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1. INTRODUCTION

The dry cleaning industry- is currently going through a significant transition. Incréasing

regulatory and consumer pressure will change the face of the industry within the next five to ten .

years. The (driving force for this change centers around the environmental and health effects of
perchloroethylene (perc), the most commonly, used solvent in the industry. The amount of perc
used and emitted by dry cleaning shops as waste is under increasing scrutiny. - Although there is

- still debate as to the extent of the environmental and human health impacts of perg, one thing is L

certain—efforts to reduce or eliminate ihé. emissions of perc are required by law and are well
_‘underway. The two -factual case studies and financial analysis worksheets contained ‘in this
document can assist US commercial dry’ cleaners in assessing their options to minimize: or.
" eliminate perc waste and erlnissiohs.l-‘ : I e

v Any modification to your current cleaning procéss’—either the purchése of more efficient
_dry cleaning equipment or changes'in housekeeping practices—has a financial impact on your -

. business. - You need to recognize this financial impact so that you can manage, your business

- wisely. Often. poliution prevention (P2) investments and pfocess changes can save you money
because ‘they improve your solvent mileage and reduce vour legal en\'i.rmimentdl liability. To -
assist dry cleaners in deci“sion-making\around these ' investment and process changes. this
‘document contains two factual case studies that each:explore an invéstment décision and
. financial analysis worksheets that you can use in making your own-investment decisions.

, The case studies in this document describe in detail real-world investment decisions by
 perc dry cleaners who decided to supplement and partiaily replace pefc operations with wet
cleaning technology. Each contains a description: of the technical considerations associated with
the particular investment. as ‘well as a 'description of the up-front investment costs and annual
operating costs and savings associated: with the in,vestmevm.‘ "You can use these case studies to
‘inform your an-inve_'stment 'dyecision_-1-'r‘1ak‘ing'~ process. ‘ '

Even though the case ‘studies describe investments in wet cleaning technology, the

financial analysis worksheets in this document have been designed with both dry cleaning and -
" wet cleaning equipment upgrades and purchases in mind. In other words, the worksheets. can be
“ used to assess both dry cleaning and wet cleaning improvements to your current-operations. The .~
worksheets will assist you in identifying costs and savings relevant to a purchase you have in
- mind and organizing the ¢ost information itself. A s ' - '

" In some cases. a cleaner knows exactly what type of equipment he or she wants. In other -~
cases, a cleaner may be choosing between. different types of equipment, ‘e.g., between ‘perc. .-

equipment and high-tech wet, cleaning equipment. These worksheets can be used to -assess the

financial impact of either type of investment decision. In addition, they can be used to assess the.  ~

‘irhpact of operational decisions thatdo not require an up-front ‘equipment purchase,. e.g.; a
change in housekeeping practices such as frequency of machine maintenance. o

! This document was developed in conjnﬁction with EPA’s Pollution Prevention and I¥ aste Minimization Manual for Dr)'cle'anér:& l9¢>7._For
. more infofmation on technical P2 options for dry.cleaners, please refer to this manual. : .
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You may choose the level of detail you want for your analysis. For example, you can use
one part of the worksheets as a simple checklist to identify those annual operating costs that
might change with the purchase of a fourth generation dry cleaning machine. If you wish, you
can then go further by choosing to obtain dollar estimates for those cost you identify; by
gathering® data from your shop and your equipment vendor. The second case study in this -
document illustrates use of the worksheets. ‘ -

o
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2. CONVERSION TO WET CLEANING 100% ON SITE CASE STUDY UTOPIA .
' CLEANERS ARLINGTON MA ' :

¢

, " This case studv descnbes a dry clearner who completely removed perchloroethylene (perc)
from one of his shops. Utopla Cleaners m ‘Arlington, Massachusetts The cleaner st1ll operates a.
~ perc cleaning machine in a second shop in nearby Somerville, Massachusetts ‘However, this
case study- focuses on the transformation of Utopia to a2 100% wet cleanmg fac111ty

B 2.1 Background

In 1992, the owner opened Utop1a Cleaners in Arhnoton Massachusetts as a perc dry
cleanmg facility. The Utopia site had been a perc cleaning shop prior fo 1992, 'so much of the .
equlpment and necessary items for perc cleamng were already in place: Shortly after the. cleaner '

~ began- operatmo the shop, however, he was drawn into a legal hab111ty suit for perc -

. contamination at the site. Under the Comprehensive Environmental Response. Compensat1on
and Liability Act (CERCLA, also known as Superfund) all past and current owners are_ held
liable for contamination. at a site no matter who was responsxble for the contamination. Even
though L'topia had just opened and the contamination was most likély from the previdus owners .
of the perc cleaning shop. Utopia was held as a legally resp01151ble party. Thus the cleaner was
faced with the daunting reality of learning the Superfiind regulations and was.drawn into
expensive legal battles because he was the current operator of the shop. The cleaner was held
liable until the parties actually respon51ble for the contamination were found and the.case- settled
The leoal battles over perc contammatlon at the Utopia s1te lasted for four years. '

N Desplte this negative expenence the: owner wanted to continue operatmo a-cleaning
business in the area. However, the legal battle and ‘four, years of frustration from perc
-contamination encouraged him to find a way to minimize ‘the potential 1mpact of future perc h
regulations and l1ab111ty on his business. The fear of- llabllm was the primary reason the cleaner
started to investigate wet cleaning as an alternative to perc. In 1996, Utopia moved to @ new
B building - (several blocks away: from the contammated site) and became a 100% wet cleanmo .
' fac111ty ‘ . : :

2.2. Prlor Dry Cleamno Opefatiofis '

From 1992 to 1996 the Utopia shop consisted of a nine-year old closed loop dry cleaning -

‘machme Immediately after opening his shop. the cleaner started lool\mQ for/alternatn es to-perc.

because of the-perc contamination on the site. In 1994 he started 'to wet clean garments in a
machme called the Fashion Ace. ThlS s1mple machine resembles a wash basin in which gar ments
aré¢ hand-washed using water and enzymatic agents to. remove stains. The cleaner became
expenenced with ‘wet cleaning in the Fashion Ace while continuing to dry clean the majority of
garments in the closed-loop perc machine. The wet cleaned garments were air dried, which
resulted in many garments hanomg throughout the- shop ,

b).
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~ In addition to Utopia, the cleaner owns a second shop in nearby Somerville
Massachusetts. The owner had a perc transfer machine in his second shop in Somerville but in
1993, he stopped operating the transfer-machine. After.this point, all professional cleaning was
done at Utopia using perc and only laundering was done in Somerville. .

In summary. in 1995, Utopia did all the professional cleaning for garments collected at
both Utopia and the Somerville shop. Roughly 200 to 400 garments per week were wet cleaned
using the Fashion Ace. and the remaining 1,250 to 1,450 garments per week were cleaned in the
closed-loop perc machine. All laundering was done at the shop in Somerville. -

2.3.  Initial Experience with Wet Cleaning

The cleaner was quick to note the advantages and disadvantages of wet cleaning based on
his experience with the Fashion Ace machine. He was pleased with the performance of wet
cleaning. noting that some garments came out cleaner, fresher, and brighter with more natural -
tones. The cleaner also noted a particular advantage for items that are problematic in perc
cleaning such as wedding dresses, coats with leather trim, and garments with beads and buttons
(which sometimes melt in perc machines). ' ' L

The disadvantages of wet cleaning with the Fashion Ace machine were also quickly
noted. First, cleaning was more labor intensive with the Fashion Ace machine than with the perc
machine. The Fashion Ace can only wash between one and four garments at a time and each
batch of garments has to be physically hand placed into a tub containing the enzyme-water bath.
gently hand scrubbed and removed. Second was the difficulty in drving clothing. With the -
Fashion Ace. all garments were air dried, which required a significant amount of shop space.
Additionally. air drying the garments often resulted in more wrinkles. Thus, pressing 'the
garments took longer when compared to perc dry cleaning. A third problem involved shrinkage
of clothing. With time and experience. however. the cleaner was able to minimize shrinkage by
selecting garments to-wet clean that did not readily shrink. ‘ ’

~ Throughout this time period, the cleaner was researching more automated machines that
would allow him to wet clean much larger volumes of clothing. Due to the extremely negative
‘experience the cleaner had had with perc, and his increasing confidence in wet cleaning with the
Fashion Ace. he decided to cdnvert the Utopia shop to wet cleaning operations only. He made
this conversion to 100% wet cleaning at Utopia when he moved to a new, uncontaminated shop -
location in 1996. : o T » :

In addition to the performance benefits the cleaner witnessed with the Fashion Ace, the
cleaner had in mind the full advantages associated with completely eliminating perc from his.
shop by converting Utopia to a 100% wet cleaning facility. Eliminating perc would eliminate all
hazardous waste at his shop and allow him to completely avoid all associated regulations. With a
100% wet cleaning facility. he also would be able to eliminate all potential health effects and
potential liability from the use of perc. The cleaner would no longer have to clean the perc
distillation unit, which is routinely required for normal operation of his perc machine..His shop
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d1d not have a good. air ventxlauon system and he would feel drzzy after cleamng the st1ll
sornetrmes for as lono as an hour - ’ ;

, o The choice to go to all wet cleamng at the fa0111ty was made easier by the fact that the-
“owner would still have the-option to- clean some clothing in -perc -at his second shop in
~Somerv1lle 'Around the same time he converted Utopia to a 100% wet cleamng shop, the cleaner :

R upgraded his Somerville shop with a fourth generatlon perc machme

There were other incentives bes1des regulatlons liability, and performance to have only
wet cleaning at Utopia. The cleaner also that felt wet cleaning was economically feasible. The

+ rising costs for perc-and the rising cost for the disposal of filters added to the attraction of a 'shop.

- where these costs would be completely ehmmated The potent1al for reduced electncrty and .
. water costs also was considered. : :

In choosmo wet cleaning equlpment for his new shop, the cleaner. tned to mlmmrze or
- eliminate the disadv antaaes he expenenced with the Fashion Ace machme o

2.4. Current Utopia Op'erations < Wet Cleaning‘Only

A Smce the cleaner wa$ moving to a new location and was rentm0 all the perc drv cleanmﬂ
equipment at the former Utopia shop he had to buy all the necessary equipment tor an ennr:.
shop Major equipment for the new wet cleaning famhty mcluded the following: .

o Four 20 pound DaeWoo Air-Power Washers
e One 50 pound mdustnal 51zed dryer wuh automanc air. control
e Pressing equrpment (pants presser, form ﬁmsher)
. "Spottlng board- ‘
e Boiler sy'stemr -

4 -

. ,Compr'ess’or B

"The four DaeWoo machines are much more automated than the Fashmn Ace The.
capac1ty of the DaeWoo machmes also greatly increased wet cleaning capacity when compared-
- to the Fashion Ace. The fi Iour air- powered washers are roughly equal in cleaning capacity to a 40

» pound perc machine. The cleaner particularly hkes the flexibility of four separate machines. He =~ °

is able to sort similar fabrics together.into smaller loads This ﬂex1b111ty allows for more uniform

- cycle settings for similar clothing. It also allows him to clean ‘rush orders” wrthout significantly

« dlsruptmcr operations. A ‘typical load in.one of the four DaeWoo washers might mclude 12-silk
blouses or 4 suits (total of eight pleces) ‘ : ;

‘ The cleaner accepts all types of garrnents over the counter at both his wet cleanmg shop
. (Utopia) and h1s dry cleamno _shop'in Somerville and transports clothing between the shops for’
- 'the appropriate cleamng process Utopra receives. roughly lOO garments per day. across the
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counter; 70% to 80% of them are wet cleaned there and the remaining garments are cleaned in
perc at the Somerville shop. The Somerville shop receives roughly 150 garments a day across the
counter; approximately 25% to 30% are wet cleaned at Utopia and the remaining garments are
dry cleaned on site. Combining the two shops., the owner estimates that 250 garments are cleaned
each day. The split of cleaning method on average is roughly 50% wet cleaned and 50% dry
cleaned. None of these estimates includes standard laundering of garments.

