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EXECUTIVE SUMMARY

This three-year business plan describes the establishment of a Recycling Markets Center (RMC) to be the lead organization for recycling market development in Pennsylvania.  The mission of RMC is to expand and develop more secure and robust markets for recovered secondary materials by helping to overcome market barriers and inefficiencies. In fulfillment of this mission, the Center will:

· Promote the capacity of public and private organizations in the state to be effective actors in markets for recyclable materials and recycled products, and

· Undertake efforts that remove barriers to market development.

While the primary focus of these efforts is to increase the use of such materials by existing, start-up, and recruited Pennsylvania businesses, the RMC will also pursue opportunities for export of Pennsylvania-generated secondary materials that cannot be cost-effectively consumed in state.  

The RMC will undertake activities in the following three programmatic areas:

· Organizational capacity building – to enhance the knowledge and skills of Pennsylvania professionals who can play a role in enhancing the marketability of and markets for recyclable materials – whether they represent generators, haulers, processors, end users, or recycling market development service providers – to aid them in becoming more effective participants in the marketplace.  

· Recyclable materials markets building – to stimulate firms and entrepreneurs to utilize secondary materials and expand recycled products manufacturing on their own initiative, through both “wholesale” and “retail” efforts aimed at addressing market inefficiencies pertaining to specific materials as well as the use of recyclable materials as feedstocks in general.

· Center program planning and evaluation – to ensure that the programs, services, and activities that the RMC sponsors remain appropriate and effective with respect to addressing priority recycling market development needs and opportunities.  

Potential RMC clients and the types of services and programs they are anticipated to receive are listed in the table below.  The RMC will work to evaluate opportunities for serving clients that hold the most promise for successfully undertaking efforts that will contribute towards achieving established recycling market development goals and priorities.

Table E-1
Potential RMC Clients and Services They May Receive

	Potential Center Clients
	Info. & Outreach /
Education
	Relationship Building / Facilitation
	Technical / Tech Transfer Assistance
	Business Financing
	Research & Development
	Marketing Research / Procurement
	Regulatory/ Policy
R & D

	Existing recycled product manufacturers in PA
	X
	X
	X
	
	X
	X
	

	Potential recycled product manufacturers (e.g., feedstock conversion candidates, start up companies, and companies interested in locating in PA)
	X
	X
	X
	X
	X
	X
	

	Recyclable materials generators, collectors and other supply chain players, both public and private (when market access to supply is impeded)
	X
	X
	X
	
	
	
	X

	Procurement officials (public and private)
	X
	X
	
	
	
	
	X

	Recycling professionals, business and technical assistance service providers, and community and economic development professionals
	X
	X
	
	
	
	
	


The RMC will work to remain in communication with all recycling market development stakeholders, and will seek opportunities for coordination and collaboration of work efforts as appropriate and mutually beneficial.

It is proposed that the Recycling Markets Center be established as a nonprofit subsidiary of an existing Pennsylvania organization that has a compatible mission and resources of benefit to the RMC.  A competitive process will be utilized to select an appropriate parent organization.  Prospective parent organizations will be granted the opportunity to propose an alternative structure if it is believed that this would better serve the mission of the RMC. Additionally, prospective parent organizations will be allowed to propose the involvement of partners or subcontractors, to provide an organizational team capable of performing all of the functions of the RMC.  

It is envisioned that the RMC will be governed by its own board of directors, consisting of nine voting members and four or more ex-officio members.  The parent organization will be responsible for appointing the board members; however the RMC Board will not "report" to the officers or board of the parent organization.  The Board will select its own officers, and these officers will be responsible for executing the policies of the Board.  

Management and staffing details for the RMC will be decided by the RMC's Executive Director and Board.  In its initial years of operation, it is envisioned that the RMC will have a staff of six to seven people: 

· One executive director, 

· One administrative assistant, 

· Two program managers, and 

· Two or three project/program support personnel. 

Service delivery to individual clients will be carried out by RMC service provider "partners" and RMC staff, depending on the needs of each specific client.  A significant portion of the work of the Recycling Markets Center will be to link client companies with service providers that can assist them in solving particular problems in such areas as business planning, finance, technical problem solving, product development and commercialization, market assessments, and materials sourcing.  Service providers to be considered RMC partners will include:

· Public and private business assistance organizations;

· Public and private technical assistance service;

· Researchers and testing laboratories;

· Finance organizations; and

· Community-based organizations.

The RMC will pay partners as needed and mutually agreed upon for their time and services.  However RMC partners will be expected to utilize their own resources for any work that would normally be undertaken as a part of their normal business.

The parent organization and RMC Board of Directors will determine the office location (s) of the Recycling Markets Center.  It is anticipated that initially the Center will be housed in one office in Harrisburg.  

The primary source of funding for the first five years associated with establishing and operating the RMC will be the Pennsylvania Recycling Fund.  These funds are managed and allocated by the PA DEP.  This guaranteed short-term funding will give the RMC time to focus on building its programs and results, and building a base of clients and constituents.  The funds will go to support office overhead, staff, and programs.  During this time, the RMC will identify additional sources of funds and develop a long-range funding plan.

The parent organization will be responsible for developing the RMC's initial start up and operating budgets, with the assistance of the RMC development steering committee (to be established by the parent organization), and subject to DEP approval.

Section 1 
PROGRAM FOCUS

1.1 Need for Recycling Market Development

In response to Act 101, the Commonwealth has established an extensive set of programs that promote and support the development and expansion of recycling at the local level.  These primarily “supply-side” efforts by the Commonwealth have been crucial in achieving the current statewide waste reduction and recycling levels.  In order for the Commonwealth to maintain or surpass current recycling levels, however, the base of businesses that use secondary materials must be sustained and, for some materials, expanded to ensure that there are sufficient buyers:

· Paying secondary material prices that provide sufficient financial incentive for collection,

· That are reliable from one year to the next, and

· That expand the scope of markets that are currently limited in size.

To address this need, a strategically sound statewide recycling market development campaign is called for. 

Given the nature of the U.S. and global economy, the marketplace is the primary, preferred mechanism for allocating resources (e.g., secondary materials, recycled products, labor, capital, and equipment). Hence the role of a recycling market development effort in the Commonwealth is not to replace markets, but to make markets work better.  Primary objectives of recycling market development are to increase the private sector’s ability to realize market development opportunities directly, and to identify and address inefficiencies in the marketplace that the private sector may not address on its own.  Types of inefficiencies that are common to secondary materials markets and that can be addressed through recycling market development are:

· Imperfect flow of information, 

· Uncertainty about future market conditions, 

· Risk aversion,

· Mispricing of materials and products due to undervaluing public benefits and/or costs,

· Inability to reach economies of scale, 

· High transaction costs, 

· Unrestricted nature of technical information. 

A description of these market inefficiencies is provided in Appendix A.

A number of private and public organizations in Pennsylvania address aspects of the needs identified above.  For example, existing organizations provide services in the areas of technology development and commercialization, business development and assistance, economic development, job training, materials research, product and materials testing, business financing, and market research and marketing.  However no organization in Pennsylvania has recycling market development as a primary mission or priority, builds consensus around the nature of the problems to be addressed, coordinates the diffuse existing programs, and establishes new programs as needed to address recyclable materials market needs and inefficiencies. 

This document is a three-year business plan to establish a Recycling Markets Center (RMC) to serve as the lead organization for recycling market development in Pennsylvania.  The RMC, as proposed herein, will be created and supported by public funds, and therefore will approach recycling market development from the perspective of the public sector.  As such, it will operate under specific principles of approach, as outlined in the Commonwealth of Pennsylvania Recycling Market Development Strategic Plan, aimed at identifying and addressing inefficiencies in the marketplace. 

