‘ 00102 - Prelims SB.p65

The
Sweeping
Business

Developing entrepreneurial skills
for the collection of solid waste

Mansoor Ali & Andrew Cotton

—

Water, Engineering and Development Centre
Loughborough University
2001

3 $ 12/5/00, 3:40 PM



00102 - Prelims SB.p65

Water, Engineering and Development Centre
Loughborough University
Leicestershire
LE113TU UK

© WEDC, Loughborough University, 2000

Any part of this publication, including the illustrations (except items taken
from other publications where the authors do not hold copyright) may be copied,
reproduced or adapted to meet local needs, without permission from the author/s

or publisher, provided the parts reproduced are distributed free, or at cost and
not for commercial ends, and the source is fully acknowledged as given below.
Please send copies of any materials in which text or illustrations have been used to
WEDC Publications at the address given above.

This publication is also available online at:
http://www.lboro.ac.uk/wedc/publications/sb.htm

Ali, S.M. and Cotton, A.P. (2001)
The Sweeping Business:
Developing entrepreneurial skills for the collection of solid waste

WEDC, Loughborough University, UK.
ISBN Paperback 0 906055 85 7
This document is an output from a project funded by the UK
Department for International Development (DFID)

for the benefit of low-income countries.
The views expressed are not necessarily those of DFID.

Designed and produced at WEDC
Cover photograph: Mansoor Ali

4 12/5/00, 3:40 PM



About the authors

Dr Mansoor Ali is a Project/Programme Manager at WEDC. As an specialist
in solid waste management for low and middle income countries, he has
researched and published extensively. Some of his current research projects
include ‘Waste and Livelihoods, Micro-enterprise Development, Appropriate
Landfilling and Recycling.

Dr Andrew Cotton is the Director of Urban Programmes WEDC. A specialist

in urban infrastructure for low-income countries, some of his recent research

includes micro-contracts, operation and maintenance, knowledge manage-
@ ment and urban sanitation.

‘ 00102 - Prelims SB.p65 5 12/5/00, 3:40 PM



Acknowledgements

The following persons and organisations have made valuable contributions to
this research:

Jenny Appleton WEDC, Loughborough University
Jo Beall London School of Econimes
Kevin Tayler GHK International, Research and Training
Rod Shaw WEDC Loughborough University
Kay Davey WEDC Loughborough University
Sue Cotton Freelance Consultant, UK
@ Jeremy Colins Freelance Consultant, UK

Shafi-ul-Azam Ahmed =~ WSP Bangladesh Office

Community Action Programme, Faisalabad, Pakistan

Sevanatha, NGO, Colombo, Sri Lanka

ICDDR, B, Dhaka, Bangladesh

Water and Sanitation Programme (WSP), Bangladesh

Sweepers of Pakistan, Bangladesh and Sri Lanka who spoke to us
Municipal supervisors in research locations

vi

‘ 00102 - Prelims SB.p65 6 12/5/00, 3:40 PM



Contents

About the authors
Acknowledgements

Acronyms
Glossary

Section 1:

Section 2:

Section 3:

Section 4:

Section 5:

References
Annexe 1:
Annexe 2:

‘ 00102 - Prelims SB.p65

Introduction and background
About this document
Methodology

Summary findings

Solid waste management

Solid waste: the context

Whose responsibility is it?

What happens to municipal waste?

What do sweepers do?

Is there a system of waste recycling and reuse?

Who is responsible for the service?

Local enterprises: a response to poor municipal services
What is the sweepers system?

Range of enterprises

Area-based systems in Pakistan (Boxes 1-9)

Summary of findings for Boxes 1 to 9 on area based systems
in Pakistan

Area-based systems in Bangladesh (Boxes 10-16)

Summary of findings for Boxes 10 to 16 on area based systems
in Bangladesh

Lessons learned

Different systems for primary waste collection
Individual-based initiatives

Organised local initiatives

Roles, responsibilities and perceptions
Who initiates the demand?

Whose enterprise?

Who pays whom?

Who finances the system?

Is it profitable to run an enterprise?
What could be the municipal role?
Concluding remarks

Guidelines

Boxes
Information sources

vil

7 12/5/00, 3:40 PM

X s

—
— = O O 0000 1IN N DB X

p—

15

15

19
20
20
21
24
28
28
29
30
30
31
33

35

53
55
115



ABO
CBO
CDC
CIDA
CMC
DCC
DFID
@ FAUP
FDA
ICDDR,B

KMC

‘ 00102 - Prelims SB.p65

Acronyms

Area Based Organisation

Community Based Organisation

Community Development Council

Canada International Development Agency

Colombo Municipal Corporation

Dhaka City Corporation

Department for International Development (UK Government)
Faisalabad Area Upgrading Project (a DFID funded project)
Faisalabad Development Authority

International Centre for Diarrhoeal Disease and Research,
Bangladesh

Karachi Metropolitan Corporation

viii

8 $ 12/5/00, 3:40 PM



Activist

Bangalee
Daily worker
Dastoori
Filth depot
Katchi abadi
Lac

Marla

Micro-enterprise

Mohallah
@ Waste picker

Punchayat committee

Parchee
Sui gas
VIP road
Ward

Ward Commissioner

Wigar
FMC
MPA
MPCO
Rs

Tk
UWEP
WASA

‘ 00102 - Prelims SB.p65 9

Glossary

Someone who follows the line of vigorous action
for a cause.

A person from Bangladesh.

Worker employed on a day-to-day basis.
Traditional payments from sweepers to supervisors.
Transfer point to store waste.

Squatter settlement.

Equal to 100,000 in number.

An area of about 25m?,

A low capital intensive service delivery or production
business, consisting of an individual or up to about 20
people. The organisations or individuals are assuming all
the risks for the sake of profit.

A group of houses in the same area.

A person who makes a living by extracting valuable
elements from waste and selling them.

A committee formed at the neighbourhood level to
resolve minor conflicts.

Written permission from sanitary inspector to sweeper.
Natural gas.

Important road.

The administrative areas into which a city is split.

Political representative of an administrative section
of the city

Assigning duties for absentees
Faisalabad Municipal Corporation
Member of Provincial Assembly
Multi-purpose Community Organisation
Rupees, Currency of Pakistan

Taka, Currency of Bangladesh

Urban Waste Expertise Program

Water And Sanitation Agency

X
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Section 1

Introduction and background

This document presents the findings from Project R6540 Micro-Enterprise
Development for Primary Collection of Solid Waste carried out by the authors
as part of the Technology, Development and Research (TDR) Programme,
Engineering Division, Department for International Development (DFID) of
the British Government.

The purpose of this project is to identify, explore and disseminate findings
about the development of micro-enterprise in primary waste collection, working
from a thorough understanding of existing processes, and to locate them in a
broader framework of private solutions to solid waste management. The aim
of this document is to provide guidance for promoting small-scale enterprises
for primary collection of solid waste. It aspires to demonstrate the range of
different solutions, which are applicable primarily to South Asia and possibly
more widely. The findings in this book will be of use to policymakers and
professional staff of both municipal authorities and non-governmental
organisations.

Primary collection is the collection of solid waste from households and its
subsequent transportation to the transfer points. In low income countries this
is usually done manually or using a hand or animal drawn cart. We adopt the
term micro enterprise to refer to a low capital intensive service delivery or
production business, consisting of an individual or up to about 20 persons
either officially registered or operating informally in an area. The organisations
or individuals are assuming all the risks for the sake of the profit.
Entrepreneurial skill is the individual’s capacity to carry out or arrange a piece
of work to be done, and to take risks in the hope of making a profit. In the
context of this project, the issue under discussion is the primary collection of
solid waste.

1 $ 11/20/00, 12:36 PM
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THE SWEEPING BUSINESS

Key issues

B Urban governments in many developing countries are facing serious prob-
lems with the management of solid waste. Primary collection is often con-
sidered as the citizens’ responsibility, whereas the municipal service is
responsible for storage and vehicular transportation. However, this varies
from one city to another. Citizens perceive service quality as poor, munici-
pal capacity is limited and costs are spiralling, often with no effective mecha-
nisms for financing nor cost recovery. Two solutions to the problem are
currently favoured: decentralised approaches and privatisation.

B Decentralised approaches include activities which are beyond the boundaries
of the roles of government agencies and the large scale private sector, for
example, promoting the role of non-government and community based
organisations in waste management.

B Privatisation may be a viable option but proposals are often hurried, ill
thought out, and based on imported models which assume an entirely
different technical, financial and organisational framework. This approach
overlooks both informal sector activities at street level and the potential for

@ area-based and non-government organisations to take a role in the priva-

tisation process. @

B Most privatisation proposals promise an improved service and envisage
that the increased costs will be borne by users. To date, there is very little
evidence of this being successfully achieved; efforts to increase user charges
are usually blocked by politicians.

B Since the privatisation of all or part of many municipal solid waste systems
will take place in the coming years, there is a need to address privatisation
mechanisms by involving those who are amongst the poorest and who
would potentially be most disadvantaged by the changes. Development of
micro-enterprise initiatives can build on existing practices, which have been
identified, thereby offering real potential as a workable component of
privatisation strategy.

In a number of cities in South Asia, municipal and private sweepers collect
waste from houses for an agreed payment. This is known as a ‘Sweepers
Collection System’. This project investigates the possibilities of, and condi-
tions necessary for, upgrading current sweeper collection systems micro-
enterprises. Our hypothesis is that the involvement of existing sweepers and
community groups will improve the efficiency of primary collection, sustain

2
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INTRODUCTION AND BACKGROUND

or increase sweepers’ income, improve their working conditions and reduce
municipal responsibility and expenditure. It will thereby alleviate socio-
cultural disruption and mitigate against an increase in poverty and/or unem-
ployment.

In summary

B This research examines the potential of micro-enterprises for providing
effective primary waste collection services in urban areas. This includes
services for the poorest sectors of the community, who live in areas that
may currently be unattractive to independent service providers.

B The research also recognises that the sweepers who provide solid waste
management services are themselves among the poorest and most disad-
vantaged groups in urban society. There is therefore good reason to de-
velop services that benefit not only consumers but also the operatives who
deliver them. A key issue is how to provide sweepers with suitable incen-
tives to deliver an effective, reliable operation.

B In South Asia, the role of sweepers in solid waste management is a deep-
rooted social phenomenon that transcends municipal structures. This should
be recognised by any initiative to introduce or improve primary collection
services.

3 $ 12/5/00, 10:56 AM

[T [ (] ||



|| NN T T ] E: [T [ (] ||

THE SWEEPING BUSINESS

About this document

Section 1 concerns about the manual itself, the background and scope of
work;

Section 2 identifies some key issues in solid waste management and describes
current methods of collection;

Section 3 briefly describes the cases, which have been analysed, and refers to
information boxes in Annex 1, where a detailed narrative is provided for each
case;

Section 4 discusses the main themes, which emerge from the cases;
Section S offers guidance to all those wishing to initiate or promote the

development of micro-enterprise in the primary collection of solid waste. This
is the key section of the manual, and is identified by tinted pages.

Methodology

The research is based on investigating existing forms of micro-enterprises in
@ the current practices of primary collection and to explore how they could be @
improved. Multiple methods of data collection were used in order to acquire
data and relevant information. Processes of enterprise development and the
perspective of various groups involved were fully explored throughout the
research. Data was collected primarily from the following sources:
B 90 interviews with male and female sweepers;
B 30 interviews with sanitary supervisors;
B 15 case studies of local initiatives;

B 4 local workshops with the groups involved; and,

B Sharing of interim findings with the international community through an
electronic conference and feedback.
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Summary findings

Opportunities for enterprise development can be promoted by recognising
and integrating informal micro-enterprises, which demonstrate some
remarkable features.

Entrepreneurial skill is an important factor in sustaining primary collection
initiatives and should be considered as an integral part of the project
design. Often, entrepreneurial skills are overlooked as larger and more
organised systems are designed.

Most of the organised initiatives are developed because of a certain demand.
The demand is latent, until an activist or organisation gives it a voice.

Small scale primary collection initiatives have a remarkable capacity to
collect the users charges. The system provides greater transparency and

control to the users of the services.

Small scale primary collection systems have demonstrated an impressive
ability to mobilise local finances.

5 $ 11/20/00, 12:36 PM
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Section 2

Solid waste management

Solid waste: the context

Municipal solid waste management involves the storage, collection,
transportation and disposal of waste generated in the home, commercial
premises and institutions. As such, it comprises a complex set of operations
that take place on an enormous scale. The city of Karachi, for example,
consists of 8 million people who together generate more than 5,000 tonnes of
solid waste daily. The solid waste sector consumes 20% to 50% of municipal
revenue; in India, it employs between three and six people per 1000 of the
population while Karachi Metropolitan Corporation alone provides at least
20,000 jobs.

Better solid waste management is an important element in improving the
urban environment. Apart from the aesthetic problems created by solid waste,
uncollected solid waste rapidly putrefies in hot and humid climates, giving
rise to noxious smells and polluting leachates, as well as providing breeding
grounds for vermin, flies and, in the wet season, mosquitoes. Poor solid waste
management can also lead to blocked drains and contaminated water supplies,
causing environmental health risks and infrastructure deficiencies. Solid waste
management comprises a whole range of activities involving the public sector,
small-scale private enterprises and service users.

Whose responsibility is it?

Municipal corporations and councils are charged with the task of solid waste
management; it is usually the Health Department, headed by a Doctor of
Medicine, which has overall responsibility. The Engineering Department
maintains the vehicle fleet, and may provide an input if service contracts
involving the private sector are involved. Given the size, complexity and
budget share, it remains surprising that dedicated solid waste management
departments are very rare in municipal government.

6 % 11/20/00, 12:38 PM
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SOLID WASTE MANAGEMENT

What happens to municipal waste?

Many Southern Asian countries do not have a formal house to house collection
system; householders either deposit their waste in a communal container, or
leave it in small piles outside the house. Municipal sweepers takes it to a
larger waste transfer point, from where it is lifted and transported to a disposal
site, sometimes via another intermediate transfer point. The collection frequency
of the waste tends to be daily, but can vary depending upon the resources
available and the perceived importance of the locality in question.

What do sweepers do?

Municipal authorities in low-income countries employ a large number of male
and female sweepers to perform the sweeping of streets. In a typical city of
five million inhabitants the total number of sweepers could be in excess of
10,000. Around 80% of municipal expenditure on solid waste operations are
on sweepers’ salaries. Sweepers are among the poorest of the poor, vulnerable
and from the so-called ‘low classes’.

