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01 READ THIS FIRST

READ THIS FIRST

This is not a motivational article. It is a working manual for building a real mobile fuel
delivery operation — the regulations you must satisfy, the exact equipment people actually
run, the manufacturers who make it, the numbers and thresholds that govern what you can
legally do, and the order to do it in. Where a rule matters, we cite it and link it. Where a
piece of gear matters, we name it and link it. Treat this as a reference you come back to,
not a thing you read once.

A necessary disclaimer up front: rules vary by state and locality and they change over time. Nothing
here is legal, tax, or insurance advice. Every regulation and requirement in this guide is something to
verify for your own jurisdiction with the appropriate authority or a qualified professional before you
act on it. The links are starting points to the primary sources so you can do exactly that.

The difference between a hobby and a business in this industry is almost entirely in the details most
people skip. This guide is those details.
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IS THIS BUSINESS RIGHT FORYOU?

Before the regulations and equipment, an honest gut-check. This industry rewards a
specific kind of person, and it punishes the wrong expectations. There is no shame in
deciding it isn't your fit — better to know now than after you've spent money.

And let's be honest about the other side of that ledger, because it matters: the upside here could be
enormous. This is a genuinely new category in a market nearly everyone is part of — fuel is a
constant, recurring need — and in most areas right now, no one is offering this. The operators who
establish themselves early, while the field is wide open, are the ones positioned to own their market
for years and grow into something far bigger than a single truck. The risk is real, but so is the size of
what's possible if you're willing to bet on yourself and do it right. For the right person, this isn't a small
opportunity — it could be a defining one.

This is a good fit if you are comfortable with physical, hands-on, weather-exposed work, at least in
the early days; if you can be relentlessly reliable, because reliability is the entire product; if you are
willing to learn a genuinely involved set of rules and do them right; if you can be patient through a
slow-building first stretch; and if you are drawn to owning something rather than being handed a
turnkey job. It suits people who like logistics, who take pride in showing up, and who can sell
themselves to a commercial customer.

It is probably not your fit if you want passive income with no operational involvement, if you expect to
get rich quickly on fuel markup (you won't — the margin is thin and the money is in route density and
volume), if you're unwilling to navigate licensing and safety compliance, or if you need immediate
large income rather than a business that compounds. Ask yourself these things honestly. The rest of
this guide assumes you've decided the opportunity is worth a serious look.

Reliability isn't part of this business — it is the business. Everything else is in service of showing up,
every time, exactly as promised.
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WHAT THIS BUSINESS ACTUALLYIS

Mobile fuel delivery means bringing fuel to the customer — their vehicle, their equipment,
their on-site tank — instead of the customer driving to a station. The mental image most
people have is wrong, and correcting it is the first step. This is not a giant tanker hauling
thousands of gallons to an industrial depot. The common, accessible version of this
business runs on an ordinary heavy-duty work truck or a towable trailer carrying road-legal
tanks, dispensing through a metered pump and hose into regular vehicles and machines.

The same operation can fuel a contractor’s excavators at a job site at 5 a.m., top off a delivery fleet
parked overnight, fill backup generators at a facility, and serve consumer vehicles in a neighborhood
— all from the same rig. At its core this is a service-and-logistics business: you bring the fuel, you
dispense it accurately and safely, and you build a base of customers who need it again and again.
The rest of this guide is about how to actually do that well.
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THREEWAYS IN: LEAN, RECOMMENDED,
AND THELONG GAME

The entry isn't as far off as the tanker-truck image suggests — and it helps to see it as a
ladder. Here's the bare floor to begin, the setup we'd actually recommend if you can swing
it, and where this goes if you let it grow. Pick the rung that fits where you are; you can
always climb.

B Rung 1: The lean start — prove it works

The stripped-down minimum to legally serve your first customers: one suitable heavy-duty pickup
(ideally one you already own), a road-legal diesel tank under the 119-gallon non-bulk threshold with a
transfer pump, a certified legal-for-trade meter registered with your state, an auto-shutoff nozzle,
hose, fuel filter, and the required safety gear, plus your registered business, local permits, fire-
marshal sign-off, insurance, a wholesale fuel source, and a simple way to take orders and get paid.
That's it. One person, one truck, a compliant setup. This rung is about proving your routes and your
local demand with minimal money at risk — and many operators start exactly here.

B Rung 2: The recommended setup — build to actually grow

If you can invest a bit more up front, this is the rung we'd point you toward, because it positions you to
serve real commercial volume from the start rather than quickly outgrowing your gear. Think a
dedicated truck or a multi-tank trailer (like the no-HAZMAT trailers covered in the equipment section)
that carries meaningful diesel volume — hundreds of gallons — while staying under the licensing
thresholds, with a faster pump, a quality auto-retracting hose reel, onboard DEF capability so a single
stop serves more, and clean records and billing handled properly. This setup lets you take on
overnight fleets and construction accounts — the dense, high-volume, loyal work where the real
money is — without hitting a capacity wall the moment you land a big customer. It costs more, but it's
built to scale rather than to be replaced.

B Rung 3: The long game — a business that runs without you

Here's where it can go if you build it right. You add a second truck and driver, then a third, each one
more profitable than the last because your fixed costs are already covered. You shift from driving
every route to managing an operation — hiring and training drivers who uphold your standards,
coordinating dense routes across your territory, and holding the recurring commercial accounts that
pay like clockwork. Done well, this is the stage where the business increasingly runs on systems and
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people rather than on you personally — where you can take your hands off the wheel a little, let the
routes and the recurring revenue do their work, and start thinking about the next territory. That's the
real prize in getting in early on something with this much room: not just a job you own, but a company
that can grow well beyond what one person could ever deliver alone.

Start on whatever rung you can reach today. The floor is low, the recommended setup is built to grow,
and the top of the ladder is a business that runs without you.
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WHOYOU SERVE: THECUSTOMER
LANDSCAPE

Your customers are not one group — they are several distinct markets, each with different
needs, economics, and ways of being won. Understanding them shapes which fuel you
carry, how you price, and where you focus. The great advantage of a work-truck-based
operation is that one business can serve many of these.

B Commercial fleets

Companies running multiple vehicles — delivery operations, trucking, service businesses, towing
companies. They lose real money every time a driver detours to a station, and they hate fuel-card
fraud and inconsistent fill-ups. The classic play is overnight fueling: their vehicles sit parked, you top
them all off after hours, and they wake to a full fleet having lost zero productive time. Fleets are
steady, high-volume, and loyal — often your most profitable anchor accounts.

B Construction and heavy equipment

Excavators, loaders, generators, lifts, compactors — diesel-hungry machines that almost never leave
the job site. You can't drive an excavator to a gas station, and idle equipment stalls an entire crew on
day-rate labor. Contractors will gladly pay a premium to keep diesel flowing on schedule, because the
cost of running dry dwarfs the cost of delivery. These are high-value, high-loyalty accounts — and
equipment like a multi-tank trailer with onboard DEF was practically designed for them.

B Backup generators and emergency power

Hospitals, data centers, commercial buildings, telecom sites, and facilities with backup generators
need those tanks kept full and topped off on a schedule — and need emergency fuel during outages.
This is year-round, recurring, often contract-based work that doesn't swing with construction
seasons, which makes it valuable for smoothing your revenue. During storms and outages,
emergency generator fueling becomes critical and premium-priced.

H Marine

Marinas, docks, and boats represent a distinct market with its own fire-code provisions — marine
fueling is addressed in its own chapter of NFPA 30A (the 2024 standard covers it in Chapter 15).
Boaters value the convenience enormously, and fuel delivered to a slip removes a real hassle. It
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carries specific safety and environmental considerations given the proximity to water, so it's a
market to enter deliberately and properly.

m Agriculture

Farms run diesel equipment, often far from any station, and have their own seasonal rhythms
(planting, harvest) with intense fuel needs. On-farm fuel storage and equipment fueling is a natural fit,
and off-road agricultural fuel use carries different tax treatment worth understanding. Rural operators
can build strong, loyal farm accounts.

H Consumers

Busy professionals, parents, anyone who would pay a modest premium to never get gas again. The
pool is enormous — nearly everyone has a vehicle — and in most areas nobody serves them this way.
Demand is more scattered and price-sensitive than commercial, with smaller per-stop fills, so it relies
on a clear convenience fee and tight route density to be profitable. Many operators add consumer
service once their commercial base is established, often using subscriptions for recurring fills.

B Events and specialty

Festivals, outdoor events, film production, and similar temporary operations need generators and
equipment fueled on-site for short, intense windows. It's lumpy but can be lucrative and builds
reputation. A flexible operator can take this work opportunistically.

