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INTRODUCTION
Welcome! You have entered the world of recycling expanded polystyrene. Really, you probably entered 
this world some time ago – expanded polystyrene was fi rst invented in 1839. It has been used for 
packaging in Australia for over 50 years.1 And while you might not have been involved in the business 
of recycling it, as a consumer you will have wondered what to do with it when you last purchased a TV 
or a fridge.

About the Guide
This Guide has emerged from a desire to extend recycling options to put EPS recycling on the agenda 
of Australia’s governments and business communities. This Guide is based on the learnings from the 
NSW EPA EPS Recycling Pilot Program, undertaken in 2012–13. It also draws on information and 
knowledge from other sources to assist you in making decisions about your role in EPS recycling. 
Each step in this Guide allows you to opt in or out of EPS recycling. 

The intent of the Guide is to assist you to play a role in establishing the recycling of EPS, so that 
genuine and effective efforts are made to keep EPS from the waste (and litter) stream and out of 
landfi ll. 

NSW EPA EPS Recycling Pilot Program

In 2012, the NSW EPA awarded funding to 18 organisations in NSW, to enable them to implement 
expanded polystyrene (EPS) recycling facilities and infrastructure. The grants project, which was jointly 
funded by the NSW EPA and the Australian Packaging Covenant (APC), aimed to support an increase 
(and sustain that increase) in EPS recycling by 59,000 cubic metres on an annual basis.

A second and related project, Design and Evaluation of an Expanded Plastic Education and 
Marketing Program within New South Wales, was conducted to assist the grant recipients by 
developing communication and education materials and providing related support. This project ran 
from November 2012 through to the end of August 2013. A suite of communication and education 
materials and support services was developed to meet the needs of the grant recipients. 

These materials and support services were evaluated throughout the project. The materials are now 
available to any organisation wishing to set up EPS recycling and can be accessed at
www.educology.com.au/epsrecycling

The development of this guide has been possible thanks to the work and commitment of the 
grant recipients, who are listed on page 39 of this Guide.

_ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _

1   Expanded Polystyrene Australia. www.epsa.org.au/about-eps/what-is-eps/properties downloaded November 18 2013.

More information about the Pilot Program is available at
www.epa.nsw.gov.au/waste/epsrecycing.htm
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What exactly is Expanded Polystyrene?
Polystyrene is a strong plastic that can be injected, extruded, or blow moulded; making it a very 
useful and versatile manufacturing material. Polystyrene is the base material used to make expanded 
polystyrene – or EPS – which is the product widely used in packaging for electrical goods, for fi sh, 
vegetable and fruit boxes and in the building industry for insulation and construction. EPS is light 
weight, rigid and able to be formed into many different shapes. Plus, it has great insulating properties.

The down sides of EPS:
• It is produced from oil which is a fi nite resource.

• It is almost impossible to reuse in situ, because packaging is moulded for specifi c use.

• It is diffi cult to collect because of its bulk and tendency for it to break up in a compactor truck.

• Because it is light and bulky, it takes up valuable space in landfi ll. One solution for this is to 
compact the material close to source, prior to transporting it to recyclers. EPS makes up less 
than 0.74% of municipal waste by weight, however, it has been estimated that the true cost of 
landfi lling EPS is $2,500/tonne.

• Littering of EPS is a problem, especially if it breaks up outdoors.

• It is a highly visible waste product, however, there is low community recognition that EPS is a 
recyclable material.

More information: For more information about EPS visit: www.epsa.org.au
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Recycling EPS
EPS recycling generally involves the aggregation of EPS at one location so that it can be compacted 
using a purpose-designed machine. There are several methods used to do this. 

EPS can be actively collected (usually for a fee) or passively received (usually at little or no charge). 

Compacted EPS is transported to either ports for export or to a reprocessing facility in Australia. 
Reprocessing generally involves size reduction, cleaning, extrusion and pelletising so that the resulting 
General Purpose Polystyrene (GPPS) is suitable as an input for manufacturing of plastic products. 
This Guide focuses on the business of collection, aggregation and compaction, although there are 
emerging opportunities for reprocessing in Australia.

Distribution, 
logistics and 

retail

Virgin raw 
materials

Producing to 
specifi cation:
– Cleaning
– Pelletising
– Blending
– Refi ning

Recovering a 
waste:
– MRF
– Sorting
– Screening
– Compacting

This guide deals with these two
parts of the supply chain in 
particular. The Pilot Program of the 
provided support (including funding) 
in these areas.

Reprocessing
to recover a 

waste

Value adding
to create a 

product

Manufacture
or

remanufacture

Collection, 
drop off and 
aggregation

Material use 
and waste 
generation

Mixed waste 
disposal

YOUR EPS JOURNEY: A GUIDE TO SETTING UP EXPANDED POLYSTYRENE RECYCLING6



Who this guide is for – a snapshot
The Guide is written for people in business and government who can potentially play a part in 
extending recycling opportunities. The next few pages describe the role various organisations types 
can play in EPS recycling.

1. Landfi ll owners/operators

This group includes public as well as private landfi ll owners/operators.

To owners/operators, landfi ll space is worth money. Bulky materials, such as expanded plastics, take 
up space that could be used to dispose of denser waste materials. In NSW, a typical landfi ll disposal 
fee for mixed garbage (compacted density is about 800 kg/cubic metre) is about $200/tonne. 

However, because EPS is so light and bulky (compacted density is about 50 kg/cubic metre, the 
real cost to dispose of it is about $2,500/tonne (NSW EPA estimate, 2013). Consequently, there is a 
strong business case for diverting EPS before it reaches the landfi ll. Being able to sell the compacted 
EPS is a bonus for these organisations. If there is suffi cient supply of EPS, either leasing or buying a 
compactor is an option.

The landfi ll sites in this group can vary from large to small, with a variety of Material Recovery Facilities 
(MRFs) and transfer stations associated with them. However, at present only a few operators offer EPS 
recycling, with the exception of some councils that were involved with the Pilot Program; for example, 
Great Lakes Shire Council, NSW, which has a collection cage for EPS at the drop-off centre, adjacent 
to the landfi ll. 

