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Adding Asphalt into Your Operation’s Mix

W hether it’s from the 
recent mega-mergers 
or just opportunities 

for new business or partnerships, 
many aggregates operations are 
incorporating the vertical markets 
of hot-mix asphalt or ready-mixed 
concrete plants into their facilities.

Whatever the reason, the biggest 
mistake producers often make when 
going vertical is a lack of pre-planning, 
says R. Gary Fore, vice president for 
environment, health, and safety at the 
National Asphalt Pavement Associa-
tion. “You need to do your home-
work in terms of pre-planning,” Fore 
says. “If you don’t do your homework 
well, there may be serious obstacles.”

First, he says, confirm that the site 
is zoned properly. Even if an asphalt 
plant is just going to be added to an 
existing quarry operation and zoning 
reflects compatibility with this type of 
land use, sometimes a special-use or 
conventional-use permit is required. 
“If you are locating an asphalt plant 
that is not associated with a quarry, 
the site may or may not be zoned 
properly,” Fore points out. He says the 
question is, “Does your proposed land 
use fit with the local land-use vision?”

“It’s also very important to pay at-
tention to the basics of community 
relations,” Fore points out, adding 
that the need for effective community 
relations is often overlooked. “Get 
involved and anticipate or there could 
be serious opposition stemming from 
citizen concerns,” he says. This means 
identifying key stakeholders such as 
neighbors, the Department of Envi-
ronmental Protection, local planning 
staffs, and elected officials. “Let them 
know asphalt plants do more than just 
build roads,” Fore explains. “We must 
build relationships with the neighbors, 
local officials, regulators, and the news 
media if we are to be successful. We 
need to make sure citizen concerns 
do not become emotional issues that 
result in a call for public hearings. 
Public hearings take time and are 

often emotional settings that make it 
difficult to address concerns, some or 
all of which may have been addressed 
without a public hearing.”

Allowing sufficient time is also 
critical. What’s the right amount? 
“There is no prescription,” Fore says, 
“but the sooner you start, the better 
the chances are of success.” Zoning 
and environmental permit decisions 
can often take six months to a year, 
depending on whether there is a 
public hearing. “My best advice is, 
make sure you start early and finish 
late with the pre-planning and zon-
ing and permit processes,” he says.

Prior to even making the deci-
sion to add an asphalt plant to an 
existing aggregates operation or site 
an operation separately, the growth 
rate of the area should be considered 
as well as growth of the geographic 
location, says Scott Laudone, general 
manager of asphalt operations and 
quality control for Tilcon New York 
Inc., New Jersey Division, an Old-
castle Materials Inc. company. If the 
decision is made to site an asphalt 
plant, the construction trends of the 
surrounding area must be taken into 
consideration. “If municipal and state 
DOT road programs are focused pri-
marily on resurfacing and repair and 
maintenance, this could impact the 
type of aggregate sizes a quarry will 
need to produce to satisfy the specific 
mix designs needed to supply such a 
market,” Laudone points out. “In the 
past, there was a need for 3/4-inch 
and larger sizes.” But in Laudone’s 
area, that has changed now to sand 
and fine coarse material such as No. 
8s and No. 9s. Additional capital 
may be needed to upgrade aggregate 
crushing operations to meet new ag-
gregate demands,” Laudone says. “If 
you’re going to add an asphalt opera-
tion, you need to know your market. 
If you’re going to buy crushers, you 
need to know what kind of material 
you will be producing. You need to 
know where and how to invest.”
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R. Gary Fore is the 
National Asphalt Pavement 
Association’s (NAPA) vice 
president of environment, 
health, and safety. Fore has 
been involved with these 
issues for nearly 37 years 
and was chief engineer 
and director of one of 
the first U.S. air pollution 
control programs. He has 
bachelor’s and master’s 
degrees in chemical and 
electrical engineering 
from North Carolina State 
University and master’s 
degrees in environmental 
management and public 
health administration from 
the University of Southern 
California. He may be 
reached at 888-468-6499 
or gfore@hotmix.org. 
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Scott Laudone is general 
manager of asphalt 
operations and quality 
control for Tilcon New 
York Inc., New Jersey 
Division. Laudone has 
been in the asphalt 
business for 18 years 
and has been with Tilcon 
for four years. He has a 
bachelor’s in business 
administration from 
Long Island, New York’s 
Adelphi University, is 
member of the National 
Asphalt Pavement 
Association (NAPA), and 
is a member of the 
New Jersey Asphalt 
Pavement Association 
and the Society of 
Asphalt Technologists 
of New Jersey.
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Voices of Experience

The determination as to whether to add an 
asphalt plant to your aggregates operation is 
based on more than just whether you are able 

to get a permit. “It is truly a business decision as to 
whether to add an asphalt plant,” says Scott Laudone, 
general manager of asphalt operations and quality 
control for Tilcon New York, New Jersey Division, an 
Oldcastle Materials company. The geographic location, 
proximity to major highways or road projects, and 
customer demographics all factor into the decision. 

