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Special Report of the Receiver’s Former GSWA Administrator and Operations Manager

Purpose
This report has been prepared in response to the November 22, 2023, Order of the District Court of Guam in

the above-referenced case, which stated in part:

To alleviate any concerns regarding GSWA’s [the Guam Solid Waste Authority’s] operations and
technical expertise, the court orders Chase Anderson who oversaw the operations of GSWA for the
Receiver, to meet with and interview the GSWA Board, management, staff and contractors, to tour
and observe operations at all of GSWA facilities, and to conduct a review of GSWA’s revenue,
expenses and balance sheets. Mr. Anderson shall prepare a report to the court that summarizes his
review of the organization and its operations, including his assessment on GSWA’s plans to expand
its residential collection services island-wide, a determination of whether any change to the agency’s
organization is necessary to undertake and oversee the funding, operations and maintenance of the
Ordot Dump post-closure facility, and any recommendation he may have that would benefit GSWA’s
performance. The court orders that this review occur in December 2023, and that GSWA and its
contractors cooperate with Mr. Anderson and provide any and all reports and information necessary
for his review.”

The extent of this review included:

Listening to recordings of GSWA Board meetings during the past 12 months.
On-site review in Guam from Monday, December 18 through Friday morning December 22, 2023.
Zoom calls with Board members that could not be accomplished while in Guam.

During this time, the reviewer met in person or by video conference with all members of GSWA’s board of

directors, attended a GSWA Board meeting, set up an office in the conference room of GSWA and reviewed

documents, attended roll call, spot checked routes, toured the Layon Landfill and convenience centers,
discussed issues with staff, and talked with GSWA contractors.

This review summarizes the findings, impressions, and recommendations for the following categories:
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Board of Directors

General Manager

Personnel

Chief of Administration

Engineer Supervisor

Comptroller

Operations

Household Hazardous Waste and Green Group Holdings
Haulers Transfer Station

. Fleet

. Island Wide Collection Initiative
. Solid Waste Rates

. Immediate Takeaways
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Categories, continued:

Exhibit 1 — Cancellation of Vehicle Escort Service
Exhibit 2 - Recommendations
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1. Board of Directors

I met and interviewed all five members of GSWA’s Board of Directors. Three of the directors were interviewed
in their offices in person and two were interviewed using Zoom. These meetings lasted between 30 and 90
minutes. All were professional and showed keen interest in GSWA as an organization that benefits the island
of Guam. All were concerned for the employees of GSWA.

All four fellow Board members spoke highly of the Chairperson of the Board, Andrew Gayle. This is also true
of GSWA staff. As the Court knows, Mr. Gayle was initially appointed by the Governor of Guam as one of
GSWA'’s first Directors. His historical knowledge of GSWA and his professionalism make him an excellent
representative for GSWA in the halls of the legislature and to the press. GSWA staff and fellow board
members also say he is excellent at keeping the Board of Directors focused, moving meetings through to
completion and resolving issues.

Other members of the Board have particular interests and talents that add value to GSWA. Jim Oehlerking,
whose stated experience includes service as the chief economic officer for IT&E, a telecommunications
company, until 2024 and simultaneously Chief Operating Officer for Black Box Network where he secured a
$100 million contract for program management and engineering for the Department of Defense with the
Asia Pacific Region and a $30 million contract to provide equipment, engineering and implementation and
support for Korea and Japan. His primary interests in GSWA are finances and customer service.

Cora Montellano described her relevant experience as having retired in 2019 from the Guam Power Authority
where she worked as the Assistant Chief Financial Officer since 1991, prior to which she was a controller and
financial analyst and Chief Accountant for Family Health Programs Inc., from 1984 to 1991. She is focused on
the financial bottom line of GSWA and has years of experience working with the Public Utilities Commission.
She appears to be well versed in utility financing, affairs, and accounting.

Minakshi Hemlani’s resume indicates that she graduated from the Pacific McGeorge School of Law in
Sacramento, California. She is licensed to practice law in both California and Guam. The Governor of Guam
nominated Ms. Hemlani for the GSWA Board of Directors in 2017 and the Guam Legislature appointed her
to the position. She was reappointed to the GSWA Board in 2021. She is the second longest sitting GSWA
Board member. In the interview, she discussed the worldwide impact of the Covid pandemic on parts
suppliers which affected GSWA; the growing length of time it is taking to receive trash collection trucks after
they had been procured; and the slow and cumbersome procedures required to procure vehicles through
the Government of Guam’s procurement process and appeals.

No one on Guam has a firmer handshake than the 75-year-old recycling “queen” of the island, Peggy Denney.
Some members of the Receivership are well acquainted with Ms. Denney who is the Administrator of the
non-profit I*Recycle. Starting in 2007, 1*Recycle worked with waste haulers, such as Mr. Rubbishman, to
place front-loader bins at some of the island’s schools to collect recycled aluminum beverage cans. Once
recycled, the money earned goes back to the school that recycled the cans. Over the years since, she has
earned hundreds of thousands of dollars for schools through this program. She reported that she spends
much of her time getting donors to contribute to pay for the bins and coordinates volunteers to get the cans
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into the bins and encourages students to bring their aluminum cans to the schools from home. She has lived
ontheisland for over 40 years earning a bachelor’s degree in agriculture and a biology minor at the University
of Guam. She has had a radio program on recycling. She promotes recycling at many of Guam’s public events,
doing much of the work herself. Ms. Denney expressed strong support for Chairman Gayle and for General
Manager Irvin Slike. She echoed what fellow board members also said that the GM is proactive on issues.

2. General Manager

GSWA has had three (3) general managers during and after the transition of operations from the Receiver to
the Government of Guam: Greg Martin started in September 2017 and resigned in July 2018; Larry Gast was
hired in March 2019 and left in October 2021; Irvin Slike was hired on October 10, 2021, and continues to
this day. Mr. Slike reported that he and his wife viewed Guam as a destination point. His wife had worked on
FEMA related matters on Guam decades before and had become fond of the island. When Mr. Slike saw the
advertisement for the GM position he submitted his application. When his wife retires, Mr. Slike said she
intends to join him on the island and to make this their home even into retirement.

By all accounts from GSWA staff, Mr. Slike is a GM who is far more inclusive than his predecessors as a team
leader bringing the supervisory staff into the decision-making process. Staff also described Mr. Slike as pro-
active on issues; a GM not afraid to address issues facing the agency. This appears to have been a welcomed
change from the previous two GMs according to staff.

Again, according to GSWA staff, Mr. Slike inherited a GSWA with collection vehicle repair issues. The Covid
pandemic created supply chain problems around the world, some of which continue, causing both the cost
of repairs and the time it takes to get parts to increase.

In his discussions with me, Mr. Slike’s stated that his emphasis is on cost cutting and planning for the future.
As this report shows, Mr. Slike has renegotiated contracts and operations to lower overall GSWA costs. He
continues to pursue other Government of Guam agencies to seek ways to increase GSWA revenues. Over the
past year he has been working with Guam Power Authority to forge a partnership to place solar panels on
closed cells at the Layon Landfill to generate power for the Guam Power Authority and revenue for GSWA.
Although an agreement has not been reached, his pursuit of the endeavor shows his planning for the future
and his emphasis on revenue, in addition to his cost-cutting approach as described above.

Over the time | spent with Mr. Slike, | was impressed by his interactions with staff and his willingness to
discuss issues in an open process with GSWA staff and with me. The only subject where Mr. Slike’s tone
deviated from his normally congenial demeanor was when the subject of the Receiver was brought up. In
one instance when | brought up to Mr. Slike his criticism that communication with the Receiver was
troublesome, | suggested that we set up regular phone calls with Mr. Chris Lund of the Receivership so that
Mr. Slike’s concerns can be discussed. Mr. Slike responded that he would agree to do this if the Receiver
agreed not to charge for its time. He then began a diatribe on the Receiver’s costs and what he viewed as its
failures, and general dislike of the Receiver. After he was done, | did not directly address his statements, but
reminded him that his goal was to assume control of the post closure process of the Ordot Dump. To reach
that goal, | said to Mr. Slike, communication and a good working relationship with the Receiver will make the
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road to the Ordot transition from Receiver to GSWA smooth rather than bumpy. | did say to Mr. Slike that
any precondition that the Receiver not charge when communicating with Mr. Slike is not a real-world
precondition. Mr. Slike told me he was just trying to make a point. My suggested idea of informal
communication between Mr. Slike and Chris Lund began and ended with this conversation.

3. Personnel

When the Receiver took over the management of the Solid Waste Division of Guam’s Department of Public
Works, the Receiver found 99 employees who included a government sanitation worker acting as a private
cook with a 24-hour government vehicle and a government paid cell phone. The cook would watch the other
employees leave in the morning and then fall back to sleep on a couch in the operations room waiting for a
call from management to perform personal errands.

Over time the Receiver reduced, mainly through attrition, the number of full-time employees by roughly one-
third. It was feared that when GSWA was turned over to the government that the number of full-time
employees would increase because of mismanagement and political favors made to place people on the
government payroll.

The numbers below reflect both the Receiver and Government of Guam’s personnel management of GSWA.
The year 2018 was managed by the Receiver and 2019 was managed, at the beginning, by the Receiver and
the rest of the year by the Government of Guam. The remaining years are managed by the Government of
Guam. Except for a minor increase in 2022, this concern about growth in FTEs has been appropriately
addressed by GSWA'’s current management. GSWA management has, for the most part, managed the labor
at GSWA in much the same way as the Receiver did.

Table 1 - GSWA Personnel FTEs

2018 2019 2020 2021 2022 2023

FTEs 70 68 69 69 78 68

Of the employees who were managed by the Receiver at the time GSWA was placed under the control of the
GSWA Board of Directors, 38 percent (28) currently remain. Except for the General Manager’s position, all
supervisory positions filled by the Receiver are still held by those same employees.