1.2 RMC Mission and Approach

The mission of RMC is to expand and develop more secure and robust markets for recovered secondary materials by helping to overcome market barriers and inefficiencies.  In fulfillment of this mission, the Center will:

· Promote the capacity of public and private organizations in the state to be effective actors in markets for recyclable materials and recycled products, and

· Undertake efforts that remove barriers to market development.

While the primary focus of these efforts is to increase the use of such materials by existing, start-up, and recruited Pennsylvania businesses, the RMC will also pursue opportunities for export of Pennsylvania-generated secondary materials that cannot be cost-effectively consumed in state.  

Partnership approach – The RMC will recognize, support and value the contributions to be made by other organizations in addressing recycling market development needs and opportunities in Pennsylvania.  Rather than duplicate services offered by existing organizations, the RMC will bring together these entities to create a network of recycling market development service provider "partners". (See Section 2.4 for a description of partner organizations.)  It will cross pollinate the skills and expertise of various partners, and identify where there are gaps.  The RMC will provide training and resources needed to build the capacity of all partners, including the RMC, to be effective in enhancing the markets for secondary materials. In addition, the RMC will broker assistance from these partners to manufacturers and other players in secondary materials markets. 

Proactive as well as reactive – The RMC will facilitate as well as direct market development work in Pennsylvania.  As such, the RMC will be the "face" of recycling market development – the first stop for recycling market players to get information and assistance – and will be the engine that coordinates and drives recycling market development efforts. At the same time, it will respond to the needs of individual market players as they are brought forward.  

Utilization of both materials-specific and cross material strategies – The RMC will develop and implement programs to stimulate and support markets for specific materials, as well as support overall market development goals, in a manner that is sensitive to the impact of its activities on existing businesses and industries in Pennsylvania.  The Center will use such tools as information, technical assistance, facilitation, financial incentives, procurement, and policies to stimulate markets.  Its work will focus on strategies that encourage feedstock conversion, technology development and commercialization, support of existing recycled product manufacturing businesses, new recycled product manufacturing business development, the increase of the purchase of products with recycled content, best practices in collection and processing, identification of new opportunities to develop recycled products, and education and outreach about its programs and services and the importance of the recycling industry to the Commonwealth.. 

Intelligent management – In addition, the RMC will ensure that effective management and sufficient organizational capacity exist to implement recycling market development work.  It will do this through ongoing communication, consensus building, and coordination among the market development players; tracking supply, recovery, and demand trends for key secondary materials; developing and updating focused programs and services to meet specific and changing needs; budgeting and fundraising for priorities, assigning roles and responsibilities; coordinating partners, contractors, and staff; and building and maintaining institutional capacity for intelligent action. 

By undertaking these efforts, the RMC will be prepared and positioned to identify and react in a timely fashion to important recycling market development opportunities and challenges as they arise.  The RMC will work to enable its staff, as well as other recycling market development service providers, to be as expedient, creative, and entrepreneurial as the recycling businesses they work to support.

1.3 Center Programs

The RMC will undertake activities in the following three programmatic areas, discussed in more detail below:  

· Organizational capacity building, 

· Recyclable materials markets building, and

· Center program planning and evaluation.

1.3.1 Organizational Capacity Building

The Recycling Markets Center will enhance the knowledge and skills of Pennsylvania professionals who can play a role in enhancing the marketability of and markets for recyclable materials – whether they represent generators, haulers, processors, end users, or recycling market development service providers – to aid them in becoming more effective participants in the marketplace.  This will be accomplished through:

 Information and outreach – The RMC will continually learn about resources available that can be of assistance in reaching the goals of recycling market development  (such as various resource directories; best practices guidelines; market studies; technical reports, etc.) and get them in the hands of the recycling market players who need them.  In addition, the RMC will create, as needed, new resources, such as service provider directories, sample market agreement documents, and materials sourcing guides.

Education and training – The RMC, working with its service provider partners, will develop training and education programs aimed at addressing knowledge gaps for specific target audiences as determined through needs assessment surveys, focus groups, interviews, etc.  A sample list of topics that may be covered through such training events is as follows:

· How to improve seller/buyer relationships (for suppliers and end users); 

· How to work with recycling market development clients (for recycling market development service providers);

· Expectations of business, economic, and financial service providers and how to meet them (for business clients seeking development and financing assistance);

· How to take advantage of and be more effective in the export marketplace (for suppliers, brokers and product manufacturers); and

· Best practices in overcoming quality problems (for processors and end users);

Relationship building – The RMC will work to enhance relationships and mutual understanding among key recycling market players through sponsorship of meetings, tours and field visits, creation of networks, listserv discussion groups, and similar activities.

1.3.2 Markets Building

The RMC will put the programmatic tools in place to stimulate firms and entrepreneurs to utilize secondary materials and expand recycled products manufacturing on their own initiative, through both “wholesale” and “retail” efforts aimed at addressing the market inefficiencies listed above.  

Wholesale efforts provide large numbers of market players with access to a wide variety of resources (informational, financial, technical, personnel, and otherwise). Such resources are generally in the form of standardized products (e.g., a grant program or access to resource guides) that are not customized for individual clients. The RMC will serve as a wholesaler by facilitating client access to services provided by organizations such as business development agencies, universities, and consulting firms, and by providing services where there are gaps in those provided by other agencies.  In addition the RMC will develop and/or distribute informational and technical assistance tools and products, both directly and via web page links. 

Retail efforts involve one-on-one service to individual clients. The RMC will act as a broker of retail services by screening clients and referring them to the most appropriate service provider for assistance and/or working with them directly (for example, by helping them find a source of feedstocks) when the specific knowledge and expertise of RMC staff is called for.  

A combination of wholesale and retail services is important.  Wholesale services are more efficient than retail in reaching a wide audience.  Retail services are more effective than wholesale in providing the type of service needed by a particular client.

The RMC will also develop and employ strategies that target specific secondary materials, as well as those that work across materials. 

Material-Specific Strategies

The Commonwealth’s strategic plan identifies several materials that have recycling potential but are still prevalent in the solid waste stream for which there may be opportunities to impact their marketability.  In its first three years, the RMC will explore means of realizing market development opportunities for one or more of the following materials (depending on resources and available opportunities): surplus food, film plastics, mixed paper, textiles, other rigid plastics (non- #1 and #2 coded), leaf and other yard waste, unpainted wood, and mixed color glass cullet.   Potential market development options for these materials are listed in the following table.

Table 1-1
Market Development Options for Target Secondary Materials

	Material
	Potential Market Development Opportunity 

	Surplus Food/
Food Waste
	· Facilitate supply to food banks (more of a supply and processing issue than demand).

· Use to manufacture animal and fish feed (processing infrastructure also needed to cook food).

· Create demand for alternative uses of compost such as mine reclamation, erosion control, wetland rehabilitation, biofiltration, and highway construction.

	Film Plastics
	· Substitute in making plastic lumber and other existing in-state applications.

· Investigate feasibility of establishing a plastic lumber plant in Pennsylvania.

· Increase research into new uses for film plastics.

· Turn into new film products, such as agricultural plastic.

	Textiles
	· Turn into rags, shoddy (padding and/or stuffing), oil containment, flock. 

	Other Rigid Plastics
	· Sort and use as feedstocks in making new products.

	Mixed Paper
	· Substitute for higher-grade paper in certain paper applications.

· Use in making molded paper products – particularly small scale using the new technologies. 

	Leaf and other Yard Waste
	· Enhance the capacity and throughput of existing composting facilities/sites.

· Create new markets for compost such as mine reclamation, erosion control, wetland rehabilitation, biofiltration, and highway construction.