2. Large generators or aggregators of EPS

Companies in this group generate large quantities of waste EPS through their business and are paying 
to have this bulky waste collected and transported to landfi ll. While these companies cannot include 
the value of saved landfi ll space in their fi nancial modelling, as with landfi ll owners/operators, they can 
make a good business case for EPS recycling for environmental and public relations reasons. If they 
have suffi cient supply of EPS, either leasing or buying a compactor is an option for organisations in 
this group.

Sydney Fish Market compacted 59 tonnes of 
EPS in its fi rst year of EPS recycling.

EPS boxes are lightweight, cheap and very 
effective as a packaging material for seafood 
sold at the Sydney Fish Market (who were 
involved in the EPA Pilot Program). But it 
was also was making up a major and very 
visible component of the Markets’ waste 
stream. Sydney Fish Market installed a hot 
EPS compactor in a central and highly visible 
location as part of a major environmental initiative in late 2012. In the fi rst 12 months of operation, 
they had collected and compacted 59 tonnes of EPS. They have since used this success to 
showcase the Market’s environmental achievements.
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Refer to the EPS Recycling Directory produced to accompany this Guide and the EPSA 
website (www.epsa.org.au) for these companies.

3. Social enterprises

These can vary from small to relatively large not-for-profi t groups and other community-based 
organisations that often provide employment and other services for people with disabilities. The 
issues facing social enterprises are different from landfi ll owners/operators. While providing essential 
community and human services, the labour costs of are often less than either private companies 
or council run operations. (Labour costs for social enterprises are usually less than $20 per hour 
compared to more than $35 per hour for a for-profi t enterprise.) However, unlike landfi ll owners/
operators, social enterprises cannot include the value of saved landfi ll space in their fi nancial 
modelling, as they don’t usually own their own landfi ll. 

Depending on the supply of EPS, leasing a compactor may be a better option for organisations in
this group.

4. Waste and recycling contractors (mainly transporters)

This group includes companies that don’t own a landfi ll, but may want to get into the EPS recycling 
business. An example a company in this group from the Pilot Program was Watts Waste, based in 
Smithfi eld, NSW. Offering EPS recycling can help differentiate these businesses from their competitors. 
Maximising resource recovery also makes them more competitive with other waste contractors who, 
because they own landfi lls, have lower disposal costs. However, these businesses need to be able to 
source a signifi cant supply of EPS in order to succeed. 

The keys to success for this group are two-fold. Firstly, it is crucial to ensure a regular supply 
before proceeding. This may mean approaching clients (such as shopping centres and councils) to 
convince them of the fi nancial and social benefi ts of sorting their EPS from rubbish. Secondly, it is 
very important that the material they collect has been well sorted. Otherwise, they will waste time and 
money sorting it on their own premises. If they can source suffi cient supply of EPS, either leasing or 
buying a compactor is an option for organisations in this group.

5. EPS equipment and service companies 

These companies provide equipment and/or a market for EPS. Some will sell the equipment or 
provide it on leasehold. 

Equipment sold by these companies may include compactors (cold and hot), shredders and EPS 
storage containers (cages, and bale and frame). Some companies may collect the compacted EPS 
and sell on to other companies which use recycled EPS in manufacturing. Manufacturing companies 
could be based in Australia or overseas.
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6. Logistics companies

Logistics companies eliminate the need for either leasing or buying a compactor by transporting 
uncompacted EPS. For a fi xed rate per kilogram, they collect uncompacted EPS (usually in 2m3 bags) 
from stores and other locations and transport it to an organisation with an EPS compactor. 

Logistics companies may see a business opportunity in providing a needed service to organisations 
(councils and social enterprise groups) which collect EPS at several centres over a wide-spread area. 
It is not generally viable for a council or social enterprise to send a truck to collect small quantities of 
a lightweight material (such as EPS) from several locations, but for a logistics company that is already 
picking up goods in these locations it makes good business sense. In addition, logistics companies 
could arrange for delivery vehicles that return to capital cities/major centres with partially empty loads 
to carry compacted EPS.

Are you working in one of the types of organisations or businesses described above?
Read on because the Guide is for you!

Eurobodalla Shire Council used a trucking 
company to send pallets of recycled cardboard 
to Sydney each week, but the truck was not 
always fully loaded. As the EPS depot in Sydney 
was close to the company receiving the pallets 
of cardboard, the trucking company agreed to, 
on occasions, take a pallet (roughly one tonne) 
of compacted EPS to Sydney, with the pallets of 
cardboard.

“Gather baseline data before you commence 
so you can easily promote the ‘before and after’ 
advantages and quantify the business case.”

– Quote from Pilot Program stakeholder
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STEP 1. RESEARCHING

STEP 2. MAKING A BUSINESS CASE

STEP 3. PLANNING

YES

YES

YES

NO

NO

NO

Go to Step 2.

Go to Step 3.

Go to Step 4.

Is there a sound business case (fi nancial, environmental and/or 
social) for EPS recycling in your business/organisation?

Does the planned project refl ect your organisation’s core business and is it of a 
suffi ciently high priority to implement? Has it been approved internally?

Are there issues or problems 
that need to be addressed?

OPT OUT
Reconsider at a later date

OPT OUT
Reconsider at a later date

OPT OUT
Reconsider at a later date

Is there a need for EPS recycling in your business/organisation?

STEP 4. IMPLEMENTING

STEP 5. MONITORING, EVALUATING AND REPORTING

STEP 6. MAINTAINING YOUR PROGRAM

Six Steps to setting up EPS recycling
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In outlining six steps for involvement in EPS recycling, the Guide provides a realistic way forward;
one that covers fi nancial and business decisions, as well as the environmental and community
aspects of involvement in EPS recycling. It is concise and yet comprehensive, in that much of the 
detail is provided through online links. The Guide is written for you and attempts to meet your needs. 

It might be valuable for you to note that the Steps outlined in the Guide can be used to plan 
new recycling services for any material – for example, e-waste or asbestos. 

This Guide does not specifi cally address these materials, but the process of determining and planning 
a program is similar. If you are in one of the target groups, above, take a journey with this Guide; at 
least try Step 1 and decide from there.

At the end of this introduction you will be aware of the format and utility of the Guide and will 
be ready to take Step 1.
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Making a return on investment 
“Recycling is a business, and those offering the 

service need to make a return on investment. 

All sorts of factors impact on this for EPS recycling 
and they differ depending on: the nature of the 

service offered, its location, the nature of your core 
business, the amount of product sourced and your 

capacity to store, manage and transport it to market.”

