CHAPTER 8 MANAGEMENT AND FINANCING, ISSUES AND PLANNING

8.1 Issues

In 1992 the Commune of Safi was divided into three Urban Communes (Safi Biada, Asfi
Boudheb, and Asfi Zaouia) and one Urban Community. Accordingly SWNM organization is still
fairly new, and when it is analyzed this fact has to be considered. During the case study in Safi
some major topics and issues have been identified. They will be listed in this section and then
explained in the following sections.

1) Specific Organization for S\WM

There is no specific organization for S\WM in the three Urban Communes of Safi. - SWhMisa
section of the Municipal Works Department, which itself is a part of the Technical Division.
The section in charge of solid waste is strongly dependent on the Municipal Workshop for
maintenance and repair of its vehicles, and has no independent accounting system.

It is strongly advised that all Communes should consider creating a specific organization for
SWM. If this is not feasible because of the size of the Commune, calculations should still be
made, based on the true costs of equipment, such as vehicle maintenance, repairs, and loan
amortization if any, consumption of motor fuel, and operational personnel: Planning and
decision making are only possible if executives have adequate financial information.

Qualifications and responsibilities of SWM management should be upgraded. If there is no
specific organization for SWM, operational management is given to unqualified technicians, or
to the municipal engineer who may be too busy to devote sufficient attention to solid waste.

2) Clearer Definition of Responsibility

It has been noted, for example, that due increasing solid waste problems, elected Vice
Presidents in charge of this matter are more and more involved in day-to-day operations.
Awareness of elected people of the rea! situation in the field is essential, but the should not
interfere in technical matters, which are the responsibility of the Technical Division. -

[t would be useful to issue a statement defining the responsibilities and duties of the Communal
Administrative Departments, as well as the relevant procedures. In addition to this statement
and the organization chart of the Commune, a defimtion of the responsibilities and duties of
each depariment manager and section head should be prepared. This last document is a good
opportunity for the President of the Commuage to make it clear how far he is ready to delegate
his decisional power to subordinates.
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3) Planning and Decision Making

The communal administration does not formulate pians or strategies (either short or medium
term) for SWM, an exception 1o this being where FEC borrawing is proposed, in which case
evaluation of financial requirements for the next few years will be requested. It is suggested
that the Ministry of Interior elaborates a standard document to be completed by the Communes
as a SWNM plan for the next five years.

This document will be one element of decision making preparation on SWM policy. Another
element will be that described in Section 1 “Specific Organization for SWM", namely an
independent system for estimating SWM costs. The best indicator is the unit cost spent for
collection and disposal of one ton of waste (Dirham/ton).

4) - . Coordination between the Urban Community and Urban Communes

According to the 1976 Law the Urban Community is in charge of disposal. Because of lack of
available and suitable space on the Urban Community territory it will be necessary to find sites
in other Communes. This situation will have institutional and financial implications.

From an institutional point of view it will be necessary to expand cooperation on SWM to
include other Communes (urban or more probably rural Communes). Inter-communal
arrangements for joint development and use of a disposal site, for example association of
communes, will be more convenient than the Urban Community structure.

On the financial side, disposal costs have to date been rather limited, because no special
precautions have been taken to protect the environment. When using sanitary landfill standards,
which are sirongly recommended, these costs will rise sharply. There may be a case for some
subsidy from the national government, particularly where populahons outside the Urban
Comnunity are affected. :

5) Human Incentives for Work Management :

Promotions and salary increases for local government oﬁlciats are hmited in accordance wuh
present national regulations. However, one of the main factors in improving the quality and
efficiency of SWM is involvement of the personnel. To obtain this involvement, and because
this sector is not considered highly by the public, it is necessary to upgrade the skills of those
involved in SWM by giving adequate {raining and more attractwe pay.

Upgrading S\WWM personnel wnll require national leglalauon based on the eﬁcample of what was
done in France to encourage manual labour during the 1970's.

6) Privatization
The current study found that the efficiency of the three Communes' collection service in terms

of unit cost (amount spent for collection of one ton of waste)} was not as eflicient as expected.
The average unit cost of the three Communes is about 300 DH/ton, which is about 50 % higher

Part 1 - 126

&



than the contract price (DH 200/ton) to be agreed between the Urban Commune of Ain Sebaa
of Casablanca and a contractor. The three Communes should consider privatization of waste
collection. Section 8.4 discusses the necessity and steps to be taken to for privatization.

T) Financing

Present levels of expenditure on SWM in Safi represent between 1 and 1.5 percent of per
capita income and between 10 and 22 percent of public revenues in the three Communes.
Improved and expanded service will place an increasing fiscal burden on the city; efforts must
therefore be made to improve management efticiency. Central to this is the system used to
account for and monitor progress in financial terms, referred to in 1) and 3) above. Other
financial issues include the scope for user charges, the need to develop capacity for investnent
appraisal, some matters relating to contracting, and improved tax collection performance.
However, implementation of many of these recommendations requires reform of local
governiment financial operations as a whole. '

8) Municipal Decree and Local Legislation Concerning S\WHM

The Urban Commune of Safi Boudheb issued a Municipal Decree dated August 8, 1995
concerning Health Protection, Protection of Green Areas, and Penalties. This decree is based
on the responsibility on Health Protection given to the Commune by the 1976 Law related to
Communal Organization or "Loi Communale”. The Royal Decree (Dahir) N° 1.58.401 issued
on December 24, 1958, updated by Law N°14.88 dated June 25, 1990 gives the right to
Communes to fine those who offend municipal regulations related to the preservation of health
and protection of green areas. This text should be used as a mode] for other Communes.

8.2 Organization and Management
8.2.1 Introduction

The case study carried out in Saft has been very instructive because each of the three urban
communes of the agglomeration offers a different approach of SWM. The commune of Safi
Boudheb has inherited the administrative structure which was in charge of the management of
the city before its division into three urban communes. It has a skilled team of employees with
a good experience in SWM.  They have equipment suitable for collection of household waste.
They are planning to make improvements each year : in 1996, the commune purchased
collection trucks equipped with waste compacting system, in 1997, 300 rolling containers will
be provided.

The commune of Zaouia must face up to many priorities because it must set up infrastructuses
necessary for the smooth running of a densely-populated city : roads, schools, administrative
buildings, public utility services. Among the public ufility services, SWM in general and
houschold waste collection in particular are part of these priorities.  The commune is in short
of facitities fit for waste collection; as a consequence, a good deal of these wastes are not
collected by the Municipality teams, and are accumulated in illegal dumping sites or black
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points. One of the targets to be achieved for the persons in charge is to get ride of these black
points.

In comparison with the former commune, the commune of Safi Biada faces a lack of financial
resources. It is not in a position to purchase new facilities of collection on his own investment
budget, and has to prepare a document in order to apply for a loan from the FEC for the
purchasing of the equipment which are necessary. As it must strictly manage its resources,
executives are aware of the fact that the population’s involvement in the cleansing of their
commune is an important source of economy of public funds. The lesser the city is gelting
dirty, less expenses are required for its cleaning. From this point of view, Mr. Mochamed
MAGHA the commune’s President thinks that public awareness campaxgns are a good
investment and a priority for Biada.

These contrasted situations in the three urban communes of Safi permit to verify that an
appropriate organization and management of SWM provide solutions which answer the
different problems of the communes. The following propositions define the institutional
organization necessary for the urban communes and the Urban Community of Safi :

Specific organization for S\WM,

Vice President in charge of SWM and delegation,

Planning and decision making,

Coordination between Urban Community, urban comnune, and control,
Human resources management, :

Privatization. :

* & O & © o

Each propositioﬁ will be analyzed successively.
8.2.2  Specific Organization for S\WWM

The guidelines for the improvement of the Local Governments’ SWM insist particularly on the
necessity for communes to have a specific organization for SWM.  This necessity fulfilis three
requirements observed in Safi and sllustrated hereafter : efficiency of service, cost transparency,
delegation of responsibility. :

In the communes of Boudheb and Zaouia, vehicles maintenance is carried out by the municipal
workshop. The commune of Biada actually uses facilities neighboring those of the Urban
Community. The decision of priorities concerning repairs escapes to the department in charge
of SWM. In these workshops, there is no management of maintenance and reparation costs
per vehicle permitting the realization of a breakdown by activity (public works vehicles,
ambulances, sewage tanks, refuse collection trucks etc.) of the workshop s charges as it 1s
necessary.

The other costs chargeable to SWM are not analytically taken into account : staff expenses,
investments depreciation, purchasing of consumable (fiel, lubricating oi}, tires, etc.), small
equipment.  Consequently, executives in charge of communes cannot manage this sector in a
rational way. How can we know whether SWM cost per capita is very high in the commune
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of Zaouia in comparison with the commune of Boudheb or with that of Biada, if the cost per
capita has not been worked out. How can we recruit additional staft for SWM if it is
impossible to prove the efticiency of the commune’s workers through objective criteria such as
the number of tons collected by each worker or the number of citizens served by one worker.

The absence of cost transpacency of SWM also prevents the establishment of management by
objectives. Definition of objectives is done according to the level of quality which the persons
in charge have intended to achieve, and therefore the human and material means which must be
implemented to achieve this result. At first, a good knowledge of past and present costs is
required in order to draw up the estimated budget. Then, it is advisable to have cost
accounting which would permit to follow the realization of the estimated budget during the
financial year. '

The examples mentioned above show that SWM does not have a specific organization in the
communes of Safi. To optimize its efficiency, it must be able to control SWM budget.
According to this budget, specific objectives can be defined and assigned to a person in charge. -
His action will be appreciated according to achievement of SWM objectives.

82.3  Vice President in charge of SWM and Delegation of Responsibilities

In the communal councils, the importance given to SWM is expressed by the creation of a Vice
President charge responsible of SWM. Awareness of the local elected representatives is a
favorable factor which must contribute to improve the situation in this sector.  To achieve his
optimal efficiency, it is neccssary that the role of this Vice President must be well-defined and
that his action must complete and support that of the technical departments.

The Vice President in charge of SWM intervenes in three ways. First, he is the vector of
decisions of the communal council and his President as regards SWM.  He must control their
implementation without delay and that the provided means to carry out this must be really
mobilized. On the other hand, he must report to the President the information related to
SWM, explain to him the problems faced by the technical services, inform him of the
achievements of other communes. He also coordinates SWM actions with the Urban
Community, or with volunteers on the occasion of exceptional operations like the environment
day.

The technical services are in charge of implementing SWM within objectives and budget
prepared by the President and voted by the communal council. It is important that management
on a day-to-day basis of SWM must be carried out by the technicians who have been assigned
this responsibility. The Vice President in charge of SWM has as an interlocutor the Manager
of the technical services and his head of department of SWM. He must not interveae directly
with other hierarchical levels. He must not interfere in the fields which are purely operational
tike trips of coltection trucks or assignment of vehicles.  This kind of interference may lead to
same confusion prejudicial to efficiency and may also lead to extra costs.

The involvement of the Vice President in charge of SWM in a level which is not his may give
rise to loss of motivation of the persons in charge of operation. - To give the best of their
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professional skills, these persons in charge need a delegation clearly defined by a procedure.
The undertaken actions may have thus durable effects.

8.2.4  Planning and Decision Making

Planning and decision making are two illustrations of what has been explained in item 823
Decision making must intervene at the level in which problems arise and provide solutions.
We distinguish between three levels of decisions .| management decisions, intermediary
decisions (head of section or department), operational decisions.

If it is important that decisions must be made at the right level, they must also be prepared
carefully. The preliminary point is elaboration of SWM master plan. This plan defines the
priorities and the necessary means to implement them. So far there is no official forecasting for
an estimated budget. As a palliative it is advised in addition to the budget estimate to make
some forecasting evaluation on what could be an action plan in SWM during the next § years
including quality targets and mvestments

8.2.5 Coordination Between Urban Community, Urban Comimune, and Control

The law dated 30 September 1976 gives a definition of the Urban Community’s competencies
It also defines procedures of this community on the basis of a strict equality among the
communes whatever is their population. The conditions of their deliberations are similar
those of the communal councils. In case of conflict, there is no procedure which permits to

overcome the crisis by giving for example a preferenha% voting to the Pres;dent of the Urban
Comnunity. :

The Urban Community has its own budget, supplied with its own resources (cleansing tax

"taxe d'édilité”, VAT, wholesale market, ¢tc.) to face up to its competencies. It is not -

provided that it shall proceed to budgetary equalizations among several communes according
to their involvement in a project if a consensus has sniot been reached during the deliberations.

