100% 100.0%

HF&H and City staff reviewed the purpose of each expenditure category and allocated costs
between solid waste, recycling, and organics material streams as follows:

e Labor costs, Vehicle costs, and Fuel costs were allocated by Lifts because these are
costs that fluctuate directly in relation to the amount of collection service activity
required for the number of carts in service.

e Other costs and Overhead costs were allocated by Accounts because these costs
remain relatively constant regardless of the amount of collection service activity
associated with the service level (e.g., administrative support, professional services,
hardware/software, and customer service) and each customer receives a similar level
of benefit, or effort, regardless of the number or size of carts they have.

e Cart costs were allocated by Carts because these costs are related to ongoing repair
and maintenance of current carts in service.

e Disposal or Processing costs were allocated to each respective material stream directly,
as the cost of disposing or processing collected materials are specific to, and vary
based on, the material type (and service levels).

e Required reliability adjustments to current services were allocated by either Accounts
(for costs that will remain relatively constant regardless of the amount of collection
service activity) or by Carts (for costs related to the missed collections program
designed to ensure customers are not missed on their collection day).
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e Reserve Building costs were allocated by Lifts to spread the cost of reserve building
proportionally to customers based on their overall participation in the collections
program.

e SB 1383 Debt for Vehicles and Carts were allocated by Organics Only as these costs
are related to funding of vehicles and carts for the organics collection program.

e Replacement costs for solid waste and recycling carts were allocated by Carts (Subset)
to properly attribute the costs to the solid waste and recycling material streams and
to not allocate any to the organics material stream.

e Operational Efficiency Study recommendations were allocated by either Accounts (for
costs that will remain relatively constant regardless of the amount of collection service
activity) or Lifts (for costs that fluctuate based on changes to service levels).

e New weekly recycling program costs were allocated by Recycling Only as these costs
are specific to the roll-out of the recycling program.

e New bulky item pickup program costs were allocated by Solid Waste Only as these
costs are specific to the bulky item program, which will be covered by the solid waste
component of the bundled service rate.

Refer to Attachment C for a detailed breakdown of the baseline and new program
expenditure cost categories and allocation factors described above.

Figure 3-2 summarizes the Total Revenue Requirement by fiscal year as grouped by cost
category (fixed, variable, and disposal costs) and allocation factor. Figure 3-3 applies the
allocation factors in Figure 3-1 to the FY 25/26 Total Revenue Requirement as shown in
Figure 3-2 and calculates the Total Revenue Requirement by material stream for rate setting
purposes.

Section 4 describes the calculated rate structure to meet the cost-of-service.

Figure 3-2. Summary of Total Revenue Requirement by Allocation Factors

Cost Category Allocation Factor FY 25/26 FY 26/27 FY 27/28 FY 28/29 FY 29/30

Fixed Carts (Subset) $10,053,433 $15,896,485 $8,028,011 $7,028,011 $7,028,011
Fixed Solid Waste Only 1,370,951 1,380,628 1,487,074 1,490,616 1,494,266
Fixed Recycling Only - 377,592.50 4,669,309 4,811,722.78 4,958,480.32
Fixed Organics Only 1,526,887 1,526,887 1,526,887 1,526,887 1,526,887
Fixed Accounts 22,473,683 21,737,289 22,509,423 22,332,243 20,463,603
Fixed Carts - - - - -
Variable Solid Waste Only - 490,415 7,859,424 8,105,977 8,360,289
Variable Recycling Only 2,648,328 2,684,486 3,498,493 3,402,036 3,426,343
Variable Organics Only 4,931,485 4,931,485 4,931,485 4,931,485 4,931,485
Variable Lifts 76,633,690 74,064,953 81,569,510 82,114,006 83,823,618
Variable Carts 1,102,335 1,074,126 1,106,887 1,140,647 1,175,437
Disposal Solid Waste Only 22,965,741 24,269,542 30,601,476 31,462,528 32,353,717
Disposal Recycling Only 6,210,000 6,427,350 6,985,753 7,228,754 7,480,214
Disposal Organics Only 5,942,573 6,150,563 6,365,833 6,588,637 6,819,239
Total Revenue Requirement $ 155,859,108 $ 161,011,802 $ 181,139,566 $ 182,163,551 $ 183,841,589
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Figure 3-3. Calculation of FY 25/26 Total Revenue Requirement by Material Stream

Cost Category Allocation Factor FY 25/26 Solid Waste Carts Recycling Carts Organic Carts
Fixed Carts (Subset) $10,053,433 $5,026,717 $5,026,717 -
Fixed Solid Waste Only 1,370,951 1,370,951 - -
Fixed Recycling Only - - - -
Fixed Organics Only 1,526,887 - - 1,526,887
Fixed Accounts 22,473,683 7,491,228 7,491,228 7,491,228
Fixed Carts - - - -
Variable Solid Waste Only - - - -
Variable Recycling Only 2,648,328 - 2,648,328

Variable Organics Only 4,931,485 - - 4,931,485
Variable Lifts 76,633,690 27,369,175 21,895,340 27,369,175
Variable Carts 1,102,335 367,445 367,445 367,445
Disposal Solid Waste Only 22,965,741 22,965,741 - -
Disposal Recycling Only 6,210,000 - 6,210,000 -
Disposal Organics Only 5,942,573 - - 5,942,573
Total Revenue Requirement $155,859,108 $64,591,257 $43,639,057 $47,628,793
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Section 4. Cost-of-Service Rate Design

This section discusses the design of fixed service charges for each material stream and the
volumetric charges for the various cart sizes. All cost categories were evaluated to determine
if the cost would fluctuate (variable) or remain constant (fixed) and if there were variances in
the service level and type of cart. The following methodology was used to calculate the FY
25/26 cost of service by service level for solid waste, recycling, and organic materials.

Figure 4-1 summarizes the fixed, variable, and disposal costs by material stream as
calculated in Figure 3-3 and includes the Automated Container Funding and Recycling Fund
revenues, which offset expenses. Additional cart depreciation costs are also removed from
the Total Revenue Requirement to calculate the Cost-of-Service Revenue Requirement. These
costs are specifically addressed in the calculation of additional cart rates and should not be
included when calculating the basic residential bundled service rate to avoid double-counting.
Refer to the section below on Additional Carts for more information.

Fixed collection costs primarily consist of costs associated with customer service
representatives, billing activities, and other administrative support activities, which do not
vary according to the level of service a customer subscribes to. However, fixed costs for solid
waste and recycling are higher than fixed costs for organics due to the additional costs to
replace all solid waste and recycling carts in FY 25/26. Variable collection costs include direct
collection expenditures for servicing carts and vary according to the level of service a customer
subscribes to. Organic variable costs are higher than solid waste and recycling due to the
additional SB 1383 debt funding for the purchase of additional organics collection vehicles.
Disposal and/or processing costs include the cost to dispose of or process solid waste,
recyclable materials, or organic materials and are allocated to the respective material
streams. Solid waste disposal costs are higher than recycling and organics costs because the
City collects significantly more solid waste than recycling or organics.

Figure 4-1. Cost-of-Service Overview

. FY 25/26
Expenditures Projected

Solid Waste Carts

Fixed Costs $13,888,895

Variable Costs 27,736,620

Disposal Costs 22,965,741
Recycling Carts

Fixed Costs 12,517,944

Variable Costs 24,911,113

Processing/Disposal Costs 6,210,000
Organic Carts

Fixed Costs 9,018,115

Variable Costs 32,668,105

Disposal Costs 5,942,573
Total Revenue Requirement $155,859,108
Less: Additional Cart Depreciation

Solid Waste Carts (162,863)

Recycling Carts (162,863)

Organic Carts (162,863)
Less: Automated Container Fund

Solid Waste Carts (666,667)

Recycling Carts (666,667)

Organic Carts (666,667)
Less: Recycling Fund Revenues

Recycling Carts (15,000,000)
Cost-of-Service Revenue Requirement $138,370,517
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FIXED COLLECTION COSTS

Fixed collection costs (Fixed Costs) are determined based on the City’s budget and are not

dependent on the subscribed volume. Figure 4-2 shows the calculation of Fixed Costs per
material stream.

Figure 4-2. Fixed Collection Costs

Solid Waste Recycling Organics
Annual Fixed Costs (from Figure 4-1) * A $13,726,032 ($2,644,919) 8,855,252
Residential Accounts B 222,485 222,485 222,485
Annual Rate per Account A/B=C $61.69 ($11.89) $39.80
Monthly Rate per Account C/12=D $5.14 ($0.99) $3.32

*Net Additional Cart Depreciation and Recycling Fund Revenues

Note: Significant Recycling Fund Revenues are used in FY 25/26 which result in 'negative’ fixed costs. Future rate periods with less Recycling Fund
Revenues may not result in a negative recycling fixed cost per month.

VARIABLE COLLECTION COSTS

Variable collection costs (Variable Costs) are proportionate to the size of each cart. To properly
allocate the variable costs to each cart size, Equivalent Cart Factors (ECF) and Equivalent Cart
Units (ECU) were calculated based on the existing service levels of the City’s customers. ECFs
and ECUs are a volumetric calculation that represent the amount of truck capacity consumed
by each cart size and affects routing and operational costs. Refer to Attachment E for further
detail on how to calculate these ratios. The variable collection costs exclude disposal and Fixed
Costs, which are calculated separately.

Variable Route Collection Costs Calculation

Variable route costs vary based on the size, type, and number of carts and frequency of
service. These costs include items such as the cost of labor, equipment operation, fuel, and
maintenance. Figures 4-3 to 4-7 show the calculation of the monthly variable route
collection costs per month for solid waste, recycling, and organics. Annual variable costs were
computed in Figure 4-1. ECUs were computed in Attachment E Figure E-2.

Figure 4-3. Solid Waste Variable Route Collection Costs per Month
Cart Size (Gallons)

Solid Waste Carts 35 65 95
Annual Variable Costs (from Figure 4-1) * $27,069,953 A

Equivalent Cart Units (ECU) (From Figure E-2) 240,438 B

Annual Variable Costs per ECU $112.59 A/B=C

Monthly Variable Cost per ECU $9.38 C/12=D

Equivalent Cart Factor E 0.38 0.77 1.00
Variable Route Collection Costs per Month DxE=F $3.61 $7.23 $9.38

*Net Automatic Container Fund Revenue
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Figure 4-4. Recycling Variable Route Collection Costs per Month
Cart Size (Gallons)

Recycling Carts 95
Annual Variable Costs (from Figure 4-1) * $24,244,446 A

Equivalent Cart Units (ECU) (From Figure E-2) 251,382 B

Annual Variable Costs per ECU $96.44 A/ B=C

Monthly Variable Cost per ECU $8.04 C/12=D
Equivalent Cart Factor E 1.00
Variable Route Collection Costs per Month DxXE=F $8.04

*Net Automatic Container Fund Revenue

Figure 4-5. Organics Variable Route Collection Costs per Month
Cart Size (Gallons)

Organic Carts 95
Annual Variable Costs (from Figure 4-1) * $32,001,439 A

Equivalent Cart Units (ECU) (From Figure E-2) 251,382 B

Annual Variable Costs per ECU $127.30 A/B=C

Monthly Variable Cost per ECU $10.61 C/12=D
Equivalent Cart Factor E 1.00
Variable Route Collection Costs per Month DxE=F $10.61

*Net Automatic Container Fund Revenue

DISPOSAL COLLECTION COSTS

Disposal costs represent the projected costs to dispose of and/or process the collected
materials. Annual subscribed gallons are calculated based on service levels multiplied by the
total volume of service available based on the size of the carts and the number of lifts per
year. The cost per gallon is calculated by dividing the projected disposal costs by the annual
subscribed gallons. Figures 4-6 through 4-8 summarize the cost per month to dispose of
the collected solid waste, recyclable, or organic materials.

Figure 4-6. Solid Waste Disposal Component

Cart Size (Gallons
35 65 95

Solid Waste Carts

Annual Disposal Costs (From Figure 4-1) $22,965,741 A

Annual Subscribed Gallons 22,548,212 B

Annual Disposal Costs per Gallon $1.02 A/B=C

Monthly Disposal Cost per Gallon $0.08 C /12 =D

Subscribed Volume E 35 65 95
Disposal Cost per Month DxXxE=F $2.97 $5.52 $8.06
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Figure 4-7. Recycling Processing Component

3

Cart Size (Gallons)

Recycling Carts

Annual Processing Costs (From Figure 4-1) $6,210,000 A
Annual Subscribed Gallons 23,881,290 B
Annual Processing Costs per Gallon $0.26 A/B=C
Monthly Processing Cost per Gallon $0.02 C /12 =D
Subscribed Volume E
Processing Cost per Month DxXxE=F

Figure 4-8. Organics Processing Component

95

$2.06

Cart Size (Gallons)

Organic Carts

Annual Processing Costs (From Figure 4-1) $5,942,573 A
Annual Subscribed Gallons 23,881,290 B
Annual Processing Costs per Gallon $0.25 A/B=C
Monthly Processing Cost per Gallon $0.02 C /12 =
Subscribed Volume E
Processing Cost per Month DxXE=F

SUMMARY OF THE COST OF SERVICE

$1.97

Figures 4-9 through 4-11 summarize the cost of service by material stream. Figure 4-2
provides the fixed charges. Figures 4-3 to 4-5 show the calculated variable charges. Figures

4-6 to 4-8 show the calculated disposal and processing charges.

Figure 4-9. Cost-of-Service - Solid Waste Carts

Solid Waste Carts

Monthly Rate 35 Gallon 65 Gallon 95 Gallon
Fixed Charge'! $5.14 $5.14 $5.14
Variable Charge? $3.61 $7.23 $9.38
Disposal Charge® $2.97 $5.52 $8.06
Solid Waste Cart Rates $11.72 $17.88 $22.59

!Source: Figure 4-2
2 Source: Figure 4-3
3 Source: Figure 4-6

Figure 4-10. Cost-of-Service - Recycling Carts

Recycling Carts

Monthly Rate 95 Gallon
Fixed Charge’ ($0.99)
Variable Charge? $8.04
Processing Charge® $2.06
Recycling Cart Rates $9.10

!Source: Figure 4-2
2Source: Figure 4-4
JSource: Figure 4-7
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Figure 4-11. Cost-of-Service - Organic Carts

Organic Carts

Monthly Rate 95 Gallon
Fixed Charge’ $3.32
Variable Charge? $10.61
Processing Charge® $1.97
Organic Cart Rates $15.90

! Source: Figure 4-2
?Source: Figure 4-5
J Source: Figure 4-9

N
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Figure 4-12 lists the total residential bundled rate depending on the size of the solid waste

cart.

Figure 4-12. Cost-of-Service - Residential Bundled Service

Residential Bundled Rate

35 Galilon 65 Gallon 95 Gallon
Solid Waste! $11.72 $17.88 $22.59
Recycling® $9.10 $9.10 $9.10
Organics® $15.90 $15.90 $15.90
Residential Monthly Rate $36.72 $42.88 $47.59

! Source: Figure 4-9
2 Source: Figure 4-10
3 Source: Figure 4-11

ADDITIONAL CARTS

A customer may have more than one solid waste, recycling, or organics cart. The rate for an
additional cart includes the same variable and disposal component as the first cart. The
variable cost is the same as the first cart because the cart must be factored into the truck’s
routing and capacity based on the size of the cart. The disposal component is the same as
the first cart as the material must still be disposed/processed at the same cost per ton. The
fixed cost portion only recovers depreciation expense associated with the additional cart and
does not include any of the fixed costs previously included with the first cart. As previously
demonstrated (see Figure 4-1), depreciation expense for additional carts was removed from
fixed costs to be incorporated in the rate calculation below. Figures 4-13 through Figure 4-

15 show the calculation for additional carts by material stream.

Figure 4-13. Cost-of-Service for
Additional Solid Waste Cart
Solid Waste Carts

Monthly Rate
Fixed Charge
Variable Charge!
Disposal Charge?
Solid Waste Cart Rate
!Source: Figure 4-3
2Source: Figure 4-6

35 Gallon 65 Gallon 95 Gallon
$0.36 $0.41 $0.47
$3.61 $7.23 $9.38
$2.97 $5.52 $8.06
$6.94 $13.15 $17.92
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Figure 4-14. Cost-of-Service for
Additional Recycling Cart
Recycling Carts

Monthly Rate 95 Gallon
Fixed Charge $0.47
Variable Charge’ $8.04
Processing Charge? $2.06
Recycling Cart Rate $10.57

! Source: Figure 4-4
2 Source: Figure 4-7

Figure 4-15. Cost-of-Service for
Additional Organic Cart

Organic Carts

Monthly Rate 95 Gallon
Fixed Charge $0.47
Variable Charge’ $10.61
Processing Charge? $1.97
Organic Cart Rate $13.05

! Source: Figure 4-5
2 Source: Figure 4-8
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Section 5. Implementation

COST-OF-SERVICE RATES

The City anticipates implementing rates on July 1, 2025, for regular collection services and
adjusting rates annually on July 1 thereafter. The rates represent the cost of providing service
based on the cost-of-service analysis. Revenue generated above the Net Revenue
Requirement for regular operations from these rates will be held in the City’s reserve balance
to support the purchase of additional vehicles for the weekly recycling and bulky pick-up
programs starting in FY 27/28 or to meet the reserve fund policy minimums over the next ten
years.

Figure 5-1 reflects the proposed cost-of-service rates for FY 25/26 through FY 29/30. As
previously mentioned, the City will not charge the additional cart rates until customers confirm
new or continued service to additional carts through the online portal. Customers will be
charged the 95-gallon rate in FY 25/26 and will be credited the prorated differential between
the 95-gallon and either the 35-gallon or 65-gallon rates based on when the customer receives
the 35 or 65 gallon container on their second annual (FY 26/27) bill.

Figure 5-1. Cost-of-Service for Residential Service

Effective Effective Effective Effective Effective
Monthly Resicllential Solid waste July 1, July 1, Change July 1, Change July 1, Change July 1, Change
Bundled Service* 2025 2026 2027 2028 2029
35-gallon $36.72 $38.45 $1.72 $45.66 37.21 $47.35 $1.70 £48.39 $1.04
65-gallon $42.88 $45.02 $2.13 $53.46 38.45 $55.23 $1.77 $56.38 $1.15
95-gallon $47.59 $50.03 $2.44 $59.42 3$9.39 $61.24 $1.82 $62.48 $1.23

*Bundled Service includes one Solid Waste cart at variable sizes with cne 35-gallen Recycling and one 35-gallen Organic carts. Bundied rates do not change price if customers
reduce the size of their Recycling or Organicscarts.

Effective Effective Effective Effective Effective

Monthly Additional Container July 1, July 1, July 1, July 1, July 1,

Rates 2025 2026 hAN9e g7 Change T, Change T,y Change
35-gallon Solid Waste Cart™ $6.94 $7.40 $0.46 $8.79 $1.39 $8.87 $0.08 $9.00 30.12
65-gallon Solid Waste Cart™® $13.15 $14.02 $0.87 $16.65 32.64 $16.81 $0.16 $17.05 30.24
95-gallon Solid Waste Cart $17.92 $19.10 $1.18 $22.69 $3.59 $22.90 $0.21 $23.23 30.32
95-gallon Recycling Cart $10.57 $11.79 $1.22 $16.18 $4.40 $17.84 $1.66 £18.71 $0.87
95-gallon Organics Cart $13.05 $12.97 -30.08 $13.84 30.88 $13.95 3$0.10 $14.01 3$0.06

*Customers whe subscribe to the Additional 35-gallon and 65-gallon Solid Waste Cartsin FY 25/26 (July 1, 20325 ) will be charged the 55-gallon rate for the remaining portion
of the year after they indicate their service level through the enline portal. Customers will receive 3 credit en thier second annual bill for the differential in pricing between the
95-gallen cart and the smaller size sslected.
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Summary of Reserve Balance




1

1A
1B
1C

2A
2B
2C

4A
4B
4C

6A
6B
6C

10A
10B
11
11A
11B

ATTACHMENT A: SUMMARY OF RESERVE BALANCE

Description
Projected Revenue at Current Rates

Refuse
Recycling
Organics
Non-Rate Revenue
Recycling Fund
Automated Container Fund
Rate Stabilization Reserves Used

Net Revenue Requirement (w/ Rate Stabilization)
Refuse
Recycling
Organics

Surplus/(Shortfall)

Proposed Revenue Increase (%) - Refuse
Proposed Revenue Increase (%) - Recycling
Proposed Revenue Increase (%) - Organics

Revenue with Increase (Incl. Non-Rate)

Refuse

Recycling

Organics
Net Revenue Requirement (w/o Rate Stabilization)
Surplus/(Shortfall)

Starting Reserve Fund Balance

Projected Surplus/(Shortfall)

Capital Expenditures Funded Through Reserves

Estimated Fiscal Year-End Reserve Fund Balance
General Fund Transfer

Net Fiscal Year-End Reserve Fund Balance

FY 2025-2026

FY 2026-2027

FY 2027-2028

FY 2028-2029

FY 2029-2030

- $138,859,108 $146,011,802 $173,639,566 $179,163,551
- 63,924,590 68,144,402 80,966,052 81,723,854
- 27,972,391 31,202,891 42,845,238 47,241,960
- 46,962,127 46,664,510 49,828,277 50,197,737
$ 15,000,000 15,000,000 7,500,000 3,000,000 1,000,000
$ 2,000,000
$ (138,859,108) $ (146,011,802) $ (173,639,566) $ (179,163,551) $ (182,841,589)
(63,924,590) (68,144,402) (80,966,052) (81,723,854) (82,872,296)
(27,972,391) (31,202,891) (42,845,238) (47,241,960) (49,541,661)
(46,962,127) (46,664,510) (49,828,277) (50,197,737) (50,427,632)
$ (138,859,108) $ (7,152,695) $  (27,627,764) $ (5,523,985) $ (3,678,038)
Cost of Service 6.60% 18.82% 0.94% 1.41%
Cost of Service 11.55% 37.31% 10.26% 4.87%
Cost of Service -0.63% 6.78% 0.74% 0.46%
$ 146,258,701 $ 161,011,802 $ 181,139,566 $ 182,163,551 $ 183,841,589
59,783,053 68,144,402 80,966,052 81,723,854 82,872,296
25,529,938 31,202,891 42,845,238 47,241,960 49,541,661
43,945,711 46,664,510 49,828,277 50,197,737 50,427,632
$ (138,500,402) $ (145,025,996) $ (160,660,915) $ (161,684,900) $ (163,362,938)
$ 7,758,300 $ 15,985,806 $ 20,478,651 $ 20,478,651 $ 20,478,651
$ (10,286,459) $ (2,998,940) $ 2,648,985 $ 10,236,206 $ 15,269,878
$ 7,758,300 $ 15,985,806 $ 20,478,651 $ 20,478,651 $ 20,478,651
$ (10,470,781) $ (10,337,881) $ (12,891,430) $ (15,444,980) $ (15,444,980)
$  (12,998,940) $ 2,648,985 $ 10,236,206 $ 15,269,878 $ 20,303,549
$ 10,000,000
$ (2,998,940) $ 2,648,985 $ 10,236,206 $ 15,269,878 $ 20,303,549

Line 1 = Prior Year's Line 6

Line 1A = Prior Year's Line 5A
Line 1B = Prior Year's Line 5B
Line 1C = Prior Year's Line 5C

City Input - Used to Buy Down Rates
City Input - Used to Buy Down Rates
City Input

Line 2 = Tab 3.B

Line 2A = Tab 3.B

Line 2B = Tab 3.B

Line 2C = Tab 3.B

Line 3 = Line 1+ Line 2

Line 4A = -(Line 1A + Line 2A) / Line 1A
Line 4B = -(Line 1B + Line 2B) / Line 1B
Line 4C = -(Line 1C + Line 2C) / Line 1C

Line 6 = Line 6A-6C + City Inputs

Line 6A = Line 1A x (1 + Line 4A)
Line 6B = Line 1B x ( 1 + Line 4B)
Line 6C = Line 1C x ( 1 + Line 4C)
Line 7 = Per COS Model
Line 8 = Line 6 + Line 7

Line 9 = Prior Year's Line 11

Line 10A = Line 8

Line 10B = Tab 2.A

Line 11 = Line 9 + Line 10A + Line 10B
City Input

Line 11B = Line 11+ Line 11A
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ATTACHMENT B: SUMMARY OF MONTHLY AND ANNUAL RATES

City of San Diego
FY 2025-2026
Residential Solid Waste Service Rates - Monthly

35 Gallons 65 Gallons 95 Gallons

Residential Solid Waste Bundled Service* $36.72 $42.88 $47.59

*Bundled Service includes one Solid Waste cart at variable sizes with one 95-gallon Recycling and one 95-gallon Organic
carts. Bundled rates do not change price if customers reduce the size of their Recycling or Organics carts.

Additional Container Rates 35 Gallons 65 Gallons 95 Gallons
Additional Refuse Container* $6.94 $13.15 $17.92
Additional Recycling Container $10.57
Additional Organics Container $13.05

*Customers who subscribe to the Additional 35-gallon and 65-gallon Solid Waste Carts in FY 25/26 (July 1, 2025) will be
charged the 95-gallon rate for the remaining portion of the year after they indicate their service level through the online
portal. Customers will receive a credit on thier second annual bill for the differential in pricing between the 95-gallon cart
and the smaller size selected.

City of San Diego
FY 2025-2026
Residential Solid Waste Service Rates - Annual
35 Gallons 65 Gallons 95 Gallons
Residential Solid Waste Bundled Service* $440.68 $514.61 $571.04

*Bundled Service includes one Solid Waste cart at variable sizes with one 95-gallon Recycling and one 95-gallon Organic
carts. Bundled rates do not change price if customers reduce the size of their Recycling or Organics carts.

Additional Container Rates 35 Gallons 65 Gallons 95 Gallons
Additional Refuse Container* $83.27 $157.78 $214.98
Additional Recycling Container $126.78
Additional Organics Container $156.58

*Customers who subscribe to the Additional 35-gallon and 65-gallon Solid Waste Carts in FY 25/26 (July 1, 2025) will be
charged the 95-gallon rate for the remaining portion of the year after they indicate their service level through the online
portal. Customers will receive a credit on thier second annual bill for the differential in pricing between the 95-gallon cart
and the smaller size selected.
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ATTACHMENT C: SUMMARY OF FY 24/25 BASELINE EXPENDITURES

Total SW Baseline Budget
FY 24/25
GL GL Description FTE Expenditures
500010 Salary Savings $ (8,941) Labor Costs
500011 Salaried Wages 280.21 $ 24,095,972 Labor Costs
500012 EPP-Classified $ - Labor Costs
500017 Vacation Pay In Lieu $ 109,734 Labor Costs
500028 Termination Pay Annual Leave $ 71,591 Labor Costs
500055 Bilingual - Regular $ 11,124 Labor Costs
500128 Overtime Budgeted $ 1,373,274 Labor Costs
500189 Budgeted Personnel Expenditure Savings $ (1,041,052) Labor Costs
502012 CERS - General Retirement $ 5,089,565 Labor Costs
502021 Supp Pens Sav Plan Mandatory $ 218,882 Labor Costs
502022 Supp Pens Sav Plan Voluntary $ 206,451 Labor Costs
502029 CERS - DROP - General $ 30,897 Labor Costs
502033 CERS-UAAL MEA Adm/Field $ 941 Labor Costs
502037 CERS-UAAL MEA Professional $ 1,355 Labor Costs
502039 CERS-UAAL MEA Supervisory $ 6,181 Labor Costs
502040 CERS-UAAL MEA Technical $ 502 Labor Costs
502042 CERS-UAAL Classified Unrepresented $ 14,303 Labor Costs
502046 Workers' Comp Insurance $ 1,013,857 Labor Costs
502047 Flexible Benefit Plan $ 3,790,346 Labor Costs
502048 Risk Mgmt Administration $ 368,967 Labor Costs
502049 Long Term Disability $ 83,459 Labor Costs
502050 Unemployment Insurance $ 23,731 Labor Costs
502051 Fica/Medicare Insurance $ 334,378 Labor Costs
502052 Retiree Health Contribution $ 1,101,577 Labor Costs
502065 CERS - General Retirement 2010 $ 2,091,699 Labor Costs
502067 401(A) Plan Mandatory $ 156,705 Labor Costs
502077 Employer Contrib RMT $ 39,219 Labor Costs
502094 SPSP-H General Members $ 8,227 Labor Costs
511010 Office Supplies $ 11,461 Overhead Costs
511011 Postage/Mailing $ 1,036 Overhead Costs
511017 Audio Visual $ 200 Overhead Costs
511023 Interoffice Mail $ 1,520 Overhead Costs
511024 Operating Supplies $ 4,000 Overhead Costs
511029 Trash Containers $ 2,719,138 4
511030 Fire Containment Fixtures $ 2,250 Overhead Costs
511032 Chemicals $ 200 Overhead Costs
511033 Medical Supplies $ 1,740 Other Costs
511034 Cleaning & Janitorial Supplies $ 43,239 Overhead Costs
511041 Dry Goods/Wearing Apparel $ 85,587 Other Costs
511043 Binding Materials $ 39 Other Costs
511049 Fasteners $ 13 Other Costs
511053 Other Machine Parts $ 537 Other Costs
511058 Other Misc Supplies $ 29,300 Other Costs
511061 Safety Awards $ 22,000 Other Costs
511062 Other Safety Supplies $ 123,187 Other Costs
511063 Service Pins $ 800 Other Costs
511069 Unclassified Materials & Supplies $ 1,223 Other Costs
511072 Lighting Fixtures $ 1,350 Overhead Costs
511075 Batteries $ 600 Overhead Costs
511081 Building Materials $ 3 Overhead Costs
511082 Electrical Materials $ 1,380 Other Costs
511084 Paint, Oil, Glass $ 50 Overhead Costs
511085 Plumbing Fixtures $ 1,850 Overhead Costs
511087 Locks & Security Hardware $ 200 Other Costs
511091 Cement & Aggregates $ 2,250 Overhead Costs
511093 Auto Repair Supplies $ 1,750 Vehicle Costs
511095 Other Repair & Maint Supplies $ 3,200 Vehicle Costs
511096 Audio Equip Repair & Parts $ 1,250 Vehicle Costs
511106 HVAC Materials & Parts $ 750 Overhead Costs
511107 Small Tools $ 500 Overhead Costs
511108 Consumable Tools $ 200 Other Costs
511137 Low Value Assets $ 1,052 Other Costs
512036 Equipment Rental $ 2,323 Other Costs
512037 Fees-Audit Services $ 2,000 Overhead Costs
512039 Fees-County Recording $ 150 Overhead Costs
512042 Fees-Legal $ 8,500 Overhead Costs
512043 Fees-Membership $ 1,124 Overhead Costs
512046 Fines/Penalties $ 200 Overhead Costs
512047 Fees-Permits $ 11,865 Overhead Costs
512055 Maintenance- Buildings, Roads, Equipmen $ 55,600 Overhead Costs
512059 Miscellaneous Professional/Technical Ser $ 105,684 Overhead Costs
512064 Parking Stamps $ 1,000 Overhead Costs
512070 Training-In Town $ 4,124 Other Costs
512072 Travel-Non Training $ 250 Overhead Costs
512074 Tuition Reimbursemen $ 1,000 Overhead Costs
512075 Security Services $ 56,540 Overhead Costs
512077 Photocopy Services $ 13,009 Overhead Costs
512079 Balboa Quick Print Service $ 500 Overhead Costs
512080 Print Shop Services $ 17,170 Overhead Costs
512100 SanGIS-Citywide $ 4,081 Overhead Costs
512101 Equipment Rental - Motive Assign $ 3,555,803 1
512102 Equipment Rental - Motive Usage $ 7,838,426 2
512108 Interfund Environmental Services $ 245,708 Overhead Costs
512110 Miscellaneous Services Non Disc - Others $ 2,150 Overhead Costs
512111 Refuse Disposal Fees $ 25,826,972 3
512112 Transit Pass Subsidy $ 21,042 Vehicle Costs
512114 City Services Billed $ 193,100 Overhead Costs
512134 Landscaping Services $ 21,608 Overhead Costs
512145 Equipment Rental - Motive Pool $ 1,491 Vehicle Costs
512157 Waste Removal/Disposal Services $ 22,992 3
512158 Maint & Janitorial Services $ 36,750 Overhead Costs
512159 Repair & Maintenance Services $ 266,750 Vehicle Costs
512162 SAP Support Allocation $ 310,196 Overhead Costs
512175 Promotion/Recognition - City Employees $ 6,707 Overhead Costs
512185 Communications/Electrical Services $ 22 Overhead Costs
512245 Wireless Stipend $ 500 Overhead Costs
513006 Professional IT Services $ 1,158,441 Overhead Costs
513104 Hardware/Software - Discretionary $ 1,000,000 Overhead Costs
513201 Enterprise GIS - Fixed $ 19,265 Overhead Costs
513210 Help Desk and Desktop Support $ 306,697 Overhead Costs
513211 Data Center $ 100,867 Overhead Costs
513212 Voice/Data Network $ 92,044 Overhead Costs
513213 IT Application Services $ 145,867 Overhead Costs
513214 Cyber Security (Non-Discretionary) $ 100,819 Overhead Costs
514003 Other Motor Fuels $ 1,000 Fuel Costs
514004 Alternative Fuel $ 100,000 Fuel Costs
514005 Telephone & Telegraph $ 1,140 Overhead Costs
514009 Cellular Phone Operating Cost $ 25,290 Overhead Costs
514011 Fleet Fuel (Non-Discretionary) $ 42,692 Fuel Costs
514016 Renewable Diesel (Non-Discretionary) $ 711,471 Fuel Costs
514100 Electric Services $ 461,398 Fuel Costs
514101 Gas Services $ 3,475,562 Fuel Costs
514104 Water Serv-Incl Hydr Rent $ 14,319 Overhead Costs
514105 Sewer Service Charge $ 4,212 Overhead Costs
514112 Wireless Communication Transfer $ 479,410 Overhead Costs
516015 Transportation Allowance $ 911 Overhead Costs
516021 Information Technology Services Transfer $ 34,774 Overhead Costs
Total 280.21 $ 89,168,315

1
2

Refer to New Programs for Annual Motive Assignment Costs as Projected by City Staff

Refer to New Programs for Annual Motive Usage Costs as Projected by City Staff

3 Solid Waste, Recycling, and Organics Disposal and Processing Costs are recalculated based on historical tonnage and projected
per ton rates in Tab 3.B as a more accurate estimate of future expenditures than the baseline expenditures.

4 Refer to New Programs for Annual Container Replacement/Maintenance and New Container Purchases.
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ATTACHMENT D: SUMMARY OF FY 25/26 BASELINE AND NEW PROGRAM EXPENDITURES

Baseline Service
Budgeted Expenditures
Budgeted Expenditures
Budgeted Expenditures
Budgeted Expenditures
Budgeted Expenditures
Budgeted Expenditures
Budgeted Expenditures
Budgeted Expenditures
Budgeted Expenditures
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Mandatory Enhancements
Total Baseline Services

New Progr:
Weekly Recycling Program
Weekly Recycling Program
Weekly Recycling Program
Weekly Recycling Program
Weekly Recycling Program
Weekly Recycling Program
Bulky Item Pickup Program
Bulky Item Pickup Program
Bulky Item Pickup Program
Bulky Item Pickup Program
Bulky Item Pickup Program
Bulky Item Pickup Program
Bulky Item Pickup Program
Bulky Item Pickup Program
Bulky Item Pickup Program
Bulky Item Pickup Program
Bulky Item Pickup Program
Bulky Item Pickup Program
Total New Programs

Detailed Expenditure
Labor Costs

Vehicle Costs

Fuel Costs

Other Costs

Container Costs
Overhead Costs

Solid Waste Disposal

Recyclable Materials Processing

Organics Materials Processing

Additional Sr. Code Compliance Supervisor
District Refuse Collection Supervisor

Additional Code Compliance Officers (4x)
Vehicles for Code Complaince Officers (4x)
Additional Customer Service Representatives (4x)

Utility Worker 2 (10x)
Training Supervisor (.47x)

Area Refuse Collections Supervisor (2x)
Pickup Trucks For Supervisors (2x)
City Staff Time Supporting Measure B (Internal Order)

HDR Contract
Twilio Contract

Tax Roll Billing Administrative Fee to County
Deloitte/Salesforce Contract
Enhacement to Website for Bulky Item Program

Salesforce Licenses

Electric Vehicles - Capital Cost - 10%
Electric Vehicles - Ownership Cost - 10%
Electric Vehicle Charge Stations - 10%

General Fund Assets
Interest

Active CIPs

Recycling Assets
Interest

Refuse Disposal Assets
Interest

New Trucks for Current Operations (Full Recommendation)
Motive Assignement Fees (In Place of Budget Estimate)
Motive Usage Fees (In Place of Budget Estimate)

Yearly Replacement/Repair of Containers

Follow-up Mailers

Missed Collections - Sanitation Driver II (8x)

Missed Collections - Area refuse collections supervisor (1x)
Missed Connections - Pickup Trucks For Supervisors (1x)
Reserve Building - 25% of Annual Operating Costs over 10 Years

1383 Debt - Vehicles
1383 Debt - Carts

New Carts

Freight

A/D + Reclaim
Contingency

Swap Outs

Scrap

Rent Cart Staqing Areas

Senior Communications Coordinator

Automotive Engineer

Process Improvement Specialist (PandA)
Safety Officer and Employee Development
Additional Road Mechanic (Second Shift)

GIS Analyst (x2)
Payroll Specialist
Master Fleet Technician
Fleet Parts Buyer

Vehicle for Fleet Technician (Road Mechanic)
Fleet Technician (Road Mechanic)

Welder

Routeware Implementation Employee (GIS Analyst 4)

Capital Improvement Plan Annual Expenses

New Cameras, Al Technology, Software Analysis, Mailed Outreach
Replace ARTS with routeware or other system

Code Compliance Officers: Route Review and Lid Flips

Detailed Expen

New Automated Side Loaders (30x)

Pickup Trucks (2x)
Sanitation Driver II (30x)

Area Refuse Collection Supervisors (2x)

New Recyclable Materials
New Fleet Mechanics (2x)

New Trucks for Bulky Item Pickup Program

New Fleet Mechanics (2x)
Assistant Fleet Tech
Payroll Specialist 2
Sanitation Driver 2 (7x)
Utility Worker I (23x)
Utility Worker II (16x)
Program Manager

Area Refuse Supervisor (4x)

District Refuse Supervisor
Bulky Item Drop Off Fees

Rent New Facility for Bulky Item Program

Cost Category

Variable
Variable
Variable
Fixed
Fixed
Fixed
Disposal
Disposal
Disposal
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Variable
Variable
Variable
Fixed
Fixed
Variable
Variable
Variable
Variable
Variable
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Fixed
Variable
Variable
Fixed
Fixed
Fixed
Fixed
Fixed

Cost Category

Variable
Variable
Fixed
Variable
Variable
Disposal
Fixed
Variable
Variable
Fixed
Variable
Variable
Variable
Variable
Variable
Variable
Variable
Disposal

Allocation Factor

Lifts
Lifts
Lifts
Accounts
Carts
Accounts
Solid Waste Only
Recycling Only
Organics Only
Accounts
Accounts
Accounts
Accounts
Accounts
Accounts
Accounts
Accounts
Accounts
Accounts
Accounts
Accounts
Accounts
Accounts
Accounts
Accounts
Accounts
Accounts
Accounts
Accounts
Accounts
Accounts
Accounts
Accounts
Accounts
Accounts
Lifts
Lifts
Lifts
Accounts
Accounts
Carts
Carts
Carts
Lifts
Organics Only
Organics Only
Carts (Subset)
Carts (Subset)
Carts (Subset)
Carts (Subset)
Carts (Subset)
Carts (Subset)
Carts (Subset)
Accounts
Accounts
Accounts
Accounts
Accounts
Accounts
Accounts
Accounts
Accounts
Accounts
Lifts
Lifts
Accounts
Accounts
Accounts
Accounts
Accounts

Allocation Factor

Recycling Only
Recycling Only
Recycling Only
Recycling Only
Recycling Only
Recycling Only
Solid Waste Only
Solid Waste Only
Solid Waste Only
Solid Waste Only
Solid Waste Only
Solid Waste Only
Solid Waste Only
Solid Waste Only
Solid Waste Only
Solid Waste Only
Solid Waste Only
Solid Waste Only

Source of Expenditure is the City of San Diego's Environmental Service Department's consolidated budget including General Fund, Recycling Fund,

Disposal Fund, Automated Container Fund, and Solid Waste Management Fund expenditures.
?Source of Expenditure is the City of San Diego's Fleet Management Department.

3Source of Expenditure is the City of San Diego's Staff's estimate using historical and projected expenditures.
“*Source of Expenditure is HDR's Operational Efficiency Study Report and may be modified by City Staff based on updated projections.

