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How’s business?
When your friends and fellow PROs ask, it’s a casual question. But when you ask yourself this question, it requires a serious answer.
And you definitely need to ask yourself this question.
Because when you start your business, you have a dream that you want to turn into a reality. You have a vision for your company.
You set goals and objectives in order to fulfill your expectations. So, when you ask yourself how your business is doing, you want
cold, hard facts.
You can gain valuable information and insight into your business through the use of Key Performance Indicators, or KPIs. KPIs are
the measures of how well a company is meeting its goals or vision. They help you make proactive business decisions that will
improve the performance of your company.
How would you like to try driving a route without having directions? You know your next customer is that way, but how do you get
there? It’s the same with the future of your company. You have a goal — a place you want your company to be in the future — but
how do you get there? Are you going in the right direction? KPIs give you some much-needed direction for your company. They
show the challenges and opportunities that lie ahead.
KPIs are quantifiable, which means they can be measured. They provide data in the form of numbers that you can “crunch.” KPIs
also have a practical application. You can use the information they provide to take some form of action.
Businesses of all sizes can benefit from the proper use of KPIs, but a recent survey found that up to half of all small and mediumsized businesses don’t use them. If your competitors don’t, your use of KPIs might help you jump to the head of the line and gain
an edge in your service.
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For this report, we’ve chosen seven KPIs on which to focus, most of which apply specifically to portable sanitation:
•

Profitability

•

How many units per route or driver

•

Dump site visits

•

Utilization of your fleet of units (how many are rented out)

•

Driver clean time of units

•

Number of customer complaints

•

Preventive maintenance and truck breakdowns

Seven is a manageable number. You probably don’t need more than seven KPIs, and you might choose fewer. Too many, and you
might bog down with too much information. Too few, and you won’t get a complete picture of where you are. You might use our
suggestions to develop your own KPIs. They should cover the basic aspects of your business, such as your finances, operations,
growth and customers.
How often should you review your KPIs? If you’re looking at achieving annual goals, then a monthly or quarterly review is
appropriate. You can space out reviews longer for long-range goals, shorter for short-range goals. If your goals change, you may
need to change your KPIs and how often you review them.

