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1.0 INTRODUCTION
1.1 PURPOSE

The County of Madison, Virginia, is responsible for a municipal solid waste (MSW) management
system (MSW System) that consists of a single location (transfer station) for residents, businesses
and industries of Madison County drop off their MSW for disposal and recyclables (single stream,
scrap metal, appliances and scrap tires) for recycling. Citizens of the County are given hang tags
that allow them to dispose of waste at the transfer station. MSW from citizens is not weighed by
the scale house, but special items (furniture, appliances, etc.) are charged to the citizens as described
in the fee schedule on the Madison County Website!. There is also a share shed at this transfer
station that is overseen by a citizen group. At this shed, citizens can leave behind usable items that
other citizens can take with them, free of charge. This facility is unmanned and occasionally some
of the items left behind are unsalvageable, in these instances this citizen’s group must put these items

in their trash for disposal.

Once collected in the Transfer Station, MSW is loaded onto a tractor trailer and hauled to Waste
Management’s Maplewood Landfill, Amelia County. The 2018 Annual Solid Waste Report for
CY2017 done by VDEQ estimates that this landfill will be able to accept waste for the next 150

years.

CHA, Consulting, Inc. (CHA) was retained by the Madison County (County) to conduct a system-
wide review of facilities, contracts and financial information, analyze the findings, and provide
recommendations for regarding the operation over the next five years and identify any long-term
planning action requirements. On October 23,2018, CHA presented a project update to the County
Board of Supervisors at their work session. That update included an overview of the work
performed and preliminary findings and conclusions. Since then, CHA has followed up on
preliminary findings and have reached final conclusions and recommendations for the County to
consider. This Final Report presents our review and analyses and our conclusions and
recommendations that should help set the course for development of the County’s Long-Term Plan

for the System.
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1.2 PEFORMANCE REQUIREMENTS FOR THE SOLID WASTE SYSTEM

Madison County and the Solid Waste Management Regulations have specific requirements for the
operation of their solid waste system. The transfer station has a permit (PBR#154 and the landfill
receiving the waste also has a permit (SWP#540). In addition, Madison County is dedicated to

providing its citizens with solid waste disposal services in a cost effective and convenient manner.

Documentation associated with the transfer station is included as a list of documents in Appendix A.
A copy of the actual documents listed in Appendix A have been provided to the County

electronically by download.

The following is a summary of the requirements of the operation of the transfer station and disposal

of solid waste:

1. A Class 1 Licensed Waste Management Operator is required for the transfer station to
operate. The general expectation is that an licensed operator is onsite the majority of the
time to direct any unlicensed employees while in operation. Ifnot onsite, the operator needs
to be arrive at the site within a reasonable amount time (several hours or less)

2. PBR#154 Requires that the facility maintain an Operations Plan, Contingency Plan and
Maintenance Plan. The Contingency Plan should discuss how the facility will operate in
adverse weather conditions and when equipment fails or is down for maintenance.

3. Virginia Solid Waste Management Planning regulations require that the County maintain a
15% recycling rate and submit a rate report to VDEQ every 4 years. The County is also
required to submit an annual report to VDEQ regarding the amounts and types of materials
managed by the transfer station.

4. For safe operations, housekeeping of the transfer station is required. Waste should be
removed from the floor and loaded into the trailers within a reasonable amount of time. The
trailers should be covered each evening and while the trailer is kept outside and not in use.

5. The Scale House Operator is required to keep track of the outgoing loads and any incoming
loads that require payment or a ticket. The operator is required to verify that every car has a

hang tag or is charged $65/ton.
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2.0 SYSTEM REVIEW

2.1 SERVICE AGREEMENTS AND COSTS

CHA has been provided with considerable data regarding the costs and obligations of the service

contract that are administered under the MSW System.

2.1.1 Waste Management, Inc.

In July 1998, the County contracted with Waste Management, Inc.. The contract was amended in
May 2006 and January 2013. Currently, the agreement is with Waste Management, Inc. However,
the contract was originally with USA Waste of Virginia, Inc., a subsidiary of USA Waste Services,
Inc. The 2006 amendment to the agreement acknowledged the name change. For the purposes of

this work, we have identified the contractor as Waste Management (WM).