FY 25/26 FY 26/27 FY 27/28 FY 28/29 FY 29/30
$40,388,328 $41,620,172 $42,889,588 $44,197,720 $45,545,751
304,347 312,869 321,630 330,635 339,893
5,022,145 5,223,031 5,411,060 5,616,680 5,869,431
281,916 289,810 297,924 306,266 314,842
4,790,251 4,924,378 5,062,260 5,204,004 5,349,716
22,965,741 23,769,542 24,601,476 25,462,528 26,353,717
6,210,000 6,427,350 6,652,307 6,885,138 7,126,118
5,942,573 6,150,563 6,365,833 6,588,637 6,819,239
119,977 123,636 127,407 131,293 135,298
167,067 172,163 177,414 182,825 188,401
394,684 406,722 419,127 431,910 445,084
240,000 - - - -
324,408 334,302 344,499 355,006 365,834
825,240 850,410 876,347 903,076 930,620
58,271 60,048 61,880 63,767 65,712
253,372 261,100 269,063 277,270 285,727
120,000 - - - -
150,000 150,000 - - -
500,000 500,000 - - -
41,000 41,000 41,000 41,000 41,000
22,249 22,249 22,249 22,249 22,249
3,115,516 400,000 400,000 400,000 400,000
- 1,565,000 - - -
6,000 6,000 6,000 6,000 6,000
1,125,775 216,631 1,469,769 1,459,877 338,976
1,157,470 213,447 1,646,731 1,148,684 240,313
- 5,400 40,000 43,100 11,100
908,002 720,833 547,946 367,378 290,006
137,062 50,267 35,768 24,747 17,357
411,440 411,440 411,440 411,440 411,440
567,682 567,682 516,072 516,072 364,531
120,471 48,817 37.399 27,018 16,638
906,673 906,673 906,673 906,673 901,415
501,316 232,419 214,182 195,945 177,709
8,337,881 8,337,881 8,337,881 8,337,881 8,337,881
8,023,672 7,227,513 9,172,922 7,933,240 7,764,055
11,408,867 9,426,504 9,017,808 9,270,165 9,529,584
- 4,196,194 4,364,041 4,538,603 4,720,147
293,750 - - - -
914,104 941,984 970,715 1,000,321 1,030,831
128,231 132,142 136,172 140,326 144,606
60,000 - - - -
2,868,646 1,628,646 6,121,491 6,121,491 6,121,491
4,931,485 4,931,485 4,931,485 4,931,485 4,931,485
1,526,887 1,526,887 1,526,887 1,526,887 1,526,887
1,258,026 3,774,078 5,032,104 5,032,104 5,032,104
1,000,000 1,000,000 - - -
3,415,500 6,934,500 - - -
1,995,907 1,995,907 1,995,907 1,995,907 1,995,907
1,000,000 1,000,000 - - -
384,000 192,000 - - -
1,000,000 1,000,000 1,000,000 - -
234,324 241,471 248,836 256,425 264,246
152,000 156,636 161,413 166,337 171,410
234,324 241,471 248,836 256,425 264,246
120,698 124,379 128,173 132,082 136,111
157,000 161,789 166,723 171,808 177,048
240,518 247,854 255,413 263,203 271,231
85,272 87,873 90,553 93,315 96,161
165,000 170,033 175,218 180,563 186,070
128,000 131,904 135,927 140,073 144,345
301,513 - - - -
157,000 161,789 166,723 171,808 177,048
122,803 126,548 130,408 134,386 138,484
144,208 148,606 153,139 157,810 162,623
2,132,900 2,000,000 2,000,000 2,000,000 2,000,000
- - 450,000 550,000 550,000
500,000 - - - -
338,335 348,654 - - -
151,839,829 155,578,682 157,291,820 158,009,583 159,248,116
FY 25/26 FY 26/27 FY 27/28 FY 28/29 FY 29/30
$2,648,328 $2,648,328 $2,648,328 $2,648,328 $2,648,328
- - 120,000 - -
- 377,593 4,669,309 4,811,723 4,958,480
- 36,158 447,125 460,762 474,815
- - 283,040 292,946 303,200
- - 333,446 343,616 354,096
1,370,951 1,370,951 1,370,951 1,370,951 1,370,951
- - 333,446 343,616 354,096
- - 121,000 124,691 128,494
- 9,677 116,123 119,665 123,314
- 85,324 1,023,884 1,055,113 1,087,294
- 163,527 1,962,318 2,022,169 2,083,845
- 131,051 1,572,609 1,620,574 1,670,001
- 21,681 260,169 268,104 276,282
- 70,318 843,815 869,551 896,072
- 18,515 222,183 228,960 235,943
- - 1,520,000 1,573,200 1,628,262
- 500,000 6,000,000 6,000,000 6,000,000
$4,019,279 $5,433,121 $23,847,746 $24,153,968 $24,593,474
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ATTACHMENT E: SOLID WASTE ECF AND ECU CALCULATIONS

Equivalent Cart Factors

The service level received by each customer, in essence, reserves that equivalent volume of
space in the collection vehicle. The City must route its drivers and vehicles in order to ensure
that the collection trucks have sufficient capacity to accept the amount of material set out for
collection by the customer. The size of the carts multiplied by the number of carts will
determine the amount of truck capacity required. Average route hours, collection truck
capacity per load, and disposal trip time are also integral to apportioning volumetric costs.

An Equivalent Cart Factor (ECF) was calculated to allocate the variable component of the
monthly rates. A written narrative of the process can be described as follows:

1. For a given material stream, the total number of carts of various sizes collected by a
specific truck were gathered to find a total sum of carts.

2. Percentages of the number of carts versus the overall total number of carts were
calculated.

3. For each cart size collected, a theoretical maximum of cart lifts to be collected was
calculated by dividing the truck’s weight at capacity by the maximum weight of a single
cart collected.

4. The percentages in step 2 were multiplied by the lifts in step 3 to determine the total
number of carts collected for each size in an ideal route.

5. The total number of carts in step 1 was divided by step 4 to determine the total number
of loads required to service all carts in one week.

6. For each cart size collected, the number of lifts in step 3 were divided by the total
number of carts to calculate the adjusted loads if all customers subscribed to that size.

7. The variable collection costs divided by the number of loads per week calculated in
step 5 were used to calculate a unit rate per load.

8. The unit rate per load was multiplied by the adjusted loads in step 6 to calculate a cost
per load for each cart size.

9. The ECF for each cart size was calculated by dividing cost per load by the minimum
cost per load of all cart sizes.

Figure E-1 summarizes the ECFs for solid waste, recycling, and organic material streams as
calculated in the tables at the end of this attachment.

Figure E-1. Cart ECFs by Material Stream

Cart Subscriptions ECF
Solid Waste (Gallons)
35 0.38
65 0.77
95 1.00
Recycling (Gallons)
95 1.00

Organics (Gallons)
95 1.00



ATTACHMENT E: SOLID WASTE ECF AND ECU CALCULATIONS

Equivalent Cart Units

Equivalent Cart Units (ECU) were calculated to properly allocate the variable collection costs.
ECUs were calculated by multiplying the number of carts for each cart size by the applicable
ECF. Current carts in service were provided by the City from limited and rough estimates of
operational data from City staff and were distributed between sizes based on the conservative
midpoint as discussed within the Limitations Section of this report. Figure E-2 shows the
calculation of the ECUs for solid waste, recycling, and organic materials.

Figure E-2. Equivalent Cart Units

Subscriptions ECF Carts in Service ECU
A B AxB=C
Solid Waste (Gallons)
35 0.38 4,695 1,807
65 0.77 35,047 26,991
95 1.00 211,641 211,641
240,438
Recycling (Gallons)
95 1.00 251,382 251,382
251,382

Organics (Gallons)
95 1.00 251,382 251,382
251,382




ATTACHMENT E: SOLID WASTE ECF AND ECU CALCULATIONS

A B =Tab5.D

C=B/SumofB

E=D/SumofB

F=C/D

G = Sum of B

1. Total Cart Lifts - Curbside Solid Waste

= (A x Lbs/Gal) / Truck Capaci

H=G/D

Cart Type

Cart Size (gallons)

Estimation of Equivalent Routes

Lifts Per Week

% of All Subscribers

Setouts in Max Load

Req'd Rte Days

Ideal 1-Load
Route

System Total

Loads if All
Carts Same Size

Residential Refuse 35 Gallon 35 4,282 1,074 2
Residential Refuse Extra Container 35 Gallon 35 - 0% 1,074 - 25 2 235
Residential Refuse 65 Gallon 65 31,963 13% 642 81 25 2 392
Residential Refuse Extra Container 65 Gallon 65 - 09 642 - 25 2 392
Residential Refuse 95 Gallon 95 166,665 669 494 327 251,382 509
Residential Refuse Extra Container 95 Gallon 95 23,598 99 494 46 251,382 509
eline Residential Refuse 35 Gallon 35 141 09 1,074 - 251,382 235
eline Residential Refuse Extra Container 35 Gallon 35 - 0% 1,074 - 251,382 235
eline Residential Refuse 65 Gallon 65 1,050 0% 642 2 251,382 392
eline Residential Refuse Extra Container 65 Gallon 65 - 0% 642 - 251,382 392
eline Residential Refuse 95 Gallon 95 5,475 29 494 10 251,382 509
eline Residential Refuse Extra Container 95 Gallon 5 - 09 494 - 382 509
Residential Refuse Manual Gallon 35 272 0Y 1,074 1 382 235
Residential Refuse Extra Container Manual 35 Gallon 35 - 0Y 1,074 - 382 235
Residential Refuse Manual 65 Gallon 65 2,033 19 642 5 2 392
Residential Refuse Extra Container Manual 65 Gallon 65 - 09 642 - 251,382 392
Residential Refuse Manual Gallon 95 10,603 49 494 20 251,382 509
Residential Refuse Extra Container Manual 95 Gallon 95 5,299 29 494 10 251,382 509
Total N/A 251,382 100% N/A 520 N/A N/A
Calculated Loads 483.4 |1 = Sum of B/ Sum of F
A B = Tab 5.D J = B/ Lifts per MSW Route K L=]/K M = Tab 2 Assumptions
Estimation of Lifts Per Hour
Cart Type Lifts Per Week Trucks per Route ifts/Truck Average Route Timd
Residential Refuse 35 Gallon 35 4,282 16 16 5.
Residential Refuse Extra Container 35 Gallon 35 - - - 5.
Residential Refuse 65 Gallon 65 31,963 122 122 5.
Residential Refuse Extra Container 65 Gallon 65 - - - 5.
Residential Refuse 95 Gallon 95 166,665 634 634 5.
Residential Refuse Extra Container 95 Gallon 95 23,598 90 90 5.
Lifeline Residential Refuse 35 Gallon 35 141 1 1 5.
Lifeline Residential Refuse Extra Container 35 Gallon 35 - - - 5.
Lifeline Residential Refuse 65 Gallon 65 1,050 4 4 5.
Lifeline Residential Refuse Extra Container 65 Gallon 65 - - - 5.
Lifeline Residential Refuse 95 Gallon 95 5,475 21 21 5.
Lifeline Residential Refuse Extra Container 95 Gallon 95 - - - 5.
Residential Refuse Manual 35 Gallon 35 272 1 1 5.
Residential Refuse Extra Container Manual 35 Gallon 35 - - - 5.
Residential Refuse Manual 65 Gallon 65 2,033 8 8 5.
Residential Refuse Extra Container Manual 65 Gallon 65 - - - 5.
Residential Refuse Manual 95 Gallon 95 10,603 40 40 5.
Residential Refuse Extra Container Manual 95 Gallon 95 5,299 20 20 5.
Total N/A 251,382 957 N/A 957 5.
Lifts/Hr. 164.44 | N = Sum of L/ Sum of M
A o] D/N Q=0/P R = Tab 2 Assumptions =QxR T=0+S U=T/Minof T

Average Route Time

P
FTE Route Factor Cost

Hours to Pack-O

Dump Time

Total Ro

ute

FTE Route

Time

Factor

Residential Refuse 35 Gallon 35 5. 6.53 1 .5 1.45 7.27 0.83
Residential Refuse Extra Container 35 Gallon 35 5. 6.53 .5 1.45 7.27 0.83
Residential Refuse 65 Gallon 65 5. 3.90 2 .5 2.90 72 .00
Residential Refuse Extra Container 65 Gallon 65 5. 3.90 2 .5 2.90 72 .00
Residential Refuse 95 Gallon 95 5. 3.00 2 .5 2.90 72 .00
Residential Refuse Extra Container 95 Gallon 5 5. 3.00 2 .5 2.90 .72 .00
eline Residential Refuse 35 Gallon 35 5. 6.53 1 .5 1.45 .27 0.83
eline Residential Refuse Extra Container 35 Gallon 35 5. 6.53 .5 1.45 7.27 0.83
eline Residential Refuse 65 Gallon 65 5. 3.90 2 .5 2.90 72 .00
eline Residential Refuse Extra Container 65 Gallon 65 5. 3.90 2 .5 2.90 .72 .00
eline Residential Refuse 95 Gallon 95 5. 3.00 2 .5 2.90 72 .00
eline Residential Refuse Extra Container 95 Gallon 95 5. 3.00 2 .5 2.90 72 .00
dential Refuse Manual 35 Gallon 35 5. 6.53 1 .5 1.45 .27 0.83
Residential Refuse Extra Container Manual 35 Gallon 35 5. 6.53 1 .5 1.45 7.27 0.83
Residential Refuse Manual Gallon 65 5. 3.90 2 .5 2.90 72 .00
Residential Refuse Extra Container Manual 65 Gallon 65 5. 3.90 2 .5 2.90 72 .00
Residential Refuse Manual 95 Gallon 95 5. 3.00 2 .5 2.90 72 .00
Residential Refuse Extra Container Manual 95 Gallon 95 5. 3.00 2 .5 2.90 .72 .00
Cost Per Load Per Week Calculation
Variable
Total Expenses $63,761,727|V = Tab 6.B
Total Loads 483.4 |1
Cost per Load per Week $2,536.45 |W =V /1/52 weeks




ATTACHMENT E: SOLID WASTE ECF AND ECU CALCULATIONS

A u H w X=WxHxW Y = X/ Min of X B Z=YxB
Equivalent Cart Units Calculation

Total Weekly Load

Cart Type Cart Size (gallons) FTE Route Factor Loads if All Carts Same Size Cost per Load per Week Lifts per Week

Costs
Residential Refuse 35 Gallon 35 0.83 2 2,536 496,898 0.38 4,282 1,648
Residential Refuse Extra Container 35 Gallon 35 0.83 2 2,536 496,898 0.38 - -
Residential Refuse 65 Gallon 65 .00 3 2,536 994,287 0.77 31,963 24,616
Residential Refuse Extra Container 65 Gallon 65 .00 3 2,536 994,287 0.77 - -
Residential Refuse 95 Gallon 95 .00 5 2,536 1,291,052 1.00 166,665 166,665
Residential Refuse Extra Container 95 Gallon 95 .00 5 2,536 1,291,052 1.00 23,598 23,598
eline Residential Refuse 35 Gallon 35 0.83 2 2,536 496,89 0.38 141 54
eline Residential Refuse Extra Container 35 Gallon 35 0.83 2 2,536 496,89 0.38 - -
eline Residential Refuse 65 Gallon 65 .00 2,536 994,287 0.77 1,050 809
eline Residential Refuse Extra Container 65 Gallon 65 .00 2,536 994,287 0.77 - -
eline Residential Refuse 95 Gallon 95 .00 2,536 1,291,052 1.00 5,475 5,475
eline Residential Refuse Extra Container 95 Gallon 95 .00 2,536 1,291,052 1.00 - -
Residential Refuse Manual 35 Gallon 35 0.83 2,536 496,898 0.38 272 105
Residential Refuse Extra Container Manual 35 Gallon 35 0.83 2,536 496,898 0.38 - -
Residential Refuse Manual 65 Gallon 65 .00 2,536 994,287 0.77 2,033 1,566
Residential Refuse Extra Container Manual 65 Gallon 65 .00 2,536 994,287 0.77 - -
Residential Refuse Manual 95 Gallon 95 .00 2,536 1,291,052 1.00 10,603 10,603
Residential Refuse Extra Container Manual 95 Gallon 95 .00 2,536 1,291,052 1.00 5,299 5,299
Total N/A N/A N/A N/A N/A N/A 251,382 240,438
Monthly Variable ECU Calculation
Description Variable
Annual Variable Route Costs $27,069,953|AA = Tab 6.B
ECU's 240,438 |BB = Sum of Z
Annual Variable $/ECU $112.59 |CC =AA/BB
Monthly Variable $/ECU $9.38 |DD = CC/ 12 Months
DD Y EE =DD x Y
Monthly Variable Rate
Cart Type Monthly Variable/EC ECF Monthly Variable Rate
Residential Refuse 35 Gallon 9. 0.38 3.61
Residential Refuse Extra Container 35 Gallon 9. 0.38 3.61
Residential Refuse 65 Gallon 9. 0.77 7.23
Residential Refuse Extra Container 65 Gallon 9. 0.77 7.23
Residential Refuse 95 Gallon 9 1.00 9.38
Residential Refuse Extra Container 95 Gallon 9 1.00 9.38
Lifeline Residential Refuse 35 Gallon 9. 0.38 3.61
Lifeline Residential Refuse Extra Container 35 Gallon 9. 0.38 3.61
Lifeline Residential Refuse 65 Gallon 9 0.77 7.23
Lifeline Residential Refuse Extra Container 65 Gallon 9 0.77 7.23
Lifeline Residential Refuse 95 Gallon 9 1.00 9.3
Lifeline Residential Refuse Extra Container 95 Gallon 9 1.00 9.3
Residential Refuse Manual 35 Gallon 9 0.38 3.6
Residential Refuse Extra Container Manual 35 Gallon 9 0.38 3.6
Residential Refuse Manual 65 Gallon 9 0.77 7.23
Residential Refuse Extra Container Manual 65 Gallon 9 0.77 7.23
Residential Refuse Manual 95 Gallon 9. 1.00 9.38
Residential Refuse Extra Container Manual 95 Gallon 9. 1.00 9.38
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%

4-10’s

5-8’s
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AR

AR 75.12 Process
ARCS

ARF

ASL

AV

Cal/OSHA

CARB

City

CNG

Collection Services

DGS
DGS Fleet

DHD
Dispatch

District
EHS
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FFCRA
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FTE

FY

Greenery

HDR
HHW
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percent

four 10-hour days per week

five (5) 8-hour days per week
Operational Efficiency Analysis
Administrative Regulation

Vehicle and Industrial Incident Process
Area Refuse Collection Supervisor
SWANA'’s Applied Research Foundation
Automated Side Loader

Audio video

California Occupational Safety and Health Administration
The California Air Resources Board

City of San Diego

Compressed Natural Gas

City of San Diego Environmental Services Department,
Collection Services Division

City of San Diego Department of General Services

City of San Diego Department of General Services, Fleet
Operations Division

Department Head Designee

City of San Diego Environmental Services Department,
Collection Services Division Dispatch

District Refuse Collection Supervisor

Environmental Health and Safety

City of San Diego Environmental Services Department
Families First Coronavirus Response Act

Family Medical Leave Act

Full time equivalent

Fiscal Year

Miramar Greenery, 5180 Convoy Street, San Diego, CA
92111

HDR Engineering Inc.
Household Hazardous Waste



HRC
KPI
Landfill

Local 127

MEA
MPU
NEO
NWRA
OCA
Office

PM
PPE
PTO
RCU
RL
ROM

SHRM
SOP
STED

Supervisor
SWANA
TRIR

Yard

ZEV
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Human Resources Coordinator
Key Performance Indicator

Miramar Landfill, 5180 Convoy Street, San Diego, CA
92111

Local 127, American Federation of State, County and
Municipal Employees, AFL-CIO

San Diego Municipal Employees Association
Missed pickup

New Employee Orientation

National Waste & Recycling Association

Out of Class Assignment

Miramar Office Building, 8353 Miramar Place, San Diego,

CA 92121

Preventative Maintenance
Personal Protective Equipment
Paid Time Off

Residential Collection Unit
Rear Loader

Rough Order of Magnitude

Society for Human Resource Management
Standard Operating Procedure

Safety Training and Employee Development

Area Refuse Collection Supervisor
Solid Waste Association of North America

Total Recordable Incident Rate

Miramar Yard, 8353 Miramar Place, San Diego, CA
92121

Zero-Emission Vehicles
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Glossary of Terms

4-10’s: Typical schedule of an employee at Collection Services working four, 10-hour days
per week with one day off that between Monday and Friday.

Area Refuse Collection Supervisor (ARCS): An ESD employee that manages a section
consisting of Sanitation Drivers and reports to a District Refuse Collection Supervisor. (See
also: “Section” and “District Refuse Collection Supervisor”)

Automated Side Loader (ASL): Heavy duty vehicle that collects materials from containers
using a gripper and arm system on the side of the vehicle. Drivers do not have to get in and
out of the vehicle to service the container in most situations. ASLs are intended to be
operated by one (1) driver.

Bulky Items: Furniture, appliances and mattresses and other similar items that are too large
to fit into a container.

Cart: Also known as a container. A specialized type of container used by ESD customers to
collect materials. The containers are equipped with wheels and a lid. The container volumes
are approximately 32, 64 and 96-gallons. Trash containers are black, recycling containers are
blue, and organics containers are green. (See also: “Trash”, “Recycling” and “Organics”)

Cleanup crew: Designated drivers who service containers on delayed routes. (See also:
“delayed route”)

Collection Services: A division of the Environmental Services Department primarily
responsible for collection of trash, recycling and organics from City customers.

Collections: Inclusive term used to indicate all City of San Diego divisions, departments and
their staff that are collectively responsible for services, vehicles and support for the removal of
trash, recycling and organics from City Customers. This term specifically includes the
Environmental Services Department, Department of General Services, Performance &
Analytics, and Information Technology Department.

Container: Also known as a cart. A generic term used to identify the type of vessel that is
used to store trash, recycling, or organics until the pickup day. Container is commonly used in
public-facing information or when the specific type of vessel is unknown.

Customer: A City of San Diego resident who is provided solid waste management services
by ESD. (See also “resident”)

Delayed route: Route that will not be serviced on its scheduled collection day. Collection is
delayed until a cleanup crew is assigned to service the route. (See also: “cleanup crew”)

District Refuse Collection Supervisor (District): An ESD employee that directly manages
ARCS and indirectly manages Sanitation Drivers.

Downed route: Route that is scheduled for collection that day but is not assigned to a
specific driver in its assigned section. Each section has a specific downed route for each day
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Glossary of Terms

of the week between Monday and Friday. The downed route is typically the easiest route for
that section on that specific day. (See also: “section” and “round up”)

Fleet Repair Facility: The building located at 8353 Miramar Place where DGS Fleet repairs
collection vehicles, primarily automated side load trucks and rear load trucks.

Frontline: City employees who directly impact the Collection Services operations. Includes
drivers, ARCS, Districts and Fleet. (See also: “driver”, “ARCS” and “District”)

Household Hazardous Waste (HHW): Toxic products, electronic waste, paint, bulbs,
batteries, motor oil, needles and syringes, propane and helium tanks and chemical cleaners
that are not allowed in any of the City-collected containers due to their potential to cause
harm or injury to the drivers or the environment.

Incentive: An ESD policy where drivers complete their assigned route sooner than their end
time of 4:30 PM. Drivers are allowed to end their workday prior to 4:30 PM and still receive
pay for a full 10-hour day. Incentive also applies to 8-hour drivers whose workday ends at
2:30. Drivers may be released by their supervisors a maximum of one (1) hour prior to the
end of the shift if they have completed their assigned collection route and help on other routes
is not needed to complete the days collection. Drivers will still receive pay for their entire shift.

Incident: Actual or alleged property damage, and injury or death associated with the
operation or placement of any vehicle or industrial equipment.

Micro-trainings: Safety topics prepared by the Environmental Services Department, Safety
Training Employee Development Division that can be presented in five minutes or less by
Collection Services supervisors to Sanitation Drivers during morning sign-in.

Missed pickup (MPU): A missed pickup occurs when a cart that is scheduled to be serviced
that day is not collected.

Organics: Also known as greens. Materials such as plant trimming and yard waste, food
soiled paper and food scraps that are collected and processed into compost at the Miramar
Greenery.

Out-of-Class Assignment (OCA): A process where an employee acts in a different class or
category of position. This can be to provide additional support to other positions or as an
opportunity to try out a new role. With an Out-of-Class Assignment, the employee is
compensated for taking on the roles of the other position. An Out-Of-Class assignment is the
temporary transfer of an employee to a vacant position or a position where the incumbent of
the position is unable to perform the duties due to absence or disability. Employees receive
OCA pay after working 176 hours in the OCA position.

Predictive maintenance: Maintenance strategy that uses data and analytics to optimize the
performance and life cycle of equipment by assessing the equipment in real time. Failures of
equipment or maintenance is provided prior to failure oftentimes preventing breakdown during
service.

xiii | October 25, 2024



Operational Efficiency Analysis
City of San Diego Environmental Services Department

Glossary of Terms

Preventative maintenance (PM): Maintenance strategy where regularly scheduled
maintenance activities are performed to prevent unscheduled maintenance from occurring in
the future. Preventative maintenance is typically maintenance required such as fluid changes
that is required as part of the normal lifecycle of the equipment.

Rear Loader (RL): Heavy duty vehicle that collects materials from carts using a semi-
automated system at the rear of the vehicle. Drivers get in and out of the vehicle to service
the carts. RLs must be operated by at least two (2) drivers where one (1) driver operates the
vehicle while the other driver either rides in the passenger seat or at the back of the vehicle to
easily access the carts once the vehicle is stopped. The second driver’'s responsibility is to
manually position the carts so they can be dumped into the RL packer.

Recycling: Materials such as aluminum and steel cans, aluminum foil and trays, glass bottles
and jars, boxes and cardboard, mixed paper and shredded paper, food and beverage paper
cartons, plastic bottles, cups, containers, lids, jugs, tubs, trays, pots, buckets, toys, and
Styrofoam packaging that are collected and processed at local recycling facilities to be made
into new products.

Red Tag: A term for a vehicle that is deemed unfit for ESD use.
Refuse: Also known as trash.
Resident: A person who resides within the City of San Diego.

Round up: Daily activity that involves gathering the drivers of a section to collect selected
portions of a downed route within that section after each driver has completed their originally
assigned route. (See also: “downed route”)

Route: Designated containers in a localized area of a section that is assigned to be serviced
by a Driver.

Safety Stand Down: A pause in operations to focus on safety protocols, address concerns,
and reinforce best practices.

Sanitation Driver (Driver): An ESD employee who operates a medium or heavy-duty vehicle
as assigned by an ARCS.

Section: Designated drivers assigned to various routes who collect specified container types
in a unique geographic area of the City of San Diego.

Trash: Also known as Refuse. Materials that are not considered organic waste and recycling,
recycling, recycling, household hazardous waste or bulky items collected and disposed of at
the Landfill. (See also: “Miramar Landfill”)

Truck: Also known as a vehicle. A medium or heavy-duty vehicle that can also be designated
as an automated side loader or rear loader that is operated to complete Collections.

Vehicle: Also known as a truck. An inclusive term that incorporates all types of motorized
equipment needed to complete operations for the Environmental Services Department.
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Glossary of Terms

Vehicle and Industrial Incident Process (AR 75.12 Process): Incident Processing Flow
that begins when the employee (or ESD on behalf of the employee) involved in an incident
submits the 1555 form and supporting incident paperwork to the Screener and ends when the
1555 form is completely routed, signed and submitted to the Compliance Department all prior

to the 125-day deadline.

Visiting Driver (Visitor): A driver who services a route in a section they are not typically
assigned.
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ES1  Executive Summary

ES1.1 Introduction
ES1.1.1 Overview

City of San Diego (City) voters approved Measure B on November 8, 2022, amending the San
Diego Municipal Code Chapter 6, Article 6, Division 1, Section 66.0127 (People’s Ordinance), to
allow the City to charge a cost-recovery fee for City-provided solid waste management. The
solid waste management services included in Measure B are intended to provide City solid
waste management customers reliable refuse and recycling services, and potentially additional
services such as weekly recycling, bulky item pickup and curbside container replacement and
delivery. The cost-recovery fee will not be charged to customers until Measure B is
implemented in 2025.

The cost-recovery fee will be determined through a Cost of Service Study of which this
Operational Efficiency Analysis (Analysis) is one component. The purpose of this Analysis is to
review the current state of Collection Services Division (Collections) within the City of San Diego
Environmental Services Department (ESD) and recommend operational and organizational
improvements based on qualitative and quantitative evaluation. Understanding the current state
and the recommendations herein will allow Collections to be set up for success when Measure
B is implemented in 2025.

ES1.1.2 Background

N

ESD’s vision is The overall mission of ESD is to
"To be a leader in the waste “‘Manage solid waste in a way that champions
management industry and sustainability emphasizing resource
provide first in class service conservation and protection of the
to all San Diegans.” environment."

\_ J J

ESD is the primary department responsible for solid waste management in the City. ESD
consists of five divisions: Clean SD, Disposal & Environmental Protection, Support Services,
Collection Services, and Waste Reduction. Figure 1-2Figure ES1-1 shows ESD’s organizational
structure.!

' Environmental Service Department, Draft Organization Chart, April 2024, City of San Diego
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Environmental Services Department

Disposal & Support Collection Waste
Clean SD . " . )
s Environmental Services Services Reduction
Division .
Protection Division Division Division Division

Figure ES1-1 ESD Org Chart
ES1.1.3 Methodology

The Analysis approach consisted of two components: organization review and operations
review. HDR performed an assessment of Collections overall structure, function, and staffing
levels along with processes, labor, fleet, facility, safety culture, training, technology and routing.
HDR also studied the relationships between the divisions in ESD and relationships between City
of San Diego Department of General Services, Fleet Operations Division (DGS Fleet) as it
pertains to providing the services under Measure B.

It's important to note that many of the opportunities for ESD are applicable to different aspects
of the operation and/or organization as whole. The frequency of one recommendation appearing
in this Analysis may correlate with how pervasive a specific opportunity is throughout ESD.

HDR'’s methodology included the following:

¢ Document review: HDR reviewed more than 150 documents and data sets for
information and evaluation.

o Data analysis: The HDR team analyzed millions of lines of data to determine current
performance of Collections and its accompanying support services. HDR correlated this
data with qualitative information when possible.

¢ Interviews: Over seven consecutive weeks, HDR conducted over 87 interviews with
ESD leadership, supervisors, drivers, utility workers, fleet technicians, and Landfill and
Greenery staff. In addition to the formal interview process, candid conversations and
information sharing occurred during on-site evaluations. Individual responses are
anonymous, but identified trends are key to this Analysis.

¢ Field observations: HDR completed over 500 hours of on-site observation, including
employee meetings, workflows, and other interactions including vehicle and deskside
observations.

e Benchmarking: Benchmarking with other public and private Collections programs are
incorporated into this Analysis. It is important to note that benchmarking (while
important) is not always indicative of the services provided in the City of San Diego. In
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addition to benchmarking, HDR calls out exemplary programs as opportunities for
Collections to provide the services expected under Measure B.

e Workshops: A series of three separate 4-hour workshops were held over the course of
one week. These workshops were used to gain input and agreement on what will be
necessary to provide collection once Measure B is implemented.

ES1.2 Measuring Performance

Performance metrics are critical to understanding the current state of an organization as well as
understanding the general direction over time of the organization. The ESD budget for fiscal
year 2025 includes current ESD Key Performance Indicators (KPIs), as shown in Table ES1-1.
As demonstrated below, ESD are making progress but have not yet met the goals.

Table ES1-1 ESD Key Performance Indicators?

Key Performance . oo Baseli FY2024
Indicator Definition e Performan
ce

Employee Vacancy Average daily vacancy N/A 13.9% <13% No
Rate rate for budgeted Full

Time Equivalent
+
Missed Collection Average of resident N/A 6.1 8.00 No
Resolution Rate survey response score

to missed collection
T reports generated in Get

It Done (responses are

based on a score of 0 to

10)
Curbside Recycling Percentage of N/A 23% <18% No
Contamination contamination contained
Percentage in City forces collected
+ recyclable materials

2 Fiscal Year 2025 Adopted Budget, Environmental Services, City of San Diego,
https://www.sandiego.gov/sites/default/files/2024-08/fy25ab_full.pdf
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lllegal dumping Average days to close N/A 5.2 3.00 No
Get-It-Done reports illegal dumping reports

resolved within generated in Get It Done

three calendar

days

Perform sidewalk Number of City N/A 9,296.00 9,600.00 No
sanitation services  sidewalks sanitized to

on at least 9,600 reduce the potential

City blocks each presence of pathogens,

fiscal year bacteria, and

communicable diseases

Landfill Regulatory  Number of instances of N/A 6 - No
Compliance regulatory compliance

issues (Areas of

Concern, Notices of

Violation, and related

regulatory actions from

various agencies)

1 Responsibility of Collection Services

The KPIs in the 2025 budget are just one set of KPIs that ESD tracks. For example, a separate
set of KPlIs is tracked by leadership through a dashboard on Salesforce software. The
consolidation of data tracking efforts into a single platform could support ESD in becoming a
data driven organization, ensuring KPIs are communicated throughout the organization at every
level.

ES1.2.1 Industry Standards for KPIs

Figure ES1-2 presents key areas for industry standard KPIs for local governments specific to
operations, capital costs, labor, customer service, and efficiency. Specific recommendations for
tracking each type of KPI and additional operational metrics are included in the Analysis.
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Figure ES1-2 Industry Standard KPI Key Areas

ES1.3 Safety

Safety is critical for Collection Services, as jobs in the solid waste industry have historically
ranked as one of the most dangerous occupations in the US. Understanding the current ESD
culture around safety and identification of opportunities for improvement related to safety in
operations can not only help create safer working conditions but maintain higher morale among
employees.

This Analysis found that the expectation to get all routes completed and all trucks emptied with
sufficient time return to the Marimar Yard by 4:30 PM creates an environment where safety can
be compromised. HDR observed unsafe practices such as speeding, collecting carts
inappropriately, and skipping lunches and breaks in order to meet aggressive deadlines.

Safety practices must go beyond basic standards and become an ingrained culture within ESD.
All employees of ESD, from leadership to managers, to frontline drivers are critical to creating
an environment where employees feel safe and feel empowered to call out unsafe behaviors.

ES1.3.1 Incident Tracking and Reporting

There is a step-by-step protocol in place for reporting and processing incidents, though the
process is bottlenecked by required signatures throughout the process, resulting in delays.
Digitizing the incident reporting process could streamline the process and record more clear,
consistent data.

According to records, ESD has an average of two vehicle or industrial incidents per week,
logging 960 incidents between January 2016 and July 2024. According to the incident log, 43%
of incidents were found to be preventable, and at least two-thirds of incidents occurred within
Collection Services, as demonstrated in Figure ES1-3.
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= \Waste Reduction
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Clean SD
39
08 = Unspecified

Figure ES1-3 Number of Incidents by Environmental Services Department Division

ES1.4 Communication

Communication is vital at every level within ESD — from daily communications about truck
availability to regularly scheduled staff meetings and communication with Dispatch.
Communication also extends externally through customer service interactions and cart tagging
by drivers.

Effective communication fosters greater productivity, enhances employee satisfaction, and
improves staff retention. Based on interviews conducted on site and observations during this
Analysis, communication can be improved at all levels within ESD. Poor communication can
lead to low morale, a sense of disconnect from leadership, a lack of transparency, and even
conflict.

ES1.5 Missed Pickups, Delayed Collections, and lllegal
Dumping

City residents can report a missed pickup (MPU) by calling or emailing customer service, or by
using the Get It Done app. Limited availability of vehicles was identified as a leading cause of
MPUs during this Analysis, along with routing inefficiencies, impacts of overtime restrictions,
and miscommunication. Customer satisfaction following reports tends to fall on extreme ends of
the scale, either applauding ESD for a quick response time and great customer service or
feeling dissatisfied with a lack of resolution, as demonstrated in Figure ES1-4.
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Figure ES1-4 Customer Satisfaction Survey Score Distribution

ESD tracked nearly 65,000 reports of illegal dumping in a single year, for an average of 179
reports per day. These incidents are generally resolved the same day or the next day.
Residents can also report illegal dumping through the Get It Done app, which provides Clean
SD staff details about the location of the report. The heat map in Figure ES1-5 below illustrates
regions within the City that had the most frequent illegal dumping reports last year (August 2023
— August 2024).

ES-7 | October 25, 2024



Operational Efficiency Analysis
City of San Diego Environmental Services Department

CARLSBAD

SAN MARCOS Lt
e, =
\ ‘_,U fé. | S
A N 1
r ] =
= On, o, B o
¢ NG =
A
ENCINITAS * (’;’ 1 r? /
1 ol ’
\ ———y I e
SOLANA |-'!f } : b;j &
1 =) ”
1 - 0

DEL MAR

Pacific Ocean

Number of Illegal
Dumping Cases™

fJ 200 Acres
0 <10

@ 10-100

@ 101500
@ 501-1,000
@ 1.000-2,000
® 2,000 IMPERIAL

- BEACH
:_3 City of San Diego

o 0 5 Mies
—

*from August 2023 to August 2024 s B MEXICO

Figure ES1-5 Reports of lllegal Dumping Locations Heat Map 2023-2024

Clean SD provides curbside bulky waste collection via 99 community cleanup events each year,
distributed equally between City’s nine districts. These events service 20,000 — 30,000 homes
each year. These community cleanup events have historically been well utilized, but additional
services such as curbside collection could be considered by ESD. Curbside service is
considered the most equitable, as some customers may not have access to transportation of
bulky items or the means to pay additional costs for collection of bulky items.

ES1.6 People

People are the cornerstone of ESD, playing a crucial role at every level for successful programs.
Investing in personnel fosters a high functioning team capable of effectively fulfilling their roles
and responsibilities within the organization. Clearly defined roles help not only enhance
individual understanding of specific duties but also promote accountability and collaboration
across the department.

Succession planning and the establishment of standard operating procedures are equally
critical. Succession planning is instrumental in preparing the organization for future leadership
transitions, ensuring that talent is nurtured and able to assume greater responsibilities when
necessary. Current, up-to-date protocols provide consistency among staff and support efficient,
predictable workflows.
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ES1.7 Facilities and Equipment

The Miramar Yard provides a central location for Collections and operations. On-site
observation and interviews during this Analysis suggested that updates to the Miramar Yard
could provide more adequate office, storage, maintenance, and even staff training opportunities.
Upgrades to the Fleet Repair Facility could lead to more efficient and effective vehicle repairs.

Collection Services and DGS Fleet

work symbiotically to deliver 58 h - I 3 1 0/
collection services to customers. Ve Ic es o
Collection Services manages on- are operating past the City-defined planned retirement date
the-ground operations, ensuring

safe practices and effective '@‘!o“ '%‘!o‘ 'ao‘!o“ 'ao'!o‘ v@-rlo\‘

operation of equipment while DGS

Fleet is responsible for the repair \ \ \ \ \
and maintenance of those vehicles. 'ao‘;o“ .@-!o“ waov!ov‘ wao-lro-‘ w%-rlov‘
Vehicles are not currently replaced

on a regular schedule and are up to 13 years old. Currently 31% of vehicles are operating past
the City-defined planned retirement date for each vehicle. In general, older vehicles have higher

repair costs compared to newer vehicles and will not meet emerging emissions requirements.
This Analysis recommends a series of actions to improve management of the vehicle fleet.

In addition to collecting the material contained within the carts, Collection Services is
responsible for the delivery of new carts, replacement of damaged carts and removal of carts no
longer needed by customers. In the last two years, Collection Services provided cart delivery,
replacement, or removal services to over 38,000 carts and averaged over 1,600 cart services
per month, which equates to a significant amount of time and resources.

ES1.8 Routes

Collection Services routes are organized by sections. Sections are made up of designated
drivers assigned to various routes who collect specified container types in a unique geographic
area of the City. Figure ES1-6 shows a map of the service areas by refuse section.
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Figure ES1-6 City of San Diego ESD Service Areas by Refuse Sections

Routes are integrated into many functions of ESD and are key to operations. Rebalancing the
sections (number of drivers and number of routes) and routes (number of customers) could
reduce the number of MPUs per section by ensuring each section has the resources required to

service all assigned routes.

ES1.9 Technology

Technology serves as a vital asset for increasing efficiency and capabilities within ESD,
supporting everything from route planning and operating vehicles to tracking materials and
training staff. With the implementation of Routeware for route management, ESD has the
opportunity to explore additional tools, such as tablets and electronic data tracking platforms.
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ESD can consider various technology upgrades to improve communications channels and data

collection, automate systems and keep up with industry best practices.

ES1.10 Recommendations
Table ES1-2 includes the complete list of recommendations developed by HDR from the

Analysis.
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Summary of Recommendations

Operational Efficiency Analysis I_)?
City of San Diego Environmental Services Department

Line Section Timeline for Level of

10

11

12

13

14

15
16

17

Become a Data Driven Organization

2 Become a Data Driven Organization
2 Become a Data Driven Organization
2 Become a Data Driven Organization
2 Become a Data Driven Organization
2 Become a Data Driven Organization
3 Prioritize Safety as a Culture

3 Prioritize Safety as a Culture

3 Prioritize Safety as a Culture

3 Prioritize Safety as a Culture

3 Prioritize Safety as a Culture

3 Prioritize Safety as a Culture

3 Prioritize Safety as a Culture

3 Prioritize Safety as a Culture

3 Prioritize Safety as a Culture

3 Prioritize Safety as a Culture

4 Maintain Effective Communication

Safety

Customer Satisfaction

Missed Pickups

Driver Performance &
Staffing

Turnover Ratio

Truck Availability

Trainings

Trainings

Trainings

AR 75.12 Process

AR 75.12 Process

AR 75.12 Process

AR 75.12 Process

AR 75.12 Process

Performance Metrics

Performance Metrics

Communications Role

Prioritize safety in performance metrics (e.g., TRIR or number of
incidents).

Track the number of complaints received per 1,000 RCU, number
of complaints per route or number of complaints per driver.

Continue to track missed pickups.

Track number of available drivers compared to drivers needed.

Track the employee turnover rate and benchmark to an initial
target of 10%.

Track the number of trucks available daily compared to number of
routes to be completed.

Prioritize and develop in-person trainings over virtual trainings for
drivers. These trainings need to be interactive and applicable to
what a driver experiences on a daily basis.

Utilize NWRA and SWANA “Safety Stand Down” and other
available tools to gain additional awareness around solid waste
collection worker safety.

Expand the training room to include additional seating and
modern audio-visual (AV) equipment.

Digitize the AR 75.12 Process. A portal can be developed using
ESD’s internal website.

Implement an EHS software to track reported safety incidents to
streamline the process from incident recording to disciplinary
action.

Remove redundant or unnecessary signatures from the AR 75.12
Process to minimize bottlenecks and increase the AR 75.12
Process completion rate.

Provide adequate training to ARCS on properly reporting
incidents using the AR 75.12 Process during Out of Class
Assignment (OCA) and job shadowing period when drivers are
learning how to take on the role of ARCS.

Re-evaluate the Cal/OSHA reporting process within ESD and add
this responsibility to the job description of certain roles so ESD
staff are knowledgeable on who to contact for reporting.

Develop safety performance measures to track incidents at ESD.

Create a safety board for drivers that will be displayed in the
safety training room that displays pertinent information like
Cal/OSHA reporting timelines, steps to report injuries, incidents
and near misses internally, broad regulatory and compliance facts
and rights of workers regarding safety (Cal/OSHA has many
resources online ready for employers to display).

Consider a communications role to handle both internal and
external communications regarding Measure B. Schedule regular
meetings between the Deputy Director and the Districts to ensure
that the communications reach frontline employees.

Ongoing
N/A Ongoing H L
N/A Ongoing H L
N/A Ongoing L L
N/A Ongoing L L
N/A Ongoing L L
N/A Medium M M
N/A Short L L
>144,000 Short L L
>300 a month Long M M
N/A Long H M
N/A Short H L
N/A Ongoing M M
N/A Short M L
N/A Medium H M
<100 Short M L
N/A Medium H M
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Line Section Timeline for Level of

Maintain Effective Communication Internal Communications Develop a dashboard with information like vehicle availability and 150,000 Short
status, and other information relevant to the status of the vehicle
would benefit staff in Collections and DGS Fleet, to eliminate daily
emails.

19 4 Maintain Effective Communication Cart Tagging Develop standard operating procedures for tagging of containers N N/A Ongoing H M

and follow-up with residents by supervisors and train drivers on
proper use of tags.

20 4 Maintain Effective Communication and Safety and Communication =~ Add one additional dispatcher. Y $126,167 Short H M
Prioritize Safety

21 4 Maintain Effective Communication Communication

22 5 Missed Pickups Data Tracking

Annual training on Dispatch communication. N N/A Short H L

Standardize how and what data is collected and tracked for each N N/A Short H L
MPU case.

23 5 Missed Pickups Maximize Use of Fleet Adjust DGS Fleet Procurement Plan and maintenance N N/A Short M L

procedures to increase the number of trucks available daily.

24 5 Missed Pickups Route Management Rebalance sections and routes. N N/A Short M M

25 6 lllegal Dumping Data Management Improve efficiency and routing for collection of illegal dumping, N N/A Medium H M

including categorization of reports.

26 6

27 6

lllegal Dumping

lllegal Dumping

Programs

Programs

Consider adding additional cleanup events to collect additional
items and service more areas of the city, with a particular focus in
areas where more frequent requests are made.