	Untreated/
Unpainted Wood
	· Process wood for the particleboard and medium density fiberboard (MDF) industries.
· Promote use of finger joining technologies to increase value of scrap wood. (A method of joining two pieces of lumber – often random lengths – end-to-end by sawing into the end of each piece a set of projecting "fingers" that interlock. When the pieces are pushed together, these form a strong glue joint.) 
· Develop markets for small wood pieces, including pre-cutting pieces for furniture, instruments, etc.

· Process wood for wood/polymer composite product market.

	Mixed Color Glass Cullet
	· Use in glassphalt paving, as construction aggregate, alternative daily landfill cover, flowable fill, filtration and drainage uses, filler (stucco, reflective paint, non-skid surface treatments), brick and tile products. 

· Depending on PA’s industrial bases, develop high value applications, such as use as a fluxing agent, substitution for feldspar, and pre-drinking water filtration.


Other materials (such as used automobile tires) may be considered within the three-year period or for planning purposes in future years.  Criteria that will be considered to determine which materials should be addressed include:

· The material is prevalent in the waste stream, and/or problematic to dispose;

· A sufficient supply of the recyclable material could be obtained with the quality required;

· Pennsylvania-based firms that would produce the recycled product have some competitive advantage in selling that product;

· Opportunities to utilize this material and potential demand for the manufactured recycled product are sufficient, to allow the product manufacturer to make a profit; 

· Major challenges (e.g., technical, economic) to the implementation of the opportunity can be identified, have not been addressed by the market working alone, and have the potential to be overcome through state intervention;

· Realization of the market opportunity has the potential to result in tangible additional diversion of MSW; and

· Realization of the market opportunity has potential economic benefits, for example, job creation/retention, increased competitiveness, and increased entrepreneurship;

· There is an interested group (or groups) who want to pursue a business opportunity in using the material.

Not all criteria will need to be met for a material’s consideration by the RMC.  

The RMC will identify barriers that keep secondary materials market opportunities from being realized, and bring together the appropriate stakeholders – commercial and residential collectors and processors, brokers, manufacturers who may be able to substitute a recyclable material, researchers, financial service organizations, trade associations, providers of technical support, purchasers, etc. – to help overcome these barriers. Tools that will be used as needed to overcome identified barriers include: 

Information – Providing market actors with information, such as market data, recycling business directories, information regarding product availability and performance, technical information, training, referrals, etc.;

Technical assistance – To players in the supply and demand chain to increase efficiencies, reduce costs, and enhance product opportunities and properties;

Facilitation – Bringing market players together through stakeholder forums, waste exchanges, linking purchasers with manufacturers, identifying appropriate financing, referrals to legal, technical, and business assistance, etc.;

Financial – Providing incentives, such as loans and grants
, to encourage or discourage certain behaviors;

Procurement – Promoting greater use of the Commonwealth’s purchasing power and procurement system to increase the purchase of recycled products, using, if needed, tools such as prices preferences, set-asides, modifying of bid specs etc.; and 

Regulation – Recommending policies such as tax incentives, landfill bans, minimum content requirements, or preferential procurement requirements that will influence desired behaviors. 

Efforts in identifying and realizing a small number of material-specific strategies will supplement, versus dominate, RMC efforts to encourage markets at large to consume more Pennsylvania-generated secondary materials. In addition, RMC staff will monitor industry-based recycling market development efforts, such as the Carpet America Recovery Effort, and assess opportunities for participation in such efforts, as well as their potential impact on Pennsylvania markets.

General Market Development Strategies

The RMC will encourage and support numerous and diversified market development opportunities. It will also build the capacity of manufacturers to use (more) secondary materials by employing general (cross-material) strategies that seek to put in place tools and resources that can identify and respond to market development opportunities across a wide range of materials as the need arises. The RMC will utilize the resources and services of a range of agencies and organizations in the Commonwealth and region to implement the following strategies:

Feedstock conversion – Through education, technical assistance, and/or financial assistance, help existing Pennsylvania manufacturers to convert from virgin to secondary materials to the extent that technology and markets allow. 

Technology development and commercialization – Through sponsored research, encourage the successful development and commercialization of innovative recycled products and manufacturing technologies for recycled products in Pennsylvania.

Support of existing recycled product manufacturing businesses – By keeping track of, building relationships with, and supporting the range of business service providers in the Commonwealth, provide existing Pennsylvania recycled product manufacturers with access to the financial, professional, educational, and infrastructure resources necessary for expansion of sales, profits, and jobs. 

New recycled product manufacturing business development – By providing financing assistance, education and training, encourage and support the startup and recruitment of new final and intermediate recycled product manufacturing businesses in Pennsylvania, including non-profit and for-profit enterprises. 

Buy recycled – Through sponsoring of demonstration projects, independent product testing, life cycle analysis, recycled product showcases, and other efforts, promote the purchase of recycled products by government, businesses, institutions and other consumers, particularly those manufactured in Pennsylvania. 

Collection and processing best practices and technology development – By sponsoring research and keeping up with trends in the field, promote and support the development and adoption of collection and processing technologies and best practices that reduce the cost and improve the quality and availability of secondary materials needed by recycled product manufacturers. 

Identification of new recycled product opportunities – By keeping track of public and private purchasing trends and needs, search for and identify opportunities for new products that can be made from recyclable materials, assess demand, and seek out Pennsylvania manufacturers to make them. 

Education and outreach – Through activities such as public speaking, publishing articles, developing case studies, advertising in trade publications, and exhibiting at trade events, effectively convey information on market development and available services to target audiences. 

1.3.3 Program Planning and Evaluation

Critical to the success of the RMC’s program of work is effective planning, along with regular monitoring of implementation efforts in terms of their appropriateness and effectiveness, and adjusting strategies and tools accordingly.   

Through appropriateness evaluation, the RMC will assess whether specific programs are aiming at the right targets.  Through effectiveness evaluation, the RMC will ask how well each program is hitting its targets.  These evaluations are critical for program improvement as well as program justification. To the extent possible, program data and information that would facilitate evaluation will be collected as part of ongoing operations, and a requirement of any contract signed between the RMC and its clients or service providers.

The Center will ensure that the programs, services, and activities that it sponsors remain appropriate and effective with respect to addressing priority recycling market development needs and opportunities.  This will be accomplished through: 

Current, accurate market intelligence and assessment – The RMC will perform up-to-date market intelligence, consisting of tracking supply, recovery and demand trends (particularly for problematic secondary materials), and assessment in order to proactively make appropriate adjustments in ongoing activities, as necessary. To do this, the Recycling Markets Center will communicate with stakeholders such as DEP and MRF operators regarding opportunities in the supply chain, and with brokers and end-users regarding barriers on the demand side. The RMC may periodically hold meetings among key players in the supply and demand chain for particular commodities, and include other stakeholders (such as materials researchers and trade associations) as appropriate to have a comprehensive discussion on problems and opportunities. The RMC will also augment the Commonwealth’s current recyclable materials supply and MRF-related information gathering and maintenance activities by gathering and maintaining information on other processors (e.g., recovered paper dealers and plastics reclaimers) and end users – both local and regional; market forces and trends; market barriers; and market development needs and opportunities presenting themselves in Pennsylvania.  In  addition,  the RMC  will stay abreast of new technologies for collection, processing, and manufacturing with recyclable materials.  
Establishment of recycling market development goals and priorities – The RMC will work to facilitate priority setting among the appropriate market players and build programs that are sensitive to their diverse interests and available resources, while remaining true to the goals and priorities of the RMC.  The various organizations that will be partnering in this market development effort will likely have different goals, priorities, and expectations.  Business and economic development agencies, for example, seek creation of jobs and increasing the competitiveness of existing businesses; financial service organizations will be more interested in a return on investment than creating jobs; and agencies responsible for recycling seek diversion of waste from disposal facilities.  In establishing recycling market development goals, the RMC will assess the relative importance of these various desired outcomes, giving consideration to both environmental and economic impacts, and how programs and services can be designed to address these different priorities.  Goals and priorities will periodically be revised to reflect changing circumstances and needs.