– Quote from Pilot Program stakeholder

YOUR EPS JOURNEY: A GUIDE TO SETTING UP EXPANDED POLYSTYRENE RECYCLING12



STEP 1. INITIAL RESEARCH
Step 1 – initial research will allow you to think through the answers to some key questions 
about getting started on an EPS recycling project.

You are now taking your fi rst step into fi nding out about EPS recycling; and more importantly in fi nding 
out whether there is an opportunity for your business or organisation in being involved in its delivery. 

This step outlines the initial research that will assist you to make a ‘preliminary’ assessment of whether 
your engagement in EPS recycling is necessary and/or advantageous: 

Necessary because some of you will have a substantial need to reduce the costs of EPS going to 
landfi ll, with its related fi nancial and space implications.  

Advantageous because involvement in a fl ourishing EPS recycling program might provide you with 
fi nancial, community and/or environmental benefi ts that are close to the heart of your core business.

Necessary

The Sydney Fish Market is a tenant owned organisation that manages the Market’s facilities, 
including waste management. It recycled more than 59 tonnes of EPS in 2013, which previously 
cost a signifi cant amount to send to landfi ll. The EPS collection system provides a free and 
convenient service for all Sydney Fish Market stakeholders, who now have an option of disposing 
of their used EPS through the Market collection cage, leading to operational and fi nancial benefi ts. 
For more information read the case study on Sydney Fish Markets.

Handybin Waste Services is an Australian owned waste services company which has been 
servicing the Coffs Harbour City, Bellingen Shire and Nambucca Shire Councils for 20 years. 
Handybin commenced their operations by providing garden organics and composting services 
before branching out into trade waste. They operate a materials recovery facility at the Coffs Coast 
Resource Recovery Park and manage a fl eet of over 36 vehicles. Recently, Handybin extended its 
services to include EPS recycling, by providing two public drop-off facilities for EPS and taking bulk 
loads by prior arrangement. EPS drop-off is free for householders, the general public and small 
business. Substantial savings of EPS to landfi ll have occurred as a result of implementing EPS 
recycling. For more information read the case study on Handybin Waste Services.

Key words at this Step

Research: In this context this is a preliminary look at whether it is worth taking a serious step into 
EPS recycling.

Market: In this context this means suffi cient opportunity to sell your product (for example: 
compacted EPS).

Compacted EPS: EPS that has been reduced in bulk, usually prior to long distance transport.
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Advantageous

Mai-Wel – Hunter Valley Disability Service The Mai-Wel Group is one of the larger Disability 
Service Providers in the Lower Hunter Region, providing services and programs to more than 
800 clients across seven Local Government Areas. Among a range of other programs, Mai-Wel 
manages four businesses that employ more than 110 people with a disability. Businesses provide 
a diversity of tasks to suit a wide range of career aspirations including e-cycling. As one of the 
organisations involved in the Pilot Program, Mai-Wel began offering EPS recycling. Pick-up was via 
cages at community events and from a relationship with the local Good Guys store.

Queensland Logistic Services (QLS) This multi-state logistics services company operates many 
large trucks and large warehouses across Australia. QLS has started offering collection services 
for 2 cubic metre bags of uncompacted EPS using empty trucks returning to Sydney. The other 
costs (such as electricity and maintenance) are comparatively small. QLS have indicated that they 
can provide a collection service for uncompacted material at $1150-$1400/tonne (total cost). 
This is cost competitive with the purchase of a small compactor, particularly up to 10 tonnes per 
year, without the up-front cost. They leverage the benefi ts of using existing logistics networks and 
compacting at a central location.

Asking the right questions
Before you start to plan a service for your business in detail, there is an important fi rst step. Just like 
those businesses in the examples above, it would be smart for you to undertake some initial research, 
in order to answer the following questions.

Core questions for all businesses or organisations

• Is there a need for you to consider EPS in your business? How do you know? What is the need?

• How closely does EPS recycling relate to the core business of your company/organisation?

Questions related to business types

Questions for landfi ll owners/operators

• Do you have a ready supply of EPS going to landfi ll that could be recycled?

• Do you estimate this amount as more than 10 tonnes of EPS per annum? See Financial 
modelling.

• What are your likely sources of EPS?

• How easy or challenging is it to get a supply in viable quantity?

• Is there anyone already collecting EPS from the area in which you are interested?

Questions for those who sell or lease machines that compact EPS

• Is there a suffi cient market for the product you sell/lease?

• Do you plan to offer an after-sale service for your product? If so what and at what cost?
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• Is your business opportunity only related to the sale of compactors, or are other products and/
or services available? For example, sale of storage cages/bags etc, or transport of compacted 
product to market?

• Has your customer been through the fi rst three Steps and are they now ready for Step 4 
(Implementation)?

Questions for those who provide a market for recycled EPS

• Can you sell suffi cient EPS to drive an optimal level of supply?

• Will your involvement be fi nancially viable? How will you know?

• Is your source of EPS related to another service, for example the sale of compactors; how much 
is one service reliant on the other?

• Do you provide information to your suppliers about where recycled EPS is marketed?

Questions for transporters

• Is there suffi cient product to ensure that the transport you provide is commercially and 
environmentally viable?

• Can you offer transport options that are commercially viable to the organisation that is supplying 
your product?

• Are you only willing to transport compacted EPS; or can you offer competitive rates for 
transporting, and even storing uncompacted EPS?

As you work through the answers to those questions that are relevant to you, you will be able to get 
an initial impression about the viability of the EPS project you are considering. Preliminary research will 
identify the answers to some fundamental questions, but it will not answer all the questions you may 
have. However, it will determine whether it is worth doing more work to fi nd the answers you need. 
You might choose to record answers to the questions that are relevant to your business, in order to 
convince management that it is worth moving to Step 2 – making a business case.

At the end of Step 1, you will be aware if there is a need for EPS recycling in your business/
organisation that you need to investigate further…Yes or No! 

If ‘Yes’ go to Step 2, if ‘No’, opt out of this Guide and reconsider at a later date.

Links
EPS fi nancial modelling guidance
EPS facility fi nancial modelling calculator
Case studies
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“When you’re developing the business case 
for the initiative, it is critical you appreciate 

who would buy your output product and what 
they may be willing to pay for it.”

