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Select Board
Tuesday, January 25, 2022
Town Hall – Clark Room
66 Westford St., Carlisle, MA 01741
The Carlisle Select Board met on Tuesday, January 25, 2022, at 6:15 PM at the Carlisle Town Hall
(Clark Room) located at 66 Westford Street. Present were Barney Arnold-Chair, David Model-Vice
Chair, Kate Reid, and Nathan Brown. Luke Ascolillo arrived late to the meeting.
Executive Session:
On the motion made by Kate Reid and seconded by David Model, it was VOTED unanimously to
enter into executive session pursuant to MGL Ch. 30A, §21(a) paragraph (2); to conduct a strategy
session in preparation for collective bargaining negotiations with Police Officers Union (Local 201)
and Carlisle Teachers’ Association (CTA) and to consider the release of the 9/14/21, 9/28/21 and
10/26/21 executive session minutes as an open meeting may have a detrimental effect on the
Town’s negotiating position and that afterward the Board will return to open session.
ROLL CALL VOTE: B. Arnold-Aye, N. Brown-Aye, D. Model-Aye and K. Reid-Aye.
Community Input:
1-David Freedman presented the Select Board with a gift from the Carlisle Conservation
Foundation. The Nature-themed artwork is from trail intersection makers created between 2015
and 2019 by students in the Carlisle Public School's Middle School Art Club under the direction of
teacher Rachel Levy.
LEPC update:
Board of Health (BOH) meeting Health Agent Linda Fantasia reported 263 positive cases of COVID
were recorded for Carlisle in the month of January and a total of 646 positive cases since the
pandemic began.
Fire Department continues to provide COVID testing. The number of tests being requested is
slowing down.
Carlisle Public School released a new COVID dashboard to update students and parents.
Board of Assessors – Principal Assessor appointment
The Select Board met with Board of Assessors chair Ken Mostello to request the appointment of
Brian MacDonald to serve as the Principal Assessor for the Town of Carlisle.
Also present from the Board of Assessors were members Teresa Kvietauskas and David Boardman.
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The Carlisle Board of Assessors posted the vacant position in the month of November. Six
applications were received. The Board of Assessors interviewed four. There were two rounds of
interviews conducted during the month of December. All the applicants were qualified and
met the hiring criteria.
The Board of Assessors unanimously voted to recommend Brian MacDonald based on his
qualifications and 17 years of experience, and strong computer skills that meet the board’s goals
and will improve the efficiency of the department moving forward.
The Board of Assessors plan to fill the vacant Administrative Assistant position after Brian
MacDonald is on board.
On the motion made by Kate Reid and seconded by Luke Ascolillo, it was VOTED [5-0] to
Approve the recommendation of the Carlisle Board of Assessors and appoint Brian MacDonald of
Tewksbury, MA as Principal Assessor for the Town of Carlisle, subject to a successful background
check and agreement on terms of employment.
ROLL CALL VOTE: B. Arnold-Aye, L. Ascolillo-Aye, N. Brown-Aye, D. Model-Aye and K. Reid-Aye.
Mr. Mostella thanked Town Administrator Timothy Goddard for assisting the
Board of Assessors with the search and hiring process. He acknowledged member Teresa
Kvietauskas who volunteered to cover the office in the interim.
Discussion of Pickleball proposal next steps:
The Select Board met with Recreation Commission chair Drew McMorrow to discuss moving the
Pickleball project from the 2022 ATM to a Fall Special Town Meeting.
Luke Ascolillo (SB liaison to the RecCom) explained that the Recreation Commission has done a
great job making sure that the information regarding the project is available to the public.
However, there are many remaining questions about the impact of the facility regarding its
location, infrastructure, costs, and maintenance. He recommended that the Select Board consider
pushing back the proposed deadline to allow the town sufficient time to review the proposal and
make an informed decision about the viability of the project.
Town Counsel Tom Harrington confirmed that the grant agreement as drafted requires town
approval of the project by the 2022 Annual Town Meeting. He explained that the grant agreement
will need to be amended if the foundation agrees to the schedule extension.
Drew McMorrow at the request of the board has agreed to contact the foundation to discuss the
proposed deadline change and will report back to the Select Board. The Select Board may need to
discuss the next steps at their next meeting if the foundation does not agree.
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Preparation for Joint Select w/Planning Board:
Master Plan Presentation
Planning Board chair Madeleine Blake confirmed that the Planning Board will meet jointly with the
Select Board on February 1, 2022, to give a brief presentation on the Carlisle Forward Master Plan.
A DRAFT Carlisle Master Plan will be provided to the Select Board in advance of the Feb. 1st
meeting.
A full draft plan will also be available for public review for a sufficient length of time to allow for
additional input in the upcoming weeks. The Planning Board is scheduled to meet on March 4,
2022, to vote to accept the report/plan.
Discussion/vote on Transfer Station Task Force proposal:
The Select Board at its last meeting received the Transfer Station Task Force (TSTF) Final Report. The
board requested TSTF chair, Christine Lear to prepare a draft motion to accept the recommendations
of the committee as outlined in the report.