Focused approach to strategy and program development – The RMC will lead an annual strategic planning process with input and involvement from recycling market development partners and stakeholders as appropriate.  Through this process, long-range goals and actions will be revisited and annual work plans and budgets determined.  Regular RMC board and stakeholder meetings throughout the year will provide further opportunity for strategic plan and work plan fine-tuning as well as discussion of current market development opportunities and the means by which the RMC and its service provider partners can collectively address them.  Specific performance objectives will be developed for each program that reflect the limits of available personnel and budgetary resources.   

Resource allocation – The RMC will work as a coordinating body to provide for the cost-effective allocation of financial and human resources available for recycling market development. Given the number of players in the recycling market development puzzle, the RMC will facilitate ongoing dialogue among these organizations for the purpose of defining and evaluating roles, responsibilities, and organization-specific programs of work in accordance with the Pennsylvania Recycling Market Development Strategic Plan and the RMC's own work plan. In addition, the RMC will work to identify and enlist the involvement of other organizations to partner in recycling market development work as the years go by. 

Evaluation of RMC program and project performance – The RMC will develop program measures and performance monitoring procedures for each of its core programs and services to ensure that Center activities are both appropriate and effective in meeting identified goals and objectives.   The results of evaluation efforts will be utilized in annual work plan development and strategic planning as well as in publicizing the Center's accomplishments and recruiting clients. Recognizing that outcomes for certain types of recycling market development work can take several years to be achieved, evaluation of the RMC's performance will be benchmarked against similar economic development, technology development and commercialization, and recycling activities in Pennsylvania and elsewhere. 

1.4 Center Clients

Potential clients of the Recycling Markets Center and the types of services and programs they are anticipated to receive are listed in the table below.  Due to limited resources, the RMC cannot serve all prospective clients. Center staff, in cooperation with its partners, will work to evaluate opportunities for serving clients that hold the most promise for success and contributing towards achieving established goals and priorities.

Table 1-2
Potential RMC Clients and Services They May Receive

	Potential Center Clients
	Info. & Outreach /

Education
	Relationship Building / Facilitation
	Technical / Tech Transfer Assistance
	Business Financing
	Research & Development
	Marketing Research / Procurement
	Regulatory/ Policy
R & D

	Existing recycled product manufacturers in PA
	X
	X
	X
	
	X
	X
	

	Potential recycled product manufacturers (e.g., feedstock conversion candidates, start up companies, and companies interested in locating in PA)
	X
	X
	X
	X
	X
	X
	

	Recyclable materials generators, collectors and other supply chain players, both public and private (when market access to supply is impeded)
	X
	X
	X
	
	
	
	X

	Procurement officials (public and private)
	X
	X
	
	
	
	
	X

	Recycling professionals, business and technical assistance service providers, and community and economic development professionals
	X
	X
	
	
	
	
	


There are many other stakeholders in recycling market development besides its clients and network of service provider partners that the RMC needs to communicate with and involve, as appropriate, in its work.  Key stakeholders in the work of the RMC and their potential roles are:

· PA legislature – which authorizes funding for the RMC, and may act on policy developed by the RMC;

· Recycling industry and trade associations – whose members may be affected by PA recycling market development efforts and who may partner with the RMC in certain endeavors such as outreach and education;

· Recycling professional organizations – whose members may be recipients of RMC services and who may partner with the RMC in certain endeavors such as education and training events; 

· Industrial ecology, pollution prevention, and other entities working in related or overlapping arenas – which may benefit from collaborating with the RMC in certain mutually beneficial efforts;

· Materials researchers – who may assist in researching needs and opportunities to overcome technical barriers and create new products;

· Neighboring states – which can benefit from new or expanded PA markets and/or partner with PA in regional market development efforts; and

· U.S. EPA – which supports state recycling market development efforts through its Jobs through Recycling program and regional offices.

· Potential funders – who will want to ensure that their support effectively and efficiently accomplishes mutually held objectives.

The RMC will work to remain in communication with these and other stakeholders, and will seek opportunities for coordination and collaboration of work efforts as appropriate and mutually beneficial.

1.5 Marketing and Outreach

To enhance its success and sustainability over the long term, the Recycling Markets Center will market its programs and services, as well as the benefits of recycling market development.  In addition, the RMC will demonstrate and convey how its actions are effective in addressing recycling market development needs and opportunities.  The RMC will use a wide range of methods to accomplish these objectives.  Key methods are as follows:

· Build an effective communications network with and among all recycling market development stakeholders.

· Establish reciprocally beneficial working relationships with partner organizations.

· Enlist the assistance of RMC partners in performing outreach to prospective clients.

· Publicize the RMC activities and work outcomes to improve organizational credibility and increase client referrals to the Center by other organizations.

· Build a strong web site that functions both to promote the RMC itself and to supply targeted information of value to clients, partners, and other stakeholders as appropriate.

· Work to get other organizations' web sites to provide links to the RMC web site.

· Develop and distribute an electronic newsletter.

· Convene periodic stakeholder forums to provide for two-way communication and relationship building with the RMC and among forum participants.

· Issue periodic press releases and work to get information about the RMC and its activities included in the publications of other organizations serving the same client base.

· Involve RMC staff in spending substantial time out in the field, getting to know target clients and their needs, concerns, and interests.

· Develop an understanding of the interests of existing and prospective financial sponsors, including the PA legislature, and communicate regularly with sponsors to provide assurance that their interests are being met by the Center.

· Attend and present at meetings held by other organizations that have attendees who are existing or prospective clients of the Center.

· Develop exhibit materials for use in trade shows.

· Establish a recycled product manufacturer's network, if this is determined to be of interest and value to its potential members.

· Develop printed materials targeting specific audiences that convey how RMC services and programs will benefit them directly or indirectly by addressing their needs and concerns.

· Publicize success stories and provide other means of recognizing RMC achievements as well as the achievements of its clients.

As for all of its programs, RMC marketing and outreach activities will be evaluated to determine what is most effective, and the marketing and outreach strategy will be fine-tuned as needed.

1.6 Anticipated Outcomes

The primary aim of the Recycling Markets Center is to increase the use of Pennsylvania-generated secondary materials in product manufacturing.  Toward this end, the RMC will design its programs and services to achieve the following outcomes:

· Improved markets for Pennsylvania-generated secondary materials;

· Increased recycling in Pennsylvania;

· Increased recycling industry-related employment and the economy of Pennsylvania overall; and

· Enhanced recycling market development capacity of organizations in the state.

· More specifics with respect to these outcomes are briefly discussed below.

1.6.1 Improving Markets for Secondary Materials

Recycling Markets Center actions are expected to positively impact the nature of demand, both in state and across state and national boundaries, by strengthening existing in-state markets, creating in-state markets for materials that do not have global or regional markets, and increasing the export of secondary materials to buyers outside the Commonwealth. 

Impacts of a more indirect nature that the RMC expects to have are as follows:

· Specific market development efforts that are successful in Pennsylvania may be emulated in other states – particularly ones close by – thereby multiplying the effects. 

· Pennsylvania recycling businesses that receive assistance through the RMC and become more successful as a result will cause other firms and entrepreneurs in Pennsylvania and elsewhere to take note.  

· Because Pennsylvania has several organizations that are strong in technology development and research capacity, the state has the potential to be the home of newly developed recycling technologies that could increase the technical feasibility and profitability of certain recycled product lines.  As firms throughout the country and beyond employ these technologies, the demand for secondary materials has the potential to increase.

· Small increases in demand by in-state manufacturers can have a long-term positive impact as economies of scale are gained.  Increased economies can lead to lower prices, which in turn can further stimulate demand.