Consider pickup of bulky waste to reduce illegal dumping and

Estimated cost

$11,000 per "major"

clean up event

Unknown

Medium

Medium

reduce the cost of collections and burden of scheduling special
pickups.

Staffing resourcing Add the following positions in ESD: Y 6,970,652 Short H H
- Human Resources Coordinator (Program Manager)
- Automotive Engineer
- Communications Coordinator (Program Manager)

- Performance Management (Program Manager)

- Organization Effectiveness Specialist 3

- Performance Management Program Coordinator

- Safety Officer and Employee Development

- Additional Road Mechanic (second shift)

- Code Compliance Officer

- Two Geographic Information Systems Analysts

- Supervisor

- Add 25 more drivers to Sanitation Driver 3 position

28 7 People

29 7 People Employee Support Ensure a Payroll Specialist is available on-site during the week for N N/A Short L L

drivers.

30 7 People Employee Support Maintain clear documentation of the following: N N/A Short H H
- Job Descriptions
- Succession Plans

- Standard Operating Procedures

31 7 People Employee Support Reinvigorate employee recognition and annual employee Y Insignificant Short H L

surveys.

32 8 Facility Trainings Develop dedicated computer lab and training room for Miramar Y Unknown Medium H H

facilities and collections employees.
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34

35

36
37

38

39

40

41

42

43

44

45

46

47

Facility

Facility

Facility

Facility
Facility

Facility

Facility

Facility

Facility

Facility

Facility

Facility

Equipment

Equipment

Equipment

Safety

Building

Equipment

Equipment
Equipment

Building

Building & Equipment

Building

Building

Building

Equipment

Staffing resourcing

Vehicles

Vehicles

Vehicles

Improve fuel lanes to reduce pedestrian and vehicle conflicts at
the Miramar facility including additional protection of fueling
stations and signage.

Relocate carts from the Miramar facility to an off-site, covered
storage area including a cart repair shop to repair carts and
replace parts as needed.

Add two hot water pressure washers with dual nozzle to clean
vehicles for PM and repairs. Provide an enclosed room for high
pressure washers and tanks and soap drums. Size tanks to
support wash of at least four refuse trucks per hour.

Provide eye wash station for use in the event of an emergency.

Provide lubrication stations at locations in sufficient quantity to
provide expedited lubrication of required components on vehicles,
utilizing the frequency recommended by manufacturers.

Expanding the parts storeroom to accommodate the additional
storage of parts and materials that are frequently used or
experience delay in availability, to improve speed of repairs.

Expanding the welding and fabrication shop, to be located
adjacent to the welding bay. Update with welding table, arc
welder, MIG and TIG welders, plasma cutter, vertical and
horizontal band saws, drill press, buffer/grinder with pedestal,
storage areas for welding materials with cabinets, steel storage
racks, bins and a bridge crane coverage over both shop area and
welding bays.

Expand and relocate the existing fluids and compressor room
separate from other areas to prevent noise migration, dirt and
fumes. Add double door exterior access for deliveries and
adequate operational clearance for the access and maintenance
of tanks, compressors, and dryers.

Make improvements to the welding bay and fabrication shop.

Construct previously proposed mezzanine.

Repair 3 non-operational bays, with a fully functioning vehicle lift.

One additional Fleet Technician (as a road mechanic) and one
additional welder are recommended to increase the amount and
timeliness of work orders including PM and repairs. The
recommended additional staff will also assist with covering PTO
and training time that City employees receive.

Replace vehicles on a regular schedule (every 7 years) to
improve fleet safety and efficiency and reduce out of service
days.

Maintain at least 140 frontline vehicles that are available daily that
are less than 7 years old.

Establish a set of spare collection vehicles that are greater than 7
years of age as “Holdover” vehicles. SWANA recommends that
municipalities maintain a backup pool of approximately 20% of
the total number trucks needed to service their routes.
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Line Section Timeline for Level of

14 million to 17
million

290,000

Insignificant

N/A

3.4 million

3 million to 4 million

300,000

720,000

500,000

900,000

252,864

N/A

N/A

N/A

Short
Long H H
Short H M
Short H
Medium
Long L H
Short H H
Long L H
Short H H
Short H H
Short H H
Short H H
Short L M
Medium H H
Medium H H
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49 9
50 9
51 9
52 9
53 9
54 10
55 10
56 10
57 11
58 11
59 11
60 11
61 11
62 11
63 11
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Equipment

Equipment

Equipment

Equipment

Equipment

Equipment

Routes

Routes

Routes

Technology

Technology

Technology

Technology

Technology

Technology

Technology

Vehicles

Vehicles

Vehicles

Vehicles

Vehicles

Carts

Route Management

Route Management

Route Management

Software

Software

Equipment

Software

Software

Equipment

Staff

Maintain adequate number of vehicles to service the daily route
needs plus an additional 20% of the trucks be retained as spares.

Set a truck replacement schedule, along with planned
procurement dates based on the lead time for new vehicles.
Appropriate future budgeting is necessary to purchase a set
number of new trucks every year and order new vehicles such
that they are ready to be in service when the vehicles they
replace are set to be retired.

Conduct preventative maintenance on existing fleet in accordance
with each vehicle’s operating manual.

Set standards for data tracking and performance management of
vehicles and then educate ESD and DGS Fleet on these metrics
and why they are critical.

Plan for future regulation changes in vehicle and fleet fuel type
mixes in particular to comply with known CARB regulations and
the City’s Climate Action plan (CAP).

Review replacement of at least trash carts and potentially
recycling carts to provide appropriate service to customers.

Reassign the geographic area of each section. All routes within
one section should be in proximity to each other, not spread out
across the City.

Track set out rates and tonnage collected per route daily.

Rebalance sections so there is one route per driver per day and
there is adequate time for off route activities such as the drivers’
lunch and break times, pre- and post-trip inspections and travel

time to and from route and disposal locations.

Designate one employee in ESD to be responsible for Routeware
and its implementation which should include management of the
Routeware contract and its Scope of Work.

Explore additional functionalities within Routeware.

Provide tablets in every vehicle that are operating and create
policies to enforce use of and leaving tablets on when vehicles
are in use.

Replace ARTS with Routeware or another suitable driver, vehicle,
and tonnage tracking system. The new system needs to allow for
electronic upload of information rather than manual data entry
processes.

Convert pre- and post- trip forms to an electronic platform.
Collection and Fleet should collaboratively develop a solution that
works for both Departments.

Include the option of additional safety cameras and sensors to the
vehicles that are being ordered as a part of the fleet upgrade.

Create role for an on-site HR liaison to oversee the rewriting of
job descriptions to ensure that the technology tools are included.
Develop a training curriculum based on needs.

Line Section Timeline for Level of

Medium
430,000 per truck Medium
290,000 Medium
N/A Short
N/A Short
N/A Long
N/A Short
N/A Ongoing
N/A Short
Cost of one full time Short
employee
Cost of one full time Short
employee
~500 each tablet Short
Dependent on Medium
selected replacement
Cost based on Short
specific services
needed
Based on Ongoing
manufacturer
availability
Cost of two full time Medium
employees
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Line Section Timeline for Level of

Technology Software Explore software and system improvements for improved Dependent on Medium
communication and efficiency selected tools and
programs
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1 Introduction and Background

The City of San Diego (City) Environmental Services Department (ESD) is the primary
department responsible for solid waste management in the City. ESD has over 500 employees
and through its Collection Services Division provides collection services to over 247,000
customers each week. This system will soon be impacted by a local regulatory change called
Measure B associated with the cost-recovery fee for City-provided solid waste management.

1.1 Program Overview

ESD’s vision is “To be a leader in the waste management industry and provide first in class
service to all San Diegans.” The overall mission of ESD, is to “Manage solid waste in a way that
champions sustainability emphasizing resource conservation and protection of the
environment.”? In furtherance of the department’s vision and mission, ESD has established four
goals that guide its operations: maintain a safe and innovative workforce, ensure excellence in
service delivery, protect and enhance environmental quality, and recognize our employees are
the key resource to achieving our mission. Goals are shown in Figure 1-1.4

(" \( )

GOAL 1: GOAL 2:
Maintain a safe and Ensure excellence in
innovative workforce service delivery

. AN J
(" Y4 )

GOAL 3: GOAL 4:
Protect and enhance Recognize our
environmental quality employees are the key

resource to achieving

\_ J\L our mission y,

Figure 1-1 ESD Goals

3 Fiscal Year 2025 Adopted Budget, Environmental Services, City of San Diego,
https://www.sandiego.gov/sites/default/files/2024-08/fy25ab_full.pdf

4 Fiscal Year 2025 Proposed Budget, Environmental Services, City of San Diego,
https://www.sandiego.gov/sites/default/files/pb_v2esd.pdf
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ESD consists of five divisions: Clean SD, Disposal & Environmental Protection, Support
Services, Collection Services, and Waste Reduction. Figure 1-2 shows ESD’s organizational
structure.5

Environmental Services Department

Disposal & Support Collection Waste
Clean SD . " . )
s Environmental Services Services Reduction
Division .
Protection Division Division Division Division

Figure 1-2 ESD Org Chart

Each division in ESD has a key role in solid waste management. The following is a description
of the responsibilities of each ESD division. ¢

e Clean SD Division (78 FTE staff) manages waste abatement including abatement of
homeless encampments, removal of illegal dumping, organizing planned curbside
cleanups in neighborhoods, removing dead animals from public rights-of-way, and
conducting sidewalk sanitization. In addition, the Clean SD Division is responsible for
enforcement of City solid waste codes.

¢ Disposal & Environmental Protection Division (117 FTE staff) operates the City-
owned Miramar Landfill and Greenery. In addition, the Disposal & Environmental
Protection Division maintains eight closed landfills and eight inactive burn sites. The
Disposal & Environmental Protection Division also provides management for household
hazardous waste.

o Support Services Division (77 FTE staff) provides administrative and regulatory
support, contracting and fiscal management, information systems management,
customer service. In addition, the Support Services Division manages safety, training,
and employee development programs.

e Collection Services Division (Collection Services) (251 FTE staff) provides weekly
collection of trash and organics and every-other-week collection of recyclables for
approximately 247,585 customers.” In addition, Collection Services provides collection of
litter from street litter containers in business districts.

¢ Waste Reduction Division (43 FTE staff) manages the commercial collection program,
a non-exclusive franchise system. In addition, the Waste Reduction Division manages
waste diversion programs, education and outreach, and zero waste planning. The Waste
Reduction and Division leads the enforcement and compliance of City solid waste codes.

5 Environmental Service Department, Draft Organization Chart, April 2024, City of San Diego

6  Fiscal Year 2025 Proposed Budget, Environmental Services, City of San Diego,
https://www.sandiego.gov/sites/default/files/pb_v2esd.pdf

7 Customer Site, City of San Diego
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In addition to ESD, three other City departments, Department of General Services, Performance
& Analytics, and Information Technology Department, have a role in solid waste management in
the City. This analysis inclusively calls these four City Departments Collections. The Department
of General Services, Fleet Operations Division (DGS Fleet) procures the vehicles and
equipment in conjunction with ESD and repairs the equipment and provides the needed daily
number of vehicles for ESD to complete their responsibilities including collection. DGS Fleet
also supports the City’s telematics system Geotab. The Department of Information Technology
supports computer and technology needs of ESD including actual equipment such as desktops
and tables and provides consultation on GIS, Routeware, and other specialty equipment
provided for ESD. The Performance & Analytics Department provides support for Salesforce
and mobile worker applications used by ESD employees to manage Get it Done cases.

1.2 Project Purpose

ESD has historically been funded through the general fund of the City of San Diego
government. The general fund operates such that sources and uses of resources are at the
discretion of the City Council and Mayor to provide core services within the general fund to the
community. Through an annual joint decision process, the Mayor creates the budget, and the
City Council reviews and approves. Together they determine how to deploy General Fund
monies. Revenue sources for the general fund include property taxes, sales taxes, transient
occupancy taxes, and franchise fees. Operating under the general fund has resulted in ESD
being subject to City wide cost saving initiatives that has included cancelling projects and
reducing service.

On November 8, 2022, City voters approved Measure B, amending the San Diego Municipal
Code Chapter 6, Article 6, Division 1, Section 66.0127 (People’s Ordinance), allowing the City to
charge a cost-recovery fee for City-provided solid waste management. The solid waste
management services included in Measure B is intended to provide ESD customers reliable
trash and recycling services, and potentially additional services such as weekly recycling, bulky
item pickup and complimentary curbside container replacement and delivery. Services under
Measure B will be provided to eligible single-family and multi-family residential properties with
up to four residences in a single lot. The cost-recovery fee will go into effect, July 1, 2025 and
may be comprised of a smaller fee for year one and progressively larger fees through year five
as costs of services increase and potentially additional new services are added. The cost-
recovery fee is to be determined through a Cost of Service Study of which this Operational
Efficiency Analysis (Analysis) is one component.

1.3 Project Approach

The approach to the Operational Efficiency Analysis consisted of two components: organization
review and operations review. Operational efficiency is primarily focused on safety and service.
Organizational efficiency is focused on the structure and how ESD is organized plus processes
and procedures.

For the organization review, the Collection Services’ overall structure, function, and staffing
levels were reviewed. Staffing levels including vacancies were evaluated along with the health
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of the organization and how Collection Services is functioning as a team. The organization
review specifically evaluated relationships between the divisions in ESD and relationships
between DGS Fleet as it pertains to providing the services under Measure B.

For the operations review, the following items were evaluated: processes, labor, fleet, facility,
and routing with a focus on safety and training and equipment. Service levels included missed
pickups (MPUs), and the use of technology to provide service.

The HDR team recognizes that the City team that provides trash, recycling and organics
collection services including ESD and DGS Fleet are “frontline” and responsible for keeping the
City of San Diego clean. HDR’s team of experts embedded with the City of San Diego and over
the course of seven weeks completed the following to evaluate Collection Services:

e More than 500 hours of on-site observations and reviews with the City of San Diego
team.

e Review of 150 plus documents and data sets (some including 700,000 plus lines of
data).

¢ Interviewed 87 City of San Diego employees including ESD leadership, Collection
Services management and supervisors, DGS Fleet management and supervisors,
Sanitation Drivers, DGS Fleet technicians, Utility Workers, CleanSD staff, and Landfill
and Greenery staff.

e Conducted 18 in vehicle observations with Sanitation Drivers and Area Refuse
Collection Supervisors.

o Observed three safety trainings.
e Observed 28 beginning of day driver briefings.
o Observed 22 end of day driver check ins.

e Observed three days of container operations including cart purchasing, loading and
unloading of carts and dismantling and management of carts.

e Conducted 17 Fleet technician observations.

o Observed 26 pre and post trip inspections.

e Toured greenery and landfill and conducted three onsite landfill reviews.
o Conducted 75 Miramar Place yard walks.

e Multiple equipment and building tours and evaluation.

At the end of the onsite evaluations, representatives of ESD and DGS Fleet were brought
together for three separate 4-hour workshops to collaborate, review the current state of
providing collection services, and build a strong base for Measure B. (See Appendix A for
results and notes from the workshops.)
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1.3.1 Introduction to the Structure of the Analysis

The purpose of this Analysis is to provide a review of the current state of City-provided
collections. Understanding the current state and the recommendations herein will allow
collections to plan for success when Measure B is begun in July, 2025. HDR’s review was both
quantitative and qualitative in nature using a series of employee interactions and observations in
addition to data review.

People, processes, facilities and equipment, and technology are at the core of this Analysis.
Successes and challenges are specified in each of the sections. Foundational items such as
safety, performance measures, teamwork, and communication are called out as their own
sections, but it is important to note these specific items should underly the services Collections
provides.

HDR'’s methodology included the following:

e Document review: HDR initially identified and requested 52 documents and data sets
with varying complexity that were needed for this Analysis. Ultimately, HDR was
provided with more than 150 documents and data sets for information and evaluation.

o Data analysis: The HDR team analyzed millions of lines of data to determine current
performance of Collection Services and its accompanying support services. As part of
the data analysis, HDR reviewed the data with the provider of the data and other staff as
necessary. HDR has provided quantitative analysis to correlate with qualitative
information in this Analysis if data was available. Data integrity and availability is
discussed when available and when data validity is questioned.

¢ Interviews: In-person and virtual interviews both individually and in groups focused on
successes and challenges with respect to Collections. In addition to the formal interview
process, candid conversations and information sharing occurred throughout the seven
weeks of on-site evaluations. Commitments were made to the participants that the
information would be maintained confidential and the sources would not be identified in
the Analysis.

¢ Field observations: On-site observations including of employee meetings, workflows,
and other interactions are key to many of the findings in this Analysis. Employees of the
City potentially impacting Measure B were encouraged to reach out to HDR staff to
participate in this Cost of Service Study. HDR in-vehicle and deskside observations
added value to this Cost of Service Study as the conditions for providing service,
equipment, and interactions were key to many of the findings in this Analysis.

¢ Benchmarking: Benchmarking with other similar programs both public and private are
incorporated into this Analysis. It is important to note that benchmarking while important
is not always indicative of the services provided in the City of San Diego. Collections is
unique in that routes, equipment, and geography all impact the “local” services provided.
In addition to benchmarking, HDR also evaluated “Best in Class” programs as
opportunities for Collections to provide the services to be implemented under Measure
B.
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o Workshops: A series of three separate 4-hour workshops held over the course of one
week were utilized at the end of the on-site work by HDR to ensure collaboration of
individuals that will be collectively responsible for providing Collections under Measure
B. These workshops were used to gain input and agreement on what will be necessary
to provide collection once Measure B is implemented.

It's important to note that many of the opportunities for ESD are applicable to different aspects
of the operation and/or organization as whole. Similar or even redundant recommendations may
be listed in multiple sections. For instance, a recommendation related to training may be
included in the Processes and Technology sections of this Analysis.
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2 Measuring Performance

Performance metrics are key to understanding the current state of an organization as well as
understanding the general direction over time of the organization. Without measuring
performance in key areas, organizations cannot identify challenges or opportunities to improving
performance or celebrate successes. The first step in measuring performance is collecting
reliable and consistent data. The second step is setting a goal using a baseline. The third step is
measuring performance by comparing data at determined intervals to the established goals.
These steps are outlined below in Figure 2-1.

STEP 1:
COLLECT DATA

STEP 2:
SET GOALS

Collect reliable and
consistent data

\\

R

STEP 3:

MEASURE PERFORMANCE

Measure

performance by
comparing data to
established goals
4

Set goals
) usingabaseline L__
y N\ y N\
Figure 2-1 Performance Measuring Steps

This section discusses Key Performance Indicators (KPIs) currently tracked by ESD and
proposes additional metrics for consideration based on industry standards from benchmarking
of other solid waste collection operations. Available data identified is included as well as
opportunities for additional performance metrics for implementation.

2.1 Current Performance Metrics
A KPl is a quantifiable value that organizations track progress against goals. KPIs have the

following characteristics:
o
o
.
.

Relevant: KPIs should be related to the organization’s objectives.

Measurable: KPIs need to be quantifiable so that can be measured and reported on.
Achievable: They should be realistic goals and attainable in a measured timeframe.
Timebound: KPIs are associated with a specific timeframe (days, months, years, etc.).

Clarity: For a KPI to be useful, it needs to be understood by a wide audience.

Metrics are standardized measures that organizations track to assess the day-to-day operations
in their organization. KPIs are tied directly to goals while metrics are points of data that are used
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for analysis but not necessarily tied to goals. Every KPI can be a metric, but not every metric is
a KPI. ESD has defined KPIs and metrics, the below section presents both ESD, KPls, and
metrics but the focus of improvement in this report is on KPls.

2.1.1 FY2025 Budget Key Performance Indicators

The fiscal year (FY) 2025 adopted budget includes ESD KPIs shown in Table 2-1. The
baselines for ESD KPIs will be established using Fiscal Year 2024 and Fiscal Year 2025
performance.® Each KPI includes a definition, FY24 performance and a goal. Three of the six
KPIs are the responsibility of Collection Services within ESD. As indicated in Table 2-1, ESD
are making progress towards the goals but have not yet met the goals.

Table 2-1 ESD Key Performance Indicators®
Key Performance oo . FY2024 Was Goal
Indicator Reflilticn EEEIID Performance Met?
Employee Vacancy Average daily vacancy rate for N/A 13.9% <13% No
Rate budgeted Full Time Equivalent
1.
Missed Collection Average of resident survey N/A 6.1 8.00 No
Resolution Rate response score to missed
1 collection reports generated in

Get It Done (responses are
based on a score of 0 to 10)

Curbside Recycling Percentage of contamination N/A 23% <18% No
Contamination contained in City forces

Percentage collected recyclable materials

1.

lllegal dumping Get-It- Average days to close illegal N/A 5.2 3.00 No
Done reports resolved dumping reports generated in

within three calendar Get It Done

days

Perform sidewalk Number of City sidewalks N/A 9,296.00 9,600.00 No
sanitation services on sanitized to reduce the

at least 9,600 City potential presence of

blocks each fiscal year pathogens, bacteria, and
communicable diseases

Landfill Regulatory Number of instances of N/A 6 - No
Compliance regulatory compliance issues

(Areas of Concern, Notices of

Violation, and related

regulatory actions from

various agencies)

T Responsibility of Collection Services

8  Fiscal Year 2025 Adopted Budget, Environmental Services, City of San Diego,
https://www.sandiego.gov/sites/default/files/2024-08/fy25ab_full.pdf

9  Fiscal Year 2025 Adopted Budget, Environmental Services, City of San Diego,
https://www.sandiego.gov/sites/default/files/2024-08/fy25ab_full.pdf
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2.1.2 ESD Leadership KPIs

Salesforce is the tool ESD leadership uses to track activities around Collection Services. A
dashboard is produced that shows the KPIs ESD leadership tracks via Salesforce.

e Count of Open Compliant/Reports

o Average Age of Open Cases

e ESD Cases by Type (Last Week)

e All Active Missed Collection Cases

e Carts not yet delivered

o 90 Day Average Age of Closed Cases
e Missed Collections Last 120 Days

The acknowledgement and understanding of progress towards these metrics were not observed
in interviews with ARCS, Districts or frontline staff.

2.1.3 Collection Services Division

Collection Services tracks operational metrics in a spreadsheet as shown in Table 2-2.1° The
Collection Services Metrics Template indicates there are 56 metrics tracked for Collection
Services focused on operations. Of the 56 metrics, 47 had data available daily between July 4,
2022, and June 14, 2024. Table 2-2 organizes the metrics provided as “Start of Shift” or “End of
Shift” metrics and indicates if data was available daily for each metric.

Table 2-2 Collection Services Metrics Data Availability
T e ] s pvatae Dy
Start of Shift Metrics

Drivers Calling Out Sick Yes
Drivers Calling Out for Family Medical Leave Act Yes
Total Drivers Out (Sick + Family Medical Leave Act) No
Automated Trained Drivers Calling Out No
Non-Automated Drivers Calling Out No
Drivers on pre-scheduled Families First Coronavirus Response Act Yes
Drivers on unscheduled Families First Coronavirus Response Act Yes
Drivers on Scheduled Vacation Yes
Automated Trained Drivers on Vacation No
Non-Automated Drivers on Vacation No

10 Collections Metrics Template, Provide by Luis Nunez, City of San Diego. June 17, 2024.
" Between July 4, 2022, and June 14, 2024.
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Rear loader Drivers Moved to Auto No
Drivers Serving as Out of Class Assignment Supervisor No
Drivers Called In on Overtime Yes
Driver Reserve Yes
Automated Trained Drivers Driver Reserve No
Non-Automated Drivers Reserve No
Total Automated Trained Drivers Not Available No
Total Non-Automated Trained Drivers Not Available No
Total Downed Routes Yes
Total Automated Downed Routes No
Downed Auto Refuse No
Downed Auto Recycling No
Downed Auto Organics No
Downed Rear loader No
Automated Trucks Available'2 Yes
Automated Trucks Required'* Yes
Automated Routes Required Yes
Clean Up Routes Required No
Forecasted Delayed Routes (Automated) Yes
Automated Truck Reserve Yes
Rear Loader Trucks Available' Yes
Rear Loader Trucks Required'* Yes
Rear Loader Routes Required Yes
Forecasted Delayed Routes (Rear Loader) Yes
Rear Loader Truck Reserve Yes
Help Trucks Yes
Cleanup Trucks (753) Yes
Litter Routes Yes
Container Delivery Routes Yes
Container Delivery Backlog Yes
Drivers on Light Duty Yes
Light Duty Calling Out Sick Yes
Light Duty Calling Out Family Medical Leave Act Yes

2 Includes a spare ratio of ~10% as of 6 AM daily.
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Light Duty on pre-scheduled Families First Coronavirus Response Act Yes
Light Duty on unscheduled Families First Coronavirus Response Act Yes
Drivers on Industrial Leave Yes

End of Shift Metrics

Vehicle Breakdowns Yes '3
Refuse Routes Not Completed Yes!
Recycling Routes Not Completed Yes'"
Greenery Routes Not Completed Yes'"
Loaded Refuse Trucks Yes'"
Loaded Recycling Trucks Yes'"
Loaded Greenery Trucks Yes!!
Compressed Natural Gas Trucks not fueled Yes!!
Last Driver Signed Out Yes'"
Accidents/Incidents Yes'4
Injuries Yes'®

Understanding trends and tracking this data accurately can assist Collection Services to plan
routes more effectively and better predict when driver shortages may impact the ability to
complete routes. Drivers are trained on specific types of equipment (ASL and/or RL). Accurate
information on availability of Sanitation Drivers and availability of Sanitation Drivers trained on
specific equipment would assist with forecasting and planning. Timely tracking of such data
could help the department better plan and allocate resources to meet routing and collection
needs.

End of shift metrics can provide important context about issues experienced during collections,
particularly related to how complete collections were for a specific day and for a specific
material type. Additional analysis and monitoring should be done around which routes are
frequently or most often not completed along with root cause analysis. Number of vehicle
breakdowns and reason should be documented and then practices developed to share this
information with DGS Fleet. This information can help with planning to anticipate extra vehicles
needed to complete routes or replace vehicles.

2.1.4 Review of Current Practice

The basic service provision of ESD is collection of trash, recycling, and organics on the
scheduled dates for each route. The KPIs in the 2025 budget are one set of KPIs that ESD

3 No data available on last date in data set.
4 Tracked separately through Dispatch end of shift process.
5 Tracked separately when reported through Safety team Incident and Injury process.
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tracks while another set is tracked by leadership through a dashboard on Salesforce software. A
recommendation is to consolidate these KPIs so that there is one set for tracking. Salesforce is
a capable tool and can continue to be used to track and report KPIs.

It is also recommended that these KPIs be communicated throughout the organization so that
all employees are aware of the KPIs themselves and also for the progress against them. During
onsite interviews, meeting attendance, and facilities walk through it was not evident that the
KPls and the progress against them were clearly communicated to supervisors and frontline
staff such that it was part of ESD culture. A weekly verbal update to supervisors and frontline
staff at the regularly scheduled meetings is recommended. Posting the year-to-date progress on
KPIs either through television monitors, emails, and/or paper signage based postings would
provide visibility to employees. Communicating progress to all staff is as important as tracking
them.

2.2 Become a Data Driven Organization

Modern organizations have data embedded in nearly every decision and process. ESD has
several software tools that provide data for analysis. The amount of data is likely only to
increase and availability of data to nearly all employees will become a reality soon. Not only will
there be more data and available to most employees, but also it is becoming more real time in
nature including things such as MPUs, route completion time, wait times at the landfill, etc. A
data driven organization treats data like a product — meaning there is care in creating,
maintaining, and reporting on data. The importance of keeping data secure and private must be
prioritized as well (Assur, 2022). There are many examples of bad actors accessing municipal
data sets and the security is of utmost importance. While the basic services of solid waste
management may not seem on the surface to be data intensive and digital, the management of
the services is increasingly moving in that direction.

ESD can move toward becoming a data driven organization.

e Step One: ESD should start at the strategy level by documenting the overall goals of
ESD.

o Step Two: Tie the overall goals to performance measures and metrics.

e Step Three: Create a granular list of KPls and establish the targets for each. (Metrics
are proposed by HDR in Section 2.3 Industry Standards for Key Performance Metrics,
with discussion for consideration).

e Step Four: ESD should review available data and prepare a data collection plan.

e Step Five: A data strategy should be put in place to ensure all data points, sources, and
owners of the data are identified and mapped to produce a dashboard. Any missing or
incomplete data points should be identified with a plan to start collection.

e Step Six: A dashboard and reporting format should be developed to inform decision
making and to communicate to ESD on a recurring basis.
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During this Analysis it was not clear that there is an overall data plan and systems architecture
that allows for data collection and reporting at ESD. This is an essential step in strategically
planning out what data is needed, where it comes from, the source, who the owner of that data
is, the format required, and how often it is reported.

2.3 Industry Standards for Key Performance Metrics

Local government operations of solid waste collections have numerous KPIs specific to
operations, capital costs, labor, customer service, and efficiency. Industry KPls were reviewed
and are presented below in this subsection.

The proposed performance metrics identified are based on two reports completed by the Solid
Waste Association of North America (SWANA) Applied Research Foundation: The
Benchmarking of Residential Solid Waste Collection Services: FY2008 Report'® and Efficient
Management of Waste and Recycling Collection Resources: March 2022,'” and one report
completed by the School of Government North Carolina Benchmarking Project: Final Report on
City Services for Fiscal Year 2016-2017.18

2.3.1 Safety

Safety performance metrics are critical to understanding performance of Collection Services.
Solid waste and recycling collection is the seventh deadliest job in the US with 22.6 fatal work
injuries per 100,000 workers or 31 deaths of solid waste and recycling workers in 2022.19
Incidents of work-related injuries in the solid waste and recycling industry increased in 2022 to
an injury rate of 4.7 total cases per 100 full-time equivalent workers. The Total Recordable
Incident Rate (TRIR) for solid waste and recycling workers was 5.8 per 100 FTE in 2022.20
Increased safety can result in fewer injuries and accidents and benefits to ESD through cost
savings from reduced lost work time and fewer workers' compensation claims. Creating a
culture of safety and valuing a safe work environment can include safety programs and safety
equipment for staff. Since safety incidents are currently manually tracked in a spreadsheet
today at ESD, it is recommended an industry acceptable software be implemented to track total
recordable incidents (See Section 3.3 Incident Tracking and Reporting, for more detail).

2.3.2 Customer Satisfaction

Performance metrics related to customer satisfaction are tracked differently between
municipalities depending on available programs, such as Salesforce or Routeware, and internal

6 The Benchmarking of Residential Solid Waste Collection Services: FY2008 Report, Solid Waste Association of
North America (SWANA)'s Applied Research Foundation, www.swana.org

7 Efficient Management of Waste and Recycling Collection Resources: March 2022, Solid Waste Association of
North America (SWANA)’s Applied Research Foundation, www.swana.org

8 School of Government North Carolina Benchmarking Project: Final Report on City Services for Fiscal Year 2016-
2017, March 2018

9 Waste worker fatality rate decreased in 2022, but waste remains seventh deadliest job: BLS | Waste Dive
https://www.wastedive.com/news/bls-waste-worker-fatality-rate-2022-decreased-seventh-deadliest-job/703074/

20 Injury rates for waste industry workers rose in 2022 | Waste Dive https://www.wastedive.com/news/bls-injury-
illness-waste-collection-landfill-workers-2022/699289/
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processes for how complaints are managed. Data from eight sources in a 2008 SWANA report
found an average of 69 residential complaints per 1,000 Residential Collection Units (RCUs).
Data from North Carolina municipalities found the average number of complaints was 25.4
complaints per 1,000 collection points.2’

Once an MPU case is closed on Get It Done, customers have the option to score ESD'’s level of
service and provide feedback. ESD currently tracks the customer satisfaction score associated
with each MPU case, with a current customer satisfaction score of 6.1 out of 10.22 The number
of MPUs is also tracked, indicating the level of service provided to customers. The current
average number of MPUs per week is 1,028 based on data from January to June 2024.
Reducing the number of MPUs per route per week can improve customer satisfaction and route
efficiency and should be considered as a performance metric. More details can be found in
Section 5 Missed Pickups and Delayed Collections.

Additional performance metrics could include the number of complaints received per 1,000
RCU, number of complaints per route or number of complaints per driver. Understanding where
complaints are most frequently occurring can help lead to identifying issues and resolutions.
Cart tags are also an effective way to provide direct feedback to customers to educate and
notify them of issues such as contaminated recycling carts or improper setout methods.
Tracking repeat cart tags can help identify customers are problematic or may result in additional
complaints.

2.3.3 Driver Performance and Staffing

Off-route time includes time collection crews spend on tasks other than the collection of solid
waste, including walking from sign-in/sign-out area to equipment/vehicles, traveling to a disposal
facility, unloading, breaks, refueling, pre and post trip inspections and other tasks. SWANA
estimates the average off-route time for an eight-hour shift is 3.5 hours.2® Minimizing off-route
time can lead to increased efficiency and can be achieved by lengthening typical workdays to
ten hours, which ESD has previously done. Performance metrics may include tracking off-route
time and implementing practices to reduce off-route time such as more efficiently organizing the
yard with assigned parking, assigning trucks to drivers, and reducing required maintenance
tasks for drivers.

Appropriate staffing is also key, particularly to be sure backup personnel are available to allow
paid time off (PTO) for staff. Estimating backup personnel should be based on PTO accrual
rates of FTEs. SWANA's Managing Municipal Solid Waste Collection Systems recommends a

21 School of Government North Carolina Benchmarking Project: Final Report on City Services for Fiscal Year 2016-
2017, March 2018

22 Table 2-1 ESD Key Performance Indicators

2 Efficient Management of Waste and Recycling Collection Resources: March 2022, Solid Waste Association of
North America (SWANA)'s Applied Research Foundation, www.swana.org
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collection personnel backup ratio of 20 percent (%) (i.e., one backup FTE for every five FTEs)
based on industry averages.

Employee retention is also an important performance metric to understand employee
satisfaction and program efficiency with experienced staff. Employee satisfaction can be
measured through the turnover rate calculated as a percentage of the average number of
employees divided by the number of employees leaving. The Society for Human Resource
Management (SHRM) 2022 Human Capital Report for government identifies 10% as the median
for the annual turnover rate. A report from the City of San Diego? identified the City’s turnover
rate in 2016 to be 10%. Therefore, the Citywide turnover of 10% is consistent with other
government standards. Collection Services, like many municipalities across the nation
experienced a high turnover rate during the pandemic. The recommendations in this report
pertaining to people and staffing will collectively help address the high turnover rate.

2.3.4 Collection Vehicle Service Costs

A common key performance metric is the total service costs for collection vehicles. SWANA'’s
2022 report details the service costs for automated side loader (ASL) collection vehicles
including capital, maintenance and repair, fuel, labor and container costs. The cost estimates in
Table 2-3 assume a seven-year service life and do not include disposal or processing costs.
Although this data is from 2021, it provides a data point for comparison and metrics to monitor
the cost of service.

Table 2-3 Service Cost Summary: SWANA 2022 Report?®
Cost Category Agg:f ! Cost/Mile | Cost/Household/Month | % of Costs

Annual Capital Costs ~ $226,752 $32,393 $2.16 $0.67 19
(Depreciation)

Annual Maintenance and $204,144 $29,163 $1.94 $0.6 17
Repair Costs

Annual Fuel Costs $147,000 $21,000 $1.40 $0.44 12

Total Annual Vehicle $577,897 $82,556 $5.50 $1.72 48

Costs

Labor Costs $471,744 $67,392 $4.49 $1.40 39

Container Costs ~ $154,000 $22,000 $1.47 $0.46 13

Total Service Costs $1,203,641 $171,948 $11.46 $3.58 100

2 Efficient Management of Waste and Recycling Collection Resources: March 2022, Solid Waste Association of
North America (SWANA)'s Applied Research Foundation, www.swana.org

25 Citywide Human Capital Fact Book: July 2018, Page 18, The City of San Diego,
https://www.sandiego.gov/sites/default/files/19-001_citywide_human_capital_fact_book.pdf

% Efficient Management of Waste and Recycling Collection Resources: March 2022, Solid Waste Association of
North America (SWANA)'s Applied Research Foundation, www.swana.org
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Fleet costs are further detailed in Section 9 Equipment, including purchase cost, lifetime repair
costs, lifetime preventative maintenance costs and work order costs. As would be expected, the
average cost for maintenance and repair of newer vehicles is significantly lower.

2.3.5 Vehicle Replacement and Maintenance

Vehicle replacement cycles help ensure vehicles run efficiently and allow operations to plan for
the capital costs of new vehicles. Based on the SWANA 2022 report, the average optimal
service life of an ASL is 7 to 10 years, and the average optimal service life of a RL is 8 to 12
years.?” The optimal life of a vehicle depends on the average annual miles driven, hours of
operation, duty cycle of onboard systems, local conditions, maintenance practices, and vehicle
make/manufacturer. Data collected data for this Analysis suggests that ESD vehicles are
running more hours per day, more days per week, and in more challenging road and geographic
conditions than the average collection vehicle. Data review for this Analysis indicated that the
average ESD vehicle has been in service for five years. However, approximately one third of the
fleet was purchased in 2023, which lowers the overall average age of the fleet vehicles.
Approximately 22% of the active packer vehicles in the Collection Services fleet are operating
past their planned retirement date based on City procurement timelines. The City’s current
vehicle replacement schedule for ASLs and RLs is every six years, however HDR recommends
a change to replacement every five years. The average annual repair and Preventative
Maintenance (PM) costs for the Collection Services fleet are approximately 15% of the vehicles’
original costs over the lifetime of a vehicle.

HDR reviewed fleet availability numbers from other areas. SWANA’s 2022 report found that the
ratio of spare to primary collection vehicles ranged from 1:5 (20%) to 1:10 (10%), meaning that
one fully functioning spare vehicle is available for every five to ten primary vehicles in use.?®
Data from a North Carolina report found that on average the percentage of rolling stock
maintained as available per day for use was 94%, based on data from numerous cities in North
Carolina included in the report.2® Other factors that should be considered in average spare
ratios to be maintained by the City include amount of scheduled maintenance needed for
vehicles based on miles traveled, age of fleet, and/or hours in use.

Vehicle maintenance performance metrics may include number of preventative maintenance
work orders completed, cost per work order, preventative maintenance as percentage of all
work orders, percent of work order needing repair or completed within 24 hours and others
specific to ESD.3 DGS Fleet does track the start and end time of PMs or repairs, labor, parts,
and outsourced work costs associated with each work order and thus each vehicle.

27 Efficient Management of Waste and Recycling Collection Resources: March 2022, Solid Waste Association of
North America (SWANA)’s Applied Research Foundation, www.swana.org

28 Efficient Management of Waste and Recycling Collection Resources: March 2022, Solid Waste Association of
North America (SWANA)’s Applied Research Foundation, www.swana.org

29 School of Government North Carolina Benchmarking Project: Final Report on City Services for Fiscal Year 2016-
2017, March 2018

30 School of Government North Carolina Benchmarking Project: Final Report on City Services for Fiscal Year 2016-
2017, March 2018
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2.3.6 Routing

Performance metrics regarding route density and pickups per day can assist operations in
running as efficiently as possible. ASLs can service 1,200 to 1,500 homes per day while RLs
can service 800 to 900 homes per day.3' Other factors impacting route efficiency include
housing density in rural, suburban or urban settings, street characteristics, capacity of collection
trucks, arm lifts and compaction cycles.32 SWANA'’s 2022 report refers to urban service areas as
routes with at least 700 RCUs per square mile as a standard for on-route productivity. As a
comparison, ESD’s routes service approximately 1,200 RCUs/households per day.

Each ASL truck has an average time that it should take for the arm to cycle. Arm lift cycles is the
time needed to grab and empty a cart and place it back down. The average arm cycle time is 6-
12 seconds from body manufacturers and vary depending on vehicle and conditions.3 This arm
cycle time can be verified with functional sensors and automated reporting systems to be sure
the data collected is reliable. Information on actual arm cycle time per cart lift can assist with
proper size routes that account for the arm cycle time.

2.3.7 Set Out Rates

Municipalities often measure program participation through set out rates, indicating how often
customers set out their carts for collection of recycling and organics materials as these
programs are sometimes considered voluntary or nonessential (as compared to trash). Set out
rates may be tracked via route software or pickups to determine participation in collection
programs. ESD does not currently track set out rates for trash, recycling, or organics. The Cost
of Service Study which this Analysis is a part of will assist with determining total participants and
quantities of containers. Figure 2-2 shows multiple trash and recycling carts at the curb that are
serviced by Collection Services or private haulers.

31 Renewed interest in automated side loaders driven by pandemic concerns, persistent safety issues, Waste Dive,
July 23, 2020, https://www.wastedive.com/news/automated-side-loader-waste-collection-
safetyandemic/582025/#:~:text=\WWhere%20a%20manual%20truck%20and,every%20day%2C%E2%80%9D %20
Ross%20said.

32 Efficient Management of Waste and Recycling Collection Resources: March 2022, Solid Waste Association of
North America (SWANA)’s Applied Research Foundation, www.swana.org

3 Efficient Management of Waste and Recycling Collection Resources: March 2022, Solid Waste Association of
North America (SWANA)'s Applied Research Foundation, www.swana.org
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Figure 2-2 Trash.and Recycling Carts at Curb

2.3.8 Cart Maintenance and Replacement

ESD manages over 1.3 million carts including warranty claims, deliveries, replacement and
needed repairs. ESD serviced an average of over 1,600 carts per month between July 2022 and
June 2024. In total ESD delivered over 11,000 carts and replaced over 27,000 carts during this
time period. There are no set standards for number of containers managed per month, but
factors including condition of carts, weather conditions impacting carts, and age of carts all drive
actual container maintenance services needed. Performance metrics may include the number of
claims and repairs per 1,000 RCU or similar to monitor issues with carts and time spent
addressing concerns. Decisions made in the Cost of Service Study can directly impact the
number of container services needed on average.

2.4 Recommendations

In addition to the recommendations above about becoming a data driven organization, there are
recommended KPIs based on industry research. Based on the review of KPIs currently tracked
and metrics tracked in the solid waste industry, the following are recommended:

o Safety: Include a focus on safety as a priority in performance metrics as ESD daily
responsibilities include operating large complex vehicles on City streets. A number such
as TRIR or number of incidents will assist ESD with including safety as a critical metric
and elevate its importance within the organization See Section 3 Safety, of this Analysis
for an in-depth discussion of Safety.

o Customer Satisfaction: Track the number of complaints received per 1,000 RCU
number of complaints per route or number of complaints per driver.

¢ Missed Pickups: Continue to track missed pickups. See Section 5 Missed Pickups and
Delayed Collections, of this Analysis for an in-depth discussion of missed pickups.
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Driver Performance and Staffing: Provide a metric of number of available drivers

compared to drivers needed.

Turnover Ratio: Track the employee turnover rate and benchmark to an initial target of
10%.

Truck Availability: Track the number of trucks available daily compared to number of
routes to be completed.

While not a KPI, the following operational metrics are recommended to track:

Truck Arm Movements: Begin tracking the arm lift frequency per truck per route daily to
provide appropriately sized routes and provide additional information to DGS Fleet for
predictive maintenance.