DRAFT MOTION
MOVE, that the Carlisle Select Board 1) accept the recommendations of the Transfer Station Task
Force (TSTF) as outlined in their Final Report, presented to the Carlisle Select Board on January
11, 2022, and 2) agree to establish the Transfer Station Action Committee (TSAC) to implement
the recommendations.
The Final Report includes, but is not limited to, these key initiatives:
Create the Transfer Station Action Committee, a merger of the existing Household Recycling
Committee with willing volunteers from the task force and other town volunteers.
Work with the DPW to proceed with the transfer station physical changes to be funded by a
combination of the sticker fee fund for recycling related expenses and the DPW budget for the
swap shed replacement.
Work with the DPW and Building Dept. to conduct a 1-year trial program requiring the purchase
of C&D disposal permits when obtaining a building permit.
Update all signage.
Initiate and maintain a program of community engagement and education.
Monitor specific recycling initiatives and work with the DPW to establish and execute a program
for measurement & reporting of results.
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Initiate a dialog with local private haulers regarding state requirements & potential changes.
Work with the Town Administrator to assign responsibility for completing all DEP reporting
Requirements
On the motion made by Nathan Brown and seconded by David Model, it was VOTED [5-0] approve the
recommendations of the Transfer Station Task Force (TSTF) outlined in their Final Report excluding
the recommendation to work with the DPW and Building Dept. to conduct a 1-year trial program
requiring the purchase of C&D disposal permits when obtaining a building permit pending further
discussion.

ROLL CALL VOTE: B. Arnold-Aye, L. Ascolillo-Aye, N. Brown-Aye, D. Model-Aye and K. Reid-Aye.

Police Department Staffing/Hiring of a Police Office:
The Select Board met with Chief of Police John Fisher and Finance Committee member Victor Liang
to update the board on two work sessions that were held to address staffing needs for the Police
Department. There was input from officers Christian Seminatore and Kerry Baxter and police union
president Steve Mack.
Chief Fisher explained that overtime costs, schedules, injuries, work/life balance pursuits, and new
Police Reform legislation were driving up overtime costs and reducing morale in the department.
The work group looked at three potential strategies for solutions:


Change the prioritization of overtime shifts to offer them first to part-time officers;



Pay for time off instead of replacing with overtime;



Hire additional full-time officers.

The consensus was offering part-time officers more shifts would not affect current staffing needs
significantly, but new hires would help change the dynamics of the department for the better.
Officers currently have, and use, the opportunity for pay instead of time.
One police officer would add $23,750 for salary and equipment to the FY22 budget, and an estimated
$75K in FY23.
A second officer would add $3,000 for equipment and $75,000 for salary to the FY23 budget
Total estimated increase to the FY23 budget: $153,000
On the motion made by Nathan Brown and seconded by Kate Reid, it was VOTED [5-0] to approve
the hire of one Full-time Police Officer as soon as possible.
ROLL CALL VOTE: B. Arnold-Aye, L. Ascolillo-Aye, N. Brown-Aye, D. Model-Aye and K. Reid-Aye.
Interview with TA Search process consultant:
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The Select Board interviewed principals from Municipal Resources, Inc. (MRI) to assist the Select
Board with the recruitment of a new Town Administrator.
MRI President Alan Gould stated that his firm has over 30 years of experience with replacements
throughout New England. MRI understands that every community is different and the importance
of identifying the town’s needs and its uniqueness.
MRI would create a community profile that highlights the unique attributes that make Carlisle
desirable. Work closely with the board to understand leadership and management aspects of the
position to clarify job expectations. MRI will actively recruit candidates that they feel would be a
good fit. They also work closely with the applicants to understand the position and expectations of
the board for a successful candidate. MRI stays actively involved through the final selection and
appointment.
The board discussed its interest in hiring an interim Town Administrator until the Town Governance
Task Force completes their review of the town’s organizational structure and submitted its
findings/recommendations.
Mr. Gould recommended that the board focus on hiring a permanent replacement. He explained
only a limited pool of candidates would be interested in a short-term position, and the board should
be prepared to hire the right candidate when that person comes along.
The board agreed more discussion is needed regarding the hiring of an interim before making the
final decision on a search firm.
Review of proposed 2022 Annual Town Meeting warrant articles:
Town Administrator Timothy Goddard reviewed the list of potential warrant articles as of 1/19/22:
Recurring Articles:
1. Consent Agenda
2. Town Reports
3. Salaries of Elected Officials
4. OPEB Actuarial Valuation
5. Property Revaluation
6. Real Estate Tax Exemptions
7. FY23 Ch.90 Authorization
8. FY23 Revolving Funds Authorization
9. FY22 Budget Transfers
10. FY23 Operating Budget
11. FY23 Capital Budget
5
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12.
13.
14.
15.

FY23 MFC Capital Projects
Special Appropriations (Assessors’ Map updates, CoA Social Worker, consultants)
FY23 PEG Local Access Fund
FY23 Community Preservation Act Committee recommendations

Potential Warrant Article requests
1.
2.
3.
4.

