
Com pan ies are con t inually challen g ed  t o im p rove t h eir  overall operat ional services by 
reducin g  t ranspor t at ion  spen d in g , inven t ory levels an d  delivery t im elin es. Th e Car t er 
M ilk run  Syst em  w as desig n ed  t o add ress t h ose specif ic challen g es an d  suppor t  clien t s? 
lean  m anu fact u r in g  ef for t s.

Th e Car t er Shared  Milk run  Net w ork  is a un ique log ist ics m odel desig n ed  t o suppor t  lean  
in it iat ives by com b in in g  f reig h t  f rom  an  in t ernat ional clien t  base an d  t h ousan ds of  
supp liers in t o a sin g le supp ly chain  solu t ion . On e of  t h e p il lars of  Car t er?s success is t h e 
?Sp lit -Bil l? m et h odolog y, w h ich  allow s clien t s t o fair ly sp lit  t h e overall cost  of  shared  
m ilk run  rou t es.

HOW  IT  WORKS
Milkrun  clien ts share the cost  of each  shared  
?m ilkrun  route? based upon the percentage of 
w eigh t  they sh ip. 

For exam ple, if you sh ip  50% of the total w eigh t  
on  a m ilkrun  route, you pay on ly 50% of the 
t ransportat ion  costs.

Carter Log ist ic's analysts perform  w eekly route 
op t im izat ions to ensure sh ipm ents t ravel in  the 
m ost  eff icien t  m anner. The prof iciency and  
determ inat ion  of the Carter Log ist ics team  allow s 
clien ts to experience substan t ial and  cont inued 
savings and ach ieve their lean  in it iat ives.

Carter's huge netw ork also m in im izes em pty m iles, fu rther reducing  costs. As supp liers and /or 
m anufacturing  p lan ts add  w eigh t  to the netw ork, the cost  per pound decreases for all 
part icipat ing  clien ts. 

spl it  - bil l   mil kr un
Split -Bill M ilkrun  is a m ust  if you?re a sm all m anufacturer or you have a m id  to large-sized  
operat ion  that  relies on  lean  m anufacturing  p rincip les.  Th is un ique b illing  system  allow s you to 
on ly pay for the percentage of the t railer that  you use.  Un like other sh ipp ing  m ethods like 
Truckload , LTL and the Ded icated  Milkrun , Sp lit -Bill M ilkrun  reduces your cost  w h ile 
sim ultaneously increasing  sh ipp ing  f requency and flexib ilit y.

THE SHARED MILK RUN

THE  MISSING  LINK IN  
LEAN MANUFACTUING 

What    is   it ?

The Shared  Milkrun  allow s your 
part s to ?share a ride? w ith  other 

custom ers? p roducts w h ile cu t t ing  
your sh ipp ing  costs.  



r et ur nabl e  container   shipping

Green log ist ics is con t inually m aking  it s w ay on to the p riority list  for US and Global 
Manufacturers.  Eco-f riend ly sh ipp ing  can  be accom plished in  a num ber of w ays includ ing  
u t ilizing  returnab le con tainers.  W hen your log ist ics p rovider offers returnab le con tainer 
m anagem ent , they low er how  m uch physical w aste (in  the form  of d isposab le sh ipp ing  
con tainers) your supp ly chain  p roduces.

Likew ise, u t lizing  returnab le con tainers inside a Shared  Milkrun  m eans h igher cube and less 
em pty m iles d riven .  It  com pletes the puzzle of coord inat ing  t railer fu llness, w ith  m ult ip le 
custom ers and  supp liers receiving  f reigh t  and  load ing  em pty returnab le con tainers on  each 
stop  th roughout  the Milkrun  route.

Th ink of the Shared  Milkrun  like log ist ics carpooling .  Sharing  t railers and  routes low ers carbon 
em issions overall and  each com pany can boast  in  their ab ilit y to reduce CO2 em issions in  their 
supp ly chain .

Tab le of  Con t en t s

1. Ded icat ed  Milk run  vs. Shared  Milk run

2. Truck load  Sh ipm en t  vs. Shared  Milk run

3. Less Than  Truck load  vs. Shared  Milk run

4 .  Im pact  on  Lean  Manu fact u r in g  an d  
Reducin g  Supp ly Chain  Cost s

5. Car t er Log ist ics 



Having  a w ell-p lanned and executed  netw ork of 
custom ers, supp liers and  daily rou tes is key to a 
successfu l supp ly chain  operat ion .  Analyzing  the 
w ay f reigh t  is t ransported  f rom  one locat ion  to 
another is a crucial part  of any com pany?s 
business p lan  and can also sign if ican t ly im pact  a 
com pany?s f inancials.  W hile every com pany?s 
m ost  eff icien t  m ode of t ransportat ion  m ay vary 
based on  their needs, tw o op t ions are the 
Ded icated  Milkrun  and Shared  Milkrun .