· A greater presence of recycled products in the marketplace can itself lead to increased demand.  Prevalence of such products in the marketplace can help overcome bias against the use of recycled products as a substitute for virgin material-based products among those who perceive recycled content products to be inferior in quality.  

1.6.2 Increasing Recycling

Recycling market development activities undertaken by the RMC and its partners are anticipated to have a positive impact on materials recovery:  

· When demand for secondary materials increases, suppliers will feel more secure about the marketability of the materials collected which may result in greater investment in recovery systems and recovery efforts.  

· Suppliers that are informed about and attend to the needs of purchasers, in terms of material homogeneity and level of contamination, may reap higher prices and encourage a greater level of recovery.  

1.6.3 Increasing Employment and the PA Economy

Beyond its impact on recycling in Pennsylvania, the Commonwealth has further reason to promote recycling market development through establishment of the RMC – jobs creation.  More specifically:

· New and expanded Pennsylvania manufacturing businesses will create new jobs, which will improve local and state economies.  According to the Recycling Economic Information Study prepared for the Northeast Recycling Council by R.W. Beck in June 2000 and the U.S. Study prepared for the National Recycling Coalition by R. W. Beck in July 2001, recycling businesses already employ over 81,000 people in Pennsylvania, with recycled product manufacturers alone generating annual sales of over $15.5 billion.  For every new direct job created, several more are created to support this position.  Retention of recycling industry-related jobs is equally as important as creating new jobs 

1.6.4 Enhancing Market Development Capacity

RMC services and programs aimed at building institutional capacity for recycling market development are expected to have a positive impact in a number of areas:

· Agencies and institutions performing business and economic development work that are trained, equipped, supported, and incentivized to address recycling market development opportunities will be more active and more effective in undertaking such work.

· Recyclable materials suppliers that are informed and educated about the needs of end users and how to do business in the recycling marketplace will have greater knowledge about how to access and participate in existing markets and will be better positioned to supply new markets as they are developed.

· Suppliers, processors and end users that are supplied with technical information on best practices and other information will be more capable of addressing barriers impeding the generation of cost-effective suitable quality supply, and use of recyclable materials in product manufacturing. 

Section 2 
MANAGEMENT AND OPERATION

2.1 Institutional Structure

The Recycling Markets Center is anticipated to be established as a nonprofit subsidiary of an existing Pennsylvania organization that has a compatible mission and resources of benefit to the RMC.  Considerations made in reaching this conclusion are outlined in Appendix B.  It should be noted that other institutional options are also feasible.  

A competitive process will be utilized to select an appropriate parent organization. Given that PA DEP is providing the funding for establishing and operating the RMC (see Section 3 below), DEP will issue a Request for Proposals, and manage this selection process.  Prospective parent organizations will be granted the opportunity to propose an alternative structure if it is believed that doing so would better serve the mission of the RMC.  Additionally, prospective parent organizations will be allowed to propose the involvement of partners or subcontractors, to provide an organizational team capable of performing all of the functions of the RMC.  Characteristics to be sought in the parent organization include the following:

· Organizational mission supporting the RMC undertaking a full range of recycling market development work;

· Experience and capability in establishing and overseeing other similarly structured entities;

· Commitment to enabling the RMC to establish its own organizational priorities and identity, and to undertake recycling market development activities without threat of resources being redirected to address other priorities of the parent organization;

· Commitment to establishing and maintaining the RMC as an entity with its own governance and management structure thereby permitting it to act autonomously, although remaining accountable to the parent organization for its performance and use of sound business/management practices; 

· Ability to provide office space, administrative support, and other business/ institutional resources at low overhead rates, to minimize start up and ongoing operational costs for the RMC; 

· Ability to provide programmatic resources and services of benefit to the RMC and/or its clients;

· Minimal conflict of interest, particularly pertaining to the RMC's allocation and use of funds;

· Ability to aid the RMC in attracting and serving the full range of clients that might benefit from recycling market development assistance;

· Ability to build ties with private companies and other partners;

· Ability to permit the RMC to receive funds from various sources (particularly DEP), and capability to help the RMC attract such funding; 

· Ability to enable the RMC to allocate funds for contracts, grants and/or loans to public and/or private sector entities in a timely fashion;

· Ability to aid the RMC in attracting and retaining staff with needed skills;

· Ability to maintain client confidentiality;

· Ability to establish the RMC as a legal entity in a timely and appropriate fashion;

· Possession of the trust and respect of other organizations with interests in recycling market development in Pennsylvania.

The selected parent organization will be responsible for:

· Providing legal counsel and developing the legal entity for the RMC, to the extent that a separate legal entity is deemed appropriate; and

· Arranging for office space, office furnishings and equipment, etc to establish the physical office for the RMC.

· Accounting/record keeping/contract administration (depending on the institutional structure established).

Additional responsibilities of the parent organization are delineated on a topic-specific basis below.

2.2 Governance

It is envisioned that the RMC will be governed by its own board of directors.  The Board will be responsible for managing the business and affairs of the RMC.  The RMC, through the action of its board, will have the power to:

· Adopt bylaws;

· Contract and execute instruments necessary or convenient for carrying on of its business;

· Sue and be sued, complain and defend in court; and

· Accept funds from all available sources.

The Board will consist of nine voting members and four or more ex-officio members.  

To expedite establishment of the RMC, it is envisioned that DEP will appoint a "RMC steering committee" to provide guidance in creating the RMC and to recommend candidates for the founding Board of Directors. Once the parent organization is selected, the parent will assume responsibility for staffing and overseeing the steering committee (later to be replaced by a Board of Directors selection committee and the Board, itself, once established), appropriately involving the committee and the Board in decision-making regarding the RMC, and making all future committee and Board appointments.  

In making Board candidate recommendations, the RMC steering committee (and future selection committee) will seek persons who, in combination, possess local, national and international perspective, and are knowledgeable about and have contacts with organizations in the following areas:

· Recycled product manufacturing;

· Recyclables processing;

· Waste/recyclables hauling;

· Municipal recycling program operation;

· Manufacturing technology development and commercialization;

· Commodity-specific secondary material markets (e.g., plastic, paper, glass, metals);

· Business development finance; and 

· Community and economic development.

In addition, board candidates will be selected based on their knowledge and experience in governing/managing organizations – particularly nonprofits. The steering committee will make provisions for establishing permanent representation on the Board by the PA DEP and DCED, to provide for formal liaison with these agencies.  The seven board members who are non-state-agency appointees will serve staggered three-year terms.  Initially, two members will be appointed for a one-year term, two for a two-year term, and three for a three-year term.  In accepting an appointment, each of these board members will be expected to understand that his or her duty will be to fulfill the mission of the RMC and not to represent any organization, industry, or interest group.  At the conclusion of a term, board members may be re-appointed.

Ex-officio members of the Board of Directors are envisioned to include one representative each from the Recycling Fund Advisory Committee, the Northeast Recycling Council, and the Mid-Atlantic Consortium of Recycling and Economic Development Officials (MACREDO), and the Mid-America Council of Recycling (MACRO).  

The RMC Board of Directors will select its own officers, and these officers will be responsible for executing the policies of the Board.  While appointed by the parent organization, the RMC Board will not "report" to the officers or board of the parent organization.  

2.3 Management and Staffing

Management and staffing plan details for the Recycling Markets Center will be decided by the RMC's Executive Director and Board.  The parent organization will retain the right to examine the management plan, annual work plans, financial reports, etc., and to otherwise hold the RMC and its management accountable for the performance expectations of the parent.  Likewise, DEP will retain the right to examine such plans and reports as well as conduct periodic independent performance evaluations, to ensure that the RMC is making appropriate use of DEP-provided funding. 