GSWA did not have an up-to-date Organizational Chart, so | developed one using input from GSWA staff. This
was a useful exercise for me to understand the operations at GSWA. This chart has not been approved by
the GSWA Board of Directors. Essentially, the working of operations has not changed much, if any, from the
time the Receiver managed GSWA. The following is the result.
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The report will now go through each level of the operations shown in the Organizational Chart below.

Guam Executive Branch

Government of Guam Board of Directors
Andrew Gayle (chair), Cora Montellano, Pegay Denney, [im Oehlerking, Minakshi Hemiani

General Manager
Irvin L Shike

Legal Counsel
Shannon Taitano

Assistant GM of Operations

{Vacant)

Comptroller
Katherin Kakigi

Engineer Supervisor
Dan Galiza

Safety

Safety Officer®: james Techaira
#Position reports to GM whan Assistant
GM vacant.

Residential Collection
(Trash, Recycle, Bully)
Residential Collection Supervisor™
man Perez
Assistant Collection Supervisor®,
Equipment Operator Leader Il
Nelson Beltran
Rasidential Collaction Assistant:
37 FTEs {both GovGuom and PHR) - does
mot include Roll off driver and Transfer
Station Spotters
*Position supervises Building Maintenance
and Residerntial Transér Station

employess

Chief of Administration

Alicia Fejeran

Dan Galiza
Scale House
Scale House Attendant: 3 FTEs Hauler Transfer Station
Cashier: 3 FTEs (Contract Management &
Compliance)
Dian Galiza

Building Maintenance

Building Custodian Leader: | FTE
Building Custodian: [ FTE

Ordot Dump Post-Closure
M

Residential Transfer Stations

Equipment Operator: 2 FTEs
Sanitation Workerl 2 FTEs

['Conrraczw}

% Currently, the Ordot Dump

aintenance
Fleet Mechanic®: Dennis Mendiola
*Position reports diractly to Residential
Collection Supervisor & assists with fleet

fadility is the Receiver's
responsibility, as per ULS.
District Court.

contract managgement

Figure 1 - GSWA Organization Chart
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Accounting/Budget Heuseheold Hazardous VWaste Customer Service
Managemant Analyst IV*: Jognne Flores Program Customer Service Supervisor: | FTE
Accounting Technician: 2 FTEs HHW Technician I: {Customer Servore Representatives: 4 FTEs
Colfection Agent: | FTE Joenas Manzano
*This role supervises Payroll and Scale HHW Téfﬂ"”idd" I:
House employses. Henley Ngirachelsou P urement
Buyer: | FTE
Payrell Landfill (Contract
Contracted out via MOA with DOA Management Compliance) Personel

Administrative Officer: Keilani
Administrative Assistant: [ FTE

IT Support
Contracted out. No FTEs.

May 2, 2024




Special Report of the Receiver’s Former GSWA Administrator and Operations Manager

4. Chief of Administration

The position of Chief of Administration is held by Alicia Fejeran, who is familiar to the Court because of
her years of presenting in Court on GSWA administration. She started as a temporary employee working
her way up to the position she has today. Currently she manages Customer Service, procurement,
personnel, and the contractor for information technologies support.

Although the Division of Solid Waste had a customer service element where employees answered phone
calls, it had no tracking system other than an excel sheet. The Receiver implemented the customer service
operations of GSWA with the goals of signing customers up for service, providing information to
customers on a daily basis, to track service issues customers have, to hold operations accountable for
good service, and to defend operations from misinformation. Between walk-ins and phone calls, these
Customer Service Representatives (CSRs) are busy people who are a major interface with GSWA's
customer base.

In general conversations with people on Guam who turned out to be customers of GSWA, there were
approximately 10 complaints made to me while on Guam that for the past few years it has been harder
to call and talk to a CSR about their accounts and services. The percentage of calls answered for the past
two (2) years bear out these complaints.

Table 2 — GSWA Call Center

2018 2019 2020 2021 2022 2023
Incoming Calls 84,708 97,401 128,105 132,540 43,629 73,053
Calls Answered 70,381 82,587 104,942 119,177 25,520 16,800
% answered 83% 85% 82% 90% 58% 23%
CSRs 6 6 5 5 4 3

Two things to note in the table above. First the phone operating software was changed in 2022 to just
count calls to CSRs, whereas the former system tracked all calls. This is why the total calls counted in 2022
and 2023 are significantly lower than in the previous years. The second thing to note is the decline in the
number of CSRs. The receiver had six (6) CSRs in 2019. In 2020, GSWA dropped the number of CSRs to five
(5). And, in 2022, GSWA dropped the number to four (4), and the percentage of calls answered drop from
90 to 58 percent. In 2023, the number of CSRs declined further to three (3), 50 percent of what the
Receiver had, and the calls answered dropped to 23 percent. There seems to have been no plan by
management to reduce the number of CSRs, just a lack of approval by GSWA management to replace the
CSRs who either moved to new positions or left GSWA to seek new opportunities. My impression is that
upper management had delayed approval to fill these positions to save money. But the fewer customer
service customers there are the fewer calls that get answered which in turn causes concern among
GSWA'’s customer base. This is especially true if GSWA has equipment problems to such a degree that
routes are not finished on time, which has been the case over these past two years.
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At the December 19, 2023, Board meeting, the Board of Directors heard that the previous month’s
answered calls were approximately 10 percent. Many of the Board’s members agreed that this number
had to return to GSWA’s historic standard. When interviewing GSWA Board of Directors member Jim
Oehlerking, Mr. Oehlerking was emphatic that this number of percent answered get back up to the
industry standard of 80 percent or higher. Mr. Oehlerking said he manages a call center for his business
and that these numbers will increase for GSWA. GSWA should and is in fact, increasing the number of
CSRs to five (5).

The Chief of Administration has one (1) full time employee in procurement, one (1) full time employee in
Human Resource Management, as well as the CSRs, and oversees the contract to upkeep and service
GSWA'’s information technology.

The Chief Administrator also manages the GSWA website which has been updated and improved from the
one created initially by the Receiver. (See https://www.guamsolidwasteauthority.com/) The amount of
information on the site has increased in number and specificity. GSWA Board meetings are videoed and
posted online. GSWA'’s Trash Talk has a lot of data in it which can be found on its website.

The website is easy to

> VIEW THE FY2024 RATE CASE

maneuver through; > CLICK HERE TO VIEW NOTIFICATIONS

i i » View the FY2024 Rate Case W1 irpor - —
provides  videos  of G SoNd Waite 0 =
GSWA'’s Board meetings; Authority (GSWA) ;

and offers other reports

Yw ComaiUs  Meppenngs Mese v foew  DonwEP

SERVICES & FEES RESOURCES REPORTS NOTIFICATIONS / s PAY ONLINE

online to customers. It is 2/

an improvement on the =y
o We are on a mission

one initially constructed
. To provide...

under the Receiver. The
Chief of Administration
has long advocated for
the upgrading of the
newer edition of Alpine’s
Rams Pro customer
service/billing software
the Receiver had

procured when the

Receiver created the
GSWA call center. GSWA Figure 2 - GSWA Website

purchased the upgrade

called Rams Pro Visual in 2022. Ms. Fejeran has implemented the system with cart delivery orders so that
updates to the billing system are in real time. It is expected that the system will be implemented in the
daily routes after operations has finished an audit of the routes that will provide a sequencing of homes
and streets. It is estimated that this sequencing will be completed in the second half of 2024.
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Currently, CSRs call the driver or if a new customer signs up for service, the CSRs send the information to
operations who then write it down on the route list and hand it to the driver at roll call. The driver looks
at the route sheet for any additions or deletions of customers for that day’s route.

The newer Rams Pro Visual has a tablet in the cab and a camera on the truck. Changes to the customers
on the route are downloaded into the tablet and the GPS in the trucks reroute the truck based on these
changes in customers on the route.

CSRs will have real time communication with the drivers of the trucks. The camera will allow
documentation for such things as extra bags of trash outside the cart. The driver takes a picture of the
extra bags of trash. The picture documents the day and time and sends it to the billing account of the
customers. These steps are done quickly and easily for the driver in the collection vehicle. The GPS
documentation allows Rams Pro Visual to suggest routing options to assist in creating more efficient
routes.

Chief of Administration Recommendations

1) Bring and keep the CSRs FTE at no less than 5.

2) Continue with the plan to implement RAMS Pro Visual

5. Engineer Supervisor

The Engineer Supervisor for GSWA is Dan Galiza.
Mr. Galiza was with the Guam Water Authority as
an engineer for approximately 17 years and joined
the Department of Public Works’ Solid Waste
Division in 2008. Mr. Galiza was vital in keeping the
Ordot Dump open while the Layon Landfill was
under construction. After the Ordot Dump’s closing
of active operations, Mr. Galiza moved down to the
Layon Landfill where he remains the contract
manager overseeing the operator. He then took on
more duties as a contract manager by overseeing
the Haulers’ Transfer Station and the Household
Hazardous Waste Facility. All said, the facilities he
oversees appeared in good shape, clean, and
working well during the site visits.

When the Ordot Post Closure responsibilities move
from Receiver to GSWA, the position of Engineer

Figure 3 - HHW Bulking Bay

Supervisor will have an increased workload in
contract administration and site monitoring as well
as regulatory compliance. If the Court should transfer over the Ordot Dump Post Closure activities from
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the Receiver to GSWA before the parameters of the Consent Decree are fulfilled, then there will be
considerable work activities involved with monitoring, providing reports to regulators, and responding to
inquiries and performing studies, as well as overseeing operations and management and approving
invoicing for payment of post-closure services. GSWA management will have to be able to oversee this
workload either in-house, through contracts with engineering firms, or a combination thereof. If GSWA
should decide to manage this in-house, then a licensed solid waste engineer who with a certificate from
the Solid Waste Association of North America in Manager of Landfill Operations should be required. GSWA
is a solid waste enterprise with future cell design and builds and closures as well as the Ordot post closure
maintenance. The Ordot facility is a site that falls under the Comprehensive Environmental Response,
Compensation and Liability Act (CERCLA) whereas most solid waste disposal facilities fall under the
Resource Conservation and Recovery Act (RCRA). Both legislative acts look to manage the trash in a safe
manner and place it into contained areas that are not harmful to humans or the environment. A licensed
solid waste engineer with solid waste experience and SWANA training in landfill management would be
an asset to GSWA in both the Layon Landfill and the Ordot facility.

