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I ntroduction

The cepitd cty of Bamako, Mdi, was sdected by the United States Agency for
International  Development (USAID) Misson in Mdi for paticipation in the CityLinks
program as the city was not able to effectivdly manage and control solid waste.  Mdli, an
African country of more than 12 million people, is located in Western Africa  Mdi is
1.24 million sg. km. in Sze or a little less than twice the Sze of the dae of Texas in the
U.S. Mdi is a very poor country; it is rated 164 out of 173 countries on the UNDP
Human Development Index. Between 64% -72% of Mdi's populaion lives below the
poverty line. In the capitol, 34% of the population works in the forma sector and 64% in

theinformd sector.

Politica gahility in Mdi arrived in the form of acoup in 1991 led by Lieutenant Colond
Amadou Toumani Toure, which ended twenty-three years of dictatorship. One year later
he refrained from running for President in a multiparty dection. Alpha Oumar Konare
was elected Presdent and served the two terms in office allowed under the congtitution.
In 2002 Amadou Tourmani Toure was elected president, marking the first peaceful and
democratic trangtion in post-colonid Mdii.

The Bamako governance structure is extremey complex. It involves multiple layers
ranging from the nationa ministries and a nationally appointed Governor (High
Commissioner) to alocd government which is both regiond in nature, yet highly
decentrdized through relaively independent commune governments. Additiondly, with
limited public resources, there is an overarching governance philosophy of
"privatization" which leads to the involvement of for-profit companies (GIE -
Groupement D'Interet Economique) in the delivery of essentid public services such as
solid waste management. There are also traditional leaders (Traditiona Chiefs of
Quarters) at the neighborhood and Commune levels that play acriticd role in mediation
between ordinary citizens and the public and private sector indtitutions. A clearer
breakdown of the nationa and local governance structure is noted below:

National Government: (Under the executive authority of the President)

- National Ministries - For example, the Minigiry of the Environment, and its
Pollution Control Agency, DRACPN (De L 'assainissement et Du Controle Des
Pollutions et les Nuisances)

Regional offices of National Ministries that have governance responsbilities for
Bamako. (For example the Regiond Director for DRACPN).

Governor (High Commissoner of the Didrict of Bamako). The commune mayors
and councils are responsible to the Governor/High Commissioner.

L ocal Gover nment:

- Bamako District (city-wide, regiond): The mayor of Bamako Didtrict has very little
control over the Communes. Thereis active discussion about revamping the entire
locd government system and creeting a strong mayor form of government for
Bamako Didtrict. Under this proposed system, the Communes would then be
accountable to the Bamako Didtrict under the executive authority of a strong mayor.



Communes. There are sx Communes in Bamako, each has a 23 member elected
council and mayor, and these governments are accountable to the High
Commissioner. In Commune 1, the High Commissioner disbanded the current
council for mismanagement and replaced it with a 10 member gppointed council and
mayor.

Traditional Leaders: Within each Commune there are traditiona leaders
(Traditiona Chiefs of Quarters) who are respected dders that play an important
mediation role between citizens and the various government structures. They are
organized by Quarters. There appears to be approximately 66 Quartersin each
Commune. The Chiegfsare not paid, nor are they eected. It isunclear how one
becomes a Traditiond Chief of Quarters. However, their roleis critical, especidly in
the area of solid waste management. They are organized into a Council of Chiefs and
Quarters, with a Head Coordinating Chief, and meet regularly with government
officids.

There are decentralization laws in effect and public service master plans that have been
adopted, however; the governance system in Bamako functions without clear lines of
respons bility and accountability. Combined with unprecedented urban population
growth and poverty, the net result is an urban infrastructure thet is deteriorating, thereby
causing continuous erosion in dready limited public services. No where is this more
evident than in solid waste management arena.

The Problem

The firg step in a CityLinks project is to conduct an onrthe-ground andyds of the
gtuation with a particular focus on priority issues. The diagnostic serves as the bags for
developing project objectives and in identifying a US city to serve as patner. ICMA
consultant and a former city manager, Tim Honey, conducted the diagnogtic in Bamako
September 8 through 10", 2003,  The diagnogtic found the following chellenges
regardl ng various dements of the solid waste management system:
Trash collected from a limited number of households and businesses—GIE's
(Groupement D’Interet Economique), private companies that perform public services
such as trash collection, collect waste from less than 45% percent of the households
on there routes. Resdents subscribe to a paticular GIE in ther area for sarvice A
large number of resdents in any given Commune cannot afford to pay for trash
collection services or refuse to do so, thus waste is dumped in roadways, streams,
vacant lots, and other public areas. This creates both aesthetic and public hedth
problems that affect economic development and a sense of pride in the community.
Even when households properly dispose of trash, it tends to ill overflow because the
containers are sometimes too smal. GIE use donkey carts pulled by hand or in a few
cases smadll tractorsto collect the waste.
Trash is deposited in undesignated public areas—The lack of transfer dations
contributes to random dumping by resdents and inefficiency of GIE's in collecting
and transporting waste to the nearest disposa. Residents who do not subscribe to a
GIE for collection services could dump their household waste a drategicdly placed
trandfer dations, thereby lessening the informa and unsightly waste dumps that can



be seen throughout Bamako. Trandfer dtations would dso improve the efficiency and
effectiveness of wadte collection routes by shortening them, thus, alowing waste to
be collected from a greater number of households.

Landfill is unreliable in providing final disposal services—The area that serves as the
landfill, which is located in Commune 1, was closed a the time of the diagnogtic
because it was overwhelmed by the amount of trash coming from other Communes.

The lack of operationa capacity has lead to unsafe and unsanitary conditions for the
neighborhood that surrounds the dump. Vermin that can cause disease is a rampant
problem. In addition, pools of water created during the rainy season form an
atractive play area for neighborhood children These pools of water are directly
related to the large incidence of drowning.

Bamako’s solid waste management system does not function—The system of waste
collection and disposal is inadequate as a large portion of the population cannot
afford it or will not pay for it. The waste thet is collected is done so0 in an ineffident
manner. The reason for this is inadequate financid and human resources, regulatory
policies, equipment, and taxation or revenue generation mechaniams tha are needed
to support the system.

The solid waste management system does not provide for clear responsibilities and
roles—The mgor factor for the inadequacy of the solid waste management system is
the lack of cdear roles, responshility, and accountability on behdf of government
actors. Budgetary and human resources documents, such as job descriptions, do not
exid, thus, it is difficult to establish who is or should be responsible for particular
tasks.

Inefficient Collection—Collection of solid waste is primaily the responghility of the
private sector through GIE's. GIE's are generdly hard working as a group, however;
they ae ineffident. There is clearly a need for collection route andyss that will
congder issues, such as appropriate equipment and needs, paying and nonpaying
households and businesses, route szellength and route design. Better designed and
managed routes can result in improved collection service and grester revenues for
GIEs.

Outreach to residents nonexistent—Residents represent both part of the problem and
an important component to any solution. A wadl-functioning solid waste management
gysem uses its customers as insruments in recyding and compoding, as well as
generd solid waste collection  Thus programs must aso provide outreach and
education to ensure proper and efficient collection of waste and conformity in terms
of recycling and composting programs.  Government authorities do not have a
formdized outreech or education program targeting resdents. In fact, the closest
thing to such an effort is the donor government’s programs operated by
nongovernmenta  organizations, such as Action Agangt Hunger (ACF). The solid
waste project implemented by ACF on a neighborhood level was sad to be
successul.

Need for tangible results, not another report—The need for tangible results from this
project was noted in many discussons with USAID, Bamako officids, private sector
workers, NGO's, and resdents. The unauthorized dumping is a problem that can
eadly be seen and its impacts are obvious. Strategies that affect the cleanup of these
gtes can go a long way to indantly improve the community image and the belief in



the government. (lllegd dumping presumes that there are laws forbidding dumping
in particular locations. From wha ICMA has been dble to learn, there are no illegd
dumping laws, thus, the dumping was “unauthorized and not necessarily illegd.).
On-the-ground results would creste momentum for more efforts in this area.  Thus,
the project must support and/or create products that citizens @n see, fedl, and touch,
which would then pogtively impact the future actions of resdents and public officids
dike.

Beyond the chdlenges the diagnostic report recommended that a smdl pilot or
laboratory experience be implemented so tha Bamako officids could learn about the
dements and functions of a solid waste management sysem. A pilot would aso dlow
paticipating government officdds to experience a functionng solid waste management
systemin asmal controllable area.

The U.S. partner needed to have a background in solid waste management both from an
operationd and adminidrative perspective.  Additiondly, the candidate needed to be
practicd and flexible in developing and implementing a solution that would fit Bamako's
environment.  ICMA'’s research lead to the choice of The Unified Government of Athens-
Clarke County (ACC). ACC was chosen for its award winning work in the areas of
recycling and public education, a key need if behaviors such as unauthorized dumping are
to be changed. ACC dso brought ggnificat experience in its Engineering
Adminigtrator, Jason Peek, who had served as a Peace Corps volunteer in Mdi. Mr.
Peek’s experience would hdlp in the development of practica solutions. His ability to
goeek French and Bambara, the locd traditional language, would serve as obvious
advantages. Given ACC's drong locd government administration, especidly in the area
of solid waste management, Bamako was assured of an experienced and capable partner,
agtandard for the CityLinks Program.

CityLinks Partnership to Build Solid Waste Management Capacity

Tangible results for a city and population the sze of Bamako would be outside the scope
and abilities of the CityLinks project. The CityLinks Program, through long-term
sugtainable partnerships, brings together the best management practitioners from the
United States with officdds from developing and trangtiond cities and regions to share
resources and technicd expertise that ultimady improve the lives of urban resdents.
The project was initidly budgeted at $223,895. This budget was not sufficient to address
the entire city, but provided aufficet funding to build and improve key dements of the
solid waste management system.

Prior to travding to Mdi for the firsd exchange, ICMA’s project manager David George
and ACC CityLinks project staff Jason Peek and Tyrell Jacobs reviewed and discussed
the Diagnogtic Report and the objectives that were to be achieved. It was decided that the
folowing principles would guide the planing and implementation activities for the
project:

1. Ensuring thet the project results in tangible products that could be seen and heard;



2. Use a collaborative process to develop a solution so that dl key players may
contribute.
Additiondly, it was decided that the solution would be implemented at the commune
leve. This decison took into condderation limited project resources and the unwieldy
nature of atempting to implement a citywide project in Bamako.  The team further
agreed to fuly implement a solid waste management sysem in two specific communes
that could be replicated to a greater area of Bamako.

Stakeholder Planning Session

The main objective of the first exchange was to develop awork plan that would serve as
road map for building the pilot project. The am of the pilot project would be the creation
of an effective solid waste management system in a sdected area within a commune that
could be replicated to other Bamako communes. An important aim was to ensure that the
planning process was collaborative and that al dakeholders were engaged in the
laboratory experience. A two-day Stakeholder Forums (January 14 and 15, 2004) was
hosted by ICMA and DRACPN, the nationd pollution control agency; was convened at
their regional office in Bamako. Attendees included representatives from DRACPN,
Mayor of Commune 1, Mayor Didrict of Bamako, GIE's, ACF, and a women's
community based organization. The collaborative sesson was facilitated by ACC and
focused on developing an action plan for the creation of a solid waste management pilot
project in Commune 1. The team identified Commune 1 as the exising dumpsite was
located there.  ACC and ICMA dso decided to discuss and provide information on key
components of an effective s0lid waste management sysem in an effort to steer planning
efforts towards activities that were needed and tangible.  The lig of activities beow,
represent the results of a collaborative process to develop a learning laboratory in
Commune 1.

