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IDEAS FROM SURAT and elsewhere for  S W M

20.12.99

· Focus your passions.  Garbage and sewage are now Bangalore citizens’ prime concerns, as a CIVIC study showed.  If Solid Waste Management (SWM) is your priority area too, it will take a good top person’s sustained and single-minded attention to keep this as No 1 on everyone’s agenda, 24 hours a day for 365 days, until benchmark cleanliness is achieved.  Thereafter, the public will not settle for less, and you can focus on other issues.
· Win over the workforce:  solve some long-standing petty complaints, effect some humane transfers or medical reimbursements, provide tools or other strongly - expressed needs. Be accessible to the workers, preferably by talking to them directly, in the field.
· Buy time from the Unions:  After doing the above, SR Rao sought a 2-year truce from the Unions.  If they would be supportive of the work-changes he needed, to give them too a healthy city,  after 2 years they could ask, and he would support, many of their demands.
· Encourage successes:  Visit and appreciate our Ulsoor and Bharathinagar Wards’ well-planned house-to-house collection, with their junior officers’ support.  Make a list of other areas like Mavalli where this is done.  Ask all these PKs and their field supervisors from such areas to address their brethren on the new system’s advantages to themselves (no bending-backaches, no hands in filth, far less sweeping work or drain clearance) and to explain how they won their area citizens’ cooperation.  Be attentively present with your team at this presentation, preferably with the area Corporators and a few other good Corporators who will support such efforts in their Wards.
· Start with the sweepers’ colonies:  If house-to-house collection is done in the PK colonies, many of them will understand the system and be more sympathetic towards the problems of waste-givers.
· Start house-to-house collection down the main lanes of all slums:  SR Rao said a city is only as clean as its dirtiest areas.  He insisted that all his officers be in the field till noon (as he was) and spend 40% of their field time in slum areas.  All-India, slums and lower-middle-income groups are far more receptive to change and cooperative than rich areas. Ask the Corporators where they would like it begun, and have them inaugurate it.

· Begin with what you have.  Don’t wait for perfection.  Calcutta achieved 93% dustbinless streets and house-to-house collection with what they had: one wheelbarrow for every two sweepers.  They did not wait for containerised carts (now required for all new replacements) or for citizens’ waste-segregation initially.  But they still have two sweepers per handcart, which might be over-staffing unless the collection length is doubled to meet work norms (see below).
· Invite requests from the public for dustbin-less streets:  perhaps offer first-come-first-served house-to-house collection for 5 groups per Ward wherever at least 100 households pledge in writing to separate their dry and wet wastes.  Swabhimana will follow through with mobilising waste-pickers for dry wastes and motivation-meetings with residents. Feed  the press with daily success stories (at evening press conferences by the Addl Commr, as Rajkot does.  But it must be someone who enjoys doing this PR, or it can back-fire!).
· Synchronise waste clearance with the tricycles:  this requires thinking smart more than working hard.  Management  is the key.  Invite and listen to suggestions from lower field staff and truck drivers.  IIMB students can be roped in to help with routing-theory projects if reqd (ask Prof Naganna, who is willing but not pro-active).  Start at Mavalli, where all the hand-cart-collected waste ends up on the ground at Lalbagh Fort Rd junction, for manual filling, or in an overflowing dumper-placer towards Lalbagh West Gate.  A PK must man both points to ensure no waste arrives after clearance hours, and if it does, why? – solve that problem.  
· Establish work norms:  150-250 houses per PK, or approx 250-350 meters of road length in high-density areas, 400-600 m in medium-density and 650-750 meters in low-density areas, for the first 4 hours of the day.  Similarly-adjusted norms for the afternoon hours. For open spaces, 30,000 sft per PK per day. (See Supreme Court Committee’s Report paras 3.7 ff.).  WHO norms are one PK per 500-1000 population in developing countries.  Calculate what Bangalore has, per capita, per house, per km of road, after allowing for 7-day cleaning and weekly and annual leave-relief and reasonable absenteeism.  (Calcutta unofficially has recognised leave-relievers – one of any four family members per  mazdoor=PK.  This depends on each city’s existing traditions).  
· Start “pin-point beats”  :  every sweeper should be assigned personal responsibility for one particular stretch of road or open space, including total responsibility for any dustbin, dumper-placer or collection-point falling within that stretch.  SR Rao kept every bin and drain spotless by doing this, and seeking the PK’s personal explanation for lapses, during his daily surprise-checks, though there was no house-to-house collection of waste in Surat then.  The PK responsible made sure waste-pickers put spilled waste back in the  bins after searching them.
· Share Information with the Public.  Light in dark corners is the best way to fight corruption.  Document and publicise the Ward-wise waste collection costs and transport costs, number of staff and expected clearance frequencies.  Paint the BCC Workshop or Contractor’s phone number on the dustbins to be cleared by them.  Put up the Contractor’s name, address, lorry numbers for that beat or Ward in the ration-shops, milk booths, Hopcoms and Ward office of that Ward.  
· Offer to finance self-help conservancy projects by Residents’ Associations in specific colonies or layouts, upto 70% of what the BCC is currently incurring.  Find a way to give standing orders for bank transfers of funds so that they need not pay bribes for getting their monthly bills passed.  Devise some checks and balances by way of citizen feed-back to avoid creating mini-scams.  Use the surplus labour from these areas for second-shift cleaning wherever necessary, or covering unserved or slum areas. Later consider similar support to groups already doing their own self-financed door-step waste-collection.    
· Issue beat-books to willing homes / shops opposite temporary storage points.  Drivers may sign these, or get their log-books signed by the persons most affected – those opposite the collection points.  (Bangalore police fre-quently keep beat-books at residents’ homes for their night patrols to sign, in sensitive areas)Monitor these during surprise checks, or by dedicated officers.
· Put your best men for the toughest jobs.  Since May 1996, Bangalore has had a separate SWM Dept under Engg Dept, with upto 9 officers doing literally no work at all, ever, for over three years.  Their boss takes no ownership at all for the subject, gave them no work, and they felt themselves dumped in a dead-end, spending all their time trying to get transferred elsewhere.  There is no dialogue and much resentment between them and Health which does the collection and transport, while they are only responsible for disposal sites which they cannot even find their way to.  Find a professional if possible: a public-health engineer or an environmental engineer, to head or back up the group.
· Daily review meetings on SWM:  Every morning, SR Rao would rendezvous at 7 am with a Zonal Officer and take him for a surprise check to somewhere in his Zone.  After being in the field till noon, he would hold daily briefings with the top 2-3 levels of every Zone (about 20-30 people in all) from 3-4 pm for pointing out problems noticed that morning by each of them, and finding systemic or case-specific solutions.
· Administrative Charges for non-compliance.  SR Rao strongly believes this is the key to success in a clean-up drive.  He put a Receipt-book in every city official’s hand, from Zonal Chief down to the mukadam, for spot-collection of “administrative charges for extra cleaning” necessitated by that person’s actions, and personally made sure they always carried it and used it.  These extra charges are perhaps possible under collection of “Miscellaneous charges” in the Karnataka Mpl Corporation Act, whereas  “Fines” involve cumbrous Court proceedings.  
· Working with Corporators:  I haven’t asked Mr Rao yet, though we are good friends.  You may phone him about this at res 0891-562514 or Vizag Port Trust Chairman office 0891-562758 + 563202; PA is Jagannathan.  Or at Vpt@x400.nicgw.nic.in .  One reason for success at Surat was a 99% BJP Corporation with a BJP State Govt.  So city and State were not at cross purposes.  Also perhaps not so much transport privatisation with attendant corruption.
· Collect charges at cost for clearance of all kinds of trade wastes.  Municipalities are not required to increase the profits of those who create wastes in the course of business or trade, whether eating-houses or hostels, banks or health-care facilities, schools, shops and offices, street-food and stables, fairs and exhibitions.  They may be encouraged to manage their own wastes provided BCC can give them an identified disposal-point.

