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Abstract

Introduction

This paper provides a review of the trade waste agreement facilitation consultancy that Wagga Wagga City Council has provided to major trade waste sources since March, 2000.

The paper provides an insight into the role of a third party facilitator in the establishment, implementation, and conversion of an interim trade waste agreement into a sustainable, term-based trade waste agreement.

Background
Wagga Wagga City Council provides sewerage services to the greater Wagga Wagga urban area. This service includes the acceptance of trade waste from a diverse range of industrial, community, and public purpose sites.

In March, Council invited Alf Grigg & Associates to quote on evaluating the existing trade waste load from a beef abattoir at Boman. The task included working with company management to better understand how the abattoir trade waste system operated, and confirm the validity of trade waste data. The brief included the development a cost-benefit analysis of continuing on-site treatment of wastes to domestic strength prior to discharge as compared with limited pre-treatment and discharge to an area wastewater treatment plant for full treatment prior to discharge.

The consultant understood this to be a reasonably simple, limited task that should have been able to be completed within three working days, and was awarded the brief on that basis.

The proposal was, however, based on the presumption of accurate data and flow measurement equipment being available for the brief. Such presumptions proved to be erroneous. 

The events that followed now provide a useful insight and objective lessons into how such major trade waste projects can be best facilitated to the benefit of the company and community. The experience to date demonstrates why an external facilitator can achieve a better outcome with a trade waste source to the benefit of all parties.
Trade Waste Operations and Sources
As of March, 2000, Council provide trade waste sources to a range of sources including the following major sites:

· Public purpose:

· Charles Sturt University, two separate sites;

· Riverina College of TAFE;

· Wagga Wagga Base Hospital and associated regional laundry facility;

· Calvary Hospital;

· RAAF Forest Hill Airforce Base;

· Industrial

· Laminex Industries, laminating board plant;

· Cargill Foods beef abattoir;

· J.A. Heinz food processing plant;

· Murrumbidgee Dairy Products milk and associated products processing and packaging plant, and;

A number of other significant industries.
Objectives and Actual Operation of the Facilitation Consultancy
The initial development of the abattoir interim trade waste agreement project resulted in Council extending the facilitation consultancy to other major trade waste sources as part of the implementation of interim trade waste agreements and associated initiatives.

The prime objectives were, and still are, to achieve cleaner production, optimise trade waste pre-treatment in a reliable and efficient manner, and as a consequence, maintain economic activity and viable employment within the Wagga Wagga urban area.
Why A Third Party Facilitator ?
Council could have opted to employ additional staff to undertake this facilitation project. It opted instead to concentrate on the role of the critical assessment, evaluation, and approval of proposed interim agreements and associated documents.

This approach ensured that Council avoided any role clash by retaining the role of responsible authority, and left the task of proposing draft interim agreements and associated implementation strategies to the project facilitator and trade waste source management. Council has, however, retained its industry support role by continuing to meet with industry as required and to assist and support worthwhile initiatives.

Resourcing the facilitation role with an experienced industry professional on a contractual basis as required enables Council to offer experienced, competent professional support to industry as required, yet minimise optimise total support costs.
Actual Operation of the Facilitation Consultancy
The normal approach was as follows:

· Council’s representative would advise the customer organisation that Council was making consulting resources available to assist the customer in establishing and implementing the interim agreement;

· The consultant would then meet the customer and inspect the trade waste source, pre-treatment facilities, and supporting records;

· The consultant would provide a review and advice to both the customer and council on the extent, current state and key issues associated with the trade waste source. The consultant would assist in identifying the opportunities for cleaner production and pre-treatment process improvement. The consultant would recommend actions considered necessary in order to clarify issues or provide sufficient data on which to develop an interim trade waste agreement.

Where specific issues arose from the development of the interim agreement, the consultant would report these to the Council representative and make recommendations as appropriate to the needs of both council and the trade waste source.

· The consultant would then draft the interim trade waste agreement document based on the standard council agreement template, along with due diligence, contingency, process improvement and cleaner production plans;

· The customer would then review and add detail to the draft plans, and commence to implement actions to upgrade operational and documentary systems so as to generate data essential for the interim agreement and to ensure compliance with the provisions of the POEO Act;

· Where the review of the trade waste system revealed that current practices were at best practice or acceptable standards, the key plans would be concluded and forwarded to council with the formal agreement application for a trade waste agreement;

· In circumstances where the production process, the trade waste source, and pre-treatment system required considerable evaluation and improvement, a staged program of interim agreement implementation would be established, agreed, and commenced;

· On completion of the cleaner production works and changes, and on adoption of the due diligence and contingency plans, the interim agreement would be converted to a term-based formal agreement with appropriate reporting and monitoring procedures.

· One of the interesting side issues was the fact that because most industries are actually very short on real waste management and engineering expertise, a number of the companies sought to get free consultancy advice from the consultant. As, in the cases to date, the customers have been major industries, paying substantial trade waste to sewer fees, Council has been fairly relaxed about funding what is seen as preliminary advise in areas where it is likely to result in improved performance and better relations with council.

Key Principles of the Facilitation
The facilitation role has demanded a number of key skills and principles for effective implementation:

· It is critical that the consultant establish and maintain effective communication between the waste source client and council;

· A facilitator must maintain an open, trusting, and diligent approach with respect to all communications with the trade waste client. Being employed as a facilitator doesn’t remove any liability under OH&S and similar legislation! This, at times, means that the trade waste client must be advised of issues that have the potential to create legal and statutory liabilities. Once advice is given, a facilitator can do no more other than to ensure that he/she does not contribute to or exacerbate an existing non-conforming situation or practice;

· A facilitator must effectively document and validate all relevant information as provided by the trade waste client. Much data held by trade waste clients in good faith often proves to be other than what the client understands or has not been validated or calibrated to confirm accuracy. A facilitator must therefore persist with investigations and validation until the situation surrounding data is confirmed beyond reasonable doubt. To do otherwise is to repeat historical errors or misunderstandings;

· A facilitator should complete each project in accordance with the needs of each source client consistent with delivering cost-effective services to council. Where clients are not cooperating or are disinterested, the facilitator must attempt to refocus the interest of the client, or advise council accordingly and withdraw from that specific facilitation;

Implementing the Facilitation Consultancy
The first challenge was to convince each client that council was providing a no-cost facilitation resource to assist trade waste sources in completing their interim trade waste agreements, process improvement, cleaner production, due diligence and contingency plans.

The second challenge was to convince the client contact that the consultant was not simply an investigator engaged by council to gather information on trade waste breaches out of which council could then take action for breach of trade waste agreement. One source contact suggested the consultant was acting in the role of “Schmidt, the Spy