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Executive Summary 

The Alberni-Clayoquot Regional District is currently undergoing a study to determine how to spend $6M gas 

tax funding to implement regional level organic waste diversion program. Simultaneously, The Tofino 

community of entrepreneurs and non-profit organizations have been working on community-level composting 

initiatives.  

Synergy has been engaged by Ocean Outfitters, a Tofino carbon neutral adventure tour company, to 

represent a broad base of community stakeholders and advocate on their behalf to the local and regional 

governments to ensure they are represented and recognized in the regional organics strategy. 

After discussions with community stakeholders on the West Coast, Synergy is recommending that the region 

move forward with Scenario 2 identified in Tetra Tech’s Organic Waste Diversion Service Options report, in 

which there is one composting facility at the West Coast Landfill in Ucluelet and one at the landfill in Port 

Alberni. Because of the unique challenges faced on the West Coast, including food insecurity, a proliferation 

of wildlife, high tourism and the remote nature of the peninsula, a localized solution had a stronger triple-

bottom-line benefit. In addition, we believe there are additional opportunities for creating closed-loop systems 

in which sources of browns can be added.  

We believe this scenario will maximize the environmental, social and economic benefits of composting 

organic waste.  
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Introduction  

The Alberni-Clayoquot Regional District (ACRD), which includes Port Alberni, Tofino, Ucluelet, the Huu-ay-aht, 

Yuułuʔiłʔatḥ, Uchucklesaht and Toquaht First Nations and six electoral areas, has been working to develop a 

solution to organic waste management for a number of years. Currently, most organic waste in the region – 

including food waste, yard waste and soiled paper – is sent to either the Alberni Valley Landfill in Port Alberni 

or the West Coast Landfill in Ucluelet, where it decomposes anaerobically and produces large amounts of 

methane. A regional composting solution will avoid the production of harmful Greenhouse Gases (GHGs), 

extend the life of both landfills and create a valuable end product (nutrient-rich soil).  

In January 2018, the ACRD was awarded $6 million in capital funding from the Union of BC Municipalities 

(UBCM) to implement a regional organics diversion program, with total expenditures to be completed by 2021.  

The ACRD subsequently engaged Tetra Tech Canada Inc. (Tetra Tech) to conduct a review of different 

composting scenarios and associated costs and provide recommendations for collection and processing. In 

March 2019, Tetra Tech’s final report was referred to the Alberni Valley & Bamfield and West Coast Committees 

for discussion.  

Recommendations from Tetra Tech Report (Organic Waste Diversion Service Options, February 2019) 

Tetra Tech’s report outlined two potential scenarios for the composting facility(ies) that service the region:  

 

1. Build two processing facilities, one at the West Coast Landfill and one at the Alberni Valley Landfill 

2. Build one processing facility at the Alberni Valley Landfill and a transfer station at the West Coast 

Landfill  
 

In both scenarios, the recommended processing option was an aerated static pile, in which piles of organic 

waste are placed on top of perforated pipes connected to a blower system, which regulates the 

temperature and oxygen content necessary for decomposition. Static piles can be uncovered (sometimes 

surrounded on three sides by concrete walls) or covered with a semi-porous member to create a fully-

enclosed system.  
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As West Coast residents await the implementation of a regional solution, a number of local entrepreneurs and 

non-profits have developed their own community-level systems for diverting organic waste. Resorts, 

restaurants and coffee shops in Tofino and Ucluelet are currently composting organics either on site or through 

a private hauler, Tofino Urban Farm.  

These distributed, small-scale systems improve the sustainability of the region, enhancing food security, 

reducing transportation emissions and providing jobs for the community and Indigenous people.  They also 

offer complimentary alternatives to a large-scale system and should be taken into account as the regional 

organics program is being designed.  

Synergy has been engaged by Ocean Outfitters, a Tofino outdoor adventure company, to represent a broad 

base of community stakeholders and advocate on their behalf to the local and regional governments to 

ensure they are represented and recognized in the regional organics strategy. Synergy believes that this 

analysis can complement the detailed report prepared by Tetra Tech and will help inform the West Coast 

community as to the best path forward for organics diversion.  

