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START HERE

How to Use This Guide
Read the market stress test before buying inventory. Then use the worksheets to validate demand, build a startup
budget, set rental pricing, prepare estimates and invoices, batch routes, control deposits, track totes, and record
leads.

01 TEST 02 BATCH 03 DEPOSIT 04 TRACK

COUNT AT HANDOFF  |  Delivery and pickup records protect the customer, the route, and the inventory.

MODULE PURPOSE

Core guide Understand the market warning, ten failure modes, three fixes, customer shift, product shift, and
zero-inventory test.

Operating tools Plan costs, pricing, deposits, invoices, route windows, inventory, jobs, leads, and compliance for your
own market.
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CORE GUIDE 01

1. Why this exists

01 MARKET 02 FAILURE 03 EVIDENCE 04 CHANGE

Before any money goes into inventory, test the plan against what your own market says — business reviews,
moving and storage companies already operating there, and the rules governing how customers pay for a move.
Some of it may support the plan. The most important part may not.

The loudest complaints may be about movers, not boxes. Review local complaints for poorly packed loads, trucks
that arrived too small, damage claims that went nowhere, and estimates that grew through added fees. Compare
them with the contractors that do the job well. That tells you who is actually packing boxes in your market.

Storage may not be a gap. Check whether self-storage facilities already serve the between-houses problem well.

No tote rental in a market reads two ways, and the pessimistic reading deserves equal weight: untapped and
already-tried-and-abandoned look identical from outside.

ROUTE BEFORE DISPATCH  |  Fixed delivery and pickup windows turn scattered jobs into trainable loops.
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CORE GUIDE 02

2. What the market data says

01 MOVERS 02 STORAGE 03 FREE 04 PPM

The finding that matters most for military customers is how a do-it-yourself move is paid. A Personally Procured
Move reimburses 100% of the Government Constructed Cost, and the family keeps whatever they do not spend.
Every dollar spent on rented totes comes directly out of that family’s pocket. The structure pays them to scrounge
free boxes. Meanwhile the families whose moves are government-contracted do not need boxes at all, because
the contractor brings them.

MARKET IMPLICATION

Free boxes and a borrowed truck will always cost less than this service. Competing on price against free is not a strategy — these
are the reason the pitch cannot be “cheaper.”

INVENTORY TRAILS DEMAND  |  Start with one job plus overlap, then add totes only after bookings prove the need.

QUESTION LOCAL EVIDENCE TO COLLECT

Who packs? Moving-company reviews and customer interviews

Who stores? Storage capacity, reviews, and customer alternatives

Who pays? Direct payer, employer, government, realtor, landlord, or family

Why totes? Convenience, delivery, durability, pickup, or loading service
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CORE GUIDE 03

3. The ten problems and the verdict
on each

01 CHANGE 02 ABSORB 03 FIX 04 ADVANTAGE

# Problem Verdict

1 Contracted moves already include boxes Change the customer

2 PPM rules pay the family to spend nothing Change the customer

3 Free boxes are genuinely available Absorb

4 No local precedent for tote rental Fix — test before buying

5 The season is roughly ten weeks Fix — counter-seasonal segments

6 Storing 100 bins between rentals Fix — do not own 100

7 Labour caps the business at one calendar Fix — batch, do not dispatch

8 Recovery risk after a family leaves the state Fix — card and deposit

9 On-post gate access and duty hours Already an advantage

10 A friend’s truck and a Saturday Absorb
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CORE GUIDE 04

4. The three fixes worth doing

01 BATCH 02 START SMALL 03 PREPAY 04 DEPOSIT

Batch, do not dispatch. The largest lever, and it costs nothing. Every job currently means a separate round trip,
which is why the paid-driver margin collapses. Set fixed windows instead — deliveries two days a week, pickups
two days a week. Three deliveries in one loop reduces labour per job, and it makes hiring possible later, because a
route can be trained and a dispatch cannot. The price is saying “Friday” instead of “tomorrow,” and most people
planning a move three weeks out will take Friday.

Do not own 100 bins. Buy 30. That is one job plus overlap, and it fits in a corner rather than a garage. Empty totes
nest. If three jobs book in a season, buy 30 more. Inventory should trail demand, never lead it — and the note
already in the plan is right that a restock run takes ten minutes.