Prior Year bills (if needed)
Adopt FY23 Wage/Salary schedule
Accept fire protection easement on Stillmeadow North development
Accept MGL Ch. 40, s. 8B regarding renaming the CoA to “Carlisle Council on Aging and
Human Services”
5. Accept MGL Ch. 33, s.59 regarding military pay for Town employees called to active duty
6. Accept MGL Ch. 32B, s.9D 3/4 to provide up to 50% of health insurance premium for
former employee’s surviving spouse
7. Binding vote re: Town Support for Pickleball project
8. Approve creation of Recreation Pickleball enterprise fund
9. Master Plan implementation?
10. Town Governance Task Force recommendations (4 warrant articles?)
11. Capital Projects – CCHS Access Road ($1.5M?)
12. Transfer Bingham Road tax title parcels to CAHT/Habitat??
13. Conservation Commission – Cranberry Bog Dam #1 repairs
14. Acceptance of Lion’s Gate Road
15. Citizens’ petition – Signage in Town Rotary
16. Rescind prior borrowing authority for Police Station ($900K)
17. Close out completed capital project balances
18. Amend requirements of Senior Tax Deferral program under MGL Ch.59, s. 5, clause 41A
19. Approval of changes to Green Cemetery fees per MGL 114, s. 22-26
Town Administrator’s Report:
1-Town Board appointments:
Scholarship Committee
On the motion made by Kate Reid and seconded by David Model, it was unanimously VOTED [5-0]
to appoint Jane Redfern (29 Aldershot Lane) to the Scholarship Advisory Committee with a term
expiring June 30, 2022. ROLL CALL VOTE: B. Arnold-Aye, L. Ascolillo-Aye, N. Brown-Aye, D. ModelAye and K. Reid-Aye.
Traffic & Pedestrian Safety Committee
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On the motion made by Kate Reid and seconded by David Model, it was unanimously VOTED [5-0]
to appoint Ann de Saussure Davidson (46 Lowell Street) to the Traffic and Pedestrian Safety
Committee (TSAC) to serve as the Citizen at large. ROLL CALL VOTE: B. Arnold-Aye, L. Ascolillo-Aye,
N. Brown-Aye, D. Model-Aye and K. Reid-Aye.
2-Draft Wilson Chapel Management/Use agreement
The Board reviewed a copy of the proposed draft agreement for the future management of the
Wilson Memorial Chapel in the Green Cemetery by the Carlisle Historical Society, Inc.
3- Select Board Agenda items for 02/08/2022:
1. Community Input
2. LEPC update
3. New Hire – Principal Assessor
4. Joint ATM Coordination Meeting with FinCom, Moderator, Town Clerk
5. Discussion with Town Governance Task Force re: ATM presentation
6. Update regarding Center Park
7. Update regarding TimberNook program activities
8. Review of proposed Annual Town Meeting warrant articles
9. Town Administrator’s Report
10. Liaison Reports
11. Approval of Minutes/Warrants
4-Upcoming Meetings:
February 22, 2022 – Regular meeting
March 8, 2022 – Close 2022 Annual Town Meeting warrant
March 22, 2022 – Regular meeting
April 12, 2022 – Regular meeting
April 25, 2022 – Annual Town Meeting, Corey Auditorium, 6:00pm
Approval of Minutes/Warrants:
On the motion made by Kate Reid and seconded by David Model, it was unanimously VOTED [5-0]
approve the regular meeting minutes for December 25, 2021, and January 11, 2022.
ROLL CALL VOTE: B. Arnold-Aye, L. Ascolillo-Aye, N. Brown-Aye, D. Model-Aye and K. Reid-Aye.

Town Expense/Payroll Warrants:
The following expense & payroll warrants were reviewed and approved by Barney Arnold on
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behalf of the Select Board:
1/18/2022:
Payroll (Town & School) Warrant #22PR15 ($758,164.81)
Town Expense Warrant # 22TE15 ($882,473.64)
School Expense Warrant #22SE15 ($153,517.66)
On the motion made by Kate Reid and seconded by David Model, it was unanimously VOTED [5-0]
to adjourn.
ROLL CALL VOTE: B. Arnold-Aye, L. Ascolillo-Aye, N. Brown-Aye, D. Model-Aye and K. Reid-Aye.
Meeting adjourned

Respectfully submitted,
J. Gibbons
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Documents reviewed during the meeting:
 SB 1.25.2022 Meeting Packet
 Draft Motion – Transfer Station Task Force Recommendations
 Transfer Station Task Force – Final Report
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Transfer Station Task Force
Recommendations to the Carlisle Select Board
January 5, 2022
Transfer Station Task Force Members: Barney Arnold, Thornton Ash, Tom Bilotta, John Lavery (Vice
Chair), Christine Lear (Chair), Carren Panico, Carrie Patel, Rob Peary, John Petrie, and Mary Zoll

Background & Research
As a result of its research on solid waste handling in Massachusetts, the Transfer Station Task Force
found that the Carlisle Transfer Station is generally well run and effective. It provides excellent service at
a very low cost (approximately $150/household) *and serves 95% of Carlisle households. This is much
higher usage than most metro west towns that use commercial haulers who dispose of trash outside of
town for 30-85% of their households. Carlisle offers an extremely broad range of services that few towns
in MA match.
As a result of our research, we concluded that we should focus our effort on reducing solid waste by
increased recycling and this approach was supported by the Select Board when presented in November.
The remainder of this report outlines the recommendations of the Transfer Station Task Force intended
to accomplish the desired increase in recycling. The recommendations are grouped in the following
categories:
A.
B.
C.
D.
E.
F.
G.
H.