Synergy’s approach was to assess the challenges and opportunities using 

a triple bottom line lens, in which environmental, social and economic 

issues are addressed. Synergy also looked at opportunities to close the 

loop between waste and resource. As an island community, the ACRD 

imports most of its products and exports most of its waste - a linear 

economy. Within a circular economy, waste is considered a resource 

and can be capitalized to reduce emissions, waste and energy while 

creating local jobs and supporting innovative businesses. 

This report outlines Synergy’s findings from extensive discussions with 

community members and review of existing research, and our 

recommendations for next steps.  
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Community Stakeholders Interviewed 

Between January and April 2019, Synergy conducted 15 stakeholder interviews with businesses, non-profits 

and local government representatives in Tofino, Ucluelet and Port Alberni.  

During the interviews, several key trends emerged. All interviewees supported regional composting in general, 

and even expressed excitement about the organics ban.  

“Its about time. We are ahead in so many environmental areas, but without a ban on organics, our guests 

and staff are deflated and see a disconnect.” 

Many hoped to see the solution localized for each community within the ACRD, and expressed concerns 

about compost being shipped to Port Alberni for processing.  

All interviewees shared the desire to see existing small-scale local organic waste providers included in the plans 

for processing or collection of organic waste. They saw this as an opportunity to scale up and support local 

businesses.  

A key concern was the cost for services and/or tax increases that a regional organics ban would bring about, 

and the impacts on wildlife.  

 

Key Concerns Key Opportunities 

➢ Wildlife/Human Interaction  

➢ Transportation Emissions  

➢ Traffic Congestion  

➢ Loss of Local Small Businesses Servicing Organic 

Waste  

➢ Costs to Business 

➢ Tax and Municipal Service Fees Increasing  

➢ Food Security  

➢ Local Jobs  

➢ Waste to Resource Systems 

➢ Education re: Wildlife/Human Interaction 

➢ Innovative Solutions that can scale  

➢ Show Leadership and Demonstration in ACRD  

➢ Cost of Municipal Services  
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The Need for a Localized Solution 

The general sentiment gleaned from the stakeholder interviews is that Tetra Tech’s Scenario 1, in which 

organic waste processing is centralized at the Alberni landfill, would not receive support from the West Coast 

community. 

“Sending compost to Port Alberni would see a lot of push back from the business community. We want to 

see it processed here locally.” 

The West Coast Communities have some unique challenges, including the potential for harmful human and 

wildlife interactions, increasing food insecurity and high GHG emissions from transportation. These affect the 

design and implementation of the organics processing facility and service. 

“We want to see our region keep compost local, help people grow food and switch to compostable 

containers and packaging to be processed locally.” 

 

Human and Wildlife Interaction  

The Human-Wildlife Conflict Management Plan for the District of Tofino was prepared in February 2019 by 

Bear Smart BC Consulting. Of the 6 steps required for Tofino to reach Bear Smart Community Status, 

developing and maintaining a wildlife-proof municipal solid waste management system is step 5 of 6.  

In both Tofino and Ucluelet, bear interactions have significantly increased between 2014-2018, while cougars 

have seen a decrease over this time period. Wolf interactions had a notable spike in 2017 in the Ucluelet 

region. The 2018 WildSafeBC Annual Report for Pacific Rim states garbage remains the leading attractant 

that results in human-wildlife conflicts. Removing organics from the garbage stream could have a positive 

impact on reducing wildlife attractant, if the segregated organic waste streams from ICI, residential and 

tourism sources are handled with a higher degree of care and diligence than garbage waste streams have 

traditionally been managed.  
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Image 2 &3 Source: WildSafeBC Pacific Rim Annual Report  

 

https://wildsafebc.com/wp-content/uploads/2018/12/WildSafeBC-PacRim-Annual-Report-2018-min.pdf
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While local governments and wildlife protection groups have increased the level of community awareness 

and action taken to reduce human wildlife hazards, the introduction of composting pick up and processing 

services presents a new challenge.  

“When it comes to composting solutions and food security concepts, human wildlife conflict must be 

considered. It is a huge issue in Tofino and Ucluelet, and we need to be extremely careful how we manage 

our waste organics. There are solutions and alternatives but we do need to be inline with all the issues.” 

This can be also seen as a timely opportunity to re-educate the community about safe wildlife waste 

management in conjunction with new education and communication regarding the forthcoming organic 

waste bylaws and collection services.  