Off-Route Tracking: Develop tracking data through Geotab or Routeware to track non-
productive off-route time including pre and post trip and lunch and break times. Set Out
Rates: Begin tracking set out rates for trash, recycling, and organics as a performance
metric to drive appropriately sized routes.

Cart Warranty Claims: Begin tracking the number of cart warranty claims and cart
repairs per 1,000 RCUs to track the performance of carts.
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3 Safety

Safety is critical for Collection Services, particularly in an industry with high safety risks. (See
Section 2.3.1, Safety). Understanding the current ESD culture around safety and identification
of opportunities for improvement related to safety in operations can help create safer working
conditions and increase employee satisfaction. Figure 3-1 shows staff arriving at the Yard with
some wearing the necessary uniform.

Figure 3-1 | Staff rriving in Uniform

The Safety Clothing and Equipment Policy for ESD states that employees shall wear the
appropriate uniform and safety apparel. As shown in Figure 3-1, most employees are wearing
an orange long sleeve, which meets the current uniform requirements, but not the California
Occupational Safety and Health Administration (Cal/OSHA) requirements. To comply with both
the uniform and Cal/OSHA requirements, employees must wear a Class 2 or Class 3 high
visibility safety vest over the orange long sleeve while on route. ESD employees may obtain the
high visibility vest through Citywide Central Stores.

ESD is in the process of developing new uniforms that will comply with both the uniform and
Cal/OSHA requirements. Until those uniforms are distributed to all divisions, employees must
wear both the uniform and required PPE.

3.1 ESD Culture

Jobs in the solid waste industry have historically ranked as one of the most dangerous
occupations in the US. The 2022 National Census of Fatal Occupational Injuries stated that
“refuse and recyclable materials collectors” was the 7" deadliest job in 2022 in the US.34
Although the fatality rate in the solid waste industry has decreased in the last several years,

3 National Census of Fatal Occupational Injuries in 2022, Bureau of Labor Statistics, US Department of Labor,
December 19, 2023, https://www.bls.gov/news.release/pdf/cfoi.pdf
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additional efforts need to be done to reduce the current fatality rate of 22.6 per 100,000 FTE
solid waste workers and ensure every solid waste worker is kept safe.3% Nationally SWANA, an
advocacy group focused on solid waste in the public sector has a “Safety First in the Solid
Waste Industry” campaign and is focusing on getting the solid waste industry off the federal
government’s list of top ten most dangerous jobs.3¢

3.1.1 Culture of Route Completion First

While ESD provides safety trainings and creates policies such as required breaks for the safety
and well-being of their staff, these assumed priorities from leadership were not observed by the
HDR team in practice. Safety must be more than messaging, and it must be effectively
integrated ESD’s work culture and daily practices. During interviews with Sanitation Drivers,
HDR was repeatedly told that “Clean City” or completing trash and recycling routes over
everything else including safety was how work is completed on a daily basis. In addition to
interviews, HDR witnessed this behavior in observing drivers in vehicles on route. Solid waste
industry expectations are to take the additional time needed for safe operation of equipment and
completion of the drivers’ job tasks. The following items were identified that are critical to safety,
but are often overlooked due to the requirement to complete routes:

¢ Renewed focus on pre and post trip activities which are critical to safe vehicle
operations.

e Continued focus on overtime minimization. HDR learned that overtime privileges were
minimized for Collection Services in February 2024. With the use of overtime limited,
drivers must return to the Miramar Yard (Yard) by 4:30 PM each day to be sure minimal
overtime is expended while still completing routes in a shorter amount of time.

e Taking Lunch breaks and two 15-minute breaks are required. HDR observed drivers not
taking lunches in order to complete their routes in the amount of time provided, despite
clear instructions that these breaks are required, and staff are expected to take them.

e Wearing of proper uniforms and safety PPE both in the Miramar Yard and while on
route.

e Reinforce safety as a shared responsibility of all employees and reinforce its importance
at every level of ESD from leadership to Districts to ARCS to Sanitation Drivers and
other frontline employees.

35 SWANA Statement on US BLS 2022 National Census of Fatal Occupational Injuries, Solid Waste Association of
North America, January 10, 2024 https://swana.org/news/swana-news-archive/article/2024/01/10/national-
census-of-fatal-injuries-2022

36 SWANA Safety - Safety Matters! https://swana.org/initiatives/safety
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Figure 3-2 All Staff Meeting held at the Mirama Yard

The expectation to get all routes completed and all trucks emptied with sufficient time return to
the Yard by 4:30 PM creates an environment where safety is compromised. Routes have not
undergone a comprehensive rebalancing in over ten years creating many routes that have
increased in cart and stop counts and cannot be completed safely in a ten-hour day.

HDR observed practices, such as drivers speeding, collecting carts inappropriately by not
setting the cart down prior to moving onto the next step and lunches and breaks being skipped,
that compromised safety as to allow drivers to get their assigned routes done on time. Safety
issues are exacerbated when unsafe behaviors are passed down through mentoring and
training between experienced and new employees. For example, HDR observed conflict around
safety when newer employees take lunch breaks and other employees do not. HDR
recommends the leadership continue to reinforce the priority of safety to Sanitation Drivers and
other frontline staff.

Proper mentoring and training is not an expectation of more tenured Sanitation Drivers at ESD.
See Section 7.7 for recommendations on updating the job descriptions of experienced drivers
to take responsibility for training and mentoring new employees.

3.1.2 Consequences for Unsafe Behaviors

Interviews with Collection Services’ staff indicated that there has been an ongoing lack of
consequences for unsafe behaviors. While on-site, HDR observed a renewed focus on safety
including discussions around unsafe behaviors and enforcement of safety policies from the
Interim Deputy Director through the entire organization. HDR recommends continued follow-up
on training and enforcement. In addition, it is critical that root causes be reviewed for unsafe
behaviors such as a potential focus on completion of routes rather than safety.
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A culture of safety is not a one-time activity. All employees of ESD, from leadership to
managers, to frontline drivers are critical to creating an environment where employees feel safe
and feel that they can call out unsafe behaviors.

During multiple interviews both in groups and one on one, drivers in Collection Services
communicated that they feel they are not supported by other staff, or Collection Services’
leadership when it comes to safety. Sanitation Drivers in Collection Services feel they have to
look out for themselves because the equipment is not safe (See Section 9 Equipment).
Sanitation Drivers are also aware that there are inherent hazards in their job environment.

3.1.3 Communicating the “Why” of Safety

HDR organized opportunities for Districts, ARCS, and STED members to better understand how
safety can be integrated into Collection Services, ARCS stated that the “why” behind safety
trainings is critical to communicate to Sanitation Drivers. Simply telling drivers to act a certain
way without explaining the consequences is not effective in changing drivers’ behaviors.

3.1.4 Safety Training and Employee Development (STED) Integration with Frontline Staff
Safety

HDR observed successful trainings with drivers around speed reduction and fire safety while on-
site. The speed reduction topic occurred early in HDR’s onsite observations and was a make-up
session for those that had missed the prior scheduled training. The PowerPoint video and
discussion around speed reduction was facilitated by one of the ARCS and there was apparent
understanding of the topic. The speed training was followed up with ongoing discussions
between Districts, ARCS and drivers around speed during the morning huddle and throughout
the day. Enforcement and tracking through Geotab was implemented toward the end of HDR’s
onsite observations and drivers were held accountable for speed including write-ups and direct
conversations with the drivers when speeding behavior happened. This collaboration between
STED and Collection Services was successful as it included training, reinforcement and
behavior correction.

HDR observed a disconnect between STED and Collection Services around safe operations of
vehicles and completing collections and operations activities. A primary focus of STED is on
developing, delivering, and tracking regulatory and compliance training. Other safety topics
which are specific to Collection Services require support from Districts and ARCS. This left an
impression that safe operations and safety around employee activities is not the same as other
mandated required trainings. Continued integration of STED staff on site with Collection
Services employees will be integral to a shared understanding of incorporation of safety into the
culture.

HDR observed a lack of awareness from the City’s Human Resources Department when
assigning lengthy trainings and the competing priority of time available in particular with
overtime restrictions to complete longer trainings. Prior to HDR coming on site there was an on-
line only training mandatory for all employees including drivers that was two hours in length.
With 239 drivers required to undergo this mandatory training, time for this mandated training as

24 | October 25, 2024



Operational Efficiency Analysis I_)?
City of San Diego Environmental Services Department

well as technology was not available to allow these trainings to be easily completed. Safety
training is often rushed when provided in the morning and impacts the drivers’ ability to
complete their routes. Most drivers have routes that last the full ten hours that makes up their
shift. Because there is no overtime available and there are not enough drivers to complete the
routes, safety training is particularly challenging to complete. The culture of completing routes
as staff’s highest priority needs to come second to safe operations and training in safe
operations. Dedicated time needs to be allowed for drivers to complete safety trainings. As
discussed earlier, collaboration and awareness of root causes of lack of “time” for safety
trainings need to be addressed to change the current safety culture.

STED allows drivers to make up training by attending the same session when it's presented in
the New Employee Orientation (NEO). STED developed NEO so all new employees receive the
regulatory and compliance training required before they start their jobs. NEO is offered every six
weeks. Due to the frequency of NEO trainings, it is feasible for one to two drivers, less than 1%,
to complete missed safety training when it is presented as part of NEO, without greatly
impacting Collection Services’ operations.

3.1.5 Accommodation of Training Time Constraints (Micro-Trainings)

STED, through time at the Miramar Yard and interactions with drivers and supervisors, is aware
of the limited time that Sanitation Drivers have during their shifts for training. STED has
proposed to augment longer compliance and regulatory trainings to micro-trainings that can be
presented in five minutes or less during morning sign-in. These micro-trainings would be
presented by the ARCS to their section every morning as a tailgate. STED proposed the
creation of a catalogue of the five-minute briefings to give ARCS a variety of topics to present
and select relevant topics. STED began the practice of developing tailgate trainings which are
delivered by ARCS and/or Districts on pertinent topics identified by management. A key
difference between the practice of tailgate trainings and the idea of micro-training is in the
recording of training completion in employee’s learning histories in success factors SF; where
every individual tailgate training is always recorded, micro-training completion would be entered
under different parameters.

Another option to incorporate safety into Collections are “Safety Stand Down”. A Safety Stand
Down is a pause in operations to focus on safety protocols, address concerns, and reinforce
best practices. Similar to micro-trainings, Safety Stand Down topics could be organized by
STED and conducted by the ARCS or other employees. The National Waste & Recycling
Association (NWRA), whose members are primarily focused on the private sector, hosts regular
Safety Stand Down events to place a nationwide emphasis on awareness of solid waste
collection and how its workers can be kept safe.?’

37 Safety at NWRA - National Waste & Recycling Association (wasterecycling.org)
https://wasterecycling.org/safety-at-nwra/
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3.1.6 Existing Conditions and the Potential Impacts to Safety

The City noted several recent factors that could be impacting a safety culture at ESD, especially
for newer employees. These factors are described below but it’s critical to understand that these
conditions could repeat themselves over time. It's essential that ESD is resilient to changes and
prepared to maintain a strong culture of safety even when faced with conditions that could
impact safety within the department. Clear, consistent training from day one, mentorship from
long time employees, and prioritization of safety in every decision is critical to overcoming these
challenges.

¢ Department expansion — The Collection Services Division has experienced substantial
growth in recent years. SB1383 led to a rapid expansion of the Collection Services
Division and the addition of numerous new positions. This leads to a larger proportion of
newer staff that require additional training.

¢ Staffing and turnover — Covid not only slowed the hiring process, leading to a
pandemic-induced freeze and approval delays, but lead to the highest turnover rate in
recent years. Increased retirements, accelerated recruitments, and the challenge of
attracting qualified Sanitation Drivers have further exacerbated staffing shortages.

¢ Internal conditions — Programs and policies such as new union agreements and the
use of bonuses may also distract from a culture of safety.

3.2 Safety Training Technology

The City uses SuccessFactors developed by SAP as the learning management system for
providing asynchronous training. According to STED, it is very time-consuming to develop
interactive trainings and upload them into SuccessFactors. SuccessFactors is primarily utilized
to assign, record, and track the training (safety, compliance and development) ESD staff have
completed.

During ARCS observation sessions, HDR observed drivers spending time in the training room
while a SuccessFactors training video was playing, but not actively paying attention. These
trainings do not appear to be well suited for the learning style of an audience that does not
typically spend time sitting in an office environment.

3.3 Incident Tracking and Reporting

HDR requested incident and injury tracking and reporting including Total Recordable Incident
Rate (TRIR), lost time due to injuries, and “near misses” information. Near misses are
unplanned events that almost cause injuries. ESD staff indicated that injury tracking and
reporting are done manually on physical paper forms or in Microsoft Excel. There was no TRIR
data available, and near misses are not currently tracked. The process and forms for reporting
injuries has recently changed and there was still some additional guidance necessary around
proper forms and processes, which was provided.
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3.3.1 Incident Reporting

According to recent data tracked by STED, ESD has an average of two vehicle or industrial
incidents per week. Clear protocols and effective communication in ESD and Collection
Services following a vehicle or industrial incident are crucial for many reasons including timely
response and resolution, accurate documentation, and safety improvements. The City has a
specific administrative regulation (AR 75.12) in place for reporting incidents, called the Vehicle
and Industrial Incident Review, Reporting, and Discipline Program (updated in 2023). The intent
of this program is to determine the preventability of each incident and the determination of
discipline. Overall, the program aims to encourage safe operating practices and ensure
consistent adherence to policies and procedures.

The current ESD Incident Processing Flow (AR 75.12 Process) is in Figure 3-3. The program
includes specific step-by-step protocol for reporting and processing incidents. Drivers must
report incidents immediately and provide a statement. City-owned vehicles must be turned into
the DGS Fleet for evaluation as soon as possible. Supervisors must then complete an incident
investigation report and submit the report to the screener (staff appointed to review the incident
documentation and make a determination of preventability and ensure incident report
processing times are followed) within seven calendar days.

The screener is responsible for conducting an investigation to determine the type and the
preventability of the incident. The screener determinations are reviewed by the Department
Head Designee (DHD) to confirm the results of the investigation.

The Administrative Regulation has assigned 125 days as the maximum allowable time for
departments to process each incident. Once the screener receives the initial report of the
incident, the department has 125 days to complete the process (an extension may be granted
for extenuating circumstances). If the investigation and issuance to the employee of disciplinary
action has not been completed within 125 days of the screener receiving the incident report, this
results in a No Incident Ruling. A No Incident Ruling ends the investigation, and no punitive
action is taken towards the employee. A No Incident Ruling requires notification to the Human
Resources Department and ESD Deputy Chief Operating Officer.
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Figure 3-3 ESD Incident Processing Flow (AR 75.12 Process) with Potential Bottlenecks Shown
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In Figure 3-3, bottlenecks in the AR.75.12 Process are identified. These bottlenecks are
important to identify because they frequently cause the AR 75.12 Process to take longer than
necessary. Each bottleneck indicates a need for a signature. According to interviews with
STED, it can take weeks to receive a signature, even with multiple reminders and follow-up
emails. ESD has been able to streamline the process by integration with Adobe Sign, which
speeds up the process once the signature is obtained, but the signature is still needed to have
Adobe automatically forward the document to the next reviewer.

3.3.2 Incident Tracking

Best practices for tracking of incidents are environmental safety software such as Vector EHS
(Environmental Health and Safety) Management Solutions or ESD could explore options to
track safety through Salesforce or other tools ESD uses. ESD currently does not have
environmental safety software to track and report incidents, and there is not a centralized
Citywide software for tracking EHS information. Because incident reports are completed on
physical paper forms or distributed via email they are often misplaced and lost during the review
and approval process as the forms are transferred in the Miramar Office Building. No
performance measures were identified around safety. Without this tracking in a centralized
database, it cannot be understood if Collection Services’ safety ratings are improving or
declining.

Keeping accurate and updated vehicle incident logs are important for accurate record-keeping,
claims and insurance, safety improvements, and driver accountability. Proper documentation
not only keeps a valuable record but can help prevent future occurrences. Failing to record a
workplace incident immediately increases the risk of not only forgetting key details but losing
track of the incident itself. The AR 75.12 Process specifically requires employees to report
within 24 hours of the incident occurring.

ESD maintains a Vehicle Incident Log to track vehicle incidents that occur over time to manage
risk and improve safety for both drivers and the public. This section includes key findings
extracted from ESD Vehicle Incident Log.

3.3.2.1 NUMBER OF INCIDENTS LOGGED OVER TIME (2016 — 2024)

ESD logged a total of 960 vehicle incidents between January 2016 and July 2024. It's important
to note that not all entry fields were filled out for each incident report, and that the key findings
and themes in this section applies to only those incidents that had recorded specific information.
Figure 3-4 indicates the number of incidents per year 2016 — 2024. The fewest incidents were
recorded in 2019, and the most incidents occurred in 2023. The number of incidents for 2024
only represents January through July. At the current pace of incidents, 2024 should have less
incidents then 2023.

In recent years ESD leadership pushed to implement more forgiving policies for employee
incidents and as a result, the AR for the Vehicle and Industrial Incident Program was re-written
in 2023 to provide more leniency to drivers and the consequences of incidents on their driving
records. Anecdotally, the reason for the increase of reported incidents in 2023 may be because
the revised AR included messaging to drivers that it is best to report incidents regardless of how
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small, as the consequences of an unreported incident are far greater than reporting, including
automatic suspension. HDR suggests as a best practice continuing to promote reporting as a
key to continuing to improve safety.
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Figure 3-4 Reported Number of Incidents Per Year (January through July)
3.3.2.2 INCIDENTS BY TYPE AND DIVISION

Approximately one-quarter of incidents recorded by ESD for the timeframe 2016 to 2024 did not
specify the specific division (e.g. Collection Services or DGS Fleet) responsible for the incident.
The majority of incidents that did specify division, 86% of the 725 incidents, recorded the
division as Collection Services. Other divisions including Disposal & Environmental Protection,
Waste Reduction, and Clean SD each accounted for approximately 4-5% of the incidents.
Figure 3-5 shows incidents by reported division.
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Figure 3-5 Number of Incidents by Environmental Services Department Division

Of the 960 reported incidents, 57% (433) recorded the type of incident. Overall, 64% of the
incidents that specified incident type were classified as vehicle collisions (an incident involving
City vehicles that collides or has contact with another vehicle or stationary object, terrain, etc.)
and 30% of those recorded were industrial (an incident involving a City vehicle that strikes or
collides with industrial equipment such as a forklift). Figure 3-6 shows the number of incidents
by incident type.

= [ndustrial

No Vehicle Industrial
Non-Preventable

527 = VVandalism/Crime
= Vehicle

= Unspecified

Figure 3-6 Number of Incidents by Incident Type

Figure 3-7 shows the number of incidents by division and type. Within Collection Services, 64%
of incidents were related to vehicles, 33% were industrial, and 3% were no vehicle industrial
which generally refer to non-preventable incidents that are generally of no fault to the driver
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(e.g., damage from potholes or faulty equipment). The only incidents of vandalism/crime were
reported by Clean SD.
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Figure 3-7 Number of Incidents by Type and Division

According to the incident log, 43% of incidents were found to be preventable, 51% were non-
preventable, and 5% were not reviewed. Of the 960 incidents recorded during this period, only
190 specified the root cause of the investigation. The most frequently reported causes were
misjudged clearance (29%), fleet maintenance issues (16%), unsafe backing (14%), and unsafe
overtaking or passing (13%). Other notable root causes, each accounting for less than 10%,
included unsafe turns, lane changes, and speeding. Fires were reported in 6% of the incidents.
Figure 3-8 shows the number of incidents per root cause.
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Figure 3-8 Number of Incidents by Root Cause

3.3.2.3 REPEAT INCIDENTS

Among incidents that occurred between 2016 — 2024 with an employee number included, 39%
were one-time events. The highest number of incidents associated with a single employee
number was 12. Figure 3-9 shows number of incidents per employee.®

% Figure 3-9 does not include employees with 0 incidents between 2016 and 2024 because that data is not tracked
by ESD, and historical staffing levels were not provided to HDR. Figure 3-10 provides a summary of incidents
that occurred in 2023 including employees with 0 incidents as that data was available for this report.
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Figure 3-9 Number of Incidents per Employee (2016 — 2024)

Figure 3-10 shows number of incidents per employee recorded in 2023. More than half the
employees had at least one reported incident associated with their employee number. Data
shows that 117 employees had at least one incident (81 of those being single incidents).
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Figure 3-10 Number of Incidents per Employee (2023)

The data on vehicles involved in incidents was also reviewed. Between 2016 — 2024, over half
(56%) of the individual vehicles associated with reported incidents had at least one recorded
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incident. The highest number of incidents attributed to a single vehicle was eight and two
vehicles had eight incidents. Figure 3-11 shows the number of incidents per vehicle.
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Figure 3-11 Number of Incidents per Vehicle (2016 — 2024)3%°

Figure 3-12 shows number of incidents per vehicle recorded in 2023. More than half of the total
number of vehicles (108 of the 190 total refuse vehicles) were associated with at least one
incident.

3 Figure 3-11 does not show the number of vehicles associated with no incidents because historical fleet data was
not provided for those years. Figure 3-12 shows the number of incidents per vehicle in 2023, including the
number of vehicles with no incidents reported.
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3.3.2.4 INCIDENT REPORTING

For incidents that included both date of the incident as well as the date recorded by the
screener, the average length of time between these two events was 27 days. This is to say that
it takes an average of 27 days following the incident for the screener to enter and acknowledge
the incident report. For those incidents that included both the date of the incident as well as the
date sent to Compliance Department, the average length of time between these two events
were 117 days.

ESD is required to document the reasons for delays if an incident surpasses the 125-day
deadline for punitive action. The incident logging process involves multiple ESD personnel,
which can create challenges in completing the process in a timely manner and reaching a final
decision on the root cause of the incident. Other recorded reasons for delayed incident reports
include a delay related to a separate pending incident and waiting for a Police Department
report or other relevant information.

3.4 Recommendations

Safety must be a priority. Safety needs to be top of mind and a part of everything ESD does.
While ESD has increased safety staffing in the past three years to provide safety briefings and
track incidents, extensive behavior change is necessary to embed safety in ESD. HDR
recommends the following actions be taken to make safety a priority at ESD:

3.4.1 Trainings

e Focus on the development of in-person trainings more than virtual trainings for drivers.
These trainings need to be interactive and applicable to what a driver experiences on a
daily basis.
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Utilize NWRA and SWANA “Safety Stand Town” and other available tools to gain
additional awareness around solid waste collection worker safety.

Expand the training room to include additional seating and modern audio-visual (AV)
equipment.

AR 75.12 Process

Digitize the vehicle and industrial incident reporting process. All forms that are currently
completed on physical paper should be digitized and accessible on tablets and browsers
by all employees. A portal can be developed using ESD’s internal website. Within the
website, an online form can be developed by STED which ARCS would fill out and once
they submit it, the next reviewer/approver is notified via email with a link to access the
portal where the forms can be created, edited, and submitted. This process can be done
as many times as necessary to obtain the required reviews and approvals as ESD
requires. This digitization process could take multiple months to develop and test.

Implement an EHS software to track reported safety incidents. This software could
streamline the process from incident recording to disciplinary action, reducing the
number of staff involved and automatically sending regular reminders to complete
necessary steps. If the chosen EHS software is capable, it could replace the current AR
75.12 Process. The existing protocol causes delayed reviews and response times, often
missing the 125-day deadline for closing incidents. Tracking software would provide
clear, consistent data to monitor progress and support program improvements,
addressing the data gaps present in the current system.

Remove redundant or unnecessary signatures from the AR 75.12 Process to minimize
bottlenecks and increase the AR 75.12 Process completion rate.

Provide adequate training to ARCS on how to properly report incidents using the AR
75.12 Process. This training could be included in the Out of Class Assignment (OCA)
and job shadowing period when drivers are learning how to take on the role of ARCS.
Limit training length to one hour. This action should not have an additional cost to ESD,
but it should save time in the future since incident reporting will be done correctly the first
time and time will not be lost trying to piece together vague reports.

Re-evaluate the Cal/OSHA reporting process within ESD. Add this responsibility to the
job description of certain roles so ESD staff are knowledgeable on who to contact for
reporting. Make sure ESD staff are aware of the Cal/OSHA reporting deadlines. This
should be done as soon as possible by ESD Deputy Director who will champion this
process and ensure all ESD staff involved in this process are aware of their
responsibilities and expectations.

Performance Metrics

Develop safety performance measures to track incidents at ESD. See Section 2.2
Become a Data Driven Organization, for additional details on proposed safety
performance measures.

Continue to maintain the current policy of promoting reporting of incidents and injuries as
a key to improving safety.
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o Create a safety board for drivers that will be displayed in the safety training room that
displays pertinent information like Cal/OSHA reporting timelines, steps to report injuries,
incidents and near misses internally, broad regulatory and compliance facts and rights of
workers regarding safety (Cal/OSHA has many resources online ready for employers to
display). This should be the responsibility of STED with input from Collection Services
staff. The safety board should be developed as the new safety and training room is
constructed so it can be displayed as soon as the room is ready for use.

Based on the recommendations specific to safety, ESD should consider the additional costs
associated with improving safety measures, improving safety education, and more accurately
tracking safety incidents. A high-level summary of improvements and tools for consideration are
listed in Table 3-1 where additional costs are anticipated. Further details will be needed
including specific software options and associated costs if ESD implements such
recommendations in the future. These recommendations to improve the safety culture, training
and technology will assist ESD in achieving Goals 1, 2 and 4.

Table 3-1 Safety Recommendation Cost Considerations
Recommendation Improvemepts or_TooIs for Anticipated_Rough Order of
Consideration Magnitude Cost
Expand the safety and training Provide a conference room sized >$144,000
room. (Training) for at least 12 people (20 square

feet per person). Furnish with
conference table, chairs, credenza,
television or media screen for
videoconferencing, and white board
or tack panel surface. Locate near

supervisor workstations.
Improve tracking of safety incidents  Purchase or subscribe to a third >$300/month4°
through digitization of AR 75.12 party EHS software or digitize the
Process (Process) AR 75.12 Process in house.
Physically display safety Print out pertinent safety <$100
information in new conference room information from ESD, the City,
(Performance) County, State and Cal/OSHA as

necessary and display on the board
for Collections staff reference.

40 Entry level software cost estimation
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4 Communication

Encouraging communication at the workplace results in a more cohesive and mission-oriented
team. Communication increases productivity, employee satisfaction, and employee retention.

4.1 Communication within ESD

Based on interviews conducted on site and observations throughout this Analysis,
communication can be improved at ESD at every level. Collection Services staff noted that this
lack of communication contributed to the low morale amongst frontline staff. Sanitation Drivers
are Collection Services employees who operate a medium or heavy-duty vehicle as assigned by
a supervisor. Sanitation Drivers and other frontline employees expressed a desire for more
frequent and in person communications with leadership. ESD drivers and frontline employees
reported a lack of transparency on why policy changes were made, different directions were
given, or priorities were adjusted. Frontline employees requested additional communications on
the “why” of policy changes such as no overtime or all trucks being required to be emptied each
day. Districts and ARCS expressed an interest to provide more information on policies and
procedures to staff but also expressed that they did not feel they were given the appropriate
information to be able to communicate with their employees. HDR witnessed several
confrontational verbal disputes between managers and employees while on site that could have
been managed better with appropriate communication around policies and procedures.

Employees at all levels within Collection Services identified that vacant positions and frequent
changes in the Deputy Director role added to the challenges of communication. Staff believed
that the policy that was being driven at any given time was based on who the Deputy Director
was at the time and changed with the changing of the person in the Deputy Director role.

HDR learned of prior meetings with the Districts and Deputy Director that had occurred on a
regularly scheduled cadence. The meetings between Districts and Deputy Director stopped
happening for unknown reasons and left a void in communications within Collection Services.
When HDR was on site these meeting began to occur again. There was an expression that the
meetings between Districts and Deputy Director added value and opened lines of
communication between the attendees.

Collection Services holds daily section meetings with the ARCS and Sanitation Drivers. In
addition, Collection Services conducts monthly section meetings and quarterly all staff
meetings. The daily meetings are where drivers receive instructions for the day. This includes
notice of any changes in their truck and route assignment, delayed routes and round up areas
they are expected to collect. Daily section meetings are used to also communicate hot topics or
policies, updates on any needed trainings or other timely updates. Monthly meetings are
typically mandatory safety or incident trainings and are covered in Section 3, Safety. Quarterly
all staff meetings may be attended by ESD leadership. Quarterly meetings are an opportunity to
announce awards for tenure with the City, any other recognition as well as Collections updates.

In regard to quarterly meetings, multiple Sections may be off on the meeting day since staff are
scheduled for four 10-hour days per week (4-10’s) shifts. At the time of the evaluation, there
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was no opportunity to make up for the meeting, and information was not shared with the
Sections that were off during the meeting. This information is now being shared via ESD
newsletter to provide all employees access to the meeting information.

The HDR team was able to participate in all of the daily, monthly, and quarterly meetings. These
meetings are all valuable and appreciated by the staff. The meetings are opportunities for formal
communications. Additional topics that could be covered include progress on performance
metrics which encompass staffing, vehicle, and operational metrics as well as upcoming
potential changes related to Measure B.

4.2 Communication with DGS Fleet

Communications between Collection Services and DGS Fleet was identified as needing
improvement. HDR learned meetings between Collection Services and DGS Fleet had
previously occurred on a regularly scheduled cadence. These meetings had stopped occurring
and left a void in communications between Collection Services and DGS Fleet. Regular
meetings between Collection Services and DGS Fleet allowed an opportunity for both parties to
discuss common issues such as truck availability, red tagged equipment, and suitability of fleet.
These meetings had stopped happening for unknown reasons. While HDR was on site, weekly
meetings began between the Collection Services and DGS Fleet while the HDR team was on
site conducting the Analysis. There was an expression that these meetings were adding value
and opening lines of communication between the attendees.

Additionally, there is daily communications between DGS Fleet specific to truck availability.
While the HDR team was on site at the Miramar location, the truck availability information
provided from DGS Fleet to the Districts in the morning was not accurate. This discrepancy in
information caused confusion amongst Collection Services staff and ultimately delayed drivers
from starting their route assignments for the day. Truck availability is currently communicated
between DGS Fleet and Collections via email following completion of DGS Fleet’s second shift.
The email that DGS Fleet sends to Collection Services in the morning is pulled from a dataset
that DGS Fleet updates as vehicles are repaired. Continued improvement needs to occur
around accuracy of the truck availability email between Collection Services and DGS Fleet. This
will improve timing of Sanitation Drivers starting their routes and reduce the amount of time
Sanitation Drivers spend requesting repairs of trucks that are listed as available in the email.

4.3 Communication with Customers
4.3.1 Tags by Drivers

Tags are the primary tool that drivers use to communicate with their customers. Tags are
typically pre-populated lists of things that the customer should do to correct a problem. For
example, if the cart is placed under a low hanging wire, the driver will mark that box on the tag,
attach the tag to the cart, document that a tag was left with that information and then
communicate with their ARCS regarding the problem. Similarly, if a cart is damaged and cannot
be serviced, a tag is left notifying the customer that the cart needs to be replaced in order to be
serviced.

40 | October 25, 2024



Operational Efficiency Analysis I_)?
City of San Diego Environmental Services Department

During initial driver interviews, HDR was informed that tags had not been available for over
seven months to the drivers. As of the end of HDR’s observations, drivers still did not have tags
available. The lack of tags resulted in challenges that caused MPUs and service concerns
where the customers were not aware of why they were not able to be serviced. In several
instances during Sanitation Driver observations, HDR observed customers coming up to the
vehicle and asking why their cart was not being serviced. During observations with ARCS they
also expressed a desire to have tags both for the drivers and for their communications with
residents. In multiple cases where customer interactions occurred with ESD staff, the customers
indicated a desire to be left a tag to understand how to fix the issue.

HDR’s team had multiple conversations with Collection Services about access to tags and tag
usage during the on-site observations. ESD leadership indicated there were concerns around
tags being used appropriately by the drivers and processes for follow-up with customers after
tagging. Although not addressed directly in Section 3 Safety, ESD can incorporate appropriate
tagging during tailgates on an ongoing basis or during the daily section meeting.

ESD did share tags used by the Waste Reduction Division Code Compliance Officers that
focuses on observed contents in response to reported egregious and ongoing contamination
issues from the public and Collections to the Waste Reduction Division. Figure 4-1 is an
example of these tags.

The City of 4.
SAN DIEGO.)
Enviranmental Services Department

E‘:‘ Minor  Major  Cased
Containerd

Figure 4-1 Cart Tags (English and Spanish versions)

4.3.2 Customer Service through Public Information Clerks

The Support Services-Customer Service Division Public Information Clerks of ESD is
responsible for receiving direct inquiries from residents regarding all ESD issues. The Public
Information Clerks receive ESD service requests and queries in several way from residents:

e Call customer service at 858-694-7000,
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e Email trash@sandiego.gov, *'
e Submit a request through the Get It Done mobile app, or
e Submit a request through the Get It Done website.*?

With a phone call or email, a Public Information Clerk will enter the information on behalf of the
customer and explain the resolution process. With Get It Done, the customer enters their own
information and receive an automated message regarding resolution. Many of the City’s
services are available through the online tool Get It Done. Collections information is available
through a dropdown for Trash Collection, Recycling and Graffiti. Section 5.1, Reporting Missed
Pickups and Delayed Collections, addresses use of Get It Done for missed pickups.

HDR interviewed several of the Public Information Clerks as well as their Supervisor regarding
customer service processes with Collections. The individuals interviewed expressed a need for
two specific items to best provide information to residents. First, Public Information Clerks
interviewed requested more specific information around delayed routes (i.e., routes that will not
be collected on the service day) and when they will be serviced. This allows better expectations
in particular around perceived MPUs from customers. Second, Public Information Clerks is more
specific notes and information on follow-up from ARCS who are responsible for responding to
escalated complaints or inquiries around services and MPUs in Salesforce. Additional details on
communication with Customer Service is in Section 5 Missed Pickups and Delayed Collections.

4.4 Communication with Dispatch

Collection Services has a Dispatch Team (Dispatch) within the division, which is the driver’s first
contact for any breakdowns or emergencies. Dispatch is currently staffed by two people, split
into two shifts. The first shift is from 6:00 AM to 2:30 PM, and the second shift is from 8:00 AM
to 4:30 PM. The shifts are alternated every two weeks. ARCS are responsible for coverage of
Dispatch outside of these hours. There is not currently back up coverage if either staff member
is unable to work. Dispatch is a key component of reliable communication for Collection
Services.

Each Collection Services vehicle is equipped with a two-way radio that is used to communicate,
not only with other drivers and supervisors, but also Dispatch. Each section has a separate
radio channel. For emergencies, Dispatch is the liaison between emergency personnel (police
and/or fire services) and the driver. Emergencies can include incidents such as an accident with
the vehicle, a driver medical emergency, or a vehicle fire. In addition to coordination with the
emergency personnel, additional support may be needed by the ARCS, District, and/or
leadership in Collection Services and ESD. Dispatch will send an email with a brief description
to the necessary personnel and call the non-emergency police department as needed. In

41 Collection Services | City of San Diego Official Website https://www.sandiego.gov/environmental-
services/collection
42 Get It Done webpage, City of San Diego, https://www.sandiego.gov/get-it-done
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addition to the initial contact with emergency personnel, Dispatch coordinates with the cleanup
crew or DGS Fleet as needed for the vehicle.

For breakdowns, Dispatch is the liaison between the drivers and DGS Fleet. Since there is
typically only one road mechanic on staff, Dispatch can help assist a driver in determining
whether they should wait for the road mechanic or drive back to the Yard, assuming the vehicle
is in drivable condition. Factors considered in whether to repair a truck in the field or at the Yard
include how far away the road mechanic is and how many other trucks are already in the queue
to be assisted.

Drivers communicate the following information for a truck breakdown: location, milage, and the
issue they are experiencing. Then, Dispatch generates an email to the mechanics, ARCS, and
Districts with the truck breakdown information, a brief description of the incident, and a subject
line that includes the breakdown number for that day (ex. #8 Breakdown). Drivers will also call
Dispatch for incidents that require a sandman (e.g. oils or liquid spills on the pavement), and
Dispatch then relays that information to the sandman.

Dispatch utilize Geotab and Routeware to help locate drivers when they call in an emergency or
breakdown. Both software have their limitations, which include the following:

o Geotab identifies who the Sanitation Driver is and where they are located. Routeware is
used as a backup to confirm who is the Sanitation Driver.

e Geotab will not show a truck that is servicing a different route other than the route the
tablet is set to for that day. For example, if a truck is servicing a route from the day
before or a clean-up route, it will not be shown. These types of routes are common and
cause issues for Dispatchers to accurately locate drivers.

¢ Routeware doesn’t always show the driver’s information. When the driver’s information is
not available, dispatchers use a paper note sheet to find the driver’s information by
section number or name.

Dispatch report to the ARCS primarily responsible for Yard operations. Dispatch stated that
dispatching for Collection Services is different than other Dispatch roles within the City. Dispatch
did not have any formal training available on how to handle Collection Services specific
emergency situations. In addition, Dispatch did not have any Standard Operating Procedures
(SOPs) in place, and it was reported that one of the staff in Dispatch was asked to develop an
SOP manual themselves.

Communication can be a challenge for Dispatch. Dispatch are responsible for issuing boots and
uniforms to newly hired drivers, which is an added responsibility. Dispatch took this opportunity
to initiate a program to bring new hired drivers into the Dispatch room and have them listen to
positive and negative examples of radio call ins. This program was to show drivers how difficult
it can be for Dispatch to hear calls over the radio, and the importance of properly conveying the
necessary information to them in a clear and effective manner.

Dispatch expressed safety concerns regarding the organics route drivers. Dispatch is not
currently able to communicate directly with the organics drivers, and there is no means for
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Dispatch to send a message to the organics sections. For example, Dispatch currently would
have no means to relay information quickly to the Organics drivers if there were hazardous
conditions or a threat to a City facility.

Dispatch also receive calls from drivers regarding improperly parked vehicles, lack of access to
alleys, or other reasons for missed collections. Dispatch is not currently able to communicate
directly with code enforcement for missed collections. The lack of access to communications
between Dispatch and other departments can cause several days, or even weeks, of missed
collections for the same location.

Dispatch also manages calls from drivers regarding damaged containers or containers that
cannot be serviced. In these instances, Dispatch are able to create a case in Salesforce.
Dispatch will sometimes send a follow-up email to the supervisor to notify them of the new case.
During a ride-along with an ARCS, they expressed that they appreciate this additional
communication between Dispatch and supervisors so they are immediately notified of the issue
and can potentially address it that same day and prevent missed collections and dissatisfied
customers.

4.5 Recommendations

® Add a communications role specific to Collection Services as Measure B begins to
accommodate both internal and external communications. Collection Services appears
to be split organizationally between leadership at the Deputy Director position and the
Districts. A concerted effort from the Deputy Director level to meet regularly with the
Districts and ensure that the communications reach down to the drivers will be needed.

e Create a Business Intelligence (Bl) dashboard with information including vehicle
availability and status, and other information relevant to the status of the vehicle would
benefit staff in Collection Services and DGS Fleet. For example, the main area of the
dashboard could display the number of vehicles available for use out of the entire
Collections fleet and the average time it has taken DGS Fleet to repair a vehicle. An
interactive table could be displayed underneath with vehicles listed out row by row and
associated data like vehicle status, why the vehicle may not be available, who the
vehicle is assigned to for repairs, when it was turned in for repair and any detailed notes
provided by DGS Fleet. This table could be filtered and searched by Districts and ARCS
to quickly pull necessary data to make informed decisions when assigning vehicles to
drivers.

o Utilize the Bl dashboard to replace the need for develop daily emails to communicate
vehicle availability to Districts as the dashboard would automatically pull data from the
DGS Fleet system. This would save the time and improve communication between
departments.

e Develop a SOP around tagging of containers and follow-up with residents by
supervisors. Upon completion of SOP, train drivers on proper use of tags. Then, provide
drivers with tags to educate customers on issues that are causing their carts to not be
collected or causing difficulty in providing service.

e Provide ongoing tailgates to enforce proper tagging by drivers and proper
communication with customers by supervisors. ESD could also consider adding a field in
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Routeware for each stop that would allow drivers to document which cart tags were
issued (if any) and provide an explanation for why that could automatically upload to
Salesforce. Tracking information on services provided could help ESD monitor,
understand and address trending challenges for customers and drivers alike. Collected
data could also be utilized by the Waste Reduction Division to develop more targeted
customer education and improve participation to make collection safer, easier and more
efficient.

e Develop a process for communication to occur in a timely manner between Collection
Services and Customer Services Division in order to provide Customers with appropriate
information on when collection of carts will be provided.

e Create a SOP for Collection Services and Customer Services Divisions in ESD to work
together to develop specific protocols for entering notes and keeping Public Information
Clerks up to date on the status of open issues in Salesforce. In addition to a SOP,
training for both ARCS and Public Information Clerks should result in higher customer
satisfaction.

¢ Add one additional Dispatcher to bring the total Dispatch team to three. Designate one of
the three Dispatchers as a Senior Dispatcher that can assist with development of SOPs
and standard training practices for Collection Services Dispatch. This Senior Dispatcher
can also assist with communication facilitation with ARCS and other ESD employees.

e Implement annual training for drivers on effective communication with Dispatch to report
emergencies and breakdowns. Training can be conducted by STED.

Based on the recommendations specific to communication, ESD should consider the
implementation of a dashboard with accurate information about truck availability and status.
Cost considerations for the development and implementation of a dashboard should be
considered including the need for data entry, data management and staff training to utilize such
a program. A high-level summary of improvements and tools for consideration are listed in
Table 4-1 where additional costs are anticipated.

Table 4-1 Communication Recommendation Cost Considerations
Recommendation Improvements or Tools for Consideration Antlclpated_Rough I
of Magnitude Cost
Truck availability and status Dashboard development and implementation. $150,000
dashboard
Add one additional dispatcher ~ Add one additional Dispatcher to bring the total $126,167

Dispatch team to three. Designate one of the
three Dispatchers as a Senior Dispatcher that can
assist with development of SOPs and standard
training practices for Collection Services

Dispatch.
Annual training on Dispatch Implement annual training for drivers on effective N/A
communication communication with Dispatch to report

emergencies and breakdowns
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5 Missed Pickups and Delayed Collections

Solid waste collection is critical for public health, controlling vectors, and keeping the City clean.
Compiletion of timely trash, recycling and organics pick up is the most important aspect of
keeping the City clean. ESD had identified the quantity of MPU as a key area for analysis and
improvement as Measure B is implemented. ESD uses “missed collection” or “MPU” and
“delayed collection” or “delayed route” to define distinct reasons why a stop has not been
collected. A MPU occurs when a cart(s) was not serviced on the scheduled collection day. ESD
also uses the term “potentially missed collection” to categorize MPU cases that were submitted
on the scheduled collection date before the end of service. A “delayed collection” or “delayed
route” occurs when a route that is scheduled for collection is delayed by at least one (1) day due
to lack of resources. While Collection Services differentiates between these types of situations,
it is important to note the customer still believes they were missed.