Charge up front and hold a deposit. Take the full rental at booking rather than at pickup, and hold a refundable
deposit on the card. A family that has already paid has a reason to answer the phone; a family that owes money
after driving to another state does not. This is ordinary practice in equipment rental and no customer will object to
it.

And two to absorb. Free boxes and a borrowed truck will always cost less than this service. Competing on price
against free is not a strategy — these are the reason the pitch cannot be “cheaper.”

FIX OPERATING RULE TRACK

Batch Fixed delivery and pickup windows Stops and route hours

Start small One job plus overlap Available / rented / damaged totes

Prepay Full rental at booking Paid status

Deposit Refundable hold on card Hold, deduction, release
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5. The decision this actually forces

01 NEW BUYER 02 NEW PRODUCT 03 RECEIPT 04 CHOICE

Problems 1 and 2 are not obstacles standing in front of the plan. They are the plan’s core assumption failing, and
they describe many military moves. There are two honest ways forward.

Change who is being sold to. Civilian moves, retirees downsizing, estate cleanouts, landlord and property-manager
turnovers, and students where a parent pays. Realtor closing gifts belong here too — the realtor is the buyer and it
is a marketing expense. None of these are on orders, none are reimbursed for moving, none are rewarded for
scrounging, and their seasons may fall outside the military moving window.

Or change what is being sold. Bins become the free add-on to a loading service. “We bring the bins and load the
truck” is a different product at a different price, and it is the one the market complaints point at — the pain in the
reviews is labour, damage and recourse, not containers. That points toward the truck and the assembly line rather
than the totes.

One argument does hold with a PPM family and is worth knowing: a receipt is a documented moving expense, and
documented expenses reduce the share of the incentive taxed at 22%. A $109 rental effectively costs nearer $85.
It is a true argument. It is not a large enough one to build a business on.

PATH BUYER / PRODUCT PROOF NEEDED

Change the customer Civilian, retiree, estate, landlord, student, realtor Paid bookings outside the military
window

Change the product Bins included with loading service Customers pay for labour and
recourse

Pause Tote-only offer No bookings during the test
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6. The test to run before spending
anything

01 POST 02 BOOK 03 COUNT 04 DECIDE

No totes are required to find out whether this works. Post the offer at the planned pricing in local community
groups and count how many people ask to book. Zero bookings costs nothing and saves the inventory purchase
and storage space. Time it against a peak moving window for the customer segment you choose. If nobody books
during two weeks of peak moving, that is the answer, and it is a cheap one.

TEST INPUT YOUR PLAN RESULT

Customer segment

Offer and rental period

Published price and deposit

Delivery / pickup windows

Test dates

Booking requests

Paid bookings

Decision Buy 30 / revise / pause
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7. The customer who would not buy

01 FREE 02 INCENTIVE 03 LABOUR 04 TRUST

A sergeant moving in July, moving himself. Every line of this is correct.

CUSTOMER VOICE

“I’m not paying a hundred and nine dollars for boxes. You get how this works? The Army gives me one number, and whatever I
don’t spend, I keep. Last move I cleared about twenty-two hundred and that paid the deposit at the other end. Every dollar I hand
you comes off that. You’re not saving me money — you’re taking it.

“And boxes are free. I posted in the spouses page and had a garage full in two days from a family that just got
here. Cost me a tank of gas.

“Your bins are nicer. Nicer isn’t my problem. The movers wrecked my daughter’s bed frame last time and it took
eight months to get four hundred dollars back. I don’t have a firm report date. I can’t find anybody to help me
load.

“You’re solving the one part of this that isn’t hard.

“And I’ve never heard of you. If I hand over my address and my card and you don’t show on pickup day, I’m sitting
in an empty house with thirty of your bins and orders in my hand. Who do I call?

“Come back and tell me you’ll load the truck. That I’d pay for.”

That last line is the whole finding, and section 5 is the response to it.

OBJECTION WHAT IT REVEALS

Free boxes Totes cannot win on price

Customer keeps unspent funds Rental reduces the customer's incentive

Damage and weak recourse Labour and accountability are stronger needs

Unknown operator Trust, pickup reliability, and proof matter



MOVING TOTE RENTAL GUIDE

VETERAN'S STRATEGIC SOLUTIONS LLC 10

WORKSHEET 01

Startup Checklist

01 TEST 02 INSURE 03 ROUTE 04 TOTES

DONE ACTION OWNER / DATE / NOTES

□ Choose the customer segment and decide whether totes are the product or an add-on.