With the four wet clean machines, Utopia is currently wet cleaning at full capacity. The
cleaner estimates that the total amount of garments from both shops could easily increase to 80%
wet cleaning if there was more capacity. The cleaner.is already taking steps to wet clean more f
garments. As of January 1997, he has decided to purchase another wet cleaning machine for the
Somerville facility so that clothing can be wet cleaned ori-site. Thus. the Somerville facility will
be a mix of wet cleaning and dry cleaning while Utopia will remairi 100% wet cleaning on-site -
with some clothing being sent to Somerville for perc cleaning. ‘

With the Fashion Ace and pressing equipment at the original Utopia, the cleaner was only
able to press roughly 12 garments per hour. With the current equipment at the 100% wet cleaning
Utopia shop, the cleaner has been able to improve his pressing time per garment to 17 garments:
an hour. There are two contributing factors to the faster pressing time. First. the dryer has a large
drum that allows for tumbling and produces fewer wrinkles compared to the air-dried garments
in the original Utopia. Second, his new pressing equipment puts tension on the garment while
steam is applied. The cleaner estimates that 90% of wrinkles are removed from garments with
one pass of steam. However, wet cleaned garments still require more pressing labor than dry
cleaned garments. The same pressers can press roughly 20 garments an hour for perc cleaned
garments. The cleaner estimates that on average. an extra 45 minutes to an hour per 100 garments
is required to press wet'cleaned garments compared to pressing dry cleaned garments. ’

The cleaner also noted that training employees to run his wet cleaning system is slightly
more complex than, training someone for perc cleaning. The person running the washers must-
have knowledge of fabric types and wet cleaning equipment operation. Because the four washers
at Utopia are simildr in size to conventional home washers. smaller loads have to be separated by
fabric type and color. Also. depending on the fabric load. different settings on the washer must
be used. For example. if a silk load is washed at a setting for wool, the water will be extracted at
a rate and speed that may damage the finer silks. Thus. operator knowledge of fabrics and

attentiveness to machine cvcle settings are very important.

As a rough rule of thumb, the clearer does not wet clean heavy wool suits. There are two

reasons for this. First, heavy wool suits take longer to dry. Since the cleaner is wet cleaning at
- capacity. he can do more loads if the washers and dryer are not occupied for longer cycle times
~ with heavy wool suits. In the cleaner’s opinion, it is more efficient to dry clean wool suits given
the equipment in the two shops. Second, wool suits put more “wear and tear” on the washers
because they are so heavy whén wet. Despite this-rule of thumb, the cleaner does note that many
wool suits can be wet cleaned. In fact, some custorners request to have their suits wet cleaned and
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the cleaner is able to prov1de thlS service. Overall the cleaner enjoys the added flexibility of
havmg the cho1ce to clean such garments W1th perc or w1th water

The cleaner is very pleased with the chmce to perform lOO% wet cleamn0 at Utopia and
is now an advocate of wet cleamng Altliough he wants to maximize. wet cleaning in his
v .operatlon he is quick to note that he still prefers perc for some garments and that he could not""
wet clean all garments commg from his two shops. However, having both water and perc as:
‘ ~cleamng agents he is able to take ﬁlll advantage of both thelr cleamng ab111t1es

25. Discnssion of Costs -

The discussion, and accorhpanying table compare the one-time 1mestment and annual -

operatmg costs for the current 100% wet cleaning operations at the new Utopia shop to the one-.

- time investment costs and annual operatmg costs relevant 1f the new shop had been a perc shop
- 1nstead : - :

The one-time’ 1nvestment costs for the new wet cleanmcr shop are based on actual
purchase prices: for the wet cleanmg equipment, while the one-time invéstment costs: for an
equivalent perc ‘'shop are estimates of what it would have cost. to establish perc operations at the
new. facility instead. The annual operatmg costs for the new wet cleaning shop are based on the
‘actual operatmo costs of the hew Utopia in 1996. Annual operating costs for the equtvalent perc:
fac1lxtv are based on 1993 operatmo cost data from the old Ltopla perc shOp '

One major issue in usmc 1996 operatmo cost data from the new shop and 1993 operatmg
cost data from the old shop is the difference in the volume'of garments cleaned in the new versus -
“the old Utopia-shops. The former dry cleaning shop dry cleaned roughly 1.350 garments per"
“week while the current shop wet cleans roughly: 750 ‘garments per week. The estimate of 1,350

garments dry cleaned in 1995 at the former Utopia is based on wet cleaning 300 garments per-

" week out of 1,650 oarments received overall. The 750 garments per week currentlw wet.cleaned

at the'100% Utopia is based on wet cleaning DO% of the combined total 1500 garments recewed
. at the current Utopia and Somerville shops. This differenice in cleanmg capacity between the old.
~ and new shops was resolved by calculating. the operatlonal costs as cost-per garment, as shown at -
the bottom of the cost data table and dlscussed in the’ conclusmns section.. ‘ '

2.5.1. One Time Investm_ent Costs- ‘

) - The cost of the 4 DaeWoo wet cleamng machmes was $950 each and the cost for the
drver was $3,000, Recall that the cleaner moved to a.new shop location that previously did not
‘have any cleanmg operations on site. Thus. new -pressing équipment as well. as plumbmg,_
electri¢al and boiler systems had to be’ put in place Installation costs for thls shopw ere very high :

- because of the plumbing.. boiler room and electrical work. These costs were estimated to be -
- $9,600 for plumbmq. $8 000 for the boxler room, and $2 400 for electncal An addmonal $l 700 ,

2 The cléaner presently does not ’cha:ge an extra fee for wet cleaned wool suits. . N
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of installation costs also were incurred for the pressing equipment and other shop items. Note
that this total of $21.000 in general installation costs would be the same for a perc machine.or for
the current wet clean machines. ‘ o ; :

For the perc dry cleaning column in the following table, the price to buy a new perc
machine is listed at $35,000 to $40,000. For the purposes of this case study the lower cost of
$35,000 is used. The costs for the wet cleaning pressing equipment were $12,000 for the pants'
presser and $7,000 for the form finisher. Both of these machines apply tension and steam to
garments. which reduced the cleaner's pressing time on wet cleaned garments. Equivalent
pressing equipment for perc dry cleaning amounts to $10,500 for a pants topper and legger
presses and $3,000 for a form finisher? The cost of the spotting board was assumed to be the

same for either wet cleaning or dry cleaning.

The remaining one’ time investment COSIS ‘for the compressor. boiler system and ‘
" installation are identical whether wet cleaning or perc dry cleaning are used. since the cleaner
would need this equipment to run either type of shop. Note that the owner would not have been
faced with high installation costs for a concrete slab if he chose a perc machine for the new shop -
since it already had a concrete floor. : : ‘

2.5.2. Apnual Operating Costs

All the annual operating costs for wet cleaning are estimated by the cleaner and are based
on 1996 operations at Utopia.- The annual operating costs for perc dry cleaning are based on
operations of the former Utopia shop in 1995, when perc dry cleaning was performed with a third
generation closed loop machine. The two shops are in the same neighborhood so the operating
costs for electricity and wastewater should be comparable. However, as previously noted, the
number of garments currently wet cleaned at the new Utopia is much lower than the number of
garments dry cleaned at the old Utopia. S ‘ :

Labor to run the shop is the largest operational cost. The owner continues to work long
hours. berween 60 hours and 80 hours per week. He works this much at the current wet cleaning
Utopia and worked the same hours when he ran the perc dry cleaning machine at the former
Utopia shop. The counter'at Utopia is presently run by the owner and his wife. His wife works
roughly 20 hours per week and a rate of $7 per hour was used in the following table, even though
she does not currently receive a salary. The owner works behind the counter for the remaining: ‘
time the shop is open and his time is included in the 60 to 80 hour per week estimate. At the
former perc dry cleaning Utopia, two counter people worked part time totaling 30 hours .per
week. The same $7 hourly rate was used. o :

The labor time per garment for pressing wet cleaned garments is higher than the pressing
_time required for dry cleaned garments. The owner estimates that it takes roughly an additional
hour for each 100 garments wet cleaned than dry cleaned. Based on current wet cleaning

s Quotes taken from Forenta and are based on the list price of their ecofiomy model pressing equipment. The higher end mode! of pant presser
has a list price of $14,500. For the cost analysis, the economy style models were assumed.
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i

operations, total required pressing time is 45 hours per week -at a rate of $13 per hour. For the
750 garments cleaned over a six day work week, this equates to approximately 16 or.17 garments
~an hour.* For the dry cleanihg comparison, which was pressing 1,350 garments per week, the,

"costs for pressing are based on a rate of 20 garments per hour. This amounts to a required total .
* pressing time of 68 hours each week at the same $13 hourly rate..k o -

.

‘ Water and: wastewater costs are currently paid on ‘the same bill. Dry cleaning required

~higher water and wastewater costs because the-formeér Utopia shop did not have a water tower. -
Water towers are used to recycle cooling ‘water for solvent reclamation in the perc dry cleaning |
process. Without a water tower, operation of the closed-loop pérc machine at the'fonnér Utopia
required significant quantities of water during the solvent reclamation process.' The .DacWoo
machines use between 0.8 and 3. gallons of water. per pound of clot’hing.D' Thus, even though -
water is used as the primary solvent at Utopia, the cléaner paid higher water bills when he used a
_ perc machine Because he could not install 2 water tower on his roof. N

~ Electricity costs are also lower for wet cleaning. The higher electricity cost for the perc
machine is attributed to the use of a refrigerated condenser and the fact. that the former Utopia
was cleaning a larger number of -garments. ‘The difference in gas and oil costs between wet .
".cleaning and dry cleaning are not directly comparable since the two shops have different boilers
; >avnd. run- on different fuel. However, the cleaner estimates that the total costs to run the boiler
" whether doing wet cleaning or_dry cleaning would be roughly equal with his equipment.; He
. noted that wet cleaning uses more steam but that a perc. machine requires more heat for the -
' dryihg cvcle compared to the heat required: for the dryer used in wet cleaning. In his opinion.
* these heat requirements would roughly cancel cach other out. ) L ' '

Svs}itéhihg to all ;%/et cleaning in this shop has’compl'etely ¢limiha‘ted the coéts aséocia‘te&
with the purchase of new filters and the disposal of spent filters as hazardous waste. In addition, -

- the cleaner does not have to spend time filling out the necessary paperwork associated with perc.. . . -

regulations for this'shop.

Finally, the last costs in the table reflect the costs for. soaps, detergents, solvents and -
- hazardous waste disposal associated with wet cleaning and dry cleaning. These costs. were based .
- on estimates made by the cleaner. BN < wo : :

1 2.6. 'Conclusipnsi )

. The choice to use 100% Wet,icl_ealﬁng at Utopia éfféred "thel.cl‘e,aner sighiﬁcant "sayi‘n-gs in
_one time investment- costs to open the shop. The capital costs of $82,700 for dry cleaning
-equipment is 38% higher than the $60,000 needed to fully equip a wet cleaning facility on the. -

same site. A large portion of this difference can be accounted for by the higher purchase price of

+

* The cleaner stresses that his-old pressing ccjuipmcm allowed for only 12 wet cleaned ‘garments an hour per presser. The new pressing
equipment. which he bought specifically with wet ¢leaning in mind. increases the rate to between 6 and '}7 garments an hour. o

: Larger wet cieaning rachines ¢an use between 4 0.6 gallons of wateff per pound of ¢lothes.

9
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a new perc machine compared to the cost of the four DaeWoo washers and industrial dryer
needed for wet cleaning. “ '

From an operating standpoint, the former perc dry cleaning Utopia had higher total
annual operating costs in 1995 than the present 100% wet cleaning Utopia had in 1996.
However, when you compare the amount of clothing that each facility cleaned, the former perc
dry cleaning Utopia has slightly lower operating costs of $1.06 per garment compared to $1.18 -
per garment for the current 100% wet cleaning Utopia. This amounts to an 11% increase in
annual operating costs per garment cleaned for the wet cleaning Utopia compared to the former
perc dry cleaning Utopia. o .