The current service agreement expires June 30, 2019 and may be extended for an additional five
years by mutual agreement of the parties. Waste Management’s primary obligations include
operation of the County transfer station, hauling MSW from the transfer station to a landfill for
disposal, and collection of recyclable materials at the transfer station and hauling the materials to a
recycling processor. Additional obligations include billing customers that use the transfer station,
maintaining facilities and sites, and submitting monthly reports on the tonnage of materials received,
meeting with County staff monthly and hauling and disposal of leachate. Waste Management has
contracted Apple Valley Scales to maintain the transfer station’s scales. They calibrate the scales and
repair any damages to them at their expense, and calibration reports are sent to the County on a

monthly basis.

For these services, Waste Management is to be paid the following fees which are escalated annually
at the rate of the Consumer Price Index, and a fuel adjustment charge “based upon actual increases
or decreases in fuel costs” according to the agreement. Currently, the County is being charged a

surcharge for fuel that is adjusted per month based on the fuel prices.
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Table 1- Waste Management Contract Expenditures

Fees per Service Agreement Price FY2018 Cost per Ton Avg Price Per Month
Transfer Station Management Fee $178,776 per year $34 $14,898
Transportation Fee $112,434 per year $21 $9,370
Disposal Fee $130,963 per year $25 $10,914
Total Cost $422,173 per year $80 $35,181

*Cost per ton calculated using total outbound MSW tonnage from transfer station summary reports. (5,257 tons).
The outbound recyclables, tires, leachate and metal tonnages are not included but costs for managing and disposal of

these are factored into management fee.

The County is invoiced monthly by Waste Management for the management of the transfer station,

trucking, and disposal of the waste.

Madison County does not pay Waste Management a fee for recycling. As per the contract, Waste

Management keeps all of the proceeds from the sales of scrap metal, tires, and other recycled

materials. They must pay to have hazardous material, such as freon in refrigerators, removed from

recycled appliances prior to recycling them.

2.1.2 Mulch

Madison County contracts separately the handling of mulching of wood waste, which is done once

every calendar year, but every other fiscal year. In FY 2016, Madison Co. paid $13,500 for mulching
services ($70/ton), and in FY2018, the County paid $11,300 for mulching ($48/ton). This service is
important to the County in meeting the state recycling rate requirements.

2.1.3 Post Closure Care of Closed Landfill

Madison County pays an outside contractor for the post closure care of the transfer station. The

County typically sets aside $45,000-$50,000 for groundwater and gas monitoring services in

their annual budget. These are the actual expenditures for monitoring for FY2016-FY2018:

o FY2016- $58,234.68
e FY2017-$39,627.38
e FY2018- $33,485.39
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The County also pays for laboratory analysis (ESS) of the leachate/transfer station wastewater and

has paid for the permit. However, Waste Management has paid for the hauling of the water from the
site. The leachate/transfer station wastewater is hauled to the City of Hopewell under a pretreatment
industrial discharger permit. Reporting requirements and permit applications (monthly DMRs, etc)
are handled by County Staff.

2.1.4 Additional Services

Other expenses for the County that are not covered by the transportation contract with Waste
Management include:

e Recycling Program

¢ Planning Assistance

e Repairs & Maintenance

e Electricity

e Telecommunications

e Lodging & Meals

e Seminars & Tuition

e Mileage
e Dues
e Supplies

e In kind costs for employees

The total expenditures for these services differ from year to year but average approximately $10/ton.

2.1.5 Revenue

Revenue is generated by fees charged at the transfer station for commercial, construction and special
wastes. Approximately 25% of the solid waste management program is funded by fees collected,
and the additional 75% of the budget is funded through the County’s General Fund.

Approximately 34% of incoming loads are billed $65/ton for commercial MSW or construction
debris. Special waste rates range from $8/ton to $192/ton and contribute about 12% of transfer
station revenue. Special waste fees are collected at the transfer station. Some of the commercial and

construction debris is billed to customer based on scale house tickets.
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2.2 HOUSEHOLD HAZARDOUS WASTE

The US Environmental Protection Agency considers any household products that can catch fire,
react, or explode under certain conditions, or that are corrosive or toxic as household hazardous
waste (HHW). Included are such items as old paints and paint related products, pesticides, pool
chemicals, drain cleaners, and degreasers and other car products. Because these products contain
toxic ingredients, they should not be disposed of with regular trash when there are other options
available. Madison County currently lists on its website information about the disposal options for

some household hazardous waste items?.