In the field of SWM, the Urban Community is responsible for transfer stations (which does not
concernt Safi for the moment) and for household waste treatment. Taking into account the
lack of availability of lands presenting favorable geological conditions on the community’s
territory and the consiraints mentioned above, the following msmutlonal problems should be
solved.

For the availability of land, a consensus must be reached between the Urban Community and
the rural commune in which the disposal site will be set up.  Arbitration of the Province will
be required. To facilitate decision, the Urban Community can propose to dlspose free of
charge the household waste of the rural commune. :

The disposal site management will be carried out by the Urban Community as stipulated in the
taw dated 30 September 1976, that is to say construction, operation, deposits control, nuisance
control.  As an operator, it will be responsible in relation to a third party in case of potential
environment damage. It shall take the necessary measures so that after the operation period,
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site monitoring must be carried out during 20 years to avoid any pollution or accident.

This disposal site will serve as pilot for the other communes of Morocco; therefore, its
management should be done with particutar care. Considering this constraint, an exceptional
help may be allocated by the Ministry of the Interior, which is the ruler mamstry of the Local
Governments.

8.2.6 Human Resources Management

Al the persons in charge of SWM, elected representalives and technicians, agree on the
importance of personnel motivation. This mofivation is an essential factor for the
improvement of services. The motivation possibilities offered within the framework of the
status of the municipal employee’s service are few. Promotions in rank and salary increase
are limited.  That is why the persons in charge of communes should use palhatnes such as :
bonus on dirty works, advance on salary, loans without mterest

To proceed to a significant adjustment of the matenal condmons of SWM employees, a law is
required to adapt the status of the public service for this category of staft. The King’s letter
dated/ / concerning cleansing has shown the importance given by the supreme authorities of
the Kingdom to this sector. It is reasonable to think that if the elected representatives of
communes and Local Governments ask, on the occasion of the assembly organized by the
Ministcy of the Interior, for the elaboration of a law on this matter, this request will have a
good probability to be accepted.

8.2.7 Pﬁvatization

All over the 'wor!d, there is a strong tendency towards the privatization of public services.
Morocco cannot escape this evolution. This matter has been tackled with executives in
charge of the communes of Safi; it will be analyzed in Section 8.4 Privatization.

8.3 Financing Issues

This section indicates the present level of expenditure on SWM in Safi, in light of total public
revenues available, and of rough indications of household income. Improved and expanded
service, particularly with regard to waste collection/strect sweeping in the poorest Commune,
and disposal for the Urban Community as a whole will place an increasing fiscal burden on the
city; efforts must therefore be made to improve management efficiency. Central to this is the
system used to account for and monitor progress in financial terms. Other financial issues
include the scope for user charges, the need to develop capacity for investment appraisal, some
malters relating to contracting, and improved tax collection performance. Implementation of
many of these recommendations of course requires reform of local government financial
operations as a whole; indeed, the solid waste sector illustrates the urgency of generic
reforms. -
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8.3.1 Affordability

One of the most fundamental issues with regard to financing is the affordability of a satisfactory
SWM system. The ability of different Communes to pay for public services varies enormously
throughout Morocco, and some variation is also exhibited by the three Communes in Safi.
Rough estimates of household income have been obtained from the Citizens Awareness Survey,
conducted in late 1996, which suggests median household incomes of about 1,500 per month in
Biada and about 2,500 DH per month in Boudheb and Zaouia {the [atter being about 60% of
the national average). Estimated revenues from taxes, fees and central government transfers for
the three communes as well as the Urban Comiunity are shown in the following Table, in
which a distinction is made between assessed revenues and actual collections (!he latter being
80% of the former) :

Table 8.3-1 Public Revenues Reported i))' Communes and Urban Community
of Safi Fiscal Year 1996-97 {(estimated) :
' Unit: Thousand DH

Boudheb Zaouia Biada U.C. Safi
Total Assessed 29316 - 35,284 16836 | - 34,136
Per Capita Assessed - 275 ' 335 244 121
Total Actual 23,453 28,227 13,469 27,309
Per Capita Actual 220 268 195 97

Note: Due to a change in the definition of the fiscal year, the fiscal period is from January st

1996 to June 30th 1997, the above data however refer to the annual equivalent of the estimated
expenditures for this period.

The cost of existing solid waste operations also varies belween Communes, with the lowest
income Commune, Biada, showing significantly smaller expenditures than Boudheb and Zaouia.
This is summarized in Table 8.3-2, which also reflects the fact that the bulk of SWM activity is
in collection/street sweeping {(Commune responabnhly) rather than disposal (Urban Commumty
responsibility).
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Table 8.3-2 Cost of SWM: Communes and Urban Community of Safi, 196
- : Unit:  Thousand DH

Boudheb Zaouia Biada U.C. Safi

Disposal:

Operating Expenses 165

Depreciation 329
Collection: :

Operating Expenses - 3,839 2,885 1,774

Depreciation 1,032 - 615 404
Street Sweeping: ' ,

Operating Expenses 1,695 129 350

Depreciation 0 : 0 _ 0
Totat Cost : . 6,586 3,690 2,527 493
Cost Per Capita/year (DH) : 62 35 37 17

Data shortcomings mean that the estimates, particularly in Table 8.3-2, are very rough,
however the two tables suggest that existing expenditures on collection and street sweeping are
equal to about 22 % of total (assessed) public revenues for Boudheb, 10 % for Zaouia, and
15% for Biada. Waste disposal carried by the Urban Community represents about 1.5% of its
annual revenue.

Financia! accounts of the Communes and Urban Communily tend to underestimate true costs;
for example, depreciation is rarely reflected adequately. Other costs for 1996 are understated
even in the above table, in particular the use of national promotion workers, the cost of which
was borne by the central government, but which will be borne by the Communes after 1996.
Nevertheless, it seems clear that although SWM costs account for a significant proportion of
local government revenues, they are a small proportion of  household expenditures; averaging
disposal costs across all three coramunes, these correspond fo about 1.5.% of per capita
income in Boudheb and Biada, and 1.0% in Zaouia. This suggests that, particularly in those
areas in which SWM s relatively adequate, substantial improvement in service is likely to be
quite feasible in a financial sense. The financial feasibility of projected increases in expenditure
that are associated with the proposed improvement in solid waste services, and issues relating
to the role of the national government in earmarking subsidies for SWM are discussed in
Section 9.3 below. '

8.3.2 Accountihg Procedures

A survey of financial practices conducted in Safi asked if the accounting system used at the
commune level makes a clear distinction between the costs of solid waste management and
those of other commune activities. In fact, the study revealed that there is no separate
accounting for different services provided at the local government level. In practice, there is a
great deal of sharing of equipment and manpower. Also, local government accounts only
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show cash costs, primarily salaries, consumables, and spare paris, and recently, interest
payments to the FEC. Disaggregation of local expenditures are typically in terms of inputs
(personnel, vehicles, etc), rather than outputs. True costs of services are thus not
represented in accounting systems, which therefore provide inadequate information for
planning and management of specific services, such as solid waste management.

For local government operations as a whole, it would be desirable to introduce output
budgeting and to clearly distinguish the costs of different services provided at the focal level.
True costs of solid waste management and other local government activities, including capital
costs, should be clearly understood to facilitate planning.  Although immediate
implementation of such reforms will be beyond the institutional capacity of most local
governments, some basic steps in this direction might be made even in the poorer commumtres
where, in fact, the need to know where funds are bclng spent is the most urgent

While it may not currenlly be feasible to have profit centers for all activities in which costs and
revenues from user charges are identified for different types of service, it is nevertheless
desirable to identify those aspects of SWM operations which can be so classified.
Expenditures related to industrial S\WWM may already begin to fall into this category within
those jurisdictions in which large industrial complexes are situated; more generally, this issue
will become of increasing importance as industrialization in Morocco proceeds.

While accounting reform is in general desirable for most local governments in Morocco, the
most useful recommendation is not to introduce more complex accounting systems, such as
accrual or capital cost accounting, which will often create major administrative difficulties and
delays, and give misleading information. If accounts are to be useful, they must be produced
punctually, and their complexity must be tailored to the skills and equipment avaitable, as well
as the ability of decision makers to use the information generated.  So it is usually most useful
to concentrate attention on building upon existing systems, updating them, and gradually
introducing improvements in financial records. At a minimum, the following should be
attempted within the three Communes and the Urban Community of Safi:

» distinguishing between SWNM costs and other costs incurrd by the Communes and Urban '

Commumty

s distinguishing between various componenls of SWM costs, such as operation and

maintenance costs, and loan amortization, as well as non-cash costs, such as depreciation

o allocating costs belween broad categories of waste drschargers such as mdusily and
households

» developing indicators of service efliciency in cost-output terms which allow comparisons
to be made over time

Accounting reforms of the above kind are not only desirable in themselves, but will also help
lay the foundations for possible subsequent re-allocation of responsibility to private sector or
commercially oriented operations, which are generally accepted as being more eflicient,
Indeed, privatization, by lowering real costs of solid waste management operatlons may be
one means of alleviating the financial burden implied by improved service. Issues to be
addressed include, above all, clear legal definition of waste management standards and
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responsibilities, and removal of impediments to entry such as difticulty of entering into multi-
year contracts, and the social implications of a probable reduction in labor force if private
operators are involved.

Accounting reforms will assist possible privatization initiatives since they provide a more
accurate estimate of the real financial costs of providing services. Existing budgetary
procedures tend to be inaccurate estimates of real financial costs.  Thus capital costs tend to
be understated, with interest and depreciation often not being reflected in public accounts.
(However, in terms of social cosls, these effects may be offset to the extent that wages for
unskitled labour are higher than their opportunity cost, which is apparently the case in Morocco,
where urban unemployment is about 16%).

8.3.3 User Charges for SWM

There are no examples in Safi of any user fees, taxes, fines or other penalties, or income from
sales that are specifically related to solid waste. Thus there are no charges for household
collection, no tipping fees for industrial waste discharge, no penalties for illegal disposal, and
no fees for industrial or hospital collections. No instance was cited in which local
governments profited from sales of recyclable material or compost, nor were there any
examples of deposit-refund systems which may be introduced either at the local or national
levels, and which are discussed in the chapter on national fevel actions above. '

It is however useful to consider possible introduction of mechanisms at the local leve! for
raising revenues and at the same time encourage more eflicient use of resources by recycling as
well as actual reduction of waste discharged. Criteria for determining the appropriateness of
such mechanisms include environmental effectiveness, economic efficiency, administrative
feasibility, polltlcal acceptablhty, and financial feasibility.

In pnnaple charges should be based upon the economic costs of the service provided,.
However, with regard to household waste, there appears to be no real prospect of charging
individual householders on the basis of the amount of sofid waste they genesate. To do so
would invite illegal dumping and evasion of payment for sesvices provided. Similarly, there
seems to be little scope at the moment for separately earmarking revenues for solid waste
management as far as residences are concerned. However, as financial management improves,
with more accurate costing of the services provided for different beneficiary groups,
identification of both the costs and potential revenues from households will become
increasingly feasible, and indeed a necessary pregursor for possible concessionary
arrangemems with private sector operators

Much 1llegal dumpmg takes place in part due to the inadequacy of existing collechon and
disposal systems. Financial instruments to deter this could be in the form of financial
penalnes for such activities.

In the future, there may be some prospect of collecting fees from indusirial waste dischargers
on the basis of the total costs they impose. However a distinction should be made between
two categories of industrial waste. The first category, which can be specified as “industrial”
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will be defined in future legislation. It is recommended that industry will continue to assume
financial and environmental responsibility for disposal and treatment of this category of waste.
However, industry will also be increasingly responsible for generation of waste that can be
collected and disposed of along with household and other conventional municipat waste, and
thus be dealt with by the municipality, or a contractor employed by the Urban Community of
Safi.