" It should be stressed that the annual operating cost per garment cleaned is highly sensitive
to the estimate of the number of garments cleaned. The cleaner’s estimate of garments at the
100% wet cleaning Utopia in 1996 is more accurate than his estimate of the number cleaned in
1995 simply because data for this-case study were gathered towards the end of 1996. The cleaner
was more confident in his estimate for 1996 clothing throughput in his current shop compared to
estimating his 1995 throughput. For the former perc dry cleaning Utopia, 11% amounts to 25
garments a day and is within the margin of error of the cleaner’s estimate of clothing received at
the former perc dry cleaning Utopia in 1995.° ' :

For this cleaner, the operating cost per garment cleaned for wet-cleaning is equivalent or’ -
slightly more than the operating cost per garment cleaned at the former perc dry cleaning Utopia.
In establishing the new Utopia, however, the cleaner saved over $20,000 or 1/3 of his total one. -
time investment by choosing to establish a 100% wet cleaning facility.

¢ In 1995, an estimated 250 to 300 total garments per day entered into the former perc dry cleariing Utopia facility. This volume came in 6 days '
per week, which totals to 1500 to 1800 garments per week. Of this total, between 200 to 300 per week were wet cleaned. This study assumed
the midpoint of both ranges. Using the midrarige amounts to a total of 1650 garments coming into both shops each week (275 garments per day
for 6 days a week) with 300 garments per week wet cleaned. Thus a total of 1350 per week were perc dry cleaned. Using the lower estimate of
1500 garments total per week would mean 1,200 garments were perc dry cleaned each week (60.000 per year) and the cost per garment for perc
dry cleaned garments at the former Utopia would equal $1.19 compared to the $1.18 for the 1996 wet cleaning Utopia. '
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- UTOPIA CLEANERS Companson of Costs for the new Utopla wet cleamng fac1l1ty as

compared to an equn alent perc facility at the same s1te

- Dry Clean

S o Wet Clean Only
LINE ITEM OF COSTS - - | (based on ‘96 data) | (based on ‘95/96 data)
otal Garrnents Cleaned (per \ear) , - 37,500 67,500 - -
ONE TIME INVEST‘VIENT COSTS - (based on actual costs ' .(based on vendor
- atnew shop) estimates) -
- Closed Loop Di‘y Clean Machine NA $35,000
' Wet Clean Machines. $3,800 . O NAT
Industrial-Sized Dryer - $3,000 NA
- . Pant Presser - $12,000 $10,500
Form Finisher (Suzi) - $7,000 -$3,000
' Spottmg Board | $1,500 ©. $1,500
Compressor $1,000 . $1,000
o ‘Boiler System | . $10,000 . $10,000:
Installation (plumbing, electrical and'| $21,700 " '$21,700
" boiler room) I o .
Sub Total One Time Costs | $60,000 - ' $82,700
ANNUAL OPERATING C OST.S (based on “96 data - (based on ‘95 data from
- ‘ v . S from new shop) . old shop)
1 Labor . : o T i
- Counter People - $7,000 $10,500
Pressers $29,200 .. $44,200
, . Owner |- 60-80 hrs/week 60-80 hrs/week
Utilities - T . ‘ SR
. : Water/Wastewater $1,000 + $3,000
Electricity .$1,800 . '$4,800 . .
| Gas.| . $3,600. FTTTNACT
. : Oil ~ NA - $4,200 -
Fxlters and Cleamncr Aaents ) o ) i ]
“ Purchase of New filters -0 - 3400
‘Disposal of spent filters | 0 ~$1,800 ¢
Soaps/Detergents |. - $700 - .$300 .
) Perc NA - - $1,400 -~
Spottmg Acrents ' ©$1,000 . .- $1,000
* Sub Total Annual Operatmcy Costs | $44,300 _ $71 ,600 -
'Anilualv Operating_ Cost per"Garment' 8118, $1;-06 -
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3. PARTIAL CONVERSION FROM PERC DRY-CLEANING " TO = HIGH
TECHNOLOGY WET CLEANING - CASE STUDY

This case study describes a dry cleaner that converted its cleaning operations from mostly
perchloroethylene (perc) dry cleaning to a mixture of high-tech wet‘cleaning and perc dry -
~ cleaning. It compares the operations and costs to run a shop with one dry cleaning machine to’
running the same shop with.the same, dry cleaning machine and a new wet clean machine. The
single dry cleaning machine could not handle the volume of garments coming through the shop,
forcing the owner to work long hours.. The limitation in capacity also caused significant.“down
time” for the pressers as they waited for cleaned clothing to press. A second machine was needed
to maintain business operations by allowing the same amount of clothing to be cleaned much
faster. Please note that “dry cleaning” refers to perc dry cleaning machines in this case study.

3.1. Background Information

The owners of the drv cleaning shop. a married couple. are relatively néw to the fabricare
industry. In early 1994, they purchased a drop-oft site. The husband kept his*job in-another field
while the wife ran the drop-off site. Initially, clothing collected -at the drop-off site was sent to a
local wholesale dry cleaner, which charged a fee for each garment received from the drop-of site.
After one year, however, the owners decided it would be more profitable to clean the garments
themselves. The owners subsequently purchased a fully operational facility that provided them
with the equipment to dry clean garments in- perc. In addition to clothing from the drop-off site.
the new facility also collected clothing over the counter. Combining the drop-site and the shop.
the facility received approximately 500 to 700 shirts/week and 2500 to 3500 pounds of other
garments. The new shop-was operated by hired employees until August 1993. At that time. the
* husband took the final plunge into dry cleaning, quit his previous job, and started running the
shop full time. Although the owners had little knowledge about dry cleaning, the head presser at
the shop had extensive experience. " - o

3.2, Initial Dry Cleaning Operation |

* The purchased shop came fully equipped with a third generation, 35 p’ouﬁdblosed loop - o

dry to dry machine. a uni-wash shirt washer. a conventional household washer and dryer. and
finishing equipment (2 utility, presses. 2 pants topper. 2 form finishers (suzis). a legger and three
shirt pressing machines). All dress shifts and cotton comforters were washed in the shirt washer.
Of the remaining clothing. 85% to-90% was dry cleaned while 10% to 15% was cleaned in the
conventional washer and dryer. This smaller portion,. consisting of cotton sweaters and -
extensively soiled washable .garments, required careful monitoring of the drving cycle to avoid.
shrinkage and resulted in damp garments hanging - throughout the shop to air dry. The owner
chose to clean these items in the conventional washer and dryer because, in his opinion, water

would clean them better than perc.
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) The cycle time of the 35 pound dry cleaning machine is approximately 45 minutes per
load. Given the amount of clothing coming over the two counters (the cleaning shop and the
" drop-off site), the machine could not keep pace with the two full-time pressers who finished the -
garments. Consequently, the owner had to work until 7 or 8 p.m. each evening to clean the -
required amount of garments and to ensure that a back-load of garments were ready for his
* pressers when they arrived the next morning: Even with this back-load, the pressers, who start -
work at 6:30 in the morning, would catch up to the perc machine by hoon. Thus; for the last two -
and a half hours of their work-day, the pressers were frequently 1éft idle while waiting for freshly '

cleaned-garments to press. If the owner was unable to stay late at night, the pressers would catch

. upto the machine at 10:30 am., leaving 'ﬁve'hou'r.s of their ‘work'-day’ with frequent down-time.

- In order to meet qustqrnef needs under this syétem, two full time garment pftessers worked
- 40 hours per week, an additional shirt presser worked 40 hours per week, three-counter people
each worked 35 hours per week and the owner worked 10 to 12 hour days, six days per week.

- It became clear that an additional cleaning machine was needed, both to increase labor
efficiency and to relieve the burden of long work days on the owner. The owners initially decided" -,
to purchase a fourth generation, 45 pound dry to.dry perc machine: After the machine was
selected, the equipment dealer quoted the cost of installation-to be rou_ghly' $15,000. This cost
included: 1) the installation of a concrete slab to support the new dry clean ‘machine; 2)-the

" removal and subsequent replacement of large glass windows to bring the machine into. the shop

(its size prohibited it from coming through any doorways); 3) the removal and subsequent '
replacement of overhead clothing racks to allow transport of the large machine to the back of the
shop; and 4) the raising of the.steam header pipes that ran across the ceiling, to accommodate the
 tall machine. The $15,000 cost was roughly broken down to include $8,000 for the concrete floor-
and $7,000 for the other three installation activities. ~* - BT

" As.an a_lt'ern‘a'ti\}e to the fourth generation dry to dry machine, the equipment. dealer

éug’geslted a wet cleaning machine that was comparable in purchase. price but small enough to fit . o

- ~ through the door and would not require ‘a concrete slab. Seeking to avoid the high installation . -

_ costs associated with the dry cleaning machine, the owners decided to investigate wet cleaning -
- further. o o T S

33. Adding Wet cleaning Technology to The Shop

In addition to low installation costs, other potential advantages of wet cleaning appealed
to the owners. First, there would be potential operational cost savings. By wet cleaning a
significant portion of garments that were currently dry cleaned, the owners. would use their dry
cleaning machine less often. Decreasing the use of the dry cleaning machine would result in
" decreased use of the materials needed to operate it, including perc, new filters, and the disposal
of spent filters. A second potential advantage would be partial alleviation of current or future.
- regulatory requirements. ‘According to regulations, a perc cleaner may change his or her shop’s -

* - regulated category status from a higher category (tougher requirements) to a lower category

. (easier re’quir_e,ments) by using-less perc. Finally, the addition of wet cleaning to the shop offere,df )

-
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greater operational flexibility, by allowing heav11y so1led clothing to be wet cleaned w1thout
extensive spotting whxle wool and other dehcate fabncs could still be dry cleaned.

Concermns with wet cleanmg centered around potentlal shrmkage of clothmg and the ‘
greater amount of effort required to identify and separate garments for the two cleaning
processes. In addition, there was a perceptual barrier associated with the adoption of an .
unfamiliar technology to clean a larger portion of the shops throughput. Several of the owner’s
colleagues, who have been in the fabricare industry for 20 or more years, discouraged the use of
wet cleaning technology. In the owner’s words, “most peoplé I knew in the industry thought we
were absolutely crazy to consider expanding capacity with wet cleaning over dry’ cleaning”.
However, the potennal advantages of wet cleamng led the owners to continue lookmg mto wet
cleaning as an optlon for theu: shop. :

The owners d1d their homework by speakmg with wet cleamng equ1pment supphers and
visiting the Greener Cleaner demonstration shop in Chicago to see first hand how the technology
works.”- Since the Greener Cleaner performs 100 percent wet cleaning, the owners were able to
witness all types of garments, including wool and rayon, being- cleaned by the wet cleamng
process and the appearance of these garments after wet cleamng -

Based on the potenﬁal advantages of wet cleaning and the knowledge acquired during
their research, the owners ultimately canceled the order for the fourth generation, 45 pound
closed loop perc machine. Instead, they chose to expand their capacity with a 50 pound wet
cleaning system, consisting of a fully automated wet cleaning washer and dryer. The owners
made this decision with the following intentions: ‘

e Wet cleaning would compliment the perc cleaning, not repiace it. Ore hundred
percent wet cleaning was never the goal. )

e In general, all cottons and silks would be proceSsed in the wet cleamng equxpment
while wool and rayon would be dry cleaned. Havmg such contro] over the operatlons ~
would reduce potential shrinkage.

e The exxstlng ﬁmshmg eqmpment would be used for both dry cleaned and wet cleaned
clothing. - .

