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Executive summary

Context of Project

Waste management remains a critical environmental challenge in the United States, with the
Environmental Protection Agency (EPA) reporting that in 2018 alone, the country generated
292.4 million tons of municipal solid waste. Only 23.5% of those were recycled, and 8.5% were
composted, leaving the vast majority to be landfilled or incinerated (EPA, 2018). This
contributes to greenhouse gas emissions and environmental degradation and results in the loss of
valuable resources. Ski resorts, in particular, face mounting expectations from both regulatory
authorities and local communities to improve their sustainability practices. The industry has a
significant carbon footprint, with each skier contributing to an average of 48.9kg CO2 emissions
(Downes, 2025). With its high waste generation, the industry faces increasing pressure to adopt

more effective waste management systems to minimize environmental impact.

This project focuses on evaluating and enhancing the waste management system at one of Vail’s
most popular ski resorts in California, Heavenly Ski Resort. Heavenly resort presents unique
logistical and regulatory hurdles, given its high-altitude location, complex terrain, and dual-state
jurisdiction; therefore, achieving zero waste to landfill has been a persistent challenge. Our
project will conduct an in-depth assessment of Heavenly’s current waste management operations,
infrastructure, and logistical constraints to address the current challenges within their waste
management system. We aim to identify actionable improvements through staff interviews,
benchmarking against industry leaders such as Vail, Colorado, and Whistler, Canada, and
applying strategic analysis frameworks like SWOT and the strategy cascade. The ultimate goal is
to develop tailored, practical recommendations that will help Heavenly optimize its waste

management practices and move closer to its zero-waste-to-landfill objective.



The Client

Vail Resorts began its journey in 1962 with a single ski resort in Vail, Colorado. Over the years,
it has grown into a major player in the industry, now owning and operating 42 resorts across the
United States. In 2014, the company introduced the Epic Promise, a corporate social responsibility
initiative aimed at supporting local communities, employees, guests, and the environment.
Building on this, in 2017, Vail Resorts launched its Commitment to Zero to achieve a zero net
operating footprint by 2030. This commitment focuses on three key areas: zero net emissions, zero

waste to landfill, and zero net operating impact on forests and habitats (“EpicPromise,” 2024).

Heavenly Ski Resort is a premier ski destination located on the California-Nevada border near
South Lake Tahoe. Spanning an impressive 4,800 acres, the resort offers a diverse skiing
experience with 97 runs served by 28 lifts and 7 mountain-top restaurants (“Mountain Info,” 2025).
It has implemented several initiatives focusing on conserving and improving the mountain's natural

environment and achieving a higher efficient waste management system.
Project objectives

Our team aims to evaluate and enhance Heavenly’s waste management practices to support Vail’s
Commitment to Zero initiative, with a focus on supporting the resort to move closer to its zero

waste to landfill target.

Confidentiality disclaimer

Our team operates under a non-disclosure agreement with the Vail Resort. Due to this agreement,
the contents of our paper have redacted the names and details of companies researched and

interviewed. In addition, specific data pertaining to the Vail Resort has been redacted or

generalized.



Contents of the paper

This paper explores our team’s efforts to develop a future-fit waste management strategy for
Heavenly Ski Resort. The introduction provides an overview of the ski industry, the regulatory
framework for food waste management in California, and Vail Resorts’ Epic Promise
sustainability initiative. We then examine Heavenly’s current waste management operations,
infrastructure, and relevant regulations, identifying key logistical constraints and infrastructure
gaps that hinder the adoption of a more efficient system. The objectives section outlines our
research priorities and strategic focus. The materials and methods section details the analytical
tools and expert interviews used to assess operational inefficiencies and infrastructure limitations.
In the analysis and discussion, we present key findings on Heavenly’s unique waste management
challenges and opportunities for improvement. Finally, we provide recommendations to help the

resort advance toward its zero-landfill waste reduction commitment.
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Glossary

5 Whys Analysis: A root cause analysis method that involves repeatedly asking "why?" (typically
five times) to uncover the underlying cause of a problem. It helps identify the source of

inefficiencies and issues in waste management processes.