The municipal sweepers are organised into a system of ‘beats’ i.e. determined
by length of street, and there is hierarchical supervision within the Health
Department which is usually based around council/corporation Wards (the
key functional unit in urban local government). Vehicle crews are under the
overall control of the Transportation Officer, who assigns their pick up routes.
Sweepers have established posts within the municipality, and appointments
are often related to social group and family history. In many towns and cities,
sweepers groups have formed strong unions. Although sweepers are relatively
poor and carry out what is often regarded as demeaning work, they nevertheless
hold prized positions. Certain beats are regarded as more remunerative, and
there are unofficial systems in existence whereby access rights are informally
traded between sweepers and supervisors.

Matters are further complicated by the fact that municipal sweepers enter into
informal contracts with households for the removal of waste, some of which is
sold on. Some households enter into agreements with private sweepers (i.e.
persons not in the employment of the municipality) for cleaning and the
removal of household waste. Municipal and self-employed (private) sweepers
offer a waste collection service to the households for an agreed monthly or
weekly payment. Tips, gifts and food items often supplement the payment.
The service and payments are generally agreed between sweepers as service
providers and households as users of the service.

7 $ 11/20/00, 12:38 PM
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Is there a system of waste recycling and reuse?

The composition of solid waste entering the municipal waste stream indicates
that (in contrast to Europe and America) there is very little paper, plastic, glass
or metal; it is mainly silt (from road sweeping) and organic vegetable matter.
However, the valuable content of solid waste is an important resource, and as
a result there exists a highly developed system of waste recovery, reuse and
recycling which operates on a commercial basis. This is not a system which
has been developed by the public sector, nor is it an environmental hobbys; it is
market based and market driven.

Itinerant waste buyers purchase recyclable items door-to-door from
householders or their servants; this material is sold on to middle dealers who
may specialise in certain types of waste. Finally, there are the waste reprocessors;
in earlier work (Ali, 1996) we estimated that this ‘informal’ industry could
provide employment for up to 40,000 people in Karachi (an important centre
for waste reprocessing). On a smaller scale, there are particularly complex
intra-household relationships involving women and domestic servants which
have gender implications (Beall, 1997). There are also large numbers of waste
pickers who are not part of the formal system and who make their living from
picking out material for reuse/recycling from communal bins, transfer points
@ and waste disposal sites. These people may come from very poor background. @

Who is responsible for the service?

In the four cities studied in this research, solid waste management is the
mandatory responsibility of city, municipal and metropolitan corporations. It
is generally accepted that these institutions do not deliver an effective primary
collection service for a variety of reasons:

B in many cities, formal municipal responsibility starts with street sweeping;
the collection of household waste is excluded;

B most municipalities consider waste transportation to be their main
responsibility;

B municipal institutions are poorly financed and have no mechanisms for
cost recovery; and,

B links between the service provider and the users are weak with no systems
for complaints and consultation.
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SOLID WASTE MANAGEMENT

Local enterprises: a response to poor municipal

services

One response to the generally poor service provided by municipalities is the
local initiatives to collect waste; rich and poor alike are prepared to pay for
improved waste services. Area based organisations (ABOs) and Non-
government organisations (NGOs) have played important roles here to promote
some form of local enterprise. This may involve municipal sweepers being
paid extra, local activists either facilitating or managing collection, or a small
contractor providing local services. These systems are the focus of this
document.

Whilst these may appear to be ad-hoc solutions, they provide many important
lessons for future strategies to promote micro-enterprise development in solid
waste management. Official programmes to improve solid waste management
tend to be city-wide and top-down, and are coupled with official policy and
procedures. Public initiatives, however, are usually small- scale, local and
dynamic. There is nevertheless scope for integrating them with official services.
The fundamental unit of local enterprises is the sweepers system:

What is the sweepers system?

The sweepers’ clients are households that generate waste, and are most likely
to need their waste collected privately when this service is not available
through the local authority. The sweepers system provides an essential service
of waste collection to a wide range of income groups and local commerce (for
further details see Ali, 1997, Beall, 1997 and Streefland, 1978). Such systems
are now an integral or emerging feature of cities in low-income countries and
are extensive both in terms of coverage and cost recovery. In addition to those
sweepers employed by the municipality, there exist private self-employed
sweepers who earn their living by providing waste-related services to
households. Sweepers are the fundamental unit of primary collection systems
and quite a complex range of roles can be identified as follows:

1. Municipal sweepers as wage earners who are earning a regular income
through permanent or temporary employment with the municipal
corporation.

2. Municipal sweepers doing private work who earn a regular income through

permanent or temporary employment with the municipal corporations but
supplement it through private waste collection and other jobs.

9 $ 11/20/00, 12:38 PM
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. Private sweepers as ‘survivalists’, without a municipal job, who work

independently. Their involvement in primary collection is a form of micro-
enterprise with little prospect of growth and expansion, and is taken up due
to a failure to gain waged employment. It is thus a livelihood strategy
adopted by those with few alternatives in the labour market but with
knowledge of, and access to, work in primary collection through informal
institutional links and a network of reciprocity within sweeper communities.

. Municipal and private sweepers as emerging entrepreneurs. In this case,

sweepers have extensive networks of trust and reciprocity with households
or community organisations and exploit them to ensure exclusive access to
private work in primary collection for themselves, their family members
and paid workers (or sub-contractors) known to them.

. Municipal supervisors as emerging entrepreneurs, who give permission to

and often manage and facilitate private work by municipal sweepers in
return for payment (Boxes 26 to 28).

Types (2) to (4) in the preceding description are fundamental units of micro-
enterprise from the perspective of sweepers themselves. Enterprise here is
simply private work, whether combined with, or exclusive to, other paid
work. It differs from paid employment, however, in several ways:

sweepers ‘market’ themselves to users;

sweepers negotiate their wages, which are not fixed;

they function as owner, manager and labourer;

they have full discretion to refuse work, take new work and sub-contract;
they manage both the inputs and outputs of the service;

there are elements of uncertainty in common with all small micro-enterprises;
and,

there is evidence of personal investment such as buying a donkey cart for
waste collection by sweepers.

10
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Section 3

Range of enterprises

The findings of this research are based on a number of case studies. The case
study material is presented as a series of boxes comprising a narrative, which
describes the pertinent facts of the situation, and a corresponding commentary,
which draws out significant points to be used as the basis for the discussion
and guidelines. The narrative information is presented in some detail. As this
requires considerable space, the boxes are located in Annexe 1:

B Boxes 1 to 9 describe area-based systems in Pakistan;
B Boxes 10 to 16 describe area-based systems in Bangladesh;

B Boxes 17 to 25 present summary findings from interviews with municipal
and private sweepers;

B Boxes 26 and 27 present summary findings from interviews with municipal
sanitary inspectors; and,

B Boxes 28 and 29 present the key points arising from workshops with
sanitary inspectors and supervisors.

Area-based systems in Pakistan (Boxes 1-9)

The research examined eight initiatives in Faisalabad, all involving ABOs and
one initiative in Karachi involving an activist. Ofthose operating in Faisalabad,
five are registered with the Social Welfare Department, one is actively
considering registration and two are unregistered. An incentive for registering
may be the small grants that may become available, although in one case a
service provider with whom the NGO was negotiating required it. None of the
ABOs specialises in solid waste management; some were formed for welfare
activities while others provide vocational training. All, however, are involved
in service provision, either directly or by lobbying the authorities, and operate
in relatively middle income areas.

11
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Summary of findings for Boxes 1 to 9 on area based
systems in Pakistan

Most of the area based organisations in the study operate a number of
activities and primary collection of solid waste is one of these.

There are two common approaches adopted to establish a system for the
primary collection of solid waste.

. To act as pressure group and procure additional staff from the municipal

corporation.
To introduce private or municipal sweepers to the area, for an agreed
monthly payment to the municipal staff.

In practice, both approaches result in some form of additional payment to
sustain the sweepers.

Those groups that operate with a defined contract between various parties
run more sustainable programmes, for example, Liaquat Town Welfare
Society (see Box 3).

Primary collection of solid waste is not a high priority compared with other
basic services such as water and sanitation if not available. Consequently,
the markets for micro-enterprises are quite restricted for infrastructure
deprived areas.

Registration of the organisation with the government department concerned
enhances the overall credibility, as perceived by organisations themselves.

There is always scope available for external support agencies to promote
the community-based initiatives.

A summary of the solid waste management initiatives of different area
based organizations in Faisalabad and Karachi could be summarized as
follows:

12
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RANGE OF ENTERPRISES

Description of activity

Financial
transaction
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Noor-ul-Amin Millat Road, Additional staff from FMC, No prescribed
Box 1. Faisalabad. monitoring their work, direct [ method of
liaison with FMC head office.| payment.
Sweepers get
some money as
tips on festivals
days and other
occasions.
Muslim Town Muslim Town, | Arranged private sweepers | Households pay a
Welfare Faisalabad. when the area was outside | monthly charge to
Box 2. the municipal limits. Later | the society.
received municipal services,
as the area was included in
the municipal boundaries.
With both systems,
households pay regular
amounts to sweepers.
Liaquat Town Liaquat Town, | Introduction and negotiation| Rs 20 per month
Welfare Faisalabad. with four additional per house for the
Box 3. sweepers to the area. primary collection
Residents asked to pay a service.
regular amount to sweepers.
Involved more than 600
houses. Ensured payments
from residents and proper
work from sweepers.
Prescribed method to
dismiss sweepers or punish
defaulting residents.
M.A. Jinnah Shadab Introduction and negotiation| Sweeper charge
Development Colony, with one private and then Rs 20 per month
Box 4. Faisalabad. one municipal sweeper. per house for the

13

Residents asked to pay a
regular amount. Involved
more than 100 houses.

Loan to sweeper to buy a

13

primary collection
service.
Sweepers pay
25% to M.A.
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Name of Area Description of activity Financial
organization transaction
donkey cart. Organising Jinnah for the
cleanliness campaigns. community works.
Social pressure on
defaulters.
Sulemaina Fat-he-Abad, | Additional sweepers from Rs 2 per week
Welfare Faisalabad. FMC for the area and directly to
Box 5. transfer of sweepers who municipal
were not attending the area.| sweepers.
Payment of Rs 2 per week
per house to sweepers.
Ayub Welfare Ayub Colony, Checking regularity of FMC | Some houses pay
Box 6. Faisalabad. sweepers. Interested in to sweepers Rs 3
doing further work. per house per

week.

Green Peace

Firdous Colony,

An additional seven

Rs 3 per house

Welfare Faisalabad. sweepers for the area from | per week.
Box 7. FMC. They are allowed to

use one Marla of land from

Ayub Research Institute in

return of waste (as fertilizer)

for the institute.
New Public Saifabad, Introduction and negotiation| Rs 10 per house
Welfare Faisalabad. with one private sweeper. per month to the
Box 8. Ask residents to pay Rs 10 | sweeper.

per month per house to the

sweeper.

A politician introduced a Rs 15 per house
Suzuki System F. B. Area, house to house collection per month was
Box 9. Karachi. system using Suzuki vans. | fixed, which was

Note: £1 @ Rs 75 in 1998

14

The programme covered
1000 houses. The
municipal sweepers were
asked to do street sweeping
only.

14

*

increased to Rs
25 after five years
of operation.
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Area-based systems in Bangladesh (Boxes 10-16)
Different types of schemes have been studied in Dhaka, two schemes are run
by activists, one by a ward commissioner, two by ABOs and two by NGOs.
The ward commissioner who originated the service in Ward 36 acted on his
own initiative and could be classed as an activist, albeit with a political role.
The ABO-managed systems were inspired by discussions with the
Environmental Health Programme of ICDDR.B, a Dhaka-based NGO. Both
NGOs (Action Aid and Gram Shampad Unnayan Kendra) started their activities
close to their offices in response to their perception of local needs. Action Aid
is now trying to transfer the operation to local residents while Gram Shampad
Unnayan Kendra plans to expand into other areas while maintaining
responsibility for management of the services.

Only two of the initiatives serve low-income areas while one has a mixture of

low- and middle-income residents. The remaining four areas could be described
as middle- or lower- middle-income.

Summary of findings for Boxes 10 to 16 on area
based systems in Bangladesh

B Most of the area based organisations run primary collection of solid waste
as one of their main activities.

B There are three approaches adopted to establish a system for the primary
collection of solid waste.

1. To introduce private or municipal sweepers in the area, for an agreed
monthly payment.

2. To operate as a small enterprise collecting waste from 200 to 1000 houses
and employing sweepers.

3. To monitor and modify the municipal sweepers system at the ward level.
It is generally accepted that some form of payment to sweepers is necessary in
order to retain them. The general findings from the case studies in Dhaka are

as follows:

B The most commonly known programme in the city is the one which
operates like a micro-enterprise (see box 14) in a middle income area. The
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programme was also regularly shown on the local television and consid-
ered as a model for other areas.

Primary collection of solid waste is becoming a high priority in the areas
where residents have already acquired other services and infrastructure.
The scope for primary collection programmes and micro-enterprises is
increasing.

There is always scope for the external support agencies to underpin
community-based initiatives. Some programmes in Dhaka have links with
Dhaka City Corporation and with external donors.

There are indications that the transfer of knowledge, technology and learning
is taking place from one programme to another.

Solid waste management initiatives of different area based organizations in
Dhaka could be summarized as follows:

Box Starting Houses Houses Who initiated Current Mode of
no. year involved involved the programme payments
[ETY now programme
10 1994 250 250 The The A monthly fee of
programme programme Tk 5 was fixed in
was initiated operates near | the beginning,
by an NGO, Green road which has now
Gram area. A team been increased to
Shampad of two Tk 20.
Unnayan sweepers and
Kendra. a waste picker
collect waste
from 250

houses. About
10 to 15% of
the dwellers
do not pay
their service
charges. One
sweeper gets
Tk 2500,
another gets
1000 and the
waste picker
gets 300 per
month.
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Box Starting Houses Houses Who initiated | Current Mode of

no. year involved involved the programme payments

initially now programme

11 1995 39 39 The neighbour- | They ask DCC | There is no
hood commit- | sweepers to payment to the
tee formed by | attend the sweepers, although
ICDDR, B. area regularly | there is now a

and collect neighbour-hood
waste from co-operative
the houses. society.
Removal of

dustbins from

the area with

the help of

the Ward

Commissioner.

12 1995 400 400 The local club | Two private Each house pays a
formed in sweepers, one | monthly service
1965, equiv- male and one | charge of Tk 20 per
alent to a female, hired month.

ABO. The to pick-up
programme waste
operates in from the
Jigatoal area, doors. The
probably a low | sweepers
income area collect money
of Dhaka. using a
register and
deposit it to
the club. Each
sweeper gets
Tk 3000 as
the monthly
income, plus
Tk 500 bonus
once a year.