Community engagement & education
Changes to the transfer station & operations
Specific recyclable & reuse initiatives including swap shed location and operation
Construction & Demolition debris (C&D)
Fees
Objectives & measurement
Implementation & ongoing support
Other Considerations
1. Private hauler use of transfer station
2. DEP CMR 19 Compliance & Reporting

Appendices
A. Proposed SB Charge to new transfer station action committee (TSAC)
B. Research methodology
C. Questions of interest to Select Board
D. Transfer Station Operating Costs and Recycling Expense Breakdown

*Appendix D
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Recommendations
The recommendations listed below are intended to reduce solid waste by encouraging and providing
more support for recycling. Additionally, these recommendations are intended to improve the traffic
flow, appearance and function of the transfer station, address some maintenance issues and reduce the
current negative impact on the environment.

A: Community Engagement & Education
The most significant recommendation that the Transfer Station Task Force (TSTF) is making to the Select
Board is to educate the community about the Transfer Station. Today the transfer station operates as if
everyone has used the site for years, that there have been no changes in recycling or the costs to the
town, and that everyone knows what goes where and why. This needs to change.
Signage and an improved website need to approach educating the community by addressing all kinds of
current and potential transfer station users: the new family who just moved to town, the regular user
who has recently become more concerned about their environmental impact, the person who does not
recycle because they believe it all ends up in a landfill anyway, and long-time residents who are unaware
of all the services offered today. The website should include details about each type of recycling that is
available at the transfer station, detailing what should be placed in each receptacle. Descriptions should
include where the recycling or waste goes once it leaves town, and whether the town receives revenue
or pays for each type of recycling or waste. Ultimately the website and community outreach should
include ways to recycle, repurpose, and donate items rather than throw them away. Additionally home
composting, reducing one’s consumer impact on the environment, and other actions could be promoted
through workshops and the website.

Publicity
The transfer station offers more opportunities to recycle than residents may know about; spring brush,
cinder blocks and bricks, and small propane tanks to name a few. Additionally, residents are welcome to
take wood chips, sand and soil from designated areas behind the transfer station. The TSTF appreciates
that a flier or webpage will be useful tools for residents, but the best way to help residents understand
what the transfer station offers is in small bites. Monthly blurbs or letters to the editor, sharing one
aspect of the transfer station at a time, will be helpful to residents. These items can also be shared on
social media. Recycling numbers that are currently tracked by DPW staff can be posted to the town
website and included in publicity. Publicity would also include notification about specific events at the
transfer station; hazardous waste days, pass it forward days and support of town swap meets.
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B: Transfer Station Physical Changes
We have defined a set of physical changes to the transfer station intended to enhance recycling,
improve parking and traffic flow and generally improve its appearance. (See Figure 1)
Layout changes:
 Push swap shed and 4 recyclable trailers back to the fence boundary of the transfer station
 Swap the location of the mixed paper trailers with the textile and charity bins
 Remove the oil tank** and replace it with bins for redeemables as well as provide space for
additional food scrap bins.
These changes would place the most often used recyclable trailers closer together and away from
the transfer station entrance, improving traffic flow and user efficiency.
** Given the recent very expensive fine the town had to pay when the tank’s contents were
contaminated by a user, and that the DPW does not have the staff to monitor the use of the tank, it is
no longer available to residents to dump their used oil. We support the change that waste oil be handled
as a part of the BOH hazardous waste collection days and also suggest that residents be encouraged to
return used oil to the place where it was purchased.
Removal of the oil tank was a need identified prior to formation of the TSTF and not a part of its charge
from the Select Board.
Parking & Traffic Flow:
 Additional spaces would be available in the area formerly occupied by the swap shed and
trailers
 Lined drive through parking spaces between the compactors and recyclable trailers would be
tried as a pilot project (non-permanent lines) to determine if this improves parking and traffic
flow
Appearance:
 Replace all existing signage with new consistent and clear signage intended to facilitate
recycling, traffic flow and policy information
 Remove tree near swap shed
 Rebuild two sheds on either side of central compactor (not a part of TSTF charge)
 General cleanup
 Replace shabby Salvation Army bins with 2 newer bins (completed)