One rig, many markets. The operators who win pick a profitable beachhead — usually commercial
diesel — then expand into adjacent customer types as they grow.
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THE SMART SEQUENCE: COMMERCIAL
FIRST, RESIDENTIAL AT SCALE

Once you understand the customer types, a strategic question follows naturally: where
does the money actually come from — and the honest answer is that it changes depending
on what stage you're in. Getting this sequence right is one of the biggest-picture decisions
you'll make, so it's worth thinking through clearly.

B Why you start with commercial

For a brand-new operator with no reputation and no marketing budget, commercial accounts are the
smart beachhead — not because they're inherently better, but because they're reachable and they
pay immediately. You can physically drive to a fleet yard or job site, find the decision-maker, and
make your case. One account often means many vehicles, recurring volume, and a dense, profitable
route from day one. Commercial work de-risks your launch: it pays the bills, builds your operational
muscle, and funds the business while everything else is still finding its feet. Nearly every operator
who has made it in this space anchored on commercial early for exactly these reasons.

B Whyresidentialis the bigger long-term prize

Here's the part that's easy to miss. The commercial fleets in your city are a finite, countable number.
Every household with a vehicle, on the other hand, is a market many times larger. The reason
residential is hard today isn't that the demand isn't there — it's that residential customers are
scattered (which works against the route density that makes you money) and more price-sensitive
(they compare you to the pump rather than to their own downtime). Those two frictions are what
make one-off residential stops tough to profit on right now.

But density isn't fixed — it's a function of how many people are doing this. The moment residential
fueling becomes a normal thing people just do, the scatter problem solves itself: twenty homes on
one street ordering is a denser, more profitable route than any single fleet, because you're barely
driving between stops. At that point the economics flip, and the picture you might be imagining —
multiple drivers, busy all day, riding real demand — becomes realistic. Residential isn't the place you
start; it's the place this gets big.

B They’re asequence, not achoice

So the answer to “where's the money?” is both, in order. Commercial is how you start and survive —
reachable, high-volume, and immediately profitable. Residential is how an operation potentially gets
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huge — but it's a scale-and-adoption play that rewards density built over time, not a one-customer-
at-a-time grind at the start. The operators who think only in terms of commercial tend to cap
themselves at a solid local business. The ones who treat commercial as base camp — banking those
accounts to fund and stabilize the operation — and then push into residential as density builds are the
ones positioned for something much larger.

It's worth being honest about what actually unlocks that residential scale, too. One independent
operator hustling door to door can't single-handedly make residential fueling a household habit. What
changes it is recognition and aggregation — customers opening one trusted source to order fuel the
way they already open one app for food, which concentrates scattered orders into dense, profitable
routes. That kind of demand aggregation is bigger than any single truck, and it's a large part of why
the long-term ceiling in this industry is so high. Worth keeping in the back of your mind as you decide
how you want to plug into it.

Commercial is your base camp — reachable, high-volume, profitable from day one. Residential is the
summit — a scale play that gets enormous once the demand concentrates. Bank the first to fund the
climb to the second.
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THE REGULATORY FRAMEWORK,IN
DETAIL

Fuel is a regulated commodity and moving it is a regulated activity. The rules come from
several layers of government at once. You do not need to become a lawyer, but you must
understand the structure, because it dictates your equipment, your licensing, and what you
can legally carry. Here is the actual framework.

B Federal hazardous materials rules (PHMSA /DOT)

The U.S. Department of Transportation, through PHMSA, regulates the transport of hazardous
materials, and fuel is one. The single most important rule for a new operator is the non-bulk
exception in 49 CFR 173.150. The full readable text is hosted at Cornell Law.

Here is what it means in practice. A container holding 119 gallons or less of diesel is considered
non-bulk, and diesel in non-bulk packaging is largely excepted from the heaviest hazmat
requirements — placarding, hazmat papers, and in many cases the need for a hazmat endorsement.
This is not a gray-area loophole; it is written into the regulation. PHMSA has confirmed how this
applies to mobile fueling directly. In Letter of Interpretation 09-0247, PHMSA describes moving non-
bulk diesel in a trailer equipped with a pump and hose — which is to say, exactly this business —
and confirms it falls under the exception.

Two more interpretations are worth knowing. Interpretation 08-0066 addresses the 119-gallon non-
bulk definition, and Interpretation 12-0080 confirms that non-bulk diesel stays exempt regardless of
the aggregate weight you're carrying — the key reason the multi-tank approach (covered below)
works. Read these; they're the basis for the popular no-CDL, no-hazmat approach many operators
choose — though it's far from the only way to run a fuel operation, and plenty of operators run
larger, fully-licensed setups instead.

Keeping each tank under 119 gallons is one popular way in — it's the path that, for diesel, often avoids
a CDL and hazmat endorsement. It's an option to consider, not the only way to run.

B The flammable vs. combustible distinction

Diesel and gasoline are not treated the same, and the difference shapes everything. Diesel is
classified as a combustible liquid — it has a relatively high flash point and does not ignite easily at
normal temperatures. Gasoline is a flammable liquid — it gives off ignitable vapor at everyday
temperatures and ignites readily. Gasoline therefore faces stricter transport thresholds, more vapor-
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control concern, and tighter fire-code constraints. This is the central reason the overwhelming
majority of new operators start with diesel: lighter regulation, more forgiving handling, and the
strongest, steadiest commercial demand. You can add gasoline later once your systems and habits
are proven.

B Commercial driverlicensing (FMCSA /CDL)

Whether you need a Commercial Driver's License depends on vehicle weight rating and what you're
hauling. The multi-tank, non-bulk diesel approach is specifically designed so that, in many cases,
neither a hazmat endorsement nor a CDL is required — because you're carrying multiple small DOT-
compliant tanks rather than one large bulk tank. Trade coverage in Equipment World documents
exactly this: bulk diesel transport without a CDL or hazmat endorsement using the multi-tank
design. Verify the weight-rating specifics for your truck and trailer combination in your state, since
GVWR thresholds matter here.

B Weights and measures — the legal-for-trade requirement

This is the rule that quietly ends businesses before they start, so read it twice. If you sell fuel by the
gallon — which is the entire business — the device measuring what you dispense generally must be
legal for trade: certified under the National Type Evaluation Program (NTEP) to the standards in
NIST Handbook 44, and registered and periodically inspected by your state or county weights-and-
measures office. The National Conference on Weights and Measures maintains the relevant program
information, and their measuring-device certification overview is a useful primer.

Here is the trap: many standard fuel-transfer meters are explicitly stamped “not for resale.” Look at
Fill-Rite's own meter lineup and you'll see models labeled exactly that. They are fine for tracking
your own fuel usage and useless for legally billing a customer by volume. They look nearly identical
to the legal-for-trade versions and cost less, which is why people buy the wrong one. Using a “not
for resale” meter to charge customers can get you shut down by an inspector. Buy the certified,
legal-for-trade meter and register it with your state before you take your first paid order.

B Fire and safety code — NFPA 30A, Chapter 14

On-site mobile fueling is governed by fire code, specifically the mobile-fueling chapter of NFPA
30A. The readable text of the mobile fueling vehicles and equipment provisions is hosted at
UpCodes, and the full 2024 standard table of contents (including Chapter 14 and the Chapter 15
marine provisions) is available from Intertek. Your local fire marshal — the "authority having
jurisdiction” — typically must approve your operation.

The hard numbers matter. A practical breakdown of the NFPA 30A mobile-fueling requirements
(summarized here) includes limits and equipment such as: a maximum aggregate fuel quantity on
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the vehicle, per-tank size limits, a maximum dispensing hose length, a required minimum distance
from storm drains, a fire extinguisher of a specified rating carried on the vehicle, a spill kit, and a
written safety plan kept on the vehicle. Bonding and grounding during transfer is required to prevent
static ignition. These are not optional niceties — they are what makes you a legitimate operator a
commercial customer will allow onto their property, and what stands between a small mistake and a
catastrophe.

E Environmental and tax registration

Two more layers. Environmentally, you are handling a regulated substance, and spill prevention and
response obligations apply — part of why pollution insurance (covered later) is essential. On taxes,
fuel is subject to motor-fuel excise taxes that differ between on-road and off-road use, and you may
have state fuel-tax registration and reporting obligations. This is genuinely specialized — a CPA who
understands fuel taxation is worth finding, because general accountants often do not know this area.

H Regulatory quick-reference

A condensed map of the rules and who governs them. Treat each as a prompt to verify locally, not a
substitute for the primary source.

AREA AUTHORITY THE KEY POINT

Hazmat transport PHMSA / DOT Diesel in containers =119 gal each is non-bulk and largely
exempt (49 CFR 173.150).

Driver licensing FMCSA / state Multi-tank non-bulk design often avoids CDL & hazmat
endorsement; verify by GVWR.

Weights & State + NIST/NCWM Billing meter must be legal-for-trade (NTEP, Handbook

measures 44) and state-registered.

