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Relevant Essex Strategy Issues: - 

	OUR PEOPLE
	OUR COMMUNITIES
	
	OUR ECONOMY
	
	OUR WORLD
	

	Reducing health inequalities
	 FORMCHECKBOX 

	Improving community safety
	 FORMCHECKBOX 

	Promoting sustainable economic growth
	 FORMCHECKBOX 

	Mitigating climate change
	 FORMCHECKBOX 


	Safeguarding the most vulnerable
	 FORMCHECKBOX 

	Strengthening communities
	 FORMCHECKBOX 

	
	
	
	

	Raising educational attainment and skills
	 FORMCHECKBOX 

	
	
	
	
	
	


	Summary
This case study focuses on the success to date of the Essex Waste Partnership in developing and implementing the Joint Municipal Waste Management Strategy for Essex.  The strategy sets out key objectives and targets for managing household waste now and in the future; waste is managed in accordance with the waste hierarchy of reducing, reusing and recycling waste.  For the strategy to deliver tangible outcomes for the people of Essex the Partnership must work together, with public support, to deliver a sustainable, environmentally sound and cost-effective system for Essex.  We believe the Essex Waste Partnership is doing just that and demonstrating best practice to others. 



	Outline of achievement or improvement delivered
A key focus of the Waste and Recycling service is to meet Government recycling targets, Landfill Allowance Trading Scheme (LATS) diversion targets and Local Area Agreement targets by increasing the countywide recycling and composting rate and reducing the amount of waste sent to landfill.  The service delivers this through partnership working with the Essex district and borough councils; collectively Essex County Council, the district and borough councils and Southend-on-Sea Borough Council make up the Essex Waste Partnership.  The countywide recycling outturn for 2009/10 was 45.6% (unaudited).

The Partnership also encourages the reduction and reuse of household waste with the promotion of cloth nappies and home composters and it offers a range of educational initiatives which link into the national recycling campaign.


	How was this delivered?
Essex County Council worked collaboratively with the Essex district and borough councils to develop the Joint Municipal Waste Management Strategy (JMWMS) for Essex.  The development of this strategy required a high degree of stakeholder and public engagement.  The JMWMS sets out the future targets and policies for Essex and underpins the Waste Strategy Project (see below) which aims to deliver an innovative and resource efficient waste management system for Essex.  The JMWMS was adopted by ECC on 15th July 2008 and, to date, 11 of the district and borough councils have also adopted it.

Key aims of the JMWMS for Essex are:

· The Partnership will work hard to reduce the amount of waste produced in the first place and re-use more of the waste that is produced;

· The Partnership’s ambition is to achieve collectively 60% recycling of household waste by 2020.  This could be achieved through a combination of further improvement in the performance of recycling and composting kerbside collection schemes and the Recycling Centres for Household Waste, and the recovery of recyclable materials through new treatment plants;

· The Partnership favours composting technologies such as anaerobic digestion (AD) for source segregated organic wastes.  AD produces a gas which can be used to generate 100% renewable electricity; and

· The Partnership will explore innovative disposal solutions, based on the Mechanical Biological Treatment (MBT) family of technologies, to assist in diverting biodegradable municipal waste (BMW) from landfill and to recycle and recover more value from residual waste.

The Waste Disposal Authorities of Essex and Southend recognise the financial and strategic benefits of working together for the benefit of their residents, and it is this relationship that is at the heart of the Partnership.  This relationship is embedded in the legally binding Essex County Council and Southend-on-Sea Borough Council Joint Working Agreement (JWA).  The JWA was executed by the parties on 7 January 2008 and covers both the procurement process to deliver the Waste Strategy Project and the period of the contract, as well as many other joint contracts.

Eleven of the district and borough councils have signed legal agreements, called Inter-Authority Agreements (IAAs), with Essex County Council.  The purpose of the IAAs is to establish a clear and accountable framework under which the authorities can work together in the context of the JMWMS to ensure authorities deliver their respective responsibilities.

The district and borough councils have developed Service Delivery Plans which detail their waste tonnage forecasts for a rolling five year period.  This information forms an important part of the planning for the Essex Waste Partnership to have certainty on the scope and scale of the facilities we are buying as part of the PFI contract.

In order to improve district and borough councils’ recycling performance they were encouraged to bid to Essex County Council for additional revenue and capital funding.  The bids were analysed by the County Council in relation to performance and value for money and funding offers were confirmed to districts and boroughs in March 2009.  The majority of this funding will support increases in recycling performance with a range of services to be implemented.  Many of the districts and boroughs are using the funding to introduce new organic waste collections and for some this means new kerbside kitchen waste collections.  Not only will these schemes help to increase the level of recycling in the county, the collection of organic waste will help to reduce the emission of greenhouse gases.

Governance arrangements
The Essex Waste Partnership is supported by strong governance arrangements, including the newly formed Partnership Member Board and the IAA Member Working Group.  

The Partnership Member Board meets at least twice a year and is open to the public to attend.  The Board is an advisory board that is responsible for the high level delivery of the JMWMS and the Municipal Waste Strategy for Southend.  It considers performance across the Partnership and in the context of the Local Area Agreement, as well as lobbying central government and celebrating successes within the Partnership.