Storage of compost between pick up services should be stored in accordance with these recommendations 

to reduce the potential to attract wildlife and ensure healthy coexistence with large carnivores in west coast 

communities, especially in high risk zones.  
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Recommendations:  

• ACRD integrate and align the organic waste 

management plan and wildlife safe waste management 

recommendations within the Tofino Human Wildlife Conflict 

Management Plan (2019).  

• ACRD consider community organic waste dropoff 

locations to service residents in high-risk zones, 

consolidating waste in wildlife-proof facilities and reduce 

the risk of attracting carnivores.  

• Municipal districts create and distribute a “cheat 

sheet” summarizing the key recommendations to 

commercial operators and residents within the Tofino 

Human Wildlife Conflict Management Plan (2019).  

• Municipal districts create a communications plan for 

the roll out of the organic waste processing that includes 

key information for residents on reducing human wildlife 

risks.  

• Municipal districts amend relevant waste 

management bylaws to include new recommendations 

from Tofino Human Wildlife Conflict Management Plan 

(2019) and organic waste management regulations.  

• Businesses with on-site composting, especially in high 

risk areas, upgrade composting area to reduce wildlife risks 

and/or relocate if adjacent to green space. 

Image 4: Tofino Large Carnivore Corridor Map, Pacific Rim National Park Reserve & Bob Hansen. Source: Appendix O Tofino Human Wildlife 

Conflict Management Plan (2019). Yellow lines indicate wildlife corridors in and around the District of Tofino 
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Food Security & Topsoil Supply 

Food security is a concern in the West Coast region, which is considered a “food desert”. Tofino and Ucluelet 

import over 90% of their food, and several community members interviewed expressed the desire to augment 

local food production. A major barrier is the lack of good quality topsoil for growing food due to the rocky 

geography of the peninsula.  

Finished compost is a valuable resource for small-scale agriculture and landscaping operations on the West 

Coast. Landscaping companies in the West Coast currently source soil from areas outside of the ACRD such 

as Earthman in Parksville. All landscaping/garden companies interviewed stated they think a local source is 

needed and they would purchase if available. A local source of compost and soil would also reduce 

transportation emissions associated with shipping this heavy material to the West Coast communities. 

 The 2018 Coastal Addendum to the Alberni Valley Agricultural Plan highlighted that “there is a need for 

compost material on the West Coast in order to help with local food production and therefore there are merits 

to having a designated processing facility on the West Coast for the region in order to provide a supply of 

nutrient rich compost material to the area for local agricultural purposes.”1 The sale of high quality finished 

compost to local businesses also provides an attractive way to reduce the added cost of organics processing.  

“Local growers want a local source of soil” 

Tetra Tech noted in their report that “Last but perhaps most importantly, there is the potential to provide 

compost material for incorporation into final cover for the landfills. Most landfills have a shortfall in the quantity 

of topsoil available for inclusion in the final cover. The availability of compost to supplement and improve this 

growing medium can be an immediate benefit to parts of a mature landfill that is undergoing final closure. It 

can also have a financial benefit through reducing or removing the cost of topsoil importation.”2 This further 

                                            

1 https://www.acrd.bc.ca/cms/wpattachments/wpID254atID2993.pdf 

2 file:///Users/heidiG/Desktop/ACRD%20march_6_committee_of_the_whole.pdf 

https://www.acrd.bc.ca/cms/wpattachments/wpID254atID2993.pdf
file:///C:/Users/heidiG/Desktop/ACRD%20march_6_committee_of_the_whole.pdf
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supports the need for a facility on the West Coast, as transporting organic waste to Port Alberni and finished 

compost back again is inefficient.   

Browns & Bulking Agents  

Landscaping companies also stated they have significant volumes of large branches, especially in spring 

during pruning and clean up season. These are currently dropped at Gibson’s for a fee or at the Ucluelet 

landfill free of charge.   

This could contribute to the browns required for a quality and marketable compost product in the region if a 

chipper was accessible in the region.  