Fire safety Local fire marshal / On-site fueling approved under NFPA 30A Ch.14; spill kit,
NFPA 30A extinguisher, bonding required.

Environmental EPA / state Spill prevention & response obligations; drives the need

for pollution insurance.

Fuel tax State / IRS On-road vs off-road excise differs; registration &
reporting may apply.

12



m Howtofind the exact rules foryour area

This guide keeps saying "“verify locally,” so here is exactly how to do that — because for a doer,
“check your state” is only useful if you know who to ask. Work this short list and you'll have your
specific requirements in hand:

w Call your state's Weights and Measures office (often under the Department of Agriculture). Ask
what's required to register a meter as legal-for-trade for selling fuel, and how inspection works.

v Contact your local Fire Marshal / fire department. Tell them you intend to do mobile/on-site fueling
and ask what they require under the fire code (NFPA 30A) and whether you need a permit.

+ Check your state Department of Revenue (or equivalent) for motor-fuel tax registration — ask
about seller/distributor licensing and on-road vs. off-road fuel tax.

v Verify your driving requirements with your state DMV/DOT — confirm whether your truck-and-tank
weight rating requires a CDL or any endorsement.

v Askyour city/county about a general business license and any zoning rules if you'll store fuel or
park a fuel vehicle at a property.

+ Talk to a commercial insurance agent who knows fuel (covered later) — they often know the local
requirements cold and can point you to gaps.

A practical tip: when you call these offices, simply say you're starting a small mobile fuel delivery
business and want to make sure you're fully compliant. Most are genuinely helpful when you come to
them first. Write down names and answers as you go — that record becomes your compliance
checklist.

A&
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THE EQUIPMENT —NAMED, SPECCED,
AND LINKED

Here is the real gear. The core of any rig is three things — a tank, a pump, and a meter —
plus the hose, nozzle, filtration, and safety equipment that complete it. Below are the actual
manufacturers and products operators run, with the specifications that matter and links to
the sources. Prices and specs change; confirm current details directly with the
manufacturer or dealer before buying.

B Tanks —the heart of therig

Entry point: pickup-bed transfer tanks

The cheapest way in is a bed-mounted transfer tank that sits comfortably under the 119-gallon non-
bulk threshold. A single sub-119-gallon diesel tank keeps you firmly in the simplest regulatory lane
and is enough to begin serving consumer customers and small commercial accounts while you learn
the business. Look for durable steel construction, internal baffles to stop fuel from sloshing and
destabilizing the truck, and lockable, weatherproof fittings.

Scaling up: multi-tank trailers (the no-HAZMAT strategy)

To carry real volume without crossing into bulk-and-hazmat territory, the dominant solution is the
multi-tank trailer, and the name that defines the category is Thunder Creek. Their No-HAZMAT Fuel
& Service Trailer (MTT) line is built on a specific legal insight: instead of one large tank, it uses
multiple separate 115-gallon tanks — each a standalone DOT-compliant non-bulk container — joined
by a common manifold to a single pump, isolated during transport and connected only when
dispensing.

The MTT line comes in three core capacities, and the real specs are worth knowing:

v MTT460 — 460 gallons of diesel, roughly 3,326 Ibs empty, 10,000 Ibs GVWR. Suited to smaller
crews or lighter-duty tow vehicles.

v MTT690 — 690 gallons, roughly 4,054 Ibs empty, 12,000 Ibs GVWR.

v MTT920 — the top model: eight 115-gallon tanks for 920 gallons total, roughly 4,682 Ibs empty,
14,000 Ibs GVWR, around 18 ft long.

Real-world MTT920 builds commonly include a 40 GPM gas-powered pump, a 50-ft auto-retracting
hose reel with an auto-trip nozzle, a 10-micron fuel filter, 7-gauge steel tanks with sloped bottoms,
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lockable weather-sealed doors, an onboard fire extinguisher, and an optional integrated DEF system
(a 100-gallon ISO 22241-compliant poly tank with its own pump and reel). The same multi-fluid
philosophy extends to their Multi-Tank Qil Trailer (MTO), which can handle up to ten fluids — diesel,
DEF, oil, coolant, grease — for operators who want to service equipment, not just fuel it.

Why this matters for your business: the multi-tank design is the single most important equipment
insight in the industry, because it lets you carry up to 920 gallons of diesel while, in many cases,
avoiding both a hazmat endorsement and a CDL — which also widens the pool of people who can
legally drive your rig when you hire. The used market exists too; trade listings regularly show recent
MTT920 units, so you have new and used paths.

B Pumps —the workhorse

The default name in transfer pumps is Fill-Rite, alongside GPI. For a mobile setup, a 12-volt DC pump
that runs off your truck or trailer battery is the common starting point because it needs no external
power — it works in a driveway, a parking lot, or the middle of a job site. A representative unit is the
Fill-Rite 12V DC 15 GPM transfer pump, rated for gasoline, diesel, E15, B20, and kerosene. Flow rate
matters more than people expect: a faster pump means less time per stop, which means more stops
per route — and route density, not fuel markup, is where this business makes money. Match the
pump to your tank and typical fill size rather than over-buying.

B Meters — where the legal-for-trade rule lives

Covered in the regulatory section, but it bears repeating in equipment terms: the meter you use to
bill customers must be the certified legal-for-trade kind, registered with your state. Standard
transfer meters from Fill-Rite include models explicitly marked not for resale. Do not bill customers
with one. This is the most common and most expensive equipment mistake in the entire build.

B Hose, nozzle, filtration, and safety gear

Rounding out a working rig: a quality dispensing hose and an automatic-shutoff nozzle (effectively
required by fire code, and the thing that prevents overfill spills); a fuel filter or water separator to keep
contaminants out of your customers' tanks (the fastest way to lose a customer is to put dirty fuel in
their equipment); and the non-negotiable safety package — a properly rated fire extinguisher, a spill
kit with absorbents and containment, and bonding/grounding equipment for transfers. Petroleum-
equipment distributors such as JME (John M. Ellsworth) carry pumps, meters, nozzles, hoses, and
spill-response products under one roof, and both Thunder Creek and Fill-Rite publish dealer networks
so you can find someone local who knows the gear and can spec it for your fuel type.

A tank, a pump, a certified meter, and the safety package. Everything else is refinement — but the
certified meter is the one beginners get wrong.
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B Diesel vs. gasoline at a glance

Since the fuel you choose shapes regulation, equipment, demand, and risk, here is the honest
comparison that pushes most new operators toward diesel first.

FACTOR DIESEL GASOLINE

Classification Combustible (higher flash point) Flammable (ignitable vapor at
normal temps)

Regulation Lighter; non-bulk exception applies Stricter thresholds & vapor controls
cleanly

Core demand Fleets, construction, generators, Consumer cars + some fleet
marine, farm

Handling risk More forgiving while you learn Small margin for error

Multi-tank no-HAZMAT Yes — a common approach Much harder to replicate

path

Best as Your starting fuel An add-on once systems are

proven

B How to actually buy your setup

Naming the gear is one thing; buying it is another. Here's how operators actually source a rig. You
don't have to assemble it piece by piece from a dozen vendors — petroleum-equipment distributors
and tank-and-pump retailers sell complete packages (tank, pump, hose, nozzle) designed to drop into
a truck bed, and a good dealer will help you spec it for your fuel and volume. For a starter bed-tank
setup, expect a tank-and-pump package in the rough range of a thousand to a few thousand dollars;
a purpose-built multi-tank trailer is a much larger investment (often well into five figures, new), with a
real used market that brings the entry cost down. Prices and models change constantly — confirm
current pricing directly with the dealer.

Getting the all-important meter right

Because the legal-for-trade meter is the piece beginners get wrong, handle it deliberately. When
buying, tell the supplier explicitly that you intend to sell fuel by the gallon and need a meter that is
legal-for-trade / NTEP-certified to NIST Handbook 44 — not a standard "“not for resale" transfer
meter. Then contact your state Weights and Measures office (see the steps above) to register it and
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schedule the inspection that makes it legal to use for billing. Do this before your first paid delivery. It's
a small step that separates a real business from one an inspector can shut down.

New vs. used, and starting right-sized

Used equipment is a legitimate way to lower your entry cost, especially for trailers — just confirm
tanks are sound and any meter is certifiable. Whatever you buy, resist over-buying: a modest,
correctly-specced, fully-legal rig that matches your real starting customers beats an oversized one
draining cash while it sits half-full. You can always scale capacity once your routes are full.
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A tank, a pump, a certified meter, and the safety
package. Everything else is refinement — but the
certified meter is the one beginners get wrong.