Signage
Signage is another key element to giving every resident the opportunity to participate in reducing solid
waste and maximizing recycling. The current signage at the site is inconsistent, not visible, and out of
date. New signage would include all dumpsters, structures, and services. There are some services
available to residents that have not been identified on the website or on site. Signage will also include
graphic indicators of each dumpster, quickly telling users that refuse deposited in each specific
dumpster is ultimately recycled or not. Similar signage would clarify the expense or revenue generated
by the contents of each dumpster. A third QR code sign will allow users to point their smartphone
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camera at the code to take the resident to a town webpage for additional information about that item.
These are the same pages that are described under the education recommendation. Ongoing attention
needs to be paid to signage, making changes and updates as needed.
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Figure 1: Transfer Station – Physical Changes
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C: Specific recyclable & reuse initiatives including swap shop operation
The following specific recommendations are made for some recyclable & reusable items:
Swap shop
The swap shop could be more efficient and user friendly with better signage and the following
recommendations:






Currently inside the swap shop is often a dumping ground for bags and boxes of potentially
useful items that no one wants to sort through; as well as junk that should be deposited into solid
waste by the owner. The swap shop, and other areas of recycling (metal, furniture, appliances,
etc.) need clear guidelines to make those areas most effective. One suggested change is to
require that no items may be left in boxes or plastic bags – instead they should be displayed on
one of the shelves.
Periodic organized events when charities come in with a truck and accept some larger household
items in usable condition. These should be organized and staffed by the Transfer Station Action
Committee
Clean up, repaint the inside - people are less likely to leave junk in a nice-looking, organized shed

Glass
Currently the transfer station glass is taken to a facility which in turn takes it to a landfill where it is
employed as an alternative daily cover, a useful purpose. Though this is considered recycling by the state
DEP, Carlisle’s sorted glass is of higher quality and suitable for manufacturing new glass which is more
environmentally friendly than its current use.
We recommend that the TSAC further explore the environmental tradeoffs of trucking our glass to
Strategic Materials in Middleborough which aggregates higher quality glass for recycling at essentially
the same cost as the current approach. This analysis should specifically include the environmental
impact of the trucking as well as the staff impact of the additional driving time (about 40 hours per year)
on DPW staff.
Redeemables (deposit return containers)
We recommend the addition of bins in place of the existing oil tank where residents could deposit
redeemable containers. Any resident would be allowed to take redeemables from these bins to a
redemption center. This is primarily intended to eliminate residents searching through the plastics,
metal cans and glass dumpsters for such items, as well as divert them from the solid waste stream.
Food Scraps
This is an important new category of recycling, begun by the Household Recycling Committee, with the
potential to have substantial impact on solid waste and greenhouse gas generation in landfills. Currently
the food scrap bins are handling a relatively small percentage of household food waste, and the goal is
to significantly improve recycling of food, already being done successfully by a number of metro west
towns. Community education and engagement as well as adding more bins as needed is the
recommended approach.
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Textiles
Textiles including shoes and leather items is another relatively new category for reuse at our transfer
station. There are two textile bins in place near the paper container. Carlisle is on track to divert more
than 20 tons of textiles from the solid waste stream this year (2021). This also generates revenue for
the Carlisle Public Schools but many residents are unaware that textiles may be recycled.
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D: Construction & Demolition Debris (C&D)
Construction and Demolition debris is one of the most expensive elements of the transfer station
operation. It provides a service which benefits almost all households and is not offered at most other
municipal facilities.
Current town policy requires a resident to pay for a one time use C&D permit for $50 (small pick-up
truck load) and those bringing a larger load pay $150. (See Section E below.)
We have two primary C & D recommendations: 1) residents no longer need to pay for a special permit to
dispose of C & D from their own home projects; 2) The Transfer Station Action Committee work with the
DPW to develop a 1 year trial program which would enable the town to receive some revenue from
contractors disposing of C&D as a part of their business operations.
The following rules are recommended for contractors using the town C & D:
 Limit of 1 pickup truck sized load daily
 No out-of-town debris allowed
 Other limits on what is accepted (no concrete, metal, tile, etc.) remain in place
 No asphalt or roofing would be accepted
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E: Fees for residential transfer station stickers and C & D use
The residential sticker fee would remain unchanged. No new fees would be imposed on non-commercial
use. The current C&D permit fee for non-commercial use would be eliminated. * The current permit fee
for commercial C&D would be replaced as described in section D above in this document.
*Since the pandemic, very few users (commercial or non-commercial) have paid the fee. In the first 9
months of 2021, a total of $450 was collected from issuance of 9 permits.
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F: Objectives & measurement of results
The goal of this effort is to increase the recycling percentage from 32.6% to 35-40% over a 2-year period,
a conservative target number. This would result in a reduction of solid waste of approximately 10% (180
tons). The increase in recycling is expected to occur in the following areas:





10% increase (70 tons) in traditional recyclables (mixed paper, cans, glass, cardboard & plastics)
generated by community engagement and education (700 tons in 2019).
90 ton increase relative to 2019 from new recyclable categories (food scraps, textiles,
mattresses) (14 tons in 2019; current 2021 figures are approximately 35 tons from recent
initiatives)
20 ton increase from an ongoing education campaign to increase awareness of what is
recyclable and reusable. These include metals and concrete products.