ICMA’s CityLinks Project
Bamako--Athens-Clarke County Pilot Project
Action Plan Activities

v"Activity 1. Create Beautification Sogan: this activity involves the development of a
campaign dogan that would be used to rally residents around a beautification or
ceanlinesstheme. It isaspecific part of an educationd and public reations
campaign that the stakeholders believe is necessary to establish

v Activity 2. Organize and Conduct Commune Clean-Up Day: this activity involves
ralying the community to focus on specific problem areas for cleanup. The benefits
of clean-up days are numerous. Firg, it helpsto build a greater sense of community
among residentsin aparticular area. Second, it improves the overall appearance of
the community. Third, coupled with the deployment of appropriately placed transfer
stes, aworking collection and disposa process, and added vigilance, these Stes do
remain clean. Laglly, it represents progress that residents can both see and fed.
Cleanup days were included as part of an education and outreach campaign.

v Activity 4. Conduct Education/Outreach campaign: this activity represents the
implementation of the educationa/outreach campaign plan that will be developed in
Activity 3. Note that community-based organizations will play asgnificant rolein
carrying out these activities. Athens-Clarke County will be able to provide sample
campaign materias and expertise in the development of these components as needed.



v Activity 5. Choose Location for Pilot Project (1 Quartier in Commune 1): The
DRACPN isresponsble for determining the location of the pilot area. This decison
will be driven by the location of existing resources such as the landfill in Commune 1.

v Activity 6. Choose Locations for Transit Deports The DRACPN isresponsible for
thisactivity. The team envisons the trandt depots as areas where trash sorting can be
conducted but is also accessible to resdents for self-dumping. Thisisespecidly
important for those residents who cannot afford to pay for collection services. The
teamn has advised that the transfer depots be strategically placed whereillegd
dumping now occurs, since the actions of the citizenry has aready determined
convenient locations.

v Activity 7. Construction of Transit Depot: the district mayor is responsible for the
congruction of the transfer depots. It isimportant that they be enclosed and manned
during operating hours (these depots could possibly stay open 24 hours/day, however
the operations cost will increase). This congruction is another very visud, not to
mention, functiona aspect of the project. ACC will provide engineering assstance, if
necessary, to support the construction project.

v’ Activity 8. Operation of the Transit Depot: The Commune mayor is responsible for
the operation of the trandit depots. The mayor should use GIE' s for thisactivity. Itis
important that this activity actually comesto fruition and sustained over time. One of
the problems within the solid waste system in Bamako has been the inability to
commit to specific tasks due to the lack of funding. Funding for this activity must be
identified, both & the initid operation phase and long-term.  Funding would be used
for both congruction and gaffing.

v Activity 9. Collection from Transit Depot and Transportation to Landfill: the mayor
of the district bears the responsibility for this activity. GIE would be alogica choice
to usein completing this task and funding must be identified to ensure the activity’s
effective implementation over time. ACC will provide technica assstance to the
local government and/or the GIE' sin collection routing efficiency.

v"Activity 10. Operation of the Landfill: the proper operation of the landfill will
require equipment and training assstance. Equipment such as dump trucks, tractors,
bulldozers, lining and soil aong with landfill operation techniques can transform the
current dump into a certified landfill. While this transformation is outside the scope
of this project, the training of landfill operatorsisnot. ACC will providetraining and
training materias related to landfill operations and other information related to the
development and maintenance of the landfill.

v Activity 11. Management Training: the need for management training is gpparent
throughout the various components of Bamako's solid waste management system;
however, much has been done and is in the pipeline through existing projects and
initigtives. For example, ACF has recently completed management training of GIES .
ACC will work with the team in crafting training modules, including the development
of training. Training related to subject areas, such as saffing and human resources,
collection and routing, financid management, and other areas pertinent to Bamako's
unique waste Stuation.

The activities above fdl into three main categories, education and outreach, collection,
and landfill management. The project budget was then rearranged to fit these activities,



applying estimates to each area. These components taken together form the |aboratory or
modd solid waste management system.

One clear chdlenge that was discerned as the planning process proceeded was the need to
secure a locd NGO to oversee the implementation of the above project activities in
between exchanges to Mdi. During the exchange ICMA and ACF met to discuss a
potentia arrangement that would dlow them to monitor, coordinate, and implement the
project between exchanges, however; the high estimate offered by ACF prevented the
cregtion of a contracting relaionship between the two organizations. ACC and ICMA
determined that there was aso a need for a single project coordinator who would have
project responsbilities as part of his duties as a govenment officid. ACF could dso
fufill this role given there close rdaionship with the government, however; in an effort
to ensure loca government buy-in, a locd officd who could “raly hisher troupes’ was
preferred.

Refinement of the Plan
During the second exchange to Bamako, it was clear that activities would not be followed
through unless a local coordinator was chosen and specific officids tapped to head mgor
project areas rather than representatives or heads of particular organizations agreeing to
gppoint a person(s). The Stakeholders Forum was reconvened, but only the key persons
that we believed would be responsible for each activity were invited to meet one-on-one
with the project team.  These meetings resulted in the following:
Bancouni and Korafinawere sdected as two pilot areas (quartiers) in Commune 1;
The pilot project scope was reviewed, refined, and committed to through aforma
memorandum of recommendations that was sgned by the Haut Commisaire du
Didrict de Bamako (Governor of Bamako), ACC, and ICMA. The contents were
developed by Bamako project participants, ACC, and ICMA,;
Guindo Houssaini was nominated by the project team to coordinate the pilot project
activities. Houssaini was the Specia Assgtant to the Haut Commisaire du Didtrict de
Bamako and was responsible for solid waste. This nomination ensured awell-placed
team member charged with daily coordination of activities on-the-ground.
ACF agreed to provide limited project management responsbilities, namely; the
digtribution of funds for procurement related activities. While ICMA hoped for a
more intense collaborative effort, the funding was only enough to support very basic
services.

Using the action plan that was developed in January 2004 as a garting point, themain
am of these planning meetings was to develop accountability by having the gppropriate
locd offidds discuss and agree to their area of responsbility. These sessions were very
successful. Not only were the activities refined so that full buy-in was achieved, but
project leaders were nominated to take respongbility for each area of activity. The
falowing ligsthe activities, budgets, and project leaders:

1. Education/Public Awareness & Outreach ($25,000): An educationa/outreach
campaign targeting the residents of two quartiers will be implemented to raise
awareness about the negative impacts of unauthorized dumping and to promote
individud responghility in keeping Bamako dean. A key aspect of an effective solid



waste management system changes the behavior of customers such that their actions
maximize system efficiency. The education plan includes activities such as, a project
launch day, clean-up days that focus on particular problematic areas, and the crestion
of public service announcement for radio (Mr. Oumar Sidi Aly, 3% adjunct to the
Mayor of Commune 1).

2. Collection ($56,000): In the pilot project areaseverd evauations will be conducted
with an am towards improving collection efficiency. Research that will provide an
estimate on paying and nonpaying customers, equipment needs, and routing
management will be conducted.  In addition, new equipment will be procured to
improve the overal collection capacity of the GIE'sin the pilot area (Mr. Hamidou
Berthe, Directeur delaVairie).

3. Landfill ($80,000): Resources will be dedicated to landfill improvements at the
Doumanzana site, such as, walling the perimeter of the site, leveling and moving wadte
deeper into the dumping area, constructing a guard house, leveling the access road,
and congtructing a bar/gate across the entrance.

While ACC and ICMA initidly planned to build transfer depots at severad Srategic
locations, the Bamako project team felt it necessary to improve the landfill. There were
two strong reasons for their opinion. Firg, fencing the landfill would prevent children
from playing and/or scavenging in the landfill, which hasled to injuries and degth by
drowning, especidly during the rainy season. Second, the local members of the project
team believed that any improvements to the operation of the landfill and any effort to
improve the aesthetics of the landfill would aso impact the community that surrounded
the landfill. A barrier between the landfill and the community would prevent dumping
and offer cover from wind strewn waste thét littered the streets and houses that it on the
fringe of the landfill. Based on the strong arguments presented by the team, both ACC
and ICMA quickly agreed that resources should be used for landfill improvements. This
decigon resulted in no resources being dedicated to transfer depots.

Each activity was assigned a budget based on estimated costs. Thetota budget for dl
on-the-ground activities totaled $162,438. These fundswereinitialy budgeted for travel
by ACC to Mdi; however, both ACC and ICMA decided that a better use of the funds
would be to support tangible improvements, while still providing ACC's expertise and
ass stance through four exchanges.

The Project |eaders were provided with a project work plan forms, which are documents
that allowed a project manager to view objectives, resources, budgets, and tasks on a
page or two. Thistool was useto assst project leadersin managing the implementation
of their tasks. Project Coordinator, Guindo Houssaini was provided with explicit
directions with regards to the logistics of communication and reporting to ICMA,
procurement of goods and services, and generd management to ensure complete of tasks.

Activities, Accomplishments & Results

The successful implementation of the following activities is due in large part to the good
work of ACC and its main representative, Jason Peek, and the stewardship of Guindo
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Houseini who ensured that tasks were completed between exchanges. The
accomplishments of the project are as follows:

Education/Public Awar eness

v

Project Launch Day—A project launch day was held to celebrate and raise
awareness regarding the CityLinks effort. Dignitaries from the Maian Government
and USAID aong with community leaders and residents attended the event.

Public Service Announcement (PSA)—A PSA was developed under the project and ran
on the Malian National Television station. Although created for the pilot areas the
PSA was seen nationwide and has assisted solid waste effortsin all major cities
within Mali. From discussions with team |leaders, citizens, and other stakeholders it
was evident that the PSA resulted in an increased awareness of solid waste issues.
GIES and garbage collectors have noticed an increase in payments from existing
customers as well as an increase in the number of new customers along their
collection routes. The PSA included a sketch of two women carrying trash to the
dump. A dialogue ensued about the importance of properly disposing of trash, paying
for collection, and the health benefits of properly managing solid waste. It dso
included the genera theme that it was important to recognize that it is everyone's
responsibility to properly dispose of trash and maintain a clean Bamako.

Cleanup Days—Cleanup days are now aregular occurrence as they are held on a
monthly basisin the pilot area. The firgt clean-up days were held to coincide with the
launch of the PSA (sketch). Smdll tools procured by the project, such as, shovds,
rakes, whedlbarrows, and gloves, were distributed to civic organizations within the
pilot area. The community now uses the tools to assist with cleanup days. The
garbage collection firms (GIES) dso donate their services by transporting waste to the
dumpsite. These days are particularly popular with resdents, especialy since the
project succeeded in upgrading landfill operations.

Dedication Day--An officiad dedication day was held for the project on inthe fal of
2005 to celebrate accomplishments and attributes. The Governor of the Didtrict
Bamako, the Country Director of USAID, aswell as other dected officia and citizens
attended the ceremony.

Morning News Broadcast--The project recelved some free media coverage during the
March 2005 exchange. The local market coordinator for Doumanzana participated in
amorning news broadcast on one of Bamako's local radio stations to praise the work
being done at the dumpsite. He persondly thanked USAID and ICMA for the
improvements to the dumpsite. In addition to the news broadcast the project’s
accomplishments were included in a documentary on solid waste issues in West

Africa Thisdocumentary was still under production when the program cameto an

end in December 2005.

Collection
v' Collection Evaluation—An evduaion was conducted to study exising collection

problems, measured citizens willingness to pay for collection, edimae wade
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generation in the pilot aea, and provide collection routing improvement
recommendations. The project team discussed and provided direction to the project
leader on conducting the dudiess These evduaions helped to determine the
collection equipment that was later procured. Given the lack of information about
paying and nonpaying households, and waste generation. The project team believed it
was important to do the necessary research, even if it was conducted in asmall area

v" Equipment Procured-- Four tractors and carts were procured in an effort to improve
waste collection in the pilot aea The Mayor of Commune 1 provided the equipment
to three exigting GIES' and one new enterprise. Each business is responsble for
paying a monthly sum to the Mayor of Commune | as part of a replacement fund for
the tractors. The equipment has been put to good use and has been active as shown
below. Project funds aso procured rakes (12), shovels (12), gloves, brooms, and
whedl borrows (12)

Landfill Improvements

v' Master Plan for Doumanzana Dumpsite |mprovements—A master plan detaling
the landfill improvements was developed and agreed to by the project team and the
USAID. The plan caled for a new wadl around the dumpsite, a new guardian house,
an access road, and delinedtion of five separate dumping zones that should be used to
Separate access between large trucks, small donkey carts, and other equipment.

v' Walled Doumanzana Dumpsite—The wadling of the Doumanzana dumpsite was an
important objective of the CityLinks project.  This paticular activity had an
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immediate impact on the community as young children were prevented from playing
in the dumpste. It is dso more aestheticdly pleesng. The initid plan was to fence
the perimeter as it would be less expensve. However, given the demand for scrap
metal in Bamako the project team decided that it was better to use adifferent type of
materid. ACC did the engineering necessary to congtruct the wall.