– Quote from Pilot Program stakeholder
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STEP 2. MAKING A BUSINESS CASE FOR
YOUR PROJECT
This step will give you the tools to prepare a business case proposal about EPS recycling for 
the key decision makers in your organisation.

If you have reached this Step, then you will have undertaken some research that indicates that there 
is a potential need or opportunity for an EPS recycling service in your organisation. You may well have 
also discovered that this is an area of interest to you. This Step will build on your preliminary research 
to help you develop a more thorough case for taking the proposal forward.

A business case is a semi-formal or formal document that outlines the business rationale or 
justifi cation for proceeding with a project (such as EPS recycling). It helps key decision makers to 
make an informed decision about the proposed project. Most successful businesses are familiar with 
developing a business case.

This step provides specifi c information about a business case for EPS recycling, but the general 
information will also assist you to develop a business case for other initiatives. 

There are a number of reasons for you to complete a business case before starting to plan and 
implement EPS recycling.

Your business case will:

• Clarify the reasons why the project is needed (fi nancial, environmental and human e.g. 
community pressures).

• Outline the equipment and resources that will be required (with pros and cons of each).

• Provide an estimate of the fi nancial position of the project (i.e. whether it is estimated that it will 
run a profi t/loss/or break even).

• Describe the fi nancial and staffi ng resources that will be required (from within the organisation 
and from other sources such as grants).

• Identify the principal risks (both internal and external) that will need to be addressed before 
commencing the project.

Start your business case by deciding upon its audience. Who are you pitching it to? What do you 
need them to understand about your project? Remember that the purpose of the business case is to 
document the pros and cons, so the project ‘sells’ itself to those who may ultimately have to approve 
the project.

Key words at this Step

Business case: The business rationale or justifi cation for proceeding with a project.
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Making the case
Your business case should include the following key elements and answer these questions:

• What is the opportunity?

• What are the project aims/objectives? What do you hope to achieve with this project? 

 – Describe the EPS Recycling Initiative (project) that you wish to implement. (Indicate the 
outcomes you are attempting to achieve and the fi nancial, environmental and social/
community factors that the project will address.)

• What is the context for your business case?

 – Identify the internal context issues. (Indicate how this project aligns with the core business of 
your Company/Organisation. Indicate how this project meets relevant in-house targets and 
indicators.)

 – Identify the external context issues. (Indicate any relevant contextual issues related to your 
proposed project. These are very diverse and might include issues like: legislation, community 
attitudes, and/or location/demographic issues.)

• What evidence is there of the impact of similar EPS Recycling Programs?
This might include: fi nancial data, previous evaluation data, uptake of behaviours data, key 
informant reports etc.

 – What EPS Recycling Projects are delivered in your company or organisation?

 – What EPS Recycling Projects are delivered by others?

• Who are the overall partners/stakeholders involved, and what do they bring in terms of 
opportunity, risk management etc.?

• What are the fi nancial, social and environmental costs and benefi ts of your EPS Recycling 
Project?

 – Financial Implications: indicate a well articulated and analysed fi nancial business case. What 
budget is required? What set up costs are required? (Use the Financial Modelling tool) What 
income can be generated/or savings made? What is the payback period? What is the source 
of funding?

 – Social Aspects: Are there any social/community benefi ts/defi cits that fl ow from, or are 
addressed by the Project? If so what are they? How will defi cits be overcome?

 – Environmental Aspects: What impact is there on the environment because of your project? 
How does your business plan minimise negative impact and optimise positive impacts?

• What are the risks in proceeding with this EPS Recycling Project?

 – Assess the risks.

 – How will each risk be managed?

To make it easier for you to complete a business case for EPS recycling in your business or 
organisation, we have prepared a Business Case template and a worked example. We have also 
prepared guidelines to help you complete the Financial Modelling Tool.
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Learning from the Pilot Program
EPS recycling is not typically a large business for operators of compactors (material aggregators). It 
is generally not feasible to charge a gate fee for delivery of source separated EPS. The only income 
for the business is therefore revenue from sales. Operators can expect to aggregate no more than 60 
tonnes per year of EPS with a total value of approximately $30,000. Aggregation of 10-20 tonnes per 
year is more realistic over the fi rst year or two.

Other learnings from the Pilot Program, which may help you with your business, included:

1. Public and private landfi ll owners/operator

• Provide multiple drop-off centres.

• Have a large compactor (one that can process more than 100 kg/hour – 300 boxes i.e. would 
take no more than 10 hours to process 1,000 kg – one tonne). (Note that smaller compactors 
are okay if there are either low or zero marginal cost of labour.)

• If you estimate that your organisation/business will collect less than one tonne a month, you may 
choose to engage a logistics company to collect it. One logistics company quoted a collection 
fee of $1,300/tonne of uncompacted EPS. When total costs are considered (compactors, cages 
etc) this may be a more cost effective option.

• If you estimate that your organisation will collect more than one tonne a month, install a large 
compactor. Work hard to source as much EPS as possible.

• Place the compactor near (or at) the landfi ll you own.

• Have the collection containers visible and with clear signage. Note that the cost for these varies 
between $400 to $2,000 per cage depending on size; getting quotes is important.

• Make the EPS collection service free to residents and businesses.

• Gather baseline data and use it to measure and report on the effectiveness of the program.

The Pilot Program found that where there was a clear business case for EPS recycling, one or 
more of the following conditions applied:

• The landfi ll space savings (approximately $2,500/tonne) fl owed to the operator (and was 
recognised as a genuine saving).

• EPS recycling value added to an existing service, and was usually offered to an existing set
of clients.

• The operator used staff that needed to be at the site anyway (and were paid), but were often 
underutilised (resulting in minimal additional labour costs).

• The operator had an objective or responsibility to provide low skilled employment and/
or training.

• A large supply (>10 tonnes per year) of EPS was generated in the immediate vicinity of the
EPS compactor.

• Or a combination of these.
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2. Large generators or aggregators of EPS

• Identify costs of providing this service and income. Establish pay-back period.

• Buy or lease a large compactor, one that can process more than 100 kg per hour.

• Provide regular feedback on the quantities of EPS collected to your stakeholders, especially 
during the initial set-up period.

• Have the collection containers visible and with clear signage. Note that the cost for these varies 
between $400 to $2,000 per cage depending on size; getting quotes is important.

• Gather baseline data and use it to measure and report on the effectiveness of the program.