Profitability
Profit, along with revenue and costs, are traditionally used to measure business. One of the first major milestones that most PROs
set when they start their company is the point at which they first make a profit.
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The Small Business Association (SBA) offers helpful introductions to understanding the basics of profit in “Know Your Numbers:
Profit and Loss Statements Explained” at https://www.sba.gov/blogs/know-your-numbers-profit-and-loss-statements-explained.
There are many ways to look at profit, but gross
profit is the most basic. Gross profit is your total
revenue (sales) minus the costs of providing your
services (total revenue - cost of services = gross
profit). The cost of your services are the variable
costs that you incur, such as fuel, dumping, driver
salary and supplies. (Fixed costs are items such as
office expenses, payroll taxes, insurance and rent.
They are considered operating expenses and aren’t
included in figuring gross profit.)
For example, if your sales for the year was $100,000
and your cost for services was $75,000, your gross
profit is $25,000.
Another valuable figure is gross profit margin. Gross
margin is a little more complicated than gross profit. After you have figured your gross profit, divide it by your total revenue, and
this figure is your gross profit margin. In the above example, your gross profit margin is 25 percent ($25,000/$100,000 = 0.25 or 25
percent).
Gross profit gives you a dollar amount. Gross profit margin is a percentage.
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The higher the percentage, the more you keep on each dollar of sales. In the example, you are keeping 25 cents on every dollar.
There is no ideal percentage of gross profit margin. Instead, focus on improving your margins to continually equal or improve the
KPI in this category. This is a good sign that you have a financially healthy, growing business.
You will find more information in the SBA article “Understanding Gross Margin” at https://www.sba.gov/blogs/understandinggross-margin.
When your KPI indicates that you aren’t making enough profit to meet your business goals, the immediate solution is simply to
increase sales. But as the SBA notes, all sales are not created equal. You should use your KPI to decide what area of sales you want
to focus on that will best maximize profit without raising your costs too much.
When your profit is too low, a second consideration is the value of your services. You need to determine if you are underpricing
them. Portable sanitation is a business based on service as much as price. Don’t sell yourself short.
But as the SBA also points out, you shouldn’t rely solely on profit and revenue numbers to drive business decisions. For example,
your business is making a profit, but you’re having cash-flow problems. Or, your revenue from new customers is growing, but
revenue from returning customers is going down. These are indicators that other forces are at work.
Using your other KPIs along with profit will give you a more complete picture.
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How Many Units Per Route or Driver
It’s always a pleasure to see these numbers going up. Is
your growth meeting your projections? As the numbers
increase, keep in mind to set routes that you or your drivers
can realistically finish in a day.
An important factor of this KPI is mileage. Always consider
distance traveled in your unit-count analysis.
A route that takes 8 hours and a different route that takes 10
hours doesn’t necessarily reflect a slower or less capable
driver.
If your KPI shows a route taking a longer time than usual
(despite the driver cleaning units at a consistent pace),
consider other factors. Is there road construction? Have
traffic patterns changed? Has “rush hour” gotten longer?
One PRO we know realized his driver was getting caught
in the busy traffic of the local mall/shopping district every
afternoon. He reconfigured the route so that area was covered in the morning when the traffic was much lighter. Problem solved!
If you take on same-day work in addition to your route, try to knock out the long drives early in the morning so that you or your
drivers are more available at the end of the day to juggle the extra workload.
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Dump Site Visits
Dump site visits are a variable cost, so your KPI can help you save money.
Many dump sites are privately held companies that
charge their own rates. If you are paying by the gallon
and your KPI indicates that your volume is increasing,
you may be able to leverage your growing volume for a
discounted rate.
But in other circumstances, some dump sites are set up
for small flow intake and can’t easily accept a full load
of 1,000 gallons. They may charge a higher rate for extra
gallonage (1,000+ gallons). If the KPI figures indicate that
you are or soon will be paying a higher rate, it may be
time to check into other dump sites… or invest in your
own processing equipment!
Your dump site KPI can also help you establish more
efficient routes. Let’s say your volume is increasing. It may make more sense to schedule a visit to the dump site during the
route, rather than risk being unable to finish the route due to a full truck or having the site close before you can make it back. Ask
yourself, when does your dump site visit make most sense, given your tank volume and miles driven?
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Utilization of Your Fleet of Units (How Many
are Rented Out)
Unit rental can vary widely depending on the time of year, so you will probably find it most helpful to keep statistics for this KPI
for each weekend and each season. Note the times when you didn’t have enough units, or a particular category of units, such as
luxury or wheelchair-accessible, to accept an order.
This KPI will help you make good decisions on when to add to your unit inventory. If during your busiest season or seasons, your
event fleet is frequently down to just a handful (perhaps 6 or so), it may be a good time to order more. (Keep in mind that many
restroom manufacturers have more than two weeks turnaround time on orders.) Imagine the feeling of being offered a large event,
only to have to turn it down because you don’t have the capacity!