Guardian House—A guard house was condructed to regulate the in and out traffic at
the dump gte.  This improvement will contribute to more efficent and effective
operation of the dumpsite.

Gated Dumpsite—A pole arm was dso place a the entrance of the dumpsite for
added capacity in regulaing dumping. The arm will be operated by the guard
gationed in the guardhouse.

Construct Access Road to Dumpsite—An access road was constructed to provide for
more effident traffic into and out of the dumpste.  This improvement dlows for
proper dumping into the gppropricte cdls or dumping zones for more efficient
operation. ACC did the planning and engineering work necessary to complete the
condruction. Equipment such as a Surveyor's Rod, Tripod for Theodolite, and
Surveyor's Trangt were rented to conduct the work during the exchange.

Moved Waste Deeper into Landfill—Trash was moved deeper into the landfill in an
effort to prolong the life of the dte by more dfficently spreading the waste.
Spreading of waste should be an ongoing dumpsite operation tha is necessary if
Bamako is to get the most out of the ste. While this activity was performed regularly
during the project, it mogt likely will not continue now that the project is over. This
activity should now be the responghility of the district mayor, Governor's Office, or
DRACPN.

Sprayed | nsecticide/Pesticide Treatment—n an effort to decrease the public hedth
threst and generd nuisance caused by insects and pests that infest the standing water
found in the dumpsite was treated with pedticides/insecticides. This idea came from
the locd project coordinator and had a sgnificant impact with the surrounding
community.  Proper landfill management and operations would have less of these
issues because lining and ground cover requirements, however; this solution was
appropriate for the loca conditions.

Collector’s Association Building & Dumpsite Sustainability—During the November
exchange, the team learned that in response to the project success, the Association of
Garbage Collectors requested that the new guardian house have one room designated
as office space for their association. This space was provided and the group now
meets weekly to discuss plans for the future of their industry and other issues related
to collection sarvices. This asociation condsts of the individud busnesses that
provide collection services within Commune 1. The association has dso submitted a
contract proposa to the Mayor of Commune 1, requesting permisson to manage the
operations of the dumpsite and for the authority to charge a tip fee to users of the ste.
It is unclear, how they will determine the tip fee however, it appears that it will be
based on the ability of users to pay as opposed to the operational needs of the
dumpsite. The contract was under review by the Mayor's Office. It is unclear if or
what decison was reached prior to writing this report. While charging any tip fee is a
good step forward, rates should be based on the operationa costs a the Ste to ensure
sugtainability. ACC has developed the Doumanzana Fee Analysis in support of the
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development of atip fee. A crude anadyss was conducted over two days by counting
users and gpproximating weight of maerid dumped. This resulting fee is only an
esimate and additional counts should be completed to more accurately determine an
appropriate fee.

The CityLinks Mode: ACC’s Contributions

ACC's contributions to the project are what make the CityLinks Program unique among
the deveopment efforts supported by USAID and other donor governments. ACC
provided expetise in solid waste management and engineering in the form of an
Assgant City Manager, Tyrdl Jacobs, Engineering Adminidrator, Jason Peek, P.E.; and
Kevin Hamby, SPLOST Project Manager (Landfill expert).

puring the firg exchange ACC coordinated and facilitated the partner planning sesson
that resulted in the first draft of the pilot project components. The planning sesson
provided an opportunity for the stakeholders to contribute directly to the solutions in a
way that alowed ownership. Both ACC and ICMA presented the attributes of an
effecive s0lid waste management sysem as a way of providing expetise and
information prior to the solution development portion of the sesson. To asss locd
project leaders and sakeholder in underganding the dements of project management
ACC reviewed each dement during the planning sesson. Project edements such as
objective, tasks and subtasks, resources, timeline, budget, and key persomnd were
reviewed and discussed. Further, ACC introduced one page project management forms
that project leaders could use to track and communicate the elements of thelir projects.

As a realt of dakeholders opting to spend avalable resources on  dumpste
improvements, the trandfer depots were never condtructed as a pat of this project.
However, ACC deveoped transfer depot specifications that should govern the
condruction of these dtes in the future.  With an eye towards the sudtainability of the
dumpsite, ACC congructed a tip fee andyss that is used to charge persons who use the
dte. The tip fee andyds tool could be used as a good sarting point should officdds
choose to begin charging or used once the new landfill is sted. ACC advised thet there is
a need to begin chaging for find disgposd sarvices if the dumpsite operations are to
become sdf-suganing. Thee ae dgnificant chdlenges to this transformation,
particularly in a dtuaion where there has never been a charge for the sernvicee ACC
coordinated and directed generd dumpsite cleanup during the third exchange, which was
dedicated to dumpste improvements. ACC conducted all of the necessary survey and
engineering work needed to construct the access road and wall at the dumpsite. Further, ACC
directed al construction activities ensuring the work met the proper standards for a well
constructed road and mason wall. ACC planned and directed the initid construction work on the
guardhouse and planned and directed the grading and construction work on the access road and
pole aam. ACC developed a budget needs assessment for the Doumanzana dumpsite. The
budget looks at both project funding and operational codts.

Continuing Activities
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City officids have committed to continuing the implementation of severd activities:

1. Develop Campaign Slogan — A dogan should be devel oped and included in the public
service announcement that extols the virtue of a clean Bamako. The dogan should
aso serve aslink between dl project activities. It was also suggested that a graphic
symbal for solid waste improvement be devel oped.

2. Redigribute Public Service Announcement (PSA) — Additiond funding is needed to
continue disseminating the PSA to radio and televison media.

3. Continue Commune Clean Up Day — Cleanup days will continue and should be
supported by Commune | government officids and community.

Challenges

Solid Waste Management System Sustainability

It will be difficult to sugtain asolid waste management system that is based on a fee-for-
service arangement if large portions of its clientde cannot pay and/or will not pay for
collection services Commune governments should congder franchisng collection routes
to private collectors—individua GIEs enter into a contract with a Commune for the area
they are to cover. Commune governments could then use those revenues to buy
equipment and/or cleanup particular problem locations. Support  for the landfill
operations should come from tip fees and tax revenue, perhaps a targeted assessment. A
system that guarantees revenues to ensure the full operation of collection and disposa
savices should be implemented.  Without a system in place that is understood by 4l
dakeholders, dong with appropriate enforcement and encouragement mechanisms,
sustainability will not be achieved.

Regulating the dumping at Doumanzana

During the November 2005 exchange, access to the Doumanzana dumpsite was severely
limited by piles of garbage. ACC daff met with the Mayors Office of Commune 1 to
discuss current and future efforts for management of the ste.  In response the Mayor’'s
Office agreed to hire two guardians as government employees with responsbility for
management of the dste. These employees were to be issued appropriate authority to
direct and sanction users of the dte Without written authority the current ongte
guardians have not been able to command respect from usars.  If this issue is not
permanently remedied by the Commune 1 Mayor's Office, the St€'s usefulness as a
dumpsite will be short-lived.

On-the-Ground Project Management

This chadlenge turned into a success given the drong leadership of Guindo Houssani.
ACC and ICMA were concerned that the plan that was developed would not be
implemented aufficiently without an individual or organization to follow-up with locd
project leaders. While we had confidence in Mr. Housseini there was ill some concern
about how funds would be disseminated. In the end, ICMA contracted with ACF to
disseminate funds and to act as a general overseer of the project in generd. Given the
amount of funds that were contracted for, ACF could not provide as intense an effort as
they may have wanted. However, they did do a commendable job paticularly in
ensuring the appropriate types of equipment were purchased based on the evauation
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sudies and the known needs. Housseini’s competence was dso a key reason for the
success of the project.

Getting fundsto Bamako

The biggest chdlenge by far was ICMA’s downess in getting the funding to Bamako to
put the plan into action. After the fird exchange, there were activities that loca officids
committed that were not implemented as per the origind schedule.  While this st the
project back a few months, the second exchange brought new momentum because the
plan was refined and the individuds were tapped to play specific implementing roles.
The adminidrative action needed to contract with ACF and move the funds into the
country delayed the project and created negative publicity. The project has recovered
congderable; it isnow recognized as very successful.

Conclusion: A Foundation and Momentum to Build On

The project achieved its objectives. A pilot project was implemented that crested a
learning laboratory for solid waste management in the City of Bamako. The educaion
camnpaign rased an awareness within the community that resulted in the improved
paticipation of citizens willing to pay for garbage collection, increesed customers and
revenues for garbage collection firms, less unauthorized dumping within the project
areas, and the creation of monthly clean-up days within the communes. Project funds
goent on physicad condruction a the dumpste and on equipment, such as shovels and
tractors, had multiple benefits. The equipment created additiond capacity to provide
garbage collection within the project area, improved participation in Cleanr-up Days by
community organizations, and a controlled designated area to dispose of garbage.

The stakeholders understand that the lessons learned from this project can be used to
ramp up to the developing Solid Waste Management Plan funded by the World Bank.
This project has demongtrated that education is a key component of any effective solid
waste management system.

Moving forward, the city of Bamako should consder the fallowing as future projects to
augment the existing learning laboratory:

1. Edablish awaste transfer sation(s) in another commune to develop collection
procedures from transfer sationsto find disposa.

2. Expand composting operations at the Site to generate additiona revenue and increase
disposal capacity.

3. Methane mining of the Site for power generation.
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ANNEXES

CITYLINKSDIAGNOSTIC REPORT
BAMAKO, MALI
SOLID WASTE MANAGEMENT

September 23, 2003

EXECUTIVE SUMMARY

The capitd city of Mali, Bamako, was sdlected by the USAID Mission for participation
in the CityLinks program because of the growing concerns caused by the inability of the
city to effectively manage and control the generation of solid waste. In April of 2003,
Presdent Amadou Tourmani Toure delivered amgor policy speech, identifying the solid
waste management issues confronting the capita city asanationd priority. USAID, in
response to this growing problem facing al urban centers throughout Mdi, entered into a
contract with the Internationa City/County Management Association (ICMA) to utilize
the CityLinks program to focus upon improving the Solid Waste Management System in
Bamako.

Thefirg step in the CityLinks program is the Municipa Diagnogtic. Thiswas performed
by ICMA Consultant Tim Honey, and took place from September 8-10, 2003.

The recommendations emerging from the Diagnodtic reflect the consensus views from dl
those involved in the Diagnostic process (See Appendix 1 for the summary reports on
individuas and organizations involved in the Diagnogtic). There was a unanimous
desre for the CityLinks program to result in something concrete - which would have
visble and redl benefitsto the citizens of Bamako.

However, there is clearly aneed to link a concrete project with the key governance,
public adminigtration, and change management issues which plague the current and
dysfunctiond Solid Waste Management System. Therefore, it is recommended that the
concrete project become the "learning laboratory™” through which the overdl Solid Waste
Management System can be improved. In past experience, CityLinks has had substantia
success being a"'learning laboratory™ based upon "on the ground redlities,” and has dso
achieved success involving al stakeholders, which will be especidly effectivein
clarifying gppropriate responsbilities for improving the Bamako Solid Waste
Management System.

The individuas who participated in the Diagnogtic spoke with great enthusiasm about
what can emerge from the CityLinks program. These are knowledgesble and dedicated
public and private individuas, who are committed to making the Bamako Solid Waste
Management syster work on behdf of the citizens. They are plagued by dally redities
of poverty, uncontrolled urban growth, and totaly inadequate financid resources.
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However, in spite of dl the obstacles, they believe that the CityLinks program can make
avery ggnificant contribution, resulting in acleaner and safer community for the citizens
of Bamako.

