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Presenter
Presentation Notes
Introduce myself and Shawn 

History- last 4 years

Why I titled this the way I did

What We’re going to cover
1) The road to how the County created a surplus program
2) How we implemented a surplus program pilot
3) Results of the pilot and its future. 

TRANSITION- want to start with the term Surplus


Surplus Property:

Property in excess of the
needs of an organization
and not required for its
foreseeable need.
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NIGP Dictionary of Purchasing Terms

Start with a bridge we have for sale

Admin rule- FIN 13- sales donations and disposal of County Personal Surplus Property- 13 years old now

General Problems Public agencies have with surplus:
   - lack of inventory- so we don’t know how much we have
   - Distributed problem, which makes it nearly invisible
   - we have systems that are out of balance (permission needed to acquire but not dispose)
   
  TRANSITION:   
MC is no different from most public agencies, so I want to start my story with our surplus system circa 2012: 
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Multnomah County Surplus System

"BEFORFE"
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I want to paint the picture for you
  Walk into our local civic temple, the headquarters building for Multnomah County, (elected officials and central admin) 
      formerly a bank headquarters, so its got marble floors & wood paneling in the main reception area. 
Lobby- pictures of our elected officials  
These are the people who are responsible for spending your tax dollars wisely and running the County.

Note says: “Take this for your office”.

ASK: What messages does this send? 

TRANSITION: 
Surplus for me is ultimately an extension of the stewardship of public funds duty that is so central to my position as Purchasing Manager. 





What do you want to
accomplish?

e Organizational values
 EASY for staff to use

* Reporting (Results)
 Repurpose

 Reduce trash

« Make some cash

« Change buying practices
* Replicable
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IMPORTANT: - gaining clarity about the Purpose- “WHY” are you doing this?
And the ends: what are you trying to accomplish?

These are the roots- the foundation of your system- and become very important to refer back to as you develop your system.

  Relevant organizational values- stewardship of resources, 
  EASY for staff to use – single biggest determinant in how well it’s adopted by the organization. 
  Reporting (Results)
  Repurpose 1) within the organization, 2) other agencies, 3) non-profits, 4) sell to the public- whatever the highest use is
  Reduce trash
  Retain value for the public
  Replicable 
    -scalable (other agencies to be involved or use the model we create)
 
TRANSITION
How you gain clarity on these will be reflected in the surplus system that works for your agency. I’d like to share with you what we came up with. 
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Preplanning a Surplus System-
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Spent 2012 and 2013 in preplanning

Two meetings of agencies across the region to see if they had good systems- they didn’t 
Visited Oregon State University’s system- very functional
Visited private warehouses which managed inventory for several local hospital systems

You can’t do this on your own- know your strengths and weaknesses (MC has the surplus stuff, but the surplus chain to get rid of it is NOT our strength.

TRANSITION
Goal was to figure out a sustainable business model for surplus. And along the way, we discovered some characteristics of successful public surplus systems. 


Surplus is
Seg me n ted

Fleet

*Police property
*Office Furniture
Consumables

/T and Electronics
Medical

And Many More........
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Surplus is NOT a monolithic thing- it’s segmented.

Mature markets with many vendors for fleet and police property because they are the most profitable.
Differences in sophistication regarding disposal between agencies, and commodity lines within a single agency
Often related to “ownership” of the stuff: in one part of the organization or across the organization? 

Examples- Fleet, Police Property

TRANSITION: We didn’t want to break anything that was currently functioning, so we focused on Office Furniture and Consumables.





Su rplus Office Furniture & Suppl i@S: pefined through FIN13 a5 "equipment and materials that are still In good condition and usable, but which have no apparent
immediate use by the County. Examples include inventoried and non inventoried office furniture and consumable supplies, scrap or recyclable materials, and overstock or obsolete items.”

Is the Product Usable?

Product is still functional and may be
of use to a different office/dept
within the County or can be sold or
donated. Go to the MultCoCommons
for the current Surplus Web Listings.

