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Mayor Turner, 
 
In 2012, Houston submitted an application to the Bloomberg Philanthropies Mayors Challenge—a grant 
competition that encourages cities to generate innovative ideas to solve major challenges that also have 
the potential to be applied in other cities.  Through the One Bin for All project, the proposal suggested 
employing game-changing technology to allow for the disposal of all residential waste—both organic and 
recyclable—in one bin. The project was anticipated to achieve a recycling and diversion rate of up to 75 
percent within two years. In March 2013, Houston was selected by Bloomberg as one of five winners, and 
received a one million dollar grant to support the implementation of the project. 
 
Status of current negotiations 
 
After an extensive RFQ/RFP processes, the seven-member evaluation committee unanimously 
recommended entering into best and final talks with respondent EcoHub-Houston LLC. The City entered 
into contract negotiations with EcoHub-Houston last year, and with the exception of a few outstanding 
issues, the contract is nearly complete.  
 
The project will be privately financed, with the contractor recouping expenses from the sale of feedstock, 
recyclables and commercially manufactured goods. The City would be required to provide residential 
waste for the facility and enjoy the savings resulting from lower operational costs. 
 
Commodity market challenges 
 
As a result of depressed commodities prices and increasing processing costs, almost every recycling 
facility in the United States is currently operating at a loss.  In response to these realities, the waste 
management industry has started implementing a variety of changes.  First, providers are scaling back 
services.  For example, Waste Management closed 10% of its largest recycling facilities in 2015 
(including in San Antonio).  Second, recycling companies are increasing processing costs and eliminating 
revenue share programs.  These industry trends threaten to jeopardize the “cost-free” recycling programs 
that cities have become accustomed to.   
 
Cities are responding to these industry trends in three primary ways.  First, some communities—like the 
District of Columbia, Baltimore and surrounding counties—are spending millions annually to support 
failing recycling facilities.  Second, cities are considering passing on the costs of recycling to citizens in 
the form of tax and fee increases.  Third, cities are implementing innovative approaches to recycling and 
waste management that can stabilize costs while enhancing environment outcomes. 
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One Bin benefits 
 
As you are aware, the City of Houston is projecting General Fund budget deficits in excess of $100 
million per year for each year through FY 2020 and Houston’s solid waste management budget is funded 
out of the general fund. In contrast to the existing cost neutral contract, in the future we anticipate that 
Houston will have to pay for recycling as revenue sharing agreements are scaled back and processing 
costs continue to increase.  In the absence of a tax increase, this will substantially drive up the costs 
associated with existing programs, adding to the general fund deficit.  Furthermore, existing programs do 
not offer an opportunity to reduce overall solid waste management costs.     
 
As the table below demonstrates, the One Bin for All Project represents an innovative way for Houston to 
achieve its economic, operational, sustainability, and community development objectives. In addition to 
generating substantial operational benefits and contributing to reducing the General Fund deficit, the 
initiative will create jobs, promote environmental sustainability, and improve quality of life for citizens. 
 
Recommended approach 
 
By partnering with the private sector to contain costs by supporting recycling business models that are not 
dependent on the risks associated with the commodities market, the City can adopt a model that can 
produce better outcomes, at a lower costs. As such, we recommend that the City finalize the contract 
continue moving forward with the project.   
 
We look forward to setting up a time to brief you further on this important initiative. 
 
 
Appendix 1: How the One Bin project meets the City’s goals 
 
Operational Efficiency Goals EcoHub Benefits 
Reduce or neutralize City municipal solid 
waste costs through efficiencies and revenue 
sharing 
 

-$22/ton processing fee on MSW vs. cost neutral number 
of $25/ton (anticipated savings of at least $1.5m per year) 
-$22/ton processing fee on recyclables vs. anticipated cost 
of $75/ton-$150/ton on new recycling contract (anticipated 
savings of $2.2m-$4.4m per year at current recycling rate 
of 10% and $5.3m-$12.5m per year, if the City reaches its 
goal of a 25% recycling rate under the current single 
stream system) 
-EcoHub has secured free proof of concept with route 
optimization technology provider to help COH reduce 
collection costs in city buildings (anticipated added 
benefit—not part of contract)  
-There could be additional savings by optimizing 
residential routes 

Create new revenue streams for the City  -City to receive revenue from 75% of carbon offsets 
(anticipated value of $1.35m per year, based upon a 
conservative $4 per ton value) 
-City to receive revenue share on additional non COH 
tonnage for which the COH is responsible for getting the 
contract 

Reduce infrastructure maintenance costs -Reduce wear and tear on city streets and pothole creation 
by reducing garbage truck traffic 

Improve service delivery and reduce costs 
through innovative private-public 
partnership models 
 

-Facility is 100% privately funded and operated—no 
financial risk to city  
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Economic Development Goals  
Create jobs in the greater Houston area  
 