The following recommendetions have emerged from the Bamako CityLinks Diagnostic:

1) The CityL inks program should focus on the Commune/Neighborhood level. With
thisfocus, there should also be a commitment to use the CityL inks program to bring
"value added" improvementsto the ongoing development of a comprehensive and
viable Bamako Solid Waste M anagement System.

2) The CityLinks program emphasizes the implementation of a tangible project.
Thisis especially relevant in Bamako, for achieving small successes will be critical to
future success.

3) A tangible, neighbor hood focused CityL inks project should be undertaken in
partnership with the key stakeholders, and should be used asa " learning
laboratory” to focus attention upon key governance, public adminigtration,
accountability, and change management issuesthat are prerequisitesfor improving
the overall Bamako Solid Waste M anagement System.

4) Thetangible, neighborhood focused CityLinks project may wish to build upon
the success of Action Against Hunger's (ACF) project in Commune 1, and should
consder ACF's proposed project for the Cross-Bordering Pond of Banconni
between Commune 1 and 2.

THE CITYLINKSPROJECT:

PRINCIPLES OBJECTIVES OF THE MUNICIPAL DIAGNOSTIC
The objectives for the Municipa Diagnogtic were identified in ICMA's Program
Dexcription asfollows:

The diagnostic assessor will document the economic, socid, and political context
in which the partnerships will operate.

The diagnogtic will identify other relevant municipa strengthening activitiesin

the vidinity, including other donor funded activities.

The diagnostic assessor will be looking for opportunities of donor cooperétion in
order to establish effective linkages, increase impact, and leverage additiona
resources.

The diagnostic assessor will build on field tested experiences rather than repeat
the learning curve, especidly those related to ACF.

The CityLinks partnership should not be limited to 'assessng’ or ‘evauating'
current practices.

The CityLinks partnership should assess and implement specific solutions.

The CityLinks partnership should focus upon 2-3 discrete aregs.
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The CityLinks partnership will work toward achieving ‘quick wins that visbly
impact citizens dally lives.

CityLinks should build a foundation on which additiona improvements that
require longer term action can be made by the City of Bamako and the Ministry of
the Environment.

CityLinks should work closely with existing USAID-funded activities and
programs as well as with other donors solid waste management activitiesto
maximize synergies and impact.

BACKGROUND

M ALI (10,000,000 population)

According to the United States Agency for International Development (USAID) and the

United Nations Development Program (UNDP), Mdi remains one of the world's poorest

countries:
- Madli israted 164 out of 173 countries on the UNDP Human Development Index.

Between 64 - 72% of Mali's population lives below the poverty line.

Life expectancy in Mdi is 50 years.

Mdi has 4th highest rate infant mortdity in the world.

Mali has the 13th highest materrd mortdity rate in the world.

Mali's per capitaincome is $230 per year.

Madli's annud fertility rate is 6.7%.

Madli has avery fragile environment with unrdiable ranfdl.

Mdi has alimited number of community based organizations with the ability to

partner in a decentraized government system.

Political environment:

In 1991, Lt. Colond Amadou Toumani Toure, staged a coup which ended twenty-three
years of dictaorship. One year laer he refraned from running for Preddent in a
multiparty eection. Alpha Oumar Konare was elected Presdent and served the two
terms in office dlowed under the conditution. In 2002 Amadou Tourmani Toure was
elected presdent, marking the firsg peaceful and democratic trangtion in pogt-colonid
Mdi. Presdent Toure, who has no politica party, has sdected a diverse, multi-party
government of twenty-eight ministers.

Economic environment:
According to the World Bank:

Mdi suffersfrom limited naturd resources, high vulnerability to externa
shocks, and acute socia needs;

Its exports in 2002 were mostly concentrated in three products: gold (56 percent),
cotton (27 percent), and livestock (5 percent).

From 1998-2002 Mdli's economy grew by 5.5%. The performance of the Maian
economy between 1998 and 2002 can be attributed to the effective
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implementation of macroeconomic stabilization and economic liberdization
policies since 1994, which encouraged private sector development. Between
1996 and 2000 overal poverty was reduced by 7.5%.

The economy worsened in 2001, with only a 1.5 percent growth rate and a 5.2
percent inflation rate While Mdi experienced GDP growth of 9.6 percent in
2002, real GDP isforecast to decline by 0.4 percent in 2003 in view of the poor
rains and the effects of the Cote d' Ivoire crisis.

CITY OF BAMAKO: (Footnote 1: Information and facts derived from October , 2001
report by UN-Habitat, Urban Management Program which conducted a Strategic
Panning Project for Bamako Devel opment)

The city of Bamako was founded in the 17th century. Modern day Bamako began at the
end of the 19th century with the establishment of the French colonid adminigtration.
Bamako quickly became the principle urban center on the Upper Niger River. Bamako
has grown from a population of 189,000 in 1968 to over 1,300,000 today. The magnitude
of urban population growth has placed incredible pressure upon basic city services. Badic
urban services appear to be actualy deteriorating as aresult of severe poverty and

rampant population grown. For example, while the main Streets of the city are paved,
amog dl the adjoining and neighborhood dtreets, even in the city center, are unpaved -
marked with deep potholes, often filled with water, and impassble for larger vehicles.

Geogr aphic Profile of Bamako:

The Niger River dominates the topography of Bamako. During the rainy season, the river
iseadly ahdf mileinwidth, and many sreams and creeks from the surrounding urban
neighborhoods flow into the Niger. The city covers an area of 18,000 hectares, and can
be increased by estimated 27,600 hectares. 1t is comprised of 60 neighborhoods and 6
politica subdivisons known as Communes. Each Commune has digtinctive
characteristics and is governed by an eected 23 member municipa council.

Socio-Economic Profile of Bamako:
- 50% of the population is under the age of 20.
The urban growth rate was 5.97% from 1997-2000.
33% of the population lives below the poverty line.

34% of the population works in the forma sector and 64% in the informal
sector.

Bamako produces 24% of Mai GNP.

Bamako produces 45% of Mdi nationa imports.

Bamako produces 25% of nationad consumption.

Bamako isrespongble for 70% of Mdi's commercid activities.

Bamako is respongble for 68% of Mdi'sindudtries.

Public Service Profile of Bamako:
77% of the population iswithout access to potable water.
Only 1.5% of households are connected to a public sewer.
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60% of houses are without access to dectricity.

82% of the population has access to basic community hedth.
98.9% of the students are enrolled in the first cycle of education.
33.1% of the students are enrolled in the second cycle of education.
0.7% of the students receive a degree in higher education.
Bamako's literacy rateis 18%

Bamako's Gover nance Profile:

The Bamako governance structure, especidly when viewed through the Bamako Solid
Waste Management System, is extremely complex. It involves multiple layers ranging
from the nationa minigtries and a nationdly gppointed Governor (High Commissioner)

to aloca government which is both regiond in neture, but highly decentralized through
relatively independent Commune governments. Additionaly, with limited public
resources, there is an overarching governance philosophy of "privatization" which leads
to the involvement of for- profit companies (GIE - Groupement D'Interet Economique) in
the ddlivery of essentid public services such as solid waste management.

There are d o traditiona leaders (Traditional Chiefs of Quarters) at the neighborhood
and Commune levelsthat play a critical role in mediating between ordinary citizensand
the public and private sector inditutions.

Findly, while there are decentrdization laws in effect and public service master plans
that have been adopted, the governance system in Bamako functions without clear lines
of responsibility and accountability. Combined with unprecedented urban population
growth and poverty, the net result is an urban infrastructure thet is deteriorating, thereby
causing continuous erosion in areedy limited public services. No where is this more
evident than in solid waste management arena.

The following governance ingtitutions comprise the governance structure of the City of
Bamako (Bamako Region).

National Government: (Under the executive authority of the President)

National Ministries- For example, the Minigtry of the Environment, and its
Pollution Control Agency, DNACPN (De L'assainissement et Du Controle
Des Pollutions et les Nuisances)

Regional offices of National Ministries that have governance responsbilities
for Bamako. (For example the Regiona Director for DRACPN.)

Governor (High Commissioner of the Didtrict of Bamako). It was reported to
the assessor that the Commune mayors and councils are respongble to the
Governor/High Commissioner.

Local Government:
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Bamako District (city-wide, regiond): The mayor of Bamako Digtrict has very
little control over the Communes. Thereis active discussion of revamping the
entire local government system and creating a strong mayor form of government
for Bamako Didtrict. Under this proposed system, the Communes would then be
accountable to the Bamako Didtrict under the executive authority of a strong
mayor. To date, no legidation has been introduced to accomplish this change.
Communes. There are Sx Communes in Bamako, Each Commune hasa 23
member dected council and mayor, and these governments are accountabl e to the
High Commissioner. In Commune 1, the High Commissoner disbanded the
current council for mismanagement and replaced it with a 10 member gppointed
council with an gppointed mayor.

Commune Resident population Households | Persons per | Population

—| per household urveyed  in

Men Women Igtgaé "N compound 2001*

Commune 1 99544 95537 195081 1.9 6.1 233829
Commune 2 63565 62788 126353 2.6 6.8 137795
Commune 3 49618 50135 99753 2.3 7.2 122832
Commune 4 94196 92004 186200 1.9 6.7 197559
Commune 5 94933 92634 187567 1.8 6.0 236261
Commune 6 113111| 108231 221342 15 6.2 250701
TOTAL 514967 501329 1016296 19 6,4 1178977

! Recensement Administratif a caractére dectoral (RACE) rédisé par le Ministére de
I’Adminigtration Territoride et des Collectivités Locaes en juillet 2001. Source of Chart:
Actions Againgt Hunger.

Traditional Leaders: Within each Commune there are traditiona |eaders
(Traditiond Chiefs of Quarters) who are respected eders that play an important
mediation role between citizens and the various government structures. They are
organized by Quarters. There appear to be approximately 66 Quartersin each
Commune. The Chiefs of Quarters are not paid, and are not eected. Itisunclear
how one becomes a Traditiond Chief of Quarters. However, their roleis criticd,
epecidly in the whole arena of solid waste management. They are organized

into a Council of Chiefs and Quarters, with a Head Coordinating Chief, and meet
regularly with government officids

BAMAKOQO'SSOLID WASTE MANAGEMENT SYSTEM: (Organizational
Capacity and Financial Systems, Transparent Budgets, Efficient Delivery of
Services, and Effective Citizen Participation)
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To better understand Bamako's Solid Waste Management System, two charts have
been prepared based on the information obtained during the diagnostic.

1. How the System should be working - The Theoretical Modd.
2. How the Sysem isactudly functioning - The Current Redlity.

The Theoretical Modél:
Thismode reflects the way the various governmenta, non-governmenta and private
sector individuds described how the systlem should be functioning. This theoreticd
mode appears to have emerged from practicd redlities, aswell as extensve Master
Planning work financed and supported by the World Bank. When asked if a
comprehengve srategy isin place for the development of the Solid Waste
Management System, the answer was dwaysyes. (Note: The referenced strategy
appears to be a comprehensive sudy which wasfirst performed in the early 1990's by
the World Bank, and officialy updated and gpproved by the nationd in June 2003.
This document is only in French, so it could not be reviewed by this consultant. An
effort is being made to obtain an English verson directly from the World Bank. The
report is called: Etude de la Strategie de Gestion des Deshets a Bamako and was
completed in September, 2001)

THEORETICAL MODEL OF HOW THE SOLID WASTE MANAGEMENT
SYSTEM SHOULD FUNCTION

Service Service Provider Accountable Funding
Governmental M echanism
Entity
Trash pick up at Smdl private Communes: Individud GIEs
individud companies (GIE) The Communesare | enter into a contract
household and authorized under politicd with a Commune for
busnesslevd. nationd law to subdivisonswithin the areathey areto
perform pollution Bamako. 6 cover. Each GIE
control services. Communes, each collects asarvice fee
with a City Hal, of gpproximatdy
Mayor, Council, $1.40 per month per
staff, power to tax, household. Thefee
and population base | coversthe cost of
of approximately trash remova and
250,000. transporting the fee
to a Transfer Depot
within the
Commune. The
Regiond Director of
the DRACPN
(nationd
government) has
respongbility for
monitoring and
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enforcing the

contracts.