Some localities have collection programs for HHW as a part of their solid waste programs.
Typically, this service is provided by having one or two collection days a year where residents bring
their HHW and a contractor collects the HHW, containerizes it for off-site transport and the
materials are sorted and disposed of offsite by the contractor. Another approach is similar but to
offer the service more frequently by appointment. The costs for these programs are approximately
$45,000 per year but can vary depending on the amount of waste generated and approach to handling

the waste.

2.3  ALTERNATE DISPOSAL LOCATIONS

CHA identified disposal and recycling facilities within approximately 120-mile distance from the
County’s transfer station. The distance was chosen since it represents the current hauling distance
by the County contract operator of the transfer station. Landfills that are only permitted for
construction and debris waste were not considered. Recycling facilities are generally permitted to

accept material from any source, so all potential recycling facilities were identified.

Figure 1 and 2 illustrate the following information:
= A 120-mile radius from the County’s transfer station,
= Locations of permitted Subtitle D MSW landfills and MSW transfer stations in Virginia
within 120-mile radius of the County’s transfer station;
= Locations of recycling processors and markets in Virginia within a 120-mile radius of the

County’s transfer station;

There are 17 MSW landfills and 5 recycling facilities within the 120-mile radius. Tables 2 and 3

below shows the estimated distance and travel time from the Madison County Transfer Station, the
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ownership of the landfills, the landfill tipping fees for MSW, and if the landfills are allowed to

accept waste from Madison County.

The remainder of this page was left blank intentionally.
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Table 2 — Alternate MSW Landfills

. Permit and Solid
o y Publicly Waste Plan
Est. Travel AL Advertised Allows Waste
Landfill Mileage Time Manager MSW Rate/ ton | from Madison
Maplewood Recycling . Waste
and Waste Disposal* 89.2 thr 48min Management $65 Yes
King Gporge Landfill & 67.0 Ihre 26min Waste $66 Yes
Recycling Center Management
Loudoun County .
Sanitary Landfill 76.8 lhr 37min | Loudoun County $62 No
Shenandoah County . Shenandoah
Landfill 66.6 1hr 28min County $45 No
Louisa County Sanitary .
Landfill 38.6 lhr Louisa County $52 No
Orange County Sanitary .
Landfill 20.5 29min Orange County $52 Yes
Prince William County . Prince William
Sanitary Landfill 64.2 thr 20min County $45 No
Battle Creek Landfill 41.9 58min Page County $60 Yes
. Fairfax County/
Interstate 95 Landfill** 79.7 lhr 47min $66 No
Covanta
Livingston Sanitary Spotsylvania
Landfill 42.7 lhr County $19-29 No
Frederick County . Frederick
Landfill 72.7 1hr 40min County $45 No
) Blue Ridge

Eﬁ;?;ﬁyge Resource 89.2 Ihr 55min Resource $63.75 No

Authority
Rockingham County . Rockingham
Landfill 423 58min County $50 Yes
Rappahannock Regional Rappahannock
Solid Waste 66.3 lhr 20min Regional Solid $40 No
Management Board Waste Authority
Augusta Regional .
Landfill 57.5 Thr 8min Augusta County $45 No
Amherst County Landfill 83.2 1hr 38min Ambherst County $53 No
Old Dominion Landfill 87.0 1hr 39min Republic $101 Yes

*This is the landfill where Madison County is currently sending their municipal waste. They have negotiated a deal

to only pay $25/ton.