13 1995 N/A N/A An elected The waste is There is no charge
Ward collected from | for the service,
Commissioner | houses using although residents
initiated the 12 vans with sometimes pay
programme in | 12 sweepers. | Tk 5 to 10 per
Ward 36. month as tips to

sweepers.

14 1987 250 750 The The Tk 10 per house
programme programme per month was
was initiated operates in initially charged,
and is Kolabaghan, a | and was increased
presently middle income | to Tk 15 in 1996. A
managed by area of Dhaka. | money collector
Mr Mahbub Two tricycles collects the money.
Ahsan a are used each
17
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Box Starting Houses Houses Who initiated | Current Mode of
no. year involved involved the programme payments
initially now programme

resident of with 3

the same sweepers. All

area. He the sweepers

invested are either

capital himself | municipal

and pays the sweepers or

salaries. their relatives.
Dhaka City
Corporation
is positive
about the
programme.
Each sweeper
gets Tk 1200
per month
from
Mr Mahbub
Ahsan.

15 1997 963 963 The The The supervisor
programme programme is | appointed by
was initiated designed on Action Aid goes
by an the principles house to house and
international similar to collects money for
NGO, Action Box 14. The Action Aid. Salaries
Aid. waste is are paid by Action

collected from | Aid.
552 middle

income and

411 slum

dwellers. Slum
dwellers get a

free service.

16 1996 100 100 The The A payment of
programme programme Tk 10 per month
was initiated operates in per house directly
by Perveen, a Charaon to the sweeper.
female activist | Nagar, a low-
in the same income area in
area. Dhaka.

Sweeper

collects waste

from 100

houses and

takes it to the

transfer point.
18
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Section 4

Lessons learned

The purpose of this section is to draw together the lessons which have been
learned from the wide range of case studies. The findings have been grouped
into the following sections.

Different systems for primary waste collection.
Individual-based initiatives.

Organised local initiatives.

Roles, responsibilities and perceptions.

Who initiates the demand?

Whose enterprise?

Who pays whom?

Who finances the system?

Is it profitable?

What could be the municipal role?

Concluding remarks.

Reference is made throughout to the Boxes in Annexe 1 which detail the
individual cases.

‘ 00102 - 04 SB.p65
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Different systems for primary waste collection

We have found that there are two broad categories of the systems around
which local initiatives are based:

B those based around agreements between householders and sweepers on a
purely individual basis (see Boxes 17 to 24); and

B organised local initiatives which involve an Area-Based Organisation (ABO)
facilitating or managing the relationship between households and sweepers
or those which involve small scale local contractors (Boxes 9 and 14).

We can now consider these operational systems in more detail.

Individual-based initiatives

In this system, we can identify individual waste collectors as the fundamental
unit of micro-enterprise for primary collection. Municipal and private sweepers
offer household collection services for an agreed payment; we refer to this as
the ‘sweeper system’.

@ Municipal sweepers need permission from their supervisors to perform this @

private work and in return agree to pay them a proportion of their earnings
(Boxes 17 to 24). A further agreement is made between fellow sweepers that
they will not compete with each other by offering services in each other’s
territory; rights to private work may also be exchanged or bought with cash or
favours. In summary, the sweeper system is based on a set of three verbal
agreements:
B between sweeper and household;
B between sweeper and supervisor (if s’/he is a municipal sweeper); and,
B between sweeper and fellow sweepers.
Advantages of the sweeper system include:
B simple and flexible to carry out;

B minimal overheads;

B direct benefits flow to the service providers who are amongst the poorest in
society;

20
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B users have power to hire and fire the service provider based on perform-
ance criteria; and

B the price for the service is based on users willingness to pay.
The sweeper system does have several disadvantages:

B as it is market-based, the poor are less able to pay the costs and the services
do not often extend into low-income areas;

B from the perspective of city managers, there are problems in regulating the
service, particularly in terms of lack of control over sweepers performance
of their designated duties for the municipality; sweepers may and do
perform private work when they should be carrying out municipal duties;

B in practice, there is less competition to provide a better, lower cost and
more reliable service than might be supposed due to the informal agreements
between sweepers;

B a further consequence of this is that users have less control over their
sweepers; organising them into local user groups is one way of overcoming
this.

Organised local initiatives

This term refers to a broad category of micro-enterprises initiated by households
or entrepreneurs using municipal and/or private sweepers for primary collection.
These arise when users organise themselves collectively to hire a private or
municipal sweeper to collect their waste. We have found examples of such
schemes initiated and managed by private individuals, municipal councillors
and community based organisations (CBOs). Their motivation, organisational
structure, mode of cost recovery and links with municipal institutions vary
widely.

We can usefully categorise these systems into three groups:
B area-based systems in which individual householders pay sweepers;

B arca-based systems in which the sweeper is paid centrally by the local
organisation; and,

B small-scale local contractors who organise service delivery and collection
of payments.

21
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These are described in more detail below.
Area-based system which pays sweepers individually

Initiating the system. A group of households or a local activist decides to
improve the waste collection system in their area by hiring a waste collector,
introducing him/her to other households and fixing a minimum collection fee.
Households pay sweepers directly. The activist or group may initiate the
activity because of a perceived need or as a result of a community awareness-
raising campaign from an outside agency (Box 1, 3, 5, 7, 8 and 16).

Sustaining the system. The local group or activist manages the system and
sustains it through regular collection and payments. The sweepers’ interest is
the certainty of a regular group of customers and regular, known payments. A
social obligation to pay arises from collective action and any defaulters are
reported to the activist or group.

Implications for micro-enterprise development. This system is significant in
several ways:

@ B it shows the beginnings of a positive change in public attitude, in that users @
decide to act together rather than waiting for government to come and do
the work; this opens up the potential for micro-enterprise in primary
collection, albeit in a totally unregulated market;

B users have a direct role in performance monitoring; official initiatives often
overlook this important task;

B if the system is introduced in areas previously without service, users can
see a definite impact through a cleaner and healthier local environment;

B sweepers have a comparatively secure, emerging market for their service;
the assurance of regular minimum payments is an added incentive, and
direct payment by households leaves room for the negotiation of higher
rates and charges for additional work, which sweepers often carry out;

B an important consequence of a more secure market is that sweepers are
more willing to invest in the purchase of equipment such as simple tools

and carts;

B as the houses are located in one neighbourhood, sweepers do not have to
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collect waste from scattered locations which minimises unproductive travel
time; and,

B relationships of trust are developed which ensure co-operation in develop-
ing an effective service and a more secure livelihood.

Area-based system which pays sweepers collectively

Initiating the system. A group of households or an activist decides to intro-
duce or improve a collection service in their area by hiring sweepers, introduc-
ing them to other households and fixing a minimum fee. The important
distinction here is that the user group rather than the individual householders
pay the salary of the sweepers. Some expenses such as buying equipment and
paying for simple repairs are also borne by the organisers who perform this
work on a voluntary or non-profit basis, but may receive support from external
agencies (Box 1, 3, 5, 7, 8 and 16). The activist may be the elected representa-
tive for the area (Box 9 and 13) and may decide not to charge fees but to use
government funds instead.

Sustaining the system. As with the previous system, the householders pay the
fee to the organising group and the sweepers receive a fixed salary from the
group. The responsibility for handling defaulters now rests with the local
organisation rather than the individual sweepers.

Implications for micro-enterprise development. There are important additional
implications to those described above for the area-based systems, which pay
sweepers individually:

B monitoring of the system further develops since the user group both
facilitates the system and undertakes some financial control (Boxes 4, 10,
12, 15);

B the scheme becomes closer to a ‘paid labour’ situation rather than a
sweepers’ enterprise; this may not be ideal from the sweepers’ point of
view as they lose the benefits of direct negotiation with households;
however, they still have some opportunities for additional work and tips;

B sweepers are usually reluctant to invest in the system as the risks are higher
and ownership of the system is divided; the need for the user organisation
to invest is therefore important; and,
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B the organising group sometimes keeps a share of the income as ‘savings’;
however, it may subsequently be reluctant to invest the money in the
system and looks instead for external sources of funding.

Small-scale contractors

Initiating the system. An individual or contractor starts a waste collection
programme as a business. They employ sweepers, introduce them to the
households and charge fixed collection fees. The contractor pays the sweepers’
salaries plus all capital and running costs, and tries to make a profit (Boxes 9
and 14). Sometimes the profit incentive may be combined with an interest in
cleaning the area and gaining local recognition.

Sustaining the system. The system is driven by the profit incentive and
survives through its ability to recover costs and generate a cash surplus for the
contractor/entrepreneur.

Implications for micro-enterprise development. The implications are the
same as for the previous area based systems, especially in terms of willingness
to pay and user acceptance. These amount to a positive environment in which
the micro-enterprise can develop. In addition:

B the role of entrepreneur changes from sweeper to a comparatively larger
scale contractor. The sweeper’s role becomes that of salaried employee;

B these systems operate on a relatively large scale: typically 500 to 1000
households in the cities studied;

B the entrepreneur usually keeps operations at a level which can be managed
individually, without external support or interference; and,

B as the contract expands and sweepers again become labourers, some fea-
tures of the sweeper system may reappear.

Roles, responsibilities and perceptions

Within these different organisational systems, understanding the roles,
responsibilities and perceptions of different stakeholders gives additional
insight into the way in which the system operates and the potential for further

development. Here we use the term ‘intermediaries’ to describe local groups
including ABOs, CBOs and NGOs.
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Waste collectors

Our interviews with municipal sweepers revealed that they value their present
jobs and would be reluctant to become micro-entrepreneurs, especially where
they have not seen any examples to inspire them. Job security is seen as a
major benefit of municipal employment, especially when other opportunities
are few and uncertain. During the fieldwork, sweepers were asked their views
on four hypothetical work options (Box 25):

B to continue working in the municipal system;
B to work for a private contractor;

B to form their own micro-enterprises; and

B to work with CBOs.

The majority interviewed wished to continue under the present municipal
system, presumably because this maximises their benefits through a guaranteed
salary and pension entitlement with the opportunity to top this up through
private work. They also perceive benefits in collaborating with local
organisations and micro-enterprises to earn an additional income. This suggests
that any model of micro-enterprise built around sweepers should:

B retain sweepers’ job security through a basic guaranteed income; and
B legalise additional earnings from private work.

The inherent problem with this is that it takes no account of how well
sweepers perform their municipal duties. We can conjecture that there would
be a lot of resistance to performance monitoring of these public duties.
Nevertheless, a monitoring system needs to be negotiated to ensure that
sweepers do not devote their entire time to private activities whilst still
drawing their salary from the public purse.

Emerging micro-enterprises in primary waste collection can provide important
livelihood opportunities for private sweepers who have no municipal job.

Intermediaries and waste collectors

From the point of view of a waste collector, the benefits of involving
intermediaries such as ABOs or local NGOs include provision of a ready-
made client group and the chance to progress from open competition for
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informal contracts with householders to a more formal contract with a group.
This should reduce duplication of collectors’ efforts and create a clearer
demand for improved secondary storage and collection of waste.

Perceived disadvantages for waste collectors include lower income compared
with private arrangements and possibly less autonomy; dependency on one
small organisation could make them vulnerable to the risk of unemployment.
Even though the income may not be enough on its own to support a family,
waste collectors would probably be worse off without the involvement of
local organisations. Generally, there is no evidence that the involvement of local
activists, organisations and politicians reduces the income of waste collectors and
some indication that it both increases it and makes it more stable.

Intermediaries and users

From the perspective of the users, reliability of the service is paramount and
the involvement of intermediaries would undoubtedly be welcome as a means
of guaranteeing this. Other advantages might include fixed fees and easier
negotiation of charges for additional work.

Intermediaries can also pursue social goals such as employment creation and
inclusion of the poorest members of the community; they are generally more
effective in this than are municipalities. However, the picture is mixed: studies
in Indonesia found that waste collectors are often hired from within the
locality where waste is collected. By contrast, in South Asia, social issues are
rarely considered important as waste collectors usually come from different
social groups than the service users.

Intermediaries and Municipalities

Our analysis suggests that the involvement of intermediaries can also offer
benefits to municipal government; this in turn may encourage the latter to
respond positively to the idea of micro-enterprise in local collection services.
Municipal systems in South Asia rarely involve service users in decision
making; the only formal mechanism of contact between citizens and the
municipality is through the Ward Commissioner who is usually responsible
for neighbourhood solid waste services. Intermediaries provide an important
additional means of bringing citizens concerns to the authorities. From the
municipal viewpoint, the involvement of intermediaries could:

B ensure that the service provides what users want; this can be achieved

wherever users make regular payments for a collection service and are fully
involved in specifying the level of service for which they are willing to pay;
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B reduce the need for public services at local level; and,
B transfer some costs from the public to the private sector.

Whilst the latter two are less common, the case studies from Faisalabad and
Dhaka do illustrate that this is possible. In both cases, intermediaries have
introduced collection services in areas that were previously unserved. They,
and in some cases the micro-entrepreneurs with whom they work, are providing
management and financial resources that would otherwise be required from
government or its agents. The position is less clear when local organisations
use municipal sweepers but even here some reduction in management costs
would be expected. We found that the best-managed services can cover the
cost of primary collection, including management costs, with something left
over for other purposes (Boxes 4 and 14).

The obvious disadvantages from the municipal perspective are the uncertain-
ties inherent in micro-enterprise and possible competition with existing serv-
ices run through councillors and Ward Commissioners. Services operated by
Gram Shampad Unnayan in Dhaka, for example, are reportedly making a
small loss because some householders do not pay their service charges; this
casts doubt upon the long-term viability of the scheme. Furthermore, services
dependent on activists appear less reliable than those supported by organisa-
tions. Nevertheless, all mediated activities are arguably more reliable than
those undertaken directly by sweepers (Box 10).

We have identified three important sub groups of stakeholders within the

municipal context and the ‘municipal perspective’ will therefore differ

depending on which sub group is consulted, namely:

B municipal officers in charge of the service and taking instructions from the
mayor or administrator, conveying those to field officers (sanitary inspectors)

and carrying out random checks for monitoring;

B sanitary inspectors as field officers, managing an area such as an electoral
ward; and

B councillors as public representatives and the only link between users and
the municipality.
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Who initiates the demand?

Residents in response to the lack of an adequate service initiate most local
systems for primary collection. The cases suggest that demand for a service
often exists but that it is latent; it needs an activist or organisation to give it
voice and bring the service into being. The activist may have a private agenda
and may not consult residents very much at the planning stage. As long as the
service provides what people want, this does not seem to matter; most users
will pay.