Temporary storage Commune Commune, with Commune generd
of solid waste at coordination and fund taxes or
designated and oversght by perhaps mandatory
officid dteswithin Regiond Director of | solid waste service
each Commune. the DRACPN fee.
These dtesare
cdled Transfer
Depots.
Operation of Commune, perhgps | Commune, with Commune generd
Transfer Depots, in contractua coordination and fund taxes or
induding partnership with oversght by perhaps mandatory
composting and GIEs. Regiond Director of | solid waste tax.
recycling, and the DRACPN, and
transfer of solid find accountability
wagteto find totheHigh
landfill. Commissioner of

the Didtrict of

Bamako (The

Governor -

gppointed by the

Presdent)
Fnal disposa of Bamako Didlrict Regiond Didtrict Landfill sarvicefee
solid waste at an government in governmentin for disposal of any
officidly desgnated partnershipwiththe | partnershipwiththe | materid a the
landfill. Compogting | nationd Ministry of | nationd Minigtry of landfill.
and recydling to the Environment. the Environment.
occur prior to find Find accountability
landfilling. would appear to rest

with the High

Commissioner of

the Didtrict of

Bamako
Ovedl Regiond Director of | Regiond Director of | Minigtry of the
Coordination and the DRACPN the DRACPN Environment
Management of the
Solid Waste
Management
System.
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ON THE GROUND REALITY OF HOW THE SOLID WASTE MANAGEMENT
SYSTEM FUNCTIONS

Service Actud Services Consequences of Resources Allocated
Provided Current Service to perform current
Redity level of sarvice
Trash pick up at GlEsdam45-50% | Whileindividuds No public resources
individud and of households keep theentranceto | are alocated for
household and participate. thelr premisestidy, trash pick-up. It has
busnesslevd. However, thisfigure | thereistrashinal been privatized to
is probably much, the public aress, the GIEs. The GIEs
much lower. (See aong streams, collect and keep the
below under GEI roadways, and solid waste service
mesting report). vacant lots. Trash, feewhich is not
The trash is picked whenitis properly mandatory. (No
up by donkey carts, | disposed at the budgets or
with afew amadl household levd, is trangparent
tractorsnow in placed in smdll, accounting were
operation. overflowing cans. available)
Very few cansare
visble
Temporary storage During my tour of Without officid Vey little, if any,
of solid waste at Commune 1, wedid | Transfer Depots, public resources are
designated and not see an officid trashisbeing alocated to
officdd gteswithin Transfer Depots. depostedinillegd edablish, maintain
each Commune. While they may dumpsin and operate
These Stesare exig in other neighborhoods, next | effective Transfer
cdled Trandfer Communes, they are | to markets, and Depots. (No budgets
Depots. vay,vay limteda | dong waterways. It | or transparent
best. . is estimated that accounting were
there are 98 illegd available)
dumps in Commune
1.
Operation of Without designated Sincethereisno In Commune 1 there
Transfer Depots, Transfer Depots, sysem for the was no organized
induding thereisno transfer of thetrash system for
composting and controlled and to a permanent trandferring trash to
recycling, and managed space for landfill the trash a permanent landfill.
transfer of solid depositing thetrash. | continuesto Therefore, no public
wagteto find Compogting or accumulatein funds appeared to be
landfill. recycling at the illegd dumps dlocated for this
neighborhood leve throughout the function. The
IS not occurring. Communes gtuation may have
Thereisno transfer been dightly better
of thetrashto a in other Communes.
permanent landfill. However, since
The trash continues thereisno find
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to accumulatein landfill, it appears
illegd dumps that most of the
throughout the trashthat is
Communes. removed, either
formdly or
informally, from the
neighborhoodsis
being dumped in the
Niger or out in the
countryside. (No
budgets or
transparent
accounting were
available)
Find disposa of The only landfill, Trash continues to Undear if public
solid waste at an whichiswithin pile up at the funds are being used
officidly desgnated Commune 1, has hundreds of illegd in connection with
landfill. Composting been closed. This dumpsinthe illegal dumping.
and recydling to was closed because | neighborhoods, and | (Note: there are two
occur prior to find the other any trash thet is officdly desgnated
land filling. Communes were removed from the landfill Stes
transporting their neighborhoodsis approximatdy 25-
trash to thislandfill going out to the 30 kilometers
and it was countryside for outsde of Bamako
overwhelmed. illegd dumping or which have not been
Thereisno landfill into the Niger. built. Undear, if
for any of the Within there are dtrategies
Communes. neighborhoodsthere | and resourcesto
Obvioudy, thevery are very sgnificant make one of these
limited composting hedth, safety, and Stes operational.
that was being done | environmentd Certanly not inthe
a the Commune 1 issues, especidly for | immediate future,)
landfill has ceased. children.

ON THE GROUND REALITY OF THE SOLID WASTE MANAGEMENT
SYSTEM: CONCLUDING OBSERVATIONS.

Overall functioning of the system: The system does not functionin
any way smilar to the theoretica master plan approach identified in

the first chart.

Role of Government: Governmentd roles are not being performed as
aresult of inadequate financia and human resources, and inadequate
regulatory/taxation systems. Lines of responsbility and accountability

do not exist. Budgetary documents were not available.

Role of the Private Sector: GIEs play an important, but inefficient
and ineffective role in solid waste pickup. However, this gppearsto
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vary sgnificantly from Commune to Commune, and there are GIEs
performing a ahigher level. (i.e. Sema Saniya, a GIE which employs
35 people and handles both solid and liquid waste. See below)

Role of the NGOs: Action Againg Hunger (ACF) isplaying an
important role in providing effective, action oriented mode 5'solutions
at the neighborhood levd.

Role of Citizens: Citizens must live with trash and litter thet fills ther
neighborhoods.

ANALYS SOF DIAGNOSTIC FINDINGS

OPTIONSFOR CITYLINK PROGRAM:

In the program description created for the Diagnostic the following examples were used
as possible tasks that could be performed through the CityLinks program. In examining
each of these suggested issues, the recommended framework for the CityLinks program
became more focused.

I ssue 1: Explorethe feasibility of consolidating some of the 120 dumps around the
city.

Response: Thereisnot an accurate inventory of the number of lega Transfer Depots or
illegd neighborhood dumps. Without lega Transfer Depots or afind landfill, thereis
nowhere to legaly and environmentaly consolidate any neighborhood dumps. The task

of consolidation on a city-wide or even a Commune-wide basisis clearly beyond the
scope of the CityLinks program. However, ademonstration project within agiven
neighborhood would be able to tangibly show the necessity, and the benefits, of
consolidating and removing illegd dumps.

I ssue 2: Assess plagtic bag waste management and available technologies in the city;
identify problemswith disposal.

Response: Thereis no plastic waste management implementation. Thereis no separate
disposa or recycling of plastic bags. Since September isthe rainy season in Bamako,
and there was little wind or dust, plastic bags were not observed as amgor solid waste
problem. However, in the dry season, they are gpparently everywhere. There have been
numerous studies and drategies performed, the latest one being:  "Plagtic Waste
Management in Bamako Mdli (AID Project: 688-Q-00-03-00042-00)."

However, due to resource limitations, there was no discussion of implementing any of the
recommendations emerging from these sudies. There was someinterest expressed in
better understanding how South Africa has effectively dedlt with thisissue. Apparently,
through nationd legidation, they banned the most objectionable types of plastic bags.

Issue 3: Improve management of the dumpsites:

Response: Thisisacritical issue. There are severd agpectstoit: Firdt is creating, and
managing, viable Trandfer Depots within the Communes. Thisis the respongiility of the
Communes and it is not being done for lack of both human and financia resources. Next,
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thereisthefind landfill. Currently, the only landfill is closed with no prospects of
reopening. Two landfill Stes have been identified 25-30 kilometers outside of the city,
but there are no imminent plansto finance, build and operate. If fact, it was very difficult
to determine what public entity has lead respongbility for the find landfill.

(Responsihility would appear to reside with Bamako Didrict, the High Commissioner of
Bamako, and the Minidtries of the Environment and Development.)

Issue4: Develop and introduce a new solid waste management plan including
implementation of new policiesand proceduresfor the collection and disposal of
solid waste:

Response: The World Bank has financed, completed and updated a Solid Waste
Management Master Plan. This has been adopted as officid government (national)
policy. It appears to be the plan that has the support of the national government, but there
are very limited resources to implement it. Repeatedly, the assessor was told that another
planning document was not necessary. It would be awaste of both human and financid
resources. Instead, the message was clear from al the stakeholders - The CityL inks
partner ship should undertake a specific project which can result in tangible and
positive change for citizens. (Note, the assessor is attempting to obtain an English
verson of the World Bark Master Plan. This could be a very important document for the
CityLinks program.)

Issue 5: Implement new fleet and route efficiency standardsto the extent possible
given the potential need for capital costs associated with acquiring fleet equipment.
Response: While this is dealy an important component of implementing a
comprehensve Solid Waste Management Strategy, it is amply not in the redm of
possbilities.  There is no public "flest," dnce solid waste pick-up is peformed by the
private GIEs tirough the use of donkey carts. There appears to be little, if any data, on
routes or even neighborhoods for collection. Everyone is in agreement that donkey carts
need to be replaced by tractors, but this is an expensive proposition and the resources are
not available.

I ssue 6: Identify appropriate digposa drategies including reviews of landfills, recycling,
compogting, etc. The appropriate disposal option or mix or options will be a primary
component of the Solid Waste Management Plan.

Response: Appropriate disposa dtrategies are likely to be contained within the World
Bank financed Magter Plan. In addition, USAID has funded a comprehensive sudy
regarding plastic bags. Since the Master Plan has been recently updated and approved
by the governmert, it is presumed that the desired information is contained in this report.
The as32s30r is attempting to obtain an English verson of this Master Plan.

I ssue 7: ldentify new management processes and requirement needs and conduct
training. When appropriate, provide targeted training in the areas of collection and
disposdl.

Response: Training should be an integra part of the CityLinks program and will be
discussed below under "Recommendations.”
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Issue 8: Develop acost recovery strategy that is both a component of and consistent with
the solid waste management plan. The strategy would be aimed at recovering costs
associated with the collection, disposal, and/or recycling of solid waste in part or whole,
Response: Deveoping and implementing an effective cost-recovery system should be an
integral part of the CityLinks program and will be discussed below under
"Recommendations.”

I ssue 9: Develop and implement acitywide public relaions campaign amed at
beautification of the city through increased community pride by both businesses and
residents.

Response: A public relations campaign focused upon citizens and businesses should be
an integrd part of the CityLinks program.

ADDITIONAL ISSUESAND OPTIONSEMERGING FROM THE DIAGNOSTIC:
Based upon the interviews conducted, the studies that were reviewed, and the first hand
observations of the assessor, there emerged other priority issues and options that need to

be consdered when setting forth recommendations for the CityLinks program. These
additiond issues and options are reviewed below, and specificaly relate back to key
requirements outlined as set forth in the Program Description.

Other Key Issues and Options.
I ssue 1: Should the CityLinks program be focused citywide or should its focus be at the
Commune level, and perhaps within a given neighborhood within the selected

Commune?

I ssue 2: How can the CityLinks program build upon previous successes, and accomplish
the specific gods that have been identified through the diagnostic?

Issue 3: How can the CityLinks partnership create the foundation upon which longer
term action can be made by the City of Bamako and the Minigtry of the Environment?

RECOMMENDATIONS

MAJOR RECOMMENDATIONS:

1) The CityLinks program should focus on the Commune/Neighborhood level. With
thisfocus, there should also be a commitment to use the CityL inks program to bring
"value added" improvementsto the ongoing development of a comprehensive and
viable Bamako Solid Waste Management System.