Where public sector management of industrial solid waste is involved, the contribution of
various sectors to the fotal waste load and costs of collection and disposal must be assessed.
The feasibility of introducing charges for each type of user should then be tested. A possible
result will be to find that with regard to industrial waste, user charges, whether in the form of
tipping fees, based on quality and type of waste, or collection fees based on volume, are
administratively feasible, and suflicient to cover the total costs involved. For this to occur, a
monitoring and regulatory system adequate to prevent evasion of payment and iflegal dumping
will have to be developed,; in practice the first priority should be given to those industries that
produce the largest volume or most environmentally damaging waste.

8.3.4 Investntent Decisions

Before the recent reform of the VAT distribution system, local investments financed by the
VAT were subject to exceptionally close scrutiny by the Ministry of Interior, which placed high
priority on those projects with significant national and regional benefits. The reform in the
VAT system now gives much greater freedom to local governments; the Ministry of Interior
continues to play an important role in the approval of capital expenditures, but it is planned to
reduce this over time. Investments proposed for FEC financing undergo the highest degree
of scrutiny; it should be noted that one of the requirements of the FEC is that the botrower has
an acceptable debt service ratio. In this respect, local governments in Morocco tend to be in a

relatively healthy position, since to date borrowing to finance local invesiments has been

minimal.

In view of the reduction in real terms in local government capital expenditures in recent years,
combined with the large projected increase in investment requirements for solid waste, there is
an urgent need to create conditions under which capital investment can be accelerated and
effectively implemented.  This requires upgrading of the capacity of local authorities and
specifically training in investment planning and project implementation. In this regard, the
FEC has a major role to play in making efficient decentralization a reality. - :

Investment projects for SWM must be built upon forecasting of the relevant "market”
Demands for services and acceptable standards are continually changing as incomes increase
and industnal structures change. Changes in demand as well as in the composition of waste
generated imply that there should be a permanent capability to keep track and monitor different
components of demand.  Skills must be developed to compare the costs of alternative means
of dealing with solid waste problems, taking into account both the relevant capital and
operating costs, and discounting costs back to present worth equivalents over the lifetinie of
the alternatives being considered. - : '
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The selected investracnts should always be compared systematically with the benefits of the
services they provide. With rare exceptions, however, it is not recommended that local
governments engage in sophisticated valuation methods, but should concentrate on the
achievement of cost-cffective means of meeting given targets or standards for collection and
disposal of sofid waste. Financial analysis should acconpany the economic analysis at all
stages; in particular, the implications of the project for local budgets and capacity to meet
operating and maintenance costs as well as to cover investment costs should be specified and
agreed before embarking upon the project.

Developing this local capacity is essential. It is critically important that investment in SWM,
as in any other area must be demand-driven, not supply-driven. While it may be usefu! for the
national government or FEC to identify targets for SWM, individual investments should not be
pushed on local governments by the financing agencies concerned.  Building capacity at the
local levet for investment appraisal will ensure that this does not happen.

8.3.5  Contracting

Currently, with a few exceptions, local governments in Morocco not only have the
responsibility, but also carry out actual implementation, of SWM aclivities. There is thus
little experience in contracting out services to private contractors.  This process requires that
tasks to be performed are clearly specified in terms of geographical coverage, frequency and
performance standards, and that performance can be measured. It is extremely important that
the bidding process is transparent and that there is a clear separation between the authority
issuing bids and the potential contractors.

To give contractors adequate incentives to engage in long term planning it is necessary that
contracts can be renewed if performance is satisfactory, and that the contract periods
themselves are long enough to cover the amortization of invested capital. In the past in
Morocco this has sometimes been prevented by the Ministry of Interior; indeed there may be
good grounds for this if the local authority does not have the capacily to evaluate bids or
investment programs adequately. Competition is essential; one way to achieve this in larger
jurisdictions by dividing the municipality into zones which are served by different contractors,
or by the municipality itself. This "contestability" has been shown to be effective in some
developing countries' SWM operations, and in France for water supply.

8.3.6 | Revenué Co!!ection

As indicated by Table 8.3-1, collection of local taxes requires improvement. Nationwide,
total revenues generated by locally-administered taxes and fees in 1993 amounted ta 1,665
million DH.  This refers to revenues actually collected; however, tax assessments in that year
were 2,106 million DH.  As in the case of the three local faxes administered by the central
government, there was thus a significant shorifall in revenue collection, in this case being about
21 percent. Similarly, the Commune of Boudheb stated that actual revenues are less than
80% of assessments. This situation poses a major problem for the adequate delivery of local
services, including, of course, solid waste management.
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8.4 Privatization

8.4.1 Need for Privatization of Waste Collection Service

It is recommended that the threc communes of Safi should consider privatization as a means of
improving to improve the efliciency of waste collection services.

Through the current study , it was found that the waste colleciion_sewiccs by the three
The best indicator for measuring the efliciency of

communes are not as eflicient as expected.

collection service is unit cost per fon, which is calculated by using cost of collection service

spent and quantity of waste collected.

The study found that the unit cost for each commune

as follows:

Table 8.4-1 Unit Costs of Waste Collection Service in Safi, 1996
Unit Cost of Waste Annual SWM | Annual Waste
_ Collection Service ~ Cost Quantity
Communes )+ ()= Collected
_ (a) (b) ©. ]
- Boudheb: DH 254/ton DH 4891116 | 19292 ton
- Zaouia: DH 336/ton DH 3559800 - 10608 ton
- Biada: DH 377/ton DH 2177460 5772 ton
- Average of the DH 298/ton DH 10628376 35672 ton
3 Communes: -
: - 3N =
400 [ 336 (189) . i )
(168) 298
(149}
350 |

A Contractor B

Fig, 8.4-1
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The contract price offered by a contractor to the Urban Commune of Ain Sebaa in Casablanca
is about DH 200/ton.  The both the commune and the contractor are waiting for approval by
the Ministey of Interior. g

The average cost, DH 298/ton for Safi is about 50 % higher than the coni_ractor’s price. This
explains why the communes need to consider the privatization of the waste collection. :

8.4.2  Steps Towards Privatization

‘There are two main ways to privatize waste collection service, i.e,, 1) use of contractors
(contracting out), and 2) commercialization of the municipal collection service (establishment
of a municipal company for waste collection and subsequently a private company).

The use of contractors (contracting out) would be easier and probably take less time than the
other way, and therefore is more advisable for Safi. Practical steps to be taken for contracling
out are as follows:

Step 1:  Knowing costs of waste collection service

Step2:  Searching for interested companies, and obtaining preliminary oﬁers and
information from them :

Step3:  Planning, defining services to be privatized, and tender preparation

Step4:  Tender execution (announcement, receiving and evatuation of ofters)

Step 5. - Negotiation and contract

Step 6. ~ Monitoring and supervision (after contractor’s commencemem of service)

Step 1: Knowngy_n it Cos;s of Waste ollgc ion Service

It is necessary for the commungs to convince themaelves that the privatization is beneficial to
the communes. For convincing themselves, the communes must know the unit cost of their
collection service, and compare the unit costs with prices that may possibly offered by
interested contractors. _

}Istimating unit costs is necessary also for knowing the efficiency of their collection service,
without which the communes would not be able to evaluate efficiency, and may not lmprove
their collecllon service.

Unit costs of waste coliection cannot be estimated without having two types of data; costs of
waste collection per period {one year for example), and quantity of waste collected for the same
period. Itis possible for communes to estimate the costs of waste collection without having a
separate accounting system fos waste collection service. Costs of waste collection can be
estimated on the basis of costs of inputs such as equipment and personnel.  The best way to

'esnmate quanuty of waste collection is to use a truck scale for a periad, one we«ek for ewcample

Generally, unit costs of waste coilecuon services are 51gmﬁcantly underestlmaied by communes.
Such underestimation occurs as a result of 1) underestimation of costs of collection service and
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2) overestimation of quantity of waste collected.

Step 2: Scarching_ for_ interested companies, and obtaining preliminary_offers and
information from them

There are 2 types of companies which may be interested in waste collection services, i.e. bus
service companies and public work contractors.  The former has experience in dealing with the
public. (dealing with the public is a necessary element of an efficient collection service) The
latter knows tender procedures. (Communes normally contract out collection service through
tender.) .

Communes may obtain preliminary offers from interested companies either officially or
‘unofficially. Offers should contain prices and conditions of service.

3: Plaming, defining services to be privatized, and tender preparation

Commuaes should prepare a plan concerning:

- size and number of zones (areas} to be privatized
- type of service to be privatized {collection/transport, street sweeping, disposal)

Unclear definition of the service and poorly designed contracts may lead to bad results. The
contract conditions should include clear definition and conditions of the sefvice, methods of
collection, penalties, contract period, and payment conditions, quantity of waste to be collected
by contractors.

Step 4: Tender execution {(announcement, receiving and evaluation cf offers)

The benefits of privatization of collection service depend heavily on the existence of
competition among interested contractors. Teader should be implemented in such manner as
to atiract many contracltors.

Step 5: Negotiation and contract

A serious problem of privatization for communes is how to deal with the their existing
personnel and equipment.  The contract to be made between Urban Commune of Ain Sebaa
and a contractor includes a condition requiring transfer of the existing personnel and equipment
of the commune to the contractor o

Step 6: Monitoring and Supervisian (after contractor’s commencement of service)

Experience of Malaysia and other countries shows that the monitoring and supervision of
contractors is very important for the communes to have desired results. Contractors should
be required to should have them submit monthly reports on their performance (collection
quantity and frequency, etc) to the communes. On-site inspection is also necessary.
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Frequency of such inspection may decrease as contractor proves to be mere reliable.

8.5 Municipal Regulations
8,5.1 Introduction

Targeting proper SWM implementation in their jurisdictions, the Urban Communes and
Communities should set up municipal regulations for cleansing activities to define the
authorities’ responsibility and citizens’ dutics. The regulations should cover the scope of
responsibility for cleansing services and authority 1o issuc relevant orders. The regulations
should also clarify citizens’ duties for cleansing activities. Therefore, the regulations can be
considered as a contract between the local government and citizens.

Taking into account the current status of Morocco’s local government legislation, it is not
essential to introduce mwnicipal regufations. The national government, however, should
consider the principles contained in the Decentralization Law of 1976 and support local
parliaments o establish municipal regulations for cleansing. : -

8.5.2 Current Situation of Local Laws

Prerogatives of Communes are laid down by the communal charter dated 30 September 1976
related to “communal organization.” In Part IV Article 30 Paragraph 2 Section 4, the law
specifies that the communal council “determines the creation and the organization of the
communal public utility services and their management, either through direct public service or
through subcontracting with 2 private company, or through concession.” In Article 31
Paragraph 7, it is stipulated that the council deliberates over the “general rules of roads,
construction and hygiene within the framework of laws and regulations in force." However,
they can be executed only after approval by the higher administrative authority.

The Royal Decree ﬂ')ahir),NrO 1.58.401 issued on 24 December 1958, updated by the Jaw N°

14.88 dated 25 June 1990 gives the right to the communes to charge the oftenders of the
municipal regulations related to prevention regarding health and protection of green areas.

Penalties

Penalties are laid down by the law N° 14.88 dated 25 June 1990, implemented byr the
enforcement decree N°1.90.91 issued on 9 November 1992,  The amount of the fines that the
communal authorities have a right to collect is 100 Dirham for offenses to the regulations on
the preservation of public health and the protection of green arcas.