“You need to look at the growth rate of the area, 
what the highway program is looking like, and the 
general building in the area in both residential and 
commercial,” Laudone advises. “If you’re in a rural 
setting away from densely populated areas, you’ll 
dabble in a bit of everything.”

However, in the case of Tilcon’s New Jersey Division 
— which is in close proximity to the New York City 
metropolitan area — there are so many concrete com-
panies, the division sells aggregates to their concrete 
customers rather than compete against them.

In fact, crossing over into your customers’ territory by 
adding asphalt or cement to your operation could be det-
rimental. “You may be competing with your customer,” 
Laudone points out. “Now you have to bid against them. 
If you have a concrete customer that just buys stone from 
you, you’re both happy because you’re selling your rock, 
he’s making concrete, and you both benefit.” 

If the same operation decides to get into the con-
crete business, the same amount of stone would still 
be produced, but the operation would now have to bid 
against your current customer(s).

This is why it’s crucial to do a market analysis — to 
find out the best way to move your product, Laudone 
says. He suggests coming up with a five- or 10-year 
plan, but continually re-evaluating the plans at least 
every year. “You can’t manage something if you don’t 
measure it,” Laudone says. “If you don’t have a long-
term plan, you can’t make a good business decision on 
how you are going to grow your business.”

For example, Laudone says that the market in the area 
where his operations are located has become a small-parti-
cle size market, whereas several years ago the need was for 
1/2-inch and above. “There were sub-base requirements, 
so you needed large stone blends and mixes,” he points 
out. “Now New Jersey is more of a resurfacing state.”

It’s this kind of knowledge that helps aggregates 
producers decide whether to get into a vertical market 
such as asphalt or cement. 

“You need to take a look at everything and figure 
out whether it makes economic and business sense and 
whether it would be efficient,” Laudone says. “You 
shouldn’t do something just because you can.”

R. Gary Fore t 

When setting out to site an asphalt plant, you 
need to go in with a “win-win objective,” says 
R. Gary Fore, vice president for health and 

safety at the National Asphalt Pavement Association. To 
achieve this objective, he says, a pre-planning checklist is 
essential. You need to make it a win-win situation to have 
a new asphalt plant whether, standalone or as part of an 
existing aggregates operation, Fore says.

 “Winning for us is effectively siting the plant with a mini-
mum amount of hurdles for us to get over,” he says. “For a 
neighbor, it’s addressing whatever they have on their mind. 
You cannot achieve ‘win-win’ without effectively listening 
to concerns. Two of the biggest mistakes are a lack of pre-
planning and failure to address community concerns.”

Explaining what an asphalt plant is, and is not, along 
with the role it will play needs to be a priority on this 
pre-planning checklist. “Before formal action to apply for 
permits, you need to meet ahead of time with local agencies 
such as planning and elected staffs (zoning boards, com-
missions, etc.) and people in the community and educate 
them about what your plans are, what the benefits are [of 
having an asphalt plant in the area], and then listen to and 
deal with any concerns upfront,” Fore suggests.

Failure to do this will result in a snowball effect involving 
the emotions of interested parties and ultimately, delay the 
entire process. “One concern leads to two concerns…leads 
to three, and then the overall political tenor may be jaded 
with interested elected officials. Meeting with planning 
staffs and regulators before the permitting process is even 
started should top the pre-planning list. Be sure to work 
with them every step of the way,” Fore says, and anticipate 
and allow time for hearings if they become necessary.

Aside from access to local markets, aggregate etc., there are 
several items associated with plant siting that should be on the 
checklist. “You need to look at the overall conditions of the site 
in terms of how traffic is managed, such as egress and ingress, 
where the raw materials are or will be stored, whether the site 
is on or above a water table, how the land is graded for storm-
water runoff, and what public utilities are available,” Fore says.  

On the checklist should also be plans for community 
forums, and other community activities. “This may sound 
like common sense, but in our industry we may see an 
opportunity to move into a market and have such a sense of 
urgency, that we forget to do any pre-planning,” Fore says, 
adding that community relations should be a major part of 
this pre-planning. “Win-win means…. I get my plant and 
you get your concerns appropriately addressed.  The idea is 
to build a relationship and to maintain it. Your best friend 
can be your worst enemy tomorrow. In siting an asphalt 
plant, we must do more than just build roads — we must do 
our homework well including the building of relationships 
in the process, with prospective neighbors, local officials, the 
regulators, and others if we are to be successful.”