CalRecycle: The California Department of Resources Recycling and Recovery, responsible for
overseeing the state’s waste reduction, recycling, and environmental sustainability programs.

CalRecycle enforces waste management laws, including recycling and composting regulations.

Fishbone Analysis (Ishikawa Diagram): A visual tool used for root cause analysis that
categorizes potential causes of a problem into different contributing factors, often including
People, Process, Equipment, Materials, Environment, and Management. It helps in systematically

analyzing complex issues in waste management operations.

Net Zero: A broader environmental target that seeks to balance the amount of greenhouse gases
emitted with an equivalent amount removed from the atmosphere. In the context of waste, net zero

refers to reducing emissions from waste generation and management to neutral levels.

SB 1383: A California state law aimed at reducing organic waste disposal by 75% by 2025 and
increasing edible food recovery. SB 1383 requires businesses, municipalities, and waste
management providers to implement composting programs and reduce methane emissions from

organic waste in landfills.

Snowcat: Snowcats are enclosed-cab, truck-sized, fully tracked vehicles designed to travel over

Snow.

SWOT Analysis: A strategic planning tool used to evaluate an organization's Strengths,

Weaknesses, Opportunities, and Threats. In waste management, a SWOT analysis helps assess



current practices, identify improvement areas, and develop strategies for achieving sustainability

goals.

Waste Management System: A structured process for handling waste, including collection,

transportation, processing, recycling, composting, and disposal. Effective waste management

systems aim to minimize environmental impact and maximize resource recovery.

Waste Streams: Different categories of waste materials based on their composition and disposal

method:

1.

Compost — Organic waste, such as food scraps and biodegradable materials, that can be

decomposed into nutrient-rich soil.

Soft Plastics — Flexible plastics like plastic bags, wrappers, and film packaging which

require specialized recycling processes.

Oil — Used cooking oil and other liquid fats that can be processed into biofuels or other

sustainable products.
Cardboard — Paper-based packaging that can be recycled into new paper products.

Mixed Recycling — A stream that includes recyclables such as paper, metals, plastics, and
glass, which are sorted and processed at recycling facilities.

Landfill — Non-recyclable and non-compostable waste that is disposed of in designated
landfill sites.

Latex Gloves — Disposable gloves used in food handling and healthcare, which may

require specialized recycling or hazardous waste management.

Snack Wrappers — Multi-layered packaging (often with foil and plastic) that is difficult

to recycle through standard waste management systems.



Zero Waste: A sustainability goal that aims to eliminate waste sent to landfills and incineration
by designing systems that prioritize waste prevention, reduction, reuse, recycling, and composting.

It emphasizes circular economy principles where materials are continuously repurposed.
Introduction

Industry background

The ski industry faces significant environmental challenges due to its reliance on natural resources
and its impact on mountain ecosystems. Ski resorts often require extensive land modification,
including forest clearing for slopes and lifts, which can lead to habitat fragmentation and wildlife
disturbance (Prendergast, 2011). Additionally, the industry's dependence on cold weather and

snow makes it particularly vulnerable to climate change.

Vail Resorts, a major player in the ski industry, has set ambitious sustainability goals through its
"Commitment to Zero" initiative, aiming for a zero net operating footprint by 2030. However,
achieving these targets presents unique challenges: 1) Vail Resorts operates under a diverse resort
portfolio with multiple properties across different regions, each with its own geological,
regulatory, and customer characteristics; 2) Ski resorts often involve complex operations with
various energy-intensive activities such as snowmaking, lift operations, and lodge management;
3) Seasonal variations along with fluctuating weather conditions and visitor numbers complicate

consistent implementation of sustainability measures.

Despite these challenges, Vail Resorts has made significant progress towards its sustainability
goals by achieving 100% renewable electricity for North American resorts in fiscal years 2022 and
2023; decreasing waste to landfill by nearly 6.1 million pounds, a 36% reduction from the baseline;
and reaching to their 15% energy efficiency savings target ahead of schedule (Vail Resorts, 2024).