The owners believe that thelr status as begmners in the mdustry may have made it easier
for them to adopt wet cleaning technology They were not experienced spotters so water based
stains on garments cleaned in a perc machine were labor intensive and the garments often needed
multiple cleanings. Wet cleaning would be able to handle many of these stains with minimal
spotting. They also did not have many of the cleaning habits formed through many years of using
perc machines nor did they have any perception that one technology is inherently superior to the
other. In short, they witnessed a technology that worked, met their needs, provided operational
ﬂe\ubxhty, and appeared economically attracnve With these advantages and the knowledge that

7 The Greener Cleaner is a pilot project sponsored by the U.S. Environmiental Protection Agency that has committed to 100 % wet-cleaning.
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they would still have perc cleaning capac1ty, the dec151on to sw1tch some of the1r operatlons to
wet cleamng was a comfortable one. : : :

3.4; The. Current Proeess - 'Combirfation of Wet Cleaning and Dry Cleaning h

“The wet cleamng washer and dryer have been in place since September 1995. Forty to

: "ﬁfty percent of the shop’s clothing is now wet cleaned with the remainder being dry cleaned.

~ Shirts cont1nue to be laundered i in the Um-washer The rule of thumb at this shop is that cotton

and 'silks are wet cleaned. while wool and rayon garments are dry. cleaned. As with any rule there

- are exceptions; wool and rayon are sometimes wet cleaned. For instance, five pairs of wool pants

from a flooded home basement were wet cleaned and came. out clean with no;shrinkage.- The'

.. customer had prevmusly taken them to several other shops and noné. of the dry cleaners wouldg )

- touch them. The owners noted that instances such as these rmsed the1r comfort level with the
types of clothmg that can be wet cleaned S I

Separatmn of clothmg to be dry cléaned remains the same (garments are separated at the B i
machine by color) while separation of clothing for wet cleamng requn'es an addmonal step they
are first separated by fabnc type and then by color ' : : ’

The Wet cleanmg washer and steam-heated dryer are completely automated The ownets
‘have created their own processing programs in addition to the-ones supplied by the manufacturer a
_The ‘major benefit to automation is that the dryer monitors air moisture content to prevent
- shnnkage that could-be: caused: by over-drying. The amount. of time for washmg varies with the
type and amount of clothing placed in the machine. In general, the owner w111 clean up to 45
pounds of cotton sweaters and casual memn’s slacks (such as Dockers), which take approximately
40 to 45 minutes to wash.:For delicate fabrics, only 20 to 30 pounds are placed in the machine,
‘for a wash time of approxnnately 30 minutes. The drying times also vary from 20 to 30 minutes
* for the heavy ¢ottons and 10 to 15 minutes on silks and sweaters. Dependmg on what'is coming
~ over the counter; the shop does SIX to ten wet cleamng loads and ﬁve to seven dry cleamng loads =
i per day S . . .

In the ﬁrst six months of operation, there was only one customer claim on a wet cleaned
* garment that shrunk. According to the shop owner, the reason for the garment damage was a mis-
labeled garrnent (it was an angora mix). Since then, the owners ‘inspect the fabric directly in.-
addition to checking the manufacturers’. labels to determine if a garment will be wet cleaned or

~ dry cleaned. Also, any suspect garment, typically 5 to.7 per week, is measured prior to being wet
cleaned. The low number of claims and-the low number ‘of garments that the owners measure’
J reﬂect the operattonal flexibility of dry. cleaning when there is doubt to a garments’ fabric'
content. For instance; if the fabric content is unknown or the garment appears susceptlble to

shrinkage, the owner will dry clean. The dry cleaners also noted their increased experience, both
with wet cleaning and dry cleaning, as a major contnbutor 0 their low claums On dry cleaned *
1tems the cleaner averages about two to three 1tems per quarter ,
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The same finishing equipment is used for both wet cleaned and dry cleaned clothing.
Occasionally, the owner will need to stretch wet cleaned garments by applying steam from the

utility press. This is only needed on one or two garments each month. The owner did comment - -

that better finishing equipment would probably be required if he went to 100 percent wet .
cleaning, or if he started wet cleaning high-end clothing, such as men’s suits. '

The ease of running the shop has noticeably improved since the wet cleaning machine has.
been installed. Spotting time has decreased because the owner is able to wet clean garments with
heavy dirt and other water-based stains while dry cleaning garments with oil-based stains. In fact, -
some garments such as construction jackets with grass, dirt, and greasé, are both wet and dry
cleaned. It is important to note that decreased spotting time and greater operational flexibility is
attribxited to the fact that the owner has-both wet and dry cleaning technology. The choice of

h

cleaning depends on the stain and the garment.

Because the owner uses the perc machine less, he does not need to distill solvent or
change the filters as often. Also, the probability of garments bleeding in. perc has been greatly
reduced. Clothing that bleeds in perc is especially problematic for dry cleaning machines because
the bleeding can contaminate the perc if it is not discovered: in time. The owner now throws
“clothing suspected of bleeding into the wet cleaning machine by themselves or with similar color
clothing so that if it bleeds, colored water simply goes into the sewer rather. than contaminating
the perc supply. Another noted improvement concerns garments with plastic beads or buttons,
which are less likely to melt onto the fabric when wet cleaned than when dry cleaned. Wedding -
dresses are particularly well suited for wet cleaning. In addition to delicate beads and buttons,
wet cleaning works extremely well on the dirt ring that usually accumulates on the train of the
dress. Spotting wedding dresses for dry cleaning was quite difficult and dresses sometimes
required several dry cleaning cycles. : »

The owners have significantly reduced their perc usage from 200 to 250 gallons a year to
roughly 100 to 120 gallons a year. The economic benefits from this reduction, both in perc
purchasing and waste management, are detailed in the next section. Perc use reduction has also ..
allowed the dry cleaner to drop from being regulated under federal air regulations as a Large
Area Dry Cleaner to a Small Area Dry Cleaner. Although the cleaner was in compliance with the -
Large Area air control requirements, he sees benefits in going down to the- Small Area category.
By using less perc he believes he will be viewed in a more favorable light by the federal
Environmental Protection Agency and staté and local environmental agencies. '

Overall, the owners are confident they made the right choice in selecting wet cleaning
. technology to expand their operations.. They are satisfied with the quality. enjoy the flexibility, -
and feel it was a cost-effective solution (see below). Thé owners were quick to note that one
reason it works so well for them is because the mix of clothing coming over the counter lends
itself to wet cleaning. In this case, there is a mixture of soiled blue collar work clothes, casual -
dress clothes, and suits or high end dress clothes. The owner has noticed an increasing volume of
casual clothing such as Dockers men’s pants and cotton sweaters that are well suited for wet
cleaning. The garment mix at this cleaning shop is roughly 1/3 high end clothingsuch as suits, .
and 2/3 casual dress clotheés most suitable for wet cleaning. P
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To date the owners have not specrﬁcally marketed the wet clean technology to customers

who walk in their shop but if someone inquires, they will explain the ‘process. The owners
’ currently do not charge different prices for clothing -that is wet cleaned or double cleaned.
.~ Several customers have mentioned that then' clothing smells ﬁ'esher partlcularly cotton sweaters

35, DiscuSsion of Costs

The table on the followmg page glves hne 1tem costs for the three options the cleaner in '
_thrs study 1nvest1gated ‘ :

nggg_l__llo_noihmg,_ Under tl'us optlon the cleaner contmues to operate one machine but - -
mcurs higher operating costs and works overtime. All costs are based on actual operatron before .
the cleaner purchased a second machme ‘

_ -In ‘ ity witha W Thrs is the current srtuatron Costs
“are based on actual. mvestment and operatmg costs for the shop as it is now set up. -

Opti - Iric : ity wi ine This scenario est1mates what the costs -
’ would have been if the cleaner bought a second perc machine instead of a wet cleanmg machine.
The one time mvestment costs are based on actual quotes the cleaner recerved The operating
costs for the owners shop with two perc machines are best estimates based on current costs from
the mrddle column (optron 2) and past costs ﬁom the first column (optron 1)

g

Annual operatmg costs under the three opt1ons can vary 51gmﬁcantly For labor, the
_'addltlon of a'second machine of either kind offered savings for garment presser labor and for the
“hours worked edch week by the cleaner. When only one machine was in the shop, two. pressers. -
worked 40 hours a week As mentroned earlier; the pressers were frequently waiting for garments

to be ¢leaned. With two cleaning machmes, the pressers are. kept busy for their entire shift but -

their total shift hours have been reduced to 35 hours per week. Note that the same number of
garments are pressed — the reductton in hours is-due to the fact that the pressers. have no down
~time ‘when they. are. waiting for garments. These savings in presser labor hours apply to the_
‘current wet cleaning machine and it assumed. they would also apply 1f a perc dry- cleamng .
miachine had been purchased. , o L

The add1t1on of a second machine also allows the owner to. clean two 1oads of garrnents at- -

“the same time and has reduced his fotal time by 10 and 20 hours each week. Since the owner

does. not take a: salary, actual hour estrrnates were used- for. the analysis. The savings in the
' owner s labor would also occur if the- second machine was a perc machme The other two, -
categories of labor costs, counter people and shirt pressers, remamed constant Neither cost is’
affected by the addmon of a second cleaning machme,

‘

¢ The cleaner received qnctc's in the range of $30,000-t0 $35,000. As shown in the table, the lower value was used for the cost analysis.
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Utility costs. also have changed with the addition of a wet clean machine. Water costs
have risen due to washing with the wet cleaning machine. The $900 under Options 1 and 3
represent water used for laundering shirts and general shop operations. Electricity at the shop is
used predominantly for the boiler, which is used during the drying'cycle for the perc machine.
When only one machine was used, the owner estimated the yearly cost to be between $5,400 and -
$5,700. A value of $5,500 was used in the analysis. By cleaning roughly half of the garments
coming into his shop with wet cleaning, the owner has reduced his electricity costs to $4,800 per
year. It takes less electricity to run the steam dryer than it does to dry perc in a perc machine. For
Option 3, the electricity costs were assumed to be the same as those for Option 1 since the

volume of clothing has not changed.

Natural gas at the owner’s shop is used for general shop operations such as building heat.
Because the owner can now closé down the shop earlier, he has seen a reduction in his gas bill -
from $5,000 to $4,200. The primary reason the shop was operating much longer under Option 1
was because one machine had to clean all the garments coming into his shop. Note that the
savings in gas are realized whether a second perc machine or a wet cleaning machine is added to
the shop. C '

The final group of costs relate to the cost of perc. By reducing the amount of perc used in
the shop, the owner has noticed a reduction in the amount he spends on purchasing perc and on -
the costs for disposal of perc filters. For Option 3 (where two perc machines are assumed), the
costs would be identical to Option 1 since the same volume of garments are cleaned.

’

3.6. Conclusion

1

As the costs on the following table show, the addition of either a wet cleaning machine or '
a second perc machine offers reduced operating costs to the.cleaner and reduces his time by ten
to twenty hours each week. Option 2, the addition of wet cleaning, has slightly less expensive
annuil operating costs compared to the annual operating costs associated with a second perc

machine. The difference in annual operating costs is roughly 2%, or $2,000. The real savings for

this cleaner is in the reduced'one-time investment costs. The cost for a wet cleaning machine
with installation is $12,000 less than a second perc machine. Thus, the cleaner would have paid
36% more in one-time investment costs if he chose a second perc machine. -

In addition to the reduced hours the cleaner now spends in the shop, the wet cleaning
option offers several other distin¢t advantages over the purchase of a second perc machine. First
is the operational flexibility that having both perc dry cleanihg and wet cleaning offer. Second is
the comfort-level the cleaner has in meeting current and future regulatory requirements. Finally, -
the cleaner does not have to drain his machine and replace the filters as often since less clothing
is dry cleaned. Previously, he had to come in for five hours on Sunday two time a month to clean
the machine because he could not afford any down time ‘during the week. Now he has his
Sunday’s free to spend with his family. Although these items are not quantified in the dollar .
figures in the table, they were quick to be noted by the cleaner.