3. Social enterprises (Not-for-profi t and other community based organisations)

• As for public/private landfi ll owners/operators, except for having a large compactor — this might 
not be necessary for you because your labour costs are lower.

• To ensure suffi cient supply, market to large retailers of computers, electronic goods and white 
goods – they are probably already recycling cardboard packaging and may wish to dispose of 
the EPS packaging as well.

4. Waste contractors and other private companies who don’t own a landfi ll, but who may want  
    to get into the sector

• As for public/private landfi ll owners/operators.

• Provide training for your clients’ staff — especially cleaners in large organisations — in your EPS 
collection system.

• Make it easy and convenient.

• Provide regular feedback on the quantities of EPS collected to your clients.

5. Private businesses who are already stakeholders in the sector

These businesses provide either equipment or a market for the product.

It is noted (see EPS Recycling Directory) that EPS service providers may rarely introduce recycling 
services. Their inclusion here relates to their role as a facilitator of services.

• If selling or leasing EPS compaction equipment:

 o acknowledge your important role in this emerging recycling sector and provide the best 
possible service and price (recommendations) to those who need equipment

 o provide a service to take compacted EPS from the client in a timely manner, so that it doesn’t 
build up

 o provide a speedy maintenance service in the event of equipment breakdown.

• If buying compacted EPS:

 o provide a reliable, on-demand collection service of compacted EPS. Most organisations which 
collect EPS and compact it, may not have much storage room for compacted ingots, so this 
service would be important for them.
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6. Logistics companies

• Provide bags and frames for customers who are selling uncompacted loads — the bags are light 
and convenient to transfer to a truck

• Transport the bags of EPS to your depot on trucks returning with empty loads or with loads of 
other recyclables, such as cardboard.

At the end of this Step you will have a comprehensive Business Case for your project, on 
which you could base a decision to go forward, inform your planning and convince the boss. 

Submit this Business Case to the decision makers in your organisation …. Yes or No

If ‘Yes’ go to Step 3, if ‘No’, opt out of this Guide and reconsider at a later date.

Links
Business case template
Business case template – worked example
EPS fi nancial modelling guidance
EPS facility fi nancial modelling calculator

References
Energy Effi ciency Exchange (2013).
Writing a business case proposal.
WME Magazine, July, p 35
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“In some cases, they did not have a buying 
system in place before the start of the program 
and therefore did not want to promote the service 
as they did not want to stockpile it.”

– Quote from Pilot Program stakeholder
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STEP 3. PLANNING YOUR PROJECT
Step 3 – planning will give the strategies and templates to develop a comprehensive plan for 
your EPS recycling program.

Developing a project plan
If you have reached this Step, you will have prepared a business case, had it approved by 
management and are now ready to start planning how to go about your project. This step will help you 
to use the business case that you developed in Step 2 to prepare a detailed plan for setting up and 
maintaining your EPS recycling program.

As with Step 2 – business case, some tools have been designed to help you to prepare your plan. 
The template includes an easy-to-use table with a step-by-step summary of the key tasks, staff 
responsibilities and timelines. It also has a section for developing an EPS Recycling Communication, 
Marketing and Education Plan, so that you can inform your key stakeholders about your new EPS 
recycling program. All you have to do is work through the questions below (which are repeated in the 
template), fi ll out the template and you have your plan.

In case you need some help, you will also fi nd a worked example of the planning template, based on 
the same scenario as the worked example in the Step 2 – business case.

Key words at this Step

Project Plan: A detailed step-by-step plan for implementing a project which includes a summary 
table with key tasks for each step, timeline, budget and key responsibilities.

Communication/Marketing/Education Plan: A plan for informing stakeholders about the need for 
EPS recycling and promoting and encouraging involvement in EPS recycling.

Logistics: Equipment and processes required to move a resource to a particular location.

Risk Assessment: A methodical process of identifying risks (fi nancial, people – staff and the public, 
equipment and reputation of the organisation) involved in the project and developing strategies to 
address each risk.
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Key fi ndings from the Pilot Program

from a survey of residents/businesses in 11 participating councils 

• There is lots of polystyrene out there. Ninety per cent of respondents reported having received 
goods packaged in polystyrene in the last 12 months and, of these, sixty per cent obtained it 
twice a year.

• The more regularly a person receives goods packaged in polystyrene, the more likely they are
to know that there is a polystyrene recycling service in their local area.

• Sixty per cent of those who are aware of the EPS recycling service in their local area have used 
the services. However, less than 20% of respondents were aware a service was available.

• Most people who had used the polystyrene recycling service had found out about it when they 
saw it at the waste facility. Many others had found out by a word of mouth method (through 
Council, their workplace, someone at the waste facility). These fi ndings indicate that it is really 
important to make the recycling service very visible (machinery itself, cages, signage). Even 
so, if you want to capture lots of EPS, you can’t rely only on making the service visible at the 
transfer station, because you’re only raising awareness of the service to those people who 
use the transfer station. (For ideas for communicating your EPS recycling system, refer to the 
communications, marketing and education tools at link.)

• More than fi fty per cent of respondents who said they didn’t know an EPS recycling service was 
available in their local area stated that they fi rst heard about the availability of recycling services 
for EPS in their local area when they got the survey/letter. (This emphasises the value of direct 
communication with residents and businesses.)

• Fifty-fi ve per cent of respondents did not know that EPS should not go in the waste bin.

• People in rural and regional areas appear more likely to take EPS to a transfer facility, than 
those in the city, although it is noted that many large metro facilities do not offer EPS recycling.

60%

20%

80%

20%

25%

10%

4%

1%

Before this survey, did you know there 
was an expanded polystyrene recycling 

service in your local area?

How often have you received
goods packaged in expanded polystyrene

in the last year?

Every day

Once a week or so

About monthly

Once or twice

Not at all

Yes

No

YOUR EPS JOURNEY: A GUIDE TO SETTING UP EXPANDED POLYSTYRENE RECYCLING24



Key questions leading to the Project Plan
Address the following elements in your plan:

• Who are the stakeholders? These are the different groups with an interest in your project – e.g. 
residents, businesses, clients, council, councillors and staff.

• What is the purpose of the project?

• What are the barriers to the project and how will these be addressed? From the Pilot Program, 
we learnt that there a number of key barriers to setting up an EPS program and some strategies 
to overcome these barriers. If you would like to learn more about these, go to the following link.