In its initial years of operation, it is envisioned that the RMC will have a staff of six to seven people: 

· One executive director, 

· One administrative assistant, 

· Two program managers, and 

· Two or three project/program support personnel. 

The Executive Director will be in charge of day-to-day operation of the RMC, creating an overall vision and direction for the organization, fundraising, hiring and managing staff, and promoting the RMC and recycling market development. A draft job description for the Executive Director is provided in Appendix C.  The Executive Director will be hired by and report to the Board of Directors.  All other staff will be hired by and accountable to the Executive Director.

In addition to the Executive Director, an office manager will be hired to handle RMC administrative and business functions.  Responsibilities of the Office Manager include:

· Managing accounts receivables and payables;

· Contracts administration;

· Record keeping;

· Managing resources, such as mailing lists, contacts, and office library;

· Secretarial and administrative support for the executive director and board; 

· Procuring and maintaining office equipment, information technologies, and furnishings; and

· Supporting program and project managers as time allows and priorities dictate.

One person will be hired to manage the Capacity Building program, one person to manage the Markets Building program, and one person to manage RMC marketing and outreach functions.  The remaining one to two individuals comprising the RMC staff will support the program managers and the Executive Director.  RMC program staff will market and facilitate the delivery of services, as well as build consensus, relationships, and agreements among various parties at the local, state, and regional levels.  

The focus of RMC program staff will be the ‘recycling’ part of recycling market development – understanding collection, processing and end-use issues; knowing who the market players and recycling resources are; building relationships with appropriate service provider partners; etc.  As such, program staff will assemble and maintain the recycling marketplace information and knowledge needed to determine recycling market development priorities, appropriate strategies for addressing them, and appropriate service providers and other players to execute the needed work. RMC program staff will participate in conveying such recycling market information to its clients and service provider partners and will coordinate work undertaken to achieve the Center's goals and objectives.

Service delivery to individual companies and municipalities will be carried out by RMC partners (including the parent organization) or RMC staff, depending on the needs of each specific client.  An important staff role will be identifying a roster of partners, creating formal and informal relationships with these partners, and delegating specific tasks to the various partners as well as appropriate reimbursement.  Staff will play a direct role in client-specific service provision when their substantive knowledge and expertise is called for (e.g., assistance in identifying recycling market barriers and opportunities for business planning purposes).  

The Executive Director will build a staff selected based on their skills, capabilities, experience, and passion for serving the mission of the RMC.  RMC staff should agree with principles of approach to recycling market development in Pennsylvania (as outlined in the Strategic Plan), should have an entrepreneurial, self-motivated approach to work, and in combination, should possess skills and capabilities in the following areas:

· Project management;

· Written and oral communication;

· Quantitative analysis;

· Research, information-gathering, and investigation;

· Program evaluation;

· Business and nonprofit administration (as needed to effectively manage the Center);

· Problem identification and problem solving through consensus building;

· Establishing and adhering to priorities;

· Writing and evaluating RFPs and administering contracts;

· Establishment and maintenance of effective working relationships with and among people having diverse backgrounds and knowledge, including RMC funders; and

· Marketing and promotion of recycling market development and services of the RMC.

In addition, RMC staff will be selected who have, in combination, knowledge and experience in the following areas:

Business/economic development:

· Understanding of the ways and needs of businesses, with particular understanding of manufacturing processes;

· Ability to understand and evaluate business statements, business plans, etc.;

· Knowledge of Pennsylvania ED and BD service providers, and their services and capabilities;

· Knowledge of both debt and equity financing community, what investors are looking for, and role of financing in business development.

Recycling/recycling market development:

· General understanding of recycling and recycling market development – particularly, a commercial understanding of the recycling industry;

· Knowledge about specific recyclable commodity supply and demand issues and players in Pennsylvania;

· Ability to assess market barriers and to understand when RMC is needed to address barriers;

· Knowledge of how to source secondary materials; 

· Knowledge or ability to discern what recycling market development tools are appropriate in which situations;

· Policy analysis expertise and understanding of policy mechanisms and the political process;

· Understanding of environmental and policy issues surrounding use of targeted materials and their uses;

· Understanding of buy-recycled/procurement policies and methods; and

· Knowledge of regulatory issues surrounding the beneficial use of recyclable materials, facility siting, etc.

Technical research and development:

· Understanding of various properties of recyclable materials and virgin counterparts;

· Understanding of the research and development process and role/organizational interests of R&D service providers in overcoming identified barriers;

· Understanding of process of commercializing research efforts; 

· Understanding of the R&D service providers (who the key researchers and testing labs are in the state and region);

· Ability to understand research and technical needs of manufacturers and link them with the best form of business or technical assistance.

Market research and marketing:

· Understanding of sales and marketing and role of market research as a tool as well as which other tools are appropriate.

Public policy:

· Understanding of approaches to the design of effective public policy.

The experience of other state recycling market development centers suggests that recycling market development personnel are more effective when they enter with business assistance and economic development skills and basic technical knowledge.  Although it is important for some staff to have some recycling expertise and knowledge of the local players in Pennsylvania, other staff can be provided with information and training on recycling supply and demand trends and markets. 

2.4 Partners

A significant portion of the work of the Recycling Markets Center will be to link client companies with service providers that can assist them in solving particular problems in such areas as business planning, finance, technical problem solving, product development and commercialization, market assessments, and materials sourcing.  The RMC will select a limited number of service providers who will be considered Center “partners.” These may include:

· Public and private business assistance organizations (public organizations include Team PA, Industrial Resource Centers and Small Business Development Centers; private organizations include business and economic development consultants and marketing firms);

· Public and private technical assistance service providers (public organizations include PennTAP; private organizations include commodity-specific trade associations, such as NAPCOR and AF&PA, and private recycling, waste management, and industry consultants);

· Researchers and testing laboratories;

· Finance organizations; and

· Community-based organizations.

RMC partners will provide more in-depth assistance to companies in their field of expertise than can the RMC alone.  The RMC will pay partners as needed and mutually agreed upon for their time and services.  However RMC partners will be expected to utilize their own resources for any work that would normally be undertaken as a part of their normal business activities.  Other service providers in addition to the Center partners will be engaged from time to time to address the needs of specific clients or for specific project work that is outside the range of services effectively provided by the partners. 

Given its role as funding provider and primary founder of the RMC, the PA DEP is a partner with a unique relationship to the RMC.  The RMC will remain in communication with DEP staff to ensure good coordination between RMC and DEP programs, and to ensure that the RMC understands all DEP contract requirements and performance expectations.  

2.5 Locations and Facilities

The parent organization and RMC Board of Directors will determine the Recycling Markets Center office location(s).  It is anticipated that the Center initially will be housed in one office in Harrisburg, and strong consideration should be given to this location due to access to the General Assembly and Commonwealth agencies.

As the RMC develops, the value of physically locating one or more staff at the offices of a partner will be assessed, as well as having partner agencies loan a staff person to the RMC.  Specifically, the potential benefits would be measured regarding directly placing staff in the field and as a liaison with other service-providing professionals.

Section 3 
FINANCIAL PLAN

3.1 Financing Strategy

The primary source of funding for the first five years associated with establishing and operating the RMC will be the Pennsylvania Recycling Fund.  The Recycling Fund has been created through a surcharge on each ton of material disposed in Pennsylvania.  These funds are managed and allocated by the PA DEP.  This guaranteed short-term funding will give the RMC time to focus on building its programs and results, and building a base of clients and constituents.  