The IAA Member Working Group meets, as appropriate, in private and acts as an intermediate stage between the IAA Officer Working Group and the Partner authorities.  Its remit, amongst other activities, includes reviewing implementation and progress on the IAA; receiving recommendations for consideration from the IAA Officer Working Group; acting as ‘IAA champion’ within their individual authority to assist the progress of the IAA Officer Group recommendations and to consider further joint working opportunities.

Prior to the creation of this new governance structure decisions were taken at three Area Joint Committees.  Membership of the Joint Committees comprised of the Member from each of the partnership authorities who had responsibility for waste.  A Waste Management Advisory Board also existed which consisted of the members of the Joint Committees.  This governance arrangement was reviewed in light of factors such as the disaggregation of the collection and disposal procurements, the adoption of the JMWMS and the signing of the IAAs.  It was agreed that a restructure of the arrangements would achieve a more appropriate level of governance and management for the Partnership.

The Essex Waste Strategy Project
Essex must change the way it currently deals with household waste.  The County Council has been set challenging landfill diversion targets by Government and all authorities have local recycling targets to meet.  The key objective of the JMWMS is to reduce waste and achieve high recycling, with the ultimate goal of recycling 60% of household waste.  In order to meet these targets and deliver a sustainable and cost-effective waste management system for Essex, we must fund, build and operate new facilities in the county to maximise the recycling, composting and treatment of waste.

In July 2009 the Essex Waste Partnership submitted an Outline Business Case to the Department for Environment, Food and Rural Affairs (Defra) for Private Finance Initiative (PFI) funding.  The Outline Business Case included the use of new treatment facilities using Mechanical Biological Treatment, which processes ‘black bag’ waste and recovers further material for recycling.

The Essex Waste Partnership’s Outline Business Case was endorsed by HM Treasury’s Project Review Group on 20 October 2009 for the provisional award of £100.9 million of PFI credits.

The tendering process for transforming the way in which residual waste is managed in Essex and Southend began on 19th November 2009 with the issue of the OJEU notice and a Pre-Qualification (PQQ).

The Essex Waste Partnership shortlisted seven organisations for its residual waste treatment project.  Those shortlisted were chosen on the basis of their technological expertise and experience, proven corporate responsibility and financial strength.  

The shortlisted consortia have been invited to submit proposals which will be delivered through a competitive dialogue process and will take approximately 12 months.  An announcement about the preferred bidder will be made in October 2011 and the new facility is scheduled to be operational by late 2014.

To support the new kerbside kitchen waste collections a biowaste procurement project is underway; the primary objective of which is to build new facilities in county and to divert organic waste from landfill.  The procurement will be split into two separate Design, Build, Finance & Operate contracts; one in the north which is likely to be anaerobic digestion and one in the south is likely (due to feedstock) to be In-Vessel Composting.  The south site facility has a current proposed operational date of Spring 2013 and the north site facility has a current proposed operational date of May 2014.

Project Baswood Point
Research was carried out into the practicalities, operational issues and possible efficiencies of joint service provision for waste collection and recycling operations between the authorities of Basildon District Council, Castle Point Borough Council and Brentwood Borough Council; for the purposes of the project the authorities were collectively termed Baswood Point.
Phase one of the research concluded there was great potential for joint working within Baswood Point which could deliver economies and improvements.  One of the key conclusions from the report was that full integration of Castle Point and Basildon’s operations would be advantageous.  One of the suggestions for delivering efficiencies was by these authorities sharing depots and other resources.

Phase two of the research was commissioned to assess how the co-location of Basildon and Castle Point’s depot services at Barleylands (Basildon DC’s current depot location) could work practically.  It was concluded, however, that due to the location of the site that there was no economic advantage existed to relocating.

Phase one of the research showed that there were significant financial benefits to integrating service provision; savings were identified for the authorities of between £63,300 and £233,300 depending on which option, highlighted in the report, was taken.

Project CUBEC
Based on the benefits seen from the Baswood Point ‘joint working’ projects a request was made by Members and officers from Colchester, Uttlesford, Braintree, Essex and Chelmsford to initiate a similar project.  This project was called CUBEC as an acronym of the partners involved in the project.  The project was initiated to explore the potential for joint working and to explore areas for improvement in waste services in these authorities. 

The aim of the project was to investigate and report on the following:

1. Vehicle Procurement and Maintenance: The study considered the VfM of current operations and appraised options for the future. 
2. Waste Operations VfM: The study considered performance and VfM of current operations and then appraised options for future development. 
3. Joint Working Opportunities:  The study investigated opportunities for joint working between the partner authorities involved in the project. 
The project concluded that all partners were effectively managing their waste operations; however there were opportunities to make some efficiency savings.  The project identified that demographics, waste collection methodologies and geographical locations are all key barriers to delivering joint working across the partners involved in the project.

