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Preamble
This paper presents the experiences and
learnings from two BORDA Decentralised Solid
Waste Management (DESWAM) programmes
implemented in Tanzania and Indonesia. The
lessons identified are meant to highlight, in
general terms, the programme steps without
being too country specific. This paper is
intended to support technical advisors
and personnel interested in developing a
DESWAM programme. It is not intended to be

a comprehensive how-to manual but captures
some important lessons learnt and can serve
as a helpful guide to help improve future
programme development within the BORDA
network, and which can be added to in the
future. In addition, all supporting documents
(reports, templates, forms, etc.) that were
used in the projects have been stored in the
protonet. Go to: Protonet - Groups -> X-KM
DESWAM.
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Introduction
The realization of sustainable solid waste
management is a major challenge for local
governments today. Unplanned rapid population growth in urban areas has resulted in
serious infrastructural problems making conventional solid waste management practices
difficult to implement. Although considerable
efforts are being made by many governments

and other entities to tackle their waste-related
problems, there are still major gaps to be filled
in this area.

1.

5. Limited community awareness,
6. Limited to no waste separation before the
final dumpsite,
7. Land limitations inhibiting the creation of
new transfer stations and dumpsites,
8. Unreliable solid waste management
services resulting in illegal waste dumping
and pollution.

Inadequate government funding and capacity (esp. trucks) to provide services,
2. Initial capital and operation of conventional systems are very expensive,
3. Lack of fee collection system and law
enforcement on fees and fines,
4. Lack of training, equipment, and capacities
by local service providers,
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The following challenges are not easily solved
through conventional waste management
systems:
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Planning a DESWAM Programme
Key Planning Steps
Step 1
Map out the local government
structure along in the city/town.
(SADC)1

Figure 1

Step 2
Identify potential programme
areas/locations.
This should be done in coordination with Local Governments. (SEA.SADC)

Step 3
Map out all sanitation challenges in the city/town.
This can be developed from
your observation and what
you perceive to be the limiting
factors linked to these challenges internally (to be used
internally as a comparison
later). (SADC)

Example of local government structures.

1 Southern and Eastern Africa
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Step 4
Engage all levels of local government authorities in separate
working group meetings to map
out the sanitation challenges.
Focus on key laws/regulations
affecting the challenges, key
enforcers (from the authorities’ perspective), key limiting
factors inhibiting improved
solid waste management
etc. as well as map out all

successful sanitation projects
and what were keys to their
successes. If possible, go with
the appropriate authority to
visit the local dumpsite. Use
your notes from Step 2 and
compare your findings. The
comparison does not have to
be done with authorities, but
just to understand the power
dynamics. (SADC)

Note
the reason for holding separate working group
meetings is that governance
issues can often be the cause
of the sanitation challenges,
and this can be apparent in
the meetings.

Figure 2 Examples of different limiting factors that contribute to the problem of poor solid waste management.
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Figure 3 Different phases of a DESWAM project.

Step 5
Review appropriate technology
for the context.
Compare the advantages and
disadvantages of different
technologies. (SADC)

Step 7
Asses the potential cooperation
partners and local capacities.
For example: Make a complete stakeholder map of all
current sector players for
solid waste management,
including other implementing NGOs working in the
sanitation sector, community
awareness raising sector,
business/SME development,
micro/middle level financing
organizations (for such types

Step 6
Map out the waste stream flow2
from the source to final disposal, and all the stakeholders
and how they are engaged in the
process from the data collected
in the previous step.
(SADC)

of businesses) etc.. Using the
chart below (see fig. 4.) and
if possible, also list all ‘true’
objectives of each stakeholder. If you cannot decide if
they will be potential ‘Project
Board’ partners, ‘Implementing Team’ partners, or ‘Additional Stakeholders’ in the
project this, is explained in
the next section of this document ‘Starting a Programme’.
(SEA, SADC)

Step 8
Assessment of funding (for
implementation and operation
and maintenance).
SEA

2 A waste stream is the complete flow of waste from domestic or industrial areas through to final disposal.

City Sanitation Planning

6

Figure 4 Multiple stakeholder involvement at different levels are needed in a
DESWAM programme. These can be separated into ‘Project Board’ partners, ‘Implementing Team’ partners, or ‘Additional Stakeholders’.