In  a Ded icated  Milkrun , a t ruck w ill visit  t he 
supp liers of on ly one com pany. The draw back to 
th is form  of t ransport ing  f reigh t  is that  there can  
be a sign if ican t  am ount  of dow n t im e for d rivers, 
as w ell as em pty space in  the t ruck w h ile it  m oves 
along  a leng thy route before it  is even close to 
being  fu ll.  Once the route is com pleted , the t ruck 
returns em pty.  These factors lead  to w asted  space 
and m oney.

W hile a Shared  Milkrun  is qu ite sim ilar to a 
Ded icated  Milkrun , there are som e added 
benef it s to th is form  of t ransport ing  f reigh t .  In  a 
Shared  Milkrun , f reigh t  is t ransported  for m ult ip le 
supp liers and  m ult ip le custom ers.  Th is allow s for 
shorter, m ore f requent  rou tes, w h ich  m eans 
t rucks are fu ll of f reigh t  a larger port ion  of the 
t im e.  Th is allow s for h igher eff iciency and  m ore 
f requent  m ovem ent  of f reigh t .  In  add it ion  to th is, 
a Shared  Milkrun  u t ilizes dynam ic routes that  
allow  for flexib ilit y in  volum e changes. 

In  a Shared  Milkrun , the volum e of t raff ic is 
reduced w ith in  a facilit y because f reigh t  w ill be 
sh ipped during  a schedu led  w indow  of t im e.  In  
add it ion  to th is benef it , t he cost  is m ore eff icien t  
due to a returnab le con tainer m anagem ent  
system  that  allow s the cost  of return ing  to be 
based on  w eigh t .

Com parat ively, a Shared  Milkrun  m ost  def in itely 
has benef it s over a Ded icated  Milkrun .  The 
am ount  of f reigh t  that  is t ransported  is p lanned 
in  a w ay that  allow s for the m ost  eff icien t  and  
cost -effect ive use of space.  That  cost  saving  
aspect , com bined w ith  the easy returnab le 
con tainer system , adds up  to a g reat  deal of 
savings.  W hen you factor in  the t im e and 
m in im al inventory being  kep t , one can see that  
there is a f inancial benef it  to taking  part  in  a 
Shared  Milkrun .

dedicat ed  mil k r un  vs.  shar ed  mil k r un

The cost savings gained both on freight and 
returnable by sharing the truck with other 
customers

Maximized cube utilization and efficiency 
when sharing routes with other 
suppliers/plants in the network

Ben ef it s

1

2



W hen using  the Truckload  Sh ipp ing  Method, a 
sh ipm ent  w ill rem ain  at  the dock un t il t he t ruck?s 
cube is fu lly u t ilized .  Once the cube has reached 
it s capacity, it  w ill t hen  be sh ipped, resu lt ing  in  a 
sign if ican t  am ount  of dow n-t im e w h ile w ait ing  
for the f reigh t  to reach capacity. Th is in  tu rn  
causes longer lead  t im es and allow s inventory to 
accum ulate w ith in  a facilit y.  W hile it  does m ake 
the m ost  of a cube, it  is not  a benef icial sh ipp ing  
m ethod for just -in -t im e delivery or lean  
m anufacturing  m ethods.

Com parat ively, a Shared  Milkrun  is effect ive w hen 
w ant ing  to keep inventory levels at  a g iven  facilit y 
low.  Th is m ethod allow s drivers to p ick up  f reigh t  
during  schedu led  t im e w indow s, allow ing  the 
t raff ic in  the facilit y to be m in im ized .  Because the 
routes run  24 /7, crossdocks are alw ays sh ipp ing  
and receiving  f reigh t .  Th is allow s a Shared  
Milkrun  to reduce em pty m iles, increase t railer 
u t ilizat ion  and  sh ip  faster than  a Truckload  
Sh ipm ent .

In  add it ion  to th is, t he Carter Shared  Milkrun  has 
an  expansive netw ork of custom ers and  supp liers 
that  allow s Carter to u t ilize dynam ic routes. 
Because the netw ork is so large and can be 
rerouted  to f it  each  custom er?s needs, it  g ives 
each custom er flexib ilit y in  volum e changes to 
ensure that  they have the righ t  space reserved  for 
each  p ick-up.  Th is ensures that  you are paying  for 
on ly the space you are using , desp ite fluctuat ion  

in  volum e, w h ile also sharing  the cost  of the 
sh ipm ent  w ith  other com pan ies.

