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[bookmark: _Toc236906330]Program Design Considerations
[bookmark: _Toc236906331]Capacity
Estimating recycling capacity is key when a property is opting in to the program. Depending on program take-up, the estimated volume should aim to provide roughly comparable recycling and solid waste capacity. For this pilot program, it is suggested that capacity is estimated using



paired with lessons learned and observations and scale up initial estimated capacity with time. To determine how to scale up, weekly volume assessment is key. Successful programs across the country were reviewed to provide capacity estimate benchmark suggestions for this pilot. Using the monitoring data and feedback from property staff, the program coordinator should consider increasing capacity as residents start recycling more, aiming to reach one of the following benchmarks: 
· 11-20 gallons / unit / week; this is what most multi-family recycling programs in the country use as their capacity estimates.
· 2:1 solid waste : recycling ratio; some other programs base their recycling capacity estimates on this ratio for each property. 
[image: ]Consider building layout (e.g., higher rise buildings with fewer dumpsters / containers vs. horizontally distributed complexes with more containers / enclosures; see images below for examples) and review hauler contract to determine container options; confirm with hauler which containers are acceptable under contract requirements. 	Comment by Mathieu, Christine: If available, use pictures from properties in your city.
[image: ]
If trash is often overflowing at this property before pilot launch, it could present a challenge as residents might use recycling carts to dump garbage instead of recycling. Monitoring garbage and recycling capacity will be key, and consistent resident outreach will determine program success. 
Convenience and Access
Consider building layout at each step of the way, as a rule of thumb containers on the property must be conveniently located to increase resident engagement. The easier the access is for residents, the more likely they are to start recycling. Recycling carts should be close to garbage containers but leaving enough space for haulers to be able to pick them up (3 ft. clearance on either side) and for residents to easily recognize the recycling containers are not for trash. Labeling and / or color coding the containers (blue containers for now) is crucial so that residents don’t get confused and mistakenly drop trash in the recycling carts. If their budget allows, suggest that the property provides their residents with recycled tote-bags or in-unit bins in which they can collect their recycling and can carry to recycling carts.
· Ideally, recycling carts should be placed in the enclosures where dumpsters or garbage carts are located if space permits (3 ft. clearance for hauler to pick up carts).

· If space in the enclosures is not enough, as illustrated below, consider placing the carts close to each enclosure in the property (clearance still needs to be factored in).  
[image: ]
                                                                                                                                     Photo by author
· If property management is interested in the project, they might be willing to expand the enclosure space, ask if this is a possibility. 

· If carts are located indoors or in basement-parking, consider height clearance (6 ft. to ceiling minimum) and whether carts will have to be rolled outside for hauler pick-up.

· If enclosures are too spread out, consider starting with a few “recycling stations” in the property. The recycling stations should be as convenient for residents as possible, placing them at mid-point distances between buildings so residents don’t have to debate between walking to the garbage dumpsters or the recycling stations. 

· Avoid inconvenient locations in property corners with poor lighting or access, consider if during the winter months the location will still be accessible and suitable for residents.
· Regardless of where the recycling carts or bins are placed, it is key to consider whether snowplows or other large vehicles can safely maneuver around them. If placed outside it is key that containers have lids that close properly to protect recyclables from the weather, particularly rain and snow. 
Education and Branding
Residents will have an easier time navigating changes with clear and consistent information. Clearly labeled containers paired with pictorial signage can increase acceptance and engagement. Similar programs in St. Louis, Cincinnati, Minneapolis and Houston have also found that having multilingual material with heavy use of images are a way to make recycling convenient and normalized for residents. 11,22 Use the branded templates and reinforce recycling conventions (e.g., “empty, clean, dry, loose”) with inclusive language (e.g., “our city / property”).
· Label all recycling containers as such. Consider numbering or stickers to identify containers and keep track of them across the property, especially important if they won’t be placed in an enclosure and there is a possibility residents might relocate them. 

· If demographic information is available for property residents, use it and translate educational material if appropriate. Regardless, images are a powerful way to overcome language barriers. Consider demographics when choosing materials (e.g., elderly populations might prefer printed materials vs. digital communications; longer-lived magnets might be preferred to disposable door hangers; etc.). 