Step 9
Gather information from local
solid waste service providers
to map out their challenges/
concerns.
You can assess this in the
targeted project area or
throughout the community to
get an overall understanding
of the situation. Record what
the current operating systems
are, including finances,
ability to use banks, etc.. One
form that could help is the
DESWAM Questionnaire in
the attached excel sheet3.
(SADC)

Step 10
Develop ‘test’ business cases
for select communities to
determine the viability of the
business considering all information given.
Develop test waste collection
and transportation models
only first, to see if this business is viable without other
revenue streams. If not,
develop other models to see
how to make the business
viable (with composting or
recycling) or what minimum
monthly fee payment amount
or rate would make it sustainable. (SADC)

3 https://borda.protonet.info/#/groups/116/shared_folders/635?path=%252FSADC&view=grid
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Step 11
Develop a detailed programme
approach
For example: Steps of
implementation –> Standard
Operation Procedures including capacity development
for cooperation partners and
local capacities and for target
groups. (SEA)
Note
In case of Indonesia
- Due to the fact that there
are government programmes
on sanitation and 3R
(Reduce, Reuse, Recycle),
the framework for the local
governments in charge for
solid waste projects is given.
Besides, local governments
are funding the hardware
of solid waste projects and
BORDA and its local partner
organizations have good, longterm working experiences
with quite a number of local
governments.

Key Elements to Consider in the Planning Phase
1.

Carefully consider the type of intervention

the current situation and to cooperate on the

that would best suit the targeted community

programme. A useful indicator for this is how

needs. Investigate whether technical solutions

much variation you get in responses to the

are actually viable and valuable or would more

situation analysis between, the government,

basic interventions a be better place to start.

the service providers, and what you could

(SADC)

determine from your experience. If there is
significant variation and storytelling, it could

2. Consider who will be the key implementing

be they are not ready for interventions yet.

partners/stakeholders. Be realistic about the

(SADC)

extent of stakeholder capacity to manage such
a project, and do they have a proven track
3.

6. Obtain commitment from potential stake-

record, etc.?

holders. This is best expressed in a letter of

Develop in a participatory way, a programme

interest for cooperation, MoU4 etc.. (SEA)

organigram clarifying all roles and responsibili-

7.

Continually follow up and encourage stakeholders to be active in thier roles and fulfill their

ties of stakeholders involved. (SEA, SADC)

responsibilities. (SEA)

4. Funding for the entire project cycle must be
clear. (SEA)
5.

8. Project structure - see the statement below
regarding who should be engaged and how.

Question the political willingness to improve

Pitfalls to Avoid in the Planning Phase
1.

Government officials not willing to sign a MoU,

4. Solid waste service providers having strong

ToR5, partnership agreement etc. allowing you

political affiliations with any one political party

to implement independently on their behalf.

(can easily be assessed by asking resident

Absence of govenrnment involvement can

community members). (SADC)

cause numerous issues later in the project.
(SADC)
2. ‘The Blame Game’- situations where govern-

3.

Unregulated Monopolies
When large service providers are given contracts

ment blame service providers or community

to serve several communities but don’t provide

and service providers blame government or

regular, affordable, reliable, services (usually

community for their inability to provide service

contracted at municipal levels) and when dis-

and no one takes responsibility (especially

cussed with municipalities about poor service

when community members say they pay fees

provision they don’t offer any reason to revoke

or a willing to pay fees if service was reliable).

contracts, talk to the service provider, or punish

(SADC)

them. Proceed with caution in your work with that

Government officials owning either publicly

municipality/community as there is likely to be a

or ‘secretly’, or having shares in or having

strong politically linked service provider that could

given loans to the current solid waste service

affect your programme.

provider. (SADC)

Key Roles of BORDA During the Planning Phase
•

•

Conduct desk research and data collection,

•

Mobilize funds for the programme. (SADC)

collaborate and share lessons learnt from

•

Ensure relevant stakeholders are well informed

similar programmes in other regions/countries.

and prepared to participate in the interven-

(SADC)

tions and guaranteed with signed agreements.