• What are the goals or objectives of the project? What are you intending to achieve?

• What are the sources of EPS? From where are you getting a supply of EPS?

• What are the logistics involved? What equipment and infrastructure will you need? How will the 
materials be transported?

• What is your budget (costs and income)? This should include funding opportunities (council/
company budget, grants, investment, in kind, other support etc) as well as costs. 

• What resources (including staffi ng) will you need?

• What approvals are required?

• How will you integrate communications, marketing and education (including target market, 
barriers, and benefi ts) into your plan?

• What materials will you need to provide for community engagement and education?

• What risks will there be? How will you address these risks? You may need to follow the Risk 
Assessment procedures of your organisation.

• How will you monitor, evaluate and report the project? (Refer to Step 5 – Monitoring and 
evaluation)

• What is the timeline for the project?

• What are the key tasks for implementing the program and managing it? What are the timelines 
for these tasks and what are the responsibilities of staff involved?
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If you have completed a thorough business case for your program at Step 2, you will have already 
answered many of these questions, or at least partly answered them.

Now it is time for you to complete your Project Plan for implementing and maintaining an EPS 
Recycling Project for your organisation. The more comprehensive the plan, the better the chance of it 
succeeding for you.

A signifi cant number of resources, tools and materials were 
developed during the Pilot Program They are made available to 
help you develop an effective Project Plan and Communications 
and Education plan. Resources listed are available at
www.educology.com.au
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Planning resources

• Communication and education guidelines (including how to develop a communication and 
education action plan)

• Communication and education action plan template 

Communications resources

• Postcards

• Poster

• Signage

• Postcards

• Letter to businesses

Education resources

• Communication and education action plan template, with worked example

• Communication and education guidelines (including how to develop a communication and 
education action plan)

• Information sheet — expanded polystyrene (EPS)

• Inquiry learning unit for schools

• PowerPoint presentation (overview of EPS Recycling)

• PowerPoint presentation (overview of EPS Recycling) Schools

Case studies 

• Sydney Fish Market

• HandyBin Waste Services (Coffs Harbour)

• Fridge magnets

• Image library

• Poster

• Signage

• Newspaper or magazine advertisement

At the end of this Step you will have a project plan ready for implementation which identifi es 
what needs to be done, by whom and when. This plan will need to be approved before 
implementation can begin. It is assumed that if you get to this Step, you will be taking a path 
to implement EPS recycling at your place (business/organisation). 

Submit this plan to the decision makers in your organisation …. Yes or No

If ‘Yes’ go to Step 4, if ‘No’, opt out of this Guide and reconsider at a later date.

Links
Addressing key barriers
Planning template
Planning template – worked example
Communications and Education Planning template and resources.  
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“If you’re going to buy a machine, thoroughly research 
the company that will supply the machine to ensure 

you have adequate troubleshooting support, as these 
machines don’t come without their issues.”

– Quote from Pilot Program stakeholder
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STEP 4. IMPLEMENTING YOUR PROJECT
This Step involves rolling out the program in a timely way. The more detailed your Plan
(Step 3) the more straight-forward the roll-out.

Managing and Enacting the Plan
If you have reached this step, you will now have a business case and an approved plan for
stepping forward. 

Well done! Now it is time to get to work and make it happen. Before actual commencement, be sure 
that your Manager remains strongly committed to the project. In the Pilot Program, it was found that 
this passion for EPS recycling from management was a key driver in successful programs. At times, a 
manager might sign off on a project, but his/her commitment is lukewarm at best. If this is the case, 
you must renegotiate the project, prior to commencement.

“It comes down to understanding your customer and how you will engage with them, which fosters 
their sense of ownership within the program which in turn promotes enthusiasm and involvement.” 

                                                                                                – Quote from Pilot Program stakeholder

Liaising with Stakeholders

In your planning, you should have identifi ed the key stakeholders in your program. Involve these 
stakeholders and, where possible, give them ownership of the program. Provide regular updates 
about how the program is going.

“Offer people ownership within the program. Involving stakeholders is pivotal to success...
Show them where they can drop off the EPS, show them the compacting machine and explain the 
output – be able to communicate the output equivalencies, e.g. how many boxes of EPS in an ingot.”

                                                                                                – Quote from Pilot Program stakeholder

Launching the Program

An EPS recycling program offers many opportunities for positive public relations. A launch is a great 
way to kick start your program. Because EPS is different to other recyclables (large, bulky and 
ubiquitous), it will attract attention. Follow up the launch with a press release and other communication 
actions identifi ed in your Communication, Marketing and Education Plan.

Doing the Program

Get started, using your Project Plan as guide. Ensure that each action step is followed and 
implemented in a timely manner.
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Dealing with the unexpected 

No matter how well you plan your project, the unexpected may happen. This is all part of trying 
something new. Just like an overseas holiday, which you plan meticulously, things can go awry, but 
you will also discover many new things along the way.

A few hints
These hints may come in handy as you implement your EPS recycling system.

• If you buy or lease a compactor, choose one that comes with a reliable back-up service.

• Monitor the EPS that is being dropped off at your drop-off centre. If it is contaminated with other 
expanded plastics or the collected EPS is not suitable for compacting (dirty, with labels or staples 
etc.), take steps to correct this. 

• For a few months, a staff member at the drop-off depot may need to supervise people dropping 
off their EPS. (Place a display near the EPS container with examples of what can be left and 
what cannot.) 

• Communicate to residents or businesses through advertisements in local papers, postcards, etc. 
(see Communications materials link)

• Provide regular feedback about how well the program is going.

• If you are operating a compactor and notice that the EPS ingots are coming out puffy, install a 
roof over the drop-off container to keep the rain out.

• Make sure that any EPS does not escape either in transit to a compactor or from the collection 
containers (this litter will create negative PR).