' Making the Most of Your Cleaning Business |

COMPARISON OF COSTS
Option 1" Option 2 , Opt10n3 ‘
1 I .| One Machine - | Two Machines | Two Machines
| LINE ITEM OF COSTS = - - . Existing Dry | Existing Dry’ Two Dry
R o " Cleaning | Cleaning plus © Cleaning
. Machine - | Wet Cleamng - Machines
,One-tlme mvestment costs o , ' S
' ’ ‘Wet Clean Machine NA $33 000 - CNA L
" Dry Clean Machine NA NA 7 $30,000. - .
~. Installation | CNAC - %0 © $15,000
* Start-up/Training NA . - negligible negligible
Sub-Total On’e’time costs NA . | . $33,000 - " $45,000
| Annual Operatmg Costs
Labor . ‘ . : .
Counter staff | - $34,125 $34,125 $34,125
" Garment pressers |  $33,280 ° $29,120 $29,120
Shirt pressers | .~ $16,640 $16,640 - $16,640
‘Owner | 70 hrs/week 50-60 | 50-60 hrs/week
o ' _hrsiweek - :
Utilities co R N = h
: - Water/Wastewater $900 $1,200 - $900 -
' - Electricity. $5,500 .. $4,800 . $5,500
L ’ "Gas|- $5,000 - .$4,200 $4,200
| Filters ‘: N T o
' " Purchase of New filters | . $2,376 -~ $1,188 - - $2,376-
_ Dlsposal of. spent ﬁlters - $4,200 $2,100, $4,200
Cleamno Agents ' : - n :
Aqua—clean detergents i NA |- $2,400 - NA
Pere $1 100 - $5850 - $1,100
|""Sub-Total Annual Operating Costs $103 121 $96,323. - $98,161
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4. FINANCIAL ANALYSIS WORKSHEETS - INSTRUCTIONS AND EXAMPLE

Any modification to your current cleaning process—-either the purchasé of more efficient
dry cleaning equipment or changes in housekeeping practices—has a financial impact on your
business. You need to recognize this. financial impact so that you can manage your business ‘
wisely. Often, pollution prevention (P2) investments and process changes can save you money
‘ because they improve your solvent mileage and reduce your legal environmental liability.

In some cases, a cleaner knows exactly what type of equipment he or she wén'ts. In other
cases, a cleaner may be choosing between different types of equipment, e.g.; between perc '
equipment and high-tech wet cleaning equipment. These worksheets can be used to assess the -
financial impact of either type of investment decision. In addition, they can be used to assess the
impact of operational decisions that do not require an up-front equipment purchase, e.g., @

change in housekeeping practices such as frequency of machine maintenance. | . -

You can use the financial analysis worksheets in this document ‘to assess both’ dry
cleaning and wet cleaning improvements to your current operations. These worksheets will assist
you in identifying costs and savings relevant to a purchase you have in mind and in organizing
the cost information itself. The worksheets contain several sections that allow you to decide how .
much time you want to spend evaluating your investment: ‘ o o

Step 1 - Cost Checklists

Step 2 - Estimate Your Up-Front Costs .
Step 3 - Estimate Your Annual Costs and Savings
Step 4 - Estimate the Change in Your Cash Flow

For example, if you have very limited time you can use the Cost Checklists alone, i.e., as
simple checklists to identify the up-front costs of your investment and the potential annual
operating costs that might changes as a result.of your investment. -If you.want a more accurate
_ analysis, you' can collect actual cost information from your shop records and your equipment -

vendor to fill out the dollar estimates on the Cost Checklists. .~ ' o

If you do decide to make actual dollar estimates for the Cos? Checklists, you.then can use
Steps 2 - 4 of the worksheets. These quantitative steps walk you through a financial analysis of -
your investment, building from the information entered in the Cost Checklists. In Step 2; you
summarize the upfront costs for the investment. In Step 3, you summarize how the investment
will change your annual operating costs and revenues. In Step 4, you combine the upfront costs
with the changes in annual operating costs and revenues to calculate the approximate impact of
the investment on the taxes you pay and the cash flow of your shop. - '

_ If you wish, you can complete only Step 2 and Step 3 and make vour decision based on
your upfront costs and expected annual savings, without spending the time to complete Srep 4.
Whatever level of analysis you choose, the worksheets will help you rationalize your investment
decision-making, making your shop more profitable in the long-run.
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- .- - ..

: If you are fairly comfortable with the basic concepts of financial analysis and with the use
" of computer spreadsheets, you could consider using the P2/FINANCE Software System, a
spreadsheet computer program that will perform the financial analysis calculations for you. This
 software is currently available from EPA dr no charge and can be obtained from the Pollution
szevention.'l»nfqrmaticn Clearinghouse by calling 202-260-1023. . R
, ‘When you are ready to use the worksheets, begin your analysis by making a copy of the
blank worksheets attached at the end of this document, keeping the original blank worksheets for
_ making more copies in the future, for yourself or for othet cleaners.you know. Write the name of
* your investment project and the date at the top of each page. - | ' E .
4.1.- Step1- Cost Checklists
, The worksheets contain two checklists: one for Up-Front Investment Costs and one for
Annual Operating’ Costs: Up-front investment costs -are the costs necessary tomake your
equipment upgrade or purchase new equipment. Up-front costs also inélude items such as
equipment installation, permitting; equipment start-up, and employees training. Anhual operating
costs are any continuing costs necessary to keep your shop running, and include many items such
as cleaning supplies, clothes handling supplies, labor and supervision, utilities, maintenance and -
waste rhanagement, waste storage, hauling, and. disposal, liability and insurance, advertising
materials, off-site services such as laundering, and claims. o ‘ o '

" The Cost Checklists contain detailed lists of potential up-front costs and annual operating
costs for a perc or wét cleaning operation. - You can use these checklists in several different ways.
First of all, you could use them simply to make sure that you think about and identify all of the
up-front. investment costs rélevant to the investment you are considering. This ¢an help you:
- prevent the discovery. of any é‘surprise”- up-front costs af the last minute; for example, during the
installation or start-up of your new equipment. If you want to use the. checklists in this simple
way, just put check marks in the far left column of the Up-Front Investment Cost Checklist, this
is illustrated on;the-example worksheets for-the  Smart Look case study, which are entitled"
“Partial Conversion to Wet Cleaning.” If you are assessing the potential impact of a change in
" operational :practices such as. housekeeping rather than the purchase of acnial‘ equipment, you .

" may not have to use the Up-Front Investmeht Cost Checklist at all.

It is also very-important to kniow what effect your potential investment will have on the
" .annual operating costs of your shop. Will your utility costs increase? Will your perc purchase and
disposal costs decrease? What will be.the overall effect .on your shop’s cash flows? Use the
" Annual Operating Cost Checklist to help identify the various annual costs that might decrease or
" increase as a result of your investment. Instead of using check marks to the left of those costs that .
' miight change, use up and down arrows to show whether you expect that cost to. increase or -
decrease. This will give you a qualitative feel for-how your shop’s cash flows might be affected
by your investment. T ' L : ‘ :

Coar.




Making the Most of Your Cleaning Business

The detailed lists of potential costs and savings in the checklists will help to make sure
that you do not forget to consider important items that can affect the profitability of your
business. However, although these costs lists are fairly comprehensive, you will likely want to
add new items specific to your shop or the particular investment; there is space for you to add
such items onto the checklists: o

An even better way to use thé Up-Front Investment Cost Checklist and the dnnual
Operating Cost Checklist is to record actual dollar estimates for the various cost items. The cost
information you need could come your shop records, your own memory, your equipment vendor,
or your lender or lease agent. The use of cost data on the checklists is discussed in more detail in -
the following sections. ' ‘ ‘ ' o

4.2. Step 2 - Estimate Your Ub-Front Costs-

The best way to understand the potenfial impact of an investment on your shop is to
estimate the actual dollar costs and savings due to the investment. For example, you might want
to shop around for the best price and financing deal o a piece of equipment you want to
purchase. Step 2 of the financial analysis worksheets helps you to record the up-front costs of

your investment, information that you collect from your equipment vendor and your lender or
lease agent. : ' =

In Step 1, you used the Up-Front Investment Cost Checklist to identify the potential-up-' _
front investments costs of your investment. Your equipment vendor also should be able to help
you include all of the relevant items. Once you identify the relevant equipment items, you can
ask your vendor or lender or lease agent for a purchase financing quote. Begin by noting which

. equipment items are included in the ‘financing quote(s) on the Up-Front Investment Cost
Checklist, as illustrated in the Smart Look example. You should NOT record the actual loan or
Jease cost quote on the Up-Front Investment- Cost Checklist, as it will be included later on the
Step 2 worksheet. o ' . '

If there are up-front costs that are NOT covered by your financing package (e.g., the cost
to obtain a permit for-a new perc machine), record.these extra up-front costs on the Up-Front
Investment Cost Checklist. For each investment cost category, you can add up these extra up-
front costs and enter the sum in the shaded subtotal box at the bottom right comer of the
category. : : ‘ :

Now you are ready to summarize your up-front cos;t information on the Step 2 worksheet.
Based ‘on the type(s) of financing that you are considering, complete either the Loan Worksheet
box or the Lease Worksheet box. If you éxpect to take out a bank loan to pay for the equipment.’
record the duration of the loan, the interest rate, and the annual loan payment (including principal
and interest). If you expect to lease the equipment, tecord the duration of the lease, the buy-out
price at the end of the lease (if applicable), and your annual lease payment. In either. case, your
financing quote should provide this information.
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_.Note: If yo‘u'r.l,oan or lease covers general expenses as’ well as the purchase of new equipment, .

only include the portion of the financing related to the investment under consideration. For
" example, if the loan covers the purchase of a 4th generation dry cleaning machine and provides -
the business with general operating funds to tide the shop over during a slow spell, estimate the -
amount of the loan related to the new equipment and only include that amount in Step 2. L

. In addition to information on the financing parameters for the investment, include other.-
up-front investment costs relevant to the invéstment that are not included in your lease or loan
payment on the Step 2 worksheet. You have already recorded estimates for these extra up-front
. costs on'the Up-Front Investment Cost Checklist. Simply sum up the shaded subtotals and enter
" the total amount on the Srep 2 worksheet. o e

4.3. ‘ Step 3- Esﬁm‘aﬁ; Your Aﬁnuél Savings ’

" The Step 3 worksheet allows you to record the changes in annual operating. costs that
occur as the result of your investment. Ideally, you should choose equipment or equipment.
upgrades that lower your-annual operating costs, if possible. At a minimum, you should be aware

" of the impact of your equipment purchase or upgrade choice on your annual operating costs. Will . -
_ there be an overall increase in costs to run your shop, or some overall annual savings? ~

In Step 1, you used the Annual Operating Cost Checklist to identify those annual costs

- that might change as a result of your investment. Once you have identified the relevant cost.
increases and decreases by adding up and down arrows to the far left column on the Annual

Operating Cost Checklist, you can begin toﬂestima‘te the dollar value of those cost increases and
decreases. . S : : SR : ' o

'Begin by estimating the annual costs for your ciirrent shop operations and compare those
costs to estimates of the annual costs after the ‘equipment purchase or upgrade: Include cost
estimates ONLY for those costs that you expect to change as a result of the investment, not all of
- your shop’s annual costs! If a particular cost will NOT change because of your investment.(e.g.,
your annual purchasing cost for ‘clothes handling supplies), then you do NOT need to considerit. -

~ Obtain annual operating costs for your shop’s current operations by reviewing:your shop
records such as utility bills, purchasing records, and waste disposal bills. - You may be able to
" estimate many labor costs from your own experience running the business. Your equipment
*"vendor can probably assist you in-identifying and making dollar estimates for operating costs for
the new system you are considering. 'In many cases, making an exact estimate will be difficult,
so you and your vendor should make the best guess that you can based.on your experience. “You
should try to. prioritize the cost items you are estimating, i.e., spend the most time estimating
thbse cost items likely to have the most significanit impact en your shop. ' B

- " For ea‘chvitem identified on the Annual Operating Cost Checklist, enter the business-as-
usual annual operating costs related to your Current System and the expected-annual operating -
. ‘costs for the New —‘Systém you are considering.” Within each cost category (e.g., Cleaning
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Supplies), sum the costs for both the Current System column and the New System columin and
enter each sum as a Subtoral at the bottom of the cost category. You can then subtract the annual
operating costs associated with.the new system from your current annual operating costs to
calculate the expected annual savings for your proposed investment. Enter that value in the
shaded box at.the bottom right corner of the cost category.* The Smart Look example illustrates
how to record and sum these cost estimates. o ' |

Now you are ready to summarize your annual cost and savings information on the Step 3
worksheet. For each cost category on the Annual Operating Cost Checklist, simply copy the
Subtotals from the shaded box at the bottom right of each category onto the appropriate line of
the Step 3 worksheet. Some of the subtotals you copy may be positive numbers (indicating an
annual savings in that cost category) and some may. be negative (indicating an annual cost
increase in that cost category). On the Step 3 worksheet, add the Operating Cost Category
Subtotals together to get the Total annual change in operating costs due to the investment.