In addition, retail and restaurant operators take in large volumes of cardboard waste as packaging. A few 

businesses interviewed expressed interest in contributing browns to composting if a commercial scale shredder 

was available.  
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Clean cardboard can be shredded to create a viable compost additive  

 
 

Example of small-scale commercial shredder which can be used to precondition organic waste or 

chip/shred browns such as wood or cardboard. They are often used to produce biomass for boilers, which 

can replace or augment the power requirement from diesel generators in remote areas.  
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Recommendations: 

• Sell finished compost directly to small-scale commercial growers and landscapers 

• Consider including a commercial chipper/shredder accessible at the Westcoast landfill to create a 

quality source of browns, which could also be used as biofuel in other applications 

 

Transportation Logistics, Emissions & Cost 

Shipping organics is heavy and fossil fuel-intensive. Tetra Tech estimated that the annual emissions from 

transporting organics to and from Port Alberni would produce between 18.6 and 102.8 tCO2e on top of 

emissions within communities.  

The road between Port Alberni and the West Coast Communities is narrow, rugged in places and often 

congested in the summer months. It is subject to temporary closures due to traffic, construction or weather. If 

the road was closed for even a few days, there is a risk that the West Coast landfill would have to stockpile 

waste. The transfer station suggested in Scenario 2 would likely require a fully enclosed container, in order to 

be secure enough to keep out animals and avoid moisture from heavy rainfall in the area.  

Finally, the price of fuel is volatile and will likely see further increases in the next 25 years, adding an unknown 

and substantial operating cost to shipping. 

Recommendations: 

• To reduce risk of organic waste stockpiling and minimize emissions, consider Scenario 1 with two 

compost facilities, one at each Port Alberni and West Coast Landfills.  
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Existing Small-Scale Composting  

With the implementation of an organics ban, on-site composting could create long term cost savings for 

businesses while reducing GHG emissions and increasing capacity for local food growing. The success of local 

enterprises like Tofino Urban Compost provides a unique opportunity to design an innovative, small-scale, 

distributed organics processing system that compliments a larger West Coast facility.   

Serviced by Tofino Urban Compost, large resorts such as Pacific Sands have installed on site composting 

systems using aerated piles contained in wood. The system successfully processes all of the resort’s organic 

waste, and produces a valuable end product.  Pacific Sands is planning to use their finished compost in a staff 

community garden, adding to food security an providing opportunities for staff and guest education.  

 
 

 

 

 

 

 

 

 

 

 

 

 

Image 1 & 2: Aerated 2-bin compost system at Tofino Urban Farm 
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Stakeholder interviews revealed a sentiment within the business community is that the West Coast 

municipalities should open opportunities for local collectors to be a part of the regional compost solution. 

There may be an opportunity for these businesses to scale their pick up and service management under 

contract of the ACRD.  

Some of the benefits of supporting this small-scale distributed system include: 

• Support local entrepreneurs & provide more skilled West Coast jobs: organics processing could become 

a transition industry from fish farms or forestry should those industries see a decline  

• Potential reduction in costs for businesses: due to lower transportation costs and potential to use finished 

compost onsite 

• Employee and guest education: for businesses that have on-site composting, innovative onsite 

composting systems can help them tap into the eco-tourism market 

• Modularity & scalability: distributed system can more easily scale up than large aerated static piles, 

should tourism increase dramatically 

Recommendations: 

• Educate businesses about opportunities to install on site composting with recommended systems and 

practices that protect wildlife. This will further reduce emissions while enhancing food security.  

• ACRD conduct in-depth interviews with existing organics service providers to ensure they can see 

themselves as a part of the regional waste management ecosystem. See table below. 

 

Costs to Business 

While some businesses may consider on-site composting, for most residents and businesses, a consolidated 

regional system will ensure all organics from the region can be captured and processed.  

For high-traffic restaurants without access to space for composting, pick up services will be required. Businesses 

should be prepared to add costs to their budget for additional service provider for organic waste.  
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These costs can be partially regained from reducing pick up frequency and/or size of bins for current garbage 

pick up. It is important for all businesses to redesign waste management systems and ensure garbage waste 

has ideally <10% organic matter from proper sorting and staff education.  

As ICI costs for composting have not yet been analyzed for the region, we outline below some cost 

considerations for ICI customers for compost pick up when services become available, using other regions 

and businesses of similar size and nature as comparison.  