8.5.3 Urban Communes

Urban Communes’ regulations for cleansing aclivities should address the following.
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1) Scope of Responsibility of Communes

Communes are responsible for collection of municipal waste.  The scope of this responsibility
is basically timited; therefore, it should be clearly outlined. :

a. Duties to Maintain Collection and Cleanlines

Communes have the duty within their jurisdiction to collect waste generated from legally
constructed buildings and from residents whose tax d’etilite obligations are fulfilled. Whether
or not the tax d’etilite is paid, however, Communes have to collect alt waste generated as
part of their duties is to maintain samtatlon in their jurisdiction.

b. Types of Waste to be Collected

There should be a clear definition of waste that communal collection has to deal with,
Basically, wastes to be covered by communal service are houschold waste generated in the
communes and other waste that can be regarded as household waste in terms of its waste
composition and form. -

c. Collection Points

Basically, collection points should be located on public streets facing private buildings

2) Authority regarding Provision of Communal Services

Communes should be authorized to ask waste generators to carry out certain act:ons in order
to properly provide collection service. :

Communes should be authorized to do the folioWing:

¢ Refuse waste in certain cases : : :
¢ Set conditions for collecting waste {frequency, collection points, containers, and tlme}

3) Authonty concerning Operahon of Cleansmg Activities
Communes should be authorized to do the following:

¢ Collect service charges for waste collection
¢ Provide instructions to waste generators

¢ Issue orders to control illegal dumping ; and collect costs for restoring damage caused
thereby _

¢ linpose fines on persons who dump waste on the street
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8.5.4  Urban Community
1) Responsibility

It is desirable to define the responsibilies and powers authority of Urban Communities similar
to those described above in regard to Urban Commune.  This definition, however, only needs
to address factors related to disposal site management. :

Urban Communes are responsible for securing lands for disposal sites. The authorities are
therefore responsible for taking the environment into consideration when selecting the land and
also operating the site. '

2) Authority
considerations should be given to authorizing Urban Communities to do the followings

o Refuse waste at disposal sites as necessary (i.e. refusing to acceppt industrial process waste
and special waste) - ' :

e Issue instruclions to municipalities and waste generators concerning inconnng waste
{especially generators who discharge hazardous waste mixed with municipal waste

o Charge a tipping fees when waste is transported to a disposal site by private waste
generators/collectors

¢ Use the private sector to secure land for disposal sites

8.6 Public Education and Awareness
8.6.1 Public Education Actions Regarding Waste
1)  Awareness Campaigns

Public education and awareness are generally realized in Safi through actions like eradication of
illegally dumped waste, that are organized at the levels of the Communes, the Urban
Community and the Province.  The cleanliness campaigns that have been carried out in Saft in
1996 are the following:

- The campaigns of cleansing and protection of green spaces organized during the summer
of 1996 at the initiative of the Province in cooperation with the Urban Community, the
Communes and the provincial delegations;, -

- The cleansing campaigns that have been launched as a response to His Majesty the King’s
Letter at the end of 1996, - - . ' '

- The cleansing campaigns organized on the communes’ initiative during the year for the
coltection of waste from streets and for the eradication of “black points” according to the
needs. '
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2) Cleansing Campaigns as Initiated by the Province

Many communes of the Province of Safi have organized cleansing campaigns with the support
of the Province and the provincial delegations. The activities were planned between May
25th, 1996 and July 8th, 1996 in commemoration of His Majesty the King’s birthday, the
Youth Feast and the Earth Day of Environment. The major actions have been the cleanliness
of the "black points", the painting of walls and the maintenance of green spaces.

These campaigns have included various activities such as:

- 'The eradication of “black points™ as in the case of Biada, for instance, where 12 days
have been devoted to such actions, from June 3rd to June 26th;

- Public meelings concerning topics such as waste treatment and its effect on health or
houschold waste disposal,

- Meetings with women in order to discuss matters of cleanliness and protection of
environment;

- Visits directly to homes to increase the awareness of people and advise them to act
appropriately for good handling of waste. :

- Distribution of waste bags and the setting up of banderols with slogans.

3 Cleanliness Campaigns Initiatéd by -HM. the King’s Letter

In November and December 1996, the communes were advised by HM. the King’s Letter to
take measures to eradicate the black points. A whole series of campaigns have been
organized in the communes of Safi to respond to this advice.

For instance, in Biada, the removal of household waste from black points was organized in 18
sessions, from November 24th to 27th and from December 5th to 18th in the 1st
arrondissement and from 7th to 15th November in the 2nd arrondissement. In Zaouia the
JICA Study Team has been able to attend in November 1996 a cleansing campaign, which was
executed in the surrounding of the Safi airport, within the scope of measures taken to eradicate
“black points".

4)  Cleanliness C:;lmpaigns from the Viewpoint of the Public R

The household survey has, in part, dealt with the households’ opinions concerning the
awareness campaigns. About 70% of the persons who answered mentioned that they
remembered the campaigns. Among these persons, 85% said that they were aware of the
messages of these campaigns. The answers concerning the time of campaigns are consistent
with the campaigns that have been carried out during the summer and at the end of the year
1996 for Boudheb and Zaouia. In the case of Biada, most people did not recall the cleanliness
campaigns that had been implemented.

Concérning the tools used for the implementation of the campaign, loud- -speakers and

television prevail (about 70%). At a secondary level, we find posters, mectings with the
public, and households.
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8.6.2 Results of the Awareness Actions
1) Summary ef Cleanliness Campaigns
The results of campaigns are not clear because:

- There has been no evaluation;
- 1t is difficult to make a judgment about recently completed campaigns,
- The contribution of awareness measures taken to solve problems is not separable from
other rmeasures. '

The short-term effect of the campaigns of eradication in the waste dumping areas in 1996
seers to be positive at the date of February 1997. Some sites have been restored.  For the
longer-term, prior experiments have shown that the result has generally been limited. = The
eradication of waste dumps apparently serve to keep the cleanliness level at its present state,
which depends on variable factors like the quality of the waste collection service and the
behavior of citizens in handling their waste. These actions do not eliminate the problems that
we week 10 solve. '

2) Results of the Household Survey
The answers given to the questionnaire show the following:

- The results concerning the influence of campaigns on opinion or behavior are rather
confusing, _ : o '

- Almost 20% of people think that the campaign has not had any effect on them and 39%
did not answer. Among the persons who consider that they have been influenced by the
cleanliness campaign, 75% think that this influence has been on their opinion.

- The influence on behavior is practically worthtess (less than 2% of those who answered)

- About 91% of answess mention the fack of communication. Only 10% of the persons
who think that there is communication with the collection service cite the awareness
campaigns. :

- More than half the persons who considered that there was sonie communication, stated
that communication was about the waste collection time.

If we attempt to summarize roughly the answers given in the questionnaire, we note that
residents have perceived the awareness campaigns favorably outside Biada, but that these
campaigns have improved neither communication nor participation. In terms of public
awareness, the impact of these campaigns seems to have been timited. This result is probably
related to the fact that the campaigns are primarily campaigns for the removal of waste with no
strategic support of public awareness measures. '

3) General Summary

Table 8.6.1 shows the types of actions that are general(y taken in Safi during'the campaigns in
order to solve the existing problems of SWM. We note that these campaigns concern site
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restoration more than general awareness.  In certain cases, some preventive actions have been
added to these measures of waste removal.

We note the lack of the following elements:

- There is no precise objective to creatc awareness nor a plan of action;

- The existing cleanliness campaigns generally constitute complementary measuses to the
normal service of collection rather than measures of awareness,

- Restoration actions, which are meant to grapple with the consequences of the problems,
for example, the eradication of black points, are well realized. However, prevention,
which is meant to grapple with the causes of the problems, is not sufficient in the field of
public education. :

Table 8.6.1 -~ Summary of the Types of Awareness Actions
Apphed or to be Applled in Safi

Acuons a!ready Actions to be taken
taken :
Probtems and - Black points - Campaigns of (Management plan
their - Unhealthiness of eradication of - | measures)
consequences dustbins black points

- litter in street L : -

Causes of - State of roads - improvement of | - Information of the
problems - Insufficiency of collection public;
collection; service - Dialogue between the

-Negligence of - Slogans commune and
residents; - (banderols or residents;

-Lackof : loud-speakers); | - Identification of
communication - Meeting with the | objectives and
beiween the public; . arranged actions;
commune and - Posters. - Greater motivation of
residents COMRIINES.

8.6.3  The Major Problems of Public Awareness
The major problems of public awareness in Safi can be summarized in the folIowiﬁg way:

- Lack of communication between the residents and the commune; -
. - Inadegquate public participation in collechon operatlons and mamlenance of the

cleanliness of the public areas;

- lnadequate public education and awareness wnhm the framework of cleanliness
campaigas that are organized by communes,

- The lack of a strategy of awareness and education about the matter of solld waste.
Awareness actions are principally isolated actions that accompany the ac!mty of
eradication waste dumping areas; -
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- The insufficiency of making use of the provincial delegations abilittes for an integrated
work of awareness in terms of the matter of solid waste at the level of the city of Safi;

- Sometimes the poor conviction of communes about the necessity of public education
measures to implement the SWM level, -

- Lack of evaluation of the results of the cleanliness campaigns,

- Lack of continuity of actions, which gives limited results to the issue of campaigns and,
therefore, underestimates the usefulness of awareness campaigas.

8.6.4  Possible Solutions
1) A More Global Approach to Information and Communication

A more inclusive approach to information and communication seems to be necessary. The
residents atready constitute the target of the awareness efforts in order to improve bodily
hygiene and food hygiene and even environmental hygiene. These objectives especially
concern the private domain in such a way that everyone can feel directly concerned with the
measures to be taken by individuals. '

In the case of urban waste, citizens’ attitudes tend to be about the quality of public service and
the benefits are not easily perceived at the level of the individual. Individually, the residents
think that maintenance of cleanliness is exclusively a public responsibility service. We
understand that in this precise case, awareness creation cannot be done in the same way as for
health or hygiene. -

The act of making recommendations (¢.g. do not throw waste) already presupposes a higher
level of awareness of the general interest and civic duties. In fact, this require a mentality and
attitude which is possible only when the duty of collective responsibility has the upper hand.
Such awareness becomes possible only within the framework of the refationships between
residents and the authorities through dialogue and advanced comnunication.

The point of the awareness campaign is therefore to start by encouraging such dialogue. This
concerns a step that should be continuous and which will be useful for stimulating the
encouragement of the impact and effectiveness of the attitude and behavior messages within
the framework of, for instance, the promotion of a new collection system. Besides public
awareness, environmental education at school is necessary.

2) - Priority Actions

Health status has many determinants, including the management of waste collection and the
attitude of people with respect to waste.  The objective of improving SWM thus depends on
the different measures taken to manage both the causes and the consequences of the existing
problems. ' '

Actions relating to  education and awareness for the improvement of SWM should be

identified and organized in accordance with the development of the plan of public education
and with the adoption of the measures of a SWM improvement plan. A plan means the
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working out of objectives, the choice of targets and mcans, the evaluation of results and the
appropriate organization.

Public education could be organized at several complementary levels:

3)

- Regular actions for cleansing neighborhood sites through cooperation between people
and the commune. Such actions, like eradication of "black points", are already taken but
should be continuous and improved as regards the participation of the public.

- Permanent action for the improvement of communication between residents and the
commune and information about SWM. This action can be fad by the Urban
Community. :

- Establishment of enwronmental educauon aclivities at school tal.lng beneﬁt of the
know-how of teachets, ccordinators of the De!egauon of National Educatlon and
municipal actors in the field of SWM.

- Isolated and welt targeted actions to accompany the other measures of SWM
improvement. It is at this level that the awareness measures support the technical
measures of SWM improvement as, for instance, gelting the public understanding and
acceptance about SWM objectives or by accepting innovative measures in the collection
system, or more simply getting cooperation of the people against sireet littering. The
commune is the first level of government concerned with this type of action.

Necessary Conditions for Implementing Actions

The feasibility of such actions for organizing public education is based on a set of condxtions
like: :

- making available on the part of urban communes and urban coramunities an annual fixed
budget dedicated to the production of awareness and education materials; ,

- studying problems related to the lack of public participation and its causes in order to
identify appropriate actions for heightening public awareness; :

- producing data about awareness and education, like for example the quantity of waste
collected during a cleansing campaign, the number of "black points", the rate of public
participation in aciivities, and the educational activities developed at schoof; these data
are necessary for the evaluation of the results of awareness heightening and education;

- organizing a permanent committee in order to make sure that efticiency and continuity of
actions will be reached; ,

- developing an integrated approach toward education and communication in the field of
SWM, Including aspects like the institutional development of public relations, the
integration of environmental education into the general school education, the broadening
of objectives of actually existing cleansing campaigns, and the pseparatlon of plans for
public awareness heightening, : : :

The objective of information and communication cannot be achieved solely by awareness
campaigns. Institlutionalization of these activities is necessary at the level of the Urban
Community. Some measures for education of children at schools are also necessary.
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On the other hand, the awareness campaigns are well adapted to precisely targeted actions.
The communes should develop their capacity of planning and organizing these actions by using
the know-how and the existing networks of provincial delegations.