Driver Clean Time of Units
This KPI is definitely about performance. It’s certainly important, too, because this is one variable in your route that you can control.
The route itself, to a certain extent, is determined by where your customers are, and you can’t control speed limits or traffic. But you
can control how long your employee is on a jobsite.
Modern technology makes this KPI not only possible, but very accurate, because it’s easy to monitor your routes and elapsed time
with GPS. In general, a unit can be cleaned in 3 to 4 minutes. Some can take upwards of 7 minutes.
However, when working with this KPI, don’t look at each site or unit individually. Consider the time on average. Otherwise, there
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are too many variables that come into play every day. For example, a driver might
stay on a site longer to have a conversation with the foreman, or a unit had to be
moved, or a truck was temporarily blocking the site entrance. Average time gives
you the uniformity to make this KPI a valuable tool in your analysis.
If under ideal circumstances, the clean time still could use improvement, it may
be time to review the process itself. You can help your driver accelerate clean
time by training him or her to perform each step of the cleaning process the
same way each and every time. Repetition is key. It just takes practice, practice,
practice.
Part of the process is the efficient way in which equipment is accessed and used. Does the truck have a hose reel? Does the driver
have a key on his keychain? Does he have a marker accessible? Can he bring all the supplies out in one trip? How many times does
he set something down and pick up the same thing later in the service? How many trips to the truck does he make? How many
times does he take his gloves off or put them back on? Your driver needs to become an “efficiency expert” with the equipment.
While working out the bugs of your clean time issues, we recommend that you take the time to spot check the cleaning to ensure
the high standards of your company are being upheld. If a driver is putting fast clean time over quality, you’ll probably see it
reflected in an increased number of complaints.
There is one final aspect to route driving that may help your driver in his or her daily routine. You may find that your drivers perform
better if they drive to the farthest unit first. They might need that morning drive and cup of coffee to be at their best! Meanwhile,
another driver might be the early bird who performs his or her best work right away and prefers the long drive on the way in for the
day.
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Number of Customer Complaints
Here’s one KPI where the best number is zero! You should always address complaints
immediately and keep a close eye on your KPI for these statistics.
Pay special attention if one site or one client is a consistent source of complaints
(a “problem site”). You may want to note this on the paperwork for the driver. Better
communication often leads to the solution. It may be that the person in charge doesn’t
have a complete understanding of the portable sanitation needs for the site or is simply
too busy to bother with the important details. So, if an extra shift or extra workers are
brought in, there is a need for additional units or cleanings. Or, if the logistics of the site
change, it may be necessary to move the units.
It is a good practice for every complaint to follow up with a site visit after cleaning to
ensure your quality standards are being met and that the complaint is resolved. An inperson meeting is a clear demonstration of your professionalism and concern for the
customer.

Preventive Maintenance and Truck Breakdowns
Your business is riding on your truck(s) and your equipment. Are you getting the best value and work from them?

10

KPIs in the Portable Restroom Industry
This KPI is great incentive to help you keep the “regular” in “regular
maintenance.” This includes all the typical vehicle preventive
maintenance, including:
•

Tires – pressure and tread

•

Fluid – proper amount of oil, coolant and antifreeze; look

		
•
		
•

for leaks and check gauges
Electrical System – headlights, turn signals, brake lights,
warning lights, flashers
Brakes – standard and parking

Make sure your truck is regenerating if it has the DPF system (diesel
particulate filter). Talk to your mechanic or pumper truck sales rep if you have questions or concerns.
Vacuum equipment also benefits from common-sense, preventive maintenance. Check daily:
•

Proper amount of oil for the waste pump

•

Ensure that the scrubber or primary/secondary catch for the pump oil is not full

•

Dump your waste tank regularly. Don’t let waste sit in the tank too long.

•

Clean out the water tank to prevent algae build-up

Also:

You and/or your drivers should perform pre-trip inspections that include checking the tires, lights, horn, backup alarm/beeper,
supplies, straps, fuel and dolly.
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You can use your KPI that details breakdowns to share any concerns you have with your truck sales representative. If your truck is
consistently unreliable, you may want to switch models with your next purchase. Conversely, a truck that proves its reliability and
ruggedness day in and day out is the brand you want to stay with.
If you have a truck that requires extra maintenance or has more problems than seems normal, and you’re not driving it, it’s a
good idea to discuss the situation with the driver. Is he or she driving properly? Pumper trucks are tough, but driving too fast for
conditions, sudden braking or not observing all traffic laws can put a strain not only on the truck but on your company’s reputation.
If a truck is having problems and the driver is clearly not at fault, he or she may be able to offer insight or circumstances you aren’t
aware of.

Look Beyond the KPI Numbers
Consider a company that gathers lots of information via its KPIs and makes changes guided by the numbers. Sites are added,
routes are finished quicker, more inventory is purchased. And yet, the company loses business! What happened?
In this case, the company may be losing business because the route drivers no longer took the time to clean the units as well as
before or answer questions. Perhaps the trucks were driven harder or some safety procedures were neglected. In the company’s
quest for “making the numbers,” the service just wasn’t up to par as before.
Companies sometimes lose work because they push the metrics too hard and lose sight of the importance of a clean unit and
good customer relations. Your KPIs should enhance your high standards and good service, not conflict with them.
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