2) A tangible, neighborhood focused CityL inks project should be undertaken in
partnership with key stakeholders, and should be used asa " learning laboratory” to
focus attention upon key gover nance, public administration, accountability, and
change management issuesthat are prerequisitesfor improving the overall Bamako
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Solid Waste Management System. Thekey governance and public administration
issues are:
Who hasresponshility for thetrash pick-up at the household level, and how
isthispaid for?
Who hastheresponsbility for providing and maintaining effective Transfer
Depots, and who paysfor this?
Who hasresponsibility for recycling and composting at Transfer Depots and
who paysfor this?
Who hasresponsibility for removing the solid waste from Transfer Depotsto
the landfill, and who paysfor this?
Who hasresponsibility for closing illegal dumps, and transfor ming them into
stesthat have public benefit (open space, flood zone, park, playground,
gardens, etc?)
Who has overall responshility for organizing, monitoring, and implementing
the overall Solid Waste M anagement System?
Who hastheresponsbility for developing and implementing an effective and
realistic cost recovery system for trash pickup (including transportation) and
for legal disposal sitesincluding transfer depots and the landfill?
Who hasresponsibility for dealing with issues of " change management,”
especially asthey relate to citizen attitudes and behavior, inter gover nmental
relationships and political accountability?

4) The tangible, neighborhood focused CityLinks project may wish to build upon
the success of Action Againgt Hunger's (ACF) project in Commune 1.

30



APPENDIX ONE: MEETINGSCONDUCTED DURING THE DIAGOSTIC:

A) Organization: USAID
Name: Augustin Demble, Environmental Officer and Project Manager

Role within Bamako Solid Waste Management Structure: USAID
project manager and point person for solid waste management.
Excdlent contacts and reationships with dl the

organizations/individuas involved in the Diagnodtic

Philosophy and Strategy: Actionis required; USAID isloosng its
credibility with the key stakeholders by smply contracting with
consultants who write reports. Need to effectuate change on the
ground that will have a visble and tangible impact.

B) Organization: USAID

Names. Pamela White, Misson Director and Kevin Mullally, Deputy
Mission Director,

Major Challengesrelating to the Bamako Solid Waste
M anagement System:
* Governance and accountability - who'sin charge and
accountable?
* Changing behavior of citizens to take more responsibility for
the disposd of solid waste.
* Should USAID resources be applied city-wide or within
targeted areas?
* Partnerships very important, especialy those that demonstrated
tangible and positive outcomes. Example: Action Againgt Hunger project.
* Project must produce tangible and positive outcomes that can be
scaled up.

C) Organization: Action Against Hunger ( Action ContreLaFaim - ACF)
Names. Felix L eger, Chief of Missonand Thierry Metais, Technicad
Coordinator

Role within Bamako Solid Waste Management Structure:
Conducted very successful Solid Waste Management project at the
neighborhood level. Project took about three years and resulted in
tangible and concrete benefits (See Attached report for specific
objectives and results) Funded through USAID - OFDA. Project had
just completed atwo day workshop (Popularization Campaign).
Project now working on a 25 minute film that will be used in the
Popularization Campaign.
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Philosophy and Strategy: Partnerships with accountability; scae up
successful projects, must have cost recovery for tractor maintenance
and replacement; need long term support/strategy for changing
behavior, but can't change behavior unless citizens see trash Situation
improving.

Human Resour ces: Smart, committed to Mdli, long term experience,
speak French.

Financial Resour ces: Very credible; should be able to attract
additiond donor funding. Working currently with Cities Alliance on
another proposdl.

Partnerships: Commitment to work in partnership.

Strengths of Office: On the ground, successful, vison of scaing up
demondtrations; credible with USAID and other stakeholders.
Weaknesses of Office: Financia resources to scale up successful
project.

Major Challengesrelating to the Bamako Solid Waste
Management System: Tractors are key - if they can't be maintained
and replaced the whole system fdls apart; need long term Strategy for
behavior change; lack of coordination and accountability; training
needs must reach dl levels (from citizens to those responsible for solid
wagte management system); current project is not sustainable because
there is no cost recovery for the tractors. Cost recovery key, but can
only increase feesif citizens see reaults;

Recommendationsto TH: Very interested in being partnersin
CityLinks and using the results of their successful project to undertake
another project at a higher leve (Scaling up).

D) Organization: Regiona Bamako Office for the Adminigtration and Control
of Pollution ( Direction Regionale De L'Assainissement Et Du Controle Des
Pollution Et Les Nuisances (DRACPN). Thisofficeisandiond office, under
the Minigtry of the Environment.

1) Names. Amadou Tandia, Regiond Director for Pollution Control within

Bamak

0, (DRACPN)

Role within Bamako Solid Waste Management Structure:
DRACPN has been established within the Minigtry of the
Environment. 1t appears to be the most important office in dealing
with solid waste management system. Itsrole is coordination,
partnerships and regulation - in charge of organization of the Solid
Waste Management System - it does not have adirect rolein service
deivery. Oversight of GIE's (private companies), Communes,
Traditiona Quarter Leaders (66). Plays principlerolein Solid Waste
with the Governor (High Commisioner of Bamako - appointed by the
President).

Philosophy: The public sector does not have the resources to address
the solid waste management crisis facing Bamako. Therefore,
privatization must occur through the GIES (Groupement d'Interet
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Economique) small scale private companies. Therole of DRACPN is
to coordinate, strengthen the GIEs, and develop partnerships. Whileit
has aregulatory role (oversght of GIEs for example) thisroleis
unclear and not being implemented. The GIEs are supposed to have a
contract with DRACPN. The contract requires that tractors can only
be used for sanitation; monthly reporting on maintenance of tractors;
performance monitoring. Done of this appear to be taking place.
There are no computers, reports, secretary or filesin the office.
Strategic Framework: Master Plan does exist. First developedin
1991 by the World Bank: Strategies for Solid Waste Management in
Bamako (not trandated). Three parts: 1) Pre-collection and
collecting from the households. 2) Reorganization of the collection to
thefind landfill 3) Find landfill (25-30 km outside of Bamako) Key
components of the Master Plan: Cooperation among al the players;
Clean House = Clean City; Services must be paid for through service
fees, Stakeholders must be trained. 1991 - Master Plan first prepared
1993 - DRACPN created by Environment Ministry
1998 - Bamako DRACPN Regional Office created
1999 - Bamako DRACPN operational
2001 -2003 - Master Plan Updated and financed by
World Bank (need to get copy). Where does this document stand with the
Bank? Isthe Bank involved in financing anew landfill? Two Stes have
been designated. Not clear who within the Solid Waste Management
Sygem isinterfacing with the World Bank - maybe the Minigter of
Development.

Human Resources. Two Supervisorsin addition to the Director. One
assigned to Operations and the other appears to be the person in charge
of the drategic plan/technical issues. Each Supervisor has three agents

- roles of agents unclear, but appears to be assigned to enforcing illegd
dumping.

Financial: Very murky. No hard figures on any expenditure related

to his office or any of the other stakeholders. No reports, documents,
etc.

Equipment: No computers. No adminidrative support. Three very
modest offices, with central meeting room with table and chairs.

Director does not have an operationa vehicle. Two supervisors appear
to have transport, but not clear.

Partnerships: Excdlent rdaionships with USAID, Action Againgt
Hunger, GIEs (active coordinating council), 66 Traditiona Quarter

L eaders (coordinating council), High Commissoner, Ministry of
Environment, 6 Communes. Unclear about relationship with Bamako
Regiond Government (overdl city hdl)

Strengths of Office: Director and Supervisors are professionals, not
paoliticians. Committed to their mission; committed to working in

33



partnerships, committed to involving al the stakeholders, including
citizens,

Weaknesses of Office: No financia resources to make things happen;
Regulatory system not in place; No clear lines of accountability and
responsibility between the stakeholders.

Major Challengesrelating to the Bamako Solid Waste

M anagement System: Too much solid waste to manage - Stuation
getting worse, not better; Need for composting and appropriate
tools/technol ogies to undertake effective composting; lack of
equipment - must move from donkey cartsto tractors; lack of training;
lack of appropriate technology for recycling and composting; no end
landfill that is now operationa; not agreement on who should own
equipment - GIE's or Communes, no solid waste taxes being collected
- voluntary collections through the GIE's and money stayswith GIE's.
Therefore no public fee- for- service revenues appear to be generated
for solid waste. Apparently Communes alocate resources for solid
waste from their limited generd funds, Need to continue to strengthen
role of GIE's. Appear to be 120 illegal dumps, with very few lega
Transfer Depots (| never saw alegd transfer Depots), and no find
operationd landfill. Waste being dumped in countryside, in Niger,

and left at illegd dumps dl over city. Mgor hedth, environmentd,
and flood problems; must build a new landfill; must have viable
Transfer Depots, must closeillegd dumps, must have public education
and awareness once sarvice isimproving. Needs. garbage cans,
computers, tractors and trucks and equipment for sengtization
program. Must find away to stop illegd dumping.
Recommendationsto TH: No more studies and consultants. Need to
have concrete actions and results. People must see that waste Situation
can improve within their neighborhoods. Action not words.
Equipment iskey. Will not hgppen if donkey carts are only means of
collection. Must have tractors, trucks, and other equipment.

E) Organization: Groupement D'Interet Economique (GIE) Coordination
Council for the GIE's.
1) Names: Seven member council. (chaired by awoman)

- Rolewithin Bamako Solid Waste Management Structure:
Representative Council on behdf of the GIE'S, which are the smdll
scae private companies that have been organized under nationd law to
perform certain servicesfunctions. One of these functionsis
pollution/sanitation control. Coordination Council includes Chair,
Treasurer, Secretary,

Philosophy and Strategy: Asgovernment has pulled out of pollution
control, the GIE's have assumed more and more responsibility.
Commenced in 1991, and Coordinating Council started in 1996. Many
unemployed young men - way to create jobs and clean neighborhoods.



How They Function: Each GIE will be owned by 3-5 individuds.
Must pay worker sdlaries (no socid security benefits), salary of
owners, maintenance and food for the donkeys. GIEswill have a
geographic areathat is alocated by the Communes. There are 6
Communes and 70 GIE's that are members of the Coordination
Council. Total number of individuas employed = 700.