At this time, no organizational plan for the adoption of the Ordot Post Closure management was provided
to me nor was any such plan discussed by the Board of Directors in its meetings reviewed during the
course of this examination. The Board of Directors should have staff develop such a plan for the Board to
review. The needs for contractual and/or personnel help would be identified by such a plan.

Engineer Supervisor Recommendation

1) Develop management and operational plan for assuming responsibilities of the Ordot Post
Closure activities.

2) GSWA should add an additional solid waste engineer with a Manager of Landfill Operations
(MOLO) certification from SWANA and have contracted an engineering firm with
CERCLA/Superfund experience.

6. Comptroller

Formerly, Mrs. Katherin Kakigi was the Department of Administration’s Finance Manager. The GSWA
Board of Directors hired Mrs. Kakigi as GSWA Controller in September of 2018 when the Receiver
managed GSWA. Her stated qualifications are a Bachelor of Business Administration in Accounting and
earned a Professional Master of Business Administration both from the University of Guam. She is also a
Certified Public Accountant.

As Controller, Mrs. Kakigi oversees the accounting and budget functions for GSWA. She has three (3) full
time employees in accounting and budget as well as three (3) full time employees that staff the two scale
houses and three (3) cashiers that staff the Convenience facilities.

The position of Comptroller is a key role in GSWA because this position oversees the finances of the
agency. Its operations are an indicator of how the agency is operated. The Court will recall that the
Receiver informed the Court, in a report dated July 10, 2008, that “[both] the Public Auditor and
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Georgetown Consulting Group have clearly documented that management of the accounts receivable
function for the Solid Waste Management Division was virtually non-existent...”* The Receiver spent
considerable time and legal effort to enforce customer payments to GSWA. | spent considerable time
terminating service to companies and Guam Government agencies, such as the Guam Department of
Education, because of a failure to pay GSWA and then working out payment plans so that services can be
reinstalled. Tracking payments is an important function of a Comptroller.

Currently GSWA has a good record on collecting what it is owed. The numbers for fiscal year 2023 are
skewed slightly because of Typhoon Mawar. Monies were collected after the fiscal year ended bringing
the 2023 percent collected back up near 100 percent. Accounts receivable is an especially important
function of this division of GSWA. The following table shows the historical collections performance of
GSWA starting from the Receiver’s last year of responsibility through the most recent completed fiscal

year.
Table 3 - GSWA Collections Performance 2018 - 2023

FY Billed Collections % Collected ‘
2018 S 18,961,671.57 S 18,921,568.63 99.8%
2019 S 18,914,544.63 S 18,865,853.21 99.7%
2020 S 17,764,859.98 S 18,199,214.34 102.4%
2021 S 18,282,604.56 S 17,992,602.24 98.4%
2022 S 18,378,900.71 S 18,058,735.80 98.3%
2023 S 20,900,660.71 S 19,634,232.00 93.9%

percent of GSWA's
https://www.guamsolidwasteauthority.com/pay) The rest drop off checks at the Guam Water and Electric

Approximately 65 customers pay for services online. (See

Authorities, local banks, Treasury and Tax locations, and mail checks to GSWA’s administration.

GSWA’s payables are the same as when the Receiver was managing the operations, running
approximately 40 days. In conversations with two contractors of GSWA there were no issues with
payments.

GSWA has a Memorandum of Understanding with the Government of Guam’s Department of
Administration to manage all GSWA payroll. Overseeing this agreement is also one of the Comptroller’s
duties.

With the assumption of responsibility of the Ordot dump post closure, the Comptroller’s office will
manage the trust fund accounts currently under the management of the Receiver, manage the

1 Receiver’s Report to the Court dated July 10, 2008, pg. 9.
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investments related to that account, and process invoices for the work conducted at the Ordot site. The
GSWA current Comptroller’s office is up to the task of handling these added responsibilities.

7. Operations

The position of Assistant GM of Operations remains vacant with no timeline to be filled. This vacant
position oversees the Safety Officer, Residential Collections of Trash, Recycling and Bulky waste, Building
Maintenance, Residential Transfer Stations, and both in-house and contracted fleet maintenance. In the
absence of this position being filled, the Residential Collection Supervisor supervises building maintenance
staff, residential transfer station employees, and fleet maintenance. The new safety officer reports
directly to the General Manager.

The Residential Collection Supervisor and his
assistant supervisor are the same two (2)
employees who held the position de facto
when the Court transferred GSWA from the
Receiver to the GSWA Board of Directors.
The supervisors meet the curbside collection
staff at around 2:30 am each working
morning, provide assignments, give updates
on GSWA matters, and underscore safety
concerns. Eight (8) collection trucks with two
(2) workers in each truck leave the yard by 3
am. Generally, three (3) smaller collection
vehicles also leave the yard for hard to get to
locations that the larger collection vehicles

either cannot get to or would take too much Figure 4 - Carts

time to reach. These vehicles are referred to

as Mini and/or Baby Packer trucks. Bulk Waste is collected by appointments and that truck (a flat bed with
a lift gate), also leaves the yard to collect the bulk items at the curb. Bulk items include such items as hot
water tanks, mattresses, and sofas among many others. These services are provided to customers Monday
through Thursday,

Other personnel will be assigned missed services for trash and/or recycling. These are acknowledged
misses by GSWA staff from the day before who are picked up the next morning. Another worker will
deliver carts to new customers and remove carts from customers who have cancelled. This crew uses a
small vehicle such as a pickup truck. Crews will also be assigned retrievals, which occurs when a customer
has not paid their bill. GSWA crew will be assigned to take the trash and recycling carts from the customers
and bring them back to the Harmon compound where the carts are washed and inventoried. The customer
must then pay the past due amount before getting their trash collection service back.
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At 7:30 am a driver shows up for the Roll Off Truck to service the roll off containers at the three (3)
convenience centers: Harmon, Agat, and Malojloj, which are open Thursday through Monday, 9 am to
5:30 pm.

Currently, there are 37 full time employees performing residential collection. The PUC has mandated that
GSWA convert temporary workers contracted with a temporary labor service called PHR to full time
government employees. In the trash collection profession, such contracts for temporary laborers are often
used. Although well intentioned, PUC’s edict to eradicate such use of temporary workers will eliminate a
beneficial option to GSWA operations. The Government of Guam also requires that full time employees
have graduated from high school or equivalent. This presented operational issues for the Receiver and
now, for GSWA. There are incredibly talented drivers and laborers in the temporary workforce who simply
will not get a GED. When | managed GSWA | personally provided as much assistance as | could getting
good temporary workers to enter and complete their GED requirements and had little success. Even
though the Government of Guam means well by the requirement of having a high school or GED
equivalent diploma, this

requirement keeps good —_— /

people who work hard .
from having access to full
time government
employment with benefits.
Being a trash service
provider as a career is a
fine profession but a
profession that has a social
stigma to it. The
Government’s
requirement for
educational degrees does
not take this into account.
The result is  that
contracted labor is
necessary otherwise GSWA
will inevitably find itself
shorthanded on skilled
labor.

Building Maintenance has
two (2) full-time
employees who provide
custodial duties, grass

mowing, cart cleaning
among other activities.

Figure 5 - Malojloj Transfer Station
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Residential Transfer Stations have four (4) full time employees in total who in absence of the reporting to
the Assistant GM report to the Residential Route Supervisor. These employees clean up the facility, assist
customers who need help off-loading their items to discard, answer questions, and call for roll off
containers to be picked up and dumped.

e

Figure 7 - Agat Transfer Station

Trash collections personnel commented that the previous GM had only attended one roll call meeting and
that the current GM is much more involved with trash collection operations. From April 2008 to March
2019, | oversaw operations with many of the same personnel who are there at the time of my review.
Without direct oversight trash collections performances begin to slip in areas such as retrieving carts from
those customers who fall behind in their payments. This is a much-needed operation, but not always a
friendly one to conduct. During the on-site review, it had evidently come to the attention of management
that the operation of retrieval of carts from delinquent customers was behind. During the week of on-site
review, retrieving such carts was being conducted to catch up.
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e

Figure 8 - Roll Off Truck with American Flag Covering Rear Window

Most collection vehicles were well kept, clean cabs, and washed. A roll off truck did have the American
Flag covering its rear window. When the roll off truck has a container rolled on to its back, the window is
not as useful for safety reasons as when there is no container on the back of the truck. Although one
applauds the display of patriotism, a flag of any kind draped in or outside a working government vehicle
is unprofessional. It also suggests that the supervisors are not periodically checking this particular vehicle.
Another sign is that the residential collections supervisor is spread too thin over too many work duties.

Recycling curbside collection was started by the Receiver on an every-other-week collection schedule. The
recycling markets were strong when the Receiver implemented the program. The major market for the
recyclables was China but, in 2018, China’s “National Sword” policy severed ties with much of the world’s
recycling programs by no longer accepting plastics and mixed grade paper. Contamination rate at the start
of the GSWA program was tolerable but grew throughout the program and is now above 80 percent. The
recycling carts have essentially become second trash carts for GSWA customers.

Mixed paper and plastic would need to be subsidized in order to be sent to recycling and since it is not,
both commodities are going to the landfill. Bi-metal and aluminum cans are taken to a local processor for
recycling. Old Corrugated Containers (OCC) also are recycled.

GSWA is currently working with the local university to develop an education and marketing program. A
recycling commercial is being developed.
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Operations Recommendations

1) Operations is an important portion of GSWA’s work. Operators are the frontline workers for
GSWA who customers see and talk with. Currently the manager of GSWA operations, titled
Assistant GM, is vacant with no plans by GSWA management to fill the position. The supervision
of operations is currently concentrated in the Residential Collections Supervisor in the absence
of the Assistant GM being filled. When the Court transitions Ordot Dump Post Closure to GSWA,
the GM’s attention will be diverted more than it is now. It is recommended that operations staff
has a devoted manager who oversees and evaluates the Residential Collections Supervisor and
other staff.