These efforts could not be achieved without the support of various partners, including the National



Forest Foundation, which has funded 250 projects since 2007 to offset impacted acres and promote
forest stewardship (Vail Resorts, 2024). Eco-Products supplied North American restaurants with
compostable and recycled-content items, eliminating conventional single-use plastics. Mountain
Collaborative for Climate Action closely works with the ski industry to collaborate with other

players on climate action ("Vail Resorts makes epic progress on sustainability promise," 2023).
Company Background

Vail Resorts is committed to achieving zero waste to landfill by 2030. However, for the resort
we're analyzing, this goal has been the biggest hurdle in meeting that commitment. The resort’s
waste management system directly impacts its Scope 3 emissions, which Vail Resorts aims to
reduce to net zero by 2030. Therefore, improving this system is critical to the resort’s overall
sustainability efforts. Some of the current solutions for waste reduction include corporate
partnerships with Pepsico for snack wrappers, with Terracycle for soft plastics, and with Kimberly
Clark for latex gloves. These initiatives have significantly reduced the resort's waste, coupled with

the introduction of durable dishes in locations that have the capacity to replace single-use dishware.

Heavenly's environmental stewardship initiatives focus on conserving and improving the
mountain's natural environment through watershed conservation, erosion protection, and
revegetation efforts. A notable example is their partnership with the USDA Forest Service since

the 1990s for water quality control and soil erosion prevention.

Waste reduction and energy efficiency are critical components of Heavenly's sustainability plan.
These goals are pursued through comprehensive waste sorting, composting, and upcycling
programs. To that end, Heavenly also recognizes the importance of community building in its
sustainability efforts, as the resort partners with local organizations, contributes to environmental

projects, and engages with vendors to reduce environmental impact. (Heavenly Resorts, 2025)



Regulatory Challenges

California’s Short-Lived Climate Pollutant Reduction Strategy, Senate Bill 1383, presents a unique
challenge to Vail's resorts in California, like Heavenly, as they work towards their zero waste to
landfill goal. The law requires all businesses, including ski resorts, to separate organic materials
from trash and either subscribe to collection services or self-haul to appropriate facilities ("SB
1383 - organic waste recycling and surplus food recovery - SMC sustainability department," 2023).
This mandate adds another layer of complexity to Heavenly’s waste management processes,
particularly given the seasonal nature of ski resort operations and the high volume of food waste

generated during peak seasons.

Heavenly resorts may face difficulties in establishing efficient organic waste sorting systems
across their facilities, including restaurants, lodges, and employee housing. Additionally, resolving
20% of surplus edible food by 2025 is challenging, as resorts must develop partnerships with food
recovery organizations and implement tracking systems for food donation ("SB 1383 - organic
waste recycling and surplus food recovery - SMC sustainability department," 2023). The seasonal
fluctuations in visitor numbers and staffing variability at ski resorts may complicate the consistent
implementation of these new waste management practices. Ensuring compliance across all resort
operations while maintaining a high-quality guest experience could prove challenging as Heavenly

works to align its zero waste goals with California's stringent SB 1383 requirements.
Introduction of the problem

Heavenly Resorts operates seven restaurants scattered across the mountain, each with a unique
dining format ranging from small snack bars to expansive food court-style dining halls. The daily
supply chain for these establishments relies on a complex system of snowcats for deliveries, which

begins at the resort's warehouse. Here, the next day's supplies for each restaurant are loaded onto
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a truck, which then transports them to the gondola's base. From there, the supplies are ferried to
the mountain's summit, where three snowcats await to commence their distribution and collection

routes.

The delivery process is entirely manual, involving both restaurant and warehouse staff. Once a
snowcat completes its supply drop-off at a restaurant, the crew loads it with the day's accumulated
trash. Upon finishing their routes, the snowcats have two options for waste disposal. They can
return the trash via gondola to the base lodge, where it's transferred to a pickup truck and hauled
to a dumpster located half a mile from the gondola base. Alternatively, if the waste volume permits,
they can transport it to a more conveniently located site equipped with a compressor and a smaller
dumpster accessible to waste haulers. The site selection will depend on the day’s waste quantity;
more commonly, the snowcats deliver the trash to the gondola for it to be taken down and put in

the base lodge’s dumpster.