5.1 Reporting Missed Pickups and Delayed Collections

Residents can report a missed pickup (MPU) using the methods discussed in Section 5 Missed
Pickups and Delayed Collections, including calling customer service at 858-694-7000, emailing
trash@sandiego.gov,* entering a request through the Get It Done mobile app or entering a
request through the Get It Done website.** In this Section, the focus will be specifically on use of
Get It Done app and website for reporting an MPU.

Residents have access to Get It Done through the City’s Online Services.* Get It Done
provides Customers the ability to report a MPU or receive information on delayed routes. When
a customer reports a MPU on the Get It Done app, the website informs them of the estimated
resolution time. As an example, while the HDR team was on site, Get It Done displayed the
following: “resolution is five days based on the last six weeks of data and staff knowledge, if the
missed collection is not associated with a known route delay”. For a Delayed Collection, the app
indicates that “Due to limited resources, refuse collection operations may be delayed by one
day.” and directs the user to visit ESD Collection Status Interactive GIS Map for more
information.¢ Figure 5-1 displays a image of the first page of MPU reporting form on the Get It
Done webpage.

43 Collection Services | City of San Diego Official Website https://www.sandiego.gov/environmental-
services/collection

44 Get It Done webpage, City of San Diego, https://www.sandiego.gov/get-it-done

45 Get It Done | City of San Diego Official Website https://www.sandiego.gov/get-it-done

46 ESD Collection Status Interactive GIS Map, City of San Diego,
https://webmaps.sandiego.gov/portal/apps/webappviewer/index.html|?id=2fb71a292a3840feba20fa0e89cca922
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Figure 5-1 Missed Pickup Reporting Form on Get It Done

After a resident submits an MPU report, ESD receives the request via Salesforce. The MPU
report is then assigned to the responsible ARCS based on the address entered into the MPU
report.

When a customer submits a MPU report on Get It Done and they reside along a route that was
delayed, they receive the following message:

“Pickup is delayed on the route indicated. Please leave your container out for another day.
Check the map at https://www.sandiego.gov/collectionstatus for current status.”

That link directs customers to a page that is also linked in the Get It Done MPU form.4”

When an MPU case is closed by an ESD employee, customers have the option to complete a
customer satisfaction survey. In the survey, the customer scores the service provided by ESD

47 Collection Status, City of San Diego, https://www.sandiego.gov/environmental-services/collection-status

48 | October 25, 2024


https://www.sandiego.gov/environmental-services/collection-status

Operational Efficiency Analysis I_)?
City of San Diego Environmental Services Department

on a scale of 0 to 10, with the option to submit comments. These survey responses and
comments are reviewed in Section 5.2.2 MPU Case Comments.

5.1.1 Customer Reporting

HDR found that MPU cases are open for an average of 6.3 days in Salesforce. The maximum
number of days elapsed between an MPU case opening and closing was 76 days. Trash and
organics carts are serviced every seven days (once per week), while recycling carts are
serviced every 14 days (every other week), which means some MPUs were not addressed until
several scheduled collection dates had passed.

During HDR'’s shadowing and observation of ARCS, it was identified that some ARCS had
hundreds of open MPU cases open to address on their Salesforce pages. When asked about
the open MPU cases, the ARCS indicated the following:

e The ARCS did not have the resources to review and address the root cause of all MPU
cases as they were assigned to them, including onsite follow-up.

e Some MPU cases seem to not be resolved as they were “missed” by the ARCS.

e Some customers submit multiple MPU cases for the same issue through Get It Done, as
there is not resolution of the problem.

Only 37% of MPU cases were opened the same day collection was scheduled. The majority of
MPU cases were opened within two days of the scheduled collection day. The maximum time
between the scheduled collection date and the MPU case opening was 14 days.

5.2 Root Cause Analysis Review s

The City uses many terms to define why collections are potential missed collections, MPUs, or
delayed collection, but this Analysis focuses on completing a root cause analysis of potential
missed collections, MPUs, and delayed collections and how the City can “miss” less stops and
create a better service impression for Collection Services. In the following sections, possible
root causes are identified. HDR reviewed 25,750 closed potential missed collection, MPU, and
delayed collection cases submitted through Get It Done from January to June of 2024 that were
downloaded from the Salesforce database. ESD categorizes cases by the following:

o Potential Missed Collection: 1,235 cases
¢ Missed Collection: 22,895 cases

e Delayed Collection: 2,050 cases

In addition to the data provided by ESD, HDR also reviewed the number of households per
section, weekly truck availability, weekly number of vehicle breakdowns, weekly number of CNG
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trucks not fueled, weekly number of routes not completed, and driver assignments per section.
48,49,50

5.2.1 ESD Staff Interviews Comments

Frequent causes of a MPU or delayed collection were discussed during interviews with ESD
staff include, but are not limited to:

e Lack of resources (i.e. the assigned driver cannot finish the route due to their collection
vehicle breaking down and not enough collection vehicles are available for the number
of collection routes).

e Timing (i.e. the driver is not able to complete the route before having to empty the truck
and return to the Yard empty by 4:30 PM).

e Cart not set out (i.e. a customer did not set out their cart before the collection vehicle
serviced their street).

e Cartis damaged (i.e. cart is not able to be serviced due to state of disrepair and needs
to be replaced).

e Miscommunication (i.e. the driver erroneously did not understand the customer was
serviced by the City rather than a private hauler. This is used in cases where the
majority of the street is serviced by private haulers, not the City, and the carts look
similar).

5.2.2 MPU Case Comments

The MPU data set contains comments for each case that was entered in Salesforce by ESD
staff. These comments are an update for other ESD staff and/or the customer based on how the
staff at ESD has addressed the MPU case. From the MPU data set, it is unclear who at ESD
created the comments. During interviews, it appeared that Dispatch, ARCS and Districts are
responsible for completing comment fields. The following comment fields were provided in the
data set:

e Case Reason

e Closure Comments

e Custom Comments (VISIBLE TO PUBLIC)
e Action Taken

e Action Taken 2

All MPU cases were provided a comment field indicating the reason for the case. This field had

entries that included “Refer Elsewhere”, “Container Emptied” and “Problem Fixed” amongst

48 Customer Site, City of San Diego
49 Collections Metrics Template, City of San Diego
50 Route Bid Assignment Seniority List, Collection Services SD Assignment List, June 14, 2024, City of San Diego

50 | October 25, 2024



Operational Efficiency Analysis I_)?
City of San Diego Environmental Services Department

other entries that did not provide an obvious reason as to why the MPU occurred. This field
could provide consistent and valuable information about the reason for the MPU. The
inconsistent data is a missed opportunity for ESD to identify the most common reasons for MPU
cases being opened, and to develop methods to prevent and/or reduce those types of MPUs
from occurring again.

For the dataset reviewed, there were 6,628 MPU cases (or 26% of all MPU cases) with no
comment provided by ESD in the remaining four comment fields: closure comments, custom
comments, and both action taken comments. This represents a missed opportunity for ESD to
better communicate internally and educate the public on what could be done differently either by
ESD or the customer to resolve the current MPU and prevent future occurrences.

In general, comment field entries provided by Dispatch, ARCS and Districts are inconsistent and
wide ranging in the level of detail provided. There were multiple occurrences where similar
entries were observed across the five different comment fields for various MPU cases. During
interviews, the ARCS and Districts indicated that there are no standards or SOP on how to
complete comment fields. The following categories were identified for entries in the custom
comment field, which is visible to the customer:

e Premature report submission: The route associated with the MPU case submission
was not scheduled for service yet, therefore the container could not have been missed.

e Container was not set out before collection vehicle serviced route: The customer
did not set the container out early enough therefore the container was not missed. ESD
asks customers to set their container(s) out by 6:00 AM.

e Container was damaged and could not be serviced: The container was damaged
which could mean the lid was broken or the container had a large hole on the side of the
container and would allow material to fall out of the container before it was in the optimal
position to unload into the packer. This situation is unsafe; therefore, the container was
purposefully not serviced, and was not missed.

¢ Due to lack of resources the route was delayed: The associated route was delayed
because ESD determined there were not enough available trucks to service all routes.
Delayed routes are not the same as MPUs.

e Container was collected: The container was serviced according to ESD drivers and/or
ARCS.

¢ Driver could not access the container: The container was not set out in the required
manner therefore the driver could not service the container. Containers must be on the
street next to the curb with at least three feet of room on all sides of the container.

ESD has implemented a “No Fault Policy” for cases where the driver may or may not be at fault
for the MPU and the customer may or may not be at fault for the MPU. Similar No Fault Policies
are common in the industry. The critical component of such policies is to provide education to
both the customers and drivers to address the situation that resulted in a perceived or actual
MPU and make corrections for future collections. ESD’s current practices lack adequate, direct
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education and outreach from ESD to customers or drivers on how to prevent future MPUs and
address common customer comments.

When customers open an MPU case in Get It Done, they are instructed to describe the issue in
detail in the submission form. This information was not provided to HDR in the MPU data set
from ESD. The only resident comments provided are the residents’ responses to the customer
satisfaction survey if the resident chooses to complete it. In the dataset provided, only 1,330
MPU cases were scored by customers, and of those, 52% or 693 MPU cases provided
comments to ESD in the customer satisfaction survey. Based on the MPU cases provided that
had a customer satisfaction survey completed, the average score provided by the customer was
a 6 out of 10. This average is below the goal outlined in the FY25 budget for ESD shown in
Figure 5-2 shows the distribution of MPU cases along the customer satisfaction scale of O to
10.
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Figure 5-2 Customer Satisfaction Survey Score Distribution

As depicted in Figure 5-2, customer satisfaction typically falls on the extremes of the scale,
either a 0 or 10. Typical comments associated with lower scores stated that their cart was still
not empty, yet their MPU case had been closed by ESD staff or that it took too long to resolve
the issue. Typical comments associated with higher scores applauded ESD for great customer
service and a quick turnaround time.

5.2.3 Vehicle Availability

During interviews with ESD staff, the lack of available, operational vehicles was identified as a
cause of MPUs. When ARCS are not provided with the same number of vehicles as the number
of routes scheduled for collection that day, they must down or delay routes. When routes are
downed in one section, the drivers assigned to that section must work together to collect
portions of that downed route once their assigned routes are completed. Successfully servicing
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downed routes depends on whether the drivers are able to complete their assigned routes in
time, which could be impacted by additional unexpected breakdowns and fuel stops.

Several factors related to vehicles were considered for this component of the MPU analysis:
trucks not available, routes not completed, CNG trucks not fueled, vehicle breakdowns and
downed routes. The number of trucks unavailable was calculated by subtracting the daily
number of vehicles available from the daily number of vehicles required according to the
Collection Services Metrics Template provided by ESD. Metrics were available on a daily basis.
For simplicity in viewing the data, the average number of unavailable vehicles per day was
calculated for each week between January 2024 and June 2024. Figure 5-3 displays number of
vehicles unavailable, the number of routes not completed and the number of MPU cases
opened in Salesforce on a daily basis from January to June of 2024.
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Figure 5-3 Total Vehicles Unavailable, Routes Not Completed and Missed Pickup Cases

Opened on a Daily Basis from January - June 2024

Between January and June of 2024, ()

an average of 1,028 MPU cases were 0 n I y 83 A)
opened weekly. On average from
January to June 2024, only 83% of

the vehicles required to provide 'ao“o‘ %“o‘ 'ao‘!o‘ '@"’lo‘ '%‘!o‘

collection services were available

weekly. DGS Fleet is responsible for

providing Collections with the needed 'ao‘-‘o‘ '%"‘o‘ 'ao'!o‘ -ad
number of vehicles to complete the

routes. From January to June 2024 there was not a single week where enough vehicles were
available to Collection Services to have a vehicle assigned to every route.

of trucks required to service all routes were available weekly

Figure 5-3 appears to show a strong correlation between the number of vehicles unavailable,
the number of routes not completed and the number of MPU cases opened on a daily basis.
When the number of unavailable vehicles increases, more routes are not completed, resulting in
more MPU cases being opened. Because vehicle availability was frequently called out as a
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potential cause of MPUs, Collections should focus on identifying the main reasons that cause
vehicles to be unavailable.

Figure 5-4 displays the number of vehicle breakdowns, the number of CNG trucks not fueled,
the number of downed routes, and the number of MPU cases opened in Salesforce on a daily
basis from January to June of 2024.
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Figure 5-4 Vehicle Breakdowns, Total Downed Routes, CNG Vehicles Not Fueled, and MPU
Cases Opened on a Daily Basis from January - June 2024

Figure 5-4 appears to show a weak correlation between vehicle breakdowns, CNG trucks not
fueled or downed routes with the number of MPU cases opened daily. ESD staff indicated in
interviews that the number of breakdowns and downed routes would directly impact the number
of MPUs. However, the data does not appear to support that claim.

For the timeframe of the data set provided, there was not any week during which 100% of trucks
were available or in which zero MPU cases were opened. If ESD fleet readiness was improved,
the number of MPUs occurring and the number of MPU cases opened could decrease. As
discussed earlier, an MPU is as much about customer perception as it is the actual occurrence.
It is HDR’s assumption that it is unlikely there will not be a day where MPUs occur. It is
important for Collection Services staff to minimize the amount of MPUs attributable to drivers
and educate customers who have the perception of an MPU.

5.2.4 Routing

The next analysis looked at MPU by Section. A Section is made up of by an ARCS and
Sanitation Drivers. Section 10.2 Route Scheduling, further discusses the makeup and
scheduling of Collection Services.

Figure 5-5 displays the number of MPU cases assigned to each section based on the address
of the customer that submitted the case.
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Figure 5-5 Missed Pickup Cases Opened per Section from January - June 2024

Section R-22 had the most MPU cases opened of the 13 sections identified in the data from
ESD. During interviews, HDR learned that R-22 has historically been one of the most
challenging sections to manage. Numerous reasons were given, including that R-22’s day off is
on a Tuesday, meaning drivers work Monday, Wednesday, Thursday, and Friday. A Tuesday off
has typically been less preferred by more senior drivers when route bidding occurs. Thus R-22
drivers are typically less experienced. R-22 drivers are also newer to operating an ASL, as this
is typically the section they are assigned to once they receive their certification to drive ASL.
ARCS follow the same schedule as the drivers. The R-22 ARCS typically has less management
experience, as the Tuesday off is less desirable for ARCS as well.

The data from January to June 2024 shown in Figure 5-6 shows the distribution of MPU cases
opened on each day of the week for each section.
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Figure 5-6 Number of Missed Pickup Cases per Section by Day of the Week from January - June
2024

The day of the week for which providing service is most challenging for each section can be
seen by reviewing the number of MPU cases opened by day of the week for each section.
Similar to Figure 5-5, the trash and recycling sections in Figure 5-6 have the most MPU cases
opened. Section R-22 appears to have the most MPU cases opened on Thursdays across all 13
sections, which could indicate there are too many routes assigned to that section for adequate
service.

In Figure 5-7, the number of routes scheduled for collection each day of the week is displayed
per section.
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Figure 5-7 Number of Routes Scheduled for Collection by Day of the Week for Each Section

There does appear to be a direct correlation between the number of routes scheduled for each
collection day per section and the number of MPU cases opened. Some sections did have more
MPU cases when there were more routes per day. For example, section R-22 and R-23 have
the highest number of MPU cases opened on Thursdays, and R-22 and R-23 have significantly
more routes scheduled for collection on Thursdays as compared to other trash and recycling
sections. R-23 had the highest number of MPU cases opened on Mondays and the highest
number of routes scheduled for collections on Mondays. This correlation is not consistent
across the Sections, as R-24 has the highest number of routes scheduled for collection on
Fridays, but not the highest number of MPU cases opened on Fridays.

The highest number of MPU cases across all 13 sections occur on Thursdays. During
interviews, most sections indicated that Thursday is a challenging day for the following reason:
the majority of areas serviced are the furthest away from the Yard and disposal and processing
facilities. This does not apply to sections that have Thursday off, where Wednesday or Friday
may be the most challenging day of the week. Drivers may be required to travel to the most
northern or southern parts of the City, which means the drivers have less time to service
containers because of the necessary travel time between the Yard, the collection area, and
disposal and processing facilities. Table 5-1 shows MPU cases opened by day of the week from
January to June 2024 and the number of routes typically scheduled for all sections per day of
the week.
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Table 5-1 Missed Pickup Cases Opened by Day of Week from January - June 2024
Monday 128,780 4,938
Tuesday 47,294 3,130
Wednesday 173,967 5,435
Thursday 169,703 7,347
Friday 185,972 4,887

Of note is that Tuesdays have significantly fewer routes (less than half) to be completed as
compared to other days of the week. This routing may be strategic by ESD but may also present
an opportunity to address MPU and route efficiencies. The number of MPU cases opened is
relatively similar on Mondays, Wednesdays, and Fridays, all of which have an average of 320
MPU per 10,000 pickups to be completed. Tuesday has over 650 MPU per 10,000 pickups to be
completed. While Thursdays have the most MPU cases, it is approximately 430 MPU cases per
10,000 pickups to be completed. Friday has the greatest number of routes but the second
lowest number of MPU cases, potentially indicating fewer service challenges in completing
those specific routes.

5.2.5 Households serviced

As previously mentioned in Section 2.3.6 Routing, routes at ESD typically have 1,200
RCUs/households. One household is equivalent to one customer. The average section at ESD
services approximately 27,000 households of the 247,585 households currently in Salesforce as
ESD customers. Figure 5-8, Figure 5-9, Figure 5-10, Figure 5-11, Figure 5-12, and Figure 5-
13 display the number of households serviced and the number of MPUs per section based on
the type of cart serviced (trash, recycling or organics), where darker colors represent higher
numbers and lighter colors represent lower numbers. Typically, as the number of households
serviced per section increases, so does the MPUs per section as shown in the figures. Only
sections that collect materials using ASLs were included in this analysis.

51 Not including MPU cases opened for collections scheduled on Saturdays or Sundays.
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January to June 2024

Figure 5-8 shows the number of households assigned to each trash section. Figure 5-9 shows
the number of MPU cases assigned to each refuse section between January and June 2024.
There are notable correlations between the number of households per refuse section and the
number of MPU cases in Figure 5-8 and 5-9. For instance, R22 has the highest number of
households and the highest number of MPUs of the five (5) refuse sections. Not all sections
match this trend, R23 has the lowest number of households and the third highest number of

MPUs of the refuse sections.
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Figure 5-11

Number of Missed Pickups
per Recycling Section from
January to June 2024

Figure 5-10 shows the number of households assigned to each recycling section. Figure 5-11
shows the number of MPU cases assigned to each recycling section between January and June
2024. There are notable correlations between the number of households per recycling section
and the number of MPU cases in Figure 5-10 and 5-11. For instance, R22 again, has the
second highest number of households and the highest number of MPUs of the five (5) recycling
sections. Not all sections match this trend, R24 has the second highest number of households
and the second lowest number of MPUs of the recycling sections.
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Figure 5-12 shows the number of households assigned to each organics section. Figure 5-13
shows the number of MPU cases assigned to each organics section between January and June
2024. There are not as notable of correlations between the number of households per organics
section and the number of MPU cases in Figures 5-12 and 5-13. For instance, the section with
the highest number of households (R34) has the third highest number of MPUs of the five (5)
organics sections. The section with the lowest number of households (R35) has the second
highest number of MPUs of the five organics sections.

5.2.6 Materials Collected

Table 5-2 shows the number of MPU cases by material type collected. Refuse sections had the
highest number of MPU cases of the three material types collected. The material type left out at
the curb most often is important to note because trash has the potential to become a public
health issue if left out and not picked up at least every other week.

Table 5-2

Number of Missed Pickup Cases by Material Type Collected

Material Type Number of MPU Cases

Organics
Recycling

Refuse

3,213
9,432
13,102
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5.2.7 Impact of Overtime Restrictions on Service

In February of 2024, a Citywide policy decision was put in place to no longer allow overtime due
to budgetary restrictions. All Sanitation Drivers on 4-10’s was directed to be back to the Yard by
4:30 PM. At the same time direction was given that all vehicles must be emptied before
returning to the Yard. Empty vehicles have a much lower risk of catching fire due to combustible
materials or improperly tossed materials such as lithium batteries that may cause fires. While
both policies make sense from a budgetary and safety standpoint, consideration was not given
to the fact that some routes over time have increased in customers or containers serviced since
route balancing last occurred and may take more than ten hours to complete.

HDR considered the impact of these policy changes. According to Figure 5-14, this policy
implementation did not result in an immediate increase in MPU cases, but the number of MPU
cases continued to gradually increase over time. During interviews, HDR learned that this
expectation to be back to the Yard at a certain time caused drivers to leave their routes
incomplete so they could dispose of the material collected properly before the disposal facility
closed for the day and meet the directive for no overtime, resulting in MPUs.

2500
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Count of MPU Cases

500

0
January February March April May June

Month

Figure 5-14 Missed Pickup Cases Opened on a Weekly Basis from January - June 2024
5.3 Recommendations
HDR’s recommendations regarding MPUs can be summarized as the following:

e Standardize how and what data is collected and tracked for each MPU case.

¢ Adjust DGS Fleet Procurement Plan and maintenance procedures to increase the
number of trucks available daily (discussed in Section 9.1.1 Existing Fleet Description).

¢ Rebalance sections and routes.
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Conduct additional training for ESD employees who enter and resolve cases in
Salesforce. It is critical that root cause analysis be completed for each MPU to ensure
the issue is resolved regardless of if it is the responsibility of the driver or the customer.

Require additional reporting around MPU cases. For example, HDR recommends that
the data that is collected from the Get It Done cases include the details the customers
provide in Step 3 around why they believe the stop may have been missed. These
details could uncover potential trends and/or additional reasons why the container was
missed.

Continue the No Fault Policy. It adds value and provides an opportunity for the MPU to
be resolved, the customer to be educated and preferrable, the issue will not happen
again. Education of customers by the supervisors and also the Public Information Clerks
will increase transparency around service and should decrease the number of MPUs
over time.

Ensure that every collection vehicle has an adequate amount of container tags. Tags
were previously discussed in Section 4.3 Communication with Customers. Container.
Tags are the best way to educate customers in the moment and provide immediate
feedback.

Develop an SOP for Get It Done to clearly define how ESD staff should approach and
respond to MPU cases in Salesforce. Some key points that the SOP should cover
include:

o Develop language that can be applied to different situations so consistent language
is used no matter which ESD staff is working on the case.

o Make all fields required so each case has data collected for each field.

o Add a field for each update where ESD staff making the update can mark who it was
completed by.

o Modify the data exporting process so each case update is included in the report.
(There were some MPU cases that had ten (10) responses between ESD and the
public, but only one comment was provided in the data set.).
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6 lllegal Dumping

Clean SD is responsible for picking up items that are reported by residents as illegal dumping
via the Get it Done website and app. Commonly reported illegally dumped items include general
trash, appliances, electronics, mattresses, furniture, tires, recycling, homeless encampments,
car parts, and wood. Based on high-level review of reported data, the most common items were
general trash, furniture, wood (including wood debris and similar materials), mattresses, and
appliances.

6.1 Analysis of lllegal Dumping Reports

ESD provided a list of one-year of illegal dumping reports. In a one-year period between August
20, 2023, and August 20, 2024, ESD received 64,883 reports of illegal dumping, for an average
of 179 reports per day, shown in Figure 6-1. The average report is open for just over one day,
meaning that crews are typically able to address concerns the same day or the next day.
Approximately 75% of cases were closed the same day. Approximately 9% of reports were
open for more than three days during this period.

250
200
150
100

50

0

A S A

Figure 6-1 Average Number of lllegal Dumping Reports per Day

On average from September 2023 through July 2024, ESD addressed 5,361 reports of illegal
dumping per month as shown in Figure 6-2. The data from the previous year shows a slight
increase in reports in the winter months of February, March and April. Clean SD staff provided
information that crew members assigned to illegal dumping are also reassigned to other tasks
on occasion and specifically were required to assist with flood disaster clean up during February
of 2024. This change in responsibilities and staffing may have resulted in more cases of illegal
dumping and longer times for reports to be closed.
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Figure 6-2 Total lllegal Dumping Pickups per Month

Residents can report illegal dumping through Get It Done. The same Get It Done system is also
used by ESD staff to track where illegally dumped materials are located by Clean SD staff and
to document collection. Of the 64,883 reports of illegal dumping between August 2023 and
August 2024, 46,769 (72%) were reported by ESD staff and 18,114 (28%) were reported by
residents via phone, email, mobile or web reports.

The locations of illegal dumping reports from August 2023 through August 2024 are shown in
Figure 6-3. The heat map illustrates regions within the City that have more frequent illegal
dumping reports within the year period. These hot spots indicate areas where illegal dumping is
more common and require more staff time to collect materials. The City may consider offering
additional community cleanup events in these specific regions to address the more frequent
requests.
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The heat maps shown in Figure 6-4 and Figure 6-5 compare reports of illegal dumping
locations in 2023 and 2024 separately. It is important to note that Figure 6-4 displays only 4.5
months of data while Figure 6-5 displays 7.5. Similar areas of illegal dumping locations can be
seen in both maps, with some slight differences in density of reports.
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Approximately 85% of reports are assigned to three case owners (L10, L20 or L40) for collection
and management. These three case owners identified for the majority of the reports indicate the
geographic location within the City and the associated crew that is responsible for servicing the
reports. L40 has significantly more cases than the other two case owners during the reviewed

period as shown in Figure 6-6.
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Clean SD collects materials from both illegal dumping and curbside collection. Specific items
are tracked by unit in both collection methods, including appliances, mattresses, box springs,
and covered electronic waste (CEW). Figure 6-7, Clean SD Collected Materials illustrates the
number of units of each item collected from either illegal dumping or community cleanup events
during FY24. Additionally, 5,606 tires were collected in FY23 from both collection methods.
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Figure 6-7 Clean SD Collected Materials

Collecting and disposing of illegally dumped materials adds expense and time to ESD
operations. Collection of illegally dumped waste removal is completed reactively and
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inefficiently. ESD staff collect illegal dumping materials as reported, and efficient routing for
collection is rarely possible. Other municipal collection programs have implemented bulky waste
collection as part of their offered services to encourage proper disposal of bulky materials and
discourage illegal dumping. Prescheduled bulky item pickups allow for optimized routes based
on requests and have the potential to create more efficient processes. Other programs have
found success in reducing cases of illegal dumping by offering such programs and some have
documented cost savings overall.

6.2 Community Cleanup Events

Clean SD provides curbside bulky waste collection via 99 community cleanup events annually,
with 11 events (two major events and nine mini events) in each of the City’s nine districts. The
events are limited to a specific number of residents depending on location and range from 80 to
1,000 homes depending on the event. Clean SD services between 20,000 and 30,000 homes
through community cleanup events each year. Recyclable materials collected from community
cleanup events are separated and recycled when possible. As an example, at a major event in
August 2024, Clean SD collected over 50 tons of trash and approximately 9.5 tons of
recyclables. The total event cost was approximately $11,000 including staff overtime and trash
disposal fees.

As part of the Measure B planning, ESD staff completed research on 61 other City programs for
bulky waste pickups in San Diego, Los Angeles and Orange Counties. This research found that
51 of the 61 cities included in this research provided bulky collection curbside at least one time
per year at no charge to customers, and ten cities charged for curbside collection of bulky items.
Of the free programs, nine offered unlimited pickups each year (eight of which are located in
Los Angeles County). Most cities, 48 of the 61, did not offer no- or low-cost passes for residents
to landfills or transfer stations for drop off. Curbside service is considered the most equitable as
some customers may not have access to transportation of bulky items or the means to pay
additional costs for collection of bulky items.

6.3 Tracking and Reporting

ESD’s internal software, Salesforce, provides tracking of customer service issues including
missed pickup, illegal dumping, replace damaged cart, delayed collection, additional container,
container left out and more. The dashboard allows ESD to track how many cases are reported
daily, how long for resolution and change over time. lllegal dumping requires additional staff
time for collection and disposal costs absorbed by ESD. When illegal dumping reports are sent
to ESD, the location is based on where the request was made (ex. someone’s home) rather
than the location of the observed item (ex. in a park). ESD may consider updating the report
process to ensure accurate locations are provided to increase efficiency and reduce the amount
of time needed to resolve such cases. The Get It Done app does allow customers to specify the
location of an item using their geolocation, entering a specific address and adding notes with
additional details when they create a report to report an issue. Understanding common items
collected from illegal dumping may provide insight into what items residents are unable or
unwilling to manage properly, such as furniture, mattresses or hazardous waste which may be
more inconvenient for residents to manage.
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6.4 Recommendations

Analyze reports of illegal dumping by case owner, which corresponds with a geographic
location within the City. Utilize the case owner information to further improve routing
efficiencies and service related to illegal dumping pickups each day. Improved efficiency
and routing of collection may result in quicker service and less staff time needed to
address illegal dumping.

Add Additional community cleanup events. The community cleanup events have
historically been well utilized and well received by residents, resulting in materials
collected and ideally reducing illegal dumping. ESD may consider adding additional
cleanup events to collect additional items and service more areas of the City, with a
particular focus in areas where more frequent requests are made.

Consider adding curbside pickup of bulky waste as part of Measure B changes.
Curbside pickup of bulky waste has been shown to reduce illegal dumping reducing the
cost of collections and burden of scheduling special pickups. ESD has previously
considered offering bulky item pickup as an additional service to customers, which would
come with an added cost for the collection and disposal of items.

HDR does not recommend any additional services as part of this Analysis but does recommend
further exploration of bulky item pickups as part of the Cost of Service Study.
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7/ People

The people who provide service to City Customers for trash, recycling and organics services are
key to program success. Employees of ESD, DGS, Performance & Analytics, and Information
Technology are all key people that allow Collection Services to successfully provide collection
services. The HDR team reviewed the organizational structure including numerous roles and
levels of oversight within the system. ESD has specific staff roles, schedules, union conditions
and company culture detailed below.

7.1 Overview of ESD Organizational Structure

ESD’s organizational structure includes a Director with support from two Assistant Directors.
Collections, which is the focus of this document, reports up to one of the Assistant Directors.
Clean SD and Support Services (includes Customer Services, Finance, Safety, Training, and
Employee Development) report to the other Assistant Director. The Deputy Director for
Collection Services carries the responsibilities for overseeing the day-to-day operations. See
Appendix B for the complete organizational chart. Figure 7-1 shows an ESD driver providing
collection service.

L

Figufe 71 An ESD Driver Providing Collection Service

The Deputy Director of Collection Services has three vacant Program Manager (PM) positions
reporting to it including an Operations PM, Administration PM, and a Customer Eligibility,
Customer, and Container PM. The Operations PM has four District Refuse Collection
Supervisors (Districts) reporting up to that role. The Districts’ responsibilities include overseeing
the Area Refuse Collection Supervisors (Supervisors), coordinating with DGS Fleet on the
availability of trucks for service, assigning drivers to available trucks, and determining which
routes, if any, will need to be “delayed” or “downed” due to lack of resources. A delayed route is
a route that will be serviced on another day. A downed route is not serviced by a specific truck
rather it is picked up on the scheduled pickup date by multiple trucks.
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The Districts have 13 Supervisor positions reporting to them whose main responsibilities include
overseeing the drivers and ensuring routes are completed on schedule, enforcing driver safety,
training, discipline, supporting and conducting daily field observations of drivers, and managing
customer complaints coming from Salesforce, Customer Service, or direct phone calls. The
Supervisors are given daily direction from the Districts on which drivers and trucks they can use
on the routes. The Supervisors have the authority to make changes and assign drivers to routes
as they see fit. The 13 Supervisors have as much as 36 drivers reporting to one Supervisor and
as few as 9 drivers reporting to one Supervisor.

The drivers have two designated positions with Sanitation Driver 2 being entry level, followed by
Sanitation Driver 3. The department has the option to underfill Sanitation Driver 2 with
Sanitation Driver Trainee, or Sanitation Driver 1. Common across the City is a procedure to
underfill positions. “Underfilling” has the characteristics of an employee being in a role one level
below but performing the full range of duties associated with the higher role. After a period of up
to 12 months of adequate performance of underfilling a role, the employee is considered eligible
and qualified for the higher role. That employee can that move into the higher role as a career
advancement. Sanitation Driver 1 at Collection Services is utilized to underfill Sanitation Driver
2.

There are 218 total driver positions including, 11 Sanitation Driver 3 positions and the remainder
in Collection Services are Sanitation Driver 2 positions. The drivers’ principal responsibilities are
to drive the trucks to pick up the curbside trash and deliver the trash to the landfill for disposal.
The drivers are responsible for conducting a pre and post trip report on their vehicle and
providing the paperwork to the supervisor. The drivers are assigned a route for their pickups
that day by a Supervisor. During their route if there is a problem with the customer’s container
the driver is expected to tag the container and flag what is the issue.

Reporting to the Administration PM is a Program Coordinator role that oversees administrative
staff and an Associate Management Analyst. The responsibilities of this role include payroll
specialists, cashiers for the container sales, timecard support, and additional duties. The
Associate Management Analyst role creates route maps in GIS and performs ad hoc data
analysis for leadership.

DGS Fleet provides the vehicle purchases, maintenance, and repair services for ESD services.
DGS Fleet is a separate department within the City that provides fleet services across all City
Departments and not just ESD. The DGS Fleet team that services ESD fleet operates from the
Fleet Repair Facility at the same location Collection Services is based.

7.2 Review of the Organizational Structure

The ESD organization is rational, top-down structure that is common amongst many municipal
governments. While DGS Fleet is in a separate department that does not report to ESD, this is
not uncommon for municipal governments to centralize fleet services. The structure in itself, is
reasonable. The following are areas of recommended improvements:
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7.2.1 Additional Positions

The staff at ESD are hardworking, dedicated employees providing an essential service to the
City, operating large complex vehicles on City streets. They are under-resourced both in terms
of staffing levels and the number of vehicles — the two ingredients that are key to completing
their mission. The vacant positions need to be filled expeditiously. The following positions are
recommended to be filled or added:

Human Resources Coordinator: HDR is recommending an onsite Human Resources
Coordinator (HRC) to service the sizable number of employees at the Miramar facility. This role
is proposed to report to the vacant Deputy Director role under Support Services described
above. The purpose of the HRC role is to support and be available for the employees who work
at Miramar. It was noted that Collection Services staff lacked support or were uninformed of
processes such as annual reviews, benefits, and training. Figure 7-2 shows this recommended

role.
Support Services

Deputy Director
VACANT
Cust Safety Training Human Resources
Sus omer Finance & Employee Coordinator
ervices Development Onsite at Miramar
- New/recommended position
Figure 7-2 Human Resources Coordinator Role

Sanitation Driver 3: The Sanitation Driver 3 function today is not performing the duties as
originally intended. The intention of the Sanitation Driver 3 role is to fulfill the responsibilities of
mentoring, training, and generally filling in for the Supervisors while they are off duty. The
Supervisors have a significant workload without the assistance of trained Sanitation Driver 3.
HDR recommends that each supervisor have three Sanitation Driver 3 roles in place that can
perform the duties described in the union contract. Today there are approximately 11 Sanitation
Driver 3’s. If each Supervisor overseeing routes had three Sanitation Driver 3’s, then the total
would come to 36 Sanitation Driver 3’s. Figure 7-3 shows this recommended role.
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District Refuse Collection Supervisor o

Area Refuse Collection Supervisor @

Sanitation Driver 3 @ @

- New/recommended position

Figure 7-3 Sanitation Driver 3 Role

Automotive Engineer: In the past, Collection Services had an Automotive Engineer position
that acted as liaison between ESD and DGS Fleet. Vehicles are an essential input for the
service and ESD should have a representative who is knowledgeable of vehicle maintenance
and operations representing their interests. HDR recommends returning to the practice of
having this position in place. The responsibilities will include working with DGS Fleet to ensure
there are enough vehicles operable and available to complete the daily routes, ensuring
vehicles have their preventative maintenance completed on schedule, planning with DGS Fleet
the retirements of vehicles and the purchasing of new vehicles, and reporting on a daily basis
on vehicle availability to the Districts and ESD management. This role is proposed to report to
the Program Coordinator. Figure 7-4 shows this recommended role.

Program Coordinator

Associate Supervisor Supervisor _
Management Management Management AUtomotNe
Analyst Analyst Analyst Engineer

. New/recommended position

Figure 7-4 Automotive Engineer Role

Communications Coordinator: As Measure B is implemented there will be a greater demand
on Collection Services to answer customer issues. It is recommended that a role of
Communications Coordinator be created to support external and internal processes. The role
would include responsibilities for triaging requests from the mayor’s office, setting policies for
Collection Services related to branding, stakeholder engagement, and written communications
to customers such as bill inserts and web presence. Internally, the role could also be charged
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with creating content and distributing a department newsletter for employees that includes
employee news, awards, recognition, and a calendar of events. This role is proposed to report
to the Deputy Director for Collection Services.

Performance Management Program Manager: This role would be responsible for overseeing
the development of a comprehensive data plan for Collection Services reporting to the Deputy
Director. The data plan would aim to ensure that systems utilized by Collection Services provide
the data needed for performance management. The data plan will catalog and map the sources
of all data needs and produce a dashboard for management to review on a weekly basis.

Organizational Effectiveness Specialist: This role would be responsible for conducting
process improvement projects, revising or developing standard operating procedures, and
process mapping. This role would report to the Performance Management Program Manager
and generally support process improvement.

Data and Analytics Program Coordinator: This role would be responsible for carrying out the
analytical efforts around data managed by the Performance Management Program Manager.

Safety Officer and Employee Development: Noting the importance of a safety culture as
described in this report, an onsite presence of a safety officer to assist in training and reporting
is recommended. The job performed by Collections comes with inherent dangers from operating
heavy machinery. The safety officer is proposed to report to the existing Safety, Training,
Employee Development Program Manager, but this new position should be onsite at Miramar.
The onsite presence will support the culture of safety, and the position will be available to review
safety incidents, questions, needs, and concerns.

Second Road Mechanic: In interviews it was noted that because of the current state of the
vehicles, a second road mechanic per shift would be helpful to reduce the time vehicles are not
available due to a mechanical issue while out on routes. Since the geography of the routes is
quite spread out, wait times were sometimes noted as needing hours to be put back into
service. Today there are two road mechanics on the first shift and one road mechanic on the
second shift. It is recommended to add one additional road mechanic so that there are two on
the second shift. An additional vehicle for this added road mechanic is also recommended.

Code Compliance Officer: The Collections team through interviews and observations noted
the need for a Code Compliance Officer to assist with the field operations. This role will be
dedicated to responding and investigating complaints, inspecting and enforcing City codes
pertaining to solid waste, scattered litter, illegal dumping, and other ordinances. The Code
Compliance Officer is recommended to report within Clean SD as there are already Code
Compliance Officers organizationally housed there. It is recommended that this Code
Compliance Officer be officed and physically located onsite at the Miramar facility with the
Collection Services Team to facilitate better workflow with the Collections team.

Two Geographic Information Systems Analysts: Making and updating the route maps is a
key internal service needed to efficiently and effectively complete the routes. This process is
currently understaffed, and it is recommended that two GIS specialists be added to ensure that
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route maps are continually updated. This role is proposed to report to the Management Analyst
in Collection Services under the Program Coordinator.

Payroll Specialist: It was noted in interviews that the drivers desired to have a payroll specialist
onsite and present during the hours before or after their shift so that they could discuss any
issues with paychecks. This would not only serve the purpose of facilitating resolution of
paycheck issues, but also help raise morale with drivers knowing that their needs are
addressed. For clarity, this recommendation is for existing staff to make hours during the day
available to be onsite. No additional position is recommended.

7.2.2 Define Clear Roles and Responsibilities and Training

Throughout the interview process, it was noted that there was a lack of formalized training up
and down the ranks at Collections. There is a sense that there is not enough time to perform the
training because of being resource-constrained and needing to perform their primary duties. The
additional positions and staffing levels needed described in this report should alleviate the time
constraints for training. Tied closely to training is the fundamental need to understand what the
roles and responsibilities are for each role of Driver, Supervisor, and District. The job
descriptions of each position at Collection Services are kept in what are referred to as
Performance Plans. These Performance Plans are reviewed with employees at the time of hire
and at annual performance reviews. It is recommended that these Performance Plans be
reviewed and updated to reference the latest skills required and technologies used in operations
at ESD. The outputs in terms of reports, data produced and managed, and key interactions
need to be documented. There has been a lack of accountability in enforcing duties of staff
seemingly due to the heavy workload of all involved. The increased amount of staffing
recommended in this report should assist in alleviating the workload and encourage supervisors
and management to enforce duties. Supervisors should facilitate trainings as needed for staff.

7.2.3 Develop Succession Plans

Succession plans provide clear direction on career advancements and act as a retention tool,
maintains organizational performance, provides clarity to the staff and organization, reduces
transition costs while averting a crisis when a key employee leaves. Having succession plans in
place allows for a gradual transition. HDR recommends having succession plans in place from
the Deputy Director role down to the Supervisors. After job descriptions are completed, this is
another effort that the onsite HR coordinator can lead and work with management to complete.
A template can be developed so that the HR Coordinator can provide the training to
management and supervisors and update the plan once per year.

7.2.4 Update Standard Operating Procedures

There is a lack of documented standard operating procedures particularly around key processes
such as managing customer complaints and/or MPUs, the steps drivers should take when
preparing for their route in the morning, drivers’ procedures to take while on route, and drivers’
procedures when closing out the day. The ARCS have an outdated manual that describes
certain responsibilities but needs to be updated and their key processes need to be documented
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into a standard operating procedure. HDR recommends that the Performance Management role
lead this effort with support from the HR Coordinator.

7.3 Staff Levels

Understanding current staff levels can provide insight on how best to collect and deliver service
within the City for the collection of trash, recycling, and organic waste streams. Ensuring that
staffing levels can meet ESD’s needs is key for efficient and timely collections, as well as
improving employee satisfaction in work. Adding the positions described above will help
alleviate the pressures the management team is currently experiencing from being resourced
constrained.

7.3.1 Driver Distribution

Additionally, right sizing the sections will assist with the day to day management of drivers in the
field. The number of drivers per Supervisor ranges from 9 to 36 drivers. HDR recommends that
the Supervisors each manage approximately the same number of drivers to even out the
workload. There are 12 Supervisors overseeing the routes with 218 drivers. If evenly distributed
that would put 18 or 19 drivers per section. Evenly distributing the drivers in addition to having
three fully trained Sanitation Driver 3’s will assist in managing routes and drivers. An additional
Supervisor would bring the ratio down to 16 or 17 drivers per Supervisor warrants consideration.

7.3.2 Route Bidding

Seniority is highly valued in ESD culture and supported by the Union agreement specific to 4-
10’s® Typically, drivers, ARCS, and Districts who have worked at ESD the longest are allowed
to pick which day they want off first. Drivers, ARCS, and Districts can pick which day they want
off during the route bidding process that is also supported by the Union agreements. Further
discussion of 4-10’s is in Section 7.4 Staff Schedules.

Route Bidding is part of the culture of ESD. Route bidding is a process where routes are open
and available are posted for drivers to “bid” on. Route bidding is a process where drivers apply
for specific routes and may move into other Sections with potentially different ARCS and/or
Districts as a result. The Route bidding process is laid out in an Agreement with Local 127.53

During the interview process at Collection Services, it was identified that the route bidding
process is not scheduled on a regular basis. Reasons provided were the COVID pandemic,
implementation of SB1383, and Sanitation Driver (Commercial Driver License candidate)
shortages. It was stated that route bidding had not been comprehensively completed since

52 Agreement between the City of San Diego and American Federation of State, County and Municipal Employees
Association — AFSCME Local 127 (Local 127) Regarding the 4-10’s-5 Schedule at Environmental Services
Department — (ESD) Collection Services Division as executed on March 25, 2010.