A committee for identification of the objectives of awareness and education in the field of
waste should be set up at the initiative of the Urban Community. The committee should be
comprised of the communes, the provincial delegations and local associations under the
presidency of the Urban Community.  Its function would be to take care of the realization of
the objectives ‘of public information and communication between the commune and the
residents, on the one hand, and to facilitate the identification of projects and their realization
within the framework of the communal activity, on the other.

4) Objectives

The awareness and education objectives can be formulated according to the problems raised, to
the action levels previously presented or according to the priority targets.

The following objectives should be considered as having priority:

- To better inform the public and create better conditions of communication between the

- commune and the public; ) ' :

- To make the communes understand the usefulness of public education; :

- To launch awareness and education actions in accordance with a pre-defined strategy or a
pre-established plan;

- To better integrate the intermediate targets into the actions of awareness, namely women,
children, coordinators of provincial delegations, the elected representatives of the
communes, and the associations; '

- To integrate environmental education into the general curricula at school,

- To increase the awareness of waste collectors within the framework of measures that will

. aim at the improvement of their working conditions and the improvement of their image
in society, , :

- To beiter use local competencies and resources so as to develop capacities to identify

~ objectives, and to plan and execute the actions; to better integrate and encourage the
local associations with respect to the planning and execution steps, '

- To develop the financial, technical and institutional capacity for producing educational
materials. R I '

- To better develop the exchange of ideas and information with other communes.

8.6.5 Continuity and Evaluation of Awareness Campaigns
- Continuity and evaluation of awareness campaigns are sensilive aspects for the successtul
achievement of the assigned objectives. These aspects are explained in more detail in other

parts of this report.

Measures needed to ensure continuity are various. For example, ineasures can be the setting
of a follow-up committee and support of focal NGOs. They can include provision of regular
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public information. They also can be the complementarity of awareness tools or the use of a
mascot.

The evaluation of campaigns provides:

an incentive to continue the actions,

a statement of the situation and a judgment about the usefulness of actions already
underway

an improvement of the awareness actions,

a justification of the usefulness of public awareness helghtemng

Evaluation criteria must be defined at the following levels:

- efficiency of the organization which has been set up,
- achievement of the objectives of execution of the campaign,
- achievement of the objectives of public awareness.

Aspects and criteria pertaining to evaluation are presented in part B of this report. There are
no specific cnteria for evaluating the achievement of public awareness objectives. They may
include, for example, the change in the rate of waste collection, the genera! conditions of
cleanliness in the city, the number of "black pointa" or the change of sites classified as "black
points”. Measurement of the effects of campaigns in areas with low pamcnpanon of lhe public
- or with insanitary conditions is a priority.

8.7 Conirol of Waste generated by Industrial and Other Establiih:ﬁents

8.7.1 Responsnb:l:t) for Control of Waste from Industnal Waste and Other
Establishments

Various actors have a role to play in respect of solid waste generated from factories and
commercial and business activities in the city of Safi: namely, businesses, the Urban
Community, Communes, the Province, and the Ministry of Environment. . They are
responsible for SWM and/or for control of such waste. Details of such responsibilities are
noted below. : ' :

1) The Urban Community, which supervises operation of its disposal site, has
responsibility for the following aspects of industrial waste control.
¢ Presenting criteria for incoming industrial waste at the municipal disposal site -
Instructing communat trucks not to collect waste that fails to  meet the Community’s
criteria _ S :
¢ Instruciing businesses to separate waste that does not meet  the Community’s criteria
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2) Communes have responsibility for the following duties.
e Refusing to collect certain types of waste as defined by the Urban Commumty
o Instructing generators to collect non-household types of process waste

3) The Provincial Government and the MoE have the responsibility for the following
management activities concerning waste that is not disposed of at the municipal
disposal site. '

o Setting SWNM targets for businesses
s Approving and supervising SWM by businesses

8.7.2 Classification of Industrial Waste and Risks to Environment
1} Waste from Industrial Production Processes

One of the largest chemical factories of phosphortc ac&d fertilizer in the world is located in the
city of Safi. Other main industries in the city are food processing, textiles, pottery, and plastic
injection forming. - .-

a. General Industrial Waste

“General” industrial waste is defined as industrial waste that is generated from production
processes and does not require neutralization or stabilization for environmental purposes.

‘The phosphoric acid fertilizer factory discharges a large quantily of liquid gypsum waste into
the ocean without special treatment. ~ Afthough waste gypsum is harmless, its discharge to the
ocean may negatively affect the area’s productivily and may be related to the decrease of fish
stocks along the coast of Safi. Once regulations are imposed on the wrgidity of tiquid waste
dlscharged there, a large amount of gypsum sludge will be generated afler treating the liquid
waste. - The sludge is harmiess and will not cause any environmental risks at the disposal site;
however, the amount of the studge will be so large that the municipal disposal site will not have
enough capacity to accept the waste.  Therefore, the sludge should be treated by its generator.

Other factories generate plastic waste and other articles (i.e. expired canned food and pottery).

Communes should not include these wastes in their waste collection because they are
discharged irregularly.  Such waste is almost harmless to the environment when disposed of at
the municipal disposal site.

b. Special Waste

According to our surveys, factories in Safi do not use any hazardous materials.  Although it is

not yet legally defined, special waste is defined as hazardous waste that requires special
treatment of neutratization or stabilization. Factories in Saft do not generate such waste,

¢. Municipal Waste at Factories -

Certain waste is gencrated at factories for workers’ houschold activities or from office
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activities.  Such waste can be included in the category of municipal waste.

d. Demolition Waste

Demotition waste is generated from construction work and public civil engineering work.
Although the waste is totally harmless, its generation is irregular in terms of time and place.
Also, the waste is generated in a large amount at one time. When amounts are dumped near
residential areas, dust will emerge as a risk to the living environment.

¢, Hospital Waste

Types of hospital waste can be classified as below.

Household Waste ]
(Waste generated by patients’ (ecept one
in isolated annex) dayily activities or from
office work

Hospital Waste

Medical Waste
{Wasts generated from medlcal activities}

Non-infectious Waste

infectious Waste

Figure 8.7-1 Types of Hospital Wastes

Infectious waste is categorized as special waste, but it has not yet been legally defined in
Morocco.  The Ministry of Health, however, has already prepared guidetines for defining the
waste. Unless hospital waste is infectious, it can be handled as municipal waste. On the
other hand, infectious waste must be sterilized before disposal to avoid secondary infection.

There is only one large general hospital serving as a mcdlcal center in Saft in additioa to a
number of small size clinics. This hospital generates infectious waste but does not conduct
separation and special sterilization of the waste. The waste is currently dischasged in
communal containers and hauled to the municipal disposal site by the commune.
8.7.3  Methods and Targets of Treatnient
1) Waste Sepafated from Communal Collection
Industrial waste that communes should not collect are as follows.

e Waste that cannot be disposed of without treatment at the municipal disposal site

o Non-household types of process waste
¢ Large quantities of waste
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(demolition waste, pottery articles, and process waste)
o Waste that does not suit communal collection (i.e. especially dangerous gas bottles,
excessively heavy waste, and scrapped cars

2) Criteria for Waste that can be Accepted at the Municipal Disposat Site

There are some types of waste that the municipal disposal site should not accept without
treatment.

o Special Waste (hazardous waste, as defined by the Mok)
» Waste that is unsuitable for the site’s operation (liquid or fluid waste, excessively
large amount of waste, and bulky waste)

The municipal disposal site can accept the following waste.
+ Waste that can be regarded as municipal waste in terms of its composition
- o Special waste that is completely neutralized
e Waste that is not fluid and does not disturb the site’s operation -
o Stabilized waste that causes no environmental risks and does not distuib the site’s
operation. ' :

3) Treatment Targets

22 a. -~ General Industrial Waste

Waste should be reused or recycled as much as possible.

Waste plastics should be crushed into pieces of no more than 15 emin each dimension.

Sludge should be treated by dewatering so as not to be fluid. ' '

Combustible waste (except vinyl chloride) shoutd be incinerated at factories, or its

generation source, when environmental considerations are not an issue for the

surrounding area. . ' ' : : :

o Other industrial waste and treated waste should be disposed of at a conirolled disposal
site (which satisfies the MoE’s guidelines). '

* & * &

b. - Demolition Waste
e Waste should be reused or recycled as much as possible.
¢ Waste should be crushed into pieces of no more than 15 cm in each dimension.
» Waste should be disposed of at the Urban Community’s authorized disposal site.

€ Infectious Waste o ,
§' o Infectious waste should be completely separated from non-infectious waste.
Containers clearly indicating “infectious waste” should be used in waste management.
» Infectious waste should be steritized. ' '
» Pathogenic waste, in particular, should be incinerated.
o Treated infectious waste should be disposed of at a controlled disposal site.
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()

(2)

3)

Methoeds of Treatment

General Industrial Waste
Waste plastics should be treated with a cutting machme and sludge with
hydroextractors.
Small incinerators can be used for treating papers, clothes, and combustible plastic
waste except viny! chloride, only when combustion gas has no negative influence on the
sureounding living environment.
Other industrial waste and treated waste should be disposed of at a controlled disposal
site.  Industrial waste is generated in small quantities in Safi, and there is only a slight
possibility that industries or private service providers will establish their own disposal
sites.  Therefore, the controlled disposal site to be controlled by the Urban
Community will have to accept this type of waste. :
Expired canned food is the largest element of the indusisial waste gencrated in Safi
After the BMH’s procedures, the waste should be crushed by bulldozers at a controlled
disposal site under the supervision of the BMH. The crushed waste should be
landfilled, and cover soil must be placed at the end of each day.

Demolition Waste
Demolition waste should be crushed into pieces of less than 15 cmin each dlmensxon or
at the construction sites. The waste should be disposed of at the Urban Community's
authorized site.
Crushed demolition waste can be reused as raw material to pave roads in the Urban
Community’s controlled site.

Infechons Waste :
Hospitals should introduce their own autoclaxes to sterilize infectious waste (except
pathcgenic waste). - 7
One option is to locate a small incinerator in large hospitals where a large amount of
infectious waste is generated since autoclave treatment in this case will require extra
management, Pathogenic waste must be incinerated. Locating a treatment facility in
the hospital, however, is not recommended because the hospital is in a restdential area.
It is recommended to locate an incinerator of several hundred kg capacity for an eight
hour daily operation in a suburb of Safi.  Since an incinerator of such capacity is hard
to operate as a private business, the government should provide public general hospitals
with instructions for construciing the facility. The Ministry of Health should examine
how to secure funds for the facility construction based on its national guidelines for
hospital waste. _
Sterilized hospital waste should be disposed of at the Urban Commumty s controlled
site.
In case sterilization cannol be conducted properiy, temporauy dlsposal can be
conducted in a controlled disposal site. The temporary disposal spot should be a pit
used exclusively for infectious waste. Entrance to the site should be reslncted and
cover soil should be applied there at the end of each day.
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8.7.4

1)

Methods and Activities of Contrel
Urban Community’s Conirol of Industrial Waste

The Urban Community’s controlled disposal site should accept non-municipal waste
and industrial waste {except demolition waste and pottery articles) on a contract basis.
The Community and factories should make contracts for waste disposal as follows:

The factory should be required to submit an application
The Urban Comrmunity nwist confirm that hauled-in waste meets the criteria related to
make a contract.

Contracts for disposat should address the following aspects.

- Types of waste to be disposed of

- Agreement on criteria for waste

- ‘Termination of a contract when inspection proves the wastc is not suitable, fines,
and responsibility to restore damage :

- Payment of tipping fees ' :

- Presentation of an admissmn pass, and weighing of waste at the entrance of dnsposal
site

- Reporting any changes in the type of waste, etc.

- Payment of contract handling charge

Contract term one year.

The Urban Community should introduce a system for approving disposal of demolition
waste and pottery articles under certain conditions. Owners of land where such waste
is landfilled must obtain approval for its use as a disposal site.

The following items should be introduced: gates to and walls around the pit, location of
water sprinklers, indicating land use as disposal site, presentation of Community’s
approval (numbers and terms), presenting names of facility manager, etc.

~ Periodical inspection should take of the waste hauled in from factories. Such

inspection should be made of the municipal waste collected by communal trucks.
Factories should also be instructed to improve their waste management based on the
inspection results.