**This is an energy recovery facility
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Table 2 — Alternate Recycling Facilities

Est. Travel Owner/
Recycling Facility Mileage Time Manager
King George Landfill & . Waste
Recycling Center 67.0 thr 26min Management
) . Broad Run
Broad Run Recycling 58.5 lhr 11min Recycling, LLC
Zion Crossroads Recycling Center 28.4 43min Van Der Llnde
Recycling
Emanuel Tire of Virginia 98.8 lhr 59min Emanuel Tire
Madison County Solid Waste Study
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3.0 ANALYSIS OF ALTERNATIVES

3.1 CONTRACT AGREEMENT WITH WM

The County has the option to renew the existing agreement with waste management for another 5
years or to re-bid the services. When the agreement is renewed, amendments can be made to the
agreement. Ifthe services are re-bid, it can be re-bid as one contract or separate out each service

(transfer station operation, hauling and disposal) into separate contracts.

The current agreement with Waste Management does use some outdated language and includes
references that no longer apply (i.e to the construction of the transfer station and closure of the
landfill). However, the amendments to the original agreement have resulted in clarity of
responsibilities. The following suggestions reflect items that do not appear to be performed as
indicated in the contract or the responsibility of the performance is unclear.
e Monthly Meetings with Waste Management and County Staff
e Waste Management maintaining the Operations Manual, Contingency Plan, and
Maintenance Plan
e Standards for equipment used to operate the landfill and the maintenance of such equipment
e Waste Management to have licensed operator at the transfer station site
e Procedures for WM to check hang-tags on cars
e Procedures for WM to verify everyone using the transfer station is abiding by the County’s
policies
e Unclear whose responsibility is any Educational Programs and Communication required for

the solid waste program

3.2 MULCH

The County has the option of including the responsibility of chipping and mulching the wood waste
in future contractual agreements with the contractor operating the transfer station or keeping the

responsibility separate.

Madison County Solid Waste Study
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3.3 REVENUE

The Solid Waste Management System at Madison County is currently operated out of the County
General Fund, generating revenue from a $65/ton fee from commercial MSW and construction
waste. The county pays approximately $80/ton to manage the waste. The County has the option to
continue to subsidize the operation from the general fund or revise the fee structure to reflect the
total cost of waste management. In addition, the system could be operated from an enterprise fund
setup in order to closely monitor spending related to any capital costs or debt service associated with

the past, current or future operation.

3.4 ALTERNATIVE DISPOSAL FACILITIES

Madison Counties waste is currently hauled to the Maplewood Landfill in Amelia County for
approximately $46/ton (including hauling and disposal costs). Table 2 lists alternative disposal
locations (not including cost of transport). Ofthe available landfills, only one charges significantly
lower tipping fees less than $46/ton: Spotsylvania County currently advertises $29/ton for non-
residential waste but would require a revision to their Solid Waste Management Plan and Permit to
allow out of County Waste. The landfill is located approximately 45 miles away from Madison.
Assuming there is 5,200 tons per year, that is approximately one trailer load/day. Based on CHA
calculation model using general industry costs, the estimated cost for hauling the waste is
approximately $17/ton. The total cost for hauling and disposal to Spotsylvania County at $46/ton
($29+$17).

CHA also reviewed Greene County and Culpeper County’s publicly available budgets and
information about their solid waste information systems for benchmarking purposes. Assuming that
Greene County manages 17,500 tons/year, their costs are approximately $79/ton with $50/ton spent
on hauling and disposal. Greene County also uses a private contractor to haul and dispose of their
waste, but they operate the transfer station using County staff.> Culpeper budget targets

approximately $52/ton to operate their transfer station®.

The County would also have the option to join a service authority and realize potential savings from
the economies of scale and additional waste. Appendix B describes the process for joining the Blue

Ridge Regional Service Authority in Rockbridge County.
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4.0 RECOMMENDED NEXT STEPS

The price that Madison County is currently paying Waste Management to run the transfer station is
similar to the cost other Counties are paying for the management of their waste services. Therefore,
renewing the contract could be in the Counties best interest if they are not able to negotiate a lower

price for disposal at another landfill.

In the renewal process, additional clarity needs to be added to the roles and responsibilities for WM
and Madison County, as well as providing a mechanism for redress when WM is unable to meet
their responsibilities.

The following emphasis should be added within the amendment language:

Provide on-site licensed operator is required.