[bookmark: _Toc236906332]Monitoring and Data Measurement 
The only way to understand how the program is working for a property is by regularly monitoring the recycling containers. 11,22 Quick visual inspections and / or photographs can help identify unwanted materials (i.e., contamination) and estimate recycling volumes. Tracking contamination can be determinant for program success as it can highlight what information needs to be reinforced through outreach. Monitoring weekly volumes can help identify if more containers are needed in the property or if outreach should be prioritized before scaling up. 

Questions to consider:
· Can the city allocate time and resources for an employee to monitor carts once a week before hauler pickup?

· Can property staff allocate time and resources to monitor carts once a week before hauler pickup?
· Can the property negotiate with a handful of residents to become recycling champions and take on the tasks of measurement instead of having property staff doing it? To incentivize residents, the property could potentially offer rent discounts or gift cards for the champions.

· Can the property motivate all residents to engage with the program by taking a picture of their weekly recycling being dumped in the carts? This way neither property staff nor resident champions would be responsible for monitoring. For example, to motivate full engagement the property could offer one-month rent free as a lottery price. All residents who upload pictures of their weekly recycling in the cart without contamination during program launch enter a drawing; at the end of the pilot period the property draws a winner from those residents. 

· An agreement should be reached between the city and property, in which the property sends pictures and / or data to the city for analysis on how the program is moving along. It will help determine whether the current recycling volume is sufficient for the property and whether more educational outreach and support is needed from the city. 

Why does monitoring and data measurement matter?
Monitoring recycling containers and other data will show which materials are being recovered, whether containers are overflowing or underused, which type of contamination is highest, and which containers show this consistently. Data collected and reported by enrolled properties will help identify specific issues and potential solutions, and through this feedback loop the city can refine outreach material, container selection, and enforcement.
Using this data the city can enhance program design and reduce future costs. Understanding capacity levels and contamination promotes enhanced service (container sizes and placement), which can help avoid consistent overflow and lower operational costs (avoiding iterations of estimated capacity for similarly sized properties). Tracking contamination and volume will also help the city assist properties facing issues and replicate successful setups, increasing recycling rates while reducing landfill disposal and litter.
More importantly, documented improvements and clearly defined challenges or trouble areas give the city credible evidence when seeking grants, adjusting ordinances, or reporting to elected officials and the public. Complaint information, questions and other notes (inaccessible recycling areas, chronic dumping, missing carts, etc.) can be added as qualitative data too.
Periodically, the city can benchmark data across properties or compare each property’s baseline to current status, or both. Metrics may include:
· How many properties have opted in to the program?
· Recycling volumes / contamination. 
· Effective outreach campaign strategy.
· Is there a consistent container set-up linked to low contamination
[bookmark: _Toc236906333]Communicating with Property Management or Staff

Your city can identify and invite multi-family properties to participate in the program through a combination of strategies. Properties can review information in the city’s website, navigating to the recycling landing page to the multi-family property section which contains basic information of the program and its purpose. A survey is linked to this section where interested properties can provide their information for the city to contact them. Otherwise, if the city has a database with information on all multi-family properties in its jurisdiction, it might try to contact management at these properties directly and provide information on the program. Once properties have enrolled, other properties might become aware through word-of-mouth or referrals. 	Comment by Mathieu, Christine: Change highlighted text to your city's name throughout this section and document as a whole.
The enrolled-property database can also be used by the city to contact properties and inform them of major changes (changes in contract with hauler, change in pick-up schedules, routes, etc.). Additionally, it can be used to remind properties twice a year to engage in resident outreach and monitoring recycling stations / containers. A dedicated e-mail, inbox or inbox rule can be created so that all multi-family communications reach the same place for the program coordinator to monitor. This will allow for more efficient communication with properties.
Once a property shows interest in implementing the recycling program, the program coordinator should reinforce program benefits for properties. Share case studies in the reference section for cities who have launched similar programs for properties to explore the benefits of these programs. As an additional benefit, this program will help properties be prepared for future state or local recycling requirements. 
[image: ]Last, the program coordinator must review stakeholder responsibilities with each property while participating in the program. Go over the roles and responsibilities table in this guidebook or have a quick conversation to remind them of their responsibilities and / or commitments when enrolling in this program.	Comment by Mathieu, Christine: Change image to match your city's website.
[bookmark: _Toc236906334]Onboarding	Comment by Mathieu, Christine: Define what's applicable to your city depending on whether the city contracts with the waste hauler directly or not. Change or delete was is not; keep what is relevant.

