NATIONAL BI0SOLIDS

How the NBP EMS Program Benefited
the City of Raleigh Public Utilities
Department — Raleigh, NC

CERTIFIED PROGRAM

The City of Raleigh Public Utilities Department’s Neuse River Wastewater
Treatment Plant (NRWWTP) provides wastewater treatment to Raleigh and the
surrounding communities of Garner, Rolesville, Wake Forest, Wendell,
Knightdale and Zebulon. Itis a 60 MGD plant located in southeast Raleigh, the
capital city of North Carolina. The plant produces 35 — 40 dry tons of biosolids
per day, which is made into a Class A product known as Raleigh Plus that is land
applied on privately owned agricultural land or turned into a Class A compost
product by a private industry.

During 2002, several issues were raised involving the Neuse River Wastewater
Treatment Plant and it biosolids program. The City of Raleigh Public Utilities
Department was fined several thousand dollars for over application of biosolids
on City-owned farm land at the NRWWTP and other deficiencies in its biosolids
management program. A very in-depth review of the NRWWTP was undertaken
and as a result, the City decided to become a National Biosolids Partnership
demonstration agency, and committed to the development and implementation of
an EMS for biosolids. In December of 2006, the NRWWTP became the
fourteenth agency in the nation to have its EMS program verified through the
independent third party audit process.

A key to the success in turning around the biosolids program at the NRWWTP is
diversification in biosolids products and distribution. Prior to the development of
the EMS at the plant, land application was the only method used for disposal and
Class B biosolids was the only product produced. Today, the program produces
and distributes Class A biosolids to area agricultural and institutional land, sends
dewatered sludge to a commercial composting facility for use in a Class A
compost/mulch product and land applies Class B biosolids on private farm land.
A contingency landfill contract is in place as an emergency alternative should any
of the other outlets become unavailable.

Through the EMS process the NRWWTP biosolids management program has

been able to go from one of many problems to a model program. Many benefits
have been realized through participation.

Some of those benefits include (in no priority order):

e A greater sense of teamwork. An EMS team was developed from the
various program managers and superintendents at the NRWWTP and the


http://biosolids.org/ems_main.asp?sectionid=48&pageid=71&pagename=NBP%20EMS%20Program

EMS Coordinator. While the EMS Coordinator oversees the EMS
program, the biosolids management program employs the team concept
for all items and decisions relating to the EMS. All items concerning the
EMS are brought before the EMS team, discussed, reviewed and acted
upon by the team. This promotes shared responsibility, open
communication and equal involvement by everyone and every program.

Increased confidence in our program by the public and by the
employees. Perception of the program has improved drastically and staff
has a better understanding of how the system relates to their job and how
their job plays a part in protection of the environment.

Increased demand for biosolids products. Currently the demand for the
biosolids products exceeds what the plant can produce. Having a waiting
list for products also shows support and confidence in the program.

Increased communication, both internally and externally. Our
stakeholders and interested parties enjoy being involved and knowing
what is going on at the plant. Internal communication has improved the
most. Employees were involved in the development of the EMS and
continue to be involved in the continuous improvements to the program.

Improved documentation and recordkeeping, including capturing the
knowledge of employees. Now, information is current, useful and readily
accessible. Through the development of several new departmental
operating procedures, the valuable knowledge of the employees has been
captured and retained rather than having it retire with the employee or
walk out the door.

Recognition by bond houses for the NRWWTP environmental
performance. The NBP EMS program has help enable the City of
Raleigh Public Utilities Department to maintain an AAA bond rating.
Compared to an AA rating, this results in a financial benefit of
approximately $2 million dollars a year for the current capital
improvements budget.

While many benefits were realized there were also challenges and issues that
had to be overcome.

Some of those barriers and roadblocks include:

Creating buy-in from the employees. The idea that this was not another
management initiative that was going to sit on the shelf and collect dust
had to be overcome. Intensive efforts were made to involve staff and to
help them realize that not only was this effort a lifestyle change but it was



an on-going change that would never come to an end and it was a
program that needed their involvement and commitment.

e Obtaining support and commitment from management. It was easy
for management to say they supported the program and that they would
provide necessary resources. However, it was a little more difficult when it
was explained that support meant they needed to be actively involved and
in attendance as well as assigning others to be actively involved, and
freeing them from their day-to-day activities to do so.

e Turnover in the EMS Coordinator position. A change of personnel was
experienced in the coordinator position in the middle of the EMS effort.
This caused a setback in the program and increased the length of time
needed to develop and implement the EMS program.

e Realizing that the program is an ongoing effort. It was difficult to
overcome the idea that there was no end or final point in the EMS.
Human nature wanted there to be a final goal or ending point that work
was progressing against. It was difficult to maintain momentum and
excitement for a process that had no end.

e Expectation from outside consultants. It took a long time and a lot of
drafts and revisions to realize that the EMS program had to come from the
EMS team and staff. In the beginning, the program operated under an
assumption that information would be shared with a consultant who would
take the information and return with a program that could be implemented
and operated. It was a long and difficult process to accept that the EMS
team had to take ownership for the program and that they had to make the
time commitment involved to develop and implement the program that met
the needs of the NRWWTP biosolids management system.

The cost of participation in the EMS is priceless. It has proved to be a valuable
tool in restoring confidence in our program, increasing employee moral and
participation, saving money in our capital improvements projects and having the
satisfaction that the biosolids management program at the NRWWTP has
drastically improved from where it was a few years ago and will continue to
improve. The time and effort put in by the staff is too numerous to measure and
give a dollar figure. The benefits reaped are invaluable and cannot be
adequately measured.