DEP will provide funding to the parent organization in the form of a grant, to initially establish the Recycling Markets Center.  In addition, DEP (either directly or through its recycling market development consultant) will provide additional support in the form of management, technical advice and assistance in one or more of the following areas:

· Establishing and providing staff support to the initial RMC steering prior to selection of the parent organization;

· Providing technical input and facilitation assistance in the development of organizational bylaws, program work plans and budgets, and other policies and procedures and guidance documents;

· Participating in interviewing and hiring the RMC executive director and staff;

· Developing RMC program performance measures and a detailed evaluation plan; and

· Conducting periodic Center performance evaluations, once the RMC is operational;

Once the Center is operational, the RMC may receive funds directly through DEP or via the parent organization, depending upon the ultimate institutional structure established.  DEP funds to the RMC will be utilized to support office overhead, staff, and programs.  

Reporting mechanisms will be established to provide DEP with the means of ensuring appropriate use of DEP-supplied funds; however, RMC operations and expenditures of funds obtained from sources other than the Commonwealth will not be controlled by DEP.

During the initial five-year funding period, the RMC will explore additional sources of funds and develop a long-range funding plan.  Long range funding sources may include: state and federal grants for economic development, technology development, and other relevant topics; foundation grants; contributions from trade associations and other groups involved in co-sponsoring specific programs and activities; continued support from the recycling fund.  Client fees are unlikely to be a top priority, especially in the short term; however clients and those receiving funds for specific projects may be expected to provide matching funds, which may include donated staff and equipment time.

RMC service provider partners will be expected to utilize their own resources in undertaking market development work that fits within the purview of their normal services, types of clients, etc.  When work that they will undertake falls outside of the scope of their mission, the RMC will establish and/or broker the establishment of contracts to fund these activities.

In addition, RMC partners will be expected to assist in the identification of potential funding sources.  By teaming to develop proposals, stronger more "marketable" proposals should result that cross the typical boundaries of environmental protection and economic development, and demonstrate a breadth of capabilities that would appeal to potential funding sources.  

3.2 Budget

Once the parent organization has been selected and decisions have been made regarding the RMC's office location(s), the RMC's start up and operating budgets will be developed.  The parent organization will be responsible for developing these initial budgets, with the input and assistance of the RMC development steering committee and DEP's recycling market development consultant.  

Section 4   
YEAR 1 WORK PLAN 

The RMC's Executive Director and Board will be responsible for developing the initial and future annual work plans for the RMC.  It is anticipated that the Year 1 workplan will contain the following work activities:

Months 1 - 3

· Establish RMC development steering committee.

· Recruit and appoint founding Board of Directors and conduct Board orientation session. 

· Develop bylaws for Board approval.

· Establish initial financial and business record keeping systems (assumes this will be modified once office manger is on board).

· Secure funding.

· Set up the RMC office (secure site, furnishings, equipment, etc.).

Months 4 - 6

· Hire the RMC Executive Director.

· Develop initial communication pieces (after hiring Executive Director) (e.g., logo, letterhead, business cards, letters of introduction, RMC brochure, media releases, etc.) for use in informing stakeholders about the RMC's existence and services.

· Begin relationship-building process; obtain input on needs, opportunities, issues of concern, strategy ideas, etc.

· Using Phase I results, strategic plan and stakeholder input, select one or two target materials to serve as the initial focus of material-specific efforts.

· Set up physical and virtual library, database management, and other document/information management systems in the office.

· Undertake various information gathering and assessment activities to characterize the needs and interests of target client groups and other key stakeholders (including existing PA end users, target commodity industry representatives, and suppliers) and to determine priority barriers and opportunities to be addressed through RMC-led recycling market development activities.

· Develop a prioritized list of existing PA recycled product manufacturers that RMC staff will meet with one-on-one; begin series of meetings.

· Develop an RMC web site and work to establish links to this site from the sites of other organizations.

· Identify core service provider partners and convene first partners meeting.

Months 6 - 12

· Prepare 6 months status report to the Board of Directors and DEP.

· Create 1-year work plans and budgets for each of the three RMC programs, using guidance from business plan and strategic plan as well as results of listening process.

· Write job descriptions, and hire office and program managers, followed by remaining personnel.

· Launch initial RMC programs and services as outlined in work plans.

· Develop a repository of knowledge on specific areas of focus.  This can include existing best practices, case studies etc. already completed by other market development or industry organizations.

· Work with DEP to update/augment processor and end user database.

· As deemed valuable through the needs assessment survey work, conduct discussion forums and seminars on specific areas (e.g., for specific target materials, specific processes, financing, etc.). 

· Continue with partnership meetings to further clarify capabilities, roles and working relationships among partner group members.

· Establish processes for identifying and marketing services to target clients and link them with the appropriate service provider partners.

· Establish program measures and evaluation procedures, including client tracking procedures.

· Develop the Year 2 work plan.

Appendix A
 MARKET INEFFICIENCIES 

The following is a description of market inefficiencies that can be addressed through the programs and services of the Recycling Markets Center:

· Imperfect flow of information – Market players may make inappropriate decisions because of a lack of information, lack of access to existing information, or misinformation.  For example, a manufacturer may not know that secondary feedstock can be substituted for virgin feedstock without negative consequences; a seller and potential buyer of secondary materials may not know of each other’s existence; or an entrepreneur, economic developer, or venture capitalist may not fully appreciate the profit potential of a new recycling business.

· Uncertainty about future market conditions – Unknowns regarding the quantity, price and quality of secondary material supplies, about the demand for secondary materials and recycled products, and about forthcoming regulations and their impacts on markets can inhibit investment in recycling collection, processing or manufacturing capacity.

· Risk aversion – Financial investors of venture capital and debt finance have a wide range of choices regarding the types of businesses in which to invest.  Some investors may decide to avoid investing in certain recycling businesses, with a perception that they are too risky, even if the investors are adequately compensated for the risk.  Recycling business development is then inhibited by a lack of capital.

· Mispricing of materials and products due to undervaluing public benefits and/or costs – In efficient markets, the prices of goods fully reflect the costs and benefits to society.  However, in the real world, prices usually reflect only the costs and benefits to the buyer and seller.  The benefits of recycling that accrue to the public, e.g., conservation of resources, reduced pollution, and avoided landfill costs, are not incorporated into the price, leading to prices for secondary materials that are priced below their true value.  In addition, there are certain costs of recycling, for example, the unpaid labor provided by residents in source separating waste, that are not reflected in the commodity prices.  Mispricing of secondary materials and recycled products (reflecting what economists call “externalities”) can constrain both supply and demand.  In addition, mispricing of primary materials, by failing to internalize associated environmental and resource depletion costs and the impact of virgin subsidies, makes it more difficult for secondary materials to compete against primary materials in the marketplace. Likewise, failure to incorporate the associated environmental and resource depletion costs in the price of waste disposal services, such as landfilling, can inhibit recovery of secondary materials which affects the price of secondary materials supply.

· Inability to reach economies of scale – New recycled products are often manufactured in small production runs, reflecting low initial demand. However, small production runs can result in high per unit costs, which can keep demand low.  If demand (or supply of input materials, in instances where insufficient feedstock is limiting production) were to grow, production runs can become larger, resulting in decreased per unit costs, which, if reflected in product price, would further stimulate demand.  

· High transaction costs – Each transaction in the marketplace carries a certain cost, which may be low or high. Transaction costs can include information search time and expense (e.g., to find qualified buyers, assess market conditions, locate materials with suitable characteristics), legal and regulatory activities (e.g., obtaining permits, drawing up contracts), and transportation time and expense (of materials and people). In efficient markets, transaction costs do not prevent transactions from occurring.  However, in the real world, high transaction costs can scuttle deals; market actors may decide that costs of carrying out the transactions exceed the likely benefits. For instance, a business may decide that the cost of delaying production in order to obtain environmental permits is too high, that long-haul trucking rates are too high to justify a deal, or that the time and funds needed to research markets are too high to consider developing a new product. 