The current waste management system at Heavenly Resorts, while functional, presents several
significant challenges. The most pressing issue is the time-intensive process, which takes an
average of 6 to 8 hours every day and demands a substantial amount of manual labor from both
restaurant and warehouse staff. This labor-intensive approach not only consumes valuable
employee time but also raises safety concerns, particularly when staff members are required to lift
and carry heavy trash bags overhead. The situation is further complicated by the challenging winter
terrain, characterized by deep snow and icy conditions, which can make movement and
transportation dangerous. These factors combine to create a system that is not only inefficient but
potentially risky for employees. Therefore, Heavenly Resorts is actively seeking ways to
streamline its operations, reduce manual handling, and implement more efficient, safer methods

for waste removal.
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Objectives

The goal of this project is to evaluate and enhance waste management practices at Heavenly to
support Vail’s Commitment to Zero initiative. Given Heavenly's operational challenges, such as
infrastructure limitations, logistical complexities, and regulatory constraints, this project aims to

identify actionable strategies that will help move the resort closer to its zero waste to landfill target.

To achieve this, the project will be guided by four major areas of investigation. 1) Operational
efficiency: What are the primary inefficiencies in Heavenly’s current food waste management
system, and how do they impact waste diversion rates and sustainability goals? 2) Industry best
practices: How do leading ski resorts, such as Vail, Colorado, and Whistler, Canada, successfully
manage food waste, and which of their best practices can be adapted to Heavenly’s unique
operational and regulatory context? 3) Infrastructure gaps: What physical and logistical barriers
prevent effective food waste separation, collection, and diversion, and what improvements can be
implemented to enhance efficiency? 4) Stakeholder collaboration: What strategies and
partnerships can be developed with local communities, waste management providers, and other
stakeholders to expand composting capabilities and improve overall food waste diversion at the

resort?

Materials and Methods

To gain a deeper understanding of Heavenly Resort’s waste-management challenges, we applied
a suite of management tools for a comprehensive situational analysis. First, we conducted a SWOT
analysis to capitalize on existing strengths and uncover weaknesses, opportunities, and threats
within the system. Next, we used the Five Whys technique and a Fishbone diagram to trace root

causes of persistent inefficiencies and pinpoint specific areas for improvement.
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To benchmark best practices in ski-area food-waste management, we interviewed sustainability
leaders in related industries—Madison Barnes (Environmental Sustainability Manager, Disney),
Molly Johnson (Project Manager, Republic Services), and Shannon Parker and Judy Ledlee

(circular-economy innovators)—to gather insights on high-impact strategies.

Building on these findings, we partnered with a local material-handling equipment supplier to pilot
an automated food-waste hauling process beginning in early February 2025. Heavenly Resort
invested in seven mobile trash carts and a custom tipping cart to replace the manual “bag-and-drag”
method. This intervention was designed to reduce manual handling for improved employee safety

and to lower the time and labor costs associated with waste transport.

Analysis & Discussion

After applying these analytical tools and engaging with our client and stakeholders, we gained a
comprehensive understanding of the inefficiency existing in Heavenly Resort’s waste management
system. The combined insights from the Fishbone, Five Whys, and SWOT analyses highlighted

several interrelated root causes and provided clarity on the complexity of the problem.

The Five Whys analysis revealed that the inefficiencies originate from the lack of prioritization for
waste management, leading to budget constraints that prevent necessary investments in automation
and specialized equipment. Furthermore, the unique terrain and infrastructure layout of Heavenly
Resort intensify these challenges, making accessibility difficult and hindering effective waste
handling. Consequently, addressing these issues requires not only financial prioritization but also
innovative approaches tailored to Heavenly’s distinct operational environment and infrastructure

constraints.

The Fishbone analysis further illustrated critical areas needing immediate attention. Operational

inefficiencies stem largely from reliance on the labor-intensive “bag and drag” method, insufficient
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standardized bins, and an absence of automated machinery for transporting waste from restaurants
to loading docks. Environmental conditions, including heavy snowpack and scattered building
locations, exacerbate these logistical difficulties by obstructing snowcat mobility and lengthening
transportation distances. Staffing constraints, characterized by shortages, high turnover, and low
employee morale due to physically demanding work, further impede efficient waste handling.
Additionally, limited data transparency, particularly regarding contamination levels, prevents
informed decision-making and operational improvements. Lastly, navigating California's complex
waste regulations and lengthy permitting processes for basic infrastructure improvements presents

another significant barrier to enhancing system efficiency.