At the Sydney Fish Market, the EPS team had 
their share of problems. Their machine broke 
down and was out of action for a while; the 
EPS boxes were often wet, leading to puffy 
EPS ingots; and they did not have baseline data 
about how much garbage was being disposed 
of through their garbage compactor. On the 
plus side, they have worked their way through 
these problems, capturing almost 60 tonnes of 
EPS packaging in their fi rst year. The program 
has signifi cantly reduced waste to landfi ll, earned money from the sale of the compacted EPS and 
brought about a great sense of pride in their achievements for all the stakeholders (tenants, buyers 
and general public). Everyone at the Markets is so proud of their success and their results are now 
prominently displayed on, of all places, their new rubbish compactor.
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• Some of the grant recipients found that the supply of EPS was seasonal. For example: the 
Sydney Fish Market experienced an increase in demand leading up to the festive season, 
resulting in the need for more fi sh and hence more waste EPS. Similarly, many seaside councils 
experience a marked infl ux of people in the holiday season and a matching surge in waste EPS. 
If you suspect that this may happen in your business, make arrangements to have extra staff and 
collection available during the busy times. During quiet times, you may only need to operate the 
compactor once a fortnight. This will save on your energy and labour costs.

• EPS is a commodity and the price paid for the material will vary according to Australian and 
global demand. There is not much you can do about this, other than to try to get a fi xed price 
contract with a buyer.

• If you don’t get initial buy-in from staff in your organisation, crank up your internal communication 
actions. You could also consider obtaining or linking EPS recycling to an existing certifi cation 
system; for example ISO14001 for Environmental Management Systems. This will allow you to 
make links between EPS recycling and your organisation’s environmental impacts.

• If you work for a council that owns its landfi ll and subcontracts the EPS recycling services, then 
consider sharing some of the expected savings (from EPS not being sent to landfi ll – $2500 per 
tonne) with the contractor.  This may provide an essential incentive for the contractor to actively 
promote the service in your community and so increase tonnages and quality.

Avoid the unexpected by learning from others who have been 
successful. Refer to case studies provided with this guide and/or 
see the EPSA website at www.epsa.org.au

At the end of this step, you will have an EPS recycling project happening at your place 
(business/organisation). The next step is to use the ideas in Step 5 – monitor and evaluate
to monitor the effectiveness of your program. Make changes where necessary to improve
your system.
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“The Communication/Education for Expanded Plastics 
in NSW Project was an exciting journey. Action 

research in its real sense; where taking new paths 
and gaining new understandings was paramount.”

– Quote from the Evaluation Report
of the Pilot Program
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STEP 5. MONITORING, EVALUATING
AND REPORTING
Step 5 – monitoring, evaluating and reporting will give you the background to be able to 
plan to effectively monitor and evaluate the effectiveness of your program, and to report the 
outcomes to stakeholders.

Now you have an EPS recycling project happening, it is time to turn your 
attention to identifying whether it is working as it was intended to work.
You need to monitor it, evaluate it and report the results that it is having to those that matter. 

For you to deliver an effective project, monitoring and evaluation:  

• are integral components; because this is such a new business, you will need to learn as you go

• will help you to assess the impact, appropriateness and effi ciency of your project – is it working?

• are essential to prove the credibility of your project, its business case and your professional 
credibility

• guide the development and implementation of further program-level and investment-level 
planning, as well as allowing you to tweak the current project

• utilise data that is relatively easy to collect and turn into evidence 

Monitoring is essentially about tracking the progress of your EPS Recycling Project. 

‘It involves collection and analysis of information to assist timely decision making, ensure accountability 
and provide the basis for evaluation and learning. It is a continuing function; methodical collection of 
data provides management and the main stakeholders of an ongoing project or program with early 
indications of progress and achievement of objectives’.

                                                             – Monitoring, Evaluation and Reporting Initiative Toolkit (2008)2 

“Sometimes it’s a ‘slow burn’ for people. Even more slow burn when you are 
trying to set up a new sector/a new and challenging waste stream.” 

                                                               – Quote from Pilot Program stakeholder

Important words at this Step

Monitoring: Collecting and analysing information along the way that tells you how the project
is travelling.

Evaluating: The process by which we judge the worth or value of a project. What evidence is there 
that its outcomes have been achieved?

Reporting: Providing information to key people about the progress and/or results of a project.

_ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _

2   Caring for Country: Monitoring, Evaluation and Reporting Initiative Toolkit www.nrm.gov.au/funding/previous/meri/meri-toolkit.html
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Monitoring
Monitoring your project by gathering key information from the beginning will allow you to benchmark 
your program. Before you start your program, decide on what data you will need to collect in order to 
be able to be able to report back about how your program is progressing along the way.  For example, 
data that could be collected includes:

• total EPS in landfi lled waste

• issues about EPS as litter in the community

• progressive data about EPS recycled (e.g. monthly)

• complaints from residents before commencing the EPS recycling program compared to after it 
has been rolled out.

This graph (from the Sydney Fish Market) shows the quantities of EPS collected monthly over a 10 
month period in 2013. It has allowed the Manager of the project to monitor the success of the project.
Note: the time scale on the x axis has been removed to protect confi dentiality
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Evaluation

Evaluation is the process by which we judge the worth or value of something. 
Evaluation is the systematic process of collecting credible data and using it to 
make judgments about the worth of a product, service or process at any point 
in the program’s life cycle.
         – Does your Project Make a Difference? (2004).3 

Evaluation gives you this sort of information and allows it to be reported upon.4  It also allows you to 
collect and report on more quantitative data – for example, this data from the EPA’s EPS Recycling 
Pilot Program.5 

“The Communication/Education for Expanded Plastics in NSW Project was an 
exciting journey. Action research in its real sense; where taking new paths and 
gaining new understandings was paramount.”

“As stated in the Conclusion of this Report, if the intent of the entire project, inclusive of the 
communication and education component, was to achieve a particular tonnage target (over one 
year of 494.3 tonnes) where every grantee used every communication and education product in an 
optimal manner to affect knowledge growth and behaviour shift, then the project has been partially 
successful. Some grantees have achieved the tonnage targets and some have used the marketing 
communication and education materials effectively.” 

_ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _

3   Does Your Project Make a Difference? (2004) Department of Environment, Climate Change and Water. link

4   Extract from the evaluation report of the EPS Recycling Pilot Program, 2013.

5   Data from Presentation Developing a Resource Recovery Supply Chain for Expanded Polystyrene in NSW Angus Johnston NSW EPA

17 of 19 grant recipients installed equipment

113 tonnes diverted from landfi ll

$339,000 of landfi ll space saved

In operation for between 3–6 months

2,260 cubic metres of landfi ll space conserved

Critical mass achieved in supply of EPS
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“If however, its intent was to achieve some recycling of EPS, to build a legacy of communication and 
education products that have had a real world trial, and to learn about EPS recycling to affect the 
future, then it has been highly successful.” 