Having said this, demand alone cannot guarantee sustainability. A weakness
of these systems is that whilst they are mostly independent initiatives, they
rely on provision of a secondary collection service if (as is usually the case)
local disposal is not possible. Without some degree of municipal support,
therefore, an initiative may not be sustainable.

Long term success also depends on user confidence in the service provider.
The larger the operation, the greater the managerial demands and the sums of
money changing hands. A minimum degree of operational competence and
financial transparency is needed if customer confidence is to be retained.

Whose enterprise?

Entrepreneurial skill of sweepers and small-scale contractors is an important
factor in sustaining these systems and should be encouraged from the start. As
long as the system is small, sweepers display many entrepreneurial
characteristics in that they accept some financial risk, have only partial
security and negotiate directly with customers. As the size of the operation
expands, it is the activist or contractor who takes on this role, with the sweeper
becoming a regular employee.

An important lesson here is that a strategy to assist the poorest of the poor
should focus on small initiatives, although this could create management
problems for local authorities with no experience nor training in managing
small units. It could be seen as an ‘additional work’. Caution is in any case
needed before developing a strategy based on micro-enterprise. By definition,
a greater degree of enterprise means greater financial risk, and although this
could result in higher income, the research shows that security is highly
valued by sweepers — hardly surprising given their meagre income and low
social status. In other words, it would be wrong to assume that sweepers want
to become entrepreneurs, straightaway. As discussed earlier, for them the
optimum situation appears to be one whereby they have a secure basic income
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but can supplement it by negotiating additional work with householders, to the
benefit of both sweeper and the local environment.

What could be better for sweepers:

a guaranteed basic
income for survival

opportunities and encouragement to
develop themselves as entrepreneurs

a system to promote
sweepers enterprises

Who pays whom?

The ability to collect money owed is the fundamental factor in sustaining any
business. In the cases investigated, the service provider was able to collect
money from over 90% of those using the service; this compares very favour-
ably with the collection efficiency for municipal taxes which is 40-60% in the
cities studied. The reasons for this remarkable achievement are:

B users pay someone they know;

B users can see how their money is being spent; and

B users can withhold payment if not satisfied with the service.

This is a major strength of small-scale enterprises in primary collection;
indeed the sweeper system has been accepted by residents for many years.
This provides a strong case for the promotion of small schemes serving 200 to
1000 houses. It does not detract from the need for secondary collection and
disposal services, which require more centralised management and cost re-

covery systems.
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Who finances the system?

In all cases, there was evidence of finance being mobilised locally. The
sources included investment by small-scale contractors; collections made by
user groups; accessing municipal funds; and, funding by the local elected
representative. Funds from institutional sources were only provided to
comparatively large schemes. This raises the question as to how small initiatives
which may not be eligible for loans from commercial banks can raise capital
finance for the purchase of equipment and tools. This could be particularly
difficult when attempting to introduce services into low-income areas where
cost recovery is less assured.

NGOs could play a key role here by acting as guarantor to lenders on behalf of
the activist group, or by providing loans at a concessionary rate of interest.
This reduces the burden of risk from both lender and micro-entrepreneur.
Alternatively, they could provide the hardware itself and recover the cost in
instalments, perhaps after a period of grace, during which the scheme builds
up its customer base. NGOs can also play an important capacity building role
to develop the financial and managerial skills needed to run an operation
effectively. The larger the operation, the greater these demands will be.

@ Even with NGO support, many uncertainties surround the promotion of @
primary collection services as micro-enterprises. Widespread replication of
small schemes is unlikely to take off unless they can demonstrate a rate of
return which makes them viable businesses providing real jobs with acceptable
levels of income rather than ‘community services’. At present, many schemes
are in the latter category, with a tendency to seek subsidies through donor
support rather than operating on truly commercial lines.

Is it profitable to run an enterprise?

It proved difficult to obtain financial details for the cases studied. Systems
operated by small contractors tend to make a profit; in Dhaka, for example,
local initiatives make a profit of 10 —20 %. Even with a reliable customer base,
there are constraints on the amount of profit that can reasonably be made from
such schemes:

B fees are usually determined by user willingness to pay rather than an
analysis of the income needed to make an operating surplus;

B some NGOs and donors are uncomfortable with the principle of a community
service making a profit;
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B where the concept of privatised services is accepted by government and
donors, it is usually coupled with regulations to limit the amount of profit
that can be made; however there is no evidence that this has yet filtered
down to these small local initiatives; and,

B cost recovery is often achievable for small schemes dealing with primary
collection only; it would be much harder to recover costs if a contribution
were required towards the other steps in the solid waste management
stream upon which these initiatives depend.

What could be the municipal role?

In all of the systems described previously, the role of municipal government is
negligible; indeed the systems operate because municipal services are poor or
non-existent. Most of the local initiatives operate in middle- to high-income
settlements where households are willing to pay a user charge, which the
entrepreneur perceives to be realistic in order to provide the service. A major
challenge lies in finding ways to extend services to all income groups while
preserving benefits to the entrepreneurs (including sweepers) who provide
them. The financial ambitions of schemes in slum areas will have to be
realistic; perhaps ‘breaking even’ could be a definition of success as it would
at least enable some environmental improvement to be achieved.

A potential role for the municipality here could be in promoting schemes in
areas that are currently unattractive to micro-entrepreneurs. This may not be
easy, but they could try to create a conducive environment through both policy
and operational support. This might include:

B inviting competent NGOs into the area, collaborating with them closely
and providing logistical support;

B deploying more sweepers and encouraging them to make private
arrangements with households (so that basic staft costs are covered from
the municipal budget); this has to work hand-in-hand with a system for
monitoring to ensure that sweepers actually perform the duties for which
they are paid by the municipality;

B ensuring reliable secondary collection; and,

B getting elected representatives to help generate demand for the service.
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A policy which recognises and endorses the sweeper system could be impor-
tant for two reasons.

B Municipal support is vulnerable to the whims of individual managers or
councillors who may offer staft or vehicles one month only to redeploy
them the next when a new priority comes along. A formal policy could
remove some of this instability and give more confidence to potential
micro-entrepreneurs.

B Any municipal initiative to improve solid waste management may founder
if it does not recognise the established informal arrangements under which
sweepers already work. For example, the introduction of a large-scale
private contractor may cause disruption and conflict if the municipality
take no remedial action to compensate sweepers who already provide an
informal service in the area. The best way forward may lie in incorporating
the sweeper system into the new service.

If a municipality adopts a strategy to promote the widespread adoption of
micro-enterprises for primary collection, it is important to develop a simple
regulatory system, which contains minimum safeguards. For example:

B to set a framework for the operation of small schemes including rules (e.g.
a prohibition on burning waste), roles, basic performance standards and
possibly charge rates to create some consistency across the city;

B to establish a policy of encouraging small schemes rather than large-scale
contracts for primary collection;

B to legalise the undertaking of private work by sweepers, subject to monitoring
their performance of municipal duties;

B to co-ordinate links between the primary collection schemes and secondary
collection, haulage and disposal which remain the responsibility of the
municipality and its contractors; and

B to act as arbiter between competing schemes by deciding which group can
operate where.

Such a regulatory system could be a municipal responsibility, as in Bangalore,

India, where there are many NGOs and CBOs vying to run local initiatives. An
agency has been established with representatives of both government and
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NGOs. The difficulty with this proposal is that most municipalities in low-
income countries are inexperienced and unskilled in regulating small
enterprises.

Privatisation in Karachi

A pilot scheme to introduce a privatised solid waste management service (from
primary collection to disposal) was launched in one zone of Karachi in 1998. After
tendering, the contract was awarded to a local operator with modest local experience
in the sector. This contractor had to supply all plant and equipment and deploy his
own waste collectors, none of them from the former municipal workforce (this was
in fact a condition of the contract). Shortly after the contract began it became
apparent that the municipal corporation had not made adequate arrangements
for the re-deployment of municipal sweepers, many of whom continued to provide
a door-to-door service in the area.

Concluding remarks

Opportunities for enterprise development could be promoted by recognising
sweepers’ traditional roles and making them more secure. This role then could
be gradually upgraded to sustainable micro-enterprises. In Colombo, where
the research found comparatively effective official institutions with a credible
experience of reaching the poor, sweepers accept the idea of micro-enterprise
and talk of agreements with local organisations known as Community
Development Councils (CDCs).

Encouraging the growth of informal micro-enterprises may seem an ad hoc
and inadequate response to the needs of a large city. This may be so, but at the
same time it is pragmatic. Nevertheless, the need for medium to long term
planning must not be undermined. Municipalities are unable to provide primary
collection services and small initiatives already exist; it therefore makes sense
to develop conditions under which they can thrive to the benefit of the
community.

Atalocal level, a micro-entrepreneur can manage the demand, the service, the
labour and equipment necessary for its delivery. Such arrangements involve
direct contact between micro-entrepreneurs and their customers and tend not
to involve government.

In order to integrate existing enterprises into future privatisation strategies it is
important to strengthen the roles of three principal actors: government, civil
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society and the enterprises themselves. Each has a different perspective that
needs to be understood for the benefit of socially balanced solid waste
management.

It is important to appreciate stakeholder perspectives and to incorporate them
in future strategies for the promotion of micro-enterprise. This section has
looked at the perspectives of three stakeholders but there may be other
important groups in some situations.

Weaker groups among the stakeholders (e.g. sweepers) would prefer to continue
in their existing situation, primarily to avoid the risks of entering an unknown
system, but enterprise could be promoted via several routes. Our analysis
suggests that the involvement of intermediaries has potential benefits for the
users, providers and the agency responsible.
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Section 5

Guidelines

Introduction

The purpose of this section is to provide guidance for improving primary solid
waste collection in neighbourhoods through promotion of local small enter-
prises, ranging from individual entrepreneurs to small contractors.

The guidelines will be useful to those different groups who are likely to take
the initiative in improving matters. These include:

B local activists in the area concerned;
B local resident groups;
B NGOs who are supporting local resident groups;

B ]ocal councillors and municipal officers wishing to improve the overall
quality of service; and,

B ]ocal support staff of donor agencies who both plan and implement pro-
grammes.

These guidelines do not propose a step by step methodology leading to
guaranteed success; we are dealing only with processes, local circumstances
will dictate precise details. This section is structured around the range of
possible activities which reflect the differing roles and responsibilities, that
we have encountered. The guidelines are presented in a series of text boxes
(Boxes G1 to G13). These include examples, which are drawn from the cases
presented in Annexe 1.
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The guidelines cover the following types of micro-enterprise development:

B developing the existing sweepers’ system;

B promoting area-based systems through local organisations; and,

B promoting small-scale local contractors.

By adopting these approaches, it is possible to address the important objec-
tives of improving local services and providing income generation and enter-
prise opportunities for marginalised groups of the urban poor.

The guidance, which focuses on relevant issues is based around the key points
for programme preparation which are summarised in Box G1. As you work

through the section you will be referred on to other Boxes which give more
specific details on the relevant issues.

Box G1. Preparing for the programme

The following questions and issues need exploring when preparing a
programme for improved solid waste collection.

W |[s there sufficient interest amongst local residents to merit an improved
system for local primary collection of solid waste; for example are some
residents already paying for extra services?

B The need for an awareness raising programme should be considered
(Box G2).

B Are the residents willing to pay for an improved service? Payments at the
inception of the programme may be low, but may gradually increase once
the service is shown to function well (Box G3).

B Are there existing local organisations, committees or NGOs who are
prepared to take on responsibility as area organisers for primary waste

collection? If not, are there individuals who are willing to come together to
create an organisation in the area for this purpose ? (See Figure 5.1.)
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GUIDELINES

Box G1. Preparing for the programme (continued)

Are there municipal and private sweepers already operating in and around
the neighbourhood? (Box G4.)

Contact those sweepers or local contractors who are working in or near the
neighbourhood and find out whether they are interested in being recruited.
It is important to find out if there is any conflict between different groups of
waste collectors (Box G4).

Discuss the need for basic equipment including any special clothing
required to protect operatives from possible hazards caused by handling

waste (Box G5).

Discuss how the start-up costs of the programme including equipment
might be financed (Box G6).

Contact the local ward office of the municipality to discuss the proposed
programme with elected officials and public health officers in order to see
how the municipal system can support the new programme (Box G7).
Identify other constraints such as problems of local access (Box G8).

Identify local transfer points for secondary collection (Box G7).

Agree performance criteria for monitoring with the waste collectors/
contractor (Box G9).

Agree the mechanism for regjstering complaints, for both service users and
service providers (Box G10).

Prepare a verbal or written contract so that each party is clear about its
roles and responsibilities (Box G11).

Monitor the service and make sure that the outcome is regularly
communicated to both the service users and service providers (Box G9).
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Individual
based
initiative

A

Sweepers collection system

The objective is to recognise the
sweepers system and integrate it with
the area based and municipal
systems.

This could be initiated by:

B municipal agencies;

B sweepers and their supervisors;
B community organisations; or,

B non-governmental organisations.

Which system
of collection
do you wish
to promote?

y

Organised
local
initiative

Area based system

The objective is to encourage area
based organisations to take responsi-
bility for primary collection in their
areas and to encourage them to act
as service providers for collection
fees. They may gradually transform
into community contractors.

This could be initiated by:

B municipal agencies;

B |ocal activists;

® community organisations; or

B non-governmental organisations.

Figure 5.1: Preparation for the primary collection programme

Small scale contractors

The objective is to promote small-
scale contractors either from within
the area or externally to take on the
task of primary collection in return for
profit.

This could be initiated by:

B contractors themselves;

B municipal agencies;

B community organisations; or

® non-governmental organisations.

through micro-enterprise development.
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GUIDELINES

Box G2. Raising awareness

Problems

Householders often give low priority to improving solid waste collection services;
unless they understand the problems and are actively looking for solutions,
demand for improvements needs to be assessed and promoted through raising
public awareness in order to:

B expand limited market opportunities for micro-entrepreneurs;

B create a stable demand to encourage entrepreneurs to build a business in
the area; and,

B improve the local environment.

Guidance

Intermediaries (individuals and organisations) and municipalities can help
create the conditions necessary for successful enterprise development by
promoting public awareness of the need for better solid waste management.
Emphasis could be given to the improvement of the local environment and
health. The impact of poor solid waste management on other infrastructure is
also important. Small entrepreneurs or community groups may not be able to
fund large scale campaigns without the support of external funding agencies.