Repurpose
w/in Org

End of Life Itermns

Product is no longer
functional and of no
Lse to the county.

v

Labor and logistics are the

down a product for

key factor in breaking [ Breakdown ]

recycling and/or disposal

i Landfill
Sell [ Recycling ]
Warehouse 1800-junk
Is costly just for
hauler contract disposal, limited
Goodwill has an existing model & existin metrics or recycling is
Other Orgs that could handle government ; 8 captured.
surplus but would not offer a recycling
Auction tiered structure, Most items streams
Sites (over 60%) would be broken
down into recyclables. Does

Utilize GovDeals to sell and
donate items in tiers - first
to other jurisdictions, then
to nonprofits, and then on
the open market.

Limited capacity to do any
sorting or end of life
handling, but would likely
take in usable items.

incorporate the ability to track
the volume of items donated
and what was sold. Will not
recoup funds nor will be able
to donate to other entities,

Utilizing existing contacts
with haulers and recycling
enterprises represents the
best solution for end of life
materials, Examples include:
Oregon E-cycles & Oregon
DOC Recycling pick up
through the Hauler,

Organizations
that utilize non-
recyclable
materials
through Re-use

Currently we have identified two
organizations that create avenues
for the public to avaoid using
landfills. They will accept our non-
recyclable materials from surplus

property.

Affordable
Labor or
QRFs

Have not identified a QRF
interested in our supply
stream - labor and
logistics are key barriers.
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Just within those lines there is a dizzying amount of complexity.

8 different places office furniture can go and we need systems to get it there efficiently.

TRANSITION: As we were designing our system, we identified several key considerations that are important to success.



Successful Surplus Systems Have:

*Warehousing |
L ogistics
slnexpensive
Labor
Dedicated
Agency
Staffing
ePartners




Multhomah County Surplus System

(Current Version)

Internal Champions

 Central Purchasing

* Facilities’ Property Managers

* Facilities’ Move, Adds, and Changes (MAX) Team
« Strategic Sourcing

* Information Technology Asset Management

» Departmental Sustainability Liaisons and Green Team
Members

« Office of Sustainability

External Partners

» PSU Institute for Sustainable Solutions

* PSU Community Environmental Services
» Oregon Department of Corrections

» Goodwill

* Total Reclaim

* TCG

 1-800-got-junk

» 20 Other Oregon Agencies
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Remember: MAKE IT EASY!
Central Purchasing
Facilities’ Property Managers
Facilities’ Move, Adds, and Changes (MAX) Team
Strategic Sourcing- baseline data, identify opportunities
Information Technology Asset Management- ewaste
Departmental Sustainability Liaisons and Green Team Members- Multnomah County Sustainability Liaisons coordinate sustainability efforts in their departments, acting as resources and advocates for their fellow employees and the people they serve. The Multnomah County Green Team is the volunteer arm of the county’s Office of Sustainability and promotes sustainable practices through education and outreach projects. identifying surplus, organizing for pick ups, and communication
Office of Sustainability- catylyst
PSU ISS- Facilitator (Fletcher) to help leverage scale & working with other agencies on this model
PSU CES- (Nate) Logistics & Materials Management knowledge, connections to other agencies & non-profits (e.g. ReStore, Community Warehouse), our “2 Guys and a truck”. Contracted Service 
Oregon Department of Corrections- hauls free of charge, has warehousing, recycling and capacity
Total Reclaim & TCG- destinations for ewaste
Goodwill- provides jobs for veterans & disabled, recycles, est. 30% goes to landfill
1-800-got-junk- last resort, $350 per truck, est 35%+ landfill, spent $12,1500 in FY14
20 Other Oregon Agencies

TRANSITION: I’d like to hand it off to Shawn Postera, our Sustainable Purchasing Coordinator to talk about the Pilot.



The Pilot

Focused on Consumables

July 2014- Phase 1

Sept 2014- Phase?2

Completed Jan 2015
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SHAWN

Why 2 phases- 

We needed to be flexible for:
We had no idea how much stuff we would find What it would be or the condition? 