In some cases, an’ investmerit you consider also will affect your shop’s annual revenues.
For example, addition of a new machine to your shop may allow you to ql?an more clothing than
before, increasing your annual revenues. Estimate any change in annual revenues expected for
the investment and enter that value in the Operating Revenues box on the Step 3 worksheet.

You may wish to stop your analysis here at the end of the Step 3 worksheet. You can use
the results of Step 2 (Up-Front Costs) and Step 3 (Annual Operating Savings) to assess the
investment under consideration without going on to the Step 4 worksheet. If you are comparing
two different potential investments, complete Steps I-3 for each option, and compare the results
to help in your final decision. However, if you are interested  in. more details such as the
approximate effect of your investment(s) on your tax payments and shop cash flows, proceed to
the Step 4 worksheet. A C

4.4. Step 4 - Estimate The Change in Your Cashflow

‘The Step 4 worksheet walks you.through a financial analysis calculation to estimate the

- impact of the investment on your taxes and the bottom line cash flow of your shop. Depending
on your financing package for the potential investment, choose either the Step 4 Loan Worksheet
or the Step 4 Lease Worksheet. Each version of the worksheet requires information on the shop’s
effective tax rate and the financing of the investment, which you can gather from your
accountant, lender, or lease agent. ' ST '

' Each worksheet is divided into two sections: the Tax Calculation and the Cash Flow
Calculation. Instructions on how: to caléulate the value for each row appear in parentheses. The
Step 4 worksheet allows you to enter cost data for eight years but you should enter data only for
those years during which the data are relevant. For example, if the equipment lifetime-is six
years, then enter cost data for years one through six. Separate instructions for both the Loan
Worksheet and the Lease Worksheet appear below. ‘
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. Note: In order to simplify the calculatzons the Step 4 worksheet does not account for the time
value of money through the application of a discount fate. Instead, it dzrectly incorporates the
financing parameters into the calculation. " Also, the Step 4 worksheet is designed solely to help

' you make better znvestment decisions. The ﬁnanczal analysis calculations have been simplified to

" make the worksheet more user-friéndly. Thus, you should NOT use any-section of the worksheet '
to estimate your taxable income or depreczatzon for tax purposes. Consult an dccountant to .

. assist you in calculatzng your shop’s taxes.

4.4. 1 Lease Worksheet Instructlons ;

In order to use the Lease Worksheet copy fmancmg and cost mformatlon from the Step 2
"and Step 3 worksheets.. In addmon you will need your shop s effectlve tax rate, wh1ch you can
obtam from your accountant T .

: For the Tax Calculation, enter the Total Increase in Revenues (ﬁ'om Step 3) on Line 1,

~followed by the Annual-Operating. Cost- Savings (from Step 3) on Line 2. Copy these values for,

. each year of the project’s lifetime. For Line 3, add Lines 1 and 2 to calculaté the Incremental

*"Operating Savings for the project in each year. Across Line 4, enter the Annual Lease Payment -

(from Step 2) for the duration of the lease. To calculate the Taxable Income for Line 5 subtract.

.~ Line 4 from Line 3. To calculate the Change in Income Taxes assoc1ated with the proJect for
Line 7, multlply the results in Line 5 by the Effectlve Tax Rate in Lme 6 ‘ :

For the Cash Flow Calculatxon, copy the Incremental Operatmg Savmgs from Line 3, the
.Change in Income Taxes from Line 7, and the Annual Lease Payment from Line 4 in the Tax
Calculation to Lines 8, 9,7and 10 respecnvely For Line 11, enter the Buy-out Price for the -

7 equlpment ONLY in the buy-out.year (from Step 2). ForLine 12, enter the Additional Oné-Time =~
" Investment Costs NOT Included in Lease (from Step 2).. To. calculate the After-Tax Cash Flow,

 subtract the Additional One-Time Investment Costs NOT Included in Lease (Line 12), the Buy-
out Price (Line 11), the Annual Equipment Lease Payment (Line 10) and the Change in Income
.Taxes (Line 9) from the Incremental Operating Savings (Line 8) and enter the. value in Line 13.

To calculate the Cumulatlve Cash Flow for the pro;ect s1mply add the After-Tax Cash Flow to
the Cumulanve Cash Flow for the prev1ous year. :

‘ . The year in wh1ch the Cumulanve Cash Flow becomes posmve can be viewed as the .
ﬁnanc1al break-even-year for your investment. You also can use the Cumulative Cash Flow as'a
. point of comparison when you-are considering multiple mvestments By lookmg at how the

k Cumulative- Cash Flow changes over time, you can make a more. mformed dec1s1on about o

whether to unplement the proposed prOJect

- 4.4.2. Loan Worksheet Instructl,orns

In order to use thlS Worksheet copy ﬁnancmg and cost mformauon ﬁom the Step 2 and ~
Step 3 worksheets In addmon you wﬂl need three add1t1onal pxeces of mformatlon s
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¢ Your shop’s effective tax rate, which you can obtain from your accountant
The portion of your annual loan payment that relates to interest, which you can obtain
from your lender : o TR o
o The total equipment cost (not including interest from the loan), which you can obtain |
" from your equipment vendor or your lender:

Begin by using the Depreciation Worksheet box at the bottom of the page. This
worksheet box applies straight line depreciation with a half-year convention over a period of |
seven years, a common'depreciation method for dry cleaners. Enter.the Total Equipment Cost, -
including installation and site preparation costs, on Line 1. Then muitiply that cost by the
Depreciation Percentages entered on Line 2 to calculate the depreciation in each yea:. For
example, if your Total Equipment Cost equals $10,000, your depreciation in year 5 equals
$1,430 (i.e., $10,000 * 14.3%). ° : - = ‘ "

Note: The Depreciation Worksheet uses the straight line method with a half-year convention and
a depreciation period of seven years for investment analysis purposes only. Do NOT use this
Depreciation Worksheet to assist in calculating your shop'’s taxes; instead consult an accountant
to calculate your depréciation for tax purposes. ' . ‘

For the Tax Calculation, enter the Total Increase in Revenues (from Step 3) on Line I,
followed by the Annual Operating Cost Savings (from Step, 3) on Line 2. Copy these values for
each year of the project’s lifetime. For Line 3, add Lines 1 and 2 to calculate the Incremental
Operating Savings for the project in each year. Across Line'4, enter the Equipment Depreciation
from the Depreciation Worksheet below. For Line 5, enter the Loan Interest Payment for the
duration of the loan (you can obtain this value from your lender). To calculate the Iaxablé '
Income for Line 6, sqbt‘ract Line 4 and Line 5 from Line 3. To calculate the Change in Income
Taxes associated with the project for Line 8, multiply the results in Line 6 by the Effective Tax..
Rate in Line 7. ' C o ‘ ‘ o

For the Cash Flow Calculation, copy the Incremental Operating Savings from Line 3 and
the Change in Incoine Taxes from Line 8 in the Tax Calculation to Lines 9 and 10 respectively.
For Line 11, enter the Annual Loan Payment (from Step 2). For Line 12, enter the Additional
One-Time Investment Costs NOT Included in Lease (from: Step 2). To calculate the After-Tax
Cash Flow, subtract the Additional One-Time Investment Costs NOT Included in Lease (Line-
12), the Annual Loan Payment (Line 11) and the Change in Income Taxes (Line 10) from the
Incremental Operating Savings (Line 9) and enter the value in Line 13. To calculate the
Cumulative Cash Flow for the-project, simply add the After-Tax Cash Flow to the Cumulative
. Cash Flow for the previous year. - : S

The year in which the Cumulative Cash Flow becomes positive can be viewed as the
financial break-even year for your investment. You also can use the Cumulative Cash Flow as a-
point of comparison when you are considering multiple investments. By looking at.how the
Cumulative Cash Flow changes over time. you can make a more informed decision about
whether to implement the proposed project.
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- UP-FRONT INVESTMENT COST CHECKLIST

Project Title:"F, r‘ha.\ Can\lers {oia. +o \)Jg-!' C le anvng

Date:

~

3/ /a?-

¢

Checl'digt

" A, Purchased Equipment (NOT included i in loan/lease)
{Purchase, Tax, Defivery) -

Investment Costs NOT

Protective Equipment, ¢é.g., eyewzsh station

inciuded in ioan/lease

Solvent Leak Detector

Perchloroethylene Storage & Handhng Matenals

Spill Containment System .

Solvent Fiiter System . .= -

Steam Cabinets for Steam Stnppmg Cartridge Ftlt.rs

Housing for Draining/Drying Cartndge Fultow
Water Softening Unit )

Water Cocling Unit (Chiller) o s .

Refrigerated Condenser

‘Thermometesr for Condenser Coil Temperature Measuremaents )

Water Separator

. Solvent Filtration/Distillation Umthuck Cooker

- Azeotropic Control Devices

Wastewater Carbon Adsorber

- Wastewater Evaporator

Other Water Treatment/Recycie System

Vapor Carbon Adsorbers

Dry Cleaning Machine -

Wet Cleaning System

Domestic WasHer and/or Dryer

\.w 'anm

- Prassing Equipment -

SUBTOTAL. ~

s

Checklist

" (Labor, Supervision, Matenals)

| Investment Costs NOT.
| included in loan/ledse '|f’

B. Construction/lnstaﬂaﬂon (NO? mcluded in Ioan/lease)«:

Shop Labor & Supervision

Contractor/Vendor Fees

~ Construction Equipment Rental '

Demolition

Qid Equxpmentmubbnsh Hauling & D:spcsal .

- Plumbing/Piping

Electrical Systems

Ventilation/Exhaust Systems

SUBTOTAL.

Making the Most.of Your Cleaning Bysiﬁeés )
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UP-FRONT INVESTMENT COST CHECKLIST

Project Title: /Pr-l'\ cg\ Cth ers iaa. =+ \,\Jc‘r C,\ean\ "~ g
Date: S/01/3%F
C. Permitting (NOT included in loan/lease) Investment Costs NOT
Checklist (City, County, State, Federal) included in_loa.n/lease
Shop Labor & Supervision s ‘
Contractor/Vendor Fees s
City, County, or State Business License $
City or County Health Department Permit S .
Perchloroethylene Use Permit ' s
Wastewater Evaporator Permit $
) $
$
$
SUBTOTAL s £PER L oy
D. S Start-up/Trammg (NOT lncluded in loan/lea.,e) Investment Costs NOT
Checklist (Labor, Supervision, Materials) included in loan/lease
Training in Equipment Operation S
Training in Equipment Maintenance s .
/ Training in Dry/Wet Cleaning Techniques $ Nealie: Wl
Environmental and Safety Training 3
Cleaning Test Runs s.
Start-up Supplies $
S
$
s -
SUBTOTAL $ R N T

Maxing the Mcst of Your Cleaning Business
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| -ANNUAL'OPERAIIN-G COST CHECKLIST

" Date:”

Pro,ectTntle 'P f"!”(ﬁ COnVQfS\Qf\ +:>\JQQ'\' CL&M\ %

SIH/Q?

i

éhecklist '

A. Cleaning Supplies
{Purchase, Delivery, Storage)

COST/YR

SAVINGS / YR

‘ "-Current System

. New System

Current - New-

7]

‘Perchioroethyiene (including any taxes)

Detergent for Dry Cleamng Charge

1,100 SE0

T

Solvent Filters

2236 - es

Solvent Fiiter Additives

Detergent/Soap for Wet Cleamng

Finisher/Sizer

& 5 2,460

Starch

Water Repellent

Odor Neutralizer

Fabric Softener

Spotting Chemicals

Spotting Brushes/Bone Scrapers -

$
$
$
$
]
S
S.
s
|8
$
$
S
$
$
$

SUBTOTAL

LA AR AR I I I I e

2 476

.s o, (35 .

