2026 Transload Readiness Checklist

Objective: Transition from long-term warehouse storage to a high-velocity,
port-adjacent flow model to optimize capital and reduce carbon impact.

Phase 1: Strategic & Financial Alignment

e Inventory Velocity Audit: |dentify SKUs with high turnover rates that are
currently "trapped" in long-term storage.

e Cost-Benefit Analysis: Compare current inland drayage + warehouse
holding costs against the 3-to-2 consolidation savings of transloading.

e ESG Goal Mapping: Calculate the carbon reduction potential of shifting
"last-mile" inland legs from truck to rail.

e Capital Liquidity Review: Assess the financial impact of reducing "safety
stock" and increasing "motion stock."

Phase 2: Infrastructure & Location (The "Dray" Factor)

e Port Proximity: Ensure your chosen transload hub is within a 15-50 mile
radius of the terminal to minimize drayage costs and turn times.

e Intermodal Access: Verify the facility has a direct rail spur or is within a short
distance of a major rail ramp (e.g., UP, BNSF, CSX, NS).

e Specialized Equipment: Confirm the facility has the specialized lift
equipment (reach stackers, heavy-duty forklifts) required for your specific
commodity.

e Surge Capacity: Evaluate if the hub has "strategic buffer" space to hold
containers during port strikes or rail disruptions.

Phase 3: Operational Synchronization (PSR Integration)

e Rail Schedule Alignment: Sync transload throughput with Precision
Scheduled Railroading (PSR) windows to eliminate railcar dwell time.

e Drayage Driver Pool: Secure dedicated drayage partners to ensure
consistent container pulls from the terminal to the hub.

e 3-to-2 Optimization Plan: Establish SOPs for consolidating three 40’ ocean
containers into two 53’ domestic trailers or railcars.



e Value-Added Services (VAS): Determine if final-mile labeling, kitting, or light
assembly can be moved to the transload point to bypass secondary

warehouses.

Phase 4: Data & Technology Integration

e EDI/API Interoperability: Ensure your TMS can communicate in real-time
with the transload facility’s Yard Management System (YMS).
e Visibility Thresholds: Establish automated "milestone alerts" (e.g., Vessel

Arrival, Drayage Pick-up, Rail Loading).
e Digital Twin Simulation: Use predictive data to simulate "what-if* scenarios

for labor and equipment needs during peak volumes.

Key 2026 Metric: The "Dwell-to-Flow" Ratio

Target: Aim for a port-to-rail transit time of < 48 hours. Anything longer converts your
transload hub back into a "capital killer" storage point.