It is necessary to regularly monitor the separation and management of infectious waste.
Hospitals should be instructed to improve waste management based on the monitoring

results.

Legal action such as administrative penalties can be imposed on the factories that do
not follow the Community’s instructions.
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2) Provincial and MoE’s Conlroel

In the near future the MoE will set up SWM law and regulations, disposal standards for special
waste, and facility standards for landfill and treatment from an environmental point of view.

" Also, the ministry will ensure the location of proper facilities by infroducing an approvat system,
through the Community, for intermediate treatment facilities and disposat sites.

It is necessary to impose national and provincial control over special waste. In Safi such
control will be placed in hospitals, which generates infectious waste. It is necessary to make
institutional arrangements, based on national guidelines, including obligation of hospitals to
report to the Province or the BMH. Reports should identify persons in charge of infectious
waste management and, periodically, its operation records.

Legal arrangements, however, are not yet developed, and an administrative system for SWM is
also nat established.  For the time being, the MoE and Province should lead a discussion with
other authorities on the construction of the disposal site in Safi. Hospitals and treatment
facilities for infectious waste should report, as instructed, to authorities on their overall internal
arrangements for managing SWM. :
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CHAPTER9 PROJECTED EXPENDITURI.ES ON SOLID WASTE
MANAGEMENT

9.1 Projected Expenditures for Collection and Transport Improvement

Tables 9.1-1 and 9.1-2 show annual operation and investment costs for the collection and
transport improvement plan and the street sweeping plan.

Collection and transport improvement costs will increase annually during the plan period,
and respective figures for 2010 compared to those of 1997 for each of Boudheb, Zaouia
and Biada will be 1.14, 1.52 and 1.53 times more. However because of the larger
amounts of waste to be collected and transported and more effictent collection system
applied, unit rates of the three urban communes, expressed in amount of money spent to
collect one ton of waste (Dirham/ton) will decrease.

In the street sweeping plan operation and investment costs will increase, but unit costs
will remain the same. More strict control of the work will allow longer street lengihs to

be swept and with higher frequencies.

Operating costs were calculated as follows;

» Salaries
Supervisor: 3,000 DH/month (1 supervisor for about 5 trucks)
- Driver: 2,200 DH/month

Collection worker: 1,900 DH/month
» 2 additional crews as stand-by and all salary costs multiplied by a factor of 1.5 to take
into consideration insurance, holidays, tax, etc.
Fuel and lubricants: 10 liters/trip x 10 DH/lit
Maintenance and repairs: (40% of truck cost)/(iruck age)
Depreciation:  {Equipment cost)/(cquipment life)
Indirect costs & misc.; 20% of the above costs
Unit costs: the above total costs divided by the waste amount collected

Investment costs covered purchase of equipment for renewal Costs and haulage
capacities are shown below,

¢ Compactor (12m’) 1,100,000 DH
e Compactor (8 m®) 850,000 DH
o  Dump truck (4 m*) 540,000 DH
s  Pick-up 2m*) 220,000 DH
o  Multi-loader 3 m’) 500,000 DH
«  Communal container (3 m’) 9,000 DH
o  Communal container (0.7 m’) 4,000 DH
o  Communal container (0.4 m’) 1,800 DH
o

Hand-cart 1,000 DH

For the purpose of planning the investment costs assumed ages of 8 years for trucks, 5
years for large containers, and three years for small containers. However during actual
operation the life of some trucks may be extended a couple of years, while that of others
may be shortened due to accidents, etc. These circumstances may flatten the sharp
fluctuations in investment costs. '
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9.2 Safi Urban Community

Projected expenditure from the year 1997 to 2010, shown in the following Table 9.2-1, is
estimated based on the implementation schedule and estimated cost which are described
Section 7.7 and 7.8, respectively. :

i
Table 9.2-1  Projecied Expenditure 1997 - 2010 £
_ . ' (Unit : DH)
Year Investment Cost - : G/M Cost Total
Construction | Procurement Sub Total '
1997 4,852 000 8,800,000 13,652,000 : 13,652,000
1968 ’ : 1,511,000 1,511,000
1959 33,857,500 1,800,000 35,637,500 1,511,000 37,168,300
2000 . . 1,511,000 1,511,000
2061 : 1,145,000 | -~ 1,145,000
2002 ' 1,145,000 1,145,000
2003 : 1,145,000 1,145,000
2004 6,000,000 6,000,000 1,145,000 7,145,000
2005 700,000 700,000 1,145,000 1,845,000
2006 R : 5 © 1,145,000 1,145,000
2007 1,800,000 1,800,000 1,145,000 2,945,000
2008 1,145,000 1,145,000
2009 : ' - 1,145,000 . 1,145,000
2010 : - 1,145,000 1,145,000
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9.3 Financing the Solid Waste Improvement Plan
9.3.1 Projected Costs

The propbscd SWM Improvement Plan for the city of Safi is based upon certain
underlying assumptions about economic and population growth, and their relationships
with the volume of waste generated, 1.e:

Population growth:
Boudheb: 1.88% per year
Zaouia: 3.26% per year
Biada: 1.51% per year

Per capita economic growih throughout Safi: 2% per year
Waste generation growth: 0.75% of economic growth rate

Projected costs of S\WWM necessary to achieve the targeted improvements and extension
of service for the three Communes confained in the proposed Improvement Plan for Safi
are presented in Tables 9.3-1, 9.3-2 and 9.3-3 below. These show varying rates of
increase in annual costs; thus between 1996 and 2010, costs of waste collection and street
sweeping are expected to increase by 41% in Boudheb, 118% in Zaouia, and 130% in
Biada. However, in reality, costs will increase at a somewhat slower rate; in 1996, a
considerable number of low income workers wete paid by the national government in the
national employment promotion scheme; after 1996 our projections assume that these

- costs are borne by the Communes. Using 1997 as the base year, therefore, the total

annual increase by the year 2010 becomes only 17% for Boudheb, 61% for Zaouia, and
52% for Biada.

Table 9.3-1 Boudheb: Projected Costs of Waste Colleciion and Street
' Sweeping, 1996-2010 :
' Unit: Thousand DH

, Collection: | Collection: Sweeping: | Sweeping:
| Year ' Operating Depreciation | Operating | Depreciation | Total
Expenses Expenses
1996 3,859 1,032 1,696 0 6,587
1997 ] 5,243 996 1,628 41 7,908
1998 15,077 1,048 1,628 41 7,794 |
1999 3,533 1,066 1,653 42 6,294
2000 3,623 - 1,272 - 1,679 43 7 6,617
2005 4558 | 1,581 1,008 43 8,095
2010 | 5,258 1,824 12,136 53 9,211
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Table 9.3-2 Zaouia: Projected Costs of Waste Collection and Street
Sweeping, 1996-2010
- Unit;
Thousand DH
Collection: | Collection: Sweeping: | Sweeping:
Year Operating | Depreciation | Operating | Depreciation | Total
Expenses Expenses :
1996 2,885 675 129 0 3,689
1957 3,621 537 814 22 4,994
1998 3,951 586 839 23 5,399
1999 3,981 558 839 23 5,401
2000 3,885 572 - 865 23 5,345
2005_ 4,064 1,092 1,348 35 6,539
2010 4,933 1,373 1,679 43 8,026
Table 9.3-3 Biada: Prejected Costs of Waste Collection and Street
Sweeping, 1996-2010
' : Unit:
Thousand DH : : o
Collection: | Collection: Sweeping: | Sweeping:
Year Operating Depreciation | Operating - | Depreciation | Total
Expenses Expenses | -
1996 1,774 404 350 0 2,528
1997 2,931 485 . 382 12 3,809
1998 3,368 549 382 12 4311
1999 2,769 496 382 12 3,660
2000 2,553 588 382 12 3,536
2005 3,208 847 458 14 4,527
2010 4,147 1,08} 560 16 5,803

In contrast to the foregoing, solid waste disposal, the responsibility of the Urban
Community of Safi, is expected to become inceeasingly important, as reflected in the
projected expenditures over the period, which are shown in Table 9.3-4.  Compared
with the collection and street sweeping activities of the Communes, the rate of increase in '
required expenditures is considerable, the annual costs incurred by the year 2010 being

about 11 times as great as those currently incurred.
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Table 9.3-4 U.C. Safi: Projected Costs of Solid
Waste Disposal, 1996-2010
Unit: Thousand DH

Operating :

Year Expenses Depreciation | Total
1996 - 165 329 - 493
1997 _ 165 2,874 31039
1998 11,404 2,874 4,279
1999 : 1,404 6,210 7,014
2000 | 1404 4,592 5,996
2005 1,145 4,292 5,437
2010 1,145 4,549 5,694

A comparison of the rates of increase in the cost of SWM is presented in Figure 9.3-1
below, which iltustrates the financial implications of the need to make up for the backlog
in waste disposal capacity, as compared with waste collection and sireet sweeping
services. ' o

Figure 9.3-1  Projected Costs of SWM in Safi: 1996-2010
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9.3.2 Affordability of the Improevement Pian

Some indication of the affordability, or financial feasibility, of (he projected cost
requirements described above can be assessed in terms of their selationship with existing
and projected local government expenditures, not only on SWM itself, but in total, since
SWM expenditures are committed out of general revenues. These relationships are
summarized in Table 9.3-5 below. However, all financing options are dependent upon
the overall financial situation and policies of the local government concerned; thus
implicitly any policy recommendation made here assumes "business as usual" for other
local government activities and financing. For example, the relatively low percentage of
total revenues required for SWM in Zaouia does not necessarily mean that the targeted
improvements are more affordable than they are in Boudheb or Biada. Ultimately,
affordability also depends upon the magnitude_of liabilities faced by the Commune in
addition to those relating to SWM, but_this_requires analysis_of overall_revenues and
expenditures of the local governments involved, which lies outside the terms of refe[cnce
of the present study.

Table 9.3-5 Projected SWM Costs as Percentage of
Local Government Revenues: 1996-2010

Year Boudheb Zaouia Biada UC Safi
1996 22 10 15 1
1997 26 3 22 9
1998 25 14 24 i2
1999 119 i3 20 20 -
2000 119 12 I8 15
2005 20 12 20 11
2010 19 11 B VA , 9

The above table does however show that while there are significant dlﬁerences between
the three Communes in terms of the proportion of local government revenues devoted to
SWM, the actual percentage remains fairly constant (afier 1996) over the fifetime of the
Improvement Plan.  The implication of this is that the program proposed by the JICA
study team should not in itself place an undue burden on the three Communes, so in that
sense it is "affordable”. Since the volume of waste generated, and thus the cost of SWM,
is primarily dependent upon economic growth rates, consistent improvement in standards
of service is, by definition, quile feasible from a financial point of view, assuming that
tocal governntent financtal capacity and other commitments grows at roughly the same
rate as the economy as a whole. SWDM costs only create an major additional burden
when substantial improvement in quality of service, or extension of service is involved.
In the case of Safi this applies primarily to the need to manage waste disposal by
introducing a sanitary landfill site for the Urban Community.
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9.3.3 Capital Expenditures for the Improvement Plan

Table 9.3-6 shows required expenditure on civil works and equipment at the time of
actual construction of procurement over the period 1997-2010. It was noted above that
total costs for the three Communes (including provision for depreciation) shows a
relatively slow rate of increase over the period, and in fact in remain roughly constant as a
percentage of projected total local government revenues. Solid waste collection and
street sweeping aclivitics carsied out by the Communes are not highly capital-intensive,
and it will thus often be possible for them to finance capital investment in trucks, carts and
containers out of current revenues, without having to berrow from FEC or some other
source.

There are however immediate problems of finding adequate funds for investment
purposes, notably for the purchase of trucks for Biada, although on an annualized basis
the required expenditure still sepresents a fairly small proportion of total expenditures on
SWM. - Indeed, this situation illusteates the importance of reforming accounting systems
so that funds for depreciation are established, to avoid just such problems as these. The
penalty that Biada might have to pay in this case for failing to anticipate such investment
requirements is to be forced to borrow from FEC at relatively high interest rates. Other
interim measures that might be considered include leasing of coltection vehicles, this
might be arranged with a neighboring Commune if, for example, truck capacity is
underutilized during the night time.