2) Continue to Advocate for Temporary Labor to the PUC. Absenteeism in the trash business can
hinder daily operations. Having a temporary labor source to pull labor from can eliminate the
need for GSWA to hire more FTEs than are daily needed in order to cover unplanned absences.

3) Recycling should be a benefit to the local society by keeping items out of the landfill. It should
not be a free trash collection for customers. GSWA management is working with other groups
to develop an education/marketing campaign for the curbside recycling collection service and
that is commendable. But if contamination does not significantly drop after this campaign, then
GSWA should consider going to a subscription basis for those who want recycling and consider
collecting customers on a once-a-month schedule thereby cutting the collection cost and
servicing the customers who actually recycle.

8. Household Hazardous Waste and Green Group Holdings

The Receiver implemented the Household Hazardous Waste Facility that GSWA now operates. The
Receiver set up the facility so that a contractor would operate the facility on a day-to-day basis. This
contractor’s contract terminated at the end of 2022 at which time the current GM substituted the
contracted operations with GSWA trained employees to service drop off customers and bulk the HHW
material. The new GM then contracted the initial HHW company for hazardous waste disposal of most of
the material as well as utilize two (2) additional companies for disposal of specific products.

The Receiver spent, in 2018, approximately $558,180 on both the management of the HHW facility and
the disposal of the HHW materials collected at the facility. From 2019 through 2022, GSWA spent an
average yearly amount of $605,014 on operations and disposal. But In 2023, GSWA eliminated the
contractor from assisting customer and bulking the HHW material. This lowered the annual expense to
$383,852, a savings of $221,162 (37 percent) from the average annual amount.

In making this operations change, two GSWA trained employees now staff the HHW Facility that services
the residential population of Guam which is approximately 170,000. Some mainland HHW drop off
facilities that service 500,000 population five days a week have operated their drop off facility with just
one person. Having a trained backup is excellent. During times when traffic flow through the facility is low,
the backup employee can be doing other things.
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The Receiver oversaw the construction of the Layon Landfill. The Receiver then initiated a procurement
for the landfill’s operation. Members of the Receivership actively searched for companies to bid on the
procurement because there were none that showed interest. Guam’s location and the Government of
Guam'’s history of failing to pay its contractors scared companies from bidding on the procurement. Two
(2) companies finally submitted bids. The lower bid that met the qualifications was a company known as
Herzog. Herzog separated into two companies with Green Group Holdings, LLC (GGH) finally having the
contract with GSWA. GGH and the Receiver agreed to have a set fee for the first 80,000 tons of waste and
an additional per ton amount for every ton above 80,000. GGH and the Receiver also agreed to a formula
tied to the Consumer Price Index for annual fee adjustments.

In March 2022, GSWA'’s management met with GGH officials and negotiated a two-year extension of the
original contract in exchange for moving the 80,000 set tons to 100,000 tons where the excess per ton fee
would begin and limiting annual CPIl adjustments to 5 percent. These contractual changes have resulted
in lower annual costs for GSWA. The extra per ton cost now does not begin until after 100,000 tons have
crossed the scales of the Layon Landfill.

In 2018, the Receiver paid GGH $3,640,589. Under the prior agreement, GSWA would have paid GGH
$4,277,141 in 2022. With the negotiated changes to the agreement, GSWA paid GGH $3,755,578 and
saved $521,563.

In 2023, a typhoon did damage to much of Guam generating more trash and storm debris than normal.
Under the initial agreement with GGH, GSWA would have paid GGH $5,496,373. With the new agreement,
GSWA paid $4,141,000 saving $1,355,373.

Figure 9 - Layon Landfill Cell 3
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Before the Court transitioned GSWA from Receiver to the Government of Guam, the Receiver began
design work for future Cell 3. This work continued after the Receiver was relieved by the Court of that
responsibility. The Receiver believed that large cells over small cells have certain advantages such as
having a longer life before the next cell needs to be constructed. Guam, as a location, suffers from costly
transportation. A larger cell provides the benefit of economies of scale i.e., larger quantities for the same
shipping cost. A larger cell has the benefit of onetime mobilization costs of equipment and labor force as
opposed to multiple mobilization costs if smaller cells are built.

GSWA management is contemplating smaller cell designs in the future for the purposes of keeping out of
pocket expenditures down with each design and construction. With limited funds this option has its
merits. The Board of Directors should, however, understand the overall cost difference between one large
cell and multiple cells that add up over time.

Household Hazardous Waste and Green Group Holdings Recommendations

1) Take one of the two current GSWA employees stationed at the HHW facility and utilize him for
such things as vehicle parts inventory control and fluid checks in the trash collection vehicles at
the end of every working day.

2) The GM should provide to the Board of Directors a cost/benefit examination of large vs small
trash cell designs and construction.

9. Haulers Transfer Station

The Receiver landed in Guam -
in April of 2008 and on its first
day of work was taken to the
Dandan site that the
Government of Guam had
already selected as the
location of a new landfill.

The Receiver had been
informed that the
Government of Guam had
pledged to the neighboring
villages, of what would

become the Layon Landfill, to
limit the commercial traffic to
the Layon Landfill. When the
Layon Landfill was preparing

Figure 10 - Haulers Only Transfer Station: Side View

to open in September 2011, the Receiver released a Request of Interest for a commercial transfer station
to consolidate trash into tractor trailers thereby decreasing the number of trash trucks traveling Route 4.
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When the Receiver first came to
the island it found that a
commercial transfer station had
been privately constructed just
behind the offices of the
Division of Solid Waste.
Guhauan Waste, aka Mr.
Rubbishman, the builders of
said transfer station, submitted
the only expression of interest
and the Receiver sole sourced
the contract to Mr. Rubbishman.

The Receiver obligated Mr.
Rubbishman to have the
equipment to process and handle
up to 600 tons per day of waste.
There were two reasons for this
number of tons. The first and
primary reason was that the US
military in Guam were providing
the Receiver estimates of its
trash that it dumped in its own
cells on its bases without
weighing as well as estimates on
future trash from personnel
growth. The Naval Facilities
Engineering Command Pacific
out of Pearl Harbor provided the
Receiver with a report from its
consultants, HDR and Hawaii

Figure 12 - Hauler’s Only Transfer Station: Outside Tipping Floor

Pacific Engineers, dated April 26, 2010.% The report estimated that the expected Marine Corps relocation

to Guam would add additional military and dependents of 17,522. Other military services were expected
to add an additional 17,395 people. The report also listed additional transient military personnel of 11,002
coming to Guam. A total of 45,919 people associated with the military were to move to Guam according
to the military. The military also managed its own dumps when the Receiver was appointed. There were
no scales at these sites and volume was estimated and provided to the Receiver. It was not until Layon
opened and military trash crossed the scales at the Haulers Only Transfer Station that a clearer picture of

2 Final Report: Recycling and Solid Waste Diversion Study for DOD Bases, Guam. Naval Facilities Engineering
Command Pacific, Pearl Harbor, Hawaii, April 26, 2010. Pg. ES2.
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the military’s waste stream came into view. The military’s waste stream was much less than the military
believed it to be. The second reason for the Haulers Transfer Station to handle a capacity of 600 tons per
day was for extreme weather events such as a typhoon. At the time of the Receiver’s arrival to Guam,
major typhoons crossed the island approximately once every five (5) years. A capability to handle 600 tons
a day in an emergency situation was considered an asset to the island of Guam.

The majority of tonnage that goes to the Layon Landfill goes through the Haulers Only Transfer Station.
Since the island’s population density is in the northern portion of the island and the Haulers Only Transfer
Station is as well, commercial haulers can dump their loads quickly and get back to servicing their
customers quicker than if they were to drive to the Layon Landfill and back thereby avoiding using up an
additional hour and forty-five minutes to two hours round trip.

In reviewing the contract with Mr. Rubbishman for the Haulers Only Transfer Station, GSWA management
met with the contractor to renegotiate the excess tonnage figure that had been agreed to between the
Receiver and the ownership of the Haulers Only Transfer Station. As with GGH, when tonnage rises above
a certain tonnage figure per month, the Haulers Only Transfer Station has a contractual right to charge
more per ton. This tonnage figure is 6,667 per month. My understanding from both parties (GSWA and
the contractor) is that the meeting between the two parties to discuss this did not go well. As a result,
there was no change to the excess fee and the tonnage figure used to initiate the excess fee. GSWA staff
subsequently decided to go out for a Request of Interest to see if another entity would be willing to
operate a commercial transfer station.

GSWA management has also, as a matter of policy, directed operations to haul its waste directly to the
Layon Landfill to eliminate the expense of not only the excess per ton fee but all GSWA tonnage fees to
the Haulers Only Transfer Station. The Receiver directed all of Thursday’s routes to be delivered to the
Layon Landfill because the southern portion of the island was close to the Layon Landfill, and it made
sense for GSWA to just unload at the Layon Landfill since it was nearby the routes. In an email to me, the
GSWA GM reported that “Jan[uary] 2024 saved approximately $35,000 with the drivers on the
Wed[nesday] and Thurs[day] route working within their prescribed shift.” The GM went on to say that if
the trend continued then $419,000 would be saved in calendar year 2024. Since GSWA had always
dumped Thursday’s routes at the Layon Landfill the savings claimed would only be for Wednesday’s routes
not Thursdays since GSWA already realized that savings. One must calculate any costs incurred in taking
the trucks to the Layon Landfill to unload and return to the Harmon yard where the trucks are stationed.
Such costs would include fuel, labor, wear on the trucks and tires. Since Monday’s and Tuesday’s routes
start at the north of the island and come down to central, the distance to the Layon Landfill would be
approximately two hours round trip as opposed to unloading at the Haulers’ Transfer Station in Harmon
which would be roughly 20 minutes. GSWA currently still unloads its Monday and Tuesday routes at the
Haulers’ Only Transfer Station in Harmon. The Receiver used the Haulers’ Only Transfer Station Monday
through Wednesday to limit truck traffic on Route 4 to the Layon Landfill as well as avoid the costs in
traveling that distance. The actual change between how the Receiver handled the collection of trash and
the current management at GSWA appears to be only on Wednesday’s routes which are far closer to the
Layon Landfill than the routes on Monday and Tuesday.
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The GM and his management team are looking for ways to cut GSWA'’s expenses and this should be and
is appreciated by the Board of Directors and hopefully GSWA's customers. A management team looking
at the financial bottom line and giving its Board of Directors options to be more efficient in the budget
while not reducing the level of services is an excellent idea. But when the cost saving fervor overtakes
matters of safety, then | have concern.