-The EcoHub complex will create between 600-800 direct 
jobs and ~2,000 indirect and induced jobs during 
operations 

Stimulate economic activity in the greater 
Houston area 

-Estimated gross regional economic impact of $1.9b 
annually during operations 

Enhance Houston’s reputation as a center of 
innovation 

-Enhance Houston’s image and reputation through global 
sustainability leadership 
-Position Houston as the center of a new industry  

Environmental Sustainability Goals  
Significantly increase diversion and 
decrease the amount of waste sent to 
landfills   

-Year 1: 55% diversion commitment 
-Year 2-Year 25: 75% diversion commitment  

Protect air quality by reducing greenhouse 
gas emissions caused by organic materials 
in landfills, and reduce garbage and 
recycling truck emissions by reducing the 
number of trips 
 

-450,000 ton annual GHG emissions; this is the equivalent 
of taking approximately 100,000 cars off the road 
-Because over 75% of discarded materials are diverted, 
nearly 1 billion gallons of water and 850,000 trees will be 
saved on an annual basis 

Community Development Goals  
Stimulate community interest in and 
responsibility for reducing, reusing and 
recycling 

-Education campaign for reducing and reusing and One 
Bin information ($150,000 per year) 

Secure site with minimal impacts to 
community/neighborhood 
 

-EcoHub is located on a 900-acre former paper mill site 
that will be repurposed  

Serve as a 21st-century model to 
communities around the world 
 

-Integrated, closed-loop process can be model for more 
cost-effective, efficient, environmentally beneficial waste 
diversion system 
-On-site world class educational facility, as well as IBM 
Center of Excellence, will help educate, tell story of new 
model 

Allow all residents to simply put their 
discarded materials into one bin (excluding 
heavy trash, e-waste and household 
hazardous waste) – no more source 
separation required by residents  

-Advanced sorting facility will process all commingled 
residential MSW from the one bin system 
-Much easier for residents; frees up required two bin space 
requirements at residents’ homes and at their curbs  

Extend life of local landfills -Eliminate need to create new landfills in the community  
 
 
Appendix 2:  Project Background 
 
One Bin for All Background 
 
The One Bin system is a project that envisions Houston as the national model for a  sys tem  to improve 
residential waste r e c y c l i n g  a n d  diversion rates through better processes and breakthrough technology. 
The City worked with the Clinton Climate Initiative (CCI) and the C40 Cities Climate Leadership Group 
(C40) to study the economic and environmental benefits and the challenges of implementing new 
technologies as compared to the full expansion of conventional single stream recycling.  
  
The conclusions detailed in a September 2012 report served as the basis for Houston’s application to 
Bloomberg Philanthropies Mayors Challenge. The Mayors Challenge is a Grant Competition that 
encourages cities to generate innovative ideas to solve major challenges and that also have the potential to 
be spread to other cities.   



4 
 

 
Houston’s “One Bin for All” system proposal was submitted to the Bloomberg Challenge for 
consideration. The proposal suggested that One Bin would employ game-changing technology to allow 
for the disposal of all residential waste—both organic and recyclable—in one bin at the home. A 
recycling and diversion rate of up to 75 percent within two years was anticipated. In March 2013, 
Houston was selected as one of five winners of a one million dollar grant to support implementation of 
the project. 
 
In June 2013, following the successful grant award, the City issued a Request for Qualifications (RFQ) to 
gauge market interest and identify qualified firms. The RFQ was prepared utilizing the goals and 
objectives listed below:  
 

� Transform the concept of “municipal solid waste” (MSW) into “resource recovery and reuse” 
 

� Provide the City with a substantial increase (17% to 55%) in the volume of resources for recovery 
within the first year.  Provide a guaranteed diversion rate for residential municipal solid waste of 
75% or better within Year 2 and after.  
 

� Allow residents to put all of their discarded materials into one bin (excluding heavy trash, e-waste 
and hazardous household waste). 

 
� Allow technology and new process systems to sort household materials more effectively. 

 
� Reduce greenhouse gas emissions (GHG) from a 2010 baseline of 30,955 MTCO2E. 

 
� Reduce City MSW costs through reduced charges and revenue sharing.  

 
� Increase the net jobs that result from managing R-MSW.   

 
� Secure a developer(s) with key team members that include design, equipment, finance and 

construction firms with a commitment to meet the City’s tracking goals. 
 

� Include a center for ongoing recycling education and the environmental impact on 
neighborhoods. 

 
 
Additionally the RFQ was clear that there would be no incineration of waste allowed and that the City 
would not hold an equity position in the entity during the term of the service contract.  
 
An Evaluation Committee composed of seven voting members from senior City personnel and two ex-
officio advisors was formed to evaluate the eleven responses received. In April 2014, six of the eleven 
firms that had responded to the RFQ were prequalified to participate in a Request for Proposal (RFP). 
Five of the six firms ultimately submitted proposals. The City specified criteria including cost neutrality, 
guaranteed diversion rates, site location and acceptable environmental technologies.     
 