Establish & improve Item Nomenclature - What do you call things? 
Quantity- e.g. office supplies
Condition (either usable/not usable or operational / non operational)
Location- Building Moved From
Date Range Items moved (in the future dates can be more exact)

Identified issues departments are having with their surplus
Health & DCHS: Issues storing grant funded surplus & disposal 
DCS and DCA facilities: Equipment that is out of date/condition unknown, hazardous materials, 






Autoclave

Baskets

Binders

Book Shelves

Boxes of Office Supplies
Cabinets

Coffee Pots

Commercial Mats/Rugs

Surplus
Property
Collected

Computer Work Stations
Copiers

Crutches

Desks

Desk Organizers

Exam Tables

Fax Machines

File Cabinets

Folding Chairs & Tables
Hanging Folders

HeadSet amplifiers

Hole Punch (2 and 3 hole)
Knick Knacks

Lamps

Lateral Files

Light Fixtures

Lobby Chairs

Mailbox Shelves

Medical Equipment/Outdated Supplies misc

Medical Film Developers
Metal

Microwaves

MISC Office Supplies
Monitor Bases
Monitor Risers
Monitors

Overhead Projectors
Phones

Potted Plants
Printers

Push Carts
Refrigerator

Rolling Carts

Rolling Office Chair
Sandwich Board Sign
Shelves

Sit Stands

Stair Stepper

Tables Various Sizes/Shapes
Typewriters

Toaster

TV

Verticle File Cabinets
Walkers

Wheel Chairs
Whiteboards

Wood

Wooden Chairs
X-Ray

Weigh Scale (Bulky)
Window A/C Unit




Surplus Item Condition

o Usable 80%
g Broken 10%

e Unknown 5%
e Outdated 2%
8 * Dismantled 1%
* Recyclable <1%
~* Landfill <1%
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Item Nomenclature Clarified and made consistent
Quantity
Condition (either usable/not usable or operational / non operational)
Building Moved From
Date Range Items moved (in the future dates can be more exact)

Usable: can be used for is intended design and in working order. 
Broken: confirmed item is not working properly or is visibly damaged so it is not usable.
Unknown: We cannot tell if the item is in working/usable condition. 
Outdated/Obsolete: may be in good working order, but they are advantages to using the replacement product. (see LCA/LCC)
Dismantled: item is in separate pieces.
Recyclable: Item should have been recycled onsite or is hard plastic that we need to send to PSU/CES.
Landfill: items that should be thrown away on site, but sent to surplus. 
(better in phase 2) 
 In phase two we learned more about the needs of the County by dept and building for resources to process or receive surplus.
We established connections with our other government jurisdictions and non-profits to reallocate surplus. 
Issue: We will have an issue of no warehouse to store frequently requested items and a place to store broken/well worn for picks ups for recyclers. 





Where Did It Go?

Landfill, 2%

Recycled |, 21%

Multnomah County, 32_.73%

Gwerjment, 0.19%
Chart Area

Non-Profits, 16.81%

DOC Usable, 27 .27%
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For ALL the surplus

Reallocated in MC
DOC
Local Governments
Local Nonprofits
Recycled
Landfill
Because DOC was able to repair some of the items sent to them for recycling, 82% of surplus ended up being reused somewhere. 
Recyclers qualities we are looking for: 1.Free pick up, 2. social equity (in labor and Sustainability in processing), 3. Takes the challenge of identifying new recycling streams for materials we send them, 5. And detailed reports on how our surplus was processed including the new recycling streams. (Example with branded items we could collect fabric items and send them to a recycler for processing like the DOC does with uniforms and the prison blues jeans the adults incarceration wear)



Planning for Surplus

1) Surplus begins with the decisions made when item is purchased

2) Pilot highlighted our surplus planning strengths and weaknesses
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Surplus begins with the decisions made when the item is purchased
   - NOT when an item is no longer useful
Fleet- good life cycle costing, replacement cost, etc. 
In general we do a poor job on the front end planning to prevent surplus. 
We need improvement on planning for surplus in office chairs, lobby chairs ect.. (The life cycle of a chair is not long for it has many moving parts) Should be free of toxins, easy to dismantle for recycling on site, or for repair. File cabinets, bookshelves should follow the same guidelines even through they can last many years longer than a chair. What tends to end the usefulness of a file cabinet or bookshelf is style: color and size. We want smaller file cabinets for we have less paper records on-site/more electronically. Workstations changing…Items still usable, but not for the County. 