When required, conduct focus group discus-

(SADC)

sions, waste sampling/analysis etc.. (SEA,

•

Conduct stakeholder meetings providing all
technical and programmatic information. (SEA)

SADC)

4 Memorandum of Understanding
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5 Terms of Reference
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Implementing A DESWAM Programme
Key Implementation Steps
Step 1
Municipalities should sign a MoU, ToR, etc.
clearly stating objectives and roles and
responsiblities. (SADC)

Step 2
The target community for which the DESWAM will
be implemented must self-select to participate in
the programme. (SADC)

Step 3
Select social and technical TFLs (technical facilitators) for the DESWAM project. For instance, in
Indonesia, TFLs are Local partner organizations and/or Local Government staff and their
terms of reference must be well defined. (SEA)

Step 4
A feasibility study and health information
exchange must be carried out when implementing
a programme. (SEA)

Step 5
Use or develop Standard Operating Procedure
(SOPs).
The SOPs being used or developed must be
well communicated with all stakeholders in
the project. (SEA)

Step 6
Support the establishment of a CBO (Community
Based Organization) and develop their capacity. For example: Support in, the legalization
of CBO, development of Community Action
Plan including selection of facility operator,
detailed engineering designs, training for
community/users and operator and sanitation/
solid waste/3R, health and hygiene, finance,
operation and maintenance etc.. (SEA)

Pitfalls to Avoid During Implementation
1.

Communities loosing engagement. This can
occur due to long time gaps between local
government and local leaders receiving
training and then doing action/implementing in the community. (SADC)
2. Not fully engaging with local government
and partners. For Instance, in Indonesia
selection of target communities differs
depending on the local conditions and
local government policies. Sometimes
community selection for projects is done
by the local governments and hence not
communicated effectively with stakeholders and partners. (SEA)
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3. Construction of the solid waste management
plant being contracted to companies by
the local government. As a result, quality
of construction can be compromised.
BORDA must ensure that details on design/
construction need to be communicated
effectively to ensure the quality of the
construction. (SEA)
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Key roles of BORDA during the implementation process
1.

Continued community self-engagement:
Allow communities to gain or lose interest
as they please after training, there will
always be some that drop out and efforts
should be focused on those trying to move
forward (even if it is only a small group of
committed people). (SADC)
2. Continued community education/awareness
Raising: throughout the programme community members should be engaged in
continuous awareness raising/educational
events. (SADC, SEA)
3. Engagement of a local social facilitator: The
facilitators should continuously be seen in
the community as a role model and champions of waste management. (SADC)

City Sanitation Planning

4. Engagement of community leaders: The
most strategic community members to
engage are these leaders, if the leaders
agree to the programme they will commit
to ensuring that not only is the community
participating but the service provider does
regular and reliable solid waste collection.
(SADC)
5. Regular stakeholder meetings should be
conducted: It is important to continually
update the status of the work/activity
through continued sharing of the information (capacity building) etc.. (SEA, SADC)
6. Standard Operation Procedures must be
strictly enforced/applied for the success of
the project or activity. (SEA)
7. Set up of monitoring, evaluation, indicators
and documentation management system.
(SEA)
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Key Stakeholders Involved
1. BORDA
2. Implementing Partner
3. Corporate Sponsor

4. Community members
5. Solid waste service providers
6. Local Institution

Figure 5 Key stakeholders to be involved in a DESWAM programme. Stakeholders’.

Monitoring and Evaluation
Key monitoring and evaluation considerations
1.

Monitoring and evaluation indicators and
tools (database, templates etc.) need to be
developed at the outset of the programme.
(SEA)
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2. Monitoring and evaluation team should be
well trained in order to successfully monitor project progress and make adjustments
to the programme plan as required. (SEA)
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Summary of Key Lessons Learnt
Some insights gained which will
inform our future work.
1.