Approximately 4-5 donkey carts used by each GIE. There are
approximately 14 tractors, but 8 were bought by Action Against
Hunger. Tractors belong to GIE's. Each GIE is a private business
employing individuds to perform work and collect fees for the work.
Donkey carts pick up the garbage on the household levd. Thereisa
feethat is charged of 1000 cf per month. ($1.40). Garbageisplacedin
cans, but this doesn't dways happen. No good qudity garbage cans.
It is not compulsory for households to contract with GIE's.
Approximately 45-50 % of households contract with GIE's. Lack of
participation compounds illegal dumping. Each GIE as an agent that
attemptsto collect. If fee not paid, can stop service. However, before
this happens the Head of the Quarter (traditiond leader) playsa
mediating role to resolve situation. All fees belong to the GIES. Fees
pay for donkey cart driver plus maintenance and equipment. Donkey
cart drivers are paid 15,000 -20,000 cf per month. ($25-33.00). Each
GEI has gpproximately 50 households. (Y ou can see the math does not
match the population. (50 households X 7 per people per house hold =
350. 70 GIEs X 350 = 24,500 individuds, but populationis 1.3
million. Tractor drivers make $50 per month. GIE's are etablished
by the Communes. Letter sent to City Hall requesting designation and
land areathat will be covered. City Hal contacts GIE Coordinator for
the Commune to determine of land isavailable. City Hal makesthe
find decison and entersinto contract. The staff person at City Hall is
the third assstant to Mayor in charge of sanitation. The Regiond
Director of DRACPN has responsbility for enforcing performance of
sarvice level and the contract. There are no sanctionsif service levels
are not met. Doesn't appear asif aforma contract is ever in place.
The donkey carts and the occasional tractor take the waste to a
Trangfer Depot. City Hall (Communes) theoreticaly own and
maintain the Trandfer Depots. This function is not being performed.
City Hall lacks means and resources to do the job. Theoreticdly, City
Hall takes waste from Transfer Depot to find landfill. City Hall does
not have the equipment or meansto do this job, and thereisno find
landfill. It has been closed for the past two weeks - ho immediate
plansto reopen. Theoreticaly, City Hal getsit resources from the
different taxes it collects. Each Commune Council determines
dlocation for solid waste - 5 year plan. Theoreticaly, Commune 1
budgets 23,000,000 cf ($38,000 for 200,000 plus individuals)
However, no one appears to know if thismoney is ever spent by City
Hall. The Regiond Director of DRACPN appears to have no
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knowledge of how much is spent or whereit isalocated. In
Commune One, the sanitation committee was dishanded because the
entire Coundil, including the Mayor, were removed by the President
for misconduct.  The find landfill is the repongbility of the Bamako
Didgtrict government, but clearly great confusion about this. Also
gopears that the Minigtry of Environment also has responsbility for
the find landfill.
Human Resour ces: Coordination Council meets on regular basiswith
Regiond Director of DRACPN.
Financial Resources. Very limited. GIE are amdl scde, but they
aso have potentid which will be dted later in vist to aGIE thet is
performing both solid and liquid waste services.
Partnerships: Works closaly with Regiond Director of DRACPN,
but not with Communes.
Strengths of GIE System: Employment, entrepreneurship,
Weaknesses of GIE System: GIEs can't get the job done. No red
strategy; no accountability, no measurements of what isredly
happening on the ground. Only serving smal % of the actua
population, no resources to buy tractors and scale up, no financia or
equipment help form City Hals.
Major Challengesrelating to the Bamako Solid Waste
Management System: Very difficult to see how the continued
privetizetion of Solid Waste Management to the GIEs will ever solve
the problem. A partnership approach would work, but this must dso
include dl the government stakeholders who must bring resources to
the table. Communes not meeting ther existing respongbilities for
Trandfer Depots. No one meeting respongbilities for landfill.
Other issues: Mayor of the Didrict of Bamako told each Communeto
alocate 500,000 cf ($833) towards a bulldozer. They refused and it
didn't hgppen. Commune Mayors see themsdves reporting to the High
Commissioner (Governor) and not to the Mayor of the Digtrict of
Bamako. Thereis no enforcement power by the Mayor of the Digtrict
of Bamako. A strong mayor form of government is being serioudy
considered by the National Government. No timetable could be
determined. Also, there appears to be tenson in Commune 2 where
the Mayor wants the Commune to have its own garbage flest. GIE's
want to be the owner of the equipment and provide the service. GIE's
want to keep the paliticians out of Solid Waste Management System.
Claim politicians are corrupt.
Recommendationsto TH:

* GIEs should be well equipped

* GlEs should be given more responsgibility within the Solid Waste

Management System, especidly in regards to the Trangt Depots.
* Want the law to reflect that the GIE's should have full partnership
with the Communes.
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* The GIE's see themselves as accountable to the Regond Director
of DRACPN. They want to have contract with the Communes, and then
to have the contract monitored and enforced by the Regiond Director of
DRACPN

* Want City-City-Cooperation to result in something concrete.

F) TOUR OF COMMUNE ONE:
240,000 population
98 illegd dumps
landfill closed

approximate cost to cleanup dump (s) along waterway = 500,000,000 cf
($83,000)

G) Organization: National Director of DRACPN (Within Minigry of the
Environment)
1) Name: Famoussa Bagayoko
- Rolewithin Bamako Solid Waste Management Structure: Bamako

Regiond Director of DRACPN reportsto him. Heistheinterface
with the Minigtry of the Environment, and has overal responsibility
for pollution control
Philosophy and Strategy: 2003 National Government adopted World
Bank Master Plan (Need to get copy in English) All stakeholders have
been involved and will beinvolved in implementation. Communes
have responghility for cleaning up illegal dumps, and providing for
Transfer Depots. But City Halls don't have resources, and thereis no
landfill to take the garbageto. City Hal must levy taxes for waste, but
nationd legidation must be passed. (Confusion about this- need to
clarify). But before taxes can be increased there must be anincreasein
sarvices. (Clearly aCatch 22)
Major Challengesrelating to the Bamako Solid Waste
Management System: No landfill and many, many illegd dumps.
Huge hedlth and pollution problems, especiadly relating to children.
Problems getting worse. So many players. Also liquid waste,
factories dumping in Niger, and behavior of people must change.
Recommendationsto TH:

* do something concrete - show people that Stuation can improve.

Clean up illega dumps, improve service and people will pay higher fees/charges.

H) Organization: High Commissioner of the District of Bamako (Governor -
appointed by President)
1) Name: El Hadj Mamadou Issa Tapo, chief adminidrative officer to the
Governor.
Role within Bamako Solid Waste Management Structure: Appears
to be the most powerful office. All the Commune Mayors report to the
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Governor. Liaison with the Presdent, and the President in April
announced that solid waste management is one of histop nationd
priorities.
Major Challengesrelating to the Bamako Solid Waste
Management System: Trangt Depots for Solid Waste are the biggest
issues. They are not being teken care of. Terrible effect. Financid
means not there to solve the problem. Bamako spends = 800,000,000
($133,000); Dar es Sdaam spends 8,000,000,000 cf ($1,330,000)
Abidjan spends = 12,000,000,000 cf $2,000,000) for solid waste.
Land fill must be built. Incineration not an option. Went on astudy
tour to France and saw incineration. Much too costly for Bamako to
build and operate. Landfill isthe only solution.
Recommendationsto TH

* Assistanceto Transt Depots - do something concrete.

I) Organization: Traditional Chiefsof Quarters
1) Names: 6 Chiefs and one advisor, including the Head Coordinating Chief
Rolewithin Bamako Solid Waste Management Structure: The
Traditiond Chiefs play avery important role. They represent the
interests of citizens, they mediate between citizens and the
public/private ingtitutions, respected leaders within their
neighborhoods.
Major Challengesrelating to the Bamako Solid Waste
Management System: Sanitation #1 priority. April 12th Presdent
made a gpeech on sanitation. Very important - people are now taking
thisissue serioudy. Mgor problems: 1) Lack of equipment. Must
replace donkey carts with trucks/tractors. 2) Must get garbage from
trandfer depots and illegd dumpsto alandfill 3) No find landfill - 4)
How to recycle - compog, fertilizer, gardens, agriculture. 5)
Population growing - fdling further and further behind. 6) Floods -
made much worse because of trash.
Recommendationsto TH
* Mdi saying: "Better to see something in action once than hearing it
10 times."

J) Organization: Communell City Hall

1) Names: Mayor was cdled avay. Met with newly appointed council

member.
Role within Bamako Solid Waste Management Structure:
Previous Council and Mayor (40 members) removed by the President.
7 new Council members and Mayor appointed by the President.
Action occurred because of mismanagement. 26 Sanitation workers
for the Commune. Could not determine what they do.

K) A) Organization: GIE Sema Saniya
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1) Names: Marc Jeuland, Peace Corps volunteer and project coordinator, and
Ben (d|d not get last name), will be project manager.

Role within Bamako Solid Waste Management Structure: - See
attached Project Status Report for " Congtruction of a treatment station
for wastewater dudge.”

Philosophy and Strategy: Private sector, through GIE's can address
public service issues effectively. Reinvest from solid waste
management into liquid solid waste.

Resources: Sdf-supporting private enterprise

Strengths of Office: Liquid solid waste trestment facility under
congtruction. Will serve 5,000 households upon completion.

Magor Chalenges relating to the Bamako Solid Waste Management
System: How to scale up this success.

Recommendationsto TH: Thisisan excelent modd of atangible
project that will have amgor impact on the lives of citizens.

L) Organization: USAID Exit Meeting
Names. Augustin Demble, Pamela White, and Kevin Mullally

Major Challengesrelating to the Bamako Solid Waste
M anagement System:
*Kevin: Partnership gpproach: ICMA, Action Against Hunger.
* Augudtine: action, equipment a priority need - not another report.
* Pam: Lack of management capacity - no accountability and
respongbility. Something must change From CityLinks project build
capacity. Wants to see tangible results.

REPORTSAND DOCUMENTS

ICMA CityLinksProgram Desiption for Bameko

Smmay Repat on Accomplismats Adion Agang Hunge'sCommune
OneDemongration Rrgedt funded by USAID (OFDA)

Adion Agang Hungar propos for Sdlid WadeManegamat in Coss:
Bardaing Pond of Banooni betwean Commune 1 and 2. (Possble GityLinks
project funded by City Allianoe)

Repart on Condrudion of liquid wedetrestmeant oanter by GIE SamaSanya
Mader Han: Eude delaSraegie de Gestion des DecheisaBamako
Bameko Didrict Devdopmeant Srategic Hanning Prgjedt, October 2001, UN-
Hehitat.

Sragyc Haming Guidefar Munidpel Sdid Wage Manegemeat: World Bark,
200L

Radic Wade Manegamant in Bameko Mdi, April 2003 USAID
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Ran Dadion AntidecheisHastioues
Improving the Sekenddar Invavamant in Solid Weste Calledtionin Bameko,

March 2008 workshop presantation.
Tax Cdletion Mdi Sylehttp/Amwv.usaidgoviregorgefr/s2imdidhtml

A locd civil society organization of the rurd commune of Ngoura received training from
aUSAID-funded Private Voluntary Organization(PVO). The training was designed to
help the organization to: (a) anayze the strengths and weaknesses of the populations
living in the commune of Ngoura and; (b) better understand the decentraization laws and
processes. As the result of this training, the community organization conducted an
assessment and found out that the mgjor obstacle to local development in thisrurd
commune was inadequate and improper tax collection. Based on follow-on training
recaived from the PV O directed at the problem, theloca avil society organizetion
developed and implemented an action plan to help the commune increase its tax
revenues. They organized various workshops to better explain the importance of paying
local taxes and held a feedback session involving local populations and loca dected
officids. The objective of those sessons was to establish amore formad chain of
communication between communa elected officias and their condituencies. They dso
educated loca populations and businesses about the importance of paying loca taxes.
Asthe reault of these interventions, the following was achieved: 80% of locdl tax
revenues was collected (double the previous year);the loca population better understood
the importance of paying locdl taxes and the locd civil society organization has served as
the problem-solving link between elected officials and the local population; and, the local
population has become much more active and interested in community activities.

City Alliance
http://mww.toolkitparticipation.com/vervol g/searchresult.asp?url=searchdetail %5
Fsgl %2Easp%e3F romsearch%3Dtrue?026Casel d%3D601

Madli, Bamako, Commune I11, Opération Assainissement

3. Short description of the case The experience amed a
improving peoplesliving
conditions through sanitation
activitiesinvolving dl actors
in the munidpdlity. The

whole process was achieved

through sensitizing.
4. Region and Country(ies) Mdi
5. Name of the locality(ies) of the experience Commune 11, Bamako
6. Scale of the experience ? Smdler cities

40



7. Possible other scales of the experiencefinitiative
8. Size of the population in locdity of experience

9. Number of directly participating peoplein the
experienceinitictive

10. The most important focus areas

11. Possible other Focus areas of this experience

12. Man actorsinvolved

13. Other Actors
14. Generd information on the budget of this experience
15. Time of actorsinvolved

16. Start of the project

18. Generd aims of the experience/initiative and specific
objectives to promote and redlize citizen's participation

19. Some Quotes from the most important actors
involved

20. Brief overdl, narrative, description of the experience
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12,526 people

Half of the population was
involved

? Socid Development and
poverty dleviation

Democratization

? Governmentd inditutions
?  Women's organizations
? Youth organizations

Citizens
Unknown

Thetime of actorsinvolved
Was permanent and
voluntary. It wasthelong
term basis.

1999-09-01

Generd am of the project
was to project the
environment by keeping the
municipdity deen for the
wdl being of the community.
Specific amsinduded
changing peopl€e's attitude by
getting them involved in
concrete sanitation activities
and reinforcing loca
democracy in commune l11.

Short description of the
experience : Commune 11
municipdity, located in the
heart of the capital city,
Bamako, was facing a serious
denradation of itg
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environment caused by
rainwater sagnation and lack
of sawage drainagein the
town.

According to researchers, this
Stuation was very detrimentd
to lifein the commune. So, in
order to overcome the issue,
theloca council, headed by
the city mayor, Mr. Abddl
Kader Sidibé, engaged
discussonswith his
population to andyze the
consequences of the
Stuation..