THE ANATOMY OF A RIG
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TRUCK-MOUNTED VS. TRAILER:
CHOOSINGYOURPLATFORM

You will run your system either mounted on a truck (bed tanks or a purpose-built service-
truck upfit) or towed behind a vehicle on a trailer. Both work; the right choice depends on
your budget, capacity needs, and the sites you serve.

« Trailer: the more accessible entry point if you already own a capable pickup, since it adds serious
capacity (up to 920 gallons via the MTT line) without buying a second vehicle, and you can unhitch
and reuse the tow vehicle. The trade-off is maneuverability — trailers are harder to position on
tight, crowded job sites.

w Truck-mounted: an integrated unit that's easier to drive and position in tight spaces, with no
hitching or backing a trailer. The trade-off is cost and dedication — you're committing a vehicle
entirely to fueling.

Both live under identical regulations — the per-container non-bulk thresholds and the NFPA 30A fire
requirements apply the same way whether the tank rides on a truck or a trailer. Match the platform to
where you'll actually work: nimble truck setups for tight residential and urban sites, larger trailers for
high-volume accessible yards. A common, low-risk path is to start lean — bed tanks or a modest
trailer — and scale into dedicated equipment once your routes are full.
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WHEREYOUGET THEFUELYOU SELL

Here's a fundamental piece many overlook until they're ready to operate: where does the
fuel you resell actually come from? You don't fill up at a retail pump and resell it — that
destroys your margin and isn't how it works. You buy wholesale.

You'll set up an account with a fuel supplier — a wholesale distributor, jobber, or fuel terminal in your
area — and buy at wholesale/rack pricing, then either fill your tanks at their location or arrange bulk
delivery to a base tank you keep. Buying in volume on a consistent schedule gets you better pricing
and protects you against retail price swings, which is exactly what makes the per-gallon economics
work. As you grow, locking in a regular supply relationship helps you stabilize your costs.

To find suppliers, search for fuel distributors, petroleum jobbers, or wholesale fuel suppliers in your
region, and ask other local operators or your equipment dealer who they use. When you set up the
account, be clear that you're a mobile fuel reseller so they handle the tax treatment correctly —
wholesale purchases for resale are taxed differently than end-use fuel, which ties directly into the
fuel-tax registration steps covered earlier. Your supplier and your accountant together will keep this

clean.

You buy wholesale and sell with a convenience margin — not retail fuel resold. Your supplier
relationship is as important as your truck.

20



11 FRANCHISE, TURNKEY, OR INDEPENDENT?

FRANCHISE, TURNKEY, OR
INDEPENDENT?

As you research this industry you'll quickly run into a fork: build your own independent
operation, or buy into one of the emerging mobile-fuel franchises. Both are real paths, and
it's worth understanding the honest trade-offs before you spend — because they look very
different on cost and control.

B The franchise/turnkey route

Several brands now franchise mobile fuel delivery, offering a turnkey package: a fully-equipped truck,
an app and back-end platform, training, brand, and a protected territory. The appeal is obvious —
they hand you a proven system and you skip much of the trial-and-error. The trade-off is cost and
independence. To put a real number on it, one of the better-known mobile-fuel franchises lists a total
startup investment in the range of roughly $93,000 to $132,000, including a franchise fee around
$60,000 — and that's before the ongoing royalties franchises typically charge on your revenue.
You're also operating under their brand and their rules, not your own.

B Theindependentroute

Building independently means you do the homework this guide lays out — entity, licensing,
equipment, insurance, fuel supply, customers — yourself. It's more legwork up front, but it costs a
fraction of a franchise buy-in, you keep all your revenue with no royalties, and you own your brand
and your decisions outright. In an industry this young, with so few established names and so much
open territory, plenty of operators reasonably decide they'd rather invest that $60,000+ franchise fee
into their own equipment and growth than hand it to someone else — especially when the “moat” a
franchise sells (knowing the regulations and operations) is exactly what a good guide and the right
tools can give you on your own.

There's no universally right answer — a franchise can be worth it for someone who wants maximum
hand-holding and a ready-made brand, while going independent rewards those willing to learn the
business and keep their independence and their margins. The questions worth asking yourself: how
much do you value owning your own brand versus borrowing one, would you rather keep your
revenue or share it, and is the trial-and-error a franchise removes worth tens of thousands of dollars
and a permanent cut of your sales to you? Weigh it honestly against your own goals — it's your call.
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A franchise hands you a system for a fee and a cut of your revenue forever. Independent costs more
legwork but keeps your brand, your decisions, and every dollar you earn. Both are valid —it's a
question of what you value.
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THE BUILD SEQUENCE,STEPBYSTEP

v Choose your fuel and focus. Diesel-first targeting commercial accounts (fleets, construction,
generators) is the standard lower-friction path. Add gasoline and consumer service later if your
market wants it.

Form the business and get legitimate. Register an entity, get your federal EIN from the IRS
(it's free), and open a dedicated business bank account. Modest, mostly one-time, and
the foundation everything sits on. This shouldn't cost you an arm and a leg.

v Work the regulatory checklist. Confirm your PHMSA/non-bulk standing, your CDL/hazmat status
for your rig, fire-marshal approval under NFPA 30A, state fuel-tax registration, and — critically —
register your legal-for-trade meter with weights and measures.

w Buy equipment sized to reality. A road-legal tank, a certified meter, a reliable pump, proper hose
and auto-shutoff nozzle, filtration, and the full safety package. Match it to your real starting
customers, not the biggest rig you can picture.

« Arrange proper insurance. Commercial auto, general liability, and especially pollution/
environmental coverage, through an agent who understands fuel. Build it into your startup budget
from day one.

+v Solve the technology and ordering layer. Decide deliberately how customers find you, order, and
pay, and how you schedule, route, track, record, and invoice. This decision shapes how smoothly
you can grow — more on it below.

+ Win a few accounts and over-deliver. Drive your territory, identify fleets and job sites, reach out
directly leading with the problem you solve, and serve your first accounts flawlessly. Referrals
compound from there.

23


https://www.irs.gov/businesses/small-businesses-self-employed/apply-for-an-employer-identification-number-ein-online

13 WHAT IT COSTS TO START

WHATITCOSTS TO START

Real numbers vary widely by region, how you buy, and what you already own, so treat

these as planning categories rather than quotes — and get real figures before you commit.

The point is to budget the whole picture, including the unglamorous mandatory items

operators forget.

<

¢ <€ < K

v

One-time startup costs

The rig: tank(s), certified legal-for-trade meter, pump, hose, auto-shutoff nozzle, filtration. A
modest sub-119-gallon bed setup is the affordable entry; a multi-tank trailer is a larger investment.
(Used multi-tank trailers exist as a middle path.)

The vehicle: a major cost if you don’t already own a suitable truck; a head start if you do.

Business formation: entity registration, EIN (free), business bank account — modest and mostly
one-time.

Permits, licensing, and meter certification/registration — varies by location.

Initial safety & spill gear: extinguisher, spill kit, bonding/grounding equipment.

Recurring monthly costs

Insurance (commercial auto, general liability, pollution — covered below).
Any vehicle or equipment financing payments.

Fuel for your own truck, plus maintenance and repairs.

The wholesale fuel you resell — a real working-capital item, since you typically pay for fuel before
customers pay you.

Your technology/platform costs for taking orders and getting paid.

The single clarifying number to derive from all this is your monthly break-even expressed in

customers: how many regular accounts you need to cover fixed costs and turn a profit. That turns a

vague “can this work?" into a concrete target.

Most operators who struggle financially under-budgeted the boring mandatory costs — insurance,

permits, certification — not the truck and tank everyone remembers to plan for.
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14 WHAT YOU CAN REALISTICALLY MAKE

WHAT YOU CAN REALISTICALLY MAKE

Numbers vary enormously by market, costs, and how you run — so treat this as an
illustration of the math, not a promise, and build your own version with real local figures.
The point is to show how the pieces fit, because the economics aren't obvious at first.

Picture a single operator running scheduled routes. Say they complete a realistic number of stops in a
day, averaging a certain number of gallons per stop, earning a margin on the fuel plus a delivery fee
per stop. Multiply that across a working week and you have your gross revenue. From it, subtract your
real costs: the wholesale fuel, the fuel your own truck burns, insurance, any equipment or vehicle
payments, maintenance, and your platform/ordering costs. What's left is your profit — and it's capped
by how many stops one person can do in a day.

Two levers move that number more than anything else. First, route density: because your cost to
reach a stop is largely fixed, serving five clustered customers on one loop is dramatically more
profitable than five scattered ones at the same price. Second, recurring volume: a base of repeat
commercial accounts (fleets topped off overnight, construction sites fueled each morning) turns
sporadic income into predictable monthly revenue. The most useful number to calculate for yourself
is your monthly break-even in customers — how many regular accounts cover your fixed costs —
because everything past that point is profit.