Checklist

B. Clothes Handling Supplies

(Purchase, Delivery, Storage)

- COST/YR

'SAVINGS /YR -

New System

Current - New

Order Tickets/Receipts

Current System |

Garment Tags .,

Staples

Durabie Bags/Baskets
Nets: o

Hangers

z

. Drapery Tubes and Bands .

Safety Pins and Other Clips

Plastic Garment Bags

SUBTOTAL 8

ﬁ-@i‘:’:ﬁ.ﬁr &:
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ANNUAL OPERA.TING'COST CHECKLIST

Making the Most of Your Cleaning Business

Project Title: ‘Pa, - o.\ Cef\qc, sion -{-5 Ude + C_\fc.n\ ng
Date: >/11/9 ?—
C. Labor and Supervision . COST/YR SAVINGS / YR
Checklist (Wage or Salary, Fringe Benefits) Current System New System Current - New
— Management s - s " |is
Cleaning S s S
Spotting - s ' v $ s
1 Pressing ( 4 arwients ) $ 25,280 s 29,120 s
= | Counter 18 34,125 s 3 4,125 S
Training- N o S $
*| Advertising $ —_— s . $
— ‘F}-e.ssma LW r"rs) 1S 1o bHO IS o, LD [
$ |8 . S .
-|$ s S -
$ $ : : s - ©
SUBTOTAL S B4 o4 s 39,8635 e P T A
D. Utilities COST/YR SAVINGS / YR
CheckﬁsAt Current System New System Current - New _
A Water $ S00 3 2O s ~
{for cleaning, steam generation, cooling) . S ' s ) $ .
S $ - IS ‘
1 Electricity s S50 s 4800 5
S $. ' s .
o | Fuel (acg) $ D600 s 4200 s 1
~ $ $ $ _
Sewer $ $ $
$ s is |
Refrigerant S S $ . '
H H S c ‘
S H s Lo
s s s ,
s 3 s . (
s H $ ’ .
$ $ S
SUBTOTAL s 1L Hof lo,g,_cé sSeHaton
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ANNUAL OPERATING“C-OST .CHECK,LIST -

Pro;ectT‘ﬁe _PC,(+'\6~\ Co(\q-er$\bt\-¥o \J-Ac* C.‘QC»\H‘\(

Date: 3/ \ / 9 '4-
3
. . E. Maintenance &WasteMan_agement» COSTIYR, . SAVINGS / YR
Checkiist |- ~ (Labor & Materials) - “Current System _'New System | - Current- New.

Monitoring. Perchloroethyiene Mileage

Monitoring Pressure Gauges

Perchioroethyliene Vapor & Liquid Leak Repair

Cleaning Solvent Storage Tank(s) .

Changing Cartridge Solvent Fiiters

Changing Polishing Filters -

Precoating Tubular-Sclvent Filters

' Regeneration of Tubular/Dise Soivent Filters

" Water Cooling Unit {Chiller) Mamtenance

Condenser Mamtenance

Water Separator Maintenance

Solvent Still Draining and Cleaning

‘Muck Cooker Draining and Cleaning

'Replacing Wastewater Larbon Adsorber Filters

' Wastewater Evaporator Maintenance

Wastewater Treatment/Recycle Unit Maintenance

Replacirig Vapor Carbon Adsorbers Filters

Cleaning Button Trap

Cleaning Lint Trap

Other Cleaning Machine Maintenance

SUBTOTAL

MM“MMMMMU’MU‘MﬂMMMM,“ﬂMM“MMM

$
S
$
S
$
S
$
H
$
$
$
$
$
$
$
$
$
$
H
$
S
$
$
$
S
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ANNUAL OPERATING COST CHECKLIST

Project Title: '%P.an\ Conversian +5 \Wet £ \OQV\\V\Q

Date:

3/11 /9%

Checklist

F. Waste Storage, Hauling & Disposal
{Labor, Supemsxon, Materials)

COST/YR

SAVINGS / YR

Current System

New Systern

Current - New .

Perchloroethylene

L

Used Solvent Filters & Prefiitars.

- 200

21 \oa

Spent Carbon from Vapor/Wastewater Adsorbers

Filter Muck

Muck Cooker Residue

Solvent Still Siudge

Water Separator Wastewater

Water Treatment/Recycle Unit Sludge
Refrigerant .

Lint & Rags

Solvent Containers

Spotting Chernicals/Containers

SUBTOTAL

MM"“M“"MMMMMMMM“

H,200

MM“MMMMM”MMMMM%”

-2, 100

-'25‘15':3*'-'

Checklist

G. Regulatory Compliance

COST/YR

SAVINGS / YR

Current System |

New System

Current - New

(Labor, Supervision, Materials)
Permutting ‘ '

Training

Monitoring/Testing

Inspections/Audits

Labeling .

Manifesting

Recordkeeping & Reporting

Spill Containment/Clean-up

SUBTOTAL

L I I IIrIrar

Emavyh«mummhm
! ) . :

Making the Mest of Your
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ANNUAL OPERATING COST CHECKLIST
P"OJeCtT'ﬁe ‘Par'htl be‘\\lfrs\él\ +c \J~J€+ C Le“’“"‘( . o )
| pate: 5/:1 ik ‘ =
. , ~H. Liability and Insurance =~ | - COST/YR D SAVINGS /YR .,
Checklist . : o Current System New System Current - New-
Legal Fees 5 s s
Fines/Penalities H 18 $
Site Cleanup&Momtonng 8. $ 4
Personal Injury ' S 1S S
Propertleatural Resource Damage $ - $ S
. " $: $ $
< General Business Insumnce’ . |{s SLI $
Poliution Liability Insurance s s s
‘ ' 18 LI S
i $ . BLE $
SUBTOTAL s s e g
N B N Advertising Materials d4 COST/YR .. |l SAVINGS /YR
Checklist L X . | Current 1t System | New System Current - New
| Signs’ ' S $ B S. i
Busmess'Cards ‘ L $ H
- Flyers ' $ $ -
Pdstage v s 18 $ -
Advertising Fees . $ 15 18
‘ $ $ . $.
. $ S S _
SUBTOTAL. $ - $ SR I
, s off-Site Seérvices o __ COSTIYR . . |l-.sAvINGSTYR .
Checklist | ‘ S | Current System New System | Current - New
’ Shirt taundenng 3 ' $ S ‘
. Leathérs - $ s S
, o Tailoring i $ S H
B - $ IL] S
SUBTOTAL $ $ fm ‘
v S K. Claims . - ____ COST/YR. .~ || SAVINGS/YR
Checklist | - =~ '~ . o | CurrentSystem |~ New System ‘Current - New
-Cost for Damaged Clothing - $ ) L ) - Is '
: L e S s 7 $ -
"SUBTOTAL . : R $ s ) =

Making the Most of Your Cleaning Business. I ) : s . Financial Analys‘isWorksheetsv




| SiEr 2. ESIIMATE YOUR UP-FRONT COSTS

Project Title: T, . 4ia| Conversion to\ler € leaning
Date: 2/ /9% .

STEP 2: Enter information on your annual loan/lease payment.

Rasic Instructions: - )

in Step 2, you estimate your up-front costs in two different ways: 1) 'Gather lnformat/on on your
financing package from your bank, lease agent, or vendor; and 2) Use the Up-Front Investrnent Cost
Checklist to make sure that you include all re/evant up-front costs (even those not included in your

lcan or iease package). . o
\. : . : -/

LOAN WORKSHEET (Use this box if you plan to finance the investment with a loan.)

Loan payments will end after o - ' ‘. _lqyears
I %

Interest rate

Annual loan payment (including prmczpal and mterest) . ) .4 @Y
Additional one-time investment costs not included in loan - =)

(See the Up-Front Investment Cost Checklist for a list of equipment and other items
ithat are not covered by your loan.)

LLEASE WORKSHEET (Use this box if you plan to finance the investment with a lease.) .

Lease payments will end after . ' years
Buy-out price at end of lease . i , ]

Annual lease payment {including principal and interest) o S_

Additional one-time investment costs not mcluded in lease ’ $

(See the Up-Front investment Cost Checklist for a list of equxpment and other ltems
that are not covered by your Iease )

Making the Most of Your Cleaning Business Financial Analysis Worksheets




S S 'STEP;3. ESTMTE,YOURANNUALSAVING‘S' |

Pro;ect Title: ‘Par‘\’lal Coﬁqefs\c(\ +° \,L)L‘\’ C.\ec.h\v\q '
Date: 5/1\/@? e

STEP 3 Estlmate the change in annual operatlng costs and revenues due

to the lnvestment

Basic lnstructlons ' . ’ L )
|in Step 3 of the analysis, you summarize the annual sawngs due to the mvestmenr usmg information-from
‘the Annual Operating-Cost Checkiist. You can use the Annual Operating Cost Checkl:st intwo ways: 1) You| - ?-;
can use it to identify costs that may change as a result of the-investment, using up ‘and down arrows to
" . |indicate whether you estimate the costs will increase or decrease and 2) You can enter actual do//ar
estimates of your annual operating costs on the Annual Operatlng Cost Checkiist. You should copy the
| dollar estimates from the shaded Subtotals on the Anrual Operating Cost Checkiist into- the foliowing box.
Some of the numbers you copy may be positive (indicating savings) and others negative (indicating cost
' increases). Sum the numbers you copy into the box to show the TOTAL at the bottom You should also
estimate and recorc any increase in Operating Revenues due to your investment. - s

Operating Cost Category Subtotals SAVINGS / YR
“From the Annual Operatlng Cost Checkhst Current - New
A. Cleaning Supplies , S =lLlZ
' B. Clothes Handling Supplies $ - e
C. Labor and Supervision s H 1o | s
D.Utilities R s \: 2.0-0 . . -
E. Maintenance & Waste Management s - . A
, “F. Waste Storage Haulmg & Dlsposal -Is”. 2‘, \o 0o
G. Regulatory Compliance - : s . . :
H. Liability and Insurance- s o
I, Advertising Materials. s o
J. Off-Site Services s -
K. Claims i $ - '
1 TOTAL $ !g q-,qi E
Increase’in 6perating Revenues INCREASE /YR - || s
. Resulting from Your Investment . [ New-cCument | - . .
Total Increase’in Revenues .. - -~ - N N ) | '

" Making the Most of Your Cleaning Business R ‘:‘ e ‘"Finanéial'Analysis~Worksheets
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Making the Most of Your Cleaning Business

5. COPIES OF BLANK WORKSHEiETS

Copies of the blank financial ahal&s‘is worksheets"‘ follow. When4you are ready to use
them for analysis of an investment, make an extra copy to work on, keeping the originals for the

future analyses, for yourself or for other cleaners you know. Write the name of your investment
project and the date at the top of each page of the working copy.

27




. UP-FRONT INVESTMENT COST CHECKLIST

Projoct Title:
Date:

S VAL Purchased Equlpment (NOT included in loan/lease) Investment Costs NOT.
Checklist ,(Purchase, Tax, Delivery) - . included in loan/iease

Protective Equipment, e.g., eyawash station ] ‘ -

Solvent Leak Detector

Perchloroethylene Storage & Handling Materiais.

Spill Containment System -

Solvent Filter System

Steam Cabinets for Steam Stripping Cartridge Filtars’

* Housing for Draining/Drying Cartridge Filters

Water Softening Unit

Water Cooling Unit (Chiller)

Refrigerated Condenser

Thermometer for Condenser Coil Temperawre Measurements

‘Water Separator

Solvent Fxltrahon/Dnsullanon Unit/Muck Cooker

} Azeotropnc Control Devices

‘Wastewater Carbon Adsorber’

Wastewater Evaporator

Other Water Treatment/Recycle System )

Vapor Carbon-Adsorbers .

