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Top Three Rural Recycling Challenges:

• Transportation

• Limited Material Volumes

• Capital Costs



What is Hub and Spoke Recycling?

• Provides Access
• Concept Replicable
• Overcomes Rural Transport Issues
• Consolidates Marketable Volumes
• Hub = Recycling Processing Center
 Revenue Covers Operations

• Spokes = Collection Points
 Reduce Tip Fees and Hauling



Model for Success

• Achieves Economy of Scale
• Limits Capital Demands & 

Investment
• Focuses on Efficiency
• Provides Regionally 

Consistent Program

Centralized
Processing 

& 
Marketing

Dispersed 
Collections

Dispersed 
Collections

Dispersed 
Collections

Dispersed 
Collections



Rural Recycling Strategic Development

• USDA Rural Utilities Solid Waste 
Management Grant 2008-2010

 Mapping Project
 Site Visits and Outreach

• NMED $500,000 Stimulus Funding 2010
• NMRC $2.8 Million Stimulus Funding ’10-’13
 Sub-Awarding 66%
 Community Owns Equipment

• NM Has Limited Funding for Recycling





How Were Hubs Selected?

• Mapping Project  
 Followed Trash Flow
 Assessed Existing Processing
 60-100 Mile Range
 Political Boundaries
 Geographic Boundaries







Objectives of Hub and Spoke Project

• Infrastructure Development
 Hubs
 Spokes
 Recycling Center Improvements

• Cooperative Marketing Entity
• Pay-As-You-Throw and Rate Incentives
• Training (Local & National)





Hub Efficiencies

• Storage Bunkers Right Sized
• Limited Handling of Material
• In-Pit vs Above Grade Conveyor
• Natural Sky-Lights = No Lighting
• Tip Direct to Storage
• Avoids Over Investment in Equipment
• Locate at Existing S.W. Facility
 Utilize existing staff and equipment



One Horizontal vs Multiple Vertical Balers
Activity Horizontal Baler with Pit 

Conveyor
Vertical Baler

Operations One Machine to Maintain More Balers, Higher Cost of 
Ownership

Loading Push material into pit conveyor Manually load

Productivity 20 minutes for 1 cardboard bale Up to a day for 1 cardboard bale

Materials Suitable for most commodities Cannot produce market spec 
bales of all materials, e.g. 
plastics

Floor Space Baler requires 50’ x 10’ foot print Multiple balers use less space, 
but increased loose storage 
required



3 NMRC Hubs, $309k each, Sept-Nov 2011
• Otero County = 62,776 population
• Deming (Luna + Hidalgo County) = 32,137
• Torrance County = 16,269

3 NMED Hubs, $150k each, Sept-Nov 2011
• Raton (Colfax + Union Counties) = 14,642
• Truth or Consequences (Sierra County) = 12,437
• Gallup (McKinley + Cibola Counties) = 98,009



NMRC Recycling Hub Budget

Item Value

Horizontal Baler with In-Pit Conveyor       
(Excel EX63 With 3-Phase Converter)

$97,689

Fork Lift $24,817

Portable Loading Dock $11,019

Roll-Off Collection Equipment $50,473

Structure (3,000 sq ft) $125,822

TOTAL $309,820



NMED Baler and Trailer Budget

Item Value

Horizontal Baler with In-Pit Conveyor       
(Gemini EX)

$87,738

Electrical and Concrete Work $3,102

Roll-Off Collection Equipment $59,160

TOTAL $150,000



Spokes 
Provide 
Access







Collection Equipment Efficiencies

Activity Trailers Roll-Offs

Hauling Standard pick-up truck can haul 
trailer.

If roll-off truck already owned, roll-offs 
recommended

Location Existing drop-off or secure urban Existing drop-off or secure urban

Right-Sizing One OCC and one 8-bin multiple 
material trailer allows for material 
capacity adjustments (e.g. 2 bays for 
ONP or PET). Movable signage.

Larger bay used for highest volume of 
material collected. Movable signage. 
OCC roll-off separate.