Approaches to raising awareness need to take into acount the scale and
purpose of the campaign, the target group and the resources available:

B for small areas of less than 100 households, word of mouth may be
effective i.e. an activist making personal contact with residents;

W for larger areas, residents’ meetings and leafleting could be more
appropriate, although meetings may attract low attendance if the priority for
a collection service is low;

W for the purpose of developing replicable models, large-scale awareness
campaigns through the media could be important. It appears, in fact, that
few of the case study initiatives needed much effort in this area; several
referred to awareness-raising but few needed to do very much;

B in many cases, it appears relatively easy to interest people in improved
services once the possibility of providing them has arisen; the main task is
then to publicise how effectively that service could be delivered rather than
to raise awareness of the need for a service; and,
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Box G2. Raising awareness (continued)

‘ 00102 - 05 SB.p65

NGOs are more effective than CBOs in this area as they tend to have
access to new ideas and can reach a wider audience; however, the example
of EXNORA (Bangalore, India) suggests that a lead NGO supporting a
network of affiliated CBOs can also be an effective institutional mechanism.

Some examples

In the four Dhaka case studies, the initiators of the services assumed that
there would be a demand and this proved, on the whole, to be correct (see
Boxes 15 and 16).

The Kashmiritola Lane committees received training on issues in waste
disposal and health but did not, apparently, pass this on to the rest of the
community (Box 11).

In Dhaka, televised information on the Kolabaghan programme led to a
number of groups approaching the organiser (Box 14).

The need for primary waste collection in the Jigotal area was identified in a
survey that may also have helped to raise community awareness (Box 12).

In Ward 36, the service was introduced by a local councillor following the
failure of a system based on the use of dustbins which caused a nuisance.
A leaflet was distributed informing people of the new collection system - a
basic form of raising public awareness (Box 13).

Among the Faisalabad case studies there are further examples.

M.A. Jinnah Society in Shadab Colony felt the need to motivate people
before starting their waste collection service. This was done through lane
level meetings. A cleanliness campaign at the time the system was started
may also have helped to raise its profile (Box 4).

B The Liagat Town Welfare Society conducted an area campaign promoting

the benefits of the proposed waste management initiative. After this
received an encouraging response, they circulated a one-page agreement
whereupon 600 households gave a written undertaking to pay the proposed
fee of Rs. 20 per month (Box 3).

The Sulemania Welfare Society provides an interesting example of lobbying
the municipality to get piles of garbage removed and raising awareness
among young people taking part in the exercise (Box 5).
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Box G3. Sustainability and cost recovery

GUIDELINES

Problems

A primary collection programme can be sustained if there is enough demand, if
users are willing to pay and providing that an entrepreneur is willing to continue
the programme.

Full cost recovery is essential for the sustainability of all types of primary
collection schemes. This includes operational costs, loan instalments for
capital expenditure and savings for the replacement of equipment and
vehicles.

Small systems tend to be sensitive to ‘shocks’; even low levels of defaulting
on payment threaten the survival of micro-enterprises.

Guidance
The following guidelines should be considered when planning for cost recovery.

There is a need to match willingness to pay with the estimated costs of
operating the service. Whilst we can envisage an important role for NGOs
and ABOs here, it is important that they themselves are competent to
intervene in this area. This depends upon the perceived importance of the
service, confidence in the provider, etc.

Ease of payment is essential for systems which involve an area based
organisation; the service provider has to be paid a predictable amount
regularly so that he knows what his cash flow will be.

Area based systems which collect payments from users have to have a
transparent system of accounting, which regularly informs users of the

income and expenditure position.

Users want to see the maximum possible spent on service delivery and the
minimum on overheads.

NGOs and ABOs may be able to provide support to overcome financial
shocks and get the initiative back on its feet.

For large operations including city-scale activities, cost recovery may be part
of a regular municipal system for the collection of charges and any changes

may require legal approval.

See also Guidance Box G6 , Financing.
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Box G3. Sustainability and cost recovery (continued)

Some examples

The Suzuki system (Box 9) fixed a charge of Rs 15 per month per house in
1988. Two used Suzuki vans were purchased, one for Rs 20,000 and other for
Rs 25,000, from the personal financing. The charges were collected directly by
the programme organiser and raised to Rs 25 in 1994. The programme
organiser instructed the collection crew to collect waste from all the houses,
whether they were paying monthly charges or not. However, the programme
soon expanded and gained popularity among residents; as a result, all 2000
houses in the area started paying the charges regularly. Residents felt that they
got a reliable service for which they were willing to pay.
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Box G4. Finding out about sweepers

Problems

Municipal and private sweepers are of key importance in primary collection;
they are the ‘occupational custodians’ of waste related services and are
amongst the most vulnerable employees in the waste business. It is extremely
important to understand their stake in existing and future systems of waste
collection. Any new initiative in primary waste collection may affect them; for
example, if a local organisation initiates an awareness scheme, this may lead
to increased demand. Sweepers from other areas may be attracted to fulfil this
demand.

Guidance
Finding out about sweepers is an important part of the planning process. It
may be useful to ascertain the following information.

B How many sweepers are attending the area?

B How many sweepers are municipal employees and how many are self
employed?

@ B Are they already involved in providing a waste collection service for agreed
payments by residents?

B Are there sweepers in nearby areas who would be interested in taking up
work in the proposed waste collection service?

Examples

WEDC'’s ‘Capacity Building Project’, Citizen Guides have been produced for the
cities of Karachi, Dhaka, Faisalabad and Colombo. One essential section of the
guides gives details of the number of sweepers who are supposed to be
covering a certain area and contact details for their supervisor’s office. Such
details were found to be extremely useful to community organisations in finding
out more about sweepers. Information exchange mechanisms could be set up
to share information about availability and reliability of both municipal and
private sweepers.
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Box G5. Technical support

Problems

Whilst the technology appropriate for primary collection of solid waste is
relatively simple, the provision of technical advice may be beyond the
competence of most activists and CBOs:

B technology development is often a gradual process involving modification in
response to local conditions;

B maintenance systems also need to evolve once a service is in operation
taking account of users’ requirements; and,

B micro-enterprises cannot afford to take risks with innovation.

Guidance

B Examples of successful innovations need to be recorded. NGOs are
generally better placed than ABOs to disseminate ideas but it is important
that they have access to some form of grassroots organisation.

B Where individuals have developed knowledge through previous experience,
they can provide technical support to micro-entrepreneurs by providing or
accessing technical advice on the choice and design of equipment and/or
providing assistance with repairs and maintenance.

B Occasionally, innovative design can play a vital role in initiating a service but
the technology needs to be simple and intermediaries need to be prepared
to modify designs to incorporate users’ suggestions. Good designs could be
a trigger to initiate the service. NGOs and municipal corporations could
share the burden by testing innovative designs under similar conditions

Some examples

In Shadab Colony, Faisalabad, improved designs for donkey carts and
handcarts have played a pivotal role in mobilising community resources
(Box 4).

In Dhaka, technical innovations developed during the Kolabagan initiative were
recorded and have been replicated elsewhere (Box 14).
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GUIDELINES

Box G6. Financing

Problems

Potential entrepreneurs may be prevented from starting a solid waste collection
service by lack of funds to buy simple but essential equipment such as a
handcart or donkey cart. Finance is also necessary to overcome initial delays in
user payment whilst the customer base is built up. Specific problems include:

B the low social and financial status of waste collectors which means that
they are rarely able to provide the necessary guarantees required by banks;
and,

B |oans available from the informal sector tend to have high interest rates,
which may deter new entrants to an apparently uncertain market.

Guidance

There is limited real scope for assisting individual sweepers who need to look to
their own social and family networks for support. However, an area-based
system which pays sweepers collectively (a type of user association), or which
engages a small contractor could help by:

B purchasing the equipment then hiring it out to the micro-entrepreneur; or

B providing a loan at a reasonable rate of interest, perhaps using the
equipment as security.

Some examples

B In Shadab Colony, Faisalabad, an ABO financed the purchase of an
improved donkey cart by providing the waste collector with a loan which was
repaid by monthly instalments (Box 4).

B In Kolabaghan, Dhaka a small contractor obtained money from his relatives
to fund the initial purchase of equipment (Box 14).

B In Ward 36, Dhaka, rickshaw vans were purchased from municipal funds
and financial aid from local industrialists (Box 13).
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Box G7. Linking local collection to the municipal system

Problems

Waste collectors need to dispose of the waste which they have collected. The
availability of transfer points and the provision of a reliable secondary collection
system are extremely important for the successful operation of primary
collection micro-enterprises. These are not always available, particularly in low-
income congested areas and the secondary collection service by the
municipality is often very poor. Consequently, uncontrolled dumping of collected
waste on low-lying land is common. Ideally, the primary collection programmes
should be fully integrated with municipal systems in all aspects.

Guidance

Activists and local organisations could lobby municipal government to
provide extra transfer points; elected local representatives may also be
mobilised to help.

Some municipalities are purchasing movable containers of 3 to 5 m® for
secondary transportation, which may be an option for the local transfer
points.

Activists and local organisations can assist municipalities by identifying
appropriate areas for secondary transfer points.

Investigate improving waste reduction and recycling programmes at source
to reduce the scale of the problem.

Some examples

In Faisalabad, the Green Peace Welfare Society obtained a small patch of
land (1 marla, or 25m?) from an agricultural research institute on the
understanding that the waste would be available to the institute for fertiliser
(See Box 7).

Also in Faisalabad, people in one neighbourhood of Chak 7 recently decided
to introduce small communal containers instead of house-to-house
collection. Interestingly these containers, though heavily promoted by
professionals, are rarely acceptable to residents because of disagreements
about their siting and fears that they will not be emptied. The Chak 7
experience provides an initial indication that the involvement of a local CBO
may help to overcome this problem but the initiative is in its early stages
and needs to be further monitored.
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GUIDELINES

Box G8. Improving local access

Problems

Primary collection of solid waste is difficult in areas with poor local access.
Handcarts, bicycle rickshaws and motor vehicles cannot be used where
surfaces are uneven and rough; even donkey carts, which can tolerate some
unevenness in road surfaces, cannot negotiate streets that have not at least
been levelled. Poor road surfaces reduce operational efficiency and shorten the
life of collection equipment. The condition of streets outside the local area can
also hamper the movement of waste to transfer points. All these problems
constrain the promotion of micro-enterprises.

Guidance
B Local organisations could improve local streets for example, by raising funds
from residents.

W Activists and local organisations could lobby municipal government to
upgrade local access and paving as part of general area upgrading rather
than improvements specifically related to solid waste management.

B Find out whether elected local representatives have funds for these general
local improvements.

B The selection of the equipment and vehicles could be made to suit the
physical layout of the area.

Some examples
There are several examples from the FAUP in Faisalabad.

B The first request to the FAUP by the M.A.Jinnah Society was for a scheme to
improve the main Bazaar in Shadab colony. Although not essential to the
operation of the service, the surfacing made access to the transfer points
easier. Serious problems remained in less developed areas.

B In Chak 7 a large pond obstructed a crossroads in the village centre; streets
were also uneven and unsurfaced. Drainage of the pond was an early
priority for the project. Completion of this scheme plus improvements to
road surfacing funded through locally elected representatives improved the
situation sufficiently for the ABO to introduce primary collection in some
areas.

B Pressure for the initial improvements by the local authority came from
informal residents’ groups rather than an ABO; this had positive results.

B In Noor Pura, lane organisations have used the cost sharing arrangements
offered by FAUP to construct sewers and at the same time provide a
constant level to streets which were previously very rough and uneven.
Donkey carts now have access to lanes where previously no service was
possible.
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Box G9. Monitoring the system

Problems

Performance monitoring is essential for effective operation of the system and
important lessons can be learned from the past. The difficulty lies in developing
a system which can be used with the minimum of effort; this should not be
underestimated, otherwise the time and cost involved becomes prohibitive in
relation to the scale of the primary collection scheme. The programme
organisers must be fully convinced about the need for monitoring. The
monitoring becomes more complex where municipal sweepers are involved
because the monitoring system needs to take account of the fact that they are
supposed to clean streets as part of their municipal duties.

Guidance

The level of performance expected has to be mutually agreed between the
client (household or ABO) and the sweepers or contractor. This can be stated
at the outset, but it is just as likely that changes will be negotiated over a
period of time as it becomes more apparent how effectively the system is
working and where the problems lie. At one level, the household monitors
individual contracts between households and sweepers while disputes are
resolved by direct negotiation.

Area based organisations are well placed to carry out monitoring of schemes
for which they employ sweepers or small contractors. Small-scale operations
tend to be closely monitored especially when the operator lives in the same
area.

Where municipal sweepers operate, there is the potential to develop
performance monitoring criteria which take account of their street cleaning
responsibilities paid for by the municipality. This would benefit both the ABO
and the municipality in terms of value for money, whilst affording the sweepers
security plus the opportunity of earning additional income. We have not found
any examples of this.

City systems are generally monitored through random checks and following
residents’ complaints.

Performance could be monitored using the following criteria:

B cleanliness of streets, assessed through visual checks and comparison with
visual aids such as photographs of streets meeting the desired standard;

B cleanliness of transfer points, assessed through visual monitoring of waste

accumulation and spread at various times of the day;
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Box G9. Monitoring the system (continued)
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number and frequency of complaints;
users’ satisfaction survey (at least once a year);

regularity of payments by householders and ABOs to the sweepers and
contractors; and,

regular checks on the state of equipment need to be carried out by the
operator and brought to the attention of the party responsible for
maintenance.

Some examples
Khulna Project, Bangladesh
Water and Sanitation Programme (WSP) in Bangladesh has set up a pilot

project in Khulna, focusing on primary collection. Success and sustainability
indicators were developed for the project, in association with WEDC and field
tested in March, 2000. The indicators were developed, keeping in view various
perspectives and could be used to monitor the project for more details see

WEDC'’s publication: Success and Sustainability Indicators.
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Box G10. Dealing with complaints

Problems

Traditional municipal waste management does not as a rule have a system whereby
service users can regjster complaints for subsequent resolution. However, from the
users’ perspective, it is extremely important that their complaints are listened to and
dealt with promptly. A complaint system, which is locally based, is an important
element in the credibility of micro-enterprises in primary collection.

Guidance

B A major advantage of small operations is their potential to deal with
complaints locally and promptly. At this scale, systems can be very simple;
they must be reliable and users need to know how they work, where they
have to go and what they have to do to regjster a complaint.

W |t is logjical to use area based organisations for registering and dealing with
complaints as this gives the user ready access.

B The local complaints register needs to record the date and nature of the
complaint, who dealt with the problem, how it was resolved and by when.
Service users can then see how well the system works.

@ W [t is more difficult to establish systems which cater for large-scale waste @
operations. For city-wide operations supporting a number of micro-
enterprises, the local ward office may be the best place to register the
complaints. Alternatively, a telephone system could be established for
middle- and high- income areas.