As the SWOT analysis shows, the strengths within Heavenly’s waste management system include
adaptability to improvements, notable reductions in waste volumes, low contamination rates due
to employee sorting, receptive warehouse staff, and productive corporate partnerships promoting
zero-waste initiatives. However, critical weaknesses exist. The overall inefficiency of the labor-
intensive system, the challenging mountainous terrain, and the problematic infrastructure layout
hinder the system from moving toward Vail’s commitment to a zero landfill goal. Opportunities
to address these weaknesses lie in adopting innovative automation technologies, incorporating
more durable products to reduce waste generation, and significantly enhancing data collection and
analysis processes. Whereas threats such as regulatory changes, permitting delays, and climate
impacts, particularly harsh weather conditions affecting logistics, remain external challenges

requiring careful management and proactive strategic planning.

Collectively, these analyses emphasize the complexity and interconnectedness of Heavenly
Resort's waste management challenges, underscoring the need for customized solutions and

increased prioritization of strategic investments in automation and infrastructure enhancements.
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Existing Problems

One of the key challenges facing the resort’s waste management system is limited storage space,
particularly in the warehouse. The available space is insufficient to accommodate both restaurant
supplies, estimated at 15 pallets in volume, and durable goods. This constraint creates
inefficiencies in organizing, storing, and handling materials, potentially leading to operational

delays and increased waste generation due to improper storage practices.

Inefficient composting practices at restaurants further exacerbate waste management issues.
Currently, compostable waste is collected in 5-gallon buckets, with each restaurant managing
between 200 to 300 buckets. This system is highly inefficient, as it complicates operations, makes
waste transportation cumbersome, and increases labor demands. Additionally, cleaning these
compost buckets is a significant challenge since they cannot go through dishwashers, requiring a
more manual, time-consuming cleaning process. There is a critical need to reevaluate and improve

composting procedures to enhance efficiency and reduce labor intensity.

Another major pain point is the need to transition from dumpsters to compactors. The existing
system is not optimized for waste volume reduction, making it difficult for the resort to achieve its
zero waste to landfill goal. Financially, the frequent collection and disposal of trash by a third-
party company imposes high operational costs, which could be mitigated by investing in
compactors. Additionally, the resort struggles with hiring permanent staff for waste collection,
making it harder to maintain consistent waste management operations. Addressing these staffing

issues is essential to ensuring long-term sustainability.

Finally, cardboard waste remains a significant challenge, with large volumes continuing to
accumulate. Without an effective system for handling and processing cardboard efficiently, it

contributes to overall waste management inefficiencies and can limit available storage space.
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Implementing better recycling infrastructure or optimizing existing cardboard disposal processes
would be necessary to improve waste diversion rates.

Overall, these operational deficits highlight critical areas where logistical improvements,
equipment upgrades, and process optimizations are needed to move closer to the resort’s
sustainability goals.

Gaps in knowledge

For this project, we face some challenges in data collection and analysis.

1. Waste Contamination: The resort lacks comprehensive data on waste contamination

percentages, which is crucial for improving recycling and composting efforts.

2. Confidential Information: Some key sustainability metrics, such as the exact diversion rate,
are considered highly confidential by the company, limiting external analysis and

benchmarking.

3. Seasonal Operations: Unlike many industries, ski resorts like Heavenly operate seasonally,
typically for winter and summer. This unique operational pattern affects waste generation

and management strategies, making year-round data collection and analysis challenging.

4. Daily Waste Metrics: Precise data on daily waste tonnage is not readily available, which

hinders the ability to track daily fluctuations and identify patterns in waste generation.

These knowledge gaps present opportunities for improving data collection and analysis systems,

which could lead to more targeted and effective waste management strategies in the future.