As the Court will recall, the safety of Route 4 for trash trucks was always an issue. The Ylig, Togcha and
Talofofo Bridges were unsafe for the trash trucks to cross and had to be upgraded. Sections of the roadway
at Pago Bay and between Yona and Ylig Bridge were upgraded to safely handle the trash and transfer
trailer vehicles traveling along the Haul Route to and from the Layon Landfill.

Winzler and Kelly was contracted to study the Haul Route and judge the safety of the route for the
designated trucks and trailers. It ran two (2) [tractor trailer vehicles intended to be used by the hauling
contractor along the haul route and videoed each. The first such test drive took place in late 2010 and the
second in July 2011. The reviewers of these test runs “...indicate[d] that portions of the roadway, in the
subject area, did not appear traversable by the Trash Hauling trucks without encroachment into oncoming
lanes.”® The report went on to list specific details: vegetation into the roadway contributes to large
vehicles moving into the opposing traffic lane; little to no shoulders causing hauling vehicle’s rear tires to

go off the pavement or for the driver to oversteer into the opposing traffic lane; “...rock outcrops, ditches,

Figure 13 - Due to deficient turn, Semi truck veered on to oncoming lane to correct his course
(Deficient Curve #25, Technical Report: Layon Trash Haul Route Evaluation)

3 “Technical Report: Layon Trash Haul Route Evaluation Route 4, From Ylig Bridge to Dandan Road” Winzler and Kelly,

August 10, 2011, Section 2.0.; The report also measured lane, shoulder and pavement widths, Section 3.0.
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steep cut slopes, and guardrails” causes the driver to ease into the on-coming traffic lane; where there is
room for the hauling vehicle to lean into the shoulder to avoid veering into oncoming traffic “...could lead
to rutting, disruption of drainage patterns and may ultimately develop into a safety hazard” especially
during the rainy season.*

Safety of the Trash Hauler vehicle was not the only concern. Another question was: “How would on-
coming traffic handle the Trash Hauling vehicles?” Winzler and Kelly’s report addressed this issue:

“The trucks, being so large and so close to the center strip will cause other vehicles to shy away
from them, using the outside portion of their lane. Twice during the test run, a medium sized
vehicle (an SUV truck and an Ambulance) approaching from the opposite direction moved over so
far that their outside tires left the roadway when passing the Trash Hauler which was in a straight
roadway section and centered in its lane at the time.”®

Winzler and Kelly recommended a redesign of the roadway’s curves, but in the interim, it wrote:

“Pilot cars are recommended between Asanite Point and Asalonso. This area has a significant
potential for safety hazards and requires an active warning system when Trash Hauler is traversing
this section of roadway. These vehicles should be treated like any other oversize vehicle...”

The problems listed above regarding the Haul Route were a concern to Guam officials before the Receiver
was appointed. The Court will remember that the United Stated requested a proposed consent decree on
December 3, 2003. The Court subsequently ordered such a consent decree on February 11, 2004. This
consent decree required the Guam DPW to submit to Guam’s EPA three (3) candidate sites for a
replacement landfill for the Ordot Dump and that the GEPA provide environmental impact statements for
each of the sites.®

The Director of Guam’s DPW announced the selected current site for the Municipal Solid Waste Landfill
on January 31, 2005. On March 14, 2005, the Government of Guam’s Final Site Selection Report discussed
up to forty characteristics the site should have which included the following:

“Highway Safety — a preferred sanitary landfill site would not cause hazardous road condition to
existing vehicle and pedestrian traffic during the transportation of solid waste. This would include
highways, intersections, and main and secondary roadways.”

This report noted an existing Guam Highway Master Plan for Route 4 acknowledging the deficiencies in
the Hauling Route and said the Master Plan targeted the road to “undergo reconstruction and widening
to current Department of Public Works standards....” “Thus,” the Final Site Selection Report went on, “the

4 |bid. Section 3.0.
5 lbid. Page 3.
6 District Court of Guam, Document 1592, pg.2.
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Route 4 reconstruction program appears to support the transportation corridor requirements for
development of the Dandan candidate landfill site.””

On July 15, 2005, the Government of Guam released a Final Supplemental Environment Impact Statement
for the siting of the landfill stating the following:

“The highway safety issues that are relevant to traffic flow to and from the site are mostly along
Route 4. Substandard geometrics and narrow travel lanes for certain segments of Route 4 exist,
as well as a lack of climbing lanes for the segment of Route 4 from Ylig Bridge to Inarajan. There
are no paved shoulders, and the paved surface of Route 4 is in need of repair along certain

segments.”®

The above is but a partial view of the detailed discussions the Court had about the safety of the Hauling
Route before the Receiver was appointed. After its appointment on March 17, 2008, the Receiver had to
concern itself with the Haul Route as well as constructing the landfill on the site the Government of Guam
chose.

GSWA and the Guam DPW entered into a Memorandum of Understanding in July 2012, where DPW
acknowledged and agreed to correct an estimated $4.5 million dollars of shoulder work on Route 4 to
alleviate safety concerns for the Haul Route that would be paid for out of the limited obligation bonds
used to construct the Layon Landfill. Unfortunately, these expected funds were used to finish the GEPA
operating permit requirements for the Layon Landfill to upgrade the Convenience Centers, the Dero Road
upgrades, and post closure care of Ordot.’

The Government of Guam came to the Court and said it would not have the funds to complete the
necessary Route 4 safety improvements for a decade. The representatives for the Government of Guam
informed the Court that it had weighed the cost impact of the Route 4 safety improvements, then
estimated at $8 million, and compared it to the cost of operating a pilot vehicle escort, which over ten
years was estimated to cost $1.44 million, and decided then to operate the pilot vehicle escort.®

On January 23, 2023, GSWA management sent Guahan Waste Control a.k.a. Mr. Rubbishman a letter
notifying the contractor that GSWA was terminating the vehicle escort service. The reason provided was:
“With no accidents reported in 11 years, GSWA believes that this additional requirement is no longer
necessary.”!! Another way to interpret this data is that the provision of a vehicle escort system worked
for 11 years.

7 |bid. Pg. 4 of 16.

8 lbid. Pg 5 of 16.

9 lbid. Pgs. 10 and 11.

10 bid. Pg. 12.

11 | etter attached as Exhibit 1; the management of Mr. Rubbishman continued with the vehicle escort service but
after discussions with the local mayors along the route weaned the service to its busiest days (Monday, Tuesday,
and Friday) until finally eliminating it all together.
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When asked about the termination of the vehicle escort program, GSWA management did not provide
any evaluation of the safety concerns discussed with this Court and the US Department of Justice since
2005. There was no review provided of vegetation growth obstructing the driver’s view or lane of travel
along the bank, rock outcroppings minimizing lane width, and lane width and corner geometrics causing
encroachment into on-coming traffic. There was a verbal statement by the GM that experienced truck
drivers can handle the Haul Route. The second leading cause of fatal large truck accidents is driver
inattention. Driving on the same route each day can give drivers a false sense of security that no one is
coming around the corner. The vehicle escort system over the most dangerous section of Route 4 helps
to prevent this inattention. Until the Government of Guam follows through on its promise to fix this
section of Route 4, the vehicle escort service should be in place.*?

During the week of my onsite review, | drove down Route 4 to the Layon Landfill to be there when it
opened as do the Contractor’s trash tractor trailers on busy days. | took this trip between 6 and 6:30 am.
Two (2) vehicles coming north on Route 4 did not have their head lights on when every other vehicle did.
Although not the norm, it was not surprising for me to see drivers in the early morning along Route 4
without their headlights on. Headlights on in the predawn mornings warn the driver of the trash hauling
vehicle that there is an on-coming vehicle approaching. In the absence of such a warning an escort vehicle
is a safeguard for both the trash hauling vehicle and the on-coming one.

The Court had hearings on Route 4 safety concerns including an on-site hearing where Chief Judge
Tydingco-Gatewood rode in the hauling vehicle along portions of the Haul Route. Chairman Gayle
attended many of these hearings and, as being a member of the Board of Directors, was provided the
Court documents detailing this and other issues. He holds the corporate memory of such issues for GSWA,
yet no document was provided to me where safety concerns were discussed about removing the vehicle
escort system. Neither have | found a Board discussion about whether to drop the vehicle escort. |
inquired with staff if there was a GSWA Board discussion of dropping the vehicle escort service and staff
could not provide me a citation for one. Yet, the Route 4 Haul Route has been a major safety concern
since before the Receiver was appointed. As recently as October 15, 2020, the PUC’s “Final Report:
Management Audit of the Guam Solid Waste Authority” states the danger in the said section of the Haul
Route:

“The Transfer Trucks must transverse a windy step section of Highway 4 before arriving at the
Layon Landfill. Because the trailers are 45 feet long the drivers must swing into the opposing lane
of traffic to make the turns. Because of this dangerous situation of having to cross the middle lane
of the road, Guahan has hired, at a significant cost, a company to provide “pilot” vehicles to lead

12 Forbs Magazine. September 18, 2023. https://www.forbes.com/advisor/legal/auto-accident/truck-accident-
statistics/
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the transfer vehicles through this dangerous section of the road and warn oncoming vehicles of

the danger.”?