The Evaluation Committee reviewed the responses to the RFP internally. The stringent evaluation process 
identified two finalists capable of managing the multi-million dollar construction project, as well as 
meeting the service contract requirements of the City. The Evaluation Committee unanimously 
recommended entering into best and final talks with respondent EcoHub-Houston. 
 
EcoHub-Houston is a vertically integrated, closed-loop system that separates waste and recycling into 
individual components that become feedstock for new manufactured products, created on-site. The total 
project cost is estimated at $750 million.  The project will include an advanced sorting facility, a paper 
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mill (consisting of pulp, tissue and converting facilities), a plastic converting facility and an education 
center.  Key elements of the EcoHub-Houston proposal include: 
 

� 25-year contractual relationship with the City of Houston. 
� Creation of more than 500 permanent jobs.  
� The project is to be located on an existing 900-acre industrial site on Beaumont Highway at the 

intersection of the San Jacinto River.  
 
The vertical integration of the project guarantees that COH resources will be transformed into new 
products in a closed loop system, with only a few materials being sold in the commodities market.  The 
City can achieve its diversion goals and do so in a cost effective and innovative manner, which would 
improve the quality of life for City residents and have attractive financial implications for the City. 
 
How the project works 
 
Through the twenty-five year contract, the City of Houston will provide all of its municipal residential 
waste/recycling material to EcoHub-Houston using a “One Bin” system. The materials will be processed 
through a Mechanical Biological Treatment System with advanced sorting capabilities.  A large fully 
integrated construction management firm with significant relevant experience will manage the building of 
the facilities; manage the installation of all equipment systems; and secure all bonded performance and 
uptime guarantees for each of the world-leading technology suppliers, sufficient to secure bond financing. 
In addition, they will execute a contract with the partnership to operate some or all of the facilities for the 
length of the 25-year contract term.  
 
Organic Material (food waste and yard cuttings) will be separated and recovered in the earliest steps. 
Once recovered, these materials will be converted into transportation fuels or composted. 
 
Paper and cardboard will be sorted, recovered and treated with an environmentally safe and, proprietary 
disinfectant that will kill 95% plus of the contained bacteria. The disinfected paper and cardboard will be 
treated again, prior to entering the pulping process. The finished pulp will be processed through 
proprietary liner board and tissue lines to produce liner board and FDA approved food contact tissue 
products such as paper towels, sandwich wrappers, cups, napkins, etc. There will be no water or sludge 
discharges from the facility. Many of the finished sustainable products can be sold into the Houston Area 
markets. These products will be sold via long-term off take agreements. 
 
Plastics will be sorted and recovered by type. Most plastics will be manufactured into new “wood 
replacement” products like flooring, siding, decking, etc. A global leading commodities broker will sell 
high-grade plastics, metals and glass into the commodities. 
 
Other residue - currently estimated to be between 15-25% - that cannot be manufactured into a new 
product or sold on the market will be transported to a landfill. 
 
How the project is financed 
 
The total project value is approximately $750 Million, which will be a combination of debt 
(approximately $600 Million) and equity/subordinated debt (approximately $150 Million) and will be 
executed in a project finance structure. Raymond James has been engaged by EcoHub-Houston to 
underwrite and secure the debt financing through the issuance of tax-exempt bonds. These bonds, under 
the authority of the State of Texas, will be issued directly by the Gulf Coast Industrial Development 
Authority (GCWDA). Five elements are absolutely necessary for the successful issuance of these bonds: 
  

� An executed 25-year supply contract with the City of Houston for its municipal residential waste  
� Execute all construction and equipment supplier contracts, complete with all required bonded 

performance guarantees; 
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� Receive the Independent Engineering reports certifying the technology and design 
� Securing a controlled site for operations 
� Executed Off-take Agreements, which are the ultimate sales and marketing agreements for the 

products. 
 

All five of these elements need to be in place prior to the marketing of these bonds to assure acceptance in 
the institutional investment market. 
 
How the project operates financially post opening 
 
Given the municipal financing project structure, there is strict protocol for the handing and use of all 
funds during both the post-issuance/construction phase as well as the ongoing operational stage while the 
bonds are outstanding. A third party fiduciary trustee is engaged to ensure that all bond funds are used 
according to the plan agreed upon in advance by the purchasers and issuer of the bonds. Construction 
costs and payments are closely monitored and approved by the trustee prior to the release of any funds. 
Once recycling and production operations begin, revenues collected from the City and product sales are 
‘swept’ into an account controlled by the trustee and distributed by the trustee for approved operating 
costs (labor, materials, etc.) and bond interest and principal payments. This formal structure remains in 
place until all bonds are retired. 
 