Security Wheel lock, bin locks, fencing Door locks, fencing

Unloading Unload with standard fork lift 
attachment, OCC is gravity tip

Can unload one commodity at a time

Switch-Out Always recommended Always recommended



Quality Material Signage



Seven Funded Spoke Grants - May 2011
Community Population 

Served
Equipment # of 

Sets
Value

Cibola County 27,285 Roll-Offs 10 $164,500

Deming 9,906 Trailers 2 $51,230

Otero County 62,776* Mix 3 $65,680

San Miguel County 28,558 Roll-Offs 7 $103,650

Town of Springer 1,146 Trailers 1 $25,615

Village of Cimarron 816 Trailers 1 $25,615

Village of Maxwell 249 Trailers 1 $25,615

TOTAL 25 $461,905



Other Spoke Sites 2011
Community Hub Funding 

Source
Equipment # of 

Sets

Torrance County NMRC Roll-Offs 4-5*

Deming NMRC Trailers 4-5*

Otero County NMRC Mix 3-4*

T or C NMED Trailers 2

Gallup NMED Trailers 2

Raton NMED Trailers 2

TOTAL 20



Hub and Spoke Relationships

• Usually, Spokes Haul Materials
• Hubs Must Accept Regional Materials
• MOU Outlines:
 Maintenance Responsibilities
 Who Hauls
 Tip Fee at Recycling Center (rare)
 Cost to Haul (if provided by hub)
 Rules for Dropping Off at Center



Recycling Center Improvements

• Upcoming Grant RFP
• Expanding Capacity at Existing Hubs
• Baler or Conveyor Upgrades, Docks
• Spoke Collection Equipment
• Approx. $260k



Hub and Spoke Evolution

• Sorted Drop-Off Locations with Horizontal Baler
• Business Cardboard Collections
• Organics Diversion Program
• PAYT and Rate Incentives

• EXPANSION:
 Add Sort Line Conveyor and Increased Storage
 Curbside Commingled – Denser Population Centers
 Commingled at Rural Drop-Offs
 Commingled Baled without Facility Upgrades



Technical Assistance

• NMRC Partner Until Aug 2013
• Ensure Regional Spoke Development
• Build Citizen Recycling Group
• Education and Outreach
 Launch Events
 Brochures, Posters, Flyers, Events
Media Partnerships





Cooperative Marketing Assistance

• NMRC Launches Coop Sept 2011
• Milk-Run Pick-Up of Commodities
 Reduced On-Site Storage Requirements
 Expanded Recyclable Materials
 Overcomes Transport Issues – Coop Coordinates

• All Hubs Must Recycle:
 Cardboard
Mixed Paper
 Plastic # 1 and # 2 Bottles (Sorted)
 Aluminum and Steel Cans (Sorted)



Cooperative Marketing Assistance
• Reporting
 Tonnage
 Avoided Costs
 Environmental Benefits

• Relieves Facility Operators from Marketing
• Domestic Mill Preference  
• Fair Marketing via RFPs and Spot Quotes
 One OCC mill in NM

• Quality Control Technical Assistance
• Education and Outreach



Other Hub and Spoke Project Elements

• Pay-As-You-Throw
 Assistance through 2013
 Pilot Grant for Carts, Bags, Stickers
 Only 1 PAYT NM Community

• Landfill Rate Incentives
 Free Recycling Drop-Off
 Reduced Rates for Organic Material
 Reduced Rates for Sorted C & D



Regional Stakeholder Development
• Elected Officials
• City/County Managers, Tribal Leadership
• Solid Waste Managers/Authority
• Citizens Groups
• Keep America Beautiful Affiliates
• Council of Governments
• Private Haulers
• NM Recycling Coalition
• NM Environment Department



Value Proposition of Recycling



How Can Colorado Implement Hub & Spoke?

• Identify Existing and Needed Recycling Processing
• Host Regional Stakeholder Meetings in Target Areas 
 Assess Viability of a Hub and ID Location(s)
 Build Interest

• Release Funds to Build or Improve Recycling Centers
• Release Funds to Develop Spokes
• Assess Need for Marketing Coop
• Provide Ongoing Technical Assistance



How Can NMRC Assist?

• Building Template, Sample Engineer Drawings
• RFP for Hubs, Spokes and Improvement Grants
• Equipment Specifications
• Hub/Spoke MOU Template
• Coop Membership Agreement
• Contractual Technical Assistance
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