Recommendations

Our analysis and research helped us better understand the problem and develop targeted

recommendations to improve Heavenly Resort’s waste management system. We believe that
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introducing machinery into the waste handling process could significantly improve efficiency and
consistency. The pilot study will be an important first step in evaluating whether automation leads
to measurable improvements. To ensure a smooth rollout, we recommend that Heavenly create a
detailed implementation plan that outlines proper usage of the equipment to avoid accidents and
maximize performance. It will also be important to collect data on the outcomes of this investment,
as this information can demonstrate the effectiveness of the initiative and support future investment

decisions.

We also recommend that Heavenly invest in the infrastructure needed to accommodate
dishwashers in restaurants that currently rely on single-use dishware. Reducing disposable items
at the source would significantly cut down on daily landfill waste. While we recognize that
retrofitting older buildings to include this equipment will require permitting and renovation, we

believe it is a necessary step toward long-term waste reduction.

Additionally, we suggest that Heavenly begin tracking daily waste outputs by installing scales in
each restaurant. This would allow the resort to gather accurate, quantitative data on how much
waste is being generated and from where, enabling more targeted and cost-effective strategies
(Guberman, 2022). In the longer term, we recommend that Heavenly also track the composition
of waste across different streams. Knowing what types of waste are being discarded will help set
the foundation for measuring Scope 3 emissions, an important step not just for Heavenly but for

the broader Vail Resorts organization in meeting its climate goals.

If applying these strategies internally does not have a positive impact in the waste management
system, we recommend Heavenly invests in partnering with a third party waste data company, this
will bring several advantages, for example, expertise and accuracy in waste tracking and using

advanced tools and methodologies to ensure accurate, reliable data collection. This kind of
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precision is hard to achieve with internal staff alone, especially in a busy resort environment where
waste can vary widely across locations and seasons. Moreover, a third-party company can help
identify trends, inefficiencies, and areas for improvement in waste generation and disposal. With
comprehensive, well-analyzed data, Heavenly can implement more targeted and cost-effective
strategies, for example, identifying which restaurants produce the most waste, what types of

materials are being discarded, and where there are opportunities for reduction or diversion.
Limitations

This study had some limitations that should be acknowledged. First, we were unable to obtain cost
estimates for the machinery being considered for the pilot study, which prevented us from
conducting a detailed cost-benefit analysis. Without this financial data, it is difficult to fully
evaluate the return on investment for automation. Additionally, the results of the pilot study were
not available during the time of our research, limiting our ability to assess the real-world impact
of introducing machinery into the waste handling process. Finally, scheduling conflicts with key
stakeholders constrained our ability to gather more comprehensive input, which may have affected

the depth of our analysis and recommendations.
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Appendix

Tables:
Category Heavenly Resort (Current) Industry Leaders (Vail/Whistler)
Restaurant 7 scattered locations; limited shared Centralized drop points or mid-
Layout infrastructure mountain hubs
Delivery & Manual snowcat + gondola transport; Electric vehicles, timed staff shifts
Collection 6—8 hours/day
Labor & Safety Heavy lifting in hazardous terrain Ergonomic tools, safety protocols
Waste Handling Trash returned via gondola; double On-site compactors/staging areas
Systems handling

Waste Diversion

No clear food waste diversion
strategy

Sorting bins, composting
partnerships

Composting No composting infrastructure on the Base or off-site composting access
Infrastructure mountain

Technology Use No tech integration Waste data tracking & analysis
Stakeholder Limited stakeholder engagement Collaborations with vendors,
Involvement haulers, and the community

Table 1: Benchmarking analysis from industry leaders, Vail, Colorado, and Whistler, Canada

Winter
Amount of Tonnes per Waste at season
top total
waste month
(tonnes) average
(tonnes)
Landfill 10 5 75
Compost 2 1 5
Mixed recycling 4 2 10
Cardboard 3 1.5 7.5

Table 2: Heavenly Resorts’ waste data reported from South Tahoe Refuse and Reuse Services

(STR).