□ Run a two-week booking test before buying inventory.

□ Check licensing, zoning, and tax rules for your own city and state before starting.

□ Confirm current PPM rules with the transportation office before quoting them.

□ Obtain insurance, vehicle, payment, deposit, and damage-control requirements
[VERIFY].

□ Set fixed delivery and pickup windows.

□ Price the rental, route, cleaning, losses, and refundable deposit.

□ Buy 30 totes only after demand is proved; add 30 after three seasonal bookings.

□ Prepare estimate, invoice, route, inventory, job, and lead records.
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WORKSHEET 02

Equipment and Startup Budget
Worksheet

01 TOTES 02 MOVE 03 CLEAN 04 CASH

ITEM NEEDED? ESTIMATE ACTUAL NOTES

30 reusable totes and lids

Hand truck / dollies / straps

Vehicle / fuel / route setup

Storage racks / floor space

Cleaning and inspection supplies

Payment / card-hold system

Insurance / licensing / registration

Website / booking / customer messages

Replacement / damage reserve

Working capital / contingency

BUDGET CONTROL

TOTAL ESTIMATE: __________ TOTAL ACTUAL: __________ CASH RESERVE: __________
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WORKSHEET 03

Pricing and Estimate Template

01 RENTAL 02 ROUTE 03 DEPOSIT 04 TOTAL

CUSTOMER MOVE / SITE ESTIMATE # DATE

INPUT BASIS AMOUNT

Tote quantity Number of totes and lids

Rental period Days / weeks

Delivery / pickup Fixed route window and zone

Loading service, if offered Crew hours / flat rate

Supplies / add-ons Labels, dollies, straps, other

Subtotal

Tax [VERIFY] Applicable local rule

Rental total due at booking

Refundable deposit / card hold

Total authorized
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WORKSHEET 04

Invoice Template

01 BOOK 02 DELIVER 03 PICKUP 04 RELEASE

BUSINESS CUSTOMER INVOICE # DATE / DUE

DESCRIPTION QTY RATE AMOUNT

Tote rental

Delivery / pickup

Loading service

Supplies / add-ons

Loss / damage deduction

Deposit / card hold release

SUMMARY AMOUNT

Subtotal

Tax [VERIFY]

Total paid

Deposit released / deducted
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WORKSHEET 05

Route and Inventory Tracker

01 WINDOW 02 STOP 03 COUNT 04 CLOSE

DATE / WINDOW STOP / CUSTOMER DELIVER PICKUP STATUS

COUNT DATE AVAILABLE RENTED CLEANING DAMAGED MISSING TOTAL

ROUTE RULE

DELIVERY DAYS: __________ PICKUP DAYS: __________ SERVICE ZONES: __________ ROUTE HOURS: __________
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WORKSHEET 06

Job Log and Lead Tracker

01 LEAD 02 BOOK 03 RETURN 04 FOLLOW-UP

DATE LEAD / SOURCE SEGMENT OFFER STATUS / NEXT STEP

JOB # QTY / PERIOD PAID DEPOSIT DELIVERED RETURNED / CONDITION

DEMAND TEST

BOOKING REQUESTS: __________ PAID BOOKINGS: __________ TEST WINDOW: __________ DECISION: __________
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WORKSHEET 07

Compliance, Deposit, and Handoff
Check

01 VERIFY 02 COUNT 03 CHARGE 04 RELEASE

Check licensing, zoning, and tax rules for your own city and state before starting.

CUSTOMER FIT  |  Downsizing, estates, landlords, students, and realtor gifts can shift demand beyond one moving season.

CHECK CONTROL INITIALS / NOTES

□ Current PPM rules confirmed with the transportation office before quoting them.

□ Rental, deposit, card hold, damage, loss, cancellation, and late-return terms documented [VERIFY].

□ Tote and lid count recorded at delivery and pickup.

□ Existing damage and return condition documented.

□ Customer address, access, delivery window, pickup window, and contact confirmed.

□ Deposit deduction or release documented and communicated.

Confirm PPM rules with the transportation office before quoting them.
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