Overall, a Shared  Milkrun  has several added 
benef it s w hen com pared  to a Truckload  
Sh ipm ent .  Because Carter Express has analysts 
that  are constan t ly review ing  routes for the best  
eff iciency, custom ers can  be sure that  their 
f reigh t  is m oving  as qu ickly as possib le.

t r uckl oad  shipment   vs.  shar ed  mil k r un

Beneficial shippping method for just-in-time 
delivereies and lean manufacturing methods

Reduce empty miles, increase trailer 
utilization and ship faster

Ben ef it s

1

2



A Less than  Truckload  sh ipm ent  is typ ically used  
w hen the f reigh t  w eighs betw een 151 and 20,000 
pounds. If a sm all am ount  of f reigh t  needs to be 
sh ipped, the advantage of LTL is that  you on ly pay 
for w hat  you sh ip  rather than  paying  for a w hole 
t ruckload . In  add it ion  to th is, LTL allow s sm aller 
am ounts of p roduct , part s and  m aterials to be 
m oved m ore f requent ly than  if you w aited  for a 
fu ll t ruckload  to be ready, g iving  your 
m anufacturing  and  w arehouse operat ions 
just -in -t im e capab ilit y.

W ith  that  being  said , LTL sh ipm ents do have 
draw backs. Because the en t ire t ruckload  is not  
ded icated  to your p roduct  alone, LTL providers w ill 
t yp ically consolidate various f reigh t  together, 
add ing  m ore dock t im e. Because the f reigh t  is 
being  consolidated , the p roduct  m ay be m oved 
several t im es in to d ifferen t  t rucks along  it s rou te. 
Th is causes the risk of dam age to be m uch 
g reater.

A bet ter op t ion  for com pan ies w ho do not  need to 
sh ip  a fu ll t ruckload  is a Shared  Milkrun . W ith  th is 
sh ipp ing  m ethod, a com pany st ill has ded icated  
t ruck space for their p roduct  just  like an  LTL and 
w ill share the t ruck w ith  other com pan ies. Un like 
LTL, the route of a Shared  Milkrun  is w ell p lanned 
and consisten t  w h ich  allow s for few er stops. 
Because of th is, t he f reigh t  is on ly m oved to the 
crossdock once and then on to a delivery t ruck, 
not  m oved f rom  t ruck to t ruck and  consolidated  

like an  LTL sh ipm ent  w ou ld  be. Th is eff iciency 
allow s the risk of dam age and cost  of sh ipp ing  to 
be m uch low er. 

Carter Express has a un ique op t ion  for it s Shared  
Milkrun  that  m akes th is form  of t ransportat ion  
even m ore benef icial. It  allow s a com pany to pay 
for the w eigh t  used  on  the t ruck instead  of 
charg ing  by f reigh t  class. In  add it ion  to th is, som e 
Shared  Milkrun  p roviders offer a returnab le 
con tainer service. It  also keeps the t rucks fu ller for 
m uch m ore of the route, low ering  costs for other 
custom ers. If a com pany has sm aller am ounts of 
p roduct  that  they sh ip  on  a regu lar basis, a Shared  
Milkrun  is the bet ter op t ion .

l ess  t han  t r uckl oad  vs.  shar ed  mil k r un

Well-planned and consistent route allowing 
for fewer stops

Significantly lower risk of damage

Ben ef it s

1

2



- Reduced safety stock (low er 
inventories)

- Sm all lot  and  m ore f requent  
sh ipm ents

- Im proved t ransit  t im es w ith  
schedu led  deliveries

- Low er log ist ics cost  and  reduced 
cost  per pound

- Level p roduct ion  and  delivery 
schedu les

- In teg rated  pu ll system s

IMPACT  ON  LEAN  MANUFACTURING

r educing  supply  chain  cost s
- Bet ter t railer u t ilizat ion

- Bet ter fuel u t ilizat ion

- Less w ait  t im e at  the supp liers

- Less dam aged m aterial and  few er 
claim s

- Few er exped ited  sh ipm ents

- Sing le source for all t ransportat ion  
needs

- Returnab le con tainer 
m anagem ent



For th ree generat ions, the Carter fam ily of com pan ies have been evolving  to m eet  the 
dem ands of an  ever-m ore-connected  w orld . W hat  began as a m odest , fam ily-ow ned 
dealersh ip  in  1957 eventually developed in to a t rucking  com pany and then in to a pub lic 
and  g lobally-ow ned log ist ics pow erhouse w ith  clien ts located  around the w orld .

Find  out  m ore:

w w w .car t er-log ist ics.com