The written evidence of this safety issue spans from 2005 through 2020, yet the GSWA Chairman and the
GM eliminated the safety provision promised to the Court by the Government of Guam in place of the
Government spending the money to fix the road problems the Government had promised to fix back in
2005. The Chairman and the GM evidently removed the vehicle escort service with no known review of
the safety concerns. To save a dollar, the Chairman and GM initiated traffic roulette along the Haul Route.
There appears to have been no known discussion regarding the history of safety concerns on this portion
of Route 4 or safety concerns in general. But there is a long court record of concerns and studies detailing
the safety issues along the Haul Route presented to the Government of Guam in this Court. To eliminate
a safety program because it has 11 years of success seems imprudent, and, if the unspeakable should
happen, possibly open GSWA and its Board of Directors to legal exposure.

Haulers Transfer Station Recommendation

1) GSWA should follow through with the Government of Guam’s commitment to provide a vehicle
escort service on the said Haul Route until such time the Government of Guam corrects the road
hazards along said Haul Route.

10. Fleet

As the Court will recall, the Receiver found the solid waste division of the Department of Public Works
with one (1) truck working three (3) shifts a day in April 2008. The solid waste division had two (2)
mechanics who were using their own money to keep that truck working and on the road. During those
first few weeks on the island, | was informed that the Department of Public Works had no motor oil. | took
the Court’s order appointing the Receiver to every vehicle parts store and large equipment repair shop to
create an account. Each of these facilities refused to initiate an account for the Receiver because of the
Government of Guam’s poor record of paying its bills. All parts and all repairs had to be paid in full at the
time of service.

The need for collection vehicles was an emergency and the Governor of Guam granted the Receiver a fast-
track emergency procurement. Guam’s location, availability of parts, and availability of trucks dictated
that rear-loading collection vehicles be purchased as soon as possible. In 2008, three (3) new collection
vehicles were purchased and delivered shortly thereafter. The Receiver entered into a fleet maintenance
contract with the only on-island company willing to take the risk of invoicing the Receiver’s managed solid
waste division.

A year prior to the Court turning GSWA over to the Board of Directors, the Receiver procured new rear
loading collection vehicles and two (2) mini-packer collection vehicles. It also procured service pick-up

13 Final Report: Guam Public Utilities Commission. “Management Audit of the Guam Solid Waste Authority,” Section
2.4.1, pg. 2-12.
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vehicles that arrived in 2019. The Receiver also had its fleet maintenance contractor repair some then
non-functioning trucks so GSWA would have some backups.

Delivery of the above vehicles took approximately 10 months. Currently trash collection vehicles are
taking two (2) years to be delivered after the procurement process has been completed. This delivery time
holds true for the private sector as well as GSWA. This two-year delivery of new rolling stock adds a degree
of difficulty to replacement. The Board of Directors no longer can replace trucks within a year’s time. The
GSWA Board must be on top of GSWA's rolling stock replacement needs.

Between the time GSWA was moved from under the Receivership to the GSWA Board of Directors and
the hiring of General Manager Irvin Slike, no trash collection vehicles were purchased by GSWA. Since Mr.
Slike’s arrival, GSWA has procured the following trash collection vehicles:

Table 4 - GSWA Truck Purchase Orders

Purch;:tteeOrder Unit Price  Total Price Tfu::(s Delivery Date Type of Trucks
11/15/23 $493,200 $986,400 2 8/6/25 24 CY side loaders
11/15/23 $423,823 $847,646 2 8/6/25 24 CY rear loading
10/20/22 $443,333  $1,330,000 3 8/26/23 24 CY side loading

Date not known Grant Grant 3 12/15/23 electric trucks

Total: $1,360,356 $3,164,045 10

A PUC order agreed with GSWA's Petition for an “urgent need” to procure new trucks. In its order
approving the purchase of new vehicles, the PUC wrote:

“The current fleet of trucks was purchased between 2009 and 2018 by the federal Receiver. Since
the receivership ended, however, no new trucks have been purchased, and the fleet has been
reduced by 50%, or from ten working trucks to five trucks.”**

GSWA has procured five (5) multi pack trucks. These are trucks where a mechanical arm reaches out to
the curb side of the truck and grabs the cart, lifts it over the hopper of the truck and turns the cart upside
down to deposit the trash into the truck. Many refer to this as an automatic side loader. This truck is called
a “multi pack” because the truck also acts like a rear loading truck that a GSWA employee can roll the cart
to and empty its contents in a separate hopper.

14 GSWA Docket 23-03, Approval for Award and Contract to Mid Pac Far East for Refuse Trucks, October 27, 2022,
Pg. 3.
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W Automatic side-loaders can be very efficient in route

collection because one driver can pick-up more carts
than if he had a crew member jumping off the truck and
dumping the cart himself. At the time of the review
these three (3) trucks were new, and a driver and a
helper were assigned to each vehicle. There is a learning
curve with the automated side loaders as there is with
everything. In discussions with individual drivers, they
were cautious, if not doubtful, of the automated side
loader’s efficiencies. Many of these same drivers had
felt the same way when the Receiver implemented
trash carts on the Guam collection routes. It is expected
that the drivers will become more comfortable with the
automated side loaders and realize the collection
efficiencies. Moving to eliminate the second employee
from the automated side-loaders would help advance
Figure 14 - Automated Side Loader this confidence. Several drivers in operations said there
had been no training on this new type of vehicle before
being provided the keys and sent out on the route. It is customary for drivers to go over a new vehicle and
test it before being used on actual routes. In this situation carts would be set up in an open lot while
drivers practiced using the automated side arm to gain them some experience and confidence in their
ability to use the equipment before using them in the field. This evidently did not take place.

GSWA also took advantage of a grant for electric trash vehicles and took ownership of these in late
December 2023. These trucks will be used for its mini-packer routes. Charging stations will be placed at
the Layon Landfill for these vehicles since Guam Power had notified GSWA that its grid would not allow
for additional demand these charging stations use in the Harmon base area. GSWA has also worked out a
relationship with a neighbor who has such a charging station to allow GSWA to charge its trucks nearby
the Harmon operations base. According to GSWA Management the charging time for these vehicles is
approximately thirty minutes and the vehicle’s lifespan is longer than a diesel-powered collection vehicle.
At the time of this review the trucks were not in operation.

On August 23, 2022, GSWA management went out to bid for vehicle maintenance. The winning bid was
Fleet Services, the same vendor who won the bids released under the Receiver’s management of GSWA.
GSWA management also hired a mechanic to do in-house maintenance to hopefully decrease the billing
from the private maintenance firm. The mechanic hired was one of the contracted fleet maintenance
company’s best diesel mechanics when the Receiver managed GSWA. He started with GSWA in December
2022, so has only been with GSWA a year at the time of this review. He arrives at work before roll call,
which is at 2:30 am, and checks the trucks for proper fluids and to address any mechanical problems
before the drivers head to their routes at 3 am. Under the Receivership, a contractor would be
contractually obligated to respond to mechanical problems at that time in the morning. Although such
calls were responded to by the contractor, time would inevitably pass before the mechanic arrived on
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site. Having the GSWA mechanic onsite before the drivers does speed up the turn-around time to get that
driver out on his or her route if a maintenance issue arrives in the morning.

The in-house mechanic’s annual salary is $41,716.89. His overtime for the year came to $62,635.76. When

Figure 15 - GSWA Converted Vehicle Maintenance Building

benefits are added to the figure a total of $133,364.97 was spent for the year on the personnel cost of
the in-house mechanic.

There is a saying that mechanics are only as good as their parts inventory. GSWA purchased $270,255
worth of parts in 2023 and $63,545 worth of drums of hydraulic fluid, motor oil, engine coolant, and
grease for a combined total spent of $333,699.97. Squeezed of space, GSWA has turned the vehicle wash
building into a vehicle repair shop. Vehicles continue to be washed weekly with power washers and hand
scrubbers. GSWA personnel believe the power washers and hand scrubbing clean the trucks better than
the vehicle wash bay, which may be true, but it takes longer as well.

The total outlay for the inhouse mechanic and parts and fluids for 2023 was $467,064, but it would be
unfair to attribute the full expenditure of parts and fluids to the year 2023 unless all these were used in
that fiscal year. But if we assume half of it was used, then the total for inhouse parts and fluids
(5166,849.99) plus the labor spent ($133,364.97) would be $300,215.1> GSWA paid its fleet maintenance
contractors, in parts and labor, a total of $707,872 for that same year. Combining in-house and out-of-
house fleet maintenance expenses, then total amount spent on fleet maintenance for 2023 comes to
$1,008,087 which is slightly below the average spent annually between 2018 through 2023.

The table below shows that the average yearly amount spent on maintenance and repairs from 2018
through 2023 has been $1,065,885.

15 This was discussed with GSWA’s Comptroller who agreed with the fifty percent assumption use of parts allocation
for 2023.
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Table 5 - Fleet Repairs

FY Amount % of 2018 \

2018 $1,159,527 100%

2019 $1,138,385 -1%

2020 $901,911 -23%

2021 $1,070,166 -6%

2022 $1,117,234 -4%

2023 $1,008,087 -13%
Yearly Average $1,065,885

There is no doubt that the GSWA mechanic is a good mechanic who understands the need to have good
running and safe trucks out on the routes as quick as possible. He is also a person who prepares for
maintenance issues. GSWA management in past GSWA Board meetings has said that fleet maintenance
cost has overall significantly decreased because of the hiring of this in-house mechanic. This may one day
be true, but during this initial year, fleet maintenance expenditures, based on data provided to me from
GSWA staff, the maintenance cost is near the average amount expended from 2018 through 2023.

GSWA spent over $60,000 in overtime in 2023 for in-house fleet maintenance. This overtime expenditure
is high and should be watched carefully. There is no doubt that the condition of the existing fleet
necessitated this expenditure whether in or out of house. GSWA management believes that if that work
had gone to its fleet repair contractors it would have spent an additional $276,000 in 2023. The data for
those savings is not apparent, but it is apparent that the in-house mechanic reacts faster to breakdowns
and gets the needed trucks back out on the routes.