Table 9.3-6 Safi: Capital Expenditures on Solid Waste 1997-2010
' : ' - - Unit: Thousand DH

Year Boudheb | Zaouia Biada UC Safi UC Safi Total

, (egpt.) (eqpt) (eqpt) (eqpt) (constr)

1997 ' 8,800 4,852 13,652 |
1998 : 540 540
1999 1,982 1,614 1,800 33,858 39254
2000 2,762 1,095 3,857
2001 '
2002 1,422 545 848 2,815
2003 848 1,370 785 : 3,003
2004 2,900 4,067 1,394 6,000 14,361
2005 2,085 1,085 294 700 4,164
2006 294 270 785 1,349
2007 1,100 537 1,668 1,800 5,105
2008 3,541 1,071 1,698 6,310
2009 - 834 315 245 , 1,394
2010 162 1,037 794 1,800 .- ] 33,858 37,651

Note: Rehabililation and minor construction and extension of buildings is included in
annual operating expenses.
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With regard to financing of waste disposal, investment funds are the dominant concern,
since the new sanitary landfill will involve substantial capital expenditures. The financial
impact of the proposed landfill for Safi Urban Community as a whole is considerable, as
demonstrated in Table 9.3-5, which shows dramatic increases in required solid waste
expenditures, rising from | percent to a peak of 20 percent of the annual revenues
received by the Urban Community.  To the extent that the landfill is used by industry,
full cost recovery by tipping fees or other method should be used, thus reducing net
operating costs; however, it is estimated that this will be a relatively small amount for the
foresceable future. (It is not recommended, cerfainly at the present level of organization
and accounting, that the Communes should pay tipping fees). -

The source of financing used for the new landfill will obviously determine the future cost
structure; if grant money, perhaps from the national government, Japan, or some other
source, is available, the costs of waste disposal can be approximated on a year-by-year
basis by depreciating the landfill over its useful life (assumed to be 11 years). If on the
other hand, it is necessary to borrow from the FEC, annual amortization costs must be
added to operating expenses. In either case, financial planning should prepare for the time
at which the capacity of the new landfilt is exhausted and additional capacity must be
introduced.

3.3.4 Conclusion

With respect to the waste collection and street sweéping functions of the Communes,
achievement of the Improvement Plan should not, in the long mn, place an undue
burden on the local finances. This suggests that 2 more ambitious plan may be
considered, depending upon the success in implementing the necessary accounting,
organizational, and other reforms to improve the efficiency of SWM operations.
~ However, it is important to re-emphasize that affordability of the SWM improvement.
Program cansniot be determined in isolation from the overall revenues and obligations of
the local government entity concerned

There does not therefore appear to be a strong case for specific intervention from the
central government in terms of financial assistance to the Communes for their SWM
functions. However, as noted in the Guidelines for National Level Policies and Actions
for Solid Waste management (Book 1-Part 2), the national government does have a
. general responsibility for measures designed to reduce solid waste problems faced by
focal governments, such as the introduction of environmental taxes or deposit-refund
schemes as well as a range of non-financial measures. ' '

One area in which specific subsidy from the national government may be justified, and not
in conflict with the principle of decentralization, is with regard to the sanitary landfill site.
Design and operation of this site, which is located outside of Safi itself, should take
account of the actuat and potential impact of the waste disposa! facility on the welfare of
populations in other communities. Details will need to be assessed in the feasibility
study of the landfill site, which should consider the case for national level subsidy to
ensure that inter-jurisdictional interests are protected.

Part 1 - 166



3 "
v ,al

PART B PUBLIC WASTE EDUCATION
DEMONSTRATION PROJECT IN SAFI







PART B PUBLIC WASTE EDUCATION DEMONSTRATION
' PROJECT IN SAFI

CHAPTER 1 GENERAL PRESENTATION OF THE PROJECT
1.1 Context and Objectives of the Project

1.1.1 Role of Public Education

‘The role of public education consists in adjusting and people’s mentality and behavior to

the evolution of the problems raised by the waste that society generates. The quality of
waste management is not dependent only on the technology of collection. It can also
depend largely on people’s attitudes that can be either indifferent (by trying to get rid of
waste and, therefore, think of one’s comfort only without getting worried about the
possible nuisances in public space), positive (by managing one’s waste along the way
that extends from dustbin to collection by public services), or completely negative (by
allowing oneself to dump waste according to one’s desire basing oneself on the idea that
it is solely a matter for the government to handle).

By increasing public awareness, we provide the means to act on residents’ mentalily and
attitudes in order to improve the technical (efliciency), political (acceptability) and
environmental (hygiene, quality of urban environment) aspects of the management of
waste. For instance, the illegal disposal of waste leads to "black points” and renders
waste coltection according to acceptable hygiene norms very difficult. Moreover, the
introduction of a technical change in the system of collection with the aim to improve its
performance can result in the unexpected if it is wrongly accepted or misunderstood by
the population.

The increase of public awareness in the domain of SWM should coniribute to the
achievement of 3 main categories of objectives, namely:

- The improvement of SWM, especially for the collection service;

- The alleviation of pressure on environment; '

- Better communication between communes and residents.

1.1.2  Uselulness of the Project
1) Results Expected From the Project

The public education purpose can be implemented through a awareness campaign, an
educational program, a project of communication or other types of projects. An
awareness campaign has been adopted as a demonstration project for public education
in Safi.

We can expect from the awareness project two types of results:
- The demonstration project is part of the project of the national guidelines of SWM
and its results should provide conclusions on the Ministry of Environment’s behalf.
- - The program of the increase of public awareness as such is addressed to residents -
and it is organized by the Urban Comumunity in cooperation with all the other local
authorities.
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The national guidelines that have been drawn up to increase the public awareness, show
that creation of an awareness of the urgency of the problems relative to solid waste and
to the establishment of better communication between communes and eesidents shoutd
be a priority. The demonstration project has thus as a principal objective the planning
and the execution of an awareness campaign that is capable of initiating the development
of better awareness and communication in the domain of domestic waste.

2) Technical Objectives of Demonstration Project

The usefuiiness of the public demonstration project is to improve the gutdelines or to
better identify the national guidelines of SWM in the domain of the increase of awareness
and education of the public. This result derives from the success and problems faced and
from their evaluation. At this level, the lessons that can be drawn from the experience
obtained in Safi are more important than the nature of the results themselves. Within the
framework of study, the public demonstration project constitutes an experiment
intended to verify the importance of the guidetines and, consequently, to reformulate
these guidelines. : :

The usefulness of the project consists in: : :
- Making the local communes take part in the achievement of the different stages of
the planning, execution and evaluation of the project to increase public awareness;
- Serving as an example for other communes of Morocco so as to launch their
programs of education within the framework of SWM; :
- Serving as a pilot project for the study of the national guidelines concerning pubhc
education of the Ministry of Environmeat. :

These technical objectives of the project are different from the objective of the increase
of awareness as, for instance, the improvement of communication or the parﬂmpahon of
the public. They are objectives of quality:

- Better use of the available resources;

- Relevant choice of awareness objectives;

- Quality and eftectiveness of orgamzation and acttons;

- Quality and effectiveness of communication means;

- Continuity of actions.

3) Objectives of Public Awareness Campaign

The second level of the usefuluness of the project is determined with respect to the nature
of the awareness campaign results, namely its success or failure. It is especially this tevel
of usefulness which concerns the city of Safi since it has to do with better achievement of
its objectives.

Thus, this concerns a program with the general objectives of increasing public awareness
and creating conditions that are more targeted and that can accompany the
implementation of a SWM plan. Later campaigns to increase awareness should profit
from the approach adopted in the demonstration project. At the level of public
education, the awarencss program should have the following advantages:
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- To favor and encourage the continuity of a basic program of public education by
taking into consideration the teachings of the campaign;

- To increase the receptivity of the population to the behaviour messages that are
broadcast during the campaigns most aimed at in their objectives;

- To increase the popular acceptability of the initiatives that are taken in terms of
SWM.

The objectives of the program to increase public awareness are the following:
- To increase the level of awareness of the municipal actors and public with respect
to the problems of waste;
- To increase the communities' participation in looking for the necessary dialogue for
the evaluation and understanding of waste problems;
- To increase the direct participation of residents by changing attitudes toward
waste. :

1,2 Public Awareness Activitics
1.2.1 Preparation of Educational Materials

A certain number of educational matesials for awareness that are adapted to the local
conditions and objectives have been prepared for the first time. We should distinguish 3
sets of matenals: : : . :

- The video cassette, which is a medivm of communication intended for national
broadcasting, under the responsibility of the Ministry of Environment. The
preparation of the video cassette constitutes a project that is independent of the
demonstration project. However, its use has been programmed as one of the
essential elements to increase public awareness, the personnel of the communes,
and of the children of Safi, before any broadcasting at the national fevel.

- The materials to increase general public awareness, which are prepared by the local
authorities for the specific needs of the campaign of Safi. The materials are the
following: the sets of posters, the postcard, and the foldes.

- Students notebook intended to be used in schools.

1;2.‘2 Awareness Targets and Means

The targets and means of awareness that have been taken into consideration for the
accomplishment of the objectives of the project are presented here in the form of a list:

1) | Municipal Actors’ Awareness

- Increase of the awareness of town councitors;

- Increase of the awareness of municipal engineers and technicians;
- Increase of the awareness of waste collectors;

- Ceremony of the campaign’s opening;

- Video showing,

- Participation in the preparation of the campaign.
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2} Public Awarencss

- Increase of awareness of the general public;

- Setting up of giant posters and distribution of the campa:gn materials (folder,
postcard);
- Presentation and promotion of the video film prepared by the MmMry of
Environment in cooperation with JICA;

- Itinerant exhibition of the Ministry of Environment in association with the
exhibition of the drawings of the participants in the drawings competition;

- Campaign launching ceremony.

3) Awareness at Schools

- Increase of the awareness of students in the 5th to 7th classes;

- Launching of awareness at secondary schools;

- Increase of awareness of coordinators and teachers;

- School visits by the operators of municipal waste;

- Students’ drawing competition and prize giving;

- Distribution and use of educational materials (students’ notebook);
- Video showing;

- Participation in the campaign’s opening ceremony.

1.2.3  Other Activities

The execution of the program comprises other activities such as the launching ceremony,
the itinerant exhibition of the Ministry of Environment, the organization for the setting
up of posters, the giving of materials, the showing of video film, and the evaluation of
activities. The evaluation of results is the last stage of the program. All these aspccts are
described in the appendix of the seport.

1.3 Educational Media and the Increase of Awareness

The principal media of awareness that have been used for the accomptishment of the
objectives of the campaign are summarized in this section. A detailed description is
presented in the appendix of the report.

[.3.F Video Film for General Public Use

This film is aimed at the general public and possibly secondary school students. It is a
pedagogical documentary on the problems of SWM, especially the sanitary ang
environmental aspects. 1t ends with some general and concrete recommendations
concerning the attitudes that residents should to have with regard to waste. The tlme of
the film is about 20 minutes. :
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1.3.2 Video Film for Communes’ Use

This fitm is aimed at municipal actors, namely engineers, or technicians, and the elected
representatives. It can also concern school teachers for a more complete information.
This film is to some extent more technical than the previous one insofar as it presents
recommendations relating to waste disposal in a pedagogical way. Time of this filmis 20
minutes.

1.3.3 Giant Posters

The giant posters project is comprised of a series of stages among which the most
important are the competition and the selection of drawings, the mounting of posters, the
accomplishment of the project and the setting up of display boards, and finally the
display. The project was carried out between November 1996 to February 1997.

The giant posters (2mx 2,5m) are produced in small numbers and set up in well selected
sites. The objective of these posters is to hold the attention of the public and to influence
as much as possible public opinion. Factors determining the impact of posters on
opinion are: : '

- Size;

- Location;

- Aesthetics and quality;

- Language of the picture;

- Time of display,

- The composition of 3 complementary series which is a sovrce of reflection.

The cost of the project of giant posters has been about 75% of the total cost of the
campaign. It is worth noting here that the video is not part of the cost. Due to the higher
cost of printing of posters with this dimension, the estimated cost is DH 8,000 to
DH10,000 per poster for this type of project as a total (boards, competition, printing).