Life Cycle Costing: means an analysis method that considers quantifiable economic costs over the Life Cycle of a Product, including the costs of acquiring, operations, supporting and disposing of a Product. The method may include quantifiable costs that relate to an a product, for example, impacts to environment or public health. 


Tie in with our strategic sourcing initiative
      Reduce items purchased in a rogue manner. 

When surplus is no longer a distributed problem & it stares you in the face, 
Thinking differently about how we buy
This is a challenge- we haven’t fully developed this yet. 

TRANSITION
Important for us to have measures so that we are confronted with the questions we need to answer









New Standards for the
Value of Surplus

Cash Releasing Value

TS v s UL
Ry T

Non-Cash Releasing Value

Honest calculations
Consistency
It's always up for debate
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Cash releasing v. non-cash releasing value

We don’t have asset tagging to check items when purchased.

QUESTION: So what is a used chair worth?

Talk about our debate

The answer we came up with was $134 fore all usable chairs

Most surplus items will not have as long of a life as new items purchased today. 
Save more on the environment, then cash with utilizing surplus. 


ltems to Pounds & Value

eStandardized
nomenclature

Pounds: estimate
from items

Value: calculated
from usable items
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QUESTION: What do you call these? Office chairs, lobby chairs?- Standardized nomenclature- drives PSU crazy
    Lobby chairs
    Office chairs
    Rolling/Wheeled stool office chairs
    Stools

These are important issue for internal consistency and for comparability across agencies

Pounds: estimate from items 
    Pounds translate- measure garbage, recycling, carbon footprint
     Comparison to previous garbage & recycling measures.\

Value: calculated only from usable items (recycle and trash not included)
Based on local used retail price. Adjust every two years.  Targeted Items. Bookshelves, Cabinets, Chairs, Desks, File Cabinets, and Tables. 
PSU/CES Data
CONSERVATIVE Estimates 

TRANSITION: One of our biggest challenges was consumables





ltems of Office Supplies by box

Sample size = 20 boxes Boxes contain only binders
Estimated 100 items per box. Average weight = 13 pounds

Average weight = 18 pounds
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Our estimated items and weight in pounds comes from averaging 20 (of 108 collected) boxes relinquished to our Surplus Property Pilot. 
We estimate there are 100 items in each box of office supplies.

Here is the average weight of those 20 boxes (of 67 collected) = 18 pounds
Boxes of Binders separate from the other office supplies. 
Average/Estimated Weight of a Box of Binders is = 13 pounds

Value determined = $10

TRANSITION: This is typical of the solutions or lessons learned that we came up with


It Wasn’'t What We Thought It Was

e Surplus State of the Art

e Any surplus solution is
unigue to your agency

e Partners are paramount
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BRIAN

My lessons learned slide of UNEXPECTED BENEFITS and LESSONS
State of the Art in Public Surplus
     Distributed problem so costs & impacts are not visible
     Some are better than us- most are just like us
     Elements that make a good system are things every agency can address
     Electronic Solutions are only as good as your Surplus system
The surplus solution is unique to your agency
      Good contacts for communication/pickups/coordination- we had Green Team & Sustainability Liaisons
      Culture- No Warehouse / Yes ICE Room- what we called it matters
      Phase 1 & 2- better to surplus in place 
Partners are paramount
      Play to your strengths and get others to play to theirs (recyclers, data wonks, cheap labor, logistics, 
      Establishing needs for direct placement- Pickup load taken directly to community warehouse
      Unexpected capacity- DOC
      Scalability helps make unprofitable segments more profitable both in terms of reuse and $
      Surplus is a great field to develop partnerships with other govs & nonprofits