1. Interest Survey: once it has been filled out in the city’s webpage, the city will contact the property and convene a short onboarding meeting (virtual or on-site) to cover next-steps and requirements. 

2. Memo of understanding: fill out and sign memo of understanding; overview of program.
· (OPTIONAL) Resident engagement survey: the program coordinator can encourage management to send a short survey to gauge resident interest in the program. This will make it easier to estimate appropriate container capacity to launch the program.

3. Site walkthrough: the program coordinator will visit the property to conduct an assessment with management. The main goals of this walkthrough are: 

· Review existing trash / recycling setup, enclosure conditions (if any), space, access, and safety.  

· Observe opportunities and challenges (e.g., room for another dumpster, cart corral, signage, snow-plow clearance).

· Determine recycling container placement and estimate capacity (according to Program Design Considerations).
· If results from a resident engagement survey indicate low engagement, it's appropriate to begin with a smaller recycling capacity and slowly scale up depending on resident behavior post-launch.

· If trash is overflowing and this is a recurring issue, capacity will need to start a bit higher to avoid discouraging residents from participating in the program for lack of recycling capacity. This needs to be paired with an aggressive education outreach strategy to ensure appropriate use of the recycling containers.

4. Contact hauler and define a tentative start date for recycling pick up at this property.	Comment by Mathieu, Christine: If applicable.

5. Provide educational outreach material to property staff. All property staff must review this information and be able to provide answers for common questions from residents when the program is officially launched. 

· Reinforce use of fact sheets and the three core rules: keep food and liquid out, no plastic bags / bagged recyclables, and recycle only clean bottles, cans, paper, and cardboard. 

6. Recycling containers: DPS will place an order for the recycling containers from the container manufacturer. 	Comment by Mathieu, Christine: Or your city's equivalent.

· The property is responsible for placing containers as defined with the city and labeling them, placing signage. 

· City staff will inform the waste hauler of how many containers were placed in the property and their locations. 	Comment by Mathieu, Christine: If applicable.

· Confirm with the property one week prior to pick-up start date that containers and signage have been placed and residents have received information of the service.

7. Service: begin recycling pick-up service. The property should distribute educational material and keep the city in the loop on any capacity issues. If a property reaches out, define how many more containers are needed.

· Check the DPS lot or inventory for cart surplus. If carts are available, coordinate to have them delivered to the property. If DPS procedures require a minimum level of carts on stock, ensure there’s sufficient carts left in inventory.	Comment by Mathieu, Christine: Or your city's equivalent.

· Otherwise, contact the recycling container manufacturer to place a new order. Confirm delivery date and let the property know the order has been placed and estimated delivery date.

8. Outreach: the property should engage in resident education as laid out in the implementation plan. The city staff should corroborate with property staff that the outreach campaign is going as planned. 

· Check-in with city staff periodically to define if service levels / capacity needs further adjusting. Ask if they need help with any other issues or concerns.





[bookmark: _Toc236906335]Future Considerations
As this program evolves and matures, the program coordinator can start looking into ways of improving the multi-family recycling program. A few things that may be considered: 

[bookmark: _Toc236906336]Program Design – Access and Convenience
· Properties might be willing to expand enclosure spaces if they are not big enough to accommodate the recycling containers along with garbage dumpsters; ask if this is a possibility. If properties need to have containers enclosed but budget is a constraint try working with them to search for grants / micro-funding opportunities from leading organizations, EGLE or other state / federal agencies.