Then model a second truck and driver. Revenue roughly doubles, but your core overhead doesn't,
because your fixed costs are already covered — which is why the second unit is often more profitable
per dollar than the first. That's the real engine of growth in this business, and it's why operators who
nail density and reliability with one truck can scale into something substantial.

Run your own numbers honestly: stops per day, gallons and margin per stop, minus every real cost.
The clarifying figure is how many regular accounts put you past break-even.
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HOW THE ECONOMICS ACTUALLYWORK

One truth reshapes everything: the margin on the fuel itself is thin. You do not get rich
marking up gallons. The expensive part of a delivery is the drive, the time, and the fuel
your own truck burns getting there — costs that are largely fixed per stop whether you
pump five gallons or fifty. Therefore the real driver of profit is route density: how many
customers you serve per trip within a tight area.

Five clustered customers on one efficient route is dramatically more profitable than five scattered
stops at the same price, because you spread those fixed costs across far more revenue. This is why
the strongest operators run a scheduled, time-window model — letting orders cluster in an area and
running tight loops — and why recurring commercial accounts and overnight fleet fueling (many
vehicles parked together, filled on one visit) are the most profitable work there is. Add complementary
services like DEF alongside diesel to raise revenue per visit without adding a trip. Grow deep before
wide: saturate one dense zone before expanding to the next.

The other half of the equation is recurring revenue. Fuel is not a one-time purchase — customers
reorder on a rhythm, so a base of repeat commercial accounts is predictable monthly income, not a
constant hunt for one-off sales. Build your numbers honestly around what one driver can do in an
eight-hour day, then model the second driver — where revenue roughly doubles but core overhead
does not, which is the real engine of scaling.
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Density and discipline beat hustle and sprawl
every time.

ROUTE DENSITY IS THE BUSINESS
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INSURANCE—WHATACTUALLY
PROTECTSYOU

You operate a vehicle loaded with flammable or combustible product and dispense it on
other people's property. A standard business or personal auto policy almost certainly
excludes this, and assuming otherwise is among the most dangerous mistakes you can
make — an excluded claim can be denied entirely, leaving you personally exposed. You
need commercial coverage written by someone who understands exactly what you do. The
core coverages to discuss with a specialized agent:

v Commercial auto liability — bodily injury and property damage from operating your vehicle and
cargo.

v General liability — third-party injury and property damage from your operations generally.

Pollution / environmental liability — the one operators forget and the one that can be most
devastating: it covers spills, leaks, and contamination, including cleanup costs that can reach
figures that end a business instantly. Given you handle fuel all day, this is frequently the most
important coverage you carry, and a general policy usually won't include it.

+ Cargo coverage — the value of the fuel you're carrying.

v Care, custody & control / garage-keepers — because you work on and around customers’ vehicles
and equipment.

v Workers' compensation — typically required once you have employees.

Proof of insurance is also woven into the rest of your compliance: permits often require it, and
commercial customers frequently demand a certificate (sometimes naming them as additional
insured) before letting you operate on their property. Match your coverage to your real fuels,
customers, and scale; read the exclusions closely; and build the premium into your startup budget as
a recurring line item, not a surprise. Verify requirements for your area with a licensed professional.
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MARKETING AND WINNING CUSTOMERS

You can have a perfect rig and every permit in order, but the business doesn't exist until
someone is paying you. This is the part that intimidates people most — and the reassuring
truth is that in this industry, getting customers is done in straightforward, local, repeatable
ways. Because you're offering something genuinely new that nobody else nearby offers,
there's far more openness than you'd expect.

m Start with commercial —it’s findable

Your best early customers are commercial operations, and the huge advantage is that they're findable
in a way consumers aren’t. You don't wait to be discovered — you go get them. Drive your territory
and the prospects announce themselves: equipment yards, contractor lots, active job sites with
signage, delivery hubs, towing yards, marinas. Build a real list with names where you can get them. A
single fleet or construction account can be worth dozens of one-off consumer customers, because
the volume is higher, the orders recur, and the relationship is sticky once you've proven yourself.

B Lead with the problem, not the mechanics

When you approach a fleet manager, site superintendent, or business owner, don't open with “I
deliver fuel.” Open with their pain: the productive hours their people lose detouring to stations, the
fuel-card hassle and fraud, the inconsistency, the equipment sitting idle waiting on a fill. Frame your
service as buying back their time and removing a headache they deal with constantly. A
superintendent doesn't care how your pump works; they care that their machines are full when the
crew arrives. Speak to that and you're speaking their language.

B Make the concept click fast

A unique challenge here: most people's mental picture of “fuel delivery” is a giant tanker serving
industrial depots. Part of your job is collapsing that confusion instantly. The comparison that works is
everyday delivery — the way restaurants operate inside the apps people already use, you bring the
fuel to their vehicles. Once people grasp the model, the natural reaction is curiosity, because it's a
genuinely useful idea they haven't seen. That novelty is an asset — lean into it rather than over-
explaining.
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m Befindable online — and use local digital

Plenty of demand starts with a search, so a clean, simple online presence matters: clearly show what
you do, where you serve, and how to get started, so anyone who hears about you or searches for on-
site fueling can find and reach you. Local visibility — showing up when someone nearby looks —
matters far more than a flashy brand or big ad budget at this stage. And don’t underestimate how
accessible local marketing is now: a few well-made posts on local social channels can put your new,
novel service in front of exactly the people most likely to try it. Because what you offer is new and a
little exciting, it tends to travel well locally in a way a boring established service never would.

H Referrals are your compounding engine

This business runs heavily on trust and reputation, which cuts strongly in your favor once you're
reliable. A contractor thrilled with your dependability mentions you to other contractors, because in
tight-knit commercial communities a reliable fuel supplier is genuinely worth talking about. Word
travels fast among people who share the same problem. Treat your earliest customers as the
foundation of your marketing, not just transactions: deliver flawlessly, then simply ask happy
customers to refer you. A couple of delighted accounts mentioning you around a supply yard can
generate more business than any advertising you could buy, and it costs nothing but doing great
work.

B Handle the “is this even legit?” reaction

Because the service is new, you'll occasionally hit skepticism — a version of “wait, is this allowed?"
It's the same reaction every convenience service got early on, right before people tried it and never
looked back. Handle it with quiet confidence and proof: be ready to briefly explain that you're
licensed, insured, properly equipped, and following the relevant fuel-handling and fire-safety rules —
that you're a real business, not someone improvising. Then let a flawless first delivery do the
convincing. Skepticism is almost always cured by one perfect experience.

Your first handful of customers, served flawlessly, are worth more than any ad budget. In a trust
business, a few people who rave about you outperform many who merely tolerate you.
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PRICING: WHAT YOU’RE REALLY
SELLING

Pricing is where many new operators quietly struggle. Charge too little and you work for
free once you account for your real costs; charge too much and customers wonder why
they don't just go to a station. The key is understanding what you're actually selling: not
gallons, but time, convenience, and reliability — the hassle the customer never has to deal
with because you handled it.

m Start with yourtrue cost per stop

You can't price sensibly until you know what a delivery actually costs you, and this is where most
underpricing comes from — people count the wholesale fuel and forget everything else. Your real
cost per stop includes the fuel, the fuel your truck burns getting there, your time, a share of
insurance, equipment wear, your platform/software costs, and a portion of fixed overhead. Add it up
and the true cost of serving a stop is meaningfully more than the fuel alone. Do this math before you
set a single price — it tells you what you genuinely need to charge to break even, let alone profit.

B The common structure: fuel plus a delivery margin

The most typical and transparent model is to charge for the fuel — often at or near a fair market rate
— plus a delivery fee or margin that covers your costs and profit. The convenience premium is the
heart of the business: customers pay for not having to stop, and commercial accounts pay for the
productive time saved. Be clear about it; customers dislike feeling nickel-and-dimed, and transparent
pricing builds the trust that drives repeat business.

So what are the actual numbers? Here's a real ballpark to anchor on — not a guarantee, and you'll set
your own based on your costs and market, but this is the range the industry generally lives in. For
smaller and one-off customers, a convenience markup of roughly $0.10 to $0.40 per gallon over your
wholesale cost is typical, with high-volume contract accounts negotiated tighter than that. Many
operators instead (or also) charge a flat delivery fee per stop, commonly in the $3 to $9 range, and
often add a small-order fee — sometimes around $1 per gallon — below a minimum volume to make
small stops worth the trip. Emergency, after-hours, or remote deliveries command a premium on top,
frequently a $50 to $150 surcharge. Whatever blend you choose, the goal is simple: cover your true
cost per stop and leave a healthy margin, while staying a clear, easy yes for the customer.
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B Three ways to structure it

MODEL BEST FOR WHY
Per-gallon markup Larger fills, commercial Scales naturally with volume
accounts
Flat per-stop fee Smaller / consumer fills Protects you on small stops where a tiny markup

won't cover showing up

Subscription/ Recurring consumer & Predictable recurring revenue, locks in regular
membership small-fleet business

Many operators blend these — a modest per-gallon rate plus a delivery fee, or subscriptions for
regulars and per-stop pricing for occasional customers. The right mix depends on your customer
base and how you run routes.