The reference year is 2019 as this was the most recent pre-pandemic year. Progress will be measured
based on the tonnage data generated by the DPW in the categories submitted to the DEP annually. The
Transfer Station Action Committee will work with the DPW to obtain this data monthly and report it to
the town via the website and publication in the Mosquito. This data will be analyzed both for solid waste
reduction and performance with respect to individual recycling categories so that program elements can
be adjusted as needed.
Below is a graphical representation of the move from solid waste to recycling if these efforts are
successful. (Graph depicts target assuming 180 tons is diverted from solid waste by recycling)

Current Recycling %

Growth in Recycling %

32.6%

32.6%
60.7%

67.4%

6.7%
Recycling

Solid Waste

Recycling

Recycling Growth

Solid Waste

There are several known factors which may affect actual performance during the next 2 years. These
include:





Continued pandemic impact
The decision to move wood from C&D to solid waste where it has a better environmental
outcome
Population growth
Households moving to commercial haulers
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Figure 2: Sample spreadsheet of metrics to be tracked
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G: Implementation & ongoing support
The TSTF recommends that the Select Board establish a Transfer Station Action Committee formed from
the existing Household Recycling Committee and interested members of the current Transfer Station
Task Force. This committee could be structured like most committees in town (see Appendix A for the
draft charge) with staggered 3-year terms for appointed members who wish to support the ongoing
operation of the transfer station and DPW staff. This committee would manage the ongoing education,
signage needs, reporting, website, publicity, and special events for the transfer station and maintain
regular communication with the DPW Superintendent and staff.
Timeline
Initial discussions with Gary Davis, DPW Supt., would indicate a late Spring 2022 rollout of the changes
to the transfer station coupled with the other recommended initiatives. A proposed timeline would be:
January - February 2022
 Select Board receives/revises/approves TSTF Recommendations
 SB appoints Transfer Station Action Committee (TSAC) (or a name of its choosing)
 DPW changes glass vendor
 TSAC meets with local private haulers regarding compliance and recycling issues
 DPW arranges for removal of old oil tank
 Town announcement that 2022 transfer station residential sticker fees will remain unchanged,
and the C&D permit fees would no longer be required for non-commercial use
February-April 2022
 DPW completes site reconfiguration
 TSAC and community complete general clean up
 DPW coordinates pouring of new concrete pad for relocated swap shop and dumpsters
 DPW removes tree from area near current swap shop
 TSAC procures new outdoor signage and DPW helps to install it
 TSAC goes live with updated Website
 TSAC organizes systems to track & publicize progress and statistics
 TSAC and DPW Supt. implement new C&D policy with Building Inspector re contractor permits
 DPW coordinates move of swap shop
 TSAC organizes general Swap Shop inside cleanup/new signs/painting
April-June 2022
 Once signs are installed and website is ready, TSAC begins outreach campaign
 DPW adds redeemables bin and Black Earth adds additional food scrap bins in place of oil tank
 TSAC plans and executes Transfer Station Grand Reopening Celebration; ambassadors take
regular shifts at transfer station for the next few weeks to educate and help users
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Expenses
Gary Davis has provided cost estimates for most of the items below. There are sticker fee funds that are
restricted to being used for recycling that may be available, and the DPW staff will be able to accomplish
some tasks in the normal course of their work. The remaining costs -- such as getting a contractor to
pour the new concrete slab, moving the swap shop and other construction costs -- will require town
funds.
New TSTF recommendations:
 Concrete slab to support new location of swap shop and dumpsters - $10,000
 Replacement of all signage - $5,000
 Small cost items which might be done by transfer station personnel
o Move of swap shop
o Remove tree near existing swap shop
 Town wide mailer (optional)
In addition, there are two changes that the DPW Supt. has identified as current needs independent of
the initiatives recommended by the Transfer Station Task Force. These would be funded by the DPW in
the course of its normal operations:
 Removal of oil tank - (TBD – in process)
 Replacement of two compactor sheds (on either side of larger shed by solid waste compactor)
which are in a state of disrepair - $5,000 - $10,000
Estimated total cost of all above items: $20-40,000 (about 50% addressing existing needs and 50%
generated by TSTF)

DocuSign Envelope ID: 200DDF9C-03A9-44C3-AED1-058C9EA1F8D1

H: Other considerations
Private Haulers
The use of the transfer station by private haulers is very unique to Carlisle and presents several
problems, especially regarding compliance with state regulations. It is recommended that the Select
Board task the Transfer Station Action Committee to address this issue during the first half of 2022 so
that Carlisle is able to certify its compliance by July 1.
Future issues to be addressed are:
 CMR19 Compliance required by the state DEP
o 5 cubic yard limit on capacity of vehicles using transfer station to dump solid waste or
C&D
o Enforcement of waste bans which require that these haulers recycle all items that are
banned from solid waste
 Town of Carlisle
o Enforcement of requirement that all residential users purchase an annual sticker
o Periodic reporting of number of users
o Consideration of a fee for local haulers to use the transfer station
It is recommended that the new committee meet with the 3 private haulers currently serving the town
to brainstorm how to attain compliance.
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Policy change recommendations
1. Select Board should add to job responsibility of Town Administrator that the town file the
Compliance Certificate required by DEP CMR19 on a yearly basis. (At this time, it appears that
this required filing is not being done, either by the Board of Health or town administration).
2. Select Board should direct Town Administrator to report #households and #municipal users in
the annual report of tonnage to the DEP as the same number based on the households shown in
the US census; this would be consistent with how these numbers are reported by other towns.