Questions to consider in monitoring and evaluation
The following checklist will help you to have the right mechanisms in place for this important step.

• What outcomes (targets) are you trying to achieve?

• Who has the information you need to prove you are running an effective project? 

• Are you able to get the information that you need to prove whether you have achieved your 
intended outcomes? This information might be about tonnages, it might be dollars, it might be 
about volume of EPS, or it might be about community behaviour.

• How are you getting the information and is it fl owing in regularly?

• What are you going to do with the information? Who are you reporting to and how?

At the end of this Step you will have a realistic and effective monitoring and evaluation system 
in place, whereby you can keep an eye on how the project is performing and be able to report 
about it effectively.

Links
Some help with monitoring and evaluating

References
Does Your Project Make a Difference? (2004) Department of Environment, Climate Change 
and Water.
Purposeful Program Theory: Effective Use of Theories of Change and Logic Models by
Funnell S. and Rogers P. (2011). John Wiley and Sons.
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STEP 6. MAINTAINING YOUR PROJECT
Step 6 – maintaining your project will give you an understanding of how to use monitoring and 
evaluation to help maintain your EPS program into the future.

This Step acknowledges that all programs, even those that are integral to the core business of the 
organisation and are fi nancially viable, need to be maintained or they can languish.  Your work is not 
done once you have an EPS recycling project happening – it would be great if it was, but it is not. 
Ongoing communication and review is essential and optimises the success of your program for the 
long-term. 

“For change to occur in some of the grantee organisations, culture shift had to 
take place. In part this related to the use of communication and education and 
in part it concerned broader issues about the core business of the organisation 
with regard to recycling services and EPS.” 

                                          – Quote from EPS Pilot Program Evaluation Report

How do you tell them?
All projects, even successful ones, need some on-going tender loving care so that they continue.
For your EPS recycling project, this means that you need to keep reminding key stakeholders, the 
boss, the board, the Council and your colleagues about the key success factors that you are hitting in
this project. 

You might tell them:

• Formally in writing. For example, through briefi ng documents, reports etc. 

• Through regular communication channels. For example, inserts into a regular newsletter.

• Verbally. For example, through formal presentations, conference papers, nominations for awards 
or over a cup of coffee.

• Via prompts and signage. For example: a sign in the staff kitchen often works wonders: ‘Did you 
know we collected two tonnes of EPS last month? – talk with me about it’. 

• By running a celebration event. For example: Come to our fi rst year anniversary of our EPS 
program afternoon tea – free cakes and good coffee for a change – today at 3pm.

What you decide to do this is up to you. The most important thing is that you do it.

Important words at this Step

Continuous improvement: Means that the project is constantly under review and that it will be 
changed to make it work more effectively, if need be.
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What do you tell them?

You tell them what you are fi nding out from your ongoing monitoring and evaluation (see Step 5).
You might tell them things such as:

• The community is really supportive of our project. I know because...

• We are making a dollar on this project. We will have paid back all set-up costs and will be in profi t 
by July next year.

• There are opportunities for expanded markets out there and it looks as though we can achieve 
$665 per tonne of recycled EPS from XXX under a 12 month contract.

• Because of what we have learnt in the fi rst year, we are tweaking the project to accommodate 
more source material from the north-west.

Continuous Improvement
The notion of continuous improvement is important. How do you manage your EPS recycling project 
for continuous improvement? The best way is to review it at least annually. Look at the monitoring data 
that you are collecting.

• Is the project trending upwards, fi nancially, or in other ways?

• Are you happy with its performance?

• Is it meeting any targets and indicators you might have set at the planning phase?

• If not, why not, and what do you do about it?

Continuous improvement involves you in making modifi cations to the project. It relies on your 
organisation/business being prepared and ready for change and willing to accommodate it. 
Sometimes it means that you have to revisit the business case and rethink its assumptions. Often it will 
be benefi cial to talk to a colleague about what modifi cations you are thinking about, before you fl oat 
them more formally.

Maintaining your program often works best when there is a continuous improvement system in place 
in your business/organisation to manage this. For example, in the Pilot Program, the Sydney Fish 
Market had an ISO 14000 (www.iso.org/iso/iso14000) program in place before starting the EPS 
activity and used this to monitor performance.

This is an ongoing Step. To take it, you will have a clear idea of how you will use monitoring 
and evaluative data and other information to proactively manage your EPS recycling program; 
leading it to continuous improvement and ‘putting out fi res before they occur.’
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FURTHER INFORMATION AND RESOURCES
Polystyrene industry information and information about EPS

Expanded Polystyrene Australia is the national industry body for all manufacturers and distributors of 
expanded polystyrene (EPS) products across Australia. You can fi nd detailed information about the 
industry at their website www.epsa.org.au

About the pilot program

The following organisations participated in the NSW EPA Pilot Program for EPS Recycling. Each 
organisation received a grant under a program funding by the NSW EPA and the Australian Packaging 
Covenant (APC).

 – Australian Foundation for Disability (AFFORD)
 – Challenge Recycling Tamworth (working with Tamworth Regional Council)
 – Watts Waste
 – Eurobodalla Shire Council
 – Fuji Xerox Australia Pty Limited
 – Great Lakes Council
 – Handybin Waste Services (collecting for Coffs Harbour CC)
 – J. R. Richards & Sons (working with Orange CC)
 – Kempsey Shire Council
 – Mai-Wel Limited
 – Mission Australia (Working for Shell Harbour CC)
 – Albury City Council (with assistance from MRA Consulting Pty Ltd)
 – Randwick City Council’s Resource Recovery Centre
 – Recycorp (Polymax)
 – Shoalhaven City Council (with assistance from Subloos)
 – Sydney Fish Markets Pty Ltd
 – Tox Free Solutions
 – Wingecarribee Shire Council

For direct information about the Pilot Program administered by the NSW EPA in conjunction with the 
Australian Packaging Covenant, visit epa.nsw.gov.au/waste/EPSrecycling.htm

To read case studies about how the Pilot Program operated, including how 
various types of organisations implemented recycling systems as a result of the 
Grant program, visit www.educology.com.au/epsrecycling

Education, marketing and communications tools and resources

All materials developed for the Pilot Program are available for use under a creative commons license 
arrangement (BY-NC) at www.educology.com.au
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