Monthly meetings with Waste Management’s management

Clarify open/closure procedures in adverse weather and for regular hours

Clarify scale house/gatehouse procedures to ensure all hang tags are being tracked
Request an equipment and building maintenance plan be provided to the county to ensure
continuous operation.

6. Any changes to the cost of recycling in the contract due to current market conditions
needs to include an opportunity to re-structure the cost if the market conditions rebound.

ARl e

In addition, the County should discuss the opportunity with Waste Management and the County
to partner to provide public relations and public education programs regarding the acceptable
materials (MSW and recycling) that are managed at the landfill. This could be a line item in the
monthly meeting with WM and County staff.

Finally, the County should work with their staff to update and clarify the gatehouse policies to
ensure that they align with the actual procedures followed by WM staff.

The County should begin to consider options for re-bidding the contract after the next renewal is
completed. These options could be simply to re-bid the existing services or to re-structure the way
that the services provided (such as bidding as separate contracts, joining a service authority, teaming

with Greene or Culpeper County, etc.).

Madison County Solid Waste Study
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4.1

TIMEFRAME FOR RECOMMENDED NEXT STEPS

The following timeframe is recommended to complete the next steps:

Plan A: Review:

1.

By December 31, 2019 — If existing contract is renewed develop plan for any public

participation for the re-bid of services in 2024.

Plan B: Rebid:

1.

November 2018 — Begin negotiating renewal contract with Waste Management. If WM
declines the renewal opportunity or negotiations are unsuccessful, then the County will need
4-5 months to re-bid the contract. Request a meeting to discuss with WM the changes the

Madison County is requested as part of the renewal.

2. By December 31, 2018- Decide whether contract will be renewed.

3. By January 31, 2019 — Rebid Contract if necessary. Bidders should have at least 60 days to
prepare response and the County should have at least 60 days to negotiate contract with
winning bidder.

4. By February 28, 2019 — Update County Scale House Policies for implementation July 1.

5. By February 28, 2019 — Develop plan for public messaging regarding the solid waste
program including any anticipated changes that may occur as a result of changes in the
contract, changes in the scale house policy or changes in recycling materials.

Madison County Solid Waste Study
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LIST OF TRANSFER STATION DOCUMENTS

SWIA (Solid Waste Information Assessment) Reports — 2011, 2014-2017
Recycling Rate Report Calendar Year 2011 (unsigned), 2016

Contract Documents (Waste Management) — 1998, 2006, 2013

Disclosure Forms — 2012, 2014

Solid Waste Management Plan (2005, 2018) — (missing 2008 and 2013 reviews)
Operations Manual (2012, 2018)

Transfer Station Permit by Rule
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Blue Ridge Regional Authority

Currently, The Blue Ridge Regional Authority serves the County of Rockbridge and the City of
Lexington. However, in the member use agreement that was accepted by the members of the

authority, the process through which other public bodies may join the authority is laid out.

There is a two-phase process to become a member of the Blue Ridge Valley Resource Authority.
The first phase is a screening evaluation done by the Solid Waste Advisory Committee and the
second is a comprehensive evaluation. The screening evaluation will include, but is not limited
to, review of the potential new member’s most recent Comprehensive Annual Financial Report,
solid waste characteristics, solid waste tonnage records for the immediately preceding five fiscal
years, recycling tonnage for the immediately preceding five fiscal years, relevant government

code, ordinances, and policies, and solid waste organizational structure and management.

If the Solid Waste Advisory Committee recommends that the Board proceed to a comprehensive
evaluation, and the Board approves the motion by a two-thirds vote of all directors, then the
comprehensive evaluation will begin. This evaluation will be performed by both an independent
engineering consultant and financial consultant under contract with the Resource Authority. The
cost of the consultant’s reports shall be borne in full by the potential new member, and if the
member is approved, the Board may authorize a reimbursement of up to fifty percent of the
consultant costs to the new member.

The new member will then make a non-refundable capital contribution, at least proportional to the
capital contributions made by the other members. Alternatively, the new member may pay a higher
Tipping Fee for a term not to exceed five years, equivalent to the total amount of the initial capital
contribution. The current tipping fee for members (Rockbridge County and the City of Lexington)
is $51.00/ton.