B Commercial vs. consumer pricing

Fleets and commercial accounts often support volume-based pricing because their stops are large
and efficient — and crucially, they compare you not to the gas station but to the cost of their own
downtime, a far more favorable comparison for you. Consumers, with smaller single-vehicle fills,
usually need a clearer convenience fee to make the economics work, and they're more likely to
compare you to the price on the station sign. That's fine — the convenience is genuinely worth a
premium to busy people — but it means being clear and confident about the value rather than
apologetic about the fee.

B Price for density, and lockitin

Because your costs are largely fixed per stop, profitability is driven less by per-gallon price and more
by how many customers you serve per trip. A price that looks thin on one isolated stop becomes
genuinely profitable once that stop is one of five on an efficient loop — so think about pricing and
routing together. Whatever structure you choose, give customers a clear, locked price at the time of
order with no surprise fees later. Transparent, predictable pricing beats nickel-and-diming every time,
and it's part of the experience that keeps customers.

Don't forget fuel taxes in your math — on-road and off-road use are taxed differently, and depending
on your setup you may collect and remit certain fuel taxes or document tax-exempt sales. Build that
into your pricing rather than discovering it later, and have a qualified accountant confirm your
specifics.
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THE EXPERIENCE THAT KEEPS
CUSTOMERS

Winning a customer is half the battle; keeping them is where a real business is built,
because recurring revenue is the whole engine. Retention in this industry comes down to a
few things you control completely.

« Reliability above all. Show up when you said, every time. One missed morning that idles a crew can
undo months of trust — and customers blame your business, not circumstances. Protect your
reliability like it's the asset it is.

w Clean, accurate records. Commercial customers need to know exactly how much fuel went where
and what it cost, for their accounting and tax treatment. Precise, documented, certified-metered
gallons are part of what you're selling.

« Professional communication. Clear ETAs, proactive updates if something changes, easy ordering,
painless billing. The ordering-and-billing experience is part of the product, not an afterthought.

v Safety and professionalism on site. Commercial customers notice which vendors take safety
seriously — it directly affects whether they keep letting you onto their property and whether they
recommend you.

« Deepen the relationship. Add the things they also need — DEF alongside diesel, additional services
— so you become harder to replace and worth more per visit.

Do these consistently and customers have every reason to stay for years, and to tell others. The
compounding of retention plus referrals is what turns a promising start into a durable company.
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RUNNING THE OPERATION DAY TO DAY

Once customers are coming in, the business becomes a logistics operation. The operators
who thrive treat routing and scheduling as the real craft, because that's where profitability
is won or lost.

B The time-window model

Rather than racing to every order the instant it lands, the strongest operators run on scheduled time
windows. You let orders cluster in an area and tell customers you'll be in their vicinity within a window
— then run a tight, efficient loop. You set a realistic time limit per route based on how many stops a
driver can actually complete in a shift, and build the day around dense loops. This keeps you fuel-
efficient, keeps your driver from being stretched, and forces the clustering that makes routes
profitable. Reacting to scattered orders all day destroys density and your margin with it.

H Route density is the whole game

Five clustered stops on one route is dramatically more profitable than five scattered stops at the same
price, because your fixed costs — driving, time, your truck’s fuel — spread across far more revenue.
Overnight fleet fueling is the densest scenario there is: many vehicles in one lot, filled on a single trip.
Build your customer base and your schedule around concentration, not sprawl. Grow deep before
wide — saturate one zone before pushing into the next.

B Records and getting paid

Dense, scheduled routes make the back office cleaner too: predictable routes mean predictable
invoicing and organized metered records, instead of chaos scattered across one-off jobs all over
town. The administrative side — chasing payments, reconciling records, tracking who got what — is
where a lot of operators quietly lose time and money, so the systems you use to manage it matter as
much as the truck.
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COMPLEMENTARY SERVICES AND
UPSELLS

Some of the most efficient growth available doesn't require more trucks — it comes from
raising the value of stops you already make. Each additional thing a customer relies on you
for deepens the relationship and makes them harder to lose.

DEF (diesel exhaust fluid) — modern diesel equipment needs DEF alongside fuel to run its emissions
systems. Carrying it means a single stop covers both, raising revenue per visit. Multi-fluid rigs like
the Thunder Creek multi-tank oil trailer are built to handle DEF, oil, coolant, and grease together —
turning fueling into full equipment service.

v On-site fluids and service — oil, hydraulic fluid, coolant, grease for equipment fleets that would
otherwise stop work to handle them.

w Tank monitoring and scheduled top-offs — for generators and on-site storage, selling a managed
service rather than just delivery.

v Emergency and after-hours fueling — premium-priced service during outages, storms, and urgent
heeds.

Periodically ask what else your existing customers need that you could provide on routes you're
already running. It's often the highest-return question in the business.

55


https://thundercreek.com/equipment/preventative-maintenance/multi-tank-oil-trailer

22 BRANDING YOUR OPERATION AND LOOKING LEGITIMATE

BRANDINGYOUR OPERATION AND
LOOKING LEGITIMATE

In a trust-based business where you're asking customers to let you onto their property
around their vehicles and equipment, looking like a real, professional operation is worth
real money. You don't need a huge budget — you need to look credible and consistent.

wv Aclean, professional truck. A well-kept, clearly-marked vehicle signals competence and safety.
Customers form an impression the moment you pull up.

wv A simple, memorable name and consistent identity across your truck, your online presence, and
how you communicate. Consistency reads as legitimacy.

« Professional presentation in person — how your drivers look, communicate, and conduct
themselves on site. This is part of the brand whether you intend it or not.

« Visible safety practices — spill kit, extinguisher, careful procedure. Commercial customers notice,
and it's often the difference in whether they keep you.

If you operate inside a platform, you keep your own brand and storefront — your logo, your identity —
while gaining a polished, trackable customer experience that makes even a brand-new operator look
established. That credibility-from-day-one matters enormously when you're first earning trust.
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HIRING AND TRAINING DRIVERS

At some point orders outpace what one person can do — a good problem, and the point
where many operators either break through or burn out. Adding a driver isn't simple
multiplication; it changes the nature of the business, because you're now handing your
hard-won reputation to someone else.

A driver who shows up late, fuels the wrong vehicle, is careless on a job site, or treats a customer
poorly can undo months of trust in a single delivery — and customers blame your business, not “the
driver.” So hiring is really about extending your standards. That means genuine training on safe
fueling and your proof-of-delivery process, clear standards for professionalism and communication,
and a way to verify deliveries are done right when you're not watching. Drivers also need proper
licensing and certifications — this isn't gig work where anyone can start tomorrow, which is exactly
why the multi-tank, non-bulk approach (which often avoids a CDL requirement) widens your hiring
pool.

Hire slowly and deliberately. The operators who rush it pay for it in lost customers. Done right, a
second driver is more profitable per dollar of overhead than your first, because your fixed costs are
already covered — that's the real engine of scaling.
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SEASONALITYAND COLDWEATHER

Two seasonal realities to plan around. First, some markets ebb and flow — construction in
particular slows in deep winter in many regions, and a job site that's a steady account for
six months can wrap up and vanish. This isn't a reason to avoid those markets; it's a reason
to diversify around them, pairing construction with year-round demand like generators and
fleets so the swings smooth out across your whole book.

Second, diesel itself behaves differently in the cold. As temperatures drop, the wax naturally in diesel
begins to crystallize — gelling — which can clog filters and fuel lines and leave equipment unable to
start. The industry handles this with winter-blend diesel and anti-gel additives, and a diesel operator
in a cold climate needs to understand and account for it. Helping a customer avoid a gelling problem
is exactly the kind of expertise that builds loyalty. It's manageable, but it's real work that comes with
the territory.
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25 BUILDING A REAL SAFETY CULTURE

BUILDING A REAL SAFETYCULTURE

Safety isn't a box you check once — it's a daily practice, and in this business it's also a
competitive advantage. The fundamentals from NFPA 30A’'s mobile-fueling chapter exist
because the risks are real: bonding and grounding during every transfer to prevent a
static spark, spill containment kept on the truck and actually used, a properly rated fire
extinguisher within reach, awareness of where vapor and any spill could travel, and a
written safety plan on the vehicle.