· Immediately designate debris-disposal points  for every Ward.  See Swabhimana’s proposals for 5-6 inner-city quarry-pits in info-sheets pages 17 onwards.  A builder is ready to “adopt” Adugodi quarry and supervise the filling-up of its 2 acres for eventual tree-planting  as a Slum-Board park near Mahalingeshwara slum, off Hosur Rd.
· On top priority, obtain waste-processing sites around Bangalore as promised by previous Revenue Minister.  Allot Ward-wise garbage to KCDC and to new areas on Magadi Rd and in Medi-Agrahara.  These three will suffice.  If land adjacent to Sun-Rays is given to him, he can be required to accept garbage from specified Wards.  A composting entrepreneur is ready since 3 years for a plant at Medi-agrahara, and also for bio-treatment.

· Sanitise all wastes near point of collection until composting commences.  This can be done using commercial compost-starting bio-cultures (such as used by Sun-Rays, Terra-Firma or KCDC or developed by Dr Radha Kale at GKVK) in hand-cart containers during collection itself, or bio-treatment of all dumper-placers and similar temporary-storage points using the compost-starters or even 5% cowdung-solution plus rock-phosphate.  This reduces odours during transport and stabilises the dumped wastes, which should preferably be piled in wind-rows when unloading.  Leachate production at the illegal dumps will be much reduced by these measures.  It must be done at least until all centralised compost plants are fully operational.

· Correctly assess your non-debris waste quantities.  KCDC has a recording weigh-bridge on-site.  Scrutinise its past records to arrive at mean-min-max weights of BCC and contract lorries.  Then plan your course of action.

· Use transport vehicles in 2 shifts to fully utilise your assets, and aim for incremental improvements in on-road targets, ideally 80% within 6-12 months. Streamline Workshop indenting and repair procedures or contract out at 80% of existing Workshop costs.  (Chennai’s Workshop and transport-monitoring procedures are worth emulating).

· Management Information Systems are very important.  Proven models are preferable to creating new ones.  Our city’s IT skills should be harnessed to evaluating the packages of Calcutta (very comprehensive and effective, with extensive training for all ranks and departments), Surat (whose ‘consultant’ has been talking to BCC) and perhaps Ahmedabad.  Calcutta’s cyber-savvy Commissioner Asim Barman, the Chairman of the Supreme Court Committee,  is willing to give its packages at nominal cost to any interested city. 

· Mobilising funds can and must be done urgently:  Bangalore’s Property Tax collection is said to be only 55% of 50% of its buildings. The Patna model will free personnel for fresh assessments. Vijayanagaram’s collections are over 90% by  assigning every top officer (even sanitation, education etc) responsibility for tax-collection results in a particular Ward.  Penalty for late payment of tax must be hiked to 2% over bank lending rate, with no ceiling.  All BCC rates, fees and taxes (e.g. for eateries or shops) must be immediately indexed to the inflation rate to prevent erosion in future years.  Trade-waste collection at indexed user charges will also augment funds significantly.
· Stray pigs, market-wastes, storm-drains, slaughter-house wastes (which fertilise Ulsoor lake etc each require a separate full day discussion, later.