Some examples

Resolving problems can be difficult. A common complaint by waste collectors
concerns residents and shopkeepers who dump waste indiscriminately. This
type of complaint should first be dealt with by discussion with the offender, but
ultimately some sanction such as a fine should be available if the problem
cannot be resolved informally.

Liaquat Town Welfare Society (Box 3) offered membership to the households
living in the area and provided a waste collection service. The Society
introduced and negotiated with four additional sweepers and residents were
asked to pay a regular amount of Rs 20 per month per house to sweepers.
Major problems were discussed in executive committee meetings. The Society
initially registered more than 600 houses, ensured payments from residents to
the sweepers and proper work from sweepers. Procedures to fire sweepers and
punish defaulting residents were established. The complaint system is set up
so that waste collectors and defaulters could both have equal access to it.
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GUIDELINES

Box G11. Preparing the verbal/ written contracts

Problems

There needs to be an agreement between the service provider and the service
user, which is mutually understood by all concerned. The agreement provides a
safeguard to the rights of the various stakeholders.

Guidance
It is advisable to draw up some form of contract between the parties directly
involved in a primary collection service.

B The actual form and detail required depends on the scale of the service.
This could range from a verbal contract in the case of an activist organising
a sweeper service to a comprehensive written contract for a service which
encompasses many neighbourhoods.

B The contract must state the scope of work, define roles, responsibilities and
penalties (if applicable) and must be known or signed by all the parties
involved.

B |n some cases the contract may serve as a guideline; other larger, more
formal contracts must have legal status.

Some examples

Below are a few sample clauses paraphrased from a contract prepared under
the FAUP in Faisalabad. Note that the FAUR, is responsible for implementing a
wide range of local improvements is a ‘special project organisation’ which has
an important role here; this is an exceptional case, as similar organisations are
not widespread.

For Area Based Organisations (ABOs):

a) The organisation shall be responsible for the overall management of the
primary collection programme. This includes hiring a sanitary worker,
assuring regular and timely payments to the sanitary worker and monitoring
performance of the sanitary worker.

b) A sanitary worker may be a municipal sweeper or a self-employed private
sweeper.

¢) The ABO shall provide appropriate carts, tools and equipment to the
sanitary worker in consultation with the FAUP staff.
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Box G11. Preparing the verbal/ written contracts (continued)

d) In case of disputes the ABO and the sanitary worker may request a meeting
of the advisory committee which will consist of a member from FAUP field
office, area sanitary inspector and a member from the ABO.

e) In case of more than five complaints from the households in a month, the
ABO shall call a meeting of the proposed advisory committee, which shall
make the decision about the retrenchment of the sweeper.

Sanitary Worker’s Responsibilities:
a) The sanitary worker will collect solid waste (household waste only excluding
cow dung) from the individual houses at least six days a week.

b) The sanitary worker will clean the drains twice a week and remove solids
from the drain.

¢) The sanitary worker will not dispose of waste in the area or in the close
vicinity. He will carry the waste to the nearest FMC transfer point.

d) The sanitary worker will not burn any waste in the area or away from the

- -

Household Responsibilities:
a) Each household will pay a monthly fee of Rs. .............. to the sanitary
worker (or MPCO as mutually agreed) on or before the 5th of every month.

b) The sanitary worker as mutually agreed between the sanitary worker and the
households shall additionally charge collection of extra quantities of waste
(more than one bin per house). Similarly additional quantities of cow dung
shall be removed for additional charges made to the sweeper.

¢) If households are not satisfied with the performance of a sanitary worker
they should report the matter to the MPCO as per attached form.
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THE SWEEPING BUSINESS

Box 1. Noor-ul-Amin Society, Millat Road, Faisalabad

Narrative

In this case an area based |
organisation starts addressing

primary collection issues. The

residential estate was established |
in 1976, by the Cabinet Division

Government of Pakistan for the

rehabilitation of migrants from

Bangladesh (Ex-East Pakistan)

called Baharies, on the state land.

Since no facilities were provided by

the government at the time of the

establishment of the colony,

people started getting organised in

order to get basic services. At this

early stage, a loosely organised

group of people made efforts to

procure electricity, drainage and

street paving.

Commentary

People are getting services and
infrastructure through a number of
mechanisms.

Solid waste comes lower in the
hierarchy of need for services and
infrastructure.

‘ 00102 - A1 SB.p65

B Meanwhile, when the Government ®  Common problem acted as a
imposed instalment fees on the trigger to the formation of the
previously free houses, people Society
seriously thought of an association
through which they could lobby for
their rights. Four years after the
establishment of the colony, the
residents formed an organisation
named Millat Welfare Society in
1980.

B The Society is registered with the B Regjstration is important to
Social Welfare Department under establish credibility with other
the Voluntary Organisation residents and with government
Registration and Control Act. departments in order to act as a

pressure group.

B For the primary collection of solid B The established credibility of
waste, the Society has acquired registration is now working.
additional staff from FMC to B There is a dependency on the
monitor their work and have direct municipal sector.
liaison with FMC head office. B Possibly negative impacts on

sweepers’ existing entrepreneur-
ship.

B There is no prescribed method of B The approach adopted is not

payment. Sweepers get some
money as tips on special days and
occasions.

56
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favourable to the development of
sustainable micro-enterprises, as
the payments are not regular.
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Box 2. Muslim Town Welfare Society, Muslim Town, Faisalabad

Narrative Commentary
B Muslim Town was developed as a B Solid waste comes lower in the

‘ 00102 - Al SB.p65

residential area by a private
developer on agricultural land. At
the time when the land was sold to
the people, the only services in the
area were electricity, constructed
roads and sewerage. People who
bought land were fully aware of
this fact. Since there was little
infrastructure available in the area,
residents gave this issue a high
priority.

hierarchy of need for services and
infrastructure.

At that time some activists in the n
area floated an idea for the
formation of a community-based
organisation so that they could
facilitate the development of the
area. The idea was encouraged
and appreciated by the majority of
people. In this way the Society was
established on 24th May, 1988
and got registration with the Social
Welfare Department. The society
prepared its constitution which
binds all the members to obey any
decisions taken by their repre-
sentative.

Absence of a number of services
and infrastructure triggers the idea
of forming an organization.

On its formation, the welfare | ]
society made private arrangements
for a sweeper to clean the streets.

Perhaps a temporary arrangement
in the absence of a municipal
service.

Until May 1994 Muslim Town fell n
outside the municipal boundaries

and therefore did not have access

to a municipal waste collection

service.

Residents felt that inclusion in the
municipal area would also resolve
the waste collection problem.

Since May 1994 Muslim Town has n
had a regular municipal service,

but households still pay a regular

amount of Rs. 20 to 50 to the

sweepers.

57
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The sweepers succeeded in
negotiating and collecting fees
from residents, thereby sustaining
the system.

The inclusion of Muslim Town
within the municipal limits did not
change the process through which
residents receive a primary
collection service and make
payments.
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Box 3. Liaquat Town Welfare Society, Liaquat Town, Faisalabad

Narrative

A private developer developed Liaquat
town area in 1980. He got final
approval from FDA according to their
byelaws. At the time when plots were
sold to people there was electricity, a
paved road, a waste collection service
provided by private sweepers and
spaces for a dispensary, primary
school, high school and mosque.

Commentary

A private developer gjves priority to a
waste collection system in order to
enhance the status of the area and
therefore the value of the properties.

To retain the system, there is a need
for area-based organisations.

The area of the colony is about 66
acres. There are 625 demarcated plots
of different sizes ranging from 5-20
marlas in four blocks. There were very
few facilities available at that time
which made people think of forming
their own organisation. The idea was
generated and floated to residents by
an eminent person, Haji Abdul
Hameed. Some people who agreed to
the formation of the society encour-
aged the idea.

Common issues of acquiring services
and infrastructure act as a trigger to
the formation of the society.

People were openly offered member-
ship. Each household living in the area
was eligible for membership. All the
members selected ten executives who
were allocated different responsibilities
and started work in the area .

Since there were a number of issues to
be tackled by the Society they decided
to prioritise these issues. As a result,
Sui gas (fuel for cooking) became their
top priority. When the Society
contacted the gas department, they
demanded that the Society should be
regjstered. In this way, the Society
became regjstered with the Social
Welfare Department in 1990 under the
Voluntary Organisations Regjstration
and Control Act. The Society also
drafted its constitution, which is
respected by the selected representa-
tives as well as general members.

Regjstration is important to establish
credibility with other residents and
utilities departments in order to act as
a pressure group.
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Introduction and negotiation with four
additional sweepers to the area was
done. Residents were asked to pay a
regular amount of Rs 20 per month per
house to sweepers. The Society initially
involved more than 600 houses,
ensuring payments from residents to
the sweepers and ensuring proper work
from sweepers. Prescribed methods to
dismiss sweepers and punish
defaulting residents were established.
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58

*

Not only is the right type of organisa-
tion available in terms of establish-
ment, trust, credibility and structure
but their approach supports the
existing entrepreneurship of sweepers.
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Box 4. M. A. Jinnah Development Society, Shadab Colony, Faisalabad

Narrative

Some youngsters from around the
area shared the idea for the
formation of the organisation ten
years ago. They formed a group and
started to do charity works such as
blood donations and a free
dispensary.

Commentary
B Trigger to the formation of the

Society is not infrastructure and
services but regular charity work
concerning health.

In February 1996, Faisalabad Area
Upgrading Project (FAUP) ap-
proached this area for the formation
of a community-based organisation.
The FAUP team contacted two
activists of the existing organisation
who had played an active role in its
formation. They helped in arranging
the meetings and in conveying
FAUP’s strategy to each household
of their neighbourhood.

Strengthening of the Society takes
place because of problems related
to infrastructure and services. Role
of the external agency is seen as
important.

Motivation for the formation of Multi
Purpose Community Organisations
(MPCO) came mainly from FAUR
Guidelines are given by FAUP on
how to make these most effective
by popular participation. People in
this locality have a number of
shared interests they want to take
up such as the main road construc-
tion, water supply, development of
the parks and a solid waste
management system.

There is always scope available for
an external support agency like
FAUP to play a positive role.

Introductions and negotiations with
one private and one municipal
sweeper were made for a primary
waste collection service. The
Society has asked residents to pay
a regular amount and the pro-
gramme involves more than 100
houses.

Not only is the right type of
organisation available but the
approach supports the existing
entrepreneurship of sweepers.

A loan was provided to the sweeper
to buy a donkey cart. Appropriate
designs were prepared and
manufactured by FAUPR In addition,
cleanliness campaigns were
organised. Social pressure was
exerted on defaulters.

Entrepreneurial risk is reduced by
providing loans, increasing
awareness and demand, and by
acting against defaulters.
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Sweepers charge Rs 20 per month

per house for the primary collection
service. Sweepers pay 25% to M. A.
Jinnah for the community works.
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*
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Box 5. Sulemaina Welfare Society, Fat-he-Abad, Faisalabad

Narrative Commentary
B Fat-he-Abad is an old settlement,

established before the independ-
ence of Pakistan (1947). It was an
illegal settlement on state land
and was recognised and developed
by FDA in 1985.

The majority of the residents
belong to the lower middle or low-
income group. The area is served
by a sewerage system, brick paving
in the streets, electricity, gas,
street lights, water supply etc.

Primary collection initiatives are
not restricted to middle and high-
income areas.

A few older residents of the area
floated the idea for the formation
of a society, as they were unhappy
that young girls had to go outside
the area in order to get vocational
training such as simple stitching
and sewing training. They came to
know that the Social Welfare
Department provides support in
establishing vocational centres
provided that they are registered
with the Department.

Formation of the organisation is
triggered because of a specific
need other than infrastructure and
services.

The group made an announcement
over the loud speaker for a
meeting regarding the registration
and introduction of the organisa-
tion.

The society has acquired additional
sweepers from FMC and arranged
the transfer of existing sweepers,
who were not covering the area.
Payment of Rs 2 per week per
house to sweepers was also
arranged.

60

60

*

Right type of organisation is
available. Liaison with municipal
corporation and payment to
sweepers are important elements
of micro-enterprise development.

Payments to sweepers may be very
small in low-income areas.
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Box 6. Ayub Welfare Society, Ayub Colony, Faisalabad

Narrative

Ayub colony was established in
1976 by a private developer on
private land. At the time of
development, the developer
provided very basic infrastructure
and services. This colony has 12
streets and the usual plot size is 5
marla. Most of the people are
engaged with their personal
business such as power-looms and
some run their own shops. There
are a few who are engaged with the
loading and unloading of textiles.
Although there are different caste
groups the community feel united by
their collective efforts and have
obtained sewers, electricity and gas
from the departments concerned.

Commentary

Infrastructure and services were
acquired through collective efforts
but without any structured organisa-
tion.

The idea of the formation of the
Society is very recent, dating from a
time when some land grabbers tried
to occupy the state land, about one
acre, adjacent to Ayub Colony. They
tried their best to keep the illegal
occupier away and informed
different government departments,
but the person was quite influential.
He somehow, managed to get a
court statement in his favour, but
the community did not give up and
obtained a status quo order. This
incident gave the people a chance
to pool their resources and to form
an association to deal with this
issue.

Common problems acted as a
trigger to the formation of the
Society.

They were told by one of their
friends that they should have their
collective association recognised by
the department as a Society. Then
the eminent members of the
Society called a meeting to discuss
the idea of the formation of the
Society and to offer membership to
like-minded people. About 60
people became members. The
Society became regjstered with the
Social Welfare Department in 1993.

Registration is important to
establish credibility with other
residents and government depart-
ments in order to act as a pressure
group.
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For primary waste collection, the
Society regularly monitors the
sweepers and is interested in
expanding the work to other areas.
Some houses pay the sweepers Rs
3 per house per week.
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*

The right type of organisation is
available but needs assistance in
developing the primary collection
programme.
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Box 7. Green Peace Welfare, Firdous Colony, Faisalabad

Narrative

Firdous Colony was developed by a
private developer in the early 1960s.
Very basic infrastructure and services
were available at the time of
occupation. The majority of the
residents are migrants from other
areas and belong to different caste
groups. After people had constructed
their houses, the government
departments began the development
works, such as sewers and electricity
provision. The main bazaar road was
metalled in 1973.

Commentary

There were no open spaces left for
community services and later the land
reserved for the school was also sold.
The community resisted and lobbied
for the transfer of land to Faisalabad
Municipal Corporation (FMC). The
FMC initially started the school in a
rented house and because of
continuous demand from the
community, the residents succeeded
in getting funds for the school in
1980. Now they have regular girls’
and boys’ schools in their area.

Formation of the organisation is
triggered by the specific need for a
school rather than conventional
infrastructure such as sewerage and
drainage.