Beyond compliance, a visible safety culture is what makes commercial customers comfortable letting
you operate around their people and equipment, and it's what keeps a routine fueling stop from
becoming a fire or an environmental incident on someone else’s property — the fastest way to lose an
account and invite serious liability. On active job sites especially, where you're working around
moving equipment and other trades, careful procedure isn't optional. Treat safety as part of the
product and it protects your customers, your business, and your reputation all at once.
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COMMON MISTAKES THAT SINKNEW
OPERATORS

Learning these in advance is some of the cheapest insurance available. The most frequent
ways new operators get into trouble:

wv Using the wrong meter — billing customers with a meter that isn't legal-for-trade. The single most
common and most expensive compliance mistake.

v Under-budgeting the boring mandatory costs — insurance, permits, certification — and only
planning for the truck and tank. Those overlooked items are exactly the ones you can't skip.

+v Over-buying equipment before demand exists — financing a big rig that sits half-empty while
payments come due.

v Underpricing — counting only the fuel cost and forgetting the true cost per stop, then working
hard for thin or negative margins.

v Chasing scattered customers — spreading thin across a wide area and destroying the route
density that makes the business profitable. Grow deep before wide.

wv Skimping on safety — cutting corners that risk a spill or fire that can end the business and your
reputation at once.

v Rushing hiring — putting an undertrained driver in front of customers and damaging the reputation
you built.

w Treating the technology and ordering layer as an afterthought — then drowning in admin or sinking
months and money into the wrong solution as you grow.

Almost every failure in this industry traces back to one of two things: skipping a detail that mattered,
or mistaking motion for profit. Density and discipline beat hustle and sprawl every time.
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SCALING FROMONETRUCKTOAFLEET

If you do things right, growth comes — and scaling is a genuine transition, not just a bigger
version of day one. A single driver can work about eight hours and has a hard ceiling on
stops, gallons, and revenue no matter how efficient they get. Getting past it means adding
capacity deliberately.

The leap to a second driver and truck is the most important and most underestimated step. Your
revenue potential roughly doubles, but your costs don't — you add a truck, a driver's pay, and more
insurance and fuel, while your core overhead and your own time spread across more volume. Done
right, the economics are powerful. Done carelessly — without dense routes and tight coordination —
a second driver can eat your margin without adding much profit. The difference is almost always in
your systems.

This is where the operational backbone makes or breaks you. What runs fine in your head and on
your phone as a solo operator — orders, routes, records, billing — collapses with a fleet, where you're
coordinating several drivers and dozens of recurring accounts at once. How you handle that
determines whether growth feels smooth or like drowning. Grow deep before wide, raise the value of
existing stops, and add capacity on top of density rather than sprawl, where it compounds in your
favor.
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THE TECHNOLOGYDECISION—AND
WHERE FUEL TAXIFITS

Every operator eventually hits the same wall: you need customers to find you, order, and
pay, and you need to manage scheduling, routing, dispatch, records, and billing. A
notebook and a phone work for one person; they collapse the moment you add a driver
and more accounts. You have three real options.

Stitch together generic tools — a scheduling app, a payment processor, a maps tool, a spreadsheet.
Cheap, but disconnected and unmanageable as you grow.

Build custom software — powerful in theory, but a long, costly, risky undertaking: many months of
build time, a price that tends to climb well past the original quote as problems surface mid-build,
and the burden of getting every operational and liability detail right yourself. Ready-made options
are frequently dated, barely customizable, and often built by teams with no real grasp of U.S. fuel
delivery, because the industry is so new.

Operate inside a platform built for this business — plug into infrastructure designed for mobile fuel
delivery, keep your own brand, pricing, and customers, and let the platform carry the technology.
This is the direction the industry is heading, the same way independent restaurants operate inside
the delivery apps everyone uses.

Fuel Taxi is built to be that third option. You get your own storefront inside the platform — your logo,
your pricing, your customers — while the customer-facing ordering, live tracking, scheduling and
dispatch support, clean record-keeping, and built-in secure payments come with it. You skip the
build entirely and focus on running great routes. Learn more at fueltaxi.com.

If you do look at a platform, here's the honest picture of Fuel Taxi specifically, so you can judge it for
yourself. It's new, and as a young platform it's still proving itself — no point pretending otherwise. But
it's built by people who understand this industry through real, hands-on experience, not a distant
boardroom answering to a room of investors. That means little overhead and no pressure to squeeze
the operators on it to satisfy shareholders — it's built to grow alongside the operators on it, not at their
expense. The structure reflects that: it costs the operator nothing to get started, the small platform fee
is built into the economics the way it is on every established delivery platform (and is capped so it
never becomes a burden on a large order), and because the platform only does well when its
operators do, helping you succeed is the only way it succeeds. As you grow, it grows. Whether that's
the right fit for you is yours to weigh — we just want you to have the real picture.
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There is also a longer game. It is reasonable to expect this industry consolidates over time around one
or two platforms customers recognize and trust — the way everyone eventually knew the major
delivery apps by name. Being established inside one early, while the category is still forming and
there is no household name yet, is the kind of timing that tends to look very smart in hindsight.

B Questions worth asking yourself

The decision is ultimately yours, and your situation should drive it — but a few honest questions tend
to make the smart path clear. Sit with these before you spend a dollar:

+ Isyour goal to become a software company, or to deliver fuel? Every hour and dollar spent building
and maintaining technology is one not spent winning accounts and running routes.

v When you don't yet have customers or routes to prove anything, does it make sense to commit
many months and potentially tens of thousands of dollars to building something from scratch — or
to start serving customers now on infrastructure that already exists?

v Would you rather pay to build and own a custom system, or keep your independence and your
capital and put it toward the truck and equipment that actually generate revenue?

+ How will you handle ordering, dispatch, records, and billing the day you add a second driver — and
is the path you're considering something that grows with you, or something you'll outgrow and
have to replace?

+ [faplatform costs you nothing to start and only earns when you earn, how does that change the
math versus paying a vendor a flat fee whether you succeed or not?

Weigh those honestly against your own goals and resources. For most operators just starting out —
especially a one or two-person team — the answer points the same direction: keep your capital and
your focus on the fuel and the customers, and let infrastructure built for this carry the technology. But
it's your call, and a good operator makes it deliberately.
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HOW A PLATFORM ANSWERS THEHARD
PARTS

The technology trap — removed. No custom build, no patchwork of tools, no six-figure
software detour. Ordering, tracking, dispatch, records, and payments come built for the
business.

The capital barrier — lowered. With no software to build and nothing to pay to join, one of the
largest and riskiest startup costs largely disappears, freeing your capital for the truck and
equipment that actually serve customers.

Getting paid — handled. Secure, built-in payments mean you're not assembling your own billing
system or chasing money through disconnected tools.

Looking legitimate from day one — built in. A polished, trackable experience makes a brand-new
operator look established, which matters enormously when commercial customers are deciding
whether to trust you on their property.

Scaling without drowning — supported. The operational backbone that collapses under a hotebook-

and-phone approach is exactly what the platform provides, so adding a truck or driver is about
people and equipment, not untangling your own systems.

The obstacles that remain — your licensing, your equipment, your insurance, your reliability in the
field — are the parts genuinely yours to own as an independent operator, and they are the parts that
build your competitive moat. The platform carries the technology so you can pour your energy into
those.
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YOURFIRST 90 DAYS: ANACTIONPLAN

A concrete sequence to turn all of this into motion. Adjust to your situation, and confirm
requirements locally as you go.

Days 1-30: Decide and lay the foundation

Do the honest gut-check: is this business right for you, and is the opportunity in your area real?
Choose your fuel and target market — most start diesel-first, commercial-focused.

Drive your territory and build a real prospect list: fleets, job sites, generators, marinas, farms.

Form your entity, get your EIN, open a business bank account.

¢ € <€ < [

Begin the regulatory homework: PHMSA/non-bulk standing, CDL/hazmat status, fire-marshal
requirements, weights-and-measures registration, fuel-tax registration.

Engage a fuel-savvy insurance agent and a CPA early — they have lead time.

<

Days 31-60: Equip and get compliant

v Spec and order equipment sized to your real starting customers — tank(s), a certified legal-for-
trade meter, pump, hose, auto-shutoff nozzle, filtration, safety and spill gear.

Register your meter with weights and measures and secure permits and fire-marshal approval.
Bind your insurance, including pollution coverage.

Decide your technology and ordering approach — deliberately, weighing the questions above.

< ¢ < <

Set your pricing using your true cost per stop, and prepare clean, locked pricing for customers.

H Days 61-90: Launch and win your first accounts

v Reach out to your prospect list — in person where you can — leading with the problem you solve.
« Offer to handle one site or fleet reliably for a trial period and let performance speak.

w Stand up a simple online presence and a few local social posts so the curious can find you.

v Serve your first accounts flawlessly, capture clean metered records, and ask happy customers for

referrals.
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« Review your real numbers against your plan and adjust — this is how you learn the business and

steer it.