Installing an in-house mechanic brings with it certain inventory tracking and inventory storage issues.
Allocation of the mechanic’s time is also important. Should the mechanic be spending his time tracking
parts inventory? Checking daily fluid levels? With $333,699 worth of inventory purchased in 2023, there
is room for a mechanically oriented person on GSWA's staff to function as a part time assistant who can
track the inventory, check, and replenish the fluids at the end of the workday rather than at 2:30 in the
morning? In future procurement of trucks, GSWA should attempt to require the winning vendor to store
needed parts for the expected life of the truck thereby having the vendor store some of the inventory on
island and GSWA paying for it when it needs the part?'®

In 2025, GSWA will have the first new fully staffed collection fleet since the Receiver left the management
of GSWA in early 2019. These trucks have a five-to-seven-year lifespan. As the fleet gets fully implemented
in 2024, it is logical to believe the in-house maintenance overtime expense will be reduced. GSWA staff
will continue to evaluate the costs of labor, parts, and fluids in the mix.

16 A parts inventory on consighment has been required in truck procurements but usually in large number of trucks
being purchased at one time.
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As the PUC said, GSWA allowed its working fleet of trucks to diminish drastically before General Manager
Slike was hired. In 2020 when this decline was occurring, GSWA management cut maintenance
expenditures 23 percent from what the Receiver spent in 2018. The GSWA Board needs to keep on top of
its fleet. A poor running fleet creates late and missed pickups thereby causing concern by its customer
base about the service they are paying for. The Board should be getting quarterly reports on its fleet so it
can ascertain whether enough is being done on that very important portion of GSWA. Given that it now
takes two (2) years to purchase and replace a vehicle, the Board must be provided status reports so it can
plan for these purchases.

Fleet Recommendations

1) When incorporating new equipment into operations, GSWA should have a paper trail on
training operating personnel on the equipment.

2) Implement a parts inventory software where each item in GSWA'’s inventory is barcoded and
tracked to which truck it was used for.

3) Add part time assistance to the mechanic for inventory responsibility and fluid checks and refills
at the end of the shift.

4) Quarterly report to the Board of Directors on rolling stock equipment. This report should
designate each type of truck by its number, current miles, miles used during the quarter,
maintenance and repair costs per quarter and total spent since purchase, days it was down for
repair during the quarter and since purchase, and years left on life expectancy.

5) Quarterly report to the Board of Directors on in-and-out of house maintenance and repair in
labor and parts; cost to date since beginning of fiscal year; GSWA expenditure on in-house
mechanic in overtime.

11. Island Wide Trash Collection Initiative

The Public Utilities Commission conducted a Management Audit of the GSWA that was completed in 2020.
The Management Audit randomly selected 15 U.S. cities with a number of households of 40,000 to see
whether trash collection was mandatory. The review found that in fourteen of the fifteen cities, trash
collection was mandatory. Those fourteen cities with mandatory trash collection had a larger customer
base, stable over time, collection cost per stop dropped, and revenue increases because there were more
customers paying into the system.?”

In Guam, there are approximately 18,000 homes that are not officially a part of the GSWA curbside
collection system. However, GSWA management believes many of those 18,000 homes unofficially
participate in the solid waste system by sharing trash carts with their neighbors or using a commercial

17 Testimony of Jeffrey Johnson, Chairman of the PUC, on Bill No. 165-37 (COR).
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dumpster at work to dispose of their trash. This “sharing” is referred to as “piggybacking” on other
people’s paid service of collecting trash. GSWA management reviewed the waste generation on other
island communities and took into account the income level of its residents and estimated that Guam
produces 3.15 pounds of waste a day per person. GSWA management believes because of piggybacking,
GSWA currently collects most household trash generated in Guam, yet 18,000 households are not paying
into the system. Mandatory Island wide trash collection would correct this.

Just recently, the Guam Legislature approved a bill that directs the funds from the lawsuit with the U.S.
Government concerning the Ordot Dump, be directed to GSWA for both Ordot Dump Post Closure costs
and development of new cells at Layon. These funds may negate or offset GSWA’s requirement to raise
rates for the remaining full funding of the Ordot Dump Post Closure Account.

A rate study was performed for GSWA that found if one excludes the Ordot Post Closure Fund, GSWA
would still need to increase revenue by approximately $4 million a year to operate efficiently and manage
future cell closures and constructions at the Layon Landfill. This $4 million revenue stream can be obtained
through either rate increases, expanding the customer base or a combination of the two. According to
both the PUC Management Audit of GSWA and the rate study performed by Utility Financial Solutions,
LLC., an Island wide collection initiative is expected to generate the needed additional $4 million a year in
revenue for GSWA.

Capital expense to achieve island wide collection is primarily in the purchase of additional carts. The PUC’s
“Management Audit of The Guam Solid Waste Authority” believes that the trash collection routes could
be more balanced and with semi-automated collection trucks more trash carts per unit of time would be
collected. Plus, should Island wide Mandatory Trash Collection be implemented GSWA operations would
move from its current four to a five day a week collection. GSWA management estimates no new trucks
will be needed to handle the additional collections of trash since it already services clients around the
island. GSWA management estimates that each route shall collect 1,400 homes. Since there is an
assumption that a large amount of “piggy backing” is occurring, trash tonnage should not increase
significantly. The new trucks with their better compaction rate will compact the trash better allowing for
more tons to be collected before the truck has to be unloaded allowing the truck to stay on the route a
longer period of time before unloading.

There are many factors that go into collecting trash on routes. The level of traffic, the quality of the road,
placement of the carts, the capabilities of the driver, low wires, and more. | managed a fleet of trucks
servicing 120,000 customer stops a week with a combination of one person side loading vehicles and two-
person rear loading vehicles. Certain drivers on high density roads that were wide with minimal traffic
collected 1,500 homes in a ten-hour day. But when driven by a less capable driver it would collect only
1,000 homes. There were routes where the houses were farther apart from each other where a side
loading truck would collect 800 to 1,000 homes.

| called the corporate offices of Heil Environmental which is often ranked as one of the three best refuse
compactor bodies in the trash business. | asked a company representative what Heil’s customers can
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expect to collect in a day’s route with an automated side loader? The representative said good routes run
around 1,000 to 1,200, regular routes around eight hundred homes collected.

The Island wide collection initiative legislation outlines an implementation scheme where GSWA works
closely with the Guam Water Authority and Guam Power Authority (GW&PAs). This would build on a
Memorandum of Understanding signed by both GW&PAs and GSWA management back in October 2021
whereby GW&PAs would collect GSWA payments at its locations. This agreement stipulates GW&PAs will
deposit GSWA payments into a GSWA designated bank account within the next business day of receiving
the payment; GW&PAs will prepare a daily collection report of monies collected in an Excel format
showing date of payment, customer service account number, total amount paid, total count of
payments/coupons accepted and those rejected, and all coupons will be scanned and emailed to GSWA.
GSWA, in turn, pays $1.00 per coupon processed and GSWA will reimburse GW&PAs for any software
upgrades needed to comply with this Memorandum of Understanding.

The Island wide collection initiative legislation stipulates that GSWA and GW&PAs continue to work
together to implement the Island wide collection. GWP&A would provide the location of residential units
on the island and GSWA would designate which ones are not existing GSWA clients. GSWA would
implement the program over several years beginning in the southern portion of the island and working
north.

The proposed legislation says, “All owners of residential buildings shall subscribe to and obtain public or
private garbage collection services....” Customers signing up for GWA or GPA services will be provided
GSWA forms for new service.

The proposed legislation calls for GSWA and Department of Revenue and Taxation to enter into a
Memorandum of Agreement to “garnish tax refunds of customers who have not paid and have not offered
to pay for services under this Article in order to collect outstanding payments for services from such
customers.”

It is expected that 11,000 of the 18,000 households currently without GSWA services are on SNAP
assistance. Households currently receiving such assistance would have a reduced collection fee which is
expected to be $16 per month.

With GSWA collection, these additional 18,000 homes will have the option for two free Bulky Waste
Collections a year by appointment. GSWA will collect large items such as mattresses, hot water heaters,
sofas, and other items at the curb twice a year for free. This option for the additional 18,000 homes is
expected to have a potential positive impact at reducing illegal dumping of large items. Since there is an
assumption of neighbors “piggy backing” their household trash, the island wide collection initiative would
have little impact on litter around the island.

As of this writing, the proposed legislation held its public hearing on November 16, 2023, and filed its
amended report on December 22, 2023. However, the vote on the legislation has been delayed suggesting
that there are currently not enough votes to pass the legislation into law.
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GSWA'’s management has had to work within the political realities provided to it. Certainly, placing the
cost of GSWA services into the property taxes would be a simpler method of securing the funds, but that
appears not to be a political option. GSWA management has shown a history of working with other utilities
and the overall cooperation among these agencies and executive and legislative branches is far improved
from 2008 when the Receiver was appointed.

Island Wide Recommendation

1. Lower the expected number of carts collected on a route by automated side loaders
from 1,400 to 1,000.

12. Solid Waste Rates

The Receiver implemented rates for the Layon Landfill in 2011. In 2020, the PUC’s Management Audit of
The Guam Solid Waste Authority recommended that the rates be increased to move toward the full
payment of the costs of operations, equipment replacement, and prepare for the full expense of future
landfill cell expansions and closures.

With the Covid Pandemic in 2020, the world saw an economic slowdown. Tourism nearly stopped
altogether and GSWA felt the effects of less commercial trash being generated and a corresponding
reduction in commercial revenue for GSWA. The majority, if not all, jurisdictions in the nation felt the
financial constraints caused by the Covid Pandemic. Subsequently, the United States Federal Government
provided financial assistance to State and Territorial Governments. The Governor of Guam allocated some
of these American Rescue Plan funds to GSWA beginning with $545,737 in 2021, $2,393,778 in 2022, and
$3,43,564 in 2023. It is reported that no new such funding will be available after the close of 2023. These
funds helped GSWA through troubled times.