5 Agreement between the City of San Diego (City) and American Federation of State, County and Municipal
Employees Association — AFSCME Local 127 (L127) Regarding the Collection Services Division Open Route
Bidding Process as executed on May 7, 2012.
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2018. The lack of route bidding was identified as a cause of dissatisfaction for Sanitation
Drivers.

Route bidding provides Sanitation Drivers with opportunities for the following: (i) to move to
different types of equipment, (ii) only drivers assigned routes are provided with an assigned
truck, and (iii) route bidding allows drivers with lower seniority to move from a five day per week
schedule to 4-10’s. It is important to note that all Sanitation Drivers are hired with the
expectation that they will initially work five (5) eight (8) hour days, Monday through Friday. On
June 14, 2024, while the HDR team was on site, routes were posted, and bidding was occurring
for a series of open ASL and RL routes.

7.4 Staff Schedules

Evaluating staff schedules can help improve operations and increase efficiency in Collection
Services. As noted in driver performance and staffing performance metrics, off-route time can
include a significant portion of a Sanitation Driver’s shift and can include travel time, unloading,
refueling, and other tasks. Industry standards for collection services staff is four shifts per week
of ten hours per day (4-10s) rather than five shifts per week of eight hours per day (5-8’s). By
implementing longer shifts, off-route time can be decreased, and staff time can be more
efficiently used for collections and provide consistent services to customers during the longer
shifts. ESD already implemented 4-10 shifts for this reason and should continue to prioritize
such schedules for Collection Services. Other staffing schedules may need to be modified to
accommodate Collection Services staff working 4-10 shifts, including supervisors and ARCS.
The management staff is critical for oversight and support, but responsible use of management
staff is important too from a budgetary perspective. ESD may benefit from shared
responsibilities of management staff during a typical 10-hour shift to allow for work sharing.
Further discussion on schedules in relationship to Sections is in Section 10.2 Route
Scheduling.

Schedules for staff unable to perform usual tasks, due to injury for example, should be
evaluated and planned to maximize staff resources. Identifying tasks and special projects for
injured staff to complete may benefit ESD, particularly for non-urgent tasks. During field
observations, it was noted that injured staff are not well utilized and could be used more
efficiently when unable to perform their usual tasks of collections and driving.

7.5 Union

Employees of ESD are represented by two separate unions: Local 127, American Federation of
State, County and Municipal Employees, AFL-CIO (Local 127)54 and the San Diego Municipal
Employees Association (MEA).55

54 The City of San Diego and Local 127, American Federation of State, County and Municipal Employees, AFL-
CIO. Memorandum of Understanding FY2024-2026, July 1, 2023
https://www.sandiego.gov/sites/default/files/|127i-mou-fy24-26.pdf, dl on 5/7/2024.

55 The City of San Diego and San Diego Municipal employees Association. Memorandum of Understanding
FY2024-2026, July 1, 2023. https://www.sandiego.gov/sites/default/files/mea-mou-fy24-26.pdf, dl on 8/28/2024.
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Local 127 primarily represents employees that are in maintenance, labor, skilled trade, and
equipment operator units. Local 127 represents employees of ESD in the following roles:
Sanitation Driver Trainee, Sanitation Driver |, Sanitation Driver Il, Sanitation Driver Ill, Utility
Worker |, and Utility Worker II. Local 127 represents employees of DGS Fleet in the following
roles: Assistant Fleet Technician, Fleet Technician, Master Fleet Technician, Fleet Team
Leader, and Welder.

MEA represents employees that are in the administrative and field support, technical,
professional, and supervisory units. MEA represents employees of ESD in the following roles:
Administrative Aide, Account Clerk, Area Refuse Collection Supervisor, Assistant Management
Analyst, Associate Management Analyst, Cashier, Customer Service Representative, Customer
Services Supervisor, Dispatcher |, Dispatcher Il, District Refuse Collection Supervisor, Payroll
Specialist Il, Public Works Supervisor, and Senior Management Analyst,. MEA represents
employees of DGS Fleet in the following roles: Auto Parts Stock Clerk, Storekeeper, Fleet Parts
Buyer, Fleet Repair Supervisor.

Approximately 92% of the 251 positions in Collection Services are represented by Local 127.
Local 127 relationships with management seemed cordial and per Collection Services staff
regular monthly meetings are occurring with Local 127 and management staff. Stewards of
Local 127 are relatively new to their roles as stewards.

7.6 Company Culture

Company culture can provide benefits to organizations or negatively impact the work
environment. ESD has a history of tenure staff and employees who have worked at the City for
many years, speaking to the positive company culture and job satisfaction of many staff. Low
turnover rates indicate a high level of job satisfaction and indicate that staff are pleased with
their roles. Interviews with staff identified opportunities to improve company culture to benefit
individual staff, and also the organization as a whole. HDR determined that increased
engagement in employee recognition may improve the culture of ESD staff. Employees perform
difficult tasks and provide critical services to the City’s customers. Providing recognition and
public appreciation to staff can help acknowledge the benefits they provide and the challenges
that the job entails.

ESD’s driver incentive program allows drivers to end their shifts sooner if completed before 4:30
PM. The incentive is intended to promote efficient and timely route completion to reward staff by
allowing them to leave earlier when the work is complete and still receive pay for a full 10-hour
shift. This model for Collections staff is common in the waste industry and often results in
shorter days and more satisfied employees. When ESD has driver shortages or additional
routes that must be completed in addition to a driver’s usual route, the incentive is less likely for
drivers. Reducing the likelihood of incentive time off can negatively impact drivers and reduce
their satisfaction with work hours and expectations. Interviews found that employees were
frustrated by extra routes and less frequent incentive time off as a result of current operational
challenges within the department.
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Creating individual development plans for staff may also help personalize growth opportunities
and identify key learnings for staff. Given the number of employees and similar roles,
personalizing development plans has the potential to help individuals see themselves as a
critical contribution to the larger system and identify their own skills that can benefit ESD.

Collective bargaining through the union allows ESD employees to negotiate terms for
employment. This system for negotiations may benefit or negatively impact company cultures,
particularly between union and nonunion employees. Acknowledging this challenge could help
all employees better under the role of collective bargaining and improve perceptions of the
union.

There exist several mechanisms in place for employees to receive recognition. Feedback from
staff indicated that the efforts were either inconsistent or they were not aware of them. HDR
recommends that these mechanisms become the responsibility of the Performance
Management role with support from the HR Coordinator and Communications Coordinator. The
goal will be to raise the visibility and participation in these activities.

HDR recommends an annual employee survey be conducted, analyzed, and results
communicated to staff. The communications should indicate which areas the organization is
performing well and other areas of improvement. Steps to support the areas of improvement
should be articulated to communicate that the feedback was heard and being acted upon.

7.7 Recommendations

In summary, HDR’s recommendations for improving operational efficiency regarding People
include the following:

e Add the following positions:
o Human Resources Coordinator (Program Manager)
o Automotive Engineer
o Communications Coordinator (Program Manager)
o Performance Management (Program Manager)
o Organization Effectiveness Specialist 3
o Performance Management Program Coordinator
o Safety Officer and Employee Development
o Additional Road Mechanic (second shift)
o Code Compliance Officer
o Two Geographic Information Systems Analysts
o Supervisor
o Add 25 more drivers to Sanitation Driver 3 position

e Ensure onsite presence during the week for a Payroll Specialist to be available for
drivers.
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o Document or update the following:

o Update Job Descriptions (Performance Plans) with technology skills required, ensure
Performance Plans document outputs in terms of reports and data

o Succession Plans

o Standard Operating Procedures
e Reinvigorate employee recognition and annual employee surveys.

¢ Anticipated estimated cost considerations for additional staff are identified in Table 7-1.

Table 7-1 Additional Recommended Positions Salary and Fringe Considerations
Human Resources Coordinator (Program Manager) $252,469
Automotive Engineer $211,831
Communications Coordinator (Program Manager) $252,469
Performance Management (Program Manager) $220,331
Organization Effectiveness Specialist 3 $136,556
Performance Management Program Coordinator $220,331
Safety Officer and Employee Development $143,877
Additional Road Mechanic (second shift) $130,068
Code Compliance Officer $106,705
Two Geographic Information Systems Analysts $281,748
Supervisor $204,710
25 Sanitation Driver 3’s $5,002,625

Total $6,970,652
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8 Facilities

Several of HDR’s Facility Design Team experts visited the Miramar Yard on June 20, 2024, to
observe the office building, fleet maintenance building, parking, and general flow of Collections.
A series of interviews occurred on that day surrounding the facilities, parking, and usage of the
facility. A tour and review of the office building, fleet maintenance repair building and yard,
including carts storage was conducted. Additional interviews occurred regarding the uses and
information available in the offices. Through an interview process, HDR determined the building
was originally constructed in the late 1980’s by Waste Management who used the facilities until
1999. The City purchased the property and buildings at that time and proceeded to occupy the
space as a central yard. Prior to the purchase of Miramar, Collection Services was located in
multiple locations around the City. It was determined through interviews and observations that
the Miramar buildings had largely been untouched since Waste Management sold the property
in 1999. The yard has undergone several iterations for parking, storage, and fueling stations.
See Appendix C for a Map of Collection Services at 8353 Miramar Place, San Diego.

8.1 Office Building and Yard

HDR began with an observation of the Miramar office building and a tour of the Miramar Yard.
The following was observed:

¢ The Miramar office building lacks an adequate training room. Staff at Miramar lack
adequate computer lab access.

¢ Insufficient office space exists for the current needs of ESD and DGS Fleet.

e The Miramar yard lacks the necessary stormwater controls for managing stormwater on
site, particularly regarding the carts collecting stormwater on site. The lack of covered
storage facilities results in additional stormwater collected in carts that must be
managed.

e The existing steam bay has one hot water pressure washer wand and reel, and an
adjacent uncovered area where the pressure washer and chemical tanks are stored.
Currently the hot water pressure washer is not operational.

The general organization and storage at the Miramar Yard and buildings were observed. The
Miramar Yard did not have items stored in a logical or planned way, resulting in inefficient use of
space and opportunities to improve layout and storage to maximize available space. This
includes storage of pamphlets and small organics buckets in wash bays subject to the elements
and damage.

Figure 8-1 shows the outdoor breakroom at the facility. The lack of adequate indoor training or
meeting space has resulted in an outdoor breakroom to allow for enough space for all staff to
gather. While the majority of the location is covered, it is still exposed to weather elements.
Meetings and gatherings are subject to being overheard by others or being interrupted by noise.

General housekeeping in the outdoor breakroom area was a concern. Cart storage surrounded
the outdoor breakroom, including tipped over carts. The ice machine and water faucets had
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debris inside and around them and did not appear to have been cleaned or serviced in quite
some time.

Figure 8-1 Miramar Yard Outdoor Breakroom and Gathering Space

Observation on site found that fuel lanes, including diesel, unleaded, and CNG had inadequate
quantities and placement for efficient fueling. The queuing of vehicles waiting to fuel for diesel,
unleaded, and fast fill CNG conflicted with vehicle access, pedestrian traffic, and the exit of the
maintenance building. Opportunities exist to improve the vehicle flow on site for efficiency and

safety.

8.2 Cart Storage and Maintenance

Cart storage at the Miramar Yard was observed to be organized, but occupies a large,
uncovered area of the site. The recommendation for improvement is to relocate carts to an off-
site storage area. The off-site storage area should have space to store 10% of the 300,000
trash carts in the field (approximately 30,000 carts). The approximate space needed for cart
storage, assuming four carts are vertically stacked, is approximately 7.5 square feet for each
stack. An enclosed space of approximately 26,250 square feet (includes 40% circulation factor)
or a covered space of approximately 21,560 square feet (includes 15% circulation factor) would
be needed for adequate storage. Uncovered cart storage is not recommended due to water
from rain events getting into the carts and the potential for increased maintenance and cleaning
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requirements for carts exposed to outdoor conditions. The order of magnitude cost is
$13,000,000 - $16,000,000%.

When cart storage is relocated to a covered or enclosed area off site, there will be a need for a
cart repair shop or similar facility at the identified new location. The purpose of this shop will be
to assemble wheel support bars, wheels, and lids for the trash, recycling, and organics carts to
replace carts under warranty brought in from field operations. The cart repair shop is
recommended to be approximately 1,600 square feet and have double door access to the
exterior, be furnished with heavy duty steel top work benches, vises, clamps, and storage bins
for parts, and be located adjacent to the cart storage area for efficiency. The order of magnitude
cost is $1,000,000.57

8.3 Fleet Repair Facility
8.3.1 Existing Conditions

Collection Services is responsible for maintenance and updates to the for the Fleet Repair
Facility where DGS Fleet repairs Collection Services’ vehicles.

During the tour of the existing Fleet Repair Facility, it was observed that there is a total of 17
bays within the building. The building has a set of two operational mobile column lifts, and two
surface-mounted platform lifts. Additionally, two post in-ground lifts of the four existing vehicle
lifts are not operational. Figure 8-2 shows the platform lift in the maintenance building. Review
of current operations found that the existing maintenance building is at maximum capacity,
servicing a fleet of 172 solid waste vehicles (excluding Active Seized and Holdover vehicles).
Definitions for active seized and holder collection vehicles can be found in Section 9.1.1
Existing Fleet Description. These vehicles are serviced in two shifts, with one PM bay and 13
repair bays.

Based on site observations and feedback from mechanics, the portable column lifts occasionally
present connectivity issues that cause lifts to rise at irregular rates, or cause one of the four lifts
to not function, resulting in delays in repair and an increase in safety concerns. Both existing in-
ground lifts and one of the two platform lifts are red-tagged as nonoperational, requiring an
increased dependence on the portable column lifts and jack stands, which results in an increase
in the time required to start and complete repairs. The non-operational in-ground lifts and
platform lifts are estimated to be, at a minimum, 20 years old.

The on-site observation team also observed the welding area. The equipment overall was
outdated, and the area appeared cluttered with other materials stored in the same area. During
interviews, the welder commented specifically on needing better equipment and quarters to
properly weld the vehicles. The on-site observation team recommends the welding shop be
expanded with an additional fabrication shop, to be located adjacent to the welding bay.
Appropriate equipment for the welding shop should be provided such as a welding table, arc

%  The estimated costs for the development of a cart storage area are based on $597/square foot.
57 The estimated costs for the development of a cart repair shop are estimated based on $597/square foot.
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welder, MIG and TIG welders, plasma cutter, vertical and horizontal band saws, drill press,
buffer/grinder with pedestal, storage areas for welding materials with cabinets, steel storage
racks, bins and a bridge crane coverage over both shop area and welding bays.

Figure 8-2 Platform Lift for Preventative Maintenance of Vehicles
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Figure 8-3 Secured Parts Storeroom in the Maintenance Building

Figure 8-3 shows the secured parts room storage in the maintenance building. Access to parts
and timeliness of receiving parts for repairs has been an ongoing concern for DGS Fleet staff.
During review of work orders and interviews, the on-site team observed that delays in receiving
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needed parts was a common reason for vehicles not being repaired and remaining on Red-Tag.
Many of the parts that have longer delays in availability are specialty parts for solid waste
vehicles. A common way to reduce this delay is to order parts before they are needed in
adequate quantities to be sure they are always available. In order to accommodate the need to
stock additional parts, there would be a need to expand the parts storeroom.

During on-site observations, the team observed the existing fluids/compressor room. The room
was cramped and appeared undersized for the quantity of fluid tanks and compressors currently
needed for operations. Safety and maintenance issues can occur when there are inadequate
operational clearances for maintenance access and operation of equipment. Fluids and
compressor rooms are typically loud and dustier environments. The fluids and compressor room
would be better located acoustically and physically separate from other areas to prevent noise
migration, dirt, and fumes. The room appeared undersized for access of new and used bulk fluid
tanks, compressors, and refrigerated dryers. Access to the room is located via the interior,
whereas double exterior doors would provide better access for deliveries.

8.3.2 Vehicle Service Capacity

To evaluate the adequacy of the Fleet Repair Facility to meet the service demand of the existing
solid waste fleet, the current active vehicles were compared to the number of PM and repair
work orders completed in 2023.

Upon reviewing work order data from 2023, there were a total of 476 PM inspections and
11,710 repairs performed in 2023, at an average duration of 3.5 hours each.58 Additionally,
approximately 20% of the fleet was observed to be down, listed as Red-Tag awaiting repair
completion, effectively reducing the total available fleet to complete routes.

The main cause for Red-Tag vehicles was gathered based on site observations and feedback
during interviews with key staff. The main causes identified include:

e Issues with hydraulic system and components.
¢ Inability to perform engine repairs in the field.
e Extended lead time on essential parts and components.

o Welding related mechanical damage to components, and corrosion caused by trash or
other materials collected.

Table 8-1 shows a by-the-numbers comparison of the existing number of vehicles in the
Collections fleet, 2023 total number of work orders broken down by type, average number of
work orders per day, and average fleet technician staffing for 2023. The data received indicated
that Collections had 190 vehicles in the fleet. For 2023, a total of 12,186 work orders were
completed. Of the work orders, 476 or 4% were for PM and 11,710 or 96% were for repairs.

58 The estimated time to complete work orders is based on the average time to complete both PM and repair jobs
based on work orders received from 01/01/2023 through 31/12/2023. The time required for repair orders varied
between less than one hour to over 20 hours depending on task and complexity.
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Repairs can be defined as unplanned work needed on the fleet vehicles. Using 260 working
days per year, there was, on average, 47 work orders per day. Each vehicle had an average of
64 work orders over the course of 2023.

Table 8-1 2023 Work Orders and Repairs by the Numbers

T gy T e
Total Number of Collection Vehicles ['! 190
Total Number of Work Orders 2023 12! 12,186

PM Work Orders (%) 476 (4%)
Repairs Work Orders (%) 11,710 (96%)

Average Orders per Day [l 47
Average Orders per Vehicle ! 64
Staffing — Fleet Technicians [ 34
Shifts per Day 2

Note:

[ Represents all packer trucks (e.g., both side load and rear load vehicles) in the fleet. This includes 42 packer
trucks that are past their planned retirement date and 63 packer trucks that are at least seven years old. 172
vehicles are considered active (e.g., not marked as holdover or active seized)

1 Represents work orders serviced in 2023.

B Accounts for 1.83 for PM and 45.04 for Repairs. Calculated by dividing work orders by 260 working days per
year.

4 Average work order per vehicle calculated by total work orders divided by 190 active solid waste vehicles.

Bl Includes 34 fleet technicians. There are also three welders and two Master Fleet Technicians.

Of the 190 vehicles in Collections fleet, 172 vehicles are considered active. Active is defined as
not marked as holdover or active seized. The total number of active vehicles was used to
calculate the existing vehicle service capacity of the maintenance building. Table 8-2 shows the
estimated number of bays required to meet the service capacity needs of the existing 172 solid

waste vehicles considered active in the fleet.
Estimated Required _ .
13

17.2

Table 8-2 Vehicle Service Capacity Analysis

Total Active Existing Vehicle Serviced per
Fleet Bay [l
10

172

[I:I]Ote'Based on national average for repair bay ratios for solid waste collection vehicles. Actual required service bays
may vary.

Each vehicle had a work order generated 64 times on average in 2023. The expected frequency

of work orders per vehicle may vary based on the average daily mileage driven by each vehicle,

age of vehicle, or other information, as discussed in Section 9.1 Fleet. Each vehicle on average

had five work orders per month, which directly impacts the operating capacity of the

maintenance building.

Based on the Analysis, the existing maintenance building bays should provide sufficient service
capacity but are not able to due to the number of bays out of service. Also, while it seems that
34 fleet technicians are adequate, given the total number of bays, the fleet technicians are
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spread over the current two-shift schedule. In addition, DGS Fleet vacancy rates average
between 12 and 16% and DGS Fleet leadership indicated that there were multiple challenges
with coverage of Fleet Technicians on Industrial Leave and PTO.

8.3.3 Fleet Technician Capacity

During the on-site observations and interviews, the team met with several groups of fleet
technicians, both as interview panels and in the maintenance building. Based on 2024 data,
DGS Fleet staff consists of 15 fleet technicians plus seven vacancies, three welders and two
Senior Fleet Technicians comprised the staff at Miramar Yard for the first shift. The second shift
has 14 fleet technicians plus three vacancies, one welder, and six other staff. In Section 8.3.2
Vehicle Service Capacity, it was determined that 13 bays are an adequate capacity for the
existing vehicle numbers and work orders. Industrial Leave, PTO and vacancies impact the
number of fleet technicians available daily. Additionally, there are two first shift welders and one
second shift welder on the second shift. While not specifically reviewed in the work orders,
during on-site observations, it was repeatedly indicated that some sort of welding is required for
most repairs, particularly around the arm on the automated side load, tipper on the back of the
rear load, and the packer portion of the vehicle.

HDR recommends one additional fleet technician as a second road mechanic on the second
shift. HDR also recommends one additional welder for the second shift. This will increase the
number of welders from three to four to allow for completion of repairs when welding is required.

8.3.4 Previously Proposed Mezzanine in Maintenance Building

ESD previously explored an option to expand and improve the vehicle parts storage room in
2016 by proposing a mezzanine level above the existing space. The proposed site
improvements included constructing a mezzanine with stairways and a mechanical lift for
vehicle parts storage within the existing maintenance building. An additional firefighting
apparatus was proposed at the time but is no longer needed since fire truck maintenance and
repair for the City has relocated to a different location.

The proposed mezzanine in the vehicle parts storage room would provide additional storage
space on site and offer more space within the existing building by moving light duty storage and
parts that are not frequently replaced to the new mezzanine location.

The site improvement plan provides details that may be considered again to improve the layout
and storage on site. The entire mezzanine project estimated probable cost from 2016 was
estimated at about $500,000. Further review of the construction of a mezzanine level would be
required to estimate 2024 costs due to recent inflationary trends and the impact of construction
on current operations in the maintenance building.

8.4 Recommendations

Site improvements recommended based on observations include the following.
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8.4.1

8.4.2

8.4.3

Office Building

Construct a dedicated computer lab and training room for Miramar facilities and
Collection Services employees to allow for efficient work and necessary resources. Such
improvements could include increased office capacity at the facility.

Yard

Improve fuel lanes at the Miramar facility. Improvements may include providing
protection and signage on site to avoid functional and operational clashes between
vehicles fueling and those entering and exiting the Miramar Yard.

Relocate carts from the Miramar facility to an off-site, covered storage area for more
efficient storage, to reduce cart damage, and provide more space on site at the Miramar
facility. This new location should also include a cart repair shop to repair carts and
replace parts as needed, allowing for sufficient space to address such tasks.

Improve existing steam bay with two hot water pressure washers with dual nozzle detail
wand (one hot water, one soap), reel, scabbard, soap tanks, and remote starter for use
in cleaning vehicles, including the underside, before bringing into PM or repair bays.

Provide an enclosed room for high pressure washers, tanks, and soap drums adjacent to
the steam bay. Tanks should be sized to support the wash of at least four Refuse Trucks
per hour.

Provide eye wash station to be used in the event of an emergency.

Fleet Repair Facility

Provide lubrication stations at locations (to be coordinated later) in sufficient quantity to
provide expedited lubrication of required components on vehicles, utilizing the frequency
recommended by manufacturers.

Expand the parts storeroom to accommodate the additional storage of parts and
materials that are frequently used or experience delay in availability, to improve speed of
repairs. The estimated size of the expanded parts storeroom is 5,700 square feet for
pallet racks, bulk racks, and shelving units.

Expand the welding shop to improve timeliness of repairs. The recommended size is
1,200 square feet for the welding and fabrication shop, to be located adjacent to the
welding bay. This welding shop should be equipped with welding equipment such as a
welding table, arc welder, MIG and TIG welders, plasma cutter, vertical and horizontal
band saws, drill press, buffer/grinder with pedestal, storage areas for welding materials
with cabinets, steel storage racks, bins, and a bridge crane coverage over both shop
area and welding bays.

Locate the fluids and compressor room to an area acoustically and physically separate
from other areas to prevent noise migration, dirt, and fumes. The existing fluids and
compressor room is undersized for the current quantity needed for fluid tanks and
compressors for operations. The room should be furnished with double door exterior
access for deliveries. The room should be sized to consider the adequate operational
clearance for the access and maintenance of new and used bulk fluid tanks,
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compressors, and refrigerated air dryers. The updated fluids and compressor room
should be approximately 500 square feet based on current needs.

o Repair the three Fleet Repair Facility bays with broken vehicle lifts. Each bay should be
updated to become operational, with a fully functioning vehicle lift (e.g., in-ground post-
style lift, vertical-rise platform-style lift, or portable column lift, etc.).%®

8.4.4 Additional Staffing

e Add one additional road mechanic (fleet technician) and one additional welder is
recommended to increase the amount and timeliness of work orders, including PM and
repairs.

Based on the recommendations specific to facilities, cost considerations could include fees
associated with building improvements, expansions, or relocations. Making improvements to the
Miramar office building, yard, and cart storage could benefit ESD by improving efficiency and
allocating more space for needed services. Cost considerations are detailed in Table 8-3.

Table 8-3 Facilities Recommendation Cost Considerations
Miramar office building improvements ~Computer lab and training room To be determined
Miramar Yard improvements Steam bay and wash eq. room. $290,000
Fleet Repair Facility improvements Vehicle replacement, expand welding $3,400,000 - $4,014,000
shop, lube
Update fluid and compressor room $300,000
Repair equipment in three bays®’ $900,000
Expand the parts storeroom $3,400.000
Welding bay and fabrication shop $720,000
Constru_ct previously proposed $500,000
mezzanine
Miramar Yard modifications Cart storage facility $13,000,000 - $16,000,000
Cart repair shop $1,000,000
Additional staffing needs One additional fleet technician $130,061
One additional welder $122,803

59 The estimated costs are for equipment procurement only, do not include structural, and MEP costs. Costs for
outsourcing any structural repairs on Red-Tag vehicle lifts are not included in this estimate.
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9 Equipment

The relationship between Collection Services and DGS Fleet is symbiotic and the two need to
work together seamlessly as a team to ensure customers are provided with collections. In this
section the City’s fleet is only intended to refer to Collection Services’ fleet unless otherwise
noted. Vehicles in the fleet are shown in Figure 9-1.

9.1 Fleet

This Analysis uses the term “fleet” throughout to describe the vehicles necessary to provide
collection services activities to the customers of Collections. Collection Services and DGS Fleet
are the two entities primarily responsible for activities related to fleet. Collectively the two
departments make decisions on the types of vehicles to be used to provide collection and
operations services. DGS Fleet is responsible for the purchases and replacement plans for the
fleet. In addition, DGS Fleet is responsible for repair and maintenance of the fleet that Collection
Services uses and providing an adequate number of vehicles for Collection Services to
complete their routes. Collection Services is responsible for safely operating the vehicles on
routes and operating the equipment in a way that is appropriate for the vehicle type and
conditions.

Figure 9-1 Rear Load Compressed Natural Gas Truck at Miramar Yard

9.1.1 Existing Fleet Description

Currently, Collection Services has 190 refuse trucks in its fleet. The Collections fleet includes
153 (81%) ASL vehicles and 37 (19%) rear loaders. Compressed natural gas (CNG) is used in
78% of the City’s collection services fleet and the remaining 22% of vehicles use diesel. Figure
9-1 shows a CNG truck parked at the Miramar Yard near a CNG slow fill station.
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Figure 9-2 ESD Truck at Facility

Collection Service’s fleet contains vehicles in Active, Holdover, and Active Seized status. These
status types are defined as follows:

e Active: Vehicle is in service.

¢ Holdover: Replacement vehicle is in service. This vehicle was allowed to be held over
until deemed "beyond economical repair,” when it will be retired and sent to auction. This
vehicle will not be replaced.

o Active Seized: Vehicle has been seized by the attorney's office due to accident. Vehicle
will be or already has been replaced.

Most of the refuse trucks are in Active status, as shown in Table 9-1.

8% 27
o\ |

= Active
= Holdover

= Active Seized

Figure 9-3 Status of Fleet Vehicles
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9.1.2 Existing Fleet Age

The current fleet includes vehicles that began service between 2011 and 2024. Table 9-1

shows the number of vehicles by model year. Typically, vehicles began service in the same year
as the model year, but in some cases the date the vehicle came into service is the year before
or after the model year. Vehicles used for trash, recycling, and organics collection are
specialized and the number of manufacturers is limited. This can result in delays in availability of
vehicles of 12 to 18 months.

Table 9-1 Summary of Refuse Trucks by Model Year
2011 13 3 2%
2012 12 1 1%
2013 11 1 1%
2014 10 6 3%
2015 9 17 9%
2016 8 1 1%
2017 7 23 12%
2018 6 27 14%
2019 5 18 9%
2020 4 18 9%
2021 3 11 6%
2022 2 0 0%
2023 1 61 32%
2024 - 3 2%

As shown in Table 9-1, vehicles are not replaced on a consistent schedule. DGS Fleet did not
purchase vehicles for Collection Services from model year 2022 and purchased 61 vehicles
from model year 2023. Collection Service’s current vehicle replacement schedule for ASLs and
RLs is every six years, however HDR throughout this report recommends a change to
replacement every seven years. The replacement schedule of seven years is such that vehicles
are ordered to be available to Collection Services as the vehicle reaches seven years and DGS
Fleet purchasing plans for the delays that will happen in manufacturing and procurement.
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Based on details in Section 2.3.5

Vehicle Replacement and = o)
Maintenance, HDR used the 58 veh ICIeS (31 /o)
industry standard where the City
moves toward a schedule where
vehicles are replaced every seven

years for modeling purposes.® .%‘!o“ .%_‘o“ .%.!o“ '“o"!o“ .%.!o“
Currently, the City has 47 vehicles

or 25% of the total fleet, that are ﬂl\‘ al\‘ al\‘ ﬂl\‘ al\‘
more than seven years old. An *Yo'wo'™ oo™ “owo™ oo Yoo
additional, 58 vehicles or 31% are

operating past the City-defined planned retirement date for each vehicle. The planned
retirement dates are based on the City’s standards by vehicle type. Each vehicle is assigned an
estimated retirement date based on the anticipated lifespan of the vehicle (which ranges from
72 to 96 months for packer trucks) when the vehicle is purchased by DGS Fleet. The estimated
retirement date sets the planned retirement date, but DGS Fleet may modify the planned
retirement date by vehicle to meet its current needs.

are operating past the City-defined planned retirement date

As discussed in Section 5.2.3 Truck Availability, there are not currently enough vehicles to
service the existing routes. Standard practice in collections is to have enough “frontline”
equipment that is used on a daily basis to complete routes. After the fleet age reaches a certain
point, seven years in this case, vehicles are replaced. However, the vehicles replaced are not
necessarily sold or removed from the fleet. They become what is defined as Holdover vehicles
by the City and are used as “spares”. Spares are collection vehicles that are greater than in this
case seven years and are intended to only be used when frontline equipment is not able to be
repaired outside of route collection hours. Spare vehicles are not intended to be used as
frontline equipment on a daily basis. A set of spare collection vehicles could be established that
are greater than seven years as “Holdover” vehicles. SWANA recommends that municipalities
maintain a backup pool of approximately 20% of the total number trucks needed to service their
routes.®' Vehicles older than seven years may be used as spares but are not recommended for
daily collection.

The total mileage of each vehicle is recorded when vehicles are out of service for planned
preventative maintenance or for unplanned repairs. In general, older vehicles have higher
odometer readings compared to newer vehicles, as shown in Figure 9-4, Comparison of Milage
by Model Year. However, DGS Fleet staff reported that mileage is only recorded when vehicles
have an open work order, and in some cases, the mileage is not updated. This is the best
available data at this time but may not accurately reflect actual odometer readings.

60 Efficient Management of Waste and Recycling Collection Resources: March 2022, Solid Waste Association of
North America (SWANA)'s Applied Research Foundation, www.swana.org

61 Efficient Management of Waste and Recycling Collection Resources: March 2022, Solid Waste Association of
North America (SWANA)'s Applied Research Foundation, www.swana.org
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Note: DGS Fleet staff reported that mileage is only recorded when vehicles have an open work order, and in some
cases, the mileage is not updated. The data in this figure is the best available at this time but may not reflect actual
odometer readings.

Figure 9-4 Comparison of Mileage by Model Year

9.1.3 Maintenance and Repair Costs

Operating an older fleet can significantly increase maintenance and repair costs. The cost
analysis included in SWANA'’s Applied Research Foundation’s (ARF) Effective Management of
Waste and Recycling Collection Resources indicated that annual maintenance and repair costs
are approximately equivalent to annual capital expenditures, and therefore “deferring new
vehicle purchases at the end of optimal service life will likely increase total service costs.”

Based on data provided by the DGS Fleet, $49.6 Million has been spent on maintenance and
repair over the lifetime of its existing Collection Services fleet. This is compared to a purchase
cost of $64.7 Million for its existing fleet Note that costs have not been equalized to 2024
dollars, as the lifetime cost data is tracked cumulatively, rather than by year. Table 9-2 shows a
summary of fleet costs.

Table 9-2 Summary of Fleet Costs [']
_ . Average Cost for Newer Average Cost for Older
Totall:lestntlre Trucks (< 7 Years of Trucks (2 7 Years of

Service) Service
Purchase Cost $64.7 Million $367,920 $256,930
Lifetime Repair Costs [ $49.6 Million $170,880 $535,870
Lifetime Preventative $1.6 Million $6,970 $12,250

Maintenance Costs [2
Work Order Costs - 2022 to $13.8 Million $62,050 $135,210

2024

Note:

[ Costs have not been equalized to 2024 dollars. Nominal costs are shown in the table.

1 DGS Fleet staff noted that the date that data collection began for lifetime repair cost is unknown. Costs for repair
and maintenance have been consistently reported since approximately 2016, but the level of detail on previous
records is unknown. Therefore, repair data from early model years (e.g., 2011-2013) may not include all lifetime
costs.

99 | October 25, 2024



Operational Efficiency Analysis
City of San Diego Environmental Services Department

As shown in Figure 9-5, the average lifetime repair costs by truck are generally lower for
vehicles that have only been in service since 2016 compared to vehicles that have been in
service between 2011 and 2016.
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Note: DGS Fleet staff noted that the date that data collection began for lifetime repair cost is unknown. Costs for repair
and maintenance have been consistently reported since approximately 2016, but the level of detail on previous records
is unknown. Therefore, repair data from early model years (e.g., 2011-2013) may not include all lifetime costs.
[l Costs have not been equalized to 2024 dollars. Nominal costs are shown in the table.

Figure 9-5 Average Lifetime Repair Costs by Vehicle Model Year!!

As shown in Figure 9-5, newer vehicles have lower lifetime repair costs compared to older
vehicles. However, older vehicles also have higher annual costs. Figure 9-6 shows the lifetime
PM and repair costs divided by the number of years each vehicle has been in service to
estimate an annual cost per vehicle. In general, older vehicles have higher repair costs by year
compared to newer vehicles. The data shown in Figure 9-6 shows that vehicles from model
years 2011, 2012, and 2013 have lower lifetime repair costs compared to other vehicles.
However, City staff noted that the date that data collection began for lifetime repair cost is
unknown. Costs for repair and maintenance have been consistently reported since
approximately 2016, but the level of detail on previous records is unknown. Therefore, repair
data from early model years (e.g., 2011-2013) may not include all lifetime costs.
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Note:

[ Costs have not been equalized to 2024 dollars. Nominal costs are shown in the figure.

[Pl DGS Fleet staff noted that the date that data collection began for lifetime repair cost is unknown. Costs for repair
and maintenance have been consistently reported since approximately 2016, but the level of detail on previous
records is unknown. Therefore, repair data from early model years (e.g., 2011-2013) may not include all lifetime
costs.

Bl Lifetime repair costs were divided by the number of years each vehicle was in service to estimate the annual repair
cost.

Figure 9-6 Average Annual Repair Cost by Model Year

DGS Fleet has spent a significant amount on lifetime repair and PM costs on its existing
Collection Services fleet, particularly on vehicles that are more than seven years old. Table 9-3
shows the 20 vehicles with the highest lifetime repair and PM costs. The total cost of work
orders from 2022 to 2024 for these 20 vehicles was also included for reference.

Table 9-3 Summary of Vehicles with Highest Lifetime Repair Costs

1ol Total Work
Equipment Life Cycle Model Vehicle Lifetime
o ; Order Cost
ID Description Year Type Repair& 2022-2024
PM Costs ( : )

815322 ACTIVE 2015 AUTOCAR ACX64 $949,435 $200,212
815302 HOLDOVER 2014 AUTOCAR ACX64 ASL $880,920 $179,652
815308 HOLDOVER 2015 AUTOCAR ACX64 ASL $857,838 $197,394
815305 HOLDOVER 2014 AUTOCAR ACX64 ASL $844,769 $144,851
815304 HOLDOVER 2014 AUTOCAR ACX64 ASL $831,218 $170,721
815318 ACTIVE 2015 AUTOCAR ACX64 ASL $828,029 $154,049
815317 ACTIVE 2015 AUTOCAR ACX64 ASL $822,563 $179,758
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Total
Equipment Life Cycle Model Vehicle Lifetime gc::jaelrvgggl;
ID Description Year Type Repair& 2022-2024
PM Costs | (2022-2024)

815316 ACTIVE 2015 AUTOCAR ACX64 ASL $806,081 $151,815
815325 ACTIVE 2015 AUTOCAR ACX64 ASL $799,373 $178,711
815336 ACTIVE 2017 PETERBILT 320 ASL $771,709 $196,767
815319 ACTIVE 2015 AUTOCAR ACX64 ASL $769,737 $183,654
815303 HOLDOVER 2014 AUTOCAR ACX64 ASL $731,831 $150,991
815307 HOLDOVER 2015 AUTOCAR ACX64 ASL $706,852 $150,090
815313 HOLDOVER 2015 AUTOCAR ACX64 ASL $701,659 $139,775
815309 HOLDOVER 2015 AUTOCAR ACX64 ASL $686,107 $178,690
815311 HOLDOVER 2015 AUTOCAR ACX64 ASL $680,246 $116,411
815306 HOLDOVER 2014 AUTOCAR ACX64 ASL $676,867 $155,299
815324 ACTIVE 2015 AUTOCAR ACX64 ASL $676,622 $171,029
815321 ACTIVE 2015 AUTOCAR ACX64 ASL $661,999 $133,297
815323 ACTIVE 2015 AUTOCAR ACX64 ASL $651,135 $161,864
Note:

[l Costs have not been equalized to 2024 dollars. Nominal costs are shown in the table.

21 DGS Fleet staff noted that the date that data collection began for lifetime repair cost is unknown. Costs for repair
and maintenance have been consistently reported since approximately 2016, but the level of detail on previous
records is unknown. Therefore, repair data from early model years (e.g., 2011-2013) may not include all lifetime
costs.

The Collection Service’s current fleet includes vehicles from five manufacturers:

e Autocar (ASL)

o Isuzu (ASL)

o Peterbilt (ASL)

o Battle Motors (RL)
e Crane Carrier (RL)

Figure 9-7 shows the lifetime repair cost per service year by each manufacturer. In general, the
cost to repair ASL vehicles is higher compared to RL vehicles. This is anticipated as ASL pick
up two to three times the number of carts per day of RL and have more hydraulics and moving
parts. Isuzu has the lowest lifetime repair costs compared to other manufacturers. Collection
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Services has five diesel Isuzu trucks that were purchased in 2017. However, Collection Services
staff noted that the Isuzu trucks serve a different function than the other ASL vehicles; they are
used for litter pickup and do not run residential routes. The differences in repair costs are likely
due to their different function and lighter use in the ESD’s system. This Analysis did not review
actual repairs completed in comparison to each vehicle’s operating manual recommendations.
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Note:

[ Costs have not been equalized to 2024 dollars. Nominal costs are shown in the table.

1 DGS Fleet staff noted that the date that data collection began for lifetime repair cost is unknown. Costs for repair
and maintenance have been consistently reported since approximately 2016, but the level of detail on previous
records is unknown. Therefore, repair data from early model years (e.g., 2011-2013) may not include all lifetime
costs.

Bl Lifetime repair costs were divided by the number of years each vehicle was in service to estimate the annual
repair cost.

Figure 9-7 Average Annual Repair Cost by Manufacturer

Figure 9-8 shows lifetime repair costs by model to see whether there are differences in cost by
vehicle model. There does not appear to be a significant difference by vehicle model. Again,
ASL vehicles tend to have more costly repairs compared to RL vehicles.
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[ Costs have not been equalized to 2024 dollars. Nominal costs are shown in the table.

21 DGS Fleet staff noted that the date that data collection began for lifetime repair cost is unknown. Costs for repair
and maintenance have been consistently reported since approximately 2016, but the level of detail on previous
records is unknown. Therefore, repair data from early model years (e.g., 2011-2013) may not include all lifetime
costs.

Bl Lifetime repair costs were divided by the number of years each vehicle was in service to estimate the annual
repair cost.

Figure 9-8 Average Annual Repair Cost by Model

9.1.4 Maintenance Repair Times

DGS Fleet provided work orders from 2022 to 2024. The average time that a vehicle is out of
service for a repair ticket was 4.8 days, and the average time for a PM ticket is 1.8 days. The
average cost for a repair ticket was $730, and the average cost for a PM ticket was $484. HDR
did notice some issues with the data provided that need to be resolved. Work orders also
sometimes had overlapping dates for the same vehicle. These issues make it difficult to track
when vehicles are out of service. DGS Fleet reported that there are changes in process through
better use of the fleet focus system and management of work order procedures.