· A cardboard-only dumpster may be considered / placed in a convenient location in the property to avoid smaller carts from filling up too quickly; this will be space dependent and needs to be consulted with hauler and DPS first; ask for quotes and assess.	Comment by Mathieu, Christine: Or your city's equivalent.

· If there’s not enough space in the property to place recycling carts in communal spaces or if dealing with a large proportion of elderly residents, consider a valet recycling service. The property may consider providing each unit with a small container where they can collect their recyclables. Once a week residents can place their containers outside their unit door; property / maintenance staff will collect all the recyclables in a large cart or dumpster that the hauler can pick-up.
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Photo from Multi-Family Recycling Toolkit by The Recycling Partnership
Improving Monitoring
[image: ]
Your city might receive grant money in the future presenting investment opportunities that could reinforce the basic guidelines provided here with additional technology. Other cities in Michigan with similar programs have implemented the use of cameras that are able to track cart contents as they are tipped in the collection truck. Prairie Robotics offers AI-powered cameras that can identify contamination in carts and send automated messages to property owners alerting them of inappropriate items in their carts. 





Photo taken from PrairieRobotics.com                                                        


[image: ]Other cities have come across issues with public dumping and littering on properties’ recycling containers. This has led to overflowing issues and haulers refusing pick-up, in turn leading to properties being fined. Properties close to main roads or with little monitoring have been the most affected by this problem. DPS departments in these cities have been able to acquire and place smart enclosures, as the ones manufactured by metros TOR, over recycling containers which limit access to residents only, avoiding illegal dumping and littering while maintaining ease of collection for haulers. These changes have led to tens of thousands of dollars in savings to single properties in these jurisdictions. 							    Photo taken from metroSTOR.com

[bookmark: _Toc236906337]Implementation	Comment by Mathieu, Christine: Define what's applicable to your city depending on whether the city contracts with the waste hauler directly or not. Change or delete was is not; keep what is relevant.
	Property Onboarding Process and Participation Schedule

	Before Program Launch

	Note: The 3 steps before the recycling program launch can vary greatly timewise. Properties may take anywhere from 4-10 weeks to get to program launch.

	
	Program Coordinator Responsibilities

	Step 1 – 
Program Enrollment
	· Receive information after filling out the interest form in the city’s website; store each property’s information in multi-family database
· Share Memo of Understanding and engagement survey template
· Provide program information – program overview and education material on recycling and contamination provided for property managers and staff to understand process and logistics
· Collect relevant documentation and finalize property enrollment on program

	Step 2 – 
Property Walkthrough
	· Property assessment and walkthrough 
· Use information from engagement survey, unit occupation and capacity calculators to estimate launch capacity for recycling program
· Contact recycling container manufacturer / provider and place cart order based on estimated capacity
· Contact waste hauler and inform them of new recycling pick-up stop at property, confirm weekly schedule and starting date
· Provide educational outreach material 

	Step 3 – 
Educational Campaign Launch
	· Confirm property staff has informed residents of recycling program about to start
· Confirm property is working on customizing outreach material 
· Deliver carts to property
· Confirm signage and carts have been placed in convened locations one week prior to pick-up start date
· Confirm service start date with hauler 




	Property Onboarding Process and Participation Schedule

	Recycling Pick-Up Program Launch

	
	Program Coordinator Responsibilities

	Week 1 – 2 –
Program Launch
	· Start recycling collection 
· Confirm with property the program is moving as expected
· Ask hauler for relevant feedback

	Week 3 – 6 –
Resident Education Outreach
	· Check-in with property once a week and confirm the outreach campaign is underway
· Confirm with property if volume and contamination are being monitored, ask if any issues have surfaced or if additional capacity is needed 
· Assess hauler feedback
· Confirm resident survey for feedback has been distributed and assess data to understand what improvements can be made to the program

	Weeks 7 – 8 –
Post-Implementation Phase
	· Continue to check-in with property and ask on capacity or contamination issues
· If property asked capacity to be increased, confirm additional carts were ordered
· If additional carts were ordered, deliver carts

	Week 8 and beyond – Sustaining 
	· Continue to check-in with property and provide support when needed
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