1.3.4 Standard Posters

The standard posters have been published in two complementary series and they have the
following characteristics: —
- Indoor display preferably;
- Geographical coverage that is more extended than that of the giant posters;
- Language that is more “intellectual” than that of the glant posters, but with similar
messages

1.3. 5 Studcnt s Notebook :

The studcnt s notebook is used for academic purposes and it has an illustrated and
printed cover that serves as a medium of commumcahon This notebook has a double
role: :
- To serve as a means o increase awareness, combmed wnh promiotion by the
- teacher who devotes some teaching time to the subject of SWM;

- To serve as a medium of information for families through children.
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1.3.6 Postcard

The postcard has the picture as its most important means of expression. It shows a
strong message of awareness. It constilutes an interesling medium thanks to the
following reasons: :
- As an artistic picture, it holds the attention and ensures a certain durability;
- It can serve as a wall decoration in children’s rooms or as a way to exchange letters
and to diffuse the message,
- Its real function is communication by matl; the postcard has in itself the idea that the
message should circulate and concern every body.

1.3.7 Folder

The folder is aimed at well-read population of Safi and it presents itself as a tool of
information about SWM from ¢ommunes to residents. The presentahon of the folder
has been the object of special care in its preparation. -

1.4  Implementation of Awareness Campaign
1.4.1 Organization
1) List of Intervening Pariies

The permanent intervening parties, who have been mobilized for the accomplishment of
the project, are the foliowing:

- The Province;

- Saft Urban Community, .

- The 3 Urban Communes of Boudheb Zaouia and Biada;

- Provincial Delegation of National Education,

- Provincial Delegation of Public Health

- Provincial Delegation of Youth and Sportts

- Provincial Delegation of Cultural Affairs

- Culture and Leisure Association (ACL)

- Environment and Development Association

2)  Organization of Activities

The intervening parties in the project have participated in one or many of the foliowing
aclivities; the planning of the program, the preparation of educational materials, and the
execution of activities. Fig. 1.4-1 shows the work organization for the preparation and
the execution of the program. Resonsibility for various tasks has been as follows:

- The Urban Community of Safi is the organizer of the campaign. Ttis supported by
the Province, on the one hand, and by JICA Study 'Ieam on the other in the
activilies of planning and coordination;

- The Communes are the principal actors in execulmg the campaign, but they are

supported in this task by the provincial delegations and associations;
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- The provincial delegations and associations participate in the planning and decision
making and they bring their respective competencies for the execution of the plan;

- The Delegation of Nationat Education manage:. more directly the whole of the
awareness aclivities in schools.

3) Committee of Planning and Evaluation

A permanent committee of planning and evaluation has had regular meetings, once per
week. The commiftee has been comprised of the following components
- The Urban Community represented by an acchitect;
- The Communes represented by engincers and technicians who take charge of the
problems of SWM among other technical activities,
- The Provincial Delegation of National Education represented by the Office of
Socio-Pedagogicat, Cultural and Educational Activities.
- The Provincial Delegation of Youth and Sports represented by the regmnal official
who is responsible for Youth Service;
- The Provincial Delegation of Public Health represented by a medical assistant of
the Environmental Hygiene Service,
- The Provincial Delegation of National Mutual Aid represented by the person
responsible for the Islamic Charitable Associations;
- The Provincial Delegations of Cultural Affairs represented by the delegate;
- The Province represented by the director of Civil Security and Environment;
- The Culture and Leisure Association (ACL) represented by the person responsnble
forit;
- The Environment and Development Assocratton of Saft represented by the person
responsible for it. : :

1.4.2 Launching of the Campaign
1) The Campa'ign Launching Ceremony

The ceremony of launching the campaign was planned for February 27th for the last
time, before being finally postponed The ceremony should take place under the
presidency of the Governor and in the presence of the Minister of Environment, the First
Khalifat, the Presidents of the Urban Community and the Urban Communes of Safi, The
ceremony will symbolize the launching of the display, the showing of the video, the
itinerant exhibition and the distribution of the awareness materials.

The activities of the ceremony should include:

- Important men’s speeches;

- The symbolic display of 3 giant posters side by side, every poster representing a
ﬁ series,

- The prize giving to artists and children;

- The opening and the visit of the itinerant exhibition;,

- The video showing;

- The distsibution of the educational materials.
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2) Hinerant Exhibition ol‘therl\’linis!ry of Environment

The itinerant exhibition of the Ministry of Environment is a display on the urban
environnent and especially on the matter of household waste: This display is set up by
the Ministry of Environment at the request of the local communities. In Safi, this display
should serve as a framework for the complementary activities, namely the display of the
students’ drawings and the showing of the video cassette. The opening of the display has
postponed.

1.4.3  Schedule of the Program

The time of project is extended from November 1996 to Ma:ch 1997 accordmg to the
following stages:
- Planning of the project and the preparahon of awareness and education matenals
from November 1996 to January 1997, :
- Finalization of the schedule of execution in January / February 1997
- Execution of the program starling from February 1997.

The JICA Study Team has been informed on March 27th, l997, that the exeéution of the
program, and more specifically the display of the giant posters, had not yet been

taunched.

The preparation of the udeo cassette has been realized between August 1996 and
Januaty 1997

The detanled schedute of the zictiviti;;-:s of planning and exechtion of the program will be
presented in appendix of the final report.
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CHAPTER 2 CONCEPT AND PRINCIPLES OF THE PROJECT

2.1 Summary

The summary of the public education project can be presented in two different ways.
The first type of presentation is a global summary showing the ideas and principles that
have been used to conceive and structure the program to increase public awareness.
This presentation gnes a “transversal” view of the project and it is that which is adopted
in here.

The second type of presentation is a thematic summary in the form of a report on
activities. The thematic summary describes the major axes of the program, namely the
activities or media of communication, from the stage of planning to that of execution.
The themalic presentation constitutes the object of a separate report in the appendix.
Reference should be made to this appendix in order to understand the details of the
project.

The evaluation is not dealt with in the present part. 1t is presented in the following part.

22 Seeking Local Consensus

The decisions regarding the plan of actions and the preparation of educational matertals
have been made together with the greatest possible number of intervening parties, ashas
been shown in section 1 .4.

2.3 Use of Local Resources

The conception of awareness materials has been developed by calling upon local
resources, whether these concern artistic know-how or professional experience. The
defegations and associations have brought their expertise in the domain of awareness
creation. The artists, most of whom are plastic art teachers, have made possible the
conception of the drawings of posters and of the mascot. Students have also contributed
to the preparation of the notebook and the postcard. A calligrapher has also taken care

of the text of the folder.

The use of local resources allows us to better establish the project, facilitate its local
appropriation and give it specificity and cultural identity. Other advantages are qualuy
creativity and the greatest local contribution.

2.4  Characteristics of Target Groups

The targets aimed at by the project are the municipal actors, children and the general
public. The rate ofilliteracy in Safi is high. The means of awareness have thus taken into
consideration this diversity of targets by the nature of the messages represented and by
the functional comple

Part 1- 177



mentaries of the means themselves. Complementarity between messages and means is
explained in Table 2.4-1 and Table 2.4-2.

These tables show, for instance, that picces of advice such as “close the dustbin
propetly” constitute a function of messages that has been used only for the educationat
notebook and the video. The residents have already become used to receiving such
recommendations and they are not sufliciently receptive to this type of awareness as long
as communication remains insufficient, which is still the case of Safi. On the other hand,
such recommendations have been significantly within the reach of their children and even
of adults through their children, hence their importance in the educational notebook.

The preponderant role of pictures in materials is also undetlined in these tables. It is
patticularly the case of the giant posters, which offer the pedestrians a reflection
dynamics aliowing them to look for analogies and relations between the three different
poster designs that are set up on different sites.

Table 2.4-1  Characterization of the Different Media of Communication
According to Modes of Expression

Giant Poster Standard Folder Posteard Student’s Video

Poster Notebook
Picture X X X X x
Calligraphy X
Mascol X X X X X
Technique
Stogans and X X X , X
Verses ’
Textual X X X
Descriplion :
Numbers; X X X
Glossary

Table 2.4-2  Characterization of the Different Media of Communication
According to the Principal Functions of Messages

Giant Standard Folder Postcard Student’s \fideo
: Posters Poster Notebook -

Inform . X X x
L¢ad to thinking X X x X X X
Lead to interaction x X X X X
and communication - . ) :
Alffect attitude and X X X X . S x
mentalily in general ' ' 3
Recommend : X X
precise aclions

2.5 Originality of Educational Materials
The objectives of the media are to attract attention, on the one hand, and to achieve -

maximum durability, on the other. As a result, we notice the following charac{erlstlcs of
the set of materials. ,
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- Giant posters are sct up on strategic sites, with 3 different designs;

- Standard posters that are adapted to inside space, with 2 different designs,

- Materials presenting a series of specific objectives and advantages, described in
detait further on (postcard, folder, cducational notebook).

2.6  Personalizing the Messages

Personalizing the messages is also a factor contributing to the improvement of the
impact on communication targets. The main focus of personatizing the messages has
been the creation of the Safi “cleanliness” mascot, which is presented here.

2.6.1 Usefulness of the Mascot

The awareness campaign has been the opporiunity to create the mascot of Safi. The
functions expected from such a character are many:

- To link the different media;

- To personalize messages, ' : , :

- To reinforce the value of messages for the resident can identify himself with this

character; .

- To reinforce communication between the resident and his city;

- To favor the continuity of awareness actions for the character is here and it should

- survive in order to justify the value of messages. '

The drawing of the mascot is presented in the form of a logo accompanied by its message
which summarizes a phitosophy, attifude, and an ethic. Tt accompanies the diffecent
media of communication that are created within the program framework.

2.6.2 Creation of the Mascot

The drawing of the mascot constituted part of the drawing competition launched for the
accomplishment of posters. The compelition is described in the appendix of the report.

The accompanying message of the mascot has been drawn up by coordination within the
jury of selection of the drawings which met on December 1996. The message is as
follows: “Me, I contribute to the cleanliness of my city!... What about you?”. This
mascot, inseparable from its message, has been integrated into every one of the media
developed to increase awareness. '

2.6.3 Description of the Mascot

The mascot constitutes the personification of a sardine that is identified with a
housekeeper. She is putting on a Moroccan headscarf and wearing Turkish slippers with
a brush in hand. By raising hier hand, she points out her unvarying message.

Some details are added to the feeling of cleanliness and render the character in a good

position to teach lessons on cleanliness: the slippery and glittering aspect, the water
puddle at the character’s feet
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The cheice of this mascot is interesting because it has the following characteristics:
- Connection with sea {concerns local sensibility);
- Symbol of the activity of Safi (sardine fishing);
- Symbolic of water protection from pollution and by extension, the protection of the
quality of the urban cnvironment of Safi.

2.7 Measures for the Continuity of Actions

Ensuring the continuity of the actions of awareness is surely one of the major problems
faced by communes. The action plan that has been drawn up in Safi should favour the
continuity of aclions in many ways:

- In the choice of the nature of awareness:
- In the analysis and consideration of the problems of organization;
- In a certain number of mechanisms that favor continuity.

The nature of awareness is an essential condition of continuity. A major problem of
regular cleanliness campaigns seems to be the lack of communication. Continuity
becomes possible only from the moment when communication dynamics are created
between residents and communes. Here, it concerns the principal objective of the
program of Safi. The bases for such dynamics are provided by the broadcasting of
reflection messages, the broadcasting of information that serves as a basis for the
analysis of reflection and by direct dialogue through video showing. Education at school
is a necessary relay to ensure long-term continuity.

Investigation of the problems faced at the level of the campaign organization and the
consideration of results in order to improve the mechanisms are obviously essential
conditions for continuity. The improvement of the mechanisms of organization and
coordination for the accomplishment of campaigns is the principal element at stake. The
problem of ensuring the continuity of awareness actions is therefore related to the
objective of the finalization of the national guidelines.

The mechanisins that favor the continuity of actions and which have been used within the
framework of the action plan of Safi’'s carepaign are, for example, the following:

- The creation of Safi “cleanliness” mascot;

- The creation of a follow-up section;

- The starting of residents’ information activities;

- The launching of the awareness project in secondary schools by the Delegation of
National Education.
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