9.1.5 Potential Impacts of Emission Requirements

The California Air Resources Board’s (CARB) Advanced Clean Fleets Regulation mandates that
State and Local Government fleets — including municipal refuse trucks — transition to 100%

zero-emission vehicles (ZEVs).52 The mandated schedule requires that 50% of the total number
of vehicle purchases each calendar year be ZEVs and that stating January 1, 2027, 100% of the

62 https://ww2.arb.ca.gov/resources/fact-sheets/advanced-clean-fleets-requlation-waste-and-wastewater-fleet-
option
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number of vehicle purchased each calendar year be ZEVs.®

These regulations also allow Fleets to request vehicle exemptions for certain specialty vehicles
that are not available to purchase as ZEVs or NZEVs. The Configurations List will include front-
loader refuse compactor trucks, side-loader refuse compactor trucks, rear-loader refuse
compactor trucks, street sweepers among others.%

To comply with this CARB regulation, ESD will need to operate 19 zero-emission garbage
trucks by 2030. The City’s refuse fleet currently consists of 190 trucks, with 78% of trucks
powered by CNG and 22% powered with diesel. Today’s technology and market trends indicate
that hydrogen fuel cell propulsion systems are the most viable zero-emission technology for the
City’s refuse truck fleet. Hydrogen is the preferred propulsion system for three reasons:

¢ Hydrogen vehicle range is ideal for hauling: The hydrogen vehicle market is rapidly
developing for heavy duty vehicles intended to haul materials. Heavy duty electric
vehicles have struggled to manage the weight of battery packs and weight being loaded
into the vehicle, resulting in lower ranges for these vehicles. The light weight of hydrogen
storage is a more viable zero-emission alternative for heavy duty vehicles that haul
materials.

e Integration with CNG: Hydrogen and CNG are both “lighter-than-air” gases which have
similar safety requirements. Facilities with existing CNG vehicles already have some
safety elements in place which would apply to hydrogen vehicles. Adding hydrogen
vehicles to a CNG facility will still require some upgrades — such as gas detection
systems for H2 and air ventilation compliance — but CNG facilities are better positioned
for upgrades compared to diesel and gasoline facilities.

e California hydrogen leadership: California is one of the leaders in hydrogen production
within the US. California is the first state to officially launch a Hydrogen Hub, which aims
to provide cost-effective green hydrogen, and the only state in the US which operates
public hydrogen fueling stations.®5:6

9.2 Carts

Collection Services is responsible for servicing nearly 1.4 million carts within the system for the
collection of trash, recycling and organic waste (examples shown in Figure 9-9). Aimost half of
the carts in service are for trash collection, and about one-third for recycling and one-fifth for
organic waste, as shown in Figure 9-10. Customers are offered 65 or 95-gallon carts for all
services and 35-gallon carts for organic waste only. Nearly 85% of the carts in service are 95
gallons, as shown in Figure 9-11. Over 78% of the carts in service are for single-family homes,

63 https://ww2.arb.ca.gov/resources/fact-sheets/advanced-clean-fleets-regulation-zev-milestones-option

64 https://ww2.arb.ca.gov/resources/fact-sheets/advanced-clean-fleets-requlation-zero-emission-vehicle-purchase-
exemption

65  https://www.energy.ca.gov/data-reports/energy-almanac/zero-emission-vehicle-and-infrastructure-statistics-
collection/hydrogen

66 https://archesh?2.org/arches-officially-launches/
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and the other carts are serviced from apartments, multifamily housing, businesses, government
buildings and more.

PR - g o -

| igure 9-9 Trash Recycling, nd Orgnlc Carts in Service

20.35%
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Figure 9-10 Types of Carts in Service
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Figure 9-11 Sizes of Carts in Service

Collection Services is responsible for collecting the material containerized within the carts, and
responsible for the delivery of new carts, replacement of damaged carts and retraction (or
removal) of carts no longer needed by customers. During the timeframe between July 2022 and
June 2024, Collection Services provided cart service to over 38,000 carts and averaged over
1,600 cart services per month (Figure 9-12). The majority of the services were for cart
replacements and only three cases of cart retraction, shown in Figure 9-13. The amount of
carts services required by Collection Services each month indicates the significant amount of
time and resources dedicated to cart maintenance.
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Figure 9-12 Average Number of Cart Replacements and Deliveries per Month

30000

25000
20000
15000
10000

5000 I
0

Deliver Replace Retract
Reason for Delivery

Number of Carts

Figure 9-13 Reason for Cart Delivery Requests (July 2022 — June 2024)

Collection Services charges customers for the purchase of carts for trash, recycling and organic
waste services. Trash carts (65 and 95-gallon) are $70 and an additional $25 delivery fee.
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Recycling carts (65 and 95-gallon) are free if picked up by customers or $25 for delivery.
Organics carts (35, 65 or 95-gallon) are free for the first two carts if picked up by customers or
$25 per cart for delivery. Additional organics carts are $25 for the third cart and $50 for the
fourth and any additional carts. City-issued carts have an expected lifespan of ten years. Carts
that become defective before that warranty period are issued a prorated fee for replacement.®”

Providing residents with cart collection and automated truck collections was implemented for
City Customers many years ago and illustrates the forward-thinking mindset of the City.
Automated truck collection is more efficient and offers customers a convenient option of
collecting materials in carts. Observations on site found that many carts in service are over their
10-year warranty period, with many carts in service over 20 years in age. Older carts often
break more easily, particularly due to Collection Service’s gripper system which is hard on the
carts.

Replacing and delivering carts takes a significant amount of time and resources from Collection
Services. Customers are incentivized to pick up their own carts to avoid the $25 delivery fee,
which also requires Collection Services staff to distribute carts and collect payment on site. As
Collection Services begins planning for delivering new carts to customers, considerations may
be helpful to evaluate the most efficient way to distribute carts throughout the City. The average
age of cart which is currently over 20 years of age based on estimates and observations of carts
in the field. Carts are typically warrantied for ten years which is considered their useful life. Most
carts last longer than that, depending on type of manufacture and resin used. Based on
observations and interviews with Collection Services, carts are a common cause of MPU when
carts are no longer able to be serviced. Due to the cost necessary for a customer to replace a
cart, needing to buy a new cart can be a financial barrier to customers receiving service.

9.3 Recommendations
9.3.1 Fleet Recommendations

These recommendations are provided for Collection Services fleet but with the recognition that
procurement, replacement, and maintenance and repairs are the responsibility of DGS Fleet. It
is critical that these activities be in coordination between the two departments.

The following are recommended to improve fleet management and align with industry
standards:

¢ Replace vehicles on a regular schedule improves fleet safety and efficiency and reduces
out of service days. It is recommended that Collections vehicles should be replaced
every seven years.

¢ Maintain at least 140 frontline vehicles that are available daily that are less than seven
years old.

67 https://www.sandiego.gov/environmental-services/collection/general/containers
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o A set of spare collection vehicles should be established that are greater than seven
years of age as “Holdover” vehicles. It is recommended that the SWANA
recommendation that municipalities maintain a backup pool of approximately 20% of the
total number of vehicles needed to service their routes.®®

o Replace collections vehicles such that enough vehicles less than seven years are
available to service the daily route needs and an additional 20% of the vehicles be
retained as spares.

e Maintain as spares an additional 20% should be maintained as spares. A total of 28
spare vehicles need to be available and route-ready daily that may be older than seven
years.

e Set a vehicle replacement schedule, along with planned procurement dates based on
the lead time for new vehicles.

o Appropriate future budgeting is necessary to purchase a set number of new vehicles
every year and order new vehicles such that they are ready to be in service when the
vehicles they replace are set to be retires.

e Conduct preventative maintenance on existing fleet in accordance with each vehicle’s
operating manual.

e Operate collections vehicles consistent with vehicles operating manual and duty cycle.

e Set standards for data tracking and performance management of vehicles and then
educate Collection Services and DGS Fleet on these metrics and why they are critical.
Data collection is key. DGS Fleet tracks lifetime costs for repair and PM, but the date
that tracking began is unknown, so the lifetime costs may not include all costs,
particularly for older vehicles.

e Plan for future regulation changes in vehicle and fleet fuel type mixes in particular to
comply with known CARB regulations and the City’s Climate Action Plan.

HDR recommends the following schedule for vehicle replacement for ASL collection vehicles, as
shown in Table 9-4. The table shows the year that replacement vehicles should be ordered,
assuming that there is a two-year lead time before the vehicles are in service; the number of
vehicles added to the fleet each year; the number of vehicles retired; and the total number of
vehicles in service. By 2027, the fleet will have 140 vehicles in service, which includes the
recommended backup pool for refuse vehicles.

The replacement schedule assumes that vehicles will be replaced with delivery of Collection
Services vehicles as the vehicles reach seven years. The replacement schedule recommends
that Collection Services vehicles are maintained and operated per the manufacture’s
recommendations, which is a more aggressive schedule than DGS Fleet has used for Collection
Services vehicles in the past. It will also result in a smaller fleet than is currently in place, as
newer vehicles are anticipated to be out of service less often. The recommended replacement

68 Efficient Management of Waste and Recycling Collection Resources: March 2022, Solid Waste Association of
North America (SWANA)'s Applied Research Foundation, www.swana.org
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schedule is expected to increase safety and efficiency and reduce repair costs associated with
older vehicles.

Table 9-4 Proposed ASL Vehicle Replacement Schedule

Year # of ASL Trucks # of ASL Tfucks Added to #of ASL Trucks Retired Total # of AS.L Trucksin
Ordered Active Fleet Service
- - - 137

2024

2025 20 52 41 148
2026 20 0 0 148
2027 20 20 28 140
2028 20 20 20 140
2029 20 20 20 140
2030 20 20 20 140
2031 20 20 20 140

Note:

[ City of San Diego Collection Services approximately 100 routes daily.

1 SWANA recommends that municipalities maintain a backup pool of approximately 20% of the total number of
vehicles needed to service their routes (Efficient Management of Waste and Recycling Collection Resources:
March 2022, Solid Waste Association of North America (SWANA)'s Applied Research Foundation,
www.swana.org).

[B1 140 ASL vehicles needed total.

4 Retire vehicles purchased prior to 2019 in 2025 when new vehicles arrive.

Bl 20 vehicles/year replacement is based on the assumption that vehicles will be replaced every seven years,
assuming a total fleet size of at least 140 vehicles.

1 Vehicle procurement takes two years between the order date and the in-service date.

9.3.2 Collection Services Cart Recommendations

Trash carts that are in use for City Customers are older than 20 years. Carts not functioning and
breaking causes issues with MPUs and drivers to not be able to provide services to customers.
The Cost of Service Study should review replacement of at a minimum trash carts and
potentially recycling carts to provide appropriate service to customers.

Based on the recommendations specific to fleets, DGS Fleet and Collection Services should
consider additional costs associated with vehicle replacement, preventative maintenance and
lifetime repairs of vehicles. Improvements to data tracking and consistent use of the existing
GPS system will allow DGS Fleet and Collection Services to make decisions based on vehicle
usage and ongoing repair and maintenance costs. The City as a part of Measure B should
consider the costs of such recommendations based on the high-level estimates listed in Table
9-5.
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Table 9-5 Equipment Recommendation Cost Considerations
Recommendation Improvements or Tools for Anticipated Rough Order
Consideration of Magnitude Cost
Modify maintenance and repair equipment Upgrade/replace pressure washers, $290,000
enclosed room and eye wash station
Updated truck replacement schedule 7-year truck replacement schedule $430,000 per truck’
Additional data tracking related to fleet Utilize tools consistently through staff ~ Additional staff time to be
training and implementation determined along with
specific data tracking and
tools
Note:

[l Based on 2023 cost per truck
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10 Routes

Routes in Collection Services are organized by sections. Each section is led by an ARCS, and
multiple ARCS are managed by a District. Within each section the number of routes and drivers
that the ARCS is responsible for managing varies. Section 7 People, contains further
information on the Organization and reporting structure.

10.1 Routes by Section

Sections are made up of designated drivers assigned to various routes who collect specified
container types in a unique geographic area of the City of San Diego. The number of drivers
and routes in each section varies. Sections may have a combination of assigned and visiting
drivers. Each section is under the supervisor of an ARCS. (See also “Driver’ and “Area Refuse
Collection Supervisor”). Sections use the following nomenclature:

R-##

The variable numbers that follow the hyphen either start with a ‘1, ‘2’ or a ‘3’. R-1# sections
service trash, recycling and organics carts using Rear Loaders. R-2# sections service trash and
recycling carts using Automated Side Loaders. R-3# sections service organics carts using
Automated Side Loaders.

Figure 10-1, Figure 10-2, and Figure 10-3 depict how the City of San Diego sections are
distributed across the twelve (12) ARCS. Sections may collect trash, recycling, and/or organics.
These Figures were developed using GIS data provided by ESD. R-11 and R-12 sections were
not included in this data set as R-11 and R-12 cover the entire City servicing stops where RL
are needed including Hard to Collect stops.

In Figure 10-1 and Figure 10-2, the same sections are identified because both sections service
trash and recycling carts. In Figure 10-3, the areas serviced by ESD are labeled by sections
that collect organics.
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Figure 10-3 City of San Diego ESD Service Areas by Organics Sections
10.2 Route Scheduling

The majority of Collection Services staff have a schedule of 4-10’s. Sanitation Drivers, ARCS,
and Districts get one day off during the week which can be Monday, Tuesday, Wednesday,
Thursday, or Friday. See Section 7.3.2 Route Bidding, for more details on the route bidding
process which determines which day of the week drivers have off.

Route Scheduling and the scheduled day off for a section impacts how the sections are named.
For instance, Section R-21 is a refuse and recycling route that has Monday off. The first number
(‘2’ in this example) corresponds to the materials collected and how they are collected where
Trash, Recycling and Organics collected by RLs = 1, Trash and Recycling collected by ASLs =
2 and Organics collected by ASLs = 3. The second number (‘1’ in this example) corresponds to
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the day of the week that section gets off where Monday = 1, Tuesday = 2, Wednesday = 3,
Thursday = 4 and Friday = 5.

Routes are not currently right-sized to allow for off route time activities to be completed. Based
on a 10-hour day, the time required to service the route must not exceed eight hours to account
for the drivers’ lunch break, pre- and post-trip inspections and travel time. Rebalancing the
routes could remove the need for a daily downed route. Drivers can focus on their one assigned
route and request a helper truck if their truck breaks down before their route is complete.

10.3 Recommendations

Routes are discussed throughout this Analysis including in Section 5 Missed Pickups and
Delayed Collections, and Section 7.3 Staff Levels. As discussed previously, sections need to
be balanced in terms of the ratio between the number of customers to be serviced and drivers
available to service those customers. Rebalancing the sections (number of drivers and number
of routes) and routes (number of customers) could reduce the number of MPU cases opened
per section since each section would have the resources required to service all assigned routes.

Recommendations for considerations with routing both discussed prior and here include:

e Reassign the geographic area of each section. All routes within one section should be in
proximity to each other, not spread out across the City.

e Collection Services should use data to track set out rates and tonnage collected per
route daily.

e Rebalance sections so there is one route per driver per day and there is adequate time

for off route activities such as the drivers’ lunch and break times, pre- and post-trip
inspections and travel time to and from route and disposal locations.
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11 Technology

Technology is critical to developing the proper tools needed for ESD to do their job. This section
specifically addresses technology that has not been called out elsewhere in this report.

11.1 Route Planning
11.1.1 Routeware

Routeware is the tool that has been selected to take Collection Services routes from paper
maps to in cab directionals similar to how a vehicle is routed using Google Maps or another
online tool. Routeware includes capabilities for pre and post trip inspections, routing
functionality, as well as opportunities for drivers to report issues with a stop by simply pushing a
button. Routeware was placed into Collection Services vehicles over one year ago when tablets
were installed. Routeware is yet to be functional as a tool. Section 7 People, discusses
appropriate staffing to get Routeware functional. Challenges in Routeware have occurred as
multiple people currently have responsibility for implementation of Routeware and management
of the Scope of Work has not successfully been completed. Designate one employee in ESD to
be responsible for Routeware and its implementation which should include management of the
Routeware contract and its Scope of Work. Additional functionalities may be available within
Routeware and should be explored.

11.1.2 Tablets

Tablets are necessary for Routeware function appropriately. During on-site visits it was noted
that not all tablets work and that employees may shut off tablets. Tablets need to be on for
tracking of information as discussed in Section 2 Measuring Performance. Shutting off tablets
should not be considered acceptable moving forward to allow the necessary data to be tracked.
Tablets could also be used for other functions in addition to routing. This could include
timekeeping or payroll, pre and post trips and potentially messages on maintenance or other
truck needs.

11.1.3 Electronic Tracking of Materials

ARTS is a Microsoft Access database system that was developed in the early 2000. ARTS
communicates with the Miramar Landfill scale system. ARTS is used to track the truck and
driver assignments and trash, recycling, and organics tonnages that are picked up by each daily
route. It also includes information on the truck and driver assigned to each route. Currently
materials weighed at Miramar Landfill are able to be manually uploaded to ARTS. Non-City
disposal and processing locations provide manual tickets or reports for manual data entry by
ARCS. Errors can happen with this manual data entry process or even lost scale tickets.

Microsoft Access is no longer a Microsoft supported tool and ARTS needs to be replaced with a
modern database server. Opportunities for Routeware or other systems to be utilized is
dependent on having a modern database server that enables integration through API keys..
While onsite, landfill staff notified Collection Services of a new landfill software system. The new
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software system needs to allow for electronic data transfer to the tonnage tracking system to be
used by Collection Services in the future. The technology also needs to be updated to allow for
uploading of electronic scale tickets from other non-City owned facilities. This will also prevent
manual data entry issues.

11.2 Vehicle Operation
11.2.1 Pre- and post- Pre- and post-trip electronic forms

Pre and post trip forms are discussed in several section of this Analysis including Section 3
Safety and Section 9 Equipment. Collection Services currently uses paper pre- and post-trip
forms. These paper forms have several challenges including getting misplaced or not turned in
by drivers or not being available when needed to investigate incidents. It is critical that pre and
post trip forms go to an electronic form that allows for easy tracking and storage of the forms by
ESD and DGS Fleet. The type of technology for electronic pre and post trip forms can be
Routeware, Geotab, or other systems that Collection Services currently has in place.

11.2.2 Safety Cameras and Sensors

Collection Services already has truck hopper cameras on their vehicles to view the material
going into the vehicle. This is for the safety of the driver to view what is entering the vehicle as
well as to confirm the carts are emptied. As the fleet is updated, Collection Services and DGS
Fleet should explore new and additional safety technology options.

Additional safety cameras should be explored including in-cab cameras for safety. Several
companies provide in-cab cameras that are always on but only record when an incident
happens such as sharp deceleration or acceleration or an impact. These recordings are useful
when incidents occur at determining fault and many times protect the driver of the vehicle who
may have not been at fault. Additional 360 cameras could also be added to trucks and should
be explored. City policies and 127 agreements should be reviewed to determine if safety
cameras are an option.

Similar to other vehicles light and heavy duty, additional sensors and lights or sounds (e.g.,
side-view mirrors) should be explored to make the vehicle safer. Sensors and lights could warn
of proximity to objects (e.g., mailboxes, cars, trees) to make the vehicles safer. This technology
would need to be explored to be sure it doesn’t in itself create a distraction.

11.2.3 RFID Readers on Trucks

Understanding cart collection accuracy and efficiency can provide benefit to ESD. Routeware
may have capabilities to provide geolocation of carts to confirm when service is complete, and
carts are emptied. If that is not a currently available service, ESD may consider the
implementation of RFID tags. RFID tags on carts and readers on vehicles can provide
enhanced collection efficiencies and confirmation of completed collection service. The RFID
tags are located on each cart handle and read by the arm of the collection truck when it is
emptied. Individual cart tracking through tags can improve route efficiency and confirm
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collection services are completed. RFID tags and readers can often track the weight of the cart
content and estimate the fullness of carts.

11.3 Staffing and Training

The employees are the lifeblood of all organizations, and it is no different at ESD. It was
apparent from interviews and onsite observations that there is a general lack of training of all
frontline staff.

In terms of training manuals, there are two copies of a training manual for supervisors that
contains some material dated from the 1990’s. Training of supervisors is principally performed
by an existing supervisor during one on ones and in vehicle observations. While this is an
admirable method of performing training, there is not a standard operating procedure for
training. Most notably as the organization continues to adopt technology, there is not basic
training in the use of computers, tablets, software used, and email and other forms of electronic
communications. These technologies are becoming the essential tools to performing the role of
a supervisor. There seems to be the sense at ESD that there is no time to perform this training.
If there are an adequate number of drivers as described in the performance metrics section of
this report, then time should be available to train staff appropriately.

11.4 Recommendations

In summary, HDR’s recommendations for improving operational efficiency regarding
Technology include the following:

¢ Designate one employee in ESD to be responsible for Routeware and its implementation
which should include management of the Routeware contract and its Scope of Work.

e Additional functionalities may be available within Routeware and should be explored.

e Provide tablets in every vehicle that are operating and create policies to enforce use of
and leaving tablets on when vehicles are in use.

o Replace ARTS with a modern database serve that can integrate with Routeware or
another suitable driver, vehicle, and tonnage tracking system. The new system needs to
allow for electronic upload of information rather than manual data entry processes.

e Pre- and post- trip forms need to be electronic. Collection Services and DGS Fleet
should collaboratively develop a solution that works for both Departments.

e Explore the addition of additional safety cameras and sensors to the vehicles that are
being ordered as a part of the fleet upgrade.

e Staffing and Training: Create role for an onsite HR liaison to oversee the rewriting of job
descriptions to ensure that the technology tools are included. Develop a training
curriculum based on needs.

Based on the recommendations specific to communication, ESD should consider technology
improvements to make communications more efficient and streamline utilizing software,
automated systems, and industry best practices. Existing programs may have capabilities to
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meet ESD needs, but further investigation is needed to determine the best tools to meet
programmatic needs. Cost considerations are detailed in Table 11-1.

Table 11-1 Technology Recommendation Cost Considerations
Recommendation Improvemer_lts or.TooIs for Antlclpatefj Rough Order
Consideration Magnitude Cost
Designate one employee to make Staff Estimated need of one FTE
Routeware fully functional and to Cost based on specific services
explore additional Routeware needed
services
All trucks have a functioning tablet Tablet purchase Dependent on number of tablets
still needed or not operating (Est.
$500 each)
Update ARTS To a format that is Staff Implementation based on specific
fully supported services needed
Electronic pre and post trip forms Software Cost based on specific services to

be utilized (Geotab and Routeware
are both options)

Additional safety equipment Software and Hardware Cost based on additional safety

including cameras and sensors equipment available from
manufacturers

Additional staff to support customer  Staff Estimated need of two FTE

service and HR needs within the
organization

Software and system improvements  Tools and systems to be Estimation dependent on selected
for improved communication and determined based on specific tools and programs
efficiency needs and available options
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Summary of Recommendations

Section 12 Summary of Recommendations, includes a complete list of the recommendations
from the Analysis. Recommendations are provided in Table 12-1, which is intended for ESD’s
use in planning upcoming projects with improved efficiency and service, and as a potential work
plan and approach for the team. Table 12-1 is set up with the following information:

Section Number: This indicates the section of this Analysis where the recommendation
is located.

Category: This is the primary focus of the recommendation.

Subcategory: This is the process or procedure impacted by the recommendation.
Recommendation: This is the recommendation amended for clarity from the Analysis.
Cost Impacting: This indicates if the recommendation has a cost impact (Yes or No).
Cost: This is the order of magnitude cost to implement the recommendation.

Timeline for Implementation: The Analysis uses three types of timelines: Short,
Medium and Long. Short is less than one year; Medium is one to three years; and Long
is greater than three years. Timelines identified as Short, Medium, and Long indicate the
time needed to finish the recommended task. Timelines identified as Ongoing indicate
that the recommendation will need to continue to be monitored and managed.

Priority: The Analysis uses three categories of priority®®: Low, Medium and High. Low is
neither urgent nor important. These tasks can be scheduled for later or eliminated if
necessary. Medium is tasks that are urgent but less important. These tasks require
attention but don’t contribute as much to overall objectives. High is “drop everything”
tasks. These tasks are both urgent and important, often contributing significantly to long-
term goals.

Level of Effort: The analysis uses three categories of level of effort: Low, Medium and
High. Low does not require dedicated time and attention by one person or team. Medium
requires some dedicated time and attention by one person and/or team. High requires
dedicated time and attention from one person and/or team.

69

Adapted from: Levels of Priority: Key to Peak Productivity in Business and Project Management - SixSigma.us

(6sigma.us)
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Table 12-1

Summary of Recommendations

Operational Efficiency Analysis I_)?
City of San Diego Environmental Services Department

Line Section Timeline for Level of

10

11

12

13

14

15
16

17

Become a Data Driven Organization

2 Become a Data Driven Organization
2 Become a Data Driven Organization
2 Become a Data Driven Organization
2 Become a Data Driven Organization
2 Become a Data Driven Organization
3 Prioritize Safety as a Culture

3 Prioritize Safety as a Culture

3 Prioritize Safety as a Culture

3 Prioritize Safety as a Culture

3 Prioritize Safety as a Culture

3 Prioritize Safety as a Culture

3 Prioritize Safety as a Culture

3 Prioritize Safety as a Culture

3 Prioritize Safety as a Culture

3 Prioritize Safety as a Culture

4 Maintain Effective Communication

Safety

Customer Satisfaction

Missed Pickups

Driver Performance &
Staffing

Turnover Ratio

Truck Availability

Trainings

Trainings

Trainings

AR 75.12 Process

AR 75.12 Process

AR 75.12 Process

AR 75.12 Process

AR 75.12 Process

Performance Metrics

Performance Metrics

Communications Role

Prioritize safety in performance metrics (e.g., TRIR or number of
incidents).

Track the number of complaints received per 1,000 RCU, number
of complaints per route or number of complaints per driver.

Continue to track missed pickups.

Track number of available drivers compared to drivers needed.

Track the employee turnover rate and benchmark to an initial
target of 10%.

Track the number of trucks available daily compared to number of
routes to be completed.

Prioritize and develop in-person trainings over virtual trainings for
drivers. These trainings need to be interactive and applicable to
what a driver experiences on a daily basis.

Utilize NWRA and SWANA “Safety Stand Down” and other
available tools to gain additional awareness around solid waste
collection worker safety.

Expand the training room to include additional seating and
modern audio-visual (AV) equipment.

Digitize the AR 75.12 Process. A portal can be developed using
ESD’s internal website.

Implement an EHS software to track reported safety incidents to
streamline the process from incident recording to disciplinary
action.

Remove redundant or unnecessary signatures from the AR 75.12
Process to minimize bottlenecks and increase the AR 75.12
Process completion rate.

Provide adequate training to ARCS on properly reporting
incidents using the AR 75.12 Process during Out of Class
Assignment (OCA) and job shadowing period when drivers are
learning how to take on the role of ARCS.

Re-evaluate the Cal/OSHA reporting process within ESD and add
this responsibility to the job description of certain roles so ESD
staff are knowledgeable on who to contact for reporting.

Develop safety performance measures to track incidents at ESD.

Create a safety board for drivers that will be displayed in the
safety training room that displays pertinent information like
Cal/OSHA reporting timelines, steps to report injuries, incidents
and near misses internally, broad regulatory and compliance facts
and rights of workers regarding safety (Cal/lOSHA has many
resources online ready for employers to display).

Consider a communications role to handle both internal and
external communications regarding Measure B. Schedule regular
meetings between the Deputy Director and the Districts to ensure
that the communications reach frontline employees.

N/A

N/A
N/A

N/A

N/A

N/A

N/A

>144,000

>300 a month

N/A

N/A

N/A

N/A

N/A
<100

N/A

Ongoing

Ongoing

Ongoing
Ongoing

Ongoing

Ongoing

Medium

Short

Short

Long

Long

Short

Ongoing

Short

Medium

Short

Medium

H L
H L
L L
L L
L L
M M
L L
L L
M M
H M
H L
M M
M L
H M

L
H M
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Line Section Timeline for Level of

Maintain Effective Communication Internal Communications Develop a dashboard with information like vehicle availability and 150,000 Short
status, and other information relevant to the status of the vehicle
would benefit staff in Collections and DGS Fleet, to eliminate daily
emails.

19 4 Maintain Effective Communication Cart Tagging Develop standard operating procedures for tagging of containers N N/A Ongoing H M
and follow-up with residents by supervisors and train drivers on
proper use of tags.

20 4 Maintain Effective Communication Safety and Communication =~ Add one additional dispatcher. Y $126,167 Short H M
and Prioritize Safety

21 4 Maintain Effective Communication Communication Annual training on Dispatch communication. N N/A Short H L

22 5 Missed Pickups Data Tracking Standardize how and what data is collected and tracked for each N N/A Short H L
MPU case.

23 5 Missed Pickups Maximize Use of Fleet Adjust DGS Fleet Procurement Plan and maintenance N N/A Short M L
procedures to increase the number of trucks available daily.

24 5 Missed Pickups Route Management Rebalance sections and routes. N N/A Short M M

25 6 lllegal Dumping Data Management Improve efficiency and routing for collection of illegal dumping, N N/A Medium H M
including categorization of reports.

26 6 lllegal Dumping Programs Consider adding additional cleanup events to collect additional Y Estimated cost $11,000 Medium M H
items and service more areas of the city, with a particular focus in per "major" clean up
areas where more frequent requests are made. event

27 6 lllegal Dumping Programs Consider pickup of bulky waste to reduce illegal dumping and Y Unknown Medium M H
reduce the cost of collections and burden of scheduling special
pickups.

28 7 People Staffing resourcing Add the following positions in ESD: Y 6,970,652 Short H H

- Human Resources Coordinator (Program Manager)
- Automotive Engineer

- Communications Coordinator (Program Manager)
- Performance Management (Program Manager)

- Organization Effectiveness Specialist 3

- Performance Management Program Coordinator

- Safety Officer and Employee Development

- Additional Road Mechanic (second shift)

- Code Compliance Officer

- Two Geographic Information Systems Analysts

- Supervisor

- Add 25 more drivers to Sanitation Driver 3 position

29 7 People Employee Support Ensure a Payroll Specialist is available on-site during the week for N N/A Short L L
drivers.
30 7 People Employee Support Maintain clear documentation of the following: N N/A Short H H

- Job Descriptions
- Succession Plans
- Standard Operating Procedures

31 7 People Employee Support Reinvigorate employee recognition and annual employee Y Insignificant Short H L
surveys.
32 8 Facility Trainings Develop dedicated computer lab and training room for Miramar Y Unknown Medium H H

facilities and collections employees.
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Line Section Timeline for Level of

Facility Safety Improve fuel lanes to reduce pedestrian and vehicle conflicts at Short
the Miramar facility including additional protection of fueling
stations and signage.

34 8 Facility Building Relocate carts from the Miramar facility to an off-site, covered Y 14 million to 17 million Long H H
storage area including a cart repair shop to repair carts and
replace parts as needed.

35 8 Facility Equipment Add two hot water pressure washers with dual nozzle to clean Y 290,000 Short H M
vehicles for PM and repairs. Provide an enclosed room for high
pressure washers and tanks and soap drums. Size tanks to
support wash of at least four refuse trucks per hour.

36 8 Facility Equipment Provide eye wash station for use in the event of an emergency. Y Insignificant Short H

37 8 Facility Equipment Provide lubrication stations at locations in sufficient quantity to N N/A Medium
provide expedited lubrication of required components on vehicles,
utilizing the frequency recommended by manufacturers.

38 8 Facility Building Expanding the parts storeroom to accommodate the additional Y 3.4 million Long L H
storage of parts and materials that are frequently used or
experience delay in availability, to improve speed of repairs.

39 8 Facility Building & Equipment Expanding the welding and fabrication shop, to be located Y 3 million to 4 million Short H H
adjacent to the welding bay. Update with welding table, arc
welder, MIG and TIG welders, plasma cutter, vertical and
horizontal band saws, drill press, buffer/grinder with pedestal,
storage areas for welding materials with cabinets, steel storage
racks, bins and a bridge crane coverage over both shop area and
welding bays.

40 8 Facility Building Expand and relocate the existing fluids and compressor room Y 300,000 Long L H
separate from other areas to prevent noise migration, dirt and
fumes. Add double door exterior access for deliveries and
adequate operational clearance for the access and maintenance
of tanks, compressors, and dryers.

41 8 Facility Building Make improvements to the welding bay and fabrication shop. Y 720,000 Short H H
42 8 Facility Building Construct previously proposed mezzanine. Y 500,000 Short H H
43 8 Facility Equipment Repair 3 non-operational bays, with a fully functioning vehicle lift. Y 900,000 Short H H
44 8 Facility Staffing resourcing One additional Fleet Technician (as a road mechanic) and one Y 252,864 Short H H

additional welder are recommended to increase the amount and
timeliness of work orders including PM and repairs. The
recommended additional staff will also assist with covering PTO
and training time that City employees receive.

45 9 Equipment Vehicles Replace vehicles on a regular schedule (every 7 years) to N N/A Short L M
improve fleet safety and efficiency and reduce out of service
days.

46 9 Equipment Vehicles Maintain at least 140 frontline vehicles that are available daily that N N/A Medium H H

are less than 7 years old.

47 9 Equipment Vehicles Establish a set of spare collection vehicles that are greater than 7 N N/A Medium H H
years of age as “Holdover” vehicles. SWANA recommends that
municipalities maintain a backup pool of approximately 20% of
the total number trucks needed to service their routes.
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Line Section Timeline for Level of

Equipment Vehicles Maintain adequate number of vehicles to service the daily route Medium
needs plus an additional 20% of the trucks be retained as spares.
49 9 Equipment Vehicles Set a truck replacement schedule, along with planned 430,000 per truck Medium
procurement dates based on the lead time for new vehicles.
Appropriate future budgeting is necessary to purchase a set
number of new trucks every year and order new vehicles such
that they are ready to be in service when the vehicles they
replace are set to be retired.
50 9 Equipment Vehicles Conduct preventative maintenance on existing fleet in accordance 290,000 Medium
with each vehicle’s operating manual.
51 9 Equipment Vehicles Set standards for data tracking and performance management of N/A Short
vehicles and then educate ESD and DGS Fleet on these metrics
and why they are critical.
52 9 Equipment Vehicles Plan for future regulation changes in vehicle and fleet fuel type N/A Short
mixes in particular to comply with known CARB regulations and
the City’s Climate Action plan (CAP).
53 9 Equipment Carts Review replacement of at least trash carts and potentially N/A Long
recycling carts to provide appropriate service to customers.
54 10 Routes Route Management Reassign the geographic area of each section. All routes within N/A Short
one section should be in proximity to each other, not spread out
across the City.
55 10 Routes Route Management Track set out rates and tonnage collected per route daily. N/A Ongoing
56 10 Routes Route Management Rebalance sections so there is one route per driver per day and N/A Short
there is adequate time for off route activities such as the drivers’
lunch and break times, pre- and post-trip inspections and travel
time to and from route and disposal locations.
57 11 Technology Software Designate one employee in ESD to be responsible for Routeware Cost of one full time Short
and its implementation which should include management of the employee
Routeware contract and its Scope of Work.
58 11 Technology Software Explore additional functionalities within Routeware. Cost of one full time Short
employee
59 11 Technology Equipment Provide tablets in every vehicle that are operating and create ~500 each tablet Short
policies to enforce use of and leaving tablets on when vehicles
are in use.
60 11 Technology Software Replace ARTS with Routeware or another suitable driver, vehicle, Dependent on selected Medium
and tonnage tracking system. The new system needs to allow for replacement
electronic upload of information rather than manual data entry
processes.
61 11 Technology Software Convert pre- and post- trip forms to an electronic platform. Cost based on specific Short
Collection and Fleet should collaboratively develop a solution that services needed
works for both Departments.
62 11 Technology Equipment Include the option of additional safety cameras and sensors to the Based on manufacturer Ongoing
vehicles that are being ordered as a part of the fleet upgrade. availability
63 11 Technology Staff Create role for an on-site HR liaison to oversee the rewriting of Cost of two full time Medium
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Line Section Timeline for Level of

Technology Software Explore software and system improvements for improved Dependent on selected Medium
communication and efficiency tools and programs
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SAN DIEGO

Cost of Service Study
Operational Efficiency Workshops

Overview, Objectives & Participants

Workshops Overview

Monday, July 22 « Team Building
8:30-12:30 p.m. * Shared Project Understanding
Identification of Strengths & Areas of Improvement

Consensus Building

Tuesday, July 23 « Team Building
12:30-4:30 p.m. + Development of Approach & Strategies to Address Areas of
Improvements

Goals & Vision Setting for What Lies Ahead

Consensus Building

Friday, July 26 * Team Building
12:30-4:30 p.m. * Measuring Outcomes & Success
Developing a Framework for Implementation

Consensus Building
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Workshops Participants

* Andrea Deleon, Deputy Director, Waste Reduction Division

« Arnie Reyes, Program Manager, Support Services Division

- Bradley Albison, Area Refuse Collection Supervisor

« Brian Curran, Area Refuse Collection Supervisor

« Chase Weigand, Interim Program Manager, Collection Services
Division

» David Onate, Program Manager, Fleet Operations

 Desmond Stecher, Safety and Training Manager, Support
Services Division

* Franklin Coppersmith, Deputy Director, Clean SD Division

+ George Katsikaris, Program Manager, Support Services
Division

» Jenny Gonzalez, Customer Services Manager, Support
Services Division

* Jeremy Bauer, Assistant Director, Environmental Services Department

e John Hsu, Information Systems Analyst, Support Services Division

* Tito Rabago, Fleet Manager, Fleet Operations

e Kirby Brady, Interim Director, Environmental Services Department

* Luis Nunez, District Refuse Collections Supervisor

e Maria Diego, Senior Management Analyst, Collection Services
Division

* Matthew Cleary, Assistant Director, Environmental Services
Department

e Michael Tully, Assistant Director, Department of General Services

* Mike Simonds, Deputy Director, Fleet Operations

« Mohammad Yassin, Associate Management Analysis, Collection
Services Division

* Monique Coleman, Interim Program Coordinator, Collection Services
Division

* Musheerah Little, Director, Department of General Services
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* Paula LaBond, Area Refuse Collections Supervisor

* Rania Amen, Acting Deputy Chief Operating Officer

* Rolando Gonzalez, Area Refuse Collections Supervisor

* Sarah Sims, Interim Deputy Director, Collection Services Division
* Jennefer Klennert, HDR Consultant Team

* John Carlton, HDR Consultant Team

* Lisa Marie Alley, HDR Consultant Team

* Stephen Kuhr, HDR Consultant Team

* Tiffany Mendoza, HDR Consultant Team

Workshops Summary & Input Provided
What We Heard

“Success is to consistently deliver service to
meet the needs of residents.”

“We want to be the
employer of choice.”

“We have a Cadillac
system of
technology but only
one driver”

“We all work for
one team - the
City of San Diego.”

“We need to improve our culture of
quality and safety.”
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Workshop Day 1: Operational Strengths & Areas of

Improvement
Top Categories

People
Process

Facilities & Equipment
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Technology
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Workshop Day 1:

Operational Areas of Improvement

People

* Resources Across the Board (Staffing
Levels)

« Staff Development (Training,
Onboarding, Mentoring, Enforcement)

« Communications (Internal, External)

+ Employee Empowerment & Recognition

Facilities & Equipment
Equipment:

* Resources

+ Vehicle Availability

* Vehicle Operations

+ Containers Maintenance
Facilities:

+ Lack of Maintenance

+ Security

* Right Size Facilities

+ Container Management

Process

*  SOP & Enforcement (Establishment &
Implementation, Roles &
Responsibilities)

* Planning & Budgeting (Coordination,
Lifecycle of Equipment, Electronic File
Management)

» Performance Measures (Required vs
Desired)

Technology

+ Asset Management & Implementation
(Staff training, IT Support)

» Tools at the Facilities (Computers,
Printers, Wifi)

* Modernizing Tools (Timecards,
Accounts)

* Full Implementation of Existing
Technology Tools

« Routeware
* GetitDoneAp

e Cameras & Al
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Workshop Day 2:
Operational Areas of Improvement
Approaches and Strategies

Overall Themes

HR Resources

Hiring More People & Resources

Employee Training/Staff Growth

Employee & Supervisor Empowerment, Expectations and Recognition
Centralize Materials

Utilization of Technology

Equipment, Equipment, Equipment

Creating a Culture of Quality & Safety
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Workshop Day 3:

Pillars for Successful Implementation of Measure B

COMMUNITY OUTREACH | COST-OF-SERVICE

AND ENGAGEMENT § STUDY

CUSTOMER § CITYWIDE ROLLOUT OF
ENROLLMENT § THE NEW PROGRAM

People

* Re-evaluate ratio of supervisors to
drivers, drivers to vehicles and vehicles
to mechanics.

* Increase engagement in employee
recognition.

+ Update job duties within ESD to be clear
on roles and responsibilities

* Create succession planning for key
roles

Facilities & Equipment
Equipment:

* Review truck life cycle and plan
accordingly

+ Predictive maintenance (repair before it
breaks)

Facilities:
* Improved safety on sites

» Dedicated computer lab and training
room for employees

Process

« Update documents and identify
gaps/create policy documents for
missing needs

+ Compile documents in one central
location and create a document “map”

» Grow accountability and knowledge of
consequences.

Technology

» Ensuring all software systems use
application programming interface
(API) key so they can “talk” to each
other

» Improved technology at facilities and
on vehicles

» Site visits to observe innovative
technology in operation
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What Comes Next

Timeline: Cost of Service Study

November 2022

Measure B is passed by voters, amending the 1919

People’s Ordinance. In response, the City is engaging in a Winter 2024
public process to evaluate its trash and recycling collection

services, potential areas for service enhancements, costs

of services, and options for recovering costs. June 2024

« Cost-of-Service Study is completed.
« Present findings to City Council Environment Committee and Full Council.

Community engagement, operational

November 2023 efficiency analysis and Cost-of-Service Spring 2025
Study begins.
City of San Diego released Request for Proposals - Pending City Council approval, written mailers are sent to
for a Cost-of-Service Study including robust all impacted property owners.

+ Final Approval Hearing with City Council following 45-day
protest period. If a majority of impacted property owners
submit written protest, the new fee will not proceed.

Community Outreach and Engagement.

August - September 2024 ]

L Open House meetings are held.

March 2024 ————

Planning begins for a

Cast-of-Service study, September - October 2024 Summer 2025

including public outreach, Informational update for L If approved by City Council, new fee could go into effect.
research, operational City Council Environment

efficiency analysis, and Committee and Full Council.

development of potential
enhanced services and

related fees. Rollout of new services.