Education and awareness is key to ensure
sustainability of the project.
a Education programmes should be developed
specifically for the targeted community. (SEA)
2. Ownership needs to be developed within the
community. Proper community selection and
community mapping is essential and followed
by continual engagement. (SEA)
3. Communities need a reliable communication
partner (Local Governments and/or Local Partner Organizations) in case of requests, queries
and problems (e.g. broken tools etc.). (SEA)
4. Roles and responsibilities for post-project
activities need to be clarified (e.g. funding for
replacement of tools etc.). (SEA)

5. Land ownership issues can cause project
delays;
a Ensuring land availability either from the
community or from the local government.
b Feasibility studies need to consider this
point in particular. (SEA)
6. Ensure a proper fee collection system is
established within the community. It helps
in covering the operational cost of the
solid waste management plant. (SEA)
7. Residues6 is a big issue since local government charges fees for picking up to residue and transportation to the centralized
dump sites. Mostly communities are not
willing to pay these additional fees. This
issue needs to be communicated with the
local government/municipality and try to
find a solution. (SEA)

Specific characteristics of DESWAM that
are different from other BNS7 programmes
1.

True ‘DESWAM’, according to original
definitions is a service provision, whether
through direct or indirect measures. All
DESWAM programmes interfere/engage in
a business (similar to fecal sludge management) and it is important to be clear how
the programme wants to engage in the
business. (SADC)
2. A needs assessment should be carried out
in the local markets to sell the recyclables.
Communities need support and training
to develop business skills, this should be
coupled with a strong willingness from the
community to develop these skills. (SEA,
SADC)
3. Trainings have to be provided to educate
people in correct solid waste separation.
(SEA and SADC)

4. Composting systems need quite specific
skills and knowledge. For Instance, there
are many types of composting; onsite,
vermi-composting, windrow composting,
static pile composting etc. and experience
has shown that training is required for all
levels of stakeholders involved in a composting project. (SADC)
5. An initial study of the compost markets
should be conducted. The compost can be
marketed either within the community or
outside at local, national or international
markets. (SEA)
6. In scenarios where there is no existing
service provider, operation and maintenance is more challenging and requires
greater effort from local communities and
governments, since it has to be done daily
(collect waste/separate etc.). (SADC)

6 Residues are wastes that cannot be recycled or processed.
7 Basic Needs Services
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Advice for future DESWAM Programme
Development
1.

Solid Waste Management is a BUSINESS - not
a social service:
DESWAM is a business, often private
sector driven on the global scale, but even
if government-based, solid waste management has revenues and expenditures and
can only provide services to the community if the books balance. Yes, it is a basic
needs service but it needs to be thought of
purely as a business, not a social service,
in order for sustainable improvements to
take place. (SADC)
2. The ‘situation analysis’ is a fundamental
step and should take time and resources.
(SADC,SEA)
3. Is decentralized composting really a solution?
Ideally yes, it meets a lot of international
environmental conditions and has funding
available, but in reality it is labour intensive with little gains for small operations
(using manual labor). Additionally, the
benefits to the soil are seen much later
(again, culturally is it valuable to invest in
soil improvements that will be seen two or
three growing seasons away but not now?),
etc.. Larger scale composting (6-8 tons of
incoming organic waste a day minimum)
should be considered and business and
man-hour models should be well calculated

before investing. (SADC)
4. Rebranding DESWAM. There is a need to
move away from the term ‘DESWAM’.
Experience shows that stakeholders are
often initially confused by the term and
it requires explanation. ‘Improved solid
waste management’ or ‘integrated solid
waste management’ could be more suitable
branding for the approach. (SADC)
5. DESWAM is not always the solution. DESWAM
as a decentralized service is not always
the solution. In some communities more
centralized solid waste management services would be more sustainable through
service fee subsidization from the rich
to poor communities (all managed by the
same service provider). You can still have a
local pushcart based collection service for
urban-poor inaccessible communities, but
this must link to a truck eventually to take
the waste to the final dumpsite and this
is often more sustainable when done by a
bigger service provider. (SADC)
6. Community awareness and engagement
should be considered more seriously, not just
technology or service provision based solutions. Often the service is poor because
the community is unwilling to be engaged
in proper solid waste management in the
home. (SADC)
7. Ensure sustainability of the operation and
maintenance of the solid waste plant. (SEA)

Additional resources on DESWAM
All project documents, reports, forms and templates related to DESWAM from Indonesia and
Tanzania’s programme can be found in on the
BORDA protonet folder X-KM DESWAM.
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Additional reading and case studies can
be found in the BORDA Education Booklet
2 Decentralised Solid Waste Management
- DESWAM
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