In 1990 a society called Young
Welfare Society was formed in the
area but it could not be sustained due
to embezzlement of their funds. Then
four young persons from the area
inspired by an international organisa-
tion called Greenpeace decided to
form a society which they decided to
name Green Peace.

At the time when the Society was
formed, they called an area level
meeting, inviting all the caste groups
to become members, as the Society
will not identify itself on the basis of
caste, religion and politics. The
society is not registered with any
department, yet they have their
management structure.

New organisations replace the
existing ones based on caste and
heredity.
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The Society was able to get an
additional seven sweepers for the
area from FMC. They asked residents
to regularly pay Rs 3 per house per
week to sweepers. They obtained one
marla of land from Ayub Research
Institute in return for waste (as
fertiliser) for the Institute.
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*

Organised group could get additional
staff from municipal corporation.
Payments to sweepers are on the low
side and perhaps paid as tips rather
than collection charges.

In order to retain the sweepers the
community organisation must
guarantee regular payments in a more
systematic way.
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Box 8. New Public Welfare Society, Saifabad, Faisalabad

Narrative Commentary
B A private developer started selling

plots in 1976. The land was
subdivided into 19 streets
comprising different categories of
plots. Two school sites (about 22
kanals land in total) and one plot
for a mosque were also provided.
The proprietor did not provide any
services in the area. Since the
streets were quite wide and the
ground water was drinkable, the
people were willing to buy the land
even in the absence of any
infrastructure.

The sweeping and waste collection
services from the FMC are
negligible in this area.

B Peripheral areas within municipal
limits receive lesser services.

Since there were no facilities
available in the area and the
people living in the colony were
facing many difficulties, the people
decided to form a welfare society
to tackle their problems. This was
the Public Welfare Society -
Saifabad, formed in 1989.

B Un-availability of services and
infrastructure was a trigger to the
formation of the Society.

In the beginning there were 30
members and every member was
contributing Rs 10 per month. The
Society took the issue of provision
of electricity in the colony as their
first priority. With the efforts of the
Society, the colony got the
electricity. After some time, the
members showed their reluctance
to pay the membership fees and
the Society was meeting regularly
without any contributions. In
1991, the area obtained the
facility of Natural Gas. The Society
remained functional for different
issues related to the area. In
1996, the Society succeeded in
obtaining a main sewer line costing
Rs:5 lacs paid for out of the MPA
fund.

B Collective action is important to
acquire services and infrastructure.

B Regular payments without the
provision of a service are difficult
to sustain.

B Capacity to acquire funds from a
variety of sources.
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After the success of getting
sanctioned funds for the main
sewer line, the people became
more confident and started
organising themselves at the lane

63

B Residents recognise the impor-
tance of collective efforts and are
ready to contribute their share.
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THE SWEEPING BUSINESS

Box 8. New Public Welfare Society, Saifabad, Faisalabad (continued)

Narrative Commentary
level for the laying of lane sewers. B There is scope for an external
To date, the residents have laid the agency to support some of these
lane sewers in 70 % of the streets actions.

and spent about Rs 12 lacs of
their own. Since the residents laid
these lines without any technical
guidance, some of the lines have
subsequently become blocked and
other technical problems have

arisen.

B Until 1996, the Society worked in B Registration is important to
the capacity of an un-registered establish credibility with other
Society. In the year 1996 they residents and government
registered their Society in the departments in order to act as a
name of New Public Welfare pressure group.

Society. At the time of registration,
the Society elected the new office

bearer.

B ntroductions and negotiations with B After consolidation of the organisa-
one private sweeper were carried tion, the right approach is adopted
out and the Society asked to hire and pay the sweeper for
residents to pay Rs 10 per month primary waste collection.

@ per house to the sweeper. @

Box 9. Suzuki System, Karachi, Pakistan

Narrative Commentary

B The waste collection programme B Elected representatives and local
using Suzukis (a type of small truck politicians also initiate non-
common in the city) was initiated in conventional programmes.
1988 by a local activist. In 1988
he was a member of ‘Mushawarat B Local politicians could be an
Council’ (advisory council), an important link between the
alternative representation from the residents and the municipal
area which replaced elected local corporation.

councillors. However, later that
activist was elected as a councillor
from the same area.

B According to the activist, there was B The area is well served with
a great demand by the residents at infrastructure and services and so
that time for a cleaner neighbour- the need for a proper waste
hood environment He had been collection service arises.

receiving complaints about
scattered waste and un-collected
waste piles in the area.

64
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Box 9. Suzuki System, Karachi, Pakistan (continued)

Narrative
B People were also requesting the

shifting of transfer points from their
vicinity, which could only be
removed if all the waste was
brought to a single point using
vehicles.

Commentary

The need for a house to house
collection system arose to get rid of
transfer points and scattered waste
piles in the neighbourhood. This is
the initial, primary incentive to start
a house to house collection
system.

As a first step, the programme
organiser distributed letters to all
the 1,000 houses in the area,
informing them about the proposed
programme and the monthly fee
that they would have to pay. In
response, he received a ‘go ahead’
reply from about 950 families out
of the 1000 letters issued (as
reported by the programme
organiser).

The proposed programme and fees
are announced.

No motivation and awareness
raising campaign was done but
residents participated in the
programme.

Two used Suzuki vans were
purchased, one for Rs 20,000 and
other for Rs 25,000, and the
bodywork adapted for use as waste
collection vehicles. A collection
service was started sometime in
1988.

The capital expenditures were kept
low and provided from personal
resources.

The Suzuki system was not used by
all the residents in the beginning
and the system received waste
from only 650 houses instead of
the 950 families who agreed in the
first instance. Gradually, almost all
the houses in the area joined the
service.

Although 950 agreed to join, only
650 actually joined the pro-
gramme, the remainder continued
with the existing sweepers’ system.

Some houses were also reluctant
to pay a monthly fee for the waste
collection service, which was fixed
at Rs 15 per month at that time
which was increased to Rs 25 in
1994. The programme organiser
instructed the collection crew to
collect waste from all the houses,
whether they were paying monthly
charges or not.

Demonstrating the impact of waste
collection service was also
important.
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When the programme started, the
Suzukis used to dispose of the
collected waste at the official
disposal area in the North of
Karachi, which is about 10 km
away from the project area.
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Transfer of waste from primary
collection stage to secondary

transportation is an important
interface with the municipality.
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Box 9. Suzuki System, Karachi, Pakistan (continued)

Narrative

However, after a few months they
found it expensive to dispose of
waste at the disposal site. There
were also problems from traffic
police on the major roads. The
programme organiser therefore
constructed a walled enclosure
using his councillor’s funds, in a
playground within the programme
area.

Commentary
B A playground was misused to store

the waste.

The programme soon developed
and gained popularity among
residents. In this way waste from
1,000 houses was brought to a
single transfer point. Residents got
a reliable service for which they
were willing to pay.

Reliable service, cleaner streets
and removal of waste transfer
points played a key role in
popularity of the service.

The political rise and fall of the
programme organiser took place
during the period 1988 to 1994
which affected the programme.
However, in spite of all the
problems, the programme operated
until 1994.

Political context is important and
there is always a need to under-
stand the power structure.

Although the programme stopped
its operation in 1994, citizens of
Karachi got the idea as to how
such systems could be operated. In
1998, several programmes were
operating in the city on similar
principles.
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The programme was stopped
because of the political rise and fall
of the activists.

Although little documentation is
available, the programme acted as
a demonstration.
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Box 10. Gram Shampad Unnayan Kendra, Green Road Area, Dhaka

Narrative

Gram Shampad Unnayan Kendra is
a self-financing NGO whose head
office is in Green Road, a middle-
income area. They are involved in
activities such as income genera-
tion, health, family planning, mass
education and forestry.

Commentary

Solid waste management in the
area was very poor before 1994.
DCC did not provide bins in the
area. The residents did not want to
have bins near to their houses. It
was also observed that where bins
were provided, they were not
cleaned regularly by the DCC
cleaner.

The NGO is well aware of the
problems in the area.

Considering the poor conditions of
waste, in 1994 the executive
committee of the NGO decided to
take some initiative on solid waste
management. At first the executive
committee was not certain about
the number of households to be
included in the solid waste
management programme. Finally,
they decided to include 250
households under their pro-
gramme.

Decision to initiate a programme
comes from the executive
committee of the NGO in response
to the perceived needs of the local
community.

Number of houses to be included
has no logical basis. Ideally, it
must be based on demand.

Before fixing the service charge per
household, contact was made with
the local leaders and with the ward
commissioner (elected representa-
tive). Everybody expressed their full
support for the programme.

The programme was designed first
and then community members
were contacted.

Gram Shampad Unnayan Kendra
bought one rickshaw van and other
equipment such as spades, plastic
baskets, shovels and rakes. At
first, the rickshaw van wheel
spokes were thin, but these were
later replaced with strong spokes.
The rickshaw van is now strong
and it cost Tk. 1200. A box was
also built on the van.

The NGO acts as a service
providing organisation.

Technology continued to be
modified on the basis of experi-
enced gained.
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The community through leaflet
distribution has been informed of
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*

Not much done on community
awareness campaign.
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(continued)

Box 10. Gram Shampad Unnayan Kendra, Green Road Area, Dhaka

Narrative

the waste collection time and
where dwellers should bring their
household waste.

Commentary

A DCC daily wage sweeper was
hired. The waste collection time
was scheduled between 10:00
a.m. and 4:00 p.m. Sweeper
would get Tk 1000 per month from
the project. It was decided that the
sweeper would go to every
household and ring the bell. The
dwellers would come down into the
street and hand over the polythene
bags with waste. The sweepers
would take the bags and put them
into the van. When the van was
full, the sweeper would take the
waste van to the metal container
provided by DCC. The distance
from the waste collection area to
Green Road is about 200 yards.

B A nearby transfer point is available,

which may not be the case for all
the areas.

A service charge (of Tk. 5) was
levied per month for each
household.

Two more people, an adult and a
waste picker were hired to collect
the waste. Accordingly, for
improved services the sweepers
would collect household waste
directly from the houses and for
these the service charge would be
Tk. 5 to Tk. 20.

Waste pickers hired to reduce the
cost.

Service charges increased.

Many dwellers failed to bring their
household waste bags to the waste
collection van in time. Thus many
houses were missed in the
collection of waste.

There are problems in the start-up
of the programme.
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One sweeper now gets Tk. 2500
another one gets Tk. 1000 and the
waste picker gets Tk. 300 per
month. Sometimes the sweepers
get tips during festivals or other
special occasions. All three
workers are male. They not only
collect household waste but also
sweep the roads around the
catchment area twice a day. About
10 to 15 percent of dwellers do
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*

Different salaries for the same
work.

Non payment of service charges

may cause problems with
sustainability.
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Box 10. Gram Shampad Unnayan Kendra, Green Road Area, Dhaka
(continued)

Narrative Commentary
not pay their service charges
regularly. So, there is a shortfall of
Tk. 300- 400 every month.

B Gram Shampad Unnayan Kendra B [t is not clear what lessons are
has planned to extend their solid learned and what is the basis of
waste collection activities to other expansion.

areas. The areas are Pallabi and
Kathal Bagan (middle class income
group area).

B They also plan to expand their B |t is difficult to sustain the system
activities on solid waste manage- without service charges.
ment to two private slums in other
areas without any service charges.
In future the Gram Shampad
Unnayan Kendra will provide two
plastic bags to every household for
the separation of organic and non-
organic waste.

Box 11. Kashmirtola Area, Dhaka

Narrative Commentary

B The Kashmirtola area is located in B [t is always difficult to organize a
the old Dhaka City where roads are waste collection system in such
narrow. The area is densely areas.

populated with middle and low
income groups.

B The solid waste collection B An international NGO convince the
programme was started in mid local community group to initiate
1995. It was claimed as a self the change.

initiated solid waste management
activity, although the society
members had received encourage-
ment by the Environmental Health
Programme of ICDDR,B. The
neighborhood committee was
formed with the help of ICDDR,B
but without political influences,
and included one member from
every family. Committee members
received training on water,
sanitation and health issues from
ICDDR,B.
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Box 11. Kashmirtola Area, Dhaka (continued)

Narrative

B The neighborhood committee
decided to work on solid waste
management in the Kashmirtola
area. The committee sought the
opinion of the community, and
received their approval.

Commentary
B The community is involved at the
planning stage.

B The committee members re-
quested the ward commissioner
(elected representative of local
bodies) to remove all the dustbins
from the area, as nobody liked
dustbins near their houses.
Accordingly, all the dustbins were
removed.

B The ward commissioner assists the
community in the removal of
dustbins.

B |t was decided that every dweller
would keep his/her household
waste in polythene bags and a
DCC sweeper would come and
collect the household waste and
take it to the transfer point with a
hand trolley. A bell was bought by
the committee and handed over to
the DCC sweeper. The DCC
sweeper would ring the bell then
the dweller would come into the
lane and the waste bags would be
handed over to the sweeper. As
the sweepers are from DCC, the
dwellers do not have to pay any
money for the service. Sweepers
get some tips if they collect waste

from multi-storied buildings or from

factories.

B There is a dependency on the DCC
system without any payments to
sweepers.

B Such systems are difficult to
sustain.

B Two sweepers were engaged for

this work. The neighborhood
committee members supervise the
work of the sweepers. If the
sweepers are not attending the
area regularly, then households
could complain to the committee.

B A system of complaints also
formed.

B Recently, they formed a coopera-

tive society with a membership of
400. Each member deposited Tk.
100 per month to the society. The
name of the society is
“Naboprodit” which means new
light. Their future plan is to
eradicate mosquitoes.
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B A collective action around primary
collection paved the way for a co-
operative society.

B The formation of the co-operative
society could sustain the pro-
gramme and continuous payments
to sweepers.
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Box 12. Rana Jagoroni Club, Jigatoal area, Dhaka

Narrative Commentary

B The Jigatoal area is a middle class B Motivation to form a community
income group area with a number based organization is not based on
of multi-storied buildings and wide the provision of infrastructure and
road provisions. The Rana Jagoroni services.

club was established in 1965 by a
business man in handicraft and
other trades; a social organizer
with political affiliations. The main
activities of the club are to
organize games, cultural activities
and social works. They observed all
the national days and initiated
blood donation programmes with
the perceived objectives of
community welfare.

B |n 1995, the executive committee B The decision to start the pro-
of the club initiated a street gramme is from the executive
sweeping project to improve the committee.

local environmental situation.

B The community needs were
assessed by means of a survey. A
club member was authorized to
@ hire a sweeper. Two sweepers who
live at Gonoktuly sweeper colony,
one male and one female, were
appointed. Each sweeper received
Tk. 3000 as their monthly salary
and in addition to that received Tk.
500 as a bonus for the Eid festival.