You don’t need fifty customers to start. You need a few great ones, served
perfectly, and the discipline to let reputation and density do the rest.
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FREQUENTLY ASKED QUESTIONS

B Dol needaCDL orhazmat endorsement?

It depends on your vehicle's weight rating and what you carry. The multi-tank, non-bulk
diesel approach is specifically designed so that, in many cases, neither is required —
because you're carrying multiple small DOT-compliant tanks rather than one large bulk
tank. Verify the specifics for your truck-and-trailer setup and your state.

B How muchdoes it cost to start?

It varies widely by region, what you already own, and how you buy. A lean diesel setup on a truck you
already have is the affordable entry; a multi-tank trailer is a larger investment, with used options as a
middle path. Budget the whole picture — including the mandatory items people forget like insurance,
permits, and meter certification — and confirm real figures before committing.

m Isthis passiveincome?

No. Especially early on, you are the business — running routes, doing the work, chasing accounts. It
can grow into something larger with drivers and trucks, but the early stretch is hands-on and physical.
The recurring-revenue advantage is real, but it's built one delivery at a time.

B Diesel or gasoline to start?

Most operators start with diesel: lighter regulation, steadier and higher-volume commercial demand,
the clean multi-tank no-HAZMAT path to real capacity, and more forgiving handling while you learn.
Gasoline opens the consumer market but carries stricter rules and higher risk — a common add-on

once your systems are proven.

B Why is the fuel margin so thin — how do operators make money?

You don’t get rich marking up gallons. The money is in route density
(serving many clustered customers per trip, spreading your fixed costs) and
in recurring volume from loyal commercial accounts. Think revenue per

route, not price per gallon.
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m Dol have to build an app?

No. You need a reliable way for customers to find you, order, and pay, and to manage scheduling,
routing, records, and billing — but that can come from a platform built for the business rather than a
custom build. Building your own is a long, costly, risky path; weigh it honestly against plugging into
existing infrastructure.

B Howdol get my first customers?

Direct outreach to local commercial operations — fleets, job sites, generators — leading with the
problem you solve, plus a simple online presence and local social. Then over-deliver from the first
account and let referrals compound. It's not flashy, but it works.

B Isthe market already too crowded?

In most areas, no — it's the opposite. This is a new, largely unclaimed space that grows locally rather
than through national blitz, so the operator who establishes themselves early tends to hold that
market. The difficulty of starting is exactly what keeps it from flooding.

B Canlstartsolo, ordolneed employees?

You can absolutely start solo — one person and one truck is the common way to begin. You're the
driver, the salesperson, and the office at first. You only add drivers once demand consistently
outpaces what you can handle alone, and at that point the economics of a second truck are strong.
Don't let “do | need a team?" hold you back; the minimum is just you, done right.

B How long until ’'m running and making money?

It depends mostly on how fast you clear the regulatory and equipment steps, which vary by location.
The licensing, permits, meter certification, and insurance are usually the pacing items — not the
equipment itself. Move deliberately through them (the “how to find your rules"” steps speed this up),
line up your fuel supplier and a way to take orders, and you can be serving your first paying
customers once those pieces are in place. Plan in terms of methodically completing the checklist
rather than rushing — doing it right protects you and is what lets you legally take money.
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GLOSSARY OF KEY TERMS

TERM

Non-bulk

Legal-for-trade

NTEP

NFPA 30A

PHMSA

DEF

Bonding &

grounding

Route density

Multi-tank trailer

Pre-authorization

Authority having
jurisdiction

WHAT IT MEANS

A fuel container of 119 gallons or less; diesel in non-bulk packaging is largely
exempt from the heaviest hazmat rules.

A measuring device certified (NTEP / NIST Handbook 44) and state-registered as
accurate enough to sell fuel by volume. Required to bill customers by the gallon.

National Type Evaluation Program — the certification program for commercial
measuring devices.

The fire code governing motor fuel dispensing; Chapter 14 covers mobile/on-
demand fueling, Chapter 15 covers marine.

The federal agency (under DOT) that regulates hazardous-materials transport,
including fuel.

Diesel exhaust fluid — required by modern diesel emissions systems; a common
complementary service alongside fuel.

Equalizing static charge between containers during a transfer to prevent a spark
igniting fuel vapor.

The number of customers served per trip within a tight area — the primary driver
of profitability.

A trailer using multiple separate sub-119-gallon tanks to carry large total volume
while staying non-bulk — often avoiding CDL/hazmat requirements.

Holding an estimated amount on a customer’s card before delivery, with the final
charge captured at completion.

The local official (often the fire marshal) who approves your operation under
applicable codes.
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THEBOTTOMLINE

Mobile fuel delivery is hard to start — and now you understand it the way someone who's
serious about it should: the layered regulation, the 119-gallon non-bulk line, the legal-for-
trade meter, the NFPA 30A safety requirements, the real equipment and capital, the
insurance, and the operational and technology decisions that come with growth. None of it
is meant to scare you off. It's meant to arm you — because the same difficulty that makes
this hard is exactly what protects the people who do it right. The barriers that test you are
the barriers that keep your market from flooding once you've earned it.

Here's the honest encouragement to leave you with. This window — a real, recurring need, a proven
convenience model, and most areas with no one offering it yet — does not stay open forever, and the
people who move while it's open tend to be the ones who own their corner of it for years. Whether
you build every piece yourself, lean on partners for parts of it, or plug into infrastructure built for this
and pour your energy into the fuel and the customers — that's genuinely your call, and there's no
wrong answer that gets you serving customers reliably. What we'd hate to see is someone with the
drive for this miss the window second-guessing it. If this is in you, back yourself. Start lean, do it right,
take care of your customers, and build something that's yours. We're rooting for you either way.

The skid-mount multi-tank system — the real workhorse

Here's the setup a large share of working operators actually run, and it deserves its own spotlight
because it's purpose-built for exactly this business. Instead of a trailer, a skid-mounted multi-tank
system drops directly into the bed of a standard long-bed pickup: several separate aluminum or
steel tanks (each kept under the 119-gallon non-bulk line) plumbed to a single pump, hose reel, and
meter. Because every tank is individually under the threshold, you carry real volume — commonly
around 400 gallons across four tanks — while, for diesel, needing no CDL and no hazmat
endorsement. Many of these systems are rated for all Class lll fuels, meaning they can carry
gasoline as well, and because the tanks are separate, a single rig can carry multiple fuel grades at
once.

The unit most often seen in the field is the FuelStation 400 (you'll see it associated with operators
like 2U Fuel). A representative FS-400 build runs four roughly 109-gallon aluminum tanks on a
powder-coated steel skid (about 95" long, fitting a standard 8' long-bed), a Fill-Rite 25 GPM pump,
a 50-ft retractable hose reel with a 3/4" auto-shutoff nozzle, a 50-ft grounding cable, a 10-micron
filter, a piston meter with a digital register, and an onboard fire extinguisher — loaded weight around
3,900 Ibs, 12V power, UL142/UL2085 certified and DOT-compliant for highway use, and
configurable for cloud-based data transfer. Critically, it's designed for the resale of fuel, with a
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legal-for-trade weights-and-measures meter available (often as an add-on — confirm it's included
and certified before you sell by the gallon). Lead times tend to run several weeks with a deposit, so
order ahead.

It's not the only one. The TransFueler skid and gas-trailer series offers 1-to-8-tank configurations of
~110-gallon aluminum tanks (marketed with a federal gasoline exception), with one pump and hose
accessing all tanks via quick-connects, forklift pockets for easy mounting, and the option of a skid

that fits a pickup bed or a matching trailer — and it can handle gasoline, diesel, even avgas or Jet A
with the right package. Others, like various steel skid builders, offer diesel-only skids from roughly
100 to 440 gallons at a lower price point.

Why this matters for you: a skid system gives you trailer-like capacity and the no-HAZMAT, no-CDL
advantage while keeping the maneuverability of a single truck — no towing, no backing a trailer onto
a tight job site. For many new operators it's the sweet spot, and it's worth pricing against a trailer
setup as you decide.

The skid-mounted multi-tank system — several sub-119-gallon tanks in a pickup bed, one pump and
meter — is what a lot of real operators actually run. Trailer-scale volume, single-truck
maneuverability, no CDL for diesel.

Whatever you decide, we're glad you're looking seriously at this.

If you'd like to see how Fuel Taxi can take the technology off your plate so you can focus on the fuel
and the customers, we'd love to show you. Come take a look at fueltaxi.com — no pressure, just an
open door.
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THE WINDOW IS OPEN NOW

READYTO
BE EARLY?

See what operating on the platform looks like at fueltaxi.com.

APPLY TO BECOME A FUEL PRO VISIT FUELTAXI.COM

fueltaxi.com

FUELTA,XI
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