It Wasn’t What We Thought It Was

*What goods make up Multnomah
County surplus

Ildentifying PHI and PII as an issues
which must be dealt with in your
surplus program

*The critical importance of record
keeping and reporting

*Surplus is a stewardship issue
and demonstrably pays for itself
with the right business model
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What goods make up Multnomah County surplus
      E-waste- more than we thought
      Consumables- challenging 
      Standards & definitions for how surplus is to be picked up (Office Supplies in boxes, no paperwork in file cabinets)
      Knowledge about what is being thrown out so that we don’t buy more of it.
Identifying PHI and PII as an issues which must be dealt with in your surplus program
      Move to the elusive paperless office we have lots of file cabinets in surplus
The critical importance of record keeping and reporting
Surplus is a stewardship issue and demonstrably pays for itself with the right business model

TRANSITION-
When it was all done, So What? What were our results? 





D]Surplus Pilot Results - - :
- Landfill =2%. .-
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At it’s most superficial level, we want a surplus system that diverts as much as possible from the landfill. 

Life cycle perspective for products
Creating systems that ensure products are used for their highest & best purpose
Repurposed at the end of their useful life

Best comparison we had in 2014 with 1-800-Got-Junk was about 13%.


TRANSITION:  But there are other ways to measure our results 





Surplus Pilot Results
Pilot Delivers $148,145 in Value

Non-Cash Releasing Value
Usable Surplus

Weight in Pounds

Total Collected $148,145 53,041
Donations $80,612 35,524
Internal Reallocation $67,533 17,517

Total Number of Items: 2,005
More than 10,000 Consumables
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TRANSITION:  Remember, It’s about better Stewardship



Better Outcomes = Better Stewardship

FY 2014

 Dysfunctional / No System
» 1-800-Got-Junk- East Side Only

* Cost $12,150
*Total Reallocated $0
sOQutcomes
Internal Reallocation 0%
Donated 42%
Recycle 45%
Landfill 13%
Weight Diverted from Landfill 46,029 pounds

FY 2015 Pilot

* Established partnerships with key organizations
* Sustainable surplus system poised to improve

* Potential future leverage with other agencies

* No calls t01-800-Got-Junk

*Cost $17,536 (PSU Contract)
*Total Reallocated $148,145 (non cash releasing)
*Qutcomes

Internal Reallocation 33%

Donated 44%

Recycled 21%

Landfill 2%

Weight Diverted from Landfill 53,041 pounds
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If you look at the number of items we handled in the pilot, 220 of them would have ended up in the landfill using our FY 2014 disfunctional system. 

It is sustainable as a business model = It more than paid for itself

TRANSITION: But there is plenty of room for future improvements



We Are Not Done!

*Surplus is a work in progress
*Rewrite the County’s Surplus rule

siImprove efficiency of internal
reallocation

*Marketplace as a component

«Compare landfill list with what we are
buying now

*Developing the surplus pilot model with
Regional Partners
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Lots of ideas for Future Development- here are some of the biggest

The Surplus Program is a work in progress
       Continuous quest to make it easier

Rewrite the County’s Surplus rule-�       FIN 13- hasn’t been done in 13 years.

Improve efficiency of internal reallocation

Multnomah Marketplace as a component

Comparing Landfill list with what we are buying now

Developing the surplus pilot model
      3 Agencies – COP, PCC, and Washington County-   Looking to do the pilot assessment

Creating partnerships

ALWAYS WITH AN EYE TOWARDS EASY







Thank You

Brian R. Smith, MPA, CPPO

Purchasing Manager
Multhomah County
503-988-7546
brian.r.smith@multco.us
www.multcopurch.org

M® Brian R. Smith

@smith_brian_
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