19



Map 1: Heavenly Resort’s partial trail map showing the locations of the mountain-top

restaurants.
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Figure 1: The process map of Heavenly Resort’s waste management system.
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Heavenly Resort’s Food Waste

Cause & Effect Fishbone Diagram Operation Deficts

Methods Machines Measurement

Not enough bins
«——needs standard labeling
bins are not mobile

“Bag and Drag*“

*—No Data on contamination—
Manuel heavy

No machinary moving bags
from restaurant to loading dock Confidential Food Waste Data

*——Low budget for initiatives (team without acess)

+—Snowcat requires heavy manual power—

«—Snowpack prevents snowcat mobility ~—Not enough people

Long wait-time for dishwasher
P

P tality (hard + tiring +
oor mentality (han iting + gross) permitting for certain buildin

+———Scattered locations
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Environment People Legal

Figure 2: Cause and Effect Fishbone Diagram for analyzing inefficiencies with Heavenly
Resort’s food waste management system.
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FIVE WHYS ANALYSIS

Takes too long and there are too many people
involved
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locations are not easily accessible
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« Budget constraints, convenient, lack
of customized machinery

GRS

« Location and infrastructure layout

Bl

« Waste Management System was
not a priority

Figure 3: Root-cause analysis of 5 Whys for analyzing inefficiencies with Heavenly Resort’s
food waste management system.
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Waste Management System SWOT Analysis

Strengths Weaknesses

* System is easily adaptable to improvements

* 9% of waste reduced to date

s Low contamination due to sorting done by
employees

s Warehouse crew receptive to changes

» Corporate partnerships for zero waste

Non efficient system
Terrain challenges
Labor intensive system
Infrastructure layout

initiatives
Opportunities Threats
s Automation through innovative waste * Regulatory changes and permits
management technology e (Climate and weather impact logistics of
* Waste reduction by adding more waste collection
durables

* Waste data collection

Figure 4: SWOT analysis for Heavenly Resort’s food waste management system.

What is our winning
aspiration?

To make our waste
management system Where will we play?
more efficient

Operations team at How will we win?
Ski Resort

Redesigning the
system with data
driven decision
making

What capabilities must
we have?

Data, buy-in from What management
CFO systems do we need?

Waste Data
Management System,
Implementation plans

Figure 5: Strategy Cascade for identifying inefficiencies within Heavenly Resort’s food waste

management system.

23



Expert Interview Questions
Client:
Ryan Groat - Waste Management
e What is the main pain point of the waste management system?
e What is the main objective of this project? What should the scale of the project be?
e What is the largest waste stream?
e Who does the resort partner with in the community for waste diversion?
e What is the quality of the waste sorting?
e Which restaurant produces the most amount of trash?
e What are the KPIs specifically for waste management at Heavenly?
Amy: Warehouse manager
e How many people are directly involved in the waste collection in the mountain?
e How long does it take to collect the waste every day?
e How much is the warehouse crew paid?
e Does the weather affect operations? If so, how?
Other Industries:
Disney sustainability team:

e Could you share an overview of your role as an Environmental Sustainability Analyst at

Disney and what key aspects of waste management and operational logistics you oversee?

e What are the most common challenges you face in implementing sustainable waste
management practices at Disney's large-scale operations, and how have you addressed

them?
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e Skiresorts often deal with unique logistical challenges like transportation constraints. Have
you encountered similar operational constraints at Disney, and how did you work around

them?

e What strategies or frameworks does Disney use to identify areas for improvement in waste

management?

e Have you found any technology in that space that has made waste collection more

efficient?

e What methods have proven successful in gaining buy-in from leadership or staff for

implementing more sustainable operational practices?
Molly Johnson - Republic Services
e (Can you tell us about your role at Republic Services?
e Have you had experience with logistically challenged clients? Like limited access

e [fso, what innovative waste management solutions have you implemented for clients with

logistical challenges similar to this resort?

e Do you know of examples of facilities that successfully shifted away from manual waste

transportation? What lessons can we learn from them?

e Do you know about best practices in the industry that we can get ideas from? Innovation

technology or pilot programs in different companies

e What trends are you seeing in waste logistics or sustainability in the resort and hospitality

sectors?
e Are there specific case studies or success stories you would recommend looking into?

Academic Expert:
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Supply Chain & Operations Expert: Shannon Parker

e What kind of management tools do you suggest we use to analyze this problem?
Design climate: Judy Leedle

e What kind of waste data gathering would be useful for this company?

e Do you think it would be beneficial for Vail to hire an external waste data analytics
company?

e Have you ever worked with a startup that could have a logistics solution?
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