— L

July 2025 - July 2027

— |
2022 2023 2024 2025 2026 2027

Operational Efficiency Study: Next Steps

Deep Dive into Data

Verification of Best Practices

Developing Recommendations

Draft Report for City Review - September 6

HDR to continue to coordinate with City staff throughout process
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ENVIRONMENTAL SERVICES
DEPARTMENT
April 2024

Renee Robertson
Director

Matthew Cleary
Assistant Director

CLEAN SD
78.00 FTE

Franklin Coopersmith
Deputy Director

DISPOSAL &
ENVIRONMENTAL
PROTECTION
117.00 FTE

James Hay
Deputy Director

Stephen Bilecz
Program Manager (S)

Vacant

Assistant Deputy

Director

Jessica Weislogel
Program Manager

SUPPORT SERVICES
77.00 FTE

Vacant
Deputy Director
(Performance
Management)

Summary

Jeremy Bauer

Assistant Director

CUSTOMER
SERVICES
45.00 FTE

FINANCE
26.00 FTE

SAFETY TRAINING &
EMPLOYEE
DEVELOPMENT
5.00 FTE

HUMAN RESOURCES

COORDINATOR
Onsite at Miramar

Arnie Reyes
Program Manager

Wilson Kennedy
Program Coordinator

George Katsikaris
Program Manager

PEOPLES ORDINANCE
AMENDMENT
4.00 FTE

Vacant
Program Manager

Sarah Sims
Program Coordinator

COLLECTION SERVICES

251.00 FTE

Total Budgeted FTE: 573.51

WASTE REDUCTION
43.51 FTE

Conrad Wear
Deputy Director

Andrea Deleon
Deputy Director
(Interim)

Vacant
Program Manager

Vacant
Program Manager

LEGEND

Grey text = Vacant existing position
Red text = New recommended position
@ = Funded by Measure B




ENVIRONMENTAL SERVICES DEPARTMENT

CLEAN SD
April 2024

Deputy Director/2214
F Coopersmith/31021970
1.00 FTE 100000

FIELD OPERATIONS
Public Works Supt/1977
A Perez/31004688
1.00 FTE 100000

Field Ops Support 1

Public Works Supv/1961

M Buelna/30003515
1.00 FTE 100000

Field Ops Support 3
Public Works Supv/1961
A Todd/30003684
0.75 FTE 700039
0.25 FTE 700048

Public Works Supv/1961
J Lacey/31012836
1.00 FTE 100000

Equipment Operator 2/
1440
S Futialo/30003505
1.00 FTE 100000

Heavy Truck Driver 2/
1512
T Giles/30003509
D Ruiz-Rosales/
31011428
F Vargas/31012838
3.00 FTE 100000

Heavy Truck Driver 1/
1513
R Allen/30003504
1.00 FTE 100000

Utility Worker 2/1979
J Gutierrez/30003534 | |
Vacant/30003535
2.00 FTE 100000

Utility Worker 1/1978
B White/30003521

Heavy Truck Driver 1/
1513
Vacant/30003533
D Freeman/30003670
1.00 FTE 100000
1.00 FTE 700048

Utility Worker 2/1979
J McRaney/30003527
C Arms-Hill/30003530

J Olivo Aguirre/
30003531
J Vinoray/30003532
4.00 FTE 100000

Utility Worker 1/1978

Heavy Truck Driver 2/
1512 L
Galera/31022838
Vacant/31022895

J Williams/31023016 | |
F Hernandez/31024935
S Gilliam/31024995
Vacant/31024996
Vacant/31025164
7.00 FTE 100000

Heavy Truck Driver 1/
1513
S Morris/31009758
R McDavid/31011427
2.00 FTE 100000

T Crosby/30003525
1.00 FTE 100000

Vacant/30003526
2.00 FTE 100000

Utility Worker 2/1979
Vacant/31012840

Heavy Truck Driver 2/
1512
E Garcia/30003507
D Davis/30003508
A Egan/31012837
3.00 FTE 100000

Program Manager/2270
S Bilecz/31017075
1.00 FTE 100000 (S)

Page 2

Summary
Budgeted FTE 78.00

Supplemental FTE 1.00

CODE
ENFORCEMENT
Sr CC Supv/1912

M Dykes/31012830
1.00 FTE 100000

Heavy Truck Driver 1/

1513 Abatements
H Sanchez Llamas/ |+ CC Supervisor/1357
31009757 G Warren/31012831

1.00 FTE 100000 1.00 FTE 100000

Abatements
CC Supervisor/1357
T Carrington/31017782
1.00 FTE 100000

Abatements
CC Supervisor/1357
T Sadler/31015528
1.00 FTE 100000

Citywide Code Citywide Code
Enforcement Enforcement
CC Supervisor/1357 CC Supervisor/1357
S Workman/31019877 T Powers/30019122

1.00 FTE 100000 1.00 FTE 100000

Utility Worker 1/1978 Code Compliance

A Zepeda/30003522 Offioor 1356
A Munoz/30003523 E Velasquez/30003494
A Uribe/30003524 1 | K Gower/30003556
J Estrada Vasquez/ R Tabbs/31015477
30003528 J Jewett/31015751
T Crosby/30003529 J Chavez/31016927
5.00 FTE 100000 P Sroka/31017000

Vacant/31012841
H Brown/31012842
3.00 FTE 100000

C Miller/31022866
H Cisneros/31022896
J Solomon/31022940
B Thompson/31025252
10.00 FTE 100000

Code Compliance
Officer/1356
H Serrano/30003492
K Napoleon/31024998
2.00 FTE 100000

Code Compliance
Officer/1356
L White/30003558
D Yu/30003665
A Evans/30003666
D Perry/30003667
M Fusco/31016976
T Barkley/31017781
J Escoto/31017882
D Jarrett/31019673
8.00 FTE 100000

Code Compliance
Officer/1356
J Khalifah/30003493
D Sanchez/30003498
Vacant/31012833
T Smith/31016903
J Molina/31022914
5.00 FTE 100000

Code Compliance
Officer/1356
E Trillo/30003497
F Cruz/30003499
B Garcia/30013180
J Bradley/31012832
J Ramsey/31012834

5.00 FTE 100000

LEGEND

Grey text = Vacant existing position

Red text = New recommended position
= Funded by Measure B




ENVIRONMENTAL SERVICES DEPARTMENT
COLLECTION SERVICES

Area Refuse Collection
Supervisor/1835
B Curran/30003655
1.00 FTE 700039

Utility Worker 2/1979
Vacant/30003656
K Moore/30003657
D Schrader/30003658
Vacant/30003659
Vacant/30003728
M Russell/30003729
N Johnson/30003730
R Littleton/30003731
M Blancet/31007354
A Rodriguez/31017925
Vacant/31017927
8.00 FTE 100000
3.00 FTE 700048

Utility Worker 1/1978
A Diego/31022856
P Reyes/31022883
L Long Jr/31023009

Vacant/31026826 (S)

Vacant/31026825 (S)

Vacant/31026754 (S)

3.00 FTE 100000

3.00 FTE 100000 (S)

Public Works
Dispatcher/1766
P Van Cleave/30002526
C Wells/30002527

M Wells/31025159
2.20 FTE 100000
0.10 FTE 700039
0.70 FTE 700048

April 2024

District Refuse
Collection Supv/1839
K Digiulio/30002563
0.75 FTE 100000
0.25 FTE 700048

Area Refuse Collection
Supervisor/1835
P LaBond/30003721
1.00 FTE 700048

Sanitation Driver 3/1824
Vacant
Vacant
Vacant/30002531
1.00 FTE 100000

Sanitation Driver 2/1832
D Ford/30002546 (T)
T Hill/30002548
E Perez/30002551 (T)
J Cook/30002554
L Chavez Bobadilla/
30007569
S Marquez/30007597
M Murrell/30007608
J Nunes/30007618
H Rahim/30007625 (1)
S EscaleraJaime/30007628 (T)
S McKinney/31018403 (S) (T)
J Lopez/31018404 (S)
G Oruta/31018406 (S) (T)
B Daniel/30008025 (T)
T Cluke//30008032
D Cook/30008033
E Razo0/31003432
S Santos/30003709
A Trejo/30003715
M Reyes/30003717
R Castaneda/30007989
R lapala/30007996 (T)
M Barker/30008000
R Castro/30008009
A Ramirez Ramirez-
Leon/30008013
Vacant/30008020
M Valdez/30008035
M Montoya/30008039
M Hamilton/30008041
J Garcia/31018411 (S) (T)
P Shaw/31018413 (S)
T Bowman/31018408 (S)
E Rojas Jr/31020558
B Smith/31020571
G Delgadillo/31020579
24.00 FTE 100000
6.00 FTE 100000 (S)
5.00 FTE 700048

Deputy Director/2214
C Wear/30002564

0.75 FTE 100000

0.25 FTE 700048

District Refuse
Collection Supv/1839
Vacant/31023020
1.00 FTE 100000 (S)

Supplemental

Area Refuse Collection
Supervisor/1835
Vacant/30003720
1.00 FTE 100000

Area Refuse Collection
Supervisor/1835
B Albison/30002555
1.00 FTE 100000

Area Refuse Collection
Supervisor/1835

K Simmons/30002558

1.00 FTE 100000

Sanitation Driver 3/1824 Sanitation Driver 3/1824 Sanitation Driver 3/1824

Vacant Vacant Vacant
D Cordice/30002535 Vacant Vacant
Vacant/30003696 R Rowe/30003694 J Brown/30002528

1.00 FTE 100000
1.00 FTE 700048

1.00 FTE 700048 1.00 FTE 100000

Sanitation Driver 2/1832
O Medina/30002545

Sanitation Driver 2/1832 Sanitation Driver 2/1832

A Macedo/30002543 y F Al-Hibshi/30007578 (T)
A Madison/30007547 A Ruvalcaba/30007609 (T)
A Thompson/30002544 .
D Verdugo/30007570 M earing 00T M Fraina0007563 (1)
odriquez rankiin
A McCorley/30007576 d F Salcedo/30007582

E Garcia Estrada/30007560

M Osoimalo/30007580 J Gonzalez/30007568

T Washington/30007611
X Dent/30007589

A Ruiz Macias/30007626 (T)

N Williamson/30007614 2 gal\fezgggggf D Alvarez Dias/30007627 (1)
R Galloway/30007621 cales J Best/31018351 (S) (T)
R Storm/30007624 J Rockwell/30007588 (8l schwarz/31018401 (S) (1)
Vacant/30008008 T Fitiausi/30007590 J Farfan/31018402 (S) (T)
O Bastidas/30003707 J Silva/30007595 J Moore-Pettis/31018405 (S)
asticas C Hernandez/30007606 B Forster/30003697(T)
S Thr_owe.r/30008012 N Trejo/31007274 (T) J Eddington/30003710
R Fitiausi/30008027 J Holden/31009398 E Orozco/30007994
V Amador/31003431 R Bucklev/30003704 V Franklin/30008003
K Clayburn/30007998 c y 30008001 S White/30008015
10.00 FTE 100000 D Castaneda R Carter/30008042
5 60 FTE 700048 M Esquivel/30008018 C Hill/30008045 (T)
’ C Scherff/30008021 M Mack/30007993
F Escobar/30007995 S Leomiti/30008029 (T)

M Pumariega/30008031
J Lujan/30008037
F Montiel/30008038
S Shannon/30008044 (1)
A Serna/31018407 (S) (T)
L Favela/31018409 (S) (T)
N Launiu/31020567
15.00 FTE 100000
6.00 FTE 100000 (S)
7.00 FTE 700048

J Corella Abril/31020552
16.00 FTE 100000
4.00 FTE 700048

Program Manager/

Vacant/31000382
0.50 FTE 100000
0.50 FTE 7000438

2270

Area Refuse Collection
Supervisor/1835

S Rodriguez/30002560

1.00 FTE 100000

E Rojas/30002530
Vacant/30002532
R Verdugo/30003701
2.00 FTE 100000
1.00 FTE 700048

Sanitation Driver 2/1832
D Bugg/30002537
G Hubert/30002539
M Jacobs/30002541
V Carrillo/30002542
S Glover/30007548
A Antillon/30007550
V Padilla/30007555
L Parra/30007556
J Payan/30007593
F Limon/30007610
R Young/30007616
M Sanchez/30007623
J Lindsay/30003708
K Flores/30007986
Es Garcia/30008017
J Nunez/30008026
T Clanton/30008028
O Munoz/31009394
G Lucio Rivera/31020578
13.00 FTE 100000
6.00 FTE 700048

Sanitation Driver 3/1824]

Summary
Budgeted FTE 251.00
Provisional FTE 1.00
Supplemental FTE 19.00

Area Refuse Collection
Supervisor/1835
K Biggers/30002559
1.00 FTE 100000

Sanitation Driver 3/1824
Vacant
Vacant
M Means/30002536
1.00 FTE 100000

Sanitation Driver 2/1832
A Jones/30002538
A Long/30007557
M Liverpool/30007561
L Monarrez/30007579
E Valdovinos/30007600
O Johnson/30007602
S Alvarez/30007603
L Ruvalcaba Jr/
30007615 (T)

C Johnson/30007617
E Johnston/30007619
O Rodriguez/30007629
D Ortega/31009397
M Tuitasi/30007987
Vacant/30008014
Ez Garcia/30008022
J Mason/30008024
Ad Johnson/31009395
B Arrington/30007999
F Rangel/31020550
Vacant/31017881 (P)
14.00 FTE 100000
5.00 FTE 700048
1.00 FTE 100000 (P)

Page 3

CONTINUED ON PAGE 4

District Refuse
Collection Supv/1839
L Nunez/30002562
0.75 FTE 100000
0.25 FTE 700048

Area Refuse Collection
Supervisor/1835
S Bailey/30003722
1.00 FTE 700048

Sanitation Driver 3/1824
Vacant
Vacant/30007545
J Zaragoza/30003700
1.00 FTE 100000
1.00 FTE 700048

Sanitation Driver 2/1832
M Nieto/30007564
R Hayes/30007581

D Sawyer/30007583
J Parkhill/30007585
K Gaines/30007587
R Hill/30007591
D Bullock/30007592
T Wilson/30007594
E Verdugo/30007596
A Sanchez/30007598
F Webb/30007599
W Lewis/30007605
A Wilder/30003703
M Andrews/30003705
T Henry/30007984
J San Nicolas/30008004
J Serrano/31009396
D Cruz/30008005
A Valdivia/31020551
14.00 FTE 100000
5.00 FTE 700048

LEGEND

Grey text = Vacant existing position
Red text = New recommended position

@ = Funded by Measure B




Deputy Director
C Wear
Continued

ENVIRONMENTAL SERVICES DEPARTMENT
COLLECTION SERVICES
April 2024

Program Manager/2270
Vacant31021930
1.00 FTE 100000

District Refuse
Collection Supv/1839
E Carter/31020125
1.00 FTE 100000

Area Refuse Collection
Supv/1835

L Ruvalcaba/31019698

1.00 FTE 100000

Area Refuse Collection
Supv/1835

B Ocegueda/31023236

1.00 FTE 100000

Area Refuse Collection|
Supv/1835

New FY24/31024826

1.00 FTE 100000

Area Refuse Collection
Supv/1835

R Gonzalez/31023235

1.00 FTE 100000

Area Refuse Collection
Supv/1835

A Sandoval/31019826

1.00 FTE 100000

Sanitation Driver 3/1824 Sanitation Driver 3/1824 Sanitation Driver 3/1824 Sanitation Driver 3/1824 Sanitation Driver 3/1824
Vacant Vacant Vacant Vacant Vacant
Vacant Vacant Vacant Vacant Vacant
Vacant Vacant Vacant Vacant Vacant

Sanitation Driver 2/1832
J Lopez/30003706
V Nunez/30003712
B Ordille/30003714
R Martinez/30007562
O Naranjo/30007563

Sanitation Driver 2/1832
A Valencia/30008019
S Garcia/31018350 (S)
M Arango/31018412 (S)
G Gonzalez Martinez/

Sanitation Driver 2/1832
A Cerone/31020561

E Duran Urias/31020563
C Perez/31020565
J Bolanos/31020566

Sanitation Driver 2/1832
L Arango/30003716
W Cervantes/30007988
V Jaramillo/30008023
J Garcia/30008030

Sanitation Driver 2/1832
J Ordaz/30007992
T Testa/31020554
R Morales/31020557
J Berber/31020562

31020559 S Doxey/31020569 G Rodriguez/31020553
A Vejar/31020576 J Anaya/31020572 W Faddis/31020570 K Franklin/31020556 J Ramos/30007575
M Tuisee/31020580 H Gonzalez/31007273
R Razo/31020581 B Nunez/31020573 R Mendez/31020560
. G Escalante/31020585 : ; S Ramos/31018410 (S)
M Lopez Castillo/31020582 C Fermin/31020575 R Ramirez/31020564 ) )
D Cardenas/31020583 T Saenz Jr/31020586 H Herrera/31020577 J Hernandez/31020568 E Aguilar Lucio/31020555
G Jaime/31020589 R Llerenas/31020587

| Reynoso/31020588
7.00 FTE 100000
2.00 FTE 100000 (S)

M Ruiz Torrez/31020584
10.00 FTE 100000

J Arredondo/31020574

9.00 FTE 100000 10.00 FTE 100000

G Rios/30007990
9.00 FTE 100000
1.00 FTE 100000 (S)

1.00 FTE 700048

Page 4

CONTINUED FROM PAGE 3

Program Coordinator/
2282

S Sims/31022051

1.00 FTE 100000

Assoc Mgmt Analyst/ Supv Mgmt Analyst/

1218 1917
M Alsheikh Yassin/
31009563 M Coleman/30003725

0.50 FTE 100000

0.60 FTE 100000 0.50 FTE 700048

0.40 FTE 700048

Supv Mgmt Analyst/
1917
Vacant/31010031
0.35 FTE 100000
0.34 FTE 700039
0.31 FTE 700048

Automotive
Engineer

Admin Aide 2/1107
C Storno/31025165
1.00 FTE 100000

Assoc Mgmt Analyst/
1218
C Williams/30003653
1.00 FTE 700039

M Monillas/30002566

1.12 FTE 100000
0.06 FTE 700039
0.82 FTE 700048

Senior Mgmt Analyst/
1106
M Diego/30003689
1.00 FTE 700048

Admin Aide 2/1107
K Andrews/30003724
1.00 FTE 700048

Account Clerk/1104
Vacant/30002523
1.00 FTE 100000

Payroll Specialist 2/1648

J Del Rosario/31006501

Senior Mgmt Analyst/
1106
Vacant/31020267
1.00 FTE 100000

E&E Intern

J Mosqueda/31021941
| Ichiyama/31021942

Vacant/31022228

S Aguilar/31021945

Admin Aide 2/1107
X Vue/31023801
1.00 FTE 100000

Cashier/1330
K Hodges/30019232
E Tuitasi/30003688
1.00 FTE 100000
1.00 FTE 700048

LEGEND

Grey text = Vacant existing position
Red text = New recommended position

@ = Funded by Measure B




Page 5
CONTINUED ON PAGE 6-7

Deputy Director/2214
ENVIRONMENTAL SERVICES DEPARTMENT J Hay/30003536
DISPOSAL & ENVIRONMENTAL PROTECTION 0.10 FTE 100000
. 0.80 FTE 700039
April 2024 0.10 FTE 700048
[ I I 1
. . Landfill Maint & Monitoring
Landfill Operations & .
Maintenance Facility Sr Eng Civil/1855 Assoiit:l I\S/It:;l?;gsement Sr Eng Civil/1855 (Sur‘fager)/ETnEEé/ilvli:l’/r;)sgerm Mgr
Sr Eng Mech/1830 L Bromley/31016356 4 L Campos/30003549 9
A Berlanga/31025351 C Fergusson/30003486
Vacant//30003606 1.00 FTE 700039 1.00 FTE 700039 1.00 FTE 700039 0.10 FTE 100000
1.00 FTE 700039 ) ’
’ 0.90 FTE 700039
——
[ I I 1
General Utility Supervisor/ Land Surveying Associate/| General Utility Supervisor/ Env Biologist 3/1687 Senior Planner/1872 Asoc Eng Civil/1221 Asoc En_g Civil/l1221
1976 1939 1976 B Ewert/30003600 J Fajardo/30003628 G Hook/30003511 H Fathi/30003469 H
M Rennie/30003520 S Pavlik/31004306 K Keene /30003569 1.00 FTE 700039 1 OJO FTE 700039 1.00 ETE 700039 J Mauk/30003553
1.00 FTE 700039 1.00 FTE 700039 1.00 FTE 700039 ' ' ' 2.00 FTE 700039
| I
I I | Landfill Equi
Landfill Operations TrasH Landfill Operations Dirt andfill Equipment y ineeri
Dair;p;sal g?tr: ézr;i”':% Master Fleet Tech /1447 Die:;oéal Sﬁfgas:fpr:ls” 4|1r3 Equipment Tech 3/1441 Operator/1573 Assoc Planner/1227 Asst Eng Civil/1153 Tank Engineering & Env
Vacant/30003568 M Dunn/30003578 Vacant/30003570 S LaPage/30003572 J Perez/30003583 C Gagen-Cheeney/ A Erfany/30003548 Mgmt Program
1.00 FTE 700039 1.00 FTE 700039 1.00 FTE 700039 1.00 FTE 700039 J Ruiz/30003584 31023459 1.00 FTE 700039 HazMat Insp 2/1527 -
: : D Smith/30003586 - 1.00 FTE 700039 S Mazzone/30003479
T Whitefield/30007969 1.00 FTE 100000
Vacant/30007974 .
Landfil Equipment 5.00 FTE 700039 Landfill Equip Operator/ | | | /1506 Bnd G221
Operator/1573 Laborer/1579 S Frcins sy T 1,00 FTE 700039
Landfill Equipment J Bullock/30003581 O Garnica/30003591 Equipment Operator2/ ’ OI(;KI::TE 700039
Operator/1573 Laborer/1579 Vacant/30003585 J Romo/30003597 1440 ’
S Egge/30003582 Vacant/30003593 Vacant/30003588 L Butron/31004304 Freitas/30003506
J Flores/30007970 Vacant/30003594 F Ruano/30007968 Vacant/31018626 T Perez/30003574
F Huerta/30007972 | Aina/31004302 P Schwartz/30007971 Vacant/31018651 E CastelM lon/30003576 Equipment Operator 2/ Asst Eng Civil/1153
E Ruano Jr/30007975 J Ramirez/31018725 M Granata/30007973 B Green/31023371 S Grant/31003926 1440 O Canady/30003472
D Neffew/30007977 4.00 FTE 700039 D Ledezma/30007976 R Neal/31023485 Vacant/31003927 M Todd/31023370 B 1.00 FTE 700039
L Phillips/31011176 ’ B Thornbrough/31011177 7.00 FTE 700039 V Carr//31011250 1.00 FTE 700039
6.00 FTE 700039 8.00 FTE 700039 Vacant31011251
D Smith/31023526
8.00 FTE 700039 Laborer/1579 Asoc Eng Civil/1221
Utility Worker 2/1979 Vacant/30003590 —  Vacant/30003555
Equipment Operator2/ Vacant/30003613 |— Vacant/30003598 1.00 FTE 700039
1440 1.00 FTE 700039 Equipment Tech 2/1438 Utility Worker 2/1979 M Torres/31004301 Summar
Vacant/ 31003925  |— Vacant/30003596 D Cardenas/30003595 M Rosas/31004303 Budgeted FTE 117.00
Vacant/ 31004126 J Perez/31004125 | 1.00 FTE 700039 Vacant/31018676
2.00 FTE 700039 2.00 FTE 700039 Vacant/31018700
Vacant/31018701
7.00 FTE 700039

LEGEND
Grey text = Vacant existing position

Red text = New recommended position
= Funded by Measure B




Page 6
CONTINUED FROM PAGE 5

ENVIRONMENTAL SERVICES DEPARTMENT
DISPOSAL & ENVIRONMENTAL PROTECTION .
. Deputy Director
April 2024 J Hay

Continued

Environmental Protection
Program Manager
J Weislogel/31009558
1.00 FTE 700039

Hazardous Materials Mgt Program
Haz Mat Prog Mgr/1500
Vacant/30003488
0.45 FTE 100000
0.10 FTE 700039

Asbestos, Lead & Mold Program/Lead
Safety & Healthy Homes Program
Environmental Health Mgr/1119
A Santifer/30002519
1.00 FTE 100000

Asbestos, Lead & Mold
Program
Env Health Coord/1121
R Cox/31010300
1.00 FTE 100000

0.45 FTE 700048

Lead Safety & Healthy
Homes Prog
Env Health
Coord/1121
Vacant/30003737
1.00 FTE 100000

Household Hazardous
Waste Program
HazMat Insp 3/1544
T Lee/31001100
1.00 FTE 700048

HazMat Inspection/
Training Program
Supv HazMat Insp/1896
D Rogers/30003473
1.00 FTE 100000

Landfill - Hazardous
Substance Enforcement
Supv HazMat Insp/1896
K Galarneau/30003489

1.00 FTE 700039

Env Health Insp 2/1122
W Blondet/30002520
G Cortinas/30002521

A Hata/31016926
Vacant/31016975
A Urbina/31018150
5.00 FTE 100000

Env Health Insp 2/1122
| Rioflorido/30002522
B Jamieson/30012874
K Best/31016876
3.00 FTE 100000

HazMat Insp 2/1527
J Quinlon/30003480
1.00 FTE 700048

HazMat Insp 3/1544
T Sherlock/30003481
1.00 FTE 100000

EnvHealthinsp2/1122

New FY24/31025462

New FY24/31025490
2.00 FTE 100000

HazMat Insp 2/1527
A Cerrin/30003478
1.00 FTE 100000

HazMat Insp 2/1527
K Long/30003474
J Tolson/30003475
W Kleiner/30003477
3.00 FTE 700039

LEGEND
Grey text
Red text

= Vacant existing position
= New recommended position
= Funded by Measure B




ENVIRONMENTAL SERVICES DEPARTMENT
DISPOSAL & ENVIRONMENTAL PROTECTION
April 2024

Deputy Director
J Hay
Continued

Assistant Deputy
Director/
2250 New FY24/31024782
1.00 FTE 700039

Sr. Eng Civ/1855
1.00 FTE 700039

General Utility Supervisor/|
1976
L Figueroa/31025401
1.00 FTE 700039

Disposal Site Supervisor
1413
New FY24/31025352
1.00 FTE 700039

Utility Worker

New FY23/31023461
1.00 FTE 700039

2/1979 Equipment Operator 2/1440
R Mauga /31023398

J Kelly /31023445

A Rios /31023483
New FY23/31023484
New FY23/31024401

5.00 FTE 700039

Landfill Equipment
Operator/1573
New FY24/31025425
1.00 FTE 700039

Equipment Tech
3/1441
New FY24/31025400
1.00 FTE 700039

[ —

CONTINUED FROM PAGE 6

Asoc Eng Mech/1225
New FY23/31023444
1.00 FTE 700039

Classified Recycling
Program Manager/1556
New FY23/31023482
1.00 FTE 700039

Asst Eng Elect/1157
New FY23/31023458
1.00 FTE 700039

Equipment Tech
2/1438
New FY24/31025375
1.00 FTE 700039

1

Enviro Biologist
2/1686
New FY24/31025450
1.00 FTE 700039

Page 7

LEGEND

Grey text = Vacant existing position

Red text = New recommended position
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ENVIRONMENTAL SERVICES DEPARTMENT
Peoples Ordinance Amendment

April 2024

Community Development
Specialist 4/1354
R Enriquez/31024406
1.00 FTE 100000

Assistant Director
Jeremy Bauer

Senior Mgt Analyst
/1106
Vacant/31024482
1.00 FTE 100000

Assoc Mgt Analyst/1218
L Jackson/31025426
1.00 FTE 100000

Assoc Mgt Analyst/1218
| Ralph/31025452
1.00 FTE 100000

Summary
Budgeted FTE 4.00

LEGEND

Grey text = Vacant existing position

Red text = New recommended position
@ = Funded by Measure B




ENVIRONMENTAL SERVICES DEPARTMENT
Support Services — Customer Services
April 2024

Deputy Director
Vacant/31004366
0.35 FTE 100000
0.34 FTE 700039
0.31 FTE 700048

Support Services
Program Manager/2270
A Reyes/30003615
0.39 FTE 100000
0.36 FTE 700039
0.25 FTE 700048

Fee Booth & Fee Collection
Program Coordinator
W Kennedy/31024426
1.00 FTE 700039

Information Systems
Info Systems
Administrator/1243

Customer Services Admin Aide 2/1107

C Remington/30003623
0.38 FTE 100000
0.34 FTE 700039
0.28 FTE 700048

Assoc Mgt Analyst/1218
J Gonzalez/30003673
0.50 FTE 100000
0.50 FTE 700039

Supv Disp Site Rep/1920
A Hernandez/31004182
1.00 FTE 700039

J Castillo/30012897
0.63 FTE 100000
0.21 FTE 700039
0.16 FTE 700048

ISA 4/1926

0.38 FTE 100000
0.34 FTE 700039
0.28 FTE 700048

S Albanese/30012853

ISA 4/1926

T Alexander/30012850

0.38 FTE 100000
0.34 FTE 700039
0.28 FTE 700048

Admin Aide 2/1107
R Houck/30002568
0.35 FTE 100000
0.34 FTE 700039
0.31 FTE 700048

Admin Aide 2/1107
D Martinez/30012863
0.20 FTE 100000
0.60 FTE 700039
0.20 FTE 700048

ISA 3/1349
N Aciro/30012909
0.38 FTE 100000
0.34 FTE 700039
0.28 FTE 700048

ISA 3/1349
J Hsu/30003624
0.38 FTE 100000
0.34 FTE 700039
0.28 FTE 700048

Fee Booth Ops 1
Sr Disposal Site Rep/
1864
F Perez/30003609
1.00 FTE 700039

Fee Booth Ops 2
Sr Disposal Site Rep/
1864
R Simms/31016357
1.00 FTE 700039

Fee Booth Ops 3
Sr Disposal Site Rep/
1864
S Maldonado/30003608
1.00 FTE 700039

Fee Booth Ops 4
Sr Disposal Site Rep/
1864
A Radford/31021275
1.00 FTE 700039

Utility Worker 1/1978
Vacant/30046096
0.69 FTE 700039
0.31 FTE 700048

ISA 2/1348
M Webb/30003622
0.38 FTE 100000
0.34 FTE 700039
0.28 FTE 700048

ISA 3/1349
Vacant/30012914
0.38 FTE 100000
0.34 FTE 700039
0.28 FTE 700048

Onsite at Miramar

Public Info Clerk/1776
B Small/30002567
L Sandoval/30012891
E Martin Jr/30012893
J Armendariz/30012895
E Aguiluz/30012899
C Forney/30012902
J Harris/31011385
L Velela Fierro/
31011386
C Gallagher/31011401
M Lopez/30122892
E Rios/31023014

Disposal Site Rep/1412R
Mansour/30007965
E Wessling/31009754
J Mendoza/31012626
C Baker/31020433
4.00 FTE 700039

Disposal Site Rep/1412
Vacant/30003565
D Melvin/31009755
A Miranda/31020460
C Sanabria Larios/
31020478
4.00 FTE 700039

Disposal Site Rep/1412
J Turner/30003563
E Orozco/31006627
J Lopez Herrera/
31012627
3.00 FTE 700039

Disposal Site Rep/1412
L Contreras-Lizaola/
30003566
R Chadwick/30007964
K Blackington/31020397
3.00 FTE 700039

Summary
Budgeted FTE 45.00

6.78 FTE 100000
2.26 FTE 700039
1.96 FTE 700048

ISA 2/1348
Vacant/30012907
0.38 FTE 100000
0.34 FTE 700039
0.28 FTE 700048

Onsite at Miramar

LEGEND

Grey text = Vacant existing position

Red text = New recommended position
= Funded by Measure B




ENVIRONMENTAL SERVICES DEPARTMENT
Support Services - Fiscal
April 2024

Deputy Director
Vacant
Continued

RECYCLING & ENV PROT
Supv Mgmt Analyst/1917
N Delille/30003618
0.40 FTE 100000
0.45 FTE 700039
0.15 FTE 700048

SUP SRVS & CLEAN SD

Supv Mgmt Analyst/1917
T Rosete/30012880
0.35 FTE 100000
0.34 FTE 700039
0.31 FTE 700048

Summary

LANDFILLS, REVENUE,
ClP
Supv Mgmt Analyst/1917
K Nguyen/30003513
1.00 FTE 700039

Budgeted FTE 26.00

I 1
I Support Services Clean SD
Assoc Mgt Analyst/1218| Sr Mgmt Analyst/1106
R Ravelo/30012889 N Dizon/30012881
0.35 FTE 100000 0.35 FTE 100000
0.34 FTE 700039 0.34 FTE 700039
0.31 FTE 700048 0.31 FTE 700048

I
Environmental
Protection, Grants
Assoc Mgt Analyst/1218
M Borja/30013254
0.50 FTE 100000
0.50 FTE 700048

[ 1
DPA & Revenue Accts Landfills
Assoc Mgt Analyst/1218 Sr Mgmt Analyst/1106
L Ashley/30012876 Victor W/30003491
0.63 FTE 100000 0.10 FTE 100000
0.21 FTE 700039 0.80 FTE 700039
0.16 FTE 700048 0.10 FTE 700048

Recycling, C&D, Grants
Assoc Mgt Analyst/1218

D Munro/31015679 ||
1.00 FTE 700048

Support Services
C&D Account Clerk/1104 Clean SD
Admin Aide 1/1105 B Rogers/30012860 Admin Aide 2/1107
A Garcia/30013181 0.35 FTE 100000 J Rhodes/31012902
1.00 FTE 700048 0.34 FTE 700039 1.00 FTE 100000
0.31 FTE 700048

Environmental
Protection, Grants
Admin Aide 2/1107
S Acosta/30003734
1.00 FTE 700048

Landfill DPA Accounts
Admin Aide 2/1107
A King/31004176
0.70 FTE 700039
0.30 FTE 700048

Landfills, TEEM
Admin Aide 1/1105

J Nguyen/30003468
0.80 FTE 100000
0.20 FTE 700039

c&D Payroll Clean SD

Supv Disp Site Rep/ Payroll Specialist 2/1648 Admin Aide 1/1105

1920 J J Hopper/30012856 C Schmidt/30003487
Gonzalez/31004183 C Shatzer/30012859 0.89 FTE 700039

1.00 FTE 700039 A Rosas/31024433 0.11 FTE 700048

0.94 FTE 100000
1.48 FTE 700039
0.58 FTE 700048

Landfill DPA Accounts
Account Clerk/1104
J Gutierrez/30012865
0.70 FTE 700039
0.30 FTE 700048

Recycling
Account Clerk/1104
Vacant/31012901
1.00 FTE 100000

Landfills
Account Clerk/1104
H Dizon/30012924
1.00 FTE 700039

Clean SD
Account Clerk/1104
0SS/1746 R Peay/30012923
D Reddecliff/30003603 1.00 FTE 700048
1.00 FTE 700039

Landfill DPA Accounts
E Villarreal/31021351
1.00 FTE 700039

LEGEND

Grey text = Vacant existing position

Red text = New recommended position
= Funded by Measure B




ENVIRONMENTAL SERVICES DEPARTMENT
Support Services - Safety, Training, Employee
Development Deputy Director
April 2024 Vacant

Continued

Safety Training Employee
Development
Program Manager/2270
G Katsikaris/31012702
1.00 FTE 100000

Safety & Training
Safety & Training Mgr/
1972
D Stecher/30012884
0.36 FTE 100000
0.33 FTE 700039
0.31 FTE 700048

Safety Officer/1823 Trainer/1217

| Pedraza/30012883 L Ma/31025171
0.35 FTE 100000 0.34 FTE 100000
0.34 FTE 700039 0.33 FTE 700039
0.31 FTE 700048 0.33 FTE 700048

Safety Rep 2/1826
C Silva/30012878
0.35 FTE 100000
0.34 FTE 700039
0.31 FTE 700048

Summary

Budgeted FTE 5.00

LEGEND
Grey text = Vacant existing position

Red text = New recommended position
@ = Funded by Measure B




ENVIRONMENTAL SERVICES DEPARTMENT
WASTE REDUCTION
April 2024

Deputy Director/2214
A Deleon (Interim)/30003650

Supv Recycling Spec/
1557

J Ott/31009552
1.00 FTE 700048

0.40 FTE 100000
0.45 FTE 700039

0.15 FTE 700048

Program Manager/2270
New FY24/31024876
1.00 FTE 700048

Summary

Budgeted FTE 43.51

Recycling Spec 3/1561
Vacant (A Deleon)/
30003676

J Hobbs/31009551
D Lam/31019851
2.00 FTE 700048
1.00 FTE 100000

Mgmt Intern/2103
Vacant/30015555
Vacant/30015736
J Evaristo/31021620

0.63 FTE 700039

Supv Recycling Spec/
1557
M Browning/31003978

Page 12

Recycling Spec 2/1558
Vacant/30003677 (.75)
E Creegan/30003679
Kaprielian/30019105 (.50
E Baskin/30019152
A Putnam/30019156
S Ferris/31011526
G Verdugo/31019852
1.00 FTE 100000

5.25 FTE 700048

1.00 FTE 100000

Recycling Spec 3/1561

M Espinola/30013178

P Osipova/30019153
Vacant/31022912
3.00 FTE 700048

0.63 FTE 700048

Classified Recycling
Program Manager/1556

J Sands/30003671

1.00 FTE 700048

Recycling Spec 2/1558
L Short/30003678
R Baricuatro/30013175
C Wiegand/30013176
M Kendall/31011525
R Harpin/31022894
N Vallejo/31022913
6.00 FTE 700048

Code Compliance
Officer/1356

6.00 FTE 100000

1.00 FTE700048

Officer/1356
G Avila/30003625 R Edwards/30(_)03496
L Ollua Martinez/
N Negrete/31011037
30013179
T Owens/31019699
/ R Chavez/31011308
F Robinson/31019806
ssiedaions D Leal/31012835
y F Labog/31022840
31019827 R Sollinger/31022897
K Chandler/31019828 9
K Espinoza/31019878

[ 1
SB1383 CRO
CC Supervisor/1357 CC Supervisor/1357
R Jones/31022839 Z Sullivan//30003557
1.00 FTE 100000 1.00 FTE 100000

Code Compliance

J Hernandez/31022915
R Moore/31023017
7.00 FTE 100000

1.00 FTE 700048

Utility Worker 1/1978
R Turner/31023032
D Edwards/31023127

2.00 FTE 700048

LEGEND

Grey text = Vacant existing position
Red text = New recommended position
= Funded by Measure B




Appendix C — Map of
Collection Services, 8353
Miramar Place San Diego,
CA 92121
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ATTACHMENT G: ELECTRIC VEHICLE FUNDING FOR COST-OF-SERVICE MODELING
Cost Estimate to Pilot the use of Electric Automated Side Loader Packer Vehicles

The City developed a cost estimate to pilot the incorporate of the electric automated side loader (ASL) packer vehicles
into its trash, recycling and organics collection fleet. See Table 1 below.

Table 1: Cost Estimate to Purchase, Operate and Maintain 19 Electric Automatic Side Loader Packer Vehicles between Fiscal years 2026 and 2035

Fiscal Year
2026 2027 2028 2029 2030 2031 2032 2033 2034 2035
Es(t:i?nsetlte $2,283,244 $435,478 $3,156,500 $2,651,661 $590,390 $248,124 $37,474 $298,095 $5,037 $2,983,424

ESD estimates these costs would allow ESD to purchase up to three electric ASL packer vehicles between Fiscal year 2026
and Fiscal year 2027 and to initiate a pilot project to test these vehicles and their potential applicability to ESD’s
collections operations. ESD proposes to later purchase up to an additional sixteen electric ASL packer vehicles between
Fiscal 2028 and Fiscal 2035 to expand on the initial pilot to allow ESD to further test the viability of these vehicles on a
larger scale. This pilot would allow ESD to evaluate these vehicles on both a small and large scale before the City makes
decisions on further expanded their inclusion in ESD’s fleet.

To develop the cost estimate of this pilot, ESD leveraged an estimated developed by the City to replace most (187) of its
fleet of compressed natural gas (CNG)-powered trash, recycling and organics automatic side loader (ASL) packer vehicles
with electric automatic side loader packer vehicles. See Table 2 below. The estimate includes the costs to charge and
maintain the new electric vehicles.

Table 2: Cost Estimate to Purchase, Operate and Maintain 187 Electric Automatic Side Loader Packer Vehicles between Fiscal years 2026 and 2035

Fiscal Year
2026 2027 2028 2029 2030 2031 2032 2033 2034 2035
Esct:i?ns;te $22,832,444 | $4,354,782 | $31,564,998 | $26,516,612 | $5,903,897 | $2,481,243 | $374,740 | $2,980,955 | $50,371 | $29,834,236

ESD is not proposing to replace 187 vehicles at this time. Rather, ESD is proposing to fund a pilot effort to purchase up to
19 ASL packer vehicles between Fiscal year 2026 and Fiscal 2035 to test the effectiveness of these vehicles. ESD estimates
the cost of the pilot project, which will include the purchase, operation, and maintenance of up to 19 electric ASL
vehicles to be 10 percent of the cost to purchase, operate, and maintain 187 electric ASL vehicles.
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ATTACHMENT H: ONLINE CUSTOMER PORTAL AND CUSTOMER BILLING PROCESSES

Container Selection via New Customer Portal

By July 15, 2025, the City plans to launch a new web-based portal for customers to select their Bundled Option
service level and determine if they would like any additional containers. Starting in October 2025, the City plans to
begin replacing all trash and recycling containers for residential customers who receive City service, based on their
service level selection.

Each property will be required to select at least one trash container, one recycling container, and one organics
container. The fee for this initial bundle of three containers is a function of the size of the trash container, as
illustrated in Table 1 in this notice. For example, as currently proposed, a customer with a 35-gal trash container
would pay a fee of no more than $36.72 per month. The fee for the initial bundle includes a 95-gal recycling
container and a 95-gal organics container. If a customer prefers a smaller recycling or organics container, the City
will make one available, but the fee would be the same.

If a customer needs more than the minimum bundle of three containers, the customer can select additional
containers to meet their need. Table 1 summarizes the additional monthly fee associated with each additional
container. For example, an additional 35-gal trash container for the property would cost no more than another
$6.94 per month. An additional recycling container would cost no more than another $10.57 per month, and an
additional organics container would cost no more than another $13.05 per month. For the additional recycling or
organics containers, the fees would entitle the customer to a 95-gal container for each, but smaller containers
would be available if preferred by the customer, at the same price.

Through the customer portal, ESD will track the date in Fiscal year 2026 on which the new containers are delivered
(“Delivery Date”). If the customer selected a level of service that differs from the bundle of three 95-gal containers,
the customer will be entitled to a credit or a debit for the lower or higher level of service they selected. This credit or
debit will be applied towards the customer's Fiscal year 2027 fee.

For example, if a customer selects Bundle Option 1, with the 35-gal trash container, the fee associated with that
bundle is less than the fee associated with Bundle Option 3, with the 95-gal trash container, so the customer would
receive a credit for the difference in fees during the time between the Delivery Date and the end of Fiscal year 2026
on their Fiscal year 2027 bill. Alternatively, if a customer selects Bundle Option 3, with the 95-gal trash container,
and also requests an additional 95-gal trash container and an additional 95-gal recycling container, the total fee for
that package would be higher than the fee associated with Bundle Option 3. For these and any other combination
scenarios, ESD will calculate through the portal the prorated difference in fee for the time between the Delivery
Date and the end of the Fiscal year 2026. This prorated difference of fee will be applied to the Fiscal year 2027 as a
debit or credit, as applicable.

ESD is also in the process of confirming all customers eligible for City provided solid waste management services.
While ESD believes that it should be able to identify all eligible properties prior to July 1, 2025, which will allow the
City to bill those properties for service in Fiscal year 2026, it is possible that some properties will not be identified by
that date, and therefore, will not be billed for service received in Fiscal year 2026 during that year. For those
properties, the City will identify the date that the property received their container(s) in Fiscal year 2026 and will
debit the fee associated with the costs of service for Fiscal year 2026 on the customer’s bill for Fiscal year 2027.

Explanation of Fee for Fiscal Year 2027 and Beyond

ESD plans to complete the initial delivery of all new containers before the end of Fiscal year 2026. The fee for Fiscal
Year 2027 will be based on the customers'’ selected service level.

The customer portal is designed to allow customers to track the containers they have on their property and to
request changes once per year.



ATTACHMENT H: ONLINE CUSTOMER PORTAL AND CUSTOMER BILLING PROCESSES

In future years, the fees customers will pay will be based on the containers each customer has, reflecting the level of
service available to them, plus or minus any credits or debits they are owed as a result of changes to the level of
service they requested and received in the prior year.

For example, if a customer logged into the portal halfway through Fiscal year 2027 and decided to replace their 95-
gal trash container with a 35-gal trash container, ESD will track the date in Fiscal year 2027 that the new container is
delivered and will apply a credit to the fee for Fiscal year 2028 based on the prorated portion of the year in which
the customer received service at the 35-gal level.
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