Previous reviews
In February 2005 Essex County Council took part in a pilot Peer Review exercise (an I&DeA led initiative) to assess its waste management service against a set of criteria.  This review was fully supported by the district councils.  As part of the on-site review, members and senior officers from the districts participated in interviews with the Peer Review team.  The review identified different strengths and opportunities for the service under the three main themes as shown below:

Leadership

· Waste issues are a priority and feature strongly in the Council’s corporate objectives.
· There is a clear strategy on recycling, minimisation, environment friendly disposal and efficiency with partners.
· There is strong leadership provided by both officers and Members and highly motivate and committed staff.
· Managers, staff, Members and officers share the lead of the Council.  This has resulted in firmer direction in the past 12 months.  Staff feel that there is strong leadership of the Council and that objectives are clear.  Members have confidence in officers.
Democratic and Community Engagement
· There is strong political lead, particularly with the lead Cabinet Member.
· There is evidence of good area governance arrangements being put in place in the partnership.
· There is strong evidence of listening to people and these being followed through into future policy decisions.
· A new atmosphere of trust between statutory partners is evident.
Performance Management
· Staff calibre is excellent; there was opening demonstrated mutual respect, honesty and openness.

· Senior Managers are clear on the need for ‘people’ skills in staff and not just technical experience to ensure success at all levels.

· The Council has formulated a good process for ensuring the use of external expertise is managed by internal experts on the board of the project, for example Finance manage the relationship with 4Ps and PFI issues.  Legal manages the connection with the legal advisors.

· Very good data management and monitoring of household waste flows.

· Extensive modelling has been carried out to ensure awareness of the cost options available.

In October 2005 a Best Value Review was conducted on the ‘Environment – Waste Across Essex’.  The assessment rated Essex County Council’s waste and recycling service as ‘good, two star service that has promising prospects for improvement’.

This is an improvement on the previous rating given to the service in 2001 when the assessment was a ‘good, two star service with uncertain prospects for improvement’.

Two key results were:

· The Council has clear targets to continue to increase recycling and has worked well with its partners, including the district councils, to develop the joint municipal waste management strategy.  The partnership has responded well to changes, such as recognising that the initial proposal for seeking integrated contracts did not appear to be feasible and developed new proposals, to be completed within the same time-scale, which are potentially more realistic and achievable.

· There is sound leadership at both political and managerial levels and staff show a focus on seeking to improve the service for the benefit of users.

Essex Commission of Waste Strategy 2007

The Commission was convened by the Leader of the Council.  Its remit was to assess, on the best evidence available to it, the robustness of the approach to waste management planned by the County Council.  The Commission presented its report to the Council in December 2007.  The Commission report and the Council’s response to it were taken to Cabinet in January 2008.

The key issues raised by the Commission in relation to the strategy were:

· Importance of the Partnership approach to waste management and the need for the County Council to maintain its existing collaboration with all parties in the Essex Waste Partnership;

· To deliver the recycling performance required the County Council should consider making use of financial incentives to the waste collection authorities;

The County Council should set itself ambitious but realistic recycling targets, to be agreed with waste collection authorities

	What are the prospects for further improvement?

The efficiency savings identified as a result of the Project CUBEC report were categorised into short, medium and long term opportunities.  These efficiency savings and prospects for delivering joint working will now be assessed by the partners to determine next steps.
· The strong track record that Essex authorities have in partnership working is demonstrated by activities that have taken place over the last few years and the work that is currently under way.

	Learning

The Partnership believes that there is effective communication between partners; dialogue is open and conducted on a regular basis.  Dialogue happens at different levels from an officer to officer level and also at a Member to Member level.  In agreeing the financial contributions that ECC would make towards improving the recycling schemes in the District and Boroughs the ECC Cabinet Member for Environment and Waste met with the appropriate Member and Officer from each of the District and Boroughs.

In 2008 the Partnership conducted a detailed stakeholder consultation on the draft JMWMS in 2008.  A range of communication activities took place that engaged with Essex residents and key stakeholders.

The Essex County Council website contains dedicated Waste Strategy Project pages which are kept up to date with all the latest news about the Project.

Partnership working is of vital importance to the Waste Strategy Project.  We will continue to build on the strength of the current partnership with the Essex District and Borough Councils to ensure that any new system we develop and deliver meets the needs of all partner authorities, Essex communities and residents.


	Supporting Evidence

Essex County Council Waste Strategy webpages

www.essex.gov.uk/wastestrategy
Joint Municipal Waste Management Strategy

http://www.essexcc.gov.uk/vip8/ecc/ECCWebsite/content/binaries/documents/Waste_Strategy_-_version_approved_by_ECC_Full_Council_on_15.07.08.pdf?channelOid=null
The Essex Waste Partnership Outline Business Case

http://www.essexcc.gov.uk/vip8/ecc/ECCWebsite/content/binaries/documents/091127_Full_OBC_v3.5.pdf?channelOid=null
Waste Strategy Consultation Report

http://www.essexcc.gov.uk/vip8/ecc/ECCWebsite/content/binaries/documents/Essex_Waste_Strategy_Consultation_Report.pdf?channelOid=null
Cabinet Report on the IAA

http://agendas/ComadDocuments/Meeting/1763/CAB01609%201.pdf


	Key Contacts / Further information

Jason Searles

Head of Waste & Recycling

01245 437283
Jason.searles@essex.gov.uk