B A hand trolley, a bell and a register B Collection fee is fixed from the
were given to the sweepers by the inception of the programme.
club. The residents were informed
about the waste collection
schedule; they would place their
household waste near their
respective gates when the
sweepers ring the bell. The
sweepers would not collect the
waste directly from the houses but
they would collect it from the gate
and take it to the dustbin (metal
container). For this each house-
hold paid Tk. 20 every month as a
service charge.

B Four hundred households were B Sweepers productivity reduces
included in this programme. The while collecting money.
sweepers collected the monthly
service charge from each house-
hold within the first week of
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THE SWEEPING BUSINESS

Box 12. Rana Jagoroni Club, Jigatoal area, Dhaka (continued)

Narrative
every month. The residents sign
the register to indicate that they
have paid. The sweepers deposited
the money collected with the club
authority.

Commentary

B [f any new resident comes to the
area then club members make
contact and include them in the
solid waste management pro-
gramme. Sometimes the club
activists pay visits to the members’
houses to find out about the
problems regarding solid waste. A
regular annual meeting also takes
place in the club where solid waste
management reports are dis-
cussed.

A monitoring system is established.

B [n future they plan to expand their
solid waste management activities
to other areas of electoral ward
48. To that end, they have already
circulated leaflets to every
household. They have also planned
to provide two polythene bags to
each household to store organic
and non-organic kitchen waste.

Box 13. Kamal Chowdhry, Ward 36, Dhaka

Narrative

B A recently elected Ward Commis-
sioner was informed that solid
waste, broken roads and terrorism
were the major problems in the
area. The roads were narrow, two
vehicles could not pass side by
side and there were many DCC
provided dustbins. Waste was
dumped in these dustbins
throughout the day and these were
kept dirty, smelly and attracted
flies and insects.

Continuous expansion and
improvement of the programme is

on the agenda.

Commentary

B The communal dust bins provided
by DCC were perceived as a

nuisance in the area.

B A proposal was made to the
Honorable Mayor of Dhaka City to
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W City level political commitment was

sought.
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Box 13. Kamal Chowdhry, Ward 36, Dhaka (continued)

Narrative
demolish all the dustbins, clean
the roads and organise house to
house collections by van in order
to solve the problem. The mayor
suggested that two pilot projects
should be started.

Commentary

B Later it was realized that such a
project would require about 12
vans at a cost of 7000 - 8000
Taka. Local businessmen were
approached for donations and a
positive response wa[]002 received.

B Private funding opportunities were
explored.

B A comparatively large scale
programme was started.
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B |n 1995, 12 vans were purchased,
an announcement was made and
leaflets were distributed among
local people informing them about
the new system. It was planned
that these vans would go every-
where and ring a bell in front of
every house. People were expected
to hand over their waste to the
vans every afternoon.

B These vans collected waste from
households and dumped it at
newly installed containers set by
the side of main roads. Gradually,
residents have joined the system.

B The service was free while the
costs were borne by DCC and
private funding. However, people
sometimes give 5 to 10 Taka tips
to the van drivers.

B Residents have not been asked to
pay collection fees so there is no
mechanism for cost recovery. This
may result in a dependency on
DCC.

B Qut of all DCC sweepers in the
area, 12 work on vans and the rest
perform street sweeping. The vans
collect waste from 5 p.m. to 8
p.m. The van drivers know every
house and sometime knock at the
doors of the houses if they do not
give waste.

B Waste is collected in the evenings.

B The ward commissioner sponsors
some of the vans and pays for
repairs and maintenance from his
funds. The name of the donor of
the van is also painted on it. The
van drivers receive a salary from
DCC and tips from some families.
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B Donors are given recognition.
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THE SWEEPING BUSINESS

Box 13. Kamal Chowdhry, Ward 36, Dhaka (continued)

Narrative Commentary
Two of the vans were stolen after
the inception of the programme.

B Now, the honorable Mayor is W Political will at the city level is fully
considering replicating the same supportive. Links with ward
system in Dhaka city and called a commissioners and councillors are
meeting to discuss it. He has important.

agreed to form waste disposal
committees at zonal, ward and
Mohollah levels. There will be
volunteers to promote and

supervise it.
B The ward commissioner is a W Politicians are reluctant to fix the
political figure who is not in favour collection charge.

of fee collection, as he may be
blamed for being corrupt. He is
happy to maintain a free of charge
service as long as he can manage
it.

B He thinks that the system could be
used in old Dhaka City, where
there are narrow roads and

@ overcrowded streets. These vans
can run through narrow roads. The
system is considered as 90%
successful.

Box 14. Mahbub Ahsan, Kolabghan Area, Dhaka

Narrative Commentary
B The situation regarding manage- B Pilot scale activities must ideally start
ment of solid waste was extremely with the smallest possible unit.

poor before 1987, when the
programme started. The organiser
(Mahbub Ahsan) initially consid-
ered starting something with a

single lane.
B The City Corporation provided bins B Communal bins again appeared as
but locating space to place the a major nuisance.

bins was a major problem. Nobody
wanted a dustbin near their house
and they were continually moved
from one place to another.
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Box 14. Mahbub Ahsan, Kolabghan Area, Dhaka (continued)

Narrative

Initially, a once-a-week collection
system was considered but the
waste soon begins to smell
because of the heat. Then it was
thought to buy a collection van for
waste collection from the whole
area and removal to a far away
place. Finally the programme
started with 250 houses and one
cycle rickshaw was purchased.

Commentary

The number of houses was fixed
rather randomly, but was possibly
based on the existence of the
social network.

B There are also a number of flats in B The physical layout and housing
the area and the residents liked to type affects the programme
have a collection service from their operation.
doors. They pay an additional
amount of money (tips) to
sweepers so that they will go
upstairs and collect waste.

B The programme has gradually B Gradual expansion of the pro-
expanded and now the programme gramme is a sign of success and
collects waste from 700 houses, sustainability.
which are on the register. A
number of shops do not pay, but B The programme organiser collects

@ are usually asked to hand over the money and keeps the profits.

waste, otherwise they will throw

garbage into the street. Now two

rickshaw vehicles operate, each

with a team of three sweepers,

making about 3 to 3.5 trips every

day. Each trip carries waste from

100 to 120 houses.

B Sweepers working on the pro- B Employing municipal sweepers
gramme are either municipal working in the area avoids undue
employees or their relatives. The complications in the form of
main advantage of employing competition.
municipal sweepers is that they
know the area as they already B Money collection has been
collect waste from a number of considered as a separate task and
houses. There is also a stand-by is not delegated to the sweeper.
sweeper and a salaried person to
collect money from the houses.

B There is daily collection. The B Technology is modified gradually.
rickshaws are modified to have
steel wheels and a metallic box
(Size 6ft X 3 ft X 3.5 ft) at the
back. Sweepers just pull and push
the rickshaw.

B There are many problems in money B There are problems collecting dues
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collection, over 10% of residents
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from some of the residents.
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THE SWEEPING BUSINESS

Box 14. Mahbub Ahsan, Kolabghan Area, Dhaka (continued)

their programme. The German
cultural centre in Dhaka made a
video of their programme and
another video was made by CIDA,
which has been shown on
television. It appears on the
television twice a week. CIDA
prepared the video and the
Ministry of Information sponsored
it for television.

Narrative Commentary
and tenants continually ask the
money collector return later.
A number of visitors came to visit B The programme has acquired city

wide recognition.

Now the programme has replaced | |
the old rickshaws with new ones.

These cost Tk 18,000 each. They

have used a 16 gauge metallic

galvanised iron sheet, but it is

frequently damaged while waste is

being un-loaded with a scraper.

Savings have been kept carefully
and used for repair, maintenance
and replacement of vehicles.

Painting also needs to be done
frequently.

Vehicles are smelly and it is
difficult to park them inside the
house. The programme is popular
and Mahbub gets a lot of requests
on a lane basis every day.
Sweepers separate paper, plastics,
bottles etc.from the waste for
resale.

Secondary collection from | |
containers has been a problem,

Mahbub has the authority to go to

the Chief Engineer’s office directly | |
(other people in low income areas

may not do this). The main road

where the container is placed is a

‘VIP’ road, so the city corporation

does not like to keep a container

on that road. Consequently the city

corporation asked them to take

waste to a concrete enclosure in

another place.

There are problems with secondary
collection.

Links with ward commissioner and
DCC are not established and
depend upon a number of personal
relationships.

The Ward Commissioner did not ]
view the programme positively. On

one occasion the Ward Commis-

sioner stopped the
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Apparently, there is competition
between the Ward Commissioner
and the activist.
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Box 14. Mahbub Ahsan, Kolabghan Area, Dhaka (continued)

Narrative Commentary

rickshaw and said that since he did
not have a trade licence, he could
not collect waste. Mahbub
arranged the trade licence the next
day. Fortunately, the Chief
Engineer of City Corporation is in
the same area and has assisted
Mahbub in resolving such conflicts.

Since 1987 the collection fee
charged was Tk 10 per month, but
in April 1996 it was increased to
Tk 15 per month. Mahbub pays
the sweepers a salary of Tk 1200
per month. The conservancy
inspectors (supervisors) in the area
are happy, since they claim that
now their area is cleaned by
Mahbub’s programme.

Now, Action Aid, an NGO working
in the Mohammad Pur Area would
like to start a similar programme.
Other people in adjacent areas are
also operating similar programmes.
Some areas are difficult, since
there are a number of shops and
other commercial activities. A
number of waste pickers were
interested in working with the
system, but it is difficult, since
sweepers do not want to share
their income.

An international NGO learns the
principles of the programme from
a small scale contractor.

(See box 15)

Competition among different
groups of workers is possible.

Since all the sweepers are male,
they have problems in entering
houses. A number of residents ask
them to collect construction debris
and garden waste, but it is often
difficult to dispose of such wastes.
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Mahbub emphasises that the size
of the project must be small (for
example not more than 1000
houses). If it is a large scale
contract, it will become another
municipal corporation according to
Mahbub. He is willing to train and
advise other people in setting up
small scale waste collection
programmes.
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Narrative
B The dustbins in the neighbourhood

of the NGOs office were overflow-
ing with refuse. This was creating
an unhealthy environment for the
residents, and was an unwelcome
sight to guests visiting the NGOs
office. Therefore, a plan was drawn
up to clean up the area and
provide a basic service. It was
envisaged that the programme
would be handed over to local
residents once it was functioning
satisfactorily.

Box 15. Action Aid’s programme in Shyamoli, Dhaka

Commentary

The programme was initiated by an
international NGO working in the
area.

The level of cleanliness was judged
by the NGO.

The vision of handing over the
programme to the community is
important, once it is demonstrated
successfully at the pilot stage.

There are 552 middle income
families in the the programme area
(162 house owners and 390
tenant families). In addition, there
are 411 families in slums.

Detailed information from surveys
is available.

The programme commenced
operation in March 1997. All of
the households give their waste to
the appointed collector. However,
only the house owners pay. That is,
the tenants of middle-income
households and the slum dwellers
do not pay for the service. There
are 162 house owners who pay
Taka 10-20 per month. Owners of
flats with many tenant families pay
more. This charge has been
mutually agreed upon.

There is an indication of cross-
subsidy from high and middle
income to low income groups.

The poor obtain the service free of
charge.

The programme employs three
people. There is one supervisor
whose salary is Taka 100 per day.
There are two sweepers who are
paid Taka 750 per month. All are
male. Both the sweepers are DCC
workers. They have been working
on the programme from the
beginning.

A supervisor goes from door to
door to collect the charges.
Initially, he faced some problems
from an influential resident who
was opposed to the programme.

Money collection is considered as
a separate task.
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Mr. Mahbub Ahsan of Kolabagan
(see Box 14) designed the vans.
His help was sought because he
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There is evidence of learning from
other projects.
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Box 15. Action Aid’s programme in Shyamoli, Dhaka (continued)

Narrative Commentary

‘ 00102 - Al SB.p65

had experimented with different
types of vans in the course of his
programme. The vans cost
approximately Taka 17,000 each.

There are no problems with the
placement of secondary collection
containers and the waste is
regularly collected from these
containers. So DCC workers are
co-operating in this effort.

Is this because of the involvement
of Action Aid ?

The Ward Commissioner was very
co-operative in the beginning and
also promised to assign sweepers.
Action Aid was only able to provide
vans. He also expressed willing-
ness to request local youths to
provide support to the programme.
However, he later became
antagonistic. He started his own
similar programme in other areas.
It is possible that he thought all
the credit was being given to
Action Aid and he was being
deprived.

Relationship with the ward
commissioner has not worked well
and he became a competitor to
the programme.

The project is perceived as
sustainable. The transfer of this
operation to local residents is
being considered. It is believed
that an NGO should not continue
to provide such service forever.
This work has to be done by the
community. It is possible that the
supervisor may continue this work.
However, whether he will be able
to withstand opposition from
influential quarters is something to
be observed. Furthermore, being
an international NGO there is some
influence and people do not easily
harass the NGO. This may not be
the case with local operators.
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Transferring of the project may be
an interesting phase.

NGO accepts that it could
influence official agencies, while
small enterprises may not be able
to.

How could such influence be
transferred to the community in
order to sustain the project?
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Box 16. Perveen’s programme in Charaon Nagar, Dhaka

Narrative Commentary
B Perveen is a housewife and also a W Political affiliation may act as an

social organiser with some political
affiliations in the area of Charaon
Nagar. She is the only lady who

incentive, besides other motiva-
tional factors.
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came forward to organise the B The ICDDR, B, an NGO, initiated an
community around a solid waste awareness raising campaign in the
collection programme, when area.

ICDDR,B contacted the residents

for health and hygiene pro-

grammes.

This area has been inhabited for B When the other basic services are
more than 30 years. Streets are available, solid waste collection
paved and have an average width becomes a higher priority.

of only 8 ft. The area is unplanned

but not very overcrowded.

In her efforts to organise a system, B Contact with the Ward Commis-
she made contacts with the Ward sioner may always be the starting
Commissioner, hired a sweeper point.

and started this work. The area is

much cleaner and improved now, B Impact on the local environment is
as before the system was in place, positive.

residents used to throw waste on

the streets.

Before the house to house B Sweepers do not attend the low
collection system initiated by income areas because of low
Perveen, there was no sweeper income opportunities.

attending the area. Since there are

a number of tanneries in the B The Ward Commissioner could not
vicinity, the overall environment guarantee a sustainable system.
was also poor. ICDDR organised

residents into neighbourhood

committees. They also invited

Ward Commissione