· Unrestricted nature of technical information – Technical innovation can lead to new levels of recycling activity through developing new recycled products and new collection, processing and manufacturing technologies.  However, despite the protections of the patent system, technology development can be inhibited if it is thought that competitors can replicate innovations at a low cost.  Technical information is a “public good,” that is, it is inexpensive or free to obtain and use unless well hidden from competitors or guarded by legal protections. In addition, because of this, many companies are unwilling to share technical information.

Appendix B
ASSESSMENT OF INSTITUTIONAL OPTIONS

In determining the Recycling Markets Center structure, the following organizational characteristics were identified as important to the success of the Center:

· Able to provide critical services;

· Organizational mission supporting full range of recycling market development work;

· Recycling market development activities are an organizational priority not vulnerable to being superceded by other priorities;

· Minimal conflict of interest, particularly pertaining to allocation and use of funds;

· Has the trust and respect of other organizations with interests in recycling market development in Pennsylvania; 

· Ability to attract and serve full range of clients that might benefit from recycling market development assistance;

· Ability to build ties with companies and other partners;

· Ability to attract, receive, and be held accountable for funds from various sources and DEP in particular;

· Ability to allocate, in a timely fashion, funds for contracts, grants and/or loans to public and/or private sector entities;

· Ability to enter contracts with public, nonprofit, and private service providers;

· Ability to be flexible and responsive to changing market conditions;

· Ability to advocate on behalf of recycling market development in Pennsylvania;

· Ability to attract and retain staff with needed skills;

· Ability to maintain client confidentiality;

· Political and institutional feasibility.

Several organizational options were considered for the Recycling Markets Center with respect to their ability to have the above characteristics:

· Establish a public purpose corporation (e.g. an authority) to serve as the Center;

· House the RMC within an existing nonprofit organization;

· Establish a new nonprofit organization to serve as the RMC;

· Operate the RMC as a program of an existing agency of the Commonwealth;

· Operate the RMC as a program of an existing agency University/ College;

· Operate the RMC as a program of an existing private sector organization or service provider.

In assessing these options, representatives from existing Pennsylvania organizations were interviewed about the effectiveness of their organizational structures and their opinions regarding an appropriate structure for the RMC.  In addition, Internet research was performed to examine the structures of various existing organizations as well as their purpose, mission, and programs.  A survey of existing state recycling market development programs was undertaken to determine structural approaches used by other states.  Reports for the Chelsea Center for Recycling and Economic Development and the Clean Washington Center entailing an evaluation of institutional options were reviewed and pertinent findings noted.

Three options were short listed and given more detailed consideration:  

1. Operation of the RMC as a program of an existing agency of the Commonwealth;

2. House the RMC within an existing Pennsylvania organization;

3. Establishment of the RMC as a public purpose corporation.

Based on this research and analysis, it was determined that there is no sole "right" structure for the RMC.  In other words, several different types of structures are feasible, with each having a different set of pros and cons.  Of the three options evaluated in greater detail, establishment of a public purpose corporation (Option 3) was determined to possess the greatest compliment of desired characteristics; however this option was also considered to be the most difficult and time-consuming to implement, given that legislative action would be required.  Option 1 (program of an existing state agency) was regarded as the easiest to implement.  However it is the least desirable of the three short-listed options, due to limited operational flexibility and negative perceptions on the part of recycling market development stakeholders regarding the ability of such a program to maintain client confidentiality, understand and be responsive to the needs of businesses, and operate independently of Commonwealth regulatory agencies.  Option 2 (housed within an existing PA organization) was determined to offer the most positive combination of advantages and disadvantages, assuming a suitable interested parent organization could be identified.  With regard to this option, creation of the RMC as a nonprofit subsidiary of the parent organization merits particular consideration.  This approach to establishing the RMC offers the advantages of being part of a larger organization, while providing the autonomy and mission focus associated with an independent nonprofit.  

Appendix C
EXECUTIVE DIRECTOR POSITION DESCRIPTION

The Executive Director provides the primary executive, strategic, representational and fundraising leadership for the Recycling Markets Center. The Executive Director's role is to ensure the viability and growth of the organization while overseeing day-to-day operations. The Executive Director will set the vision of the organization, steer the organization towards that vision, hire and supervise staff, and build relationships with prospective clients, service provider partners, and other stakeholders with roles to play in recycling market development in Pennsylvania. The Executive Director reports to the Board of Directors.

Qualifications

The RMC executive director should be a service-oriented individual with a passion and commitment to the mission and programs of the RMC, creative vision, ability to think innovatively and strategically, a strong sense of humor, and dynamic leadership abilities.  In addition, the successful applicant will be able to: unite individuals around the RMC's mission; work in a collaborative manner with diverse constituencies; facilitate strategic alliances; work with an active and involved Board of Directors; manage and motivate staff.

Skills and Experience Needed

· Excellent written and oral communication skills used in letter and report writing, outreach, marketing and public speaking;

· Strong interpersonal, social and supervisory skills; 

· Strong capability with strategic visioning and short-term planning;

· Demonstrated ability to develop, manage, and successfully complete multiple, complex programs and projects operating simultaneously;

· Experience in budget development and administration and fund development; 

· Familiarity with state government administrative procedures, and with Pennsylvania environmental and/or economic development agencies.

Major Functions/Accountabilities

Planning and Operations:

· Develop and implement a long-term plan for the financial health of the organization. 

· Oversee development of the annual budget for the organization. 

· Ensure that the organization works within its budget. 

· Directly oversee the recruitment, hiring, training and supervision of the RMC staff. 

· Maintain a work environment that attracts, retains and motivates high-quality staff. 

· Oversee design, development, promotion, delivery, and quality of programs, products and services. 

· Work with the Board of Directors to ensure adequate personnel policies, oversee staff performance appraisals and mediate resolution of any staff conflict. 

· Stay abreast of significant developments and trends affecting the work of the RMC. 

Administration:

· Oversee management of the organization’s functions, including:  budgets, employee payroll records, taxes, grants, database, and board meetings.

· Oversee maintenance, as appropriate, current employee payroll records, tax records, and other financial records.

· Administer grants.

· Develop personnel policies (or use those of parent organization).

· Ensure that employee relations and functions are in compliance with all governmental regulations and the RMC's personnel policy.

Fundraising: 

· Develop annual financing strategy in collaboration with staff and board. 

· Develop and maintain relationships with current and prospective funders. 

· Oversee grant planning, writing and implementation, including identifying resource requirements, establishing strategies to approach foundations and ensuring grant obligations are met. 

Communications and Marketing

· Assure that the RMC and its mission, programs, products, and services are consistently presented in strong, positive images to relevant audiences. 

· Serve as the primary liaison to funding and partner organizations, contractors and clients. 

· Serve as liaison to other organizations doing related work.

· Market the RMC through presentations, in-person contact, and partnerships with the business community and waste reduction and recycling organizations.

· Give presentations at meetings and conferences. 

Board Administration and Support: 

· Work with the Board and staff to ensure that the organization has adequate resources to complete its work. 

· Support operations and administration of Board by advising and informing Board members, and serve as liaison between the Board and staff where appropriate. 

· Work with the Board to undertake long-term organizational and strategic planning. 

Education: 

A Master's Degree in administration, business, public policy or another appropriate field related to RMC's mission, and at least three years of experience related to managing organizations, recycling market development, business assistance, economic development, business financing, and environmental policies and programs.

or

Bachelor’s degree plus a minimum of five years of experience related to recycling market development, waste management, business and economic development, business financing, and environmental policies and programs.

� Note:  The RMC cannot pass through grant money from Commonwealth sources; however the RMC can recommend allocation of grant funding by state agencies to specific recipients.  In addition, the RMC can issue grants from other sources, such as private foundations. 
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