Overall, commercial waste removal can add a significant operating cost for resorts and restaurants. Should 

an ICI ban on organic waste entering the landfill be implemented by the ACRD, businesses can consider an 

onsite compost system or removal service. Example costs for pick up service in the Capital Regional District 

are below:  

Location  Victoria  Victoria  Victoria   

Biz Type  50-seat 

Restaurant  

200 room 

Hotel  

Cafe  

Monthly compost pick up 

costs  

$720 $1,150 $400 

 

“It is important that the residential and commercial systems are the same -- people will need to get 

accustomed to the same system at home and at work for this to be viable” 

Recommendations: 

• Businesses consider on site composting, or budget for increase costs for pick up. Plan to reduce 

garbage pick up frequency and size in contract with hauler.  

• ACRD implement a ban on landfilling organic waste for both residential and ICI organic waste sources  
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Container Systems 

An attractive option outlined in the Tetra Tech report was container composting, which seals organics in large 

metal containers connected to an active aeration system. In the Tetra Tech analysis, this system had many of 

the same attributes as the covered static pile, but with slightly higher maintenance requirements and 

operating costs based on the complexity of the technology used. This could be seen as an opportunity for 

local First Nations looking to transition away from fish farming or forestry should these industries decline.  

Of all systems analyzed, these would be the most animal-safe. They also require less space than covered 

static piles, which would reduce the need to clear space at the West Coast Landfill. These systems are 

modular and scalable, which is beneficial in a growing resort municipality such as Tofino. Due to smaller 

batch sizes, they are also quicker to compost (Tetra Tech estimated 2 to 3 weeks for the active composting 

phase, followed by another 2 to 4 weeks curing).  

Recommendations  

• Cost out and consider closed container system for West Coast landfill to reduce risk to local wildlife  
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Summary of Recommendations 

➢ ACRD integrate and align the organic waste management plan and wildlife safe waste management 

recommendations within the Tofino Human Wildlife Conflict Management Plan (2019).  

➢ ACRD consider community organic waste drop-off locations to service residents in high-risk zones, 

consolidating waste in wildlife-proof facilities and reduce the risk of attracting carnivores.  

➢ Municipal districts create and distribute a “cheat sheet” summarizing the key recommendations to 

commercial operators and residents within the Tofino Human Wildlife Conflict Management Plan (2019).  

➢ Municipal districts create a communications plan for the roll out of the organic waste processing that 

includes key information for residents on reducing human wildlife risks.  

➢ Municipal districts amend relevant waste management bylaws to include new recommendations from 

Tofino Human Wildlife Conflict Management Plan (2019) and organic waste management regulations.  

➢ Businesses with on-site composting, especially in high risk areas, upgrade composting area to reduce 

wildlife risks and/or relocate if adjacent to green space. 

➢ Sell finished compost directly to small-scale commercial growers and landscapers. 

➢ Consider including a commercial chipper/shredder accessible at the Westcoast landfill to create a 

quality source of browns, which could also be used as biofuel in other applications. 

➢ To reduce risk of organic waste stockpiling and minimize emissions, consider Scenario 1 with two 

compost facilities, one at each Port Alberni and West Coast Landfills.  

➢ Educate businesses about opportunities to install on site composting with recommended systems and 

practices that protect wildlife. This will further reduce emissions while enhancing food security.  

➢ ACRD conduct in-depth interviews with existing organics service providers to ensure they can see 

themselves as a part of the regional waste management ecosystem. See table below. 

➢ Businesses consider on site composting, or budget for increase costs for pick up. Plan to reduce 

garbage pick up frequency and size in contract with hauler. 

➢ ACRD implement a ban on landfilling organic waste for both residential and ICI organic waste sources  

➢ Cost out and consider closed container system for West Coast landfill to reduce risk to local wildlife. 
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About Synergy  

Synergy’s team offers expertise in environmental assessments, greenhouse gas accounting, sustainable 

development and communications under one roof. We work with companies in many sectors including 

tourism & hospitality, commercial and residential property development and technology. Our clients have 

become award-winning organizations for environmental excellence and innovation.  

Our team has published 3 books on green business solutions, won numerous awards, and co-founded 

Canada’s IMPACT Sustainable Travel & Tourism Conference. 

 

 

 