Asssted by his councilors,
technica advisors, heset up a
sengtizing team targeting dl
youth and women's
organizationsin the
municipdlity.

This programme focused on
the necessary involvement of
al actorsin the experience:
through meetings and generd
assembliesto draw peoplée's
attention on basic principas
of the issue and through radio
programmes to widespread
the information.

After large comment on the
programme cdling for active
participation of the
population, the mayor fixed
the day for the execution of
the activities Early in the
morning, the local council,
women's and youth
organizations assisted by
technical services headed for
sewage drainage with
company of adrummer'steam
and young girls offering for
refreshment.

"Thiswas aday of
narticination in tha



22. Other Tools

23. Explanation of the tools used
24. Phases of participation

25. Levels of participation

26. What was the central issue/god/problem of this
experience and who defined it:
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municipdity3 damed the
happy mayor who made it one
of his priorities during his
campaign.

Tools: Mestings public
hearing

Sengitizing

The success of the experience
was achieved because all
partiesinvolved actualy
showed up and participated in
to sanitation activities, which
was exactly the objective that
the loca council wasaming

at by holding mestings.

Asfor public hearing, it was
achieved through radio
programmes and people's
feed back on theissue. These
tools could be used
everywhere.

Analysis preparation
execution

Andysis of the issue was
promoted through discussion
with populetion.

Preparation was reached
through sengitizing.

Asfor execution of policy, it
was promoted through
concrete participation of
population and technical
saviceson thefidd.

Information consultation

In order to give as much
information as possible, locd
council made use of radio
programmes- sensitizing
sessonsto call for active and
concrete participation of al
actors.

Cona lltation was achieved hv



27. What are strong points/critica factors of success of
the experience (and what were lessons learned and
solutions found)?

28. What are the weak pointg/critica factors of falure of
the experience (and what were lessons learned and
solutions found)?

29. Main results of the experience specificaly in relation
to participation

30. Concrete measures and signs of the sustainability of
the experience

31. Related to previous or other examples of other
cities'countries

32. Experiencesin other cities/countries partly or mainly
based on this example

the participation of technical
advisors through discussion
with councilors and other
member actors.

The centra issue of the
experience wasto find a
solution to deteriorating
environment in the
municipdity. It was defined
by the locd council.

The capacity and commitment
process led to the
involvement of dl actorsin
the municipdity ; actorswho
were the onesto take
responghility in the execution
of sanitation activities.

Wesak points : Lack of
financid resources and the
fact of resorting to other
professond technica
advisors were limiting factors
of the experience.

The experience had enabled
loca council, technical
professionals (advisors) and
the citizens to spesk with one
voice to come up with
concrete solutions.

Concrete measures for
sustainability

The availability of fundsfor
the experience and the strong
determination of population
to improve their
environmenta conditions
were positive sgnsfor
udanability.

Commune IV, amunicipdity
located in Bamako, is
initigting asmilar
experience.



33. Information available on this experience and its Informetion is available at
context and background municipdity levd.

34. For further information, contact number 1 Abdd Kader Sidibé
Mayor of commune Il

Avenue Kasst K eita PO Box
E 1346

226276
City Alliance: http:/Aww.toolkitparticipation.con/

Citizen participation in local governance is an important themein policy and
development debates. This website aimsto contribute to this debate.

Thetoolkit offers information on tools which promote citizen participation in loca

governance. Over hundred of cases are described and andyzed. The Site dso presents
aticles and links for further reference.
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MEMORANDUM

TO: Colond Ismaila Cisse, Haut Commisaire du Didrict de Bamako
FROM: David George, Partnership Manager, CityLinks Program, ICMA
Jason M. Peek, Engineering Manager, Athens-Clarke County
RE: Bamako Solid Waste Project CityLinks Program
Agreements of the July 20, 2004 Meeting
DATE: July 23, 2004

Introduction

A meseting was held on July 20, 2004 at the office of the Haut Commissaire to define
implementation responsibilities and scope of the pilot project. The following participants
were in attendance:

Bokary Diarra, Assgant Consalller alaMairie

Alphamoye Traore, CTAC

Amadou Tandia, Directeur de DRACPN

Famoussa Bagayoko, Assistant du Directeur de DRACPN-DB

Sanoussi Coulibaly, SACPN.CI

Oumar Sidy Ali, 3 Adjunct Cl

Idy Sal, Interpreter

David George, Partnership Manager, ICMA

Jason Peek, Engineering Manager, Athens-Clarke County

10 Ali Cisse, USAID

11. Hamidou Berthe, Directeur delaVoirie

12. Houssaini Guindo, Governor’s Office

CoOoNO O~ WNE

Results of Meeting

The purpose of the meeting was asfollows:
Sdection of 2 quartier where the pilots will be held within Commune |
Discussion of pilot project scope

Identify and nominate personne responsible for coordinating pilot project
activities

SHection of Quartiersin Commune |

The participants recommended selecting Bancouni and Korafina as the two quartiers
within Commune | in which the pilot projects will be implemented. The participants
recommended these quartiers because of the existing work done in Bancouni and its more
traditiond style of residents. Korafinawas sdected because it represents a more modern
quartier and maintains a close proximity to the dumpsite.

Pilot Project Scope

The participants recommended revising the scope of the pilot project to abandon the
focus on trangt depots within Commune |, at present, and address the existing problems
with the dump in Commune . The pilot project cannot address dl concerns with the
dump, but will focus on improvements within the available budget to address immediate
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needs. All participants agreed to the following activities as components of the pilot
project:

4. Education/Public Awareness. An educeation plan will be developed for the two
quartiersin Commune | that will focus on education of generd public, creation of
campaign dogan, coordination of clean-up days, and the creation of aradio or
media campaign.

5. Coallection: The pilot project will focus on evauaing and addressing equipments
needs to improve collection as well as management training to improve capacity
of current process.

6. Landfill: The pilot project cannot address dl concerns with the dump, but will
focus on improvements within available budget to address immediate needs.

Responsible Persons

In an effort to ensure project success, team leaders were chosen for each ement of the
project scope. These team leaders will be responsible for defining specific activities for
each project component, identifying resource needs, and pushing the project forward. In
additionto the team leaders ICMA and Athens-Clarke County staff recommended that a
local coordinator be chosen to monitor challenges and progress of team leaders and
activities, dong with assstance with genera coordination. The following team leaders

and loca coordinator were nominated:

Education: Oumar Sidii Aly, 3" adjunct to the Mayor of Communel.

Collection, Amadou Berite,

Landfill, Amadou Tandia, Director, DRACPN Didrict of Bamako

Loca Coordinator: Housseini Guindo, Specid Assgtant to the Haut Commisaire
du Disgtrict de Bamako

A follow-up meeting was held on Thursday July22, 2004 to identify specific project
activities and implementation dates. Attached is the available budget for each project
eement and aligt of activities to be funded by the project. M. Guindo isto work with
each team leader over the next week and provide redistic cogts for each item. Included
with this attachment are copies of the activity lists submitted by each team member. The
first of which isto begin on August 9, 2004.

The participants of the July 20, 2004 mesting to the CityLinks Bamako Solid Waste

Management Project requests that the High Commissioner gpprove the recommendations
of the project team.

1) For the Bamako Digtrict

Haut Commisaire du Didtrict de Bamako
Officer de !’ Ordre Nationd
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2) For Internationd City County managers Association (ICMA)

Partnership Manager, CityLinks Program

ICMA

3) For the Unified Government of Athens-Clarke County

Engineering Manager, Department of Transportation & Public Works

Bamako, Mdi Solid Waste Management Project City Links Program

Pilot project elements & activities to be funded by project

Available Budget

Costs
(BUS)

Costs
(CFA)

1. Planning Coordination and I mplementation of
Education and Media Campaign

$25,000

12,500,000

Cresate Beautification Sogan

Project Launch Day

Education Campaign

Commune Cleanup Day

2. Coallection

$56,000

28,000,000

Evauation and Study of Bancouni &
Korafina Callection Rtes. &
Households Collection Choices

Purchase of Bins for Households

Purchase of tractors

Purchase of additiona equipment

3. Landfill Improvements

$80,000

40,000,000

Fencing

Moving Waste Deeper Into Landfill
(Bulldozer Rental)

Construction of Guard House

Access Improvements

Pilot Project Activities Budget Total

$161,000

80,500,000
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Transfer Depot Site Selection Criteria & Transfer Depot Specifications

Ste Sdection

1
2.

3.

Ensure sufficient drainage at the location.

Review surrounding occupants to determine if location is suitable for transfer
depot.

Edtimate Site preparation work and costs necessary for congtructing and operating
transfer depot.

Determine proximity to collection routes, Commune 1 landfill, and current illegd
dump dtes. Transfer Sites should maintain a ba ance between these three factors.
Ensure steis ble to carts, donkeys, tractors, and other transport vehicles
and equipment. This may include appropriate ramps, roads, etc.

Choose a site that can be secured if necessary. For example, a security measure
my involve the implementation of fencing around the sSte—ensure that the Site
can accommodate the necessary fencing.

In locating facility, officials should take into consideration sendtive

environmental areas that may be surrounding the Site, such as, aquifers, riparian
areas, etc.

Depot Fpecifications

1
2.

Determine hours and days of operation.

Determine if the Site should be manned. This should be based on factors, such as,
the need to separate incoming waste, security needed, and arrangements related to
the collection of waste from the trangit depots.

Determine if the process of composting will be conducted at the transfer Site or
will there only be separation and collection of compostables and non-
compostables (Appropriate sifters'trammel necessary for separation process.).
Transfer depots should accept waste from both GIE' s and residents (individuds).
Ensure facility is accessible to various types of hauling vehicles and equipment—
plan accordingly.

Determine agency/department(s) that is responsible for oversight, congtruction,
and operation of the transfer depot. Where will funding for construction and
operation come from? How sustainability be ensured.

Build gppropriate security for the facility.
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DuUNVIFI 1E DUUVOLC T ANALTAO O

500CFA=1
US$
CFA US$
Equipment Rental Qty Costs Costs
(Actual) Rate
Delivery 150,000 1charge 150,000 $300.00
Loader 300,000 ;FA’ 4 10days 3,000,000 $6,000.00
Fuel 200 450 CFAIt 5000 liters 900,000 $1,800.00
liter/day er
Bulldozer 300,000 aCyFA’d 10days 3,000,000 $6,000.00
Fuel 290 450 CFAIt 5000 liters 900,000 $1,800.00
liter/day er
gperator 40,000  $80.00
EqUIpment Rental Subtotal 7,990,000 $15’98O'00

Wall Costs (Estimated)

L"gff)’”ry wall (1.5m 42,000.00 meter 293 meters 12,306,000 $24’612'8
Barbed Wire or Chain 2500.00 meter  85meters 212,500 $425.00
Link Fence

Pole Arm Gates 75,000.00 Ea. 2 gates 150,000 $300.00

Wall Costs Subtotal $12,668,500 $25,337.00

Other Dumpsite Improvement Costs (Actual)

Guardian's House
Construction

Estimated Total Construction Costs 1LS 3,000,000 $6,000.00
Includes material & labor

Guardians Salary (1-year) Jan -Dec 2005
Existing

. 30,000 month 12 months 360,000 $720.00
Guardian
New 30,000 month 9 months 270,000 $540.00
Guardian
Relocation of Existing Market Structures
1000 ea 20 Ztsr“““r 20,000  $40.00
Police ( Onsite for security during work)
2000 day 15 days 30,000  $60.00

Other Expenditures
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DOUMANZANA FEE ANALYSIS

Estimated Avg. Daily Load = 280 nv’

Cost per n° of waste = 66000/280 =235CFA/nv

User % of Users Avg. Load per User (m°)  Proposed Cost per User
V%g?;skzters"” 220 01 25 CFA per trip

Push Cart 1% 0.6 150 CFA per trip
Donkey Carts 43% 1.0 250 CFA per trip
Tractor Carts 22% 25 625 CFA per trip
Large Trucks Wb 7.0 1725 CFA per trip
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