Dry Cleaning Machine

Wet Cleaning System

Domestic Washer and/or Dryer

. Pressing . Equipment

SUBTOTAL

Y-

) — - !

Checklist

B. Construct:on/lnstallatlon (NOT included in loanllease)
’ (Labor, Supervnsnon. Matenais)

!nv.esgrnent Costs NOT |
-inciuded in loan/iease

Shop Labor & Supervision -

Contractor/Vendor Fees - e ¢

_ Construction Equxpment Rental

Demotition

‘| Old Equipment/Rubbish Haulmg & Dlsposal

PIumbmg/Pxplng

Electrical Systems . R Co e

" Ventilation/Exhaust Systems.

SUBTOTAL - "~ = | S L

T

i

Making the Most of Your Cle'amng, Business

v

Financial Analysis Worksneets .




UP-FRONT INVESTMENT COST CHECKLIST

Al

Making the Mos: of Your Cleaning Business.

Project Title: -
Date:
C. Permitting (NOT included in loan/lease) investment Costs NOT
Checklist (City, County, State, Federal) included in loan/lease
Shop Labor & Supervision S .
Contractor/Vendor Fees - $
City, County, or State Business License 18,
City or County Health Department Permit. 18
Perchloroethylene Use Permit ‘ $
Wastewater Evaporator Permit 1§
$ .
$ :
SUBTOTAL _ e
V D. ‘Start-up/Trai_ning (NOT inciuded in loan/lease) Investment Costs NOT
Checklist (Labor, Supervision, Materials) included in loan/lease
Training in Equipment Operation s '
Training in Equipment Maintenance 18
Training in Dry/Wet Cleaning Techniques $
Environmental and Safety Training $
Cleaning Test Runs $
Start-up Supplies $
$
S
S - .
"SUBTOTAL, $ - TmrBgeE e

- Financial Analysis Worksheets




. ANNUAL OPERATING COST CHECKLIST |

Préject Title:

‘Date:

3
'

Checklist

A. Cleaning Supplies
(Purchase, Delivery, Storage)

COST/YR |l savINGgs/YR

Current System

. New System . Current - New- |

Perchioroethylene (including any'takes)"

-Detergent for Dty Cleanmg Charge

“Solvent Filters . -

Solvent Filter Additives .

Detergent/Soap for Wet Cleamng

1 Finisher/Sizer

Starch

Water Repeilent

Odor Neutralizer

Fabric Softener .

Spotting Chemigals

Spotting Brushes/Bone Scrapers -

.

SUBTOTAL - -

. " B

”MMM“MMMMM"MQAMMM

Checkiist

B. Ciothes Handling Supplies

(Purchase Dehvery Storage)

‘COST/ YR | SAVINGS/YR

Currem System

New System Current - New

Order Tnckezs/Recelpts

| Garment Tags:

Staples

Durable BagslBaskets

" Nets

Hangers

Drapery; Tubes and Bands

Safety Pins and Other’ Clips

Plasti¢ Garment Bags -

SUBTOTAL

Alalnwaonlolanlovvlalalaalal

mmum,upmuwmmmmu

“Making the Most of Your Cleaning Business

. Financial Anaiysis Worksheets'

it "




1

ANNUAL OPERATING COST CHECKLIST )

| Project Title:

Date:

C. Labor and Supervision ' 'COST/YR - | savingsiyr
Checklist | - (Wagé or Salary, Fringe Benefits) Current System New System ~ Current - New
Management : '

Cleaning

Spotting

Pressing

Counter ‘ .
Training C
.Advertising

immmumummcn'mm
I ‘ .

|

il wvle ol a|ale
I AR AR ArIe

/ SUBTOTAL

3 D.. Utilities . . COST/YR SAVINGS / YR
s Checklist . Current System New System Current - New
Water ( ‘ '

{for cleaning, steam generation, cooling)

1 Electricity

i Fuel

Sewer

Refrigerant

@Ml ovinloialalalalale o
&mgmmammmmmmmmmum

,mummummmgmmmmeﬁmmm

SUBTOTAL

Maxing the Most of Your Cleaning Business “ ) a Financial Ariaiysns Worksheets




ANNUAL OPERATING COST CHECKLIST

" Project Title: -

Date:

E.. Maintenance & Waste Management -

 Checkiist | (Labor & Materials)-

COST/YR

SAVINGS / YR

Current System

'New System -

Current - New .

Monitoring Perchioroethylene Mileage
Monitoring Pressure Gauges ‘

Perchloroethylene Vapor & Liquid Leak Repalr
Cleaning Solvent Storage Tank(s) )

Changing Cartridge Solvent Fllters

Changing Pohshmg Filters

-Precoating Tubular Soivent Filters

.Regeneration of Tubiar/Disc Solvent Filters

Water Cooling Unit (Chilier) Mamtenance '
Céndenser Maintenance i

Water Separator Maintenance  *

Soivent Still Draining and Cleaning

‘Muck Cooker Draining and Cleaning

Replacing Wastewater Carbon Adsorber Filters -

Wastewater Evaporator Maintenance .

MM“““MM%”“”“M‘““

‘Wastewater Treatment/Recycle Unit Maintenance

Replacing Vapor Carbon Adsorbers Filters

Cleaning Button Trap

‘Cieaning Lint Trap

- Other Cleaning Machine Maintenance

mhm‘nmum«mmmhmmmmummmmmmm

SUBTOTAL

MM“MM“MU"M-“

N v

Making the Most of Your Cieaning Business:

Financial Analysis Worksheets




ANNUAL OPERATING COST CHECKLIST

Project Title:
Date:
F. Waste Storage, Hauling & Disposal ' COST/YR SAVINGS 1 YR
Checklist {Labor, Supervision, Materials) .| Current System New System Current - New
Perchloroethylene ' s $ $
Used Solvent Filters & Prefilters S 5 S
Spent Carbon from Vapor/Wastewater Adsorbers $ 3 S
Filter Muck S 5 S
Muck Cooker Residue $ $ 3
Solvent Still Sludge $ $ $
Water Separator Wastewater $ [ s
Water Treatment/Recycle Unit Sludge $ s s .
Refrigerant - $ s $
Lint & Rags - L 38 H $
Solvent Containers S H s .
Spotting Chemicals/Containers $ § S
. . $ $ $
S $ S
. S $ 3 .
i SUBTOTAL $ s [§ e o
I
1 G. Regulatory Compiiance COST/YR SAVINGS / YR
k Checklist (Labor, Supervision, Materiais) Current System New System Current - New
3 Permutting $. 1 S '
g Training H S S
i Monitoring/Testing $ 1 $
Inspections/Audits H $ $
Labeling $ H s
. Manifesting $ s $
Recordkeeping & Reporting NH $ H
Spill Containment/Clean-up S $ ‘IS
$ H S
S S s
‘ S $ H '
| suBTOTAL $ s | S AR
e |

§

Maxing the Most of Your Cleaning Business ) . : .- Financial Analysis Worksheets
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v AR " _ANNUAL OPERATING COST CHECKLIST

- Project Title: |
Date: _
_ H." Liability and insurance.’ . . COST/YR = =~ ' sAVINGS 1 YR
Checklist . . ’ ’ ‘ Current System New System Current - New
' Legal Fees s L $
| FinesfPenalities s 1$ is
Site Cleanup & Monitoring 18" s S
| Personal Injury = - ) , 18 s H
Property/Natural Resource Damage 5. s S.
S T - $ Is s - :
. General Business Insurance - S $ S
Pollution Liability Insurance $ s $
~ * $ s - s -
, A $ - s s N
SUBTOTAL $- s @l
o 1. Advertising Materials | ___COSTI/YR. SAVINGS / YR
éhec’klist o T : I Current System New System Current - New
: Signs § - I8 C s o
Business Cards $ $ $
.| Fiyers $ s $
. Postage S s S
Advertising Fees $ $ - 1s.
' ’ 3 3 s .
: $ S - H
SPBTOTAL $ $ -
) . J. Off-Site Services: - COST/YR SAVINGS / YR
Checklist | . , o S Current System | New System || . Current - New
- Shirt laundering R S s ) s - )
Leathers o $ S s
Tailoring s Is . s
E s - t S
SUBTOTAL " S $ SRR ]
) oo K. Claims - _ COST/YR ‘ SAVINGS / YR
Checklist’ ‘ = Current System. New System || Current - New
Cost for Damaged Ciothing NE ‘ S SN | a
- - - s s Is
SUBTOTAL $ ] S

el

‘Making the Most 'of Your Cleaning Business

Financial Analysis Worksheets




- e Al & A lme A dda AN AN CATTAANULY YL LD LD

Project Title:

Date:

STEP 2: Enter information on your annu;il loan/lease paymeﬁt.

J,,.'

(Basic Instructions: A
In Step 2, you estimate your up-front costs in two different ways: 1) Gather information on your].
financing package from your. bank, lease agent, or vendor; and 2) Use the Up-Front Investment Cost
Checkiist to make sure that you include all relevant up-front costs (even thos e not included in your
Ioan or lease package) SRR
\.

i._OAN WORKSHEET (Use this box if you plan to finance the in‘yestment_with a loan.)

Loan payments will end after _years
Interest rate ’ . %
Annual loan payment (including pnnclpal and mterest) . : : $

Additional one-time investment costs not included in loan ] ’ $

(See the Up-Front Investment Cost Checklist for a list of equupment and other ltems . '
lthat are not covered by your loan.)

LEASE WORKSHEET (Use this box if you plan to finance the investment with a lease.)

Lease payments will end after . . : years
Buy-out price at end of Igase “ o A '
Annual lease payment (including principal and interest) ‘ $

Additional one-time investment costs not inciuded in lease ' S

(See the Up-Front investment Cost Checklist for a list of equnpment and other items

llthat are not covered by your lease.)

Making the Most of Your Cleaning Business ‘ L ) ' “Financial Analysis Werksheets




* . STEP3. ESTIMATE YOUR ANNUAL SAVINGS =

" ~

Prbject Tiﬂe:

|- Date: .

o STEP 3 Estlmate the change in annual operatmg costs and revenues due’

. to the mvestment

Basic Instructlons T s R Y
In Step 3 of the analysis, you summarnize the annual savings due. to the investment usmg mfonnat/on from}
the Annual Operating Cost Checkiist. You can use the Annual Operating Cost Checklist in two ways: 1) You |
lcan use it to identify costs that.may change as a result of the investment, using up and down arrows fo
.Yindicate whether you est/mate the costs will lncrease or decrease; and 2) You carn enter actual dollar
estimates of your annual operatmg costs on the Annua/ Operating Cost Checklist.” You should copy the
"1 dollar estimates from the shaded Subtotals on the Annual Operating Cost Checkiist’ into the following box.
, Some of the numbers you copy may be positive (indicating savings)- and others negative (indicating cost
: , /ncreases) Sum the numbers you copy into the box to show the TOTAL at the bottcm You should a/so
' jestimate and record an y Increase in Operatlng Revenues due to your /nvestment

Operatlng Cost Category Subtotals ‘SAVINGS / YR .
From the Annual Operatlng CostCheckhst -~ Current - New

A. Cleaning Supplies * ' '
“B. Clothes Handlmg Supplies
.| C.Labor and Supervision e S
.. | D:utilities Lo
' E. Maintenance & Waste Managenient C
F. Waste Storage, Hauling & Dlsposal
‘G. Regulatory Compliance -. -
. |l H.Liability and insurance’
— .|| I: Advertising Materials-
J. Off-Site Serv:ces .
"K.Claims - o L
TOTAL -

i

lncrease in Operatmg Revenues "~ . 7 . ‘| INCREASE/YR
Resulting from Your lnvestment | ~ New - Current

Total increase in Revenues- . Co S L $

' Making the Most of Your Cleaning Business ~ .~ . -~ .- - . Finaricial Analysis Worksheets
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