GSWA contracted with Utility Financial Solutions, LLC for a cost-of-service study. UFC performed an
analysis under four scenarios each of which involved whether GSWA implemented Island wide trash
collection and whether it paid the post closure Ordot funding of $2 million a year. The scenarios that
assumed Island wide trash collection and no Ordot post closure funding, saw small increases in rates
because the Island wide trash service would roughly double the number of residential customers hence
boost GSWA’s revenue and the post closure Ordot funding would be paid from other sources. By contrast
the scenario with the largest increase in rates is if GSWA paid the post closure cost of $2 million each year
and did not implement the Island wide Mandatory Trash Collections.®

The study’s base case is GSWA'’s status quo which is funding Ordot’s post closure and not implementing
Island wide Trash Collection. At current rates, 2025 would see a negative cash balance of roughly $4.5

18 “Guam Solid Waste Authority: Solid Waste Cost of Service and Unbundling Study,” Utility Financial Solutions, LLC
June 2023.
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million. In 2026, the negative cash balance increases to $10.2 million. In 2027 the negative cash balance
increases to $16 million. In 2028 the negative cash balance jumps to nearly $21 million.

Since the UFC’s study was completed, a recent typhoon hit Guam in 2023. Although a horrible event, the
storm did increase debris that had to be disposed at the Layon Landfill resulting in approximately $3
million additional monies paid by FEMA. Also, since the UFC study, the Guam Legislature passed bill 182-
37, establishing an Ordot Dump Reserve Fund that is expected to fully cover the post closure cost as
stipulated by USEPA. This bill should eliminate the annual expenditure of $2 million GSWA makes to the
post closure reserve fund managed by the Receiver. (There still may need to be annual escalation
payments made into the Ordot Post Closure Fund as GEPA may direct.) The Guam Legislature has yet to
vote on bill 165-37, establishing island wide trash collection.

The GSWA Board, as of this writing, has yet to decide on the proposed rate increase, but it seems likely it
will choose UFS’s scenario two, no Island wide trash collection and GSWA does not fund Ordot. The status
quo for GSWA would be unsustainable without a rate increase. Inflation, the absence of ARPA subsidies,
and the failure of the Guam Legislature to vote and pass the island wide trash collection demand that
GSWA raise its rates in 2024. At the time of the writing of this report, the proposed rate increase is
assumed to be:

Table 6 - Likely Proposed Rate Increase

Year Rate Hauler Rate Small Comm. Cash Balances Minimum Cash
2024 $35.00 $179.00 $190.00 $5,056,543 $3,724,044
2025 $36.00 $183.00 $190.00 $4,949,445 $4,117,095
2026 $36.00 $190.00 $190.00 $5,121,495 $4,153,793
2027 $36.00 $190.00 $190.00 $5,129,160 $4,198,275
2028 $38.00 $196.00 $196.00 $5,158,216 $4,585,151

The following table shows possible rates if the Guam Legislature should enact mandatory island wide trash
collection in the near future. GSWA customers would see residential fees drop back to $30 per month and
possibly as low as $28. Commercial Hauler rates would drop from $179 to $152 per ton while small
commercial and government agencies drop from $190 per ton to $152.%°

9 |bid. pg. 8
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Table 7 - Possible Proposed Rate Increase with Island wide Trash Collection

Residential Comm. Gov Agencies Projected Recommended
Year Rate Hauler Rate Small Comm. Cash Balances Minimum Cash
2024 $35.00 $179.00 $190.00 $7,625,820 $3,804,604
2025 $30.00 $152.00 $152.00 $5,390,843 $4,247,943
2026 $30.00 $152.00 $152.00 $5,785,411 $4,286,496
2027 $30.00 $152.00 $152.00 $6,014,311 $4,332,223
2028 $30.00 $152.00 $152.00 $5,317,419 $4,720,668

13. Immediate Takeaways
Immediate takeaways from this review are:

o First, GSWA operates in much the same way as it did under the Receiver with many of the
same key personnel doing the same work.

. Second, a void of leadership was filled by the current GM, with whom staff and the Board are
generally happy to have in that position.

. Third, trash collection vehicles were allowed to get into disrepair at a time when the Covid
Pandemic slowed parts supply thereby slowing the repair of the vehicles causing more misses
and late pickups of customers that has rightly created some concern among the customer
base which has been exasperated these last two years with a low percentage of answered
calls in the GSWA call center.

o Fourth, the GSWA faces a revenue problem in 2024 with the elimination of the subsidy from
the Government of Guam.

o Fifth, the current GM and GSWA Board are putting together the tools to face each of these
issues. They have procured replacement vehicles, but unfortunately it takes two years now to
receive the trucks; they have procured an experienced firm to provide a rate study and
prepared GSWA to submit to the PUC for a rate change.

o Sixth, there is a need for more oversight in operations and this need will only increase when
the Ordot post closure is transferred to GSWA from the Receiver.

. Seventh, there is no organizational plan prepared to incorporate the work-related matter of
the Ordot Post Closure Activities.

The one area that GSWA surprised this reviewer was in its discontinuation of the vehicle escort service
with no reported discussion on safety and evidently no discussion with the Board of Directors.
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Exhibit 1 — Copy of the Cancellation of Vehicle Escort Service

GUAM SOLID WASTE AUTHORITY

LOUWRDES A. LEON GUERRERO JOSHUA F.TENORID IRVIN SLIKE

January 23, 2023

YiA HAND DELIVERY

Robert Perron

President

Guahan Waste Contral, Inc.
299 Rojas Street

Harmon Industrial Park
Tamuning, Guam 96913

Dear Mr. Perron,

Pursuant to Amendment No. 1 of the Agreement between Guam Solid Waste Authority (G5WA) and
your company for the Hauler Only Transfer Station Facilities, Operation of the Hauler Only Transfer
Station, and Waste Transportation Services, the amendment may be terminated by GSWA upon
thirty (30) days advance written notice to the contractor that the vehicle escort services are no
longer required,

With no aceidents reported in 11 years, GSWA believes that this additional requirement is no longer
necessary. Therefore, this shall serve as written notice that effective February 23, 2023,
Amendment no. 1 shall be terminated,

Should GWC wish to continue the use of the vehicle escort services, it may do so at the Contractor's
sole cost and expense pursuant to Section 2.11 of the agreement.

If you have any questions or concerns, please contact me at 671-646-3239 ar via email at

Iryvinslike@gswa suam.gov.

Sincerely,

M I

Irvin L. Slike
General Manager

Keofo)

546 N. Marine Corps DRIve, TAMUNING, GU 96913 * Tew: 671-646-3111 | Fax: 671-9
https:/ / www. guamsolidwasteauthority. com /
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Exhibit 2: Recommendations

Chief of Administration Recommendations

1) Bring and keep the CSRs FTE at no less than 5.

2) Continue with the plan to implement RAMS Pro Visual

Engineer Supervisor Recommendation

1) Develop management and operational plan for assuming Ordot Post Closure activities.

2) GSWA should add an additional solid waste engineer with a Manager of Landfill Operations
(MOLO) certification from SWANA and have contracted an engineering firm with
CERCLA/Superfund experience.

Operations Recommendations

1) Operations is an important portion of GSWA’s work. Operators are the frontline workers for
GSWA who customers see and talk with. Currently the manager of GSWA operations, titled
Assistant GM, is vacant with no plans by GSWA management to fill the position. The supervision
of operations is currently concentrated in the Residential Collections Supervisor in the absence
of the Assistant GM being filled. When the Court transitions Ordot Dump Post Closure to GSWA,
the GM’s attention will be diverted more than it is now. It is recommended that operations
have a devoted manager who oversees and evaluates the Residential Collections Supervisor
and other staff.

2) Continue to Advocate for Temporary Labor to the PUC. Absenteeism in the trash business can
hinder daily operations. Having a temporary labor source to pull labor from can eliminate the
need for GSWA to hire more FTEs than is daily needed to cover unplanned absences.

3) Recycling should be a benefit to the local society by keeping items out of the landfill. It should
not be a free trash collection for customers. GSWA management is working with other groups
to develop an education/marketing campaign for the curbside recycling collection service and
that is commendable. But if contamination does not significantly drop after this campaign, then
GSWA should consider going to a subscription basis for those who want recycling and collect
customers on a once-a-month schedule thereby cutting the collection cost and servicing the
customers who recycle.

Household Hazardous Waste and Green Group Holdings Recommendations

1) Take one of the two current GSWA employees stationed at the HHW facility and utilize him for
such things as vehicle parts inventory control and fluid checks in the trash collection vehicles at
the end of every working day.
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2) The GM should provide to the Board of Directors a cost/benefit examination of large vs small
trash cell designs and construction.

Haulers Transfer Station Recommendation

1) GSWA should follow through with the Government of Guam’s commitment to provide a vehicle
escort on the said Haul Route until such time the Government of Guam corrects the road
hazards along said Haul Route.

Fleet Recommendations

1) When incorporating new equipment into operations, GSWA should have a paper trail on
training operating personnel on the equipment.

2) Implement a parts inventory software where each item in GSWA'’s inventory is barcoded and
tracked to which truck it was used for.

3) Part time assistance to the mechanic for inventory responsibility and fluid checks and refills at
the end of the shift.

4) Quarterly report to the Board of Directors on rolling stock equipment. This report should
designate each type of truck by its number, current miles, miles used during the quarter,
maintenance and repair costs per quarter and total spent since purchase, [poOdays it was down
for repair during the quarter and since purchase, and years left on life expectancy.

5) Quarterly report to the Board of Directors on in-and-out of house maintenance and repair in
labor and parts; cost to date since beginning of fiscal year; GSWA expenditure on in-house
mechanic in overtime.

Island Wide Recommendation

1) Lower the expected number of carts collected on a route by automated side loaders from 1,400
to 1,000.
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