DocuSign Envelope ID: 200DDF9C-03A9-44C3-AED1-058C9EA1F8D1

Appendix A: Recommended charge for Transfer Station Action Committee
The Transfer Station Task Force recognizes that the recommendations to the Select Board include efforts
that will need to be maintained. Given the nature and wide scope of the current workload of Carlisle’s
Department of Public Works, it is our recommendation that a new volunteer committee be appointed to
follow through on these proposals and maintain and update as needed the improvements to the
Transfer Station in close consultation and cooperation with the DPW staff.
We recommend that this new committee, the Transfer Station Action Committee (TSAC) is a possible
name, be formed from the existing Household Recycling Committee (HRC) and all current members of
the Transfer Station Task Force who would like to participate. The HRC has expressed interest in this
approach.
This committee would be charged with the following:
• Schedule, write and publish monthly notices in the Mosquito as part of the education campaign
to share recycling and solid waste statistics and highlight aspects of the Transfer Station,
including the environmental impact of these efforts.
• Update the Transfer Station web pages with: 1) monthly statistics on solid waste and recycling,
2) revised disposal guidelines (should be reviewed annually), 3) announcements about
upcoming Transfer Station activities, such as Hazardous Waste Days, Pass it Forward Days, etc.
• Maintain signage for content and appearance.
• Review fees on a regular basis.
• Seek grants and other funding for new initiatives.
• Assess proposed changes over time to make adjustments and advise Select Board when
necessary.
• Assist with planning and hosting Hazardous Waste Days.
• Organize and facilitate Pass It Forward Days.
• Explore, organize and facilitate other activities to educate residents about recycling and how to
get the most from the Transfer Station.
• Explore possible changes to improve accessibility such as bins to assist in loading the recyclable
trailers or a ramp to access the swap shed.
• Further evaluate the possibility of sending our glass to Strategic Materials and make a
recommendation based on a comprehensive analysis including all environmental impact as well
as impact on DPW staff.
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Appendix B: Research Methodology
This appendix briefly outlines the research methodology used by the TSTF and attempts to address some
of the specific questions of interest to Select Board members.
Methodology
Research started with information provided by the Mass DEP solid waste databases along with the
analysis presented by the HRC in 2019. The initial assumption was that all of this data and analysis was
valid, and therefore we sought to identify other metro west towns which were performing better than
Carlisle; learning from what they were doing better so it could be applied to Carlisle.
As a result of initial discussions with Julia Greene, our DEP (MA Department of Environmental
Protection) representative and our preliminary analysis of the state solid waste data, it became very
clear that there were substantial problems with the solid waste data and prior analysis of its meaning
relative to Carlisle. The primary issue is that there are two solid waste streams in Massachusetts
(municipal and commercial) but the state DEP data only addresses municipal use. On careful analysis of
other towns which appeared to be performing better (such as Lincoln or Bolton), we immediately
learned that much of their solid waste was diverted commercially and when this was accounted for,
Carlisle’s performance was comparable or better. This problem with the state data particularly affects
the analysis with respect to PayT. Once PayT is in place, more residents choose to use commercial
haulers. This diversion of solid waste from the municipal to the commercial system exaggerates the
potential benefit of PayT.
At this point we realized that true environmental benefit would come from increased recycling and
refocused our research on metro west towns which were outperforming us in specific recyclable
categories such as food scraps, textiles, large furniture, etc. and tried to identify approaches to improve
our own recycling.
As a result of these efforts, we determined that community education and engagement would be an
essential strategy to making progress.
Resources
In developing these recommendations, members of the TSTF engaged via Zoom, by phone and in-person
meetings with a variety of sources. These included:
 Town personnel
 Gary Davis, DPW Director, and other DPW staff
 Melissa Stamps, Town Assessor
 Town Administrator
 Planning Board
 Jen Gibbons, Assistant to the Select Board
 Board of Health
 DEP regional representative – Julia Greene
 DPW and Recycling personnel from other towns – Bolton, Concord, Dover, Groton, Littleton &
Wellesley
 Local private haulers operating in Carlisle
 Orifice Recycling – the most significant commercial hauler operating in Carlisle
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Appendix C: Questions of interest to the Select Board
Signage/Traffic flow/General Appearance – addressed by planned physical changes to transfer station
Pay as you Throw (PayT)
The TSTF approached its task with the understanding that Pay As You Throw (PayT) was to be
considered. After our analysis of the state solid waste data was completed, we concluded that PayT was
not a program we would recommend at this time for Carlisle. If over time the town does not see an
increase in recycling and reusing, and a reduction in solid waste, PayT may be reconsidered.
Enhanced reuse via swap shop
Moving and improving the swap shop will make it easier to use, more accessible, and help reduce solid
waste. Additionally organizing the area for larger swappable and recyclable materials will make recycling
more effective.
Food scraps
Recycling of these has already begun based on initiatives of the HRC but usage could be expanded
greatly.
Disposal of textiles and reusable clothing
Significant recycling of textiles is already underway due to initiatives of the Carlisle Public Schools. The
Salvation Army has agreed to replace the existing bins in the hope that less shabby bins will invite more
use. More community education about these options could help reduce solid waste.
Construction debris – rules, process, and cost
As outlined in the recommendations this is the most expensive disposal item at the Transfer Station.
While it would be easier to stop offering this service, the TSTF has provided a way to offset much of the
cost while allowing our residents continued use of this service
Compliance and Monitoring
The findings of the TSTF have confirmed that the transfer station is generally well run.
Recommendations from the TSTF seek to increase understanding of how residents can use the transfer
station with a more positive outcome, both financially and environmentally. Thus, the recommendations
for clear and improved signage, better traffic flow, education, and accessible and regular information
about the transfer station, will encourage self-directed efforts to participate in the best practices of the
transfer station. This would not rely on or add additional policing burden to the staff of the DPW. After
several conversations with the DPW Superintendent and staff, it is clear that they are aware of where
infractions happen in terms of compliance. The current practice is for staff to approach non-compliant
users with tact and information to help them. This approach keeps the atmosphere of the transfer
station positive and helps to avoid conflicts for the DPW staff. Upon occasion a police detail may be
stationed at the entrance to the transfer station to encourage compliance, for example when the new
yearly stickers are required to be on vehicles.
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Appendix D: Transfer Station Costs
Comparative Budget: Transfer
Station vs Town of Carlisle

Operating Cost Breakdown

Transfer Station
1 C&D + Sticker Receipts
2 Wages, Part-Time
3 Electricity
4 Sticker Fees - Recycling
5 Sticker Fees - Hazrds Waste
6 Dumping
7 Gasoline
8 Maintenance/Supplies
9. Operating Cost

FY 2019 Actuals
$49,855 ($27/household)
($64,595)
($1,485)
($20,149)
($33,550)
($123,336)
($34,420)
($29,016)
($256,696) ($139/household)

Transfer Station 250K
Town of Carlisle 29.75 million

Recycling Detail vs. Solid Waste

Dumping (Solid Waste)
Cardboard
Mixed Plastic
Alum./Tin Cans
Mixed Paper
Glass
C&D
Metal
Tires
Freon Units

2019
Tons
1,869
205
62
14
192
133
206
111
8
7

Subtotal Recycling

937

Percentage of tonnage recycled

33.39%

Category

$Cost/Profit
Per Ton1
($90)
$50
$10
$10
$20
($50)
($139)
$160
($250)
7

Cost/Profit
($168,210)
$10,225
$615
$141
$3,840
($6,650)
($28,565)
$17,680
($2,050)
$0

% Actually
Recycled 2
0%
95% +
95% +
95% +
95% +
95% +
20%
(? >0)
(?)
(? >0)

($4,764)

(937 Recycling Tons / (937 Recycling Tons + 1,869
Solid Waste Tons))
1 – uses current costs (FY2022) for recycling & dumping
2 – per Waste Management and Devens Recycling
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Most items that are diverted are in fact recycled except for C&D, most of which is eventually dumped in a
landfill. Due to market factors some recyclables produce net revenue, and some others reduce disposal
costs relative to solid waste disposal with notable exceptions for hazardous waste items and C&D which
are more expensive to dispose of than solid waste.
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MOTION
I move that the Carlisle Select Board 1) accept the recommendations of the Transfer
Station Task Force (TSTF) as outlined in their Final Report, presented to the Carlisle
Select Board on January 11, 2022, and 2) agree to establish the Transfer Station Action
Committee (TSAC) to implement the recommendations.
The Final Report includes, but is not limited to, these key initiatives:
Create the Transfer Station Action Committee, a merger of the existing Household
Recycling Committee with willing volunteers from the task force and other town
volunteers.
Work with the DPW to proceed with the transfer station physical changes to be funded
by a combination of the sticker fee fund for recycling related expenses and the DPW
budget for the swap shed replacement.
Update all signage.
Initiate and maintain a program of community engagement and education.
Monitor specific recycling initiatives and work with the DPW to establish and execute a
program for measurement & reporting of results.
Work with the DPW and Building Dept. to conduct a 1-year trial program requiring
purchase of C&D disposal permits when obtaining a building permit.
Initiate a dialog with local private haulers regarding state requirements & potential
changes.
Work with the Town Administrator to assign responsibility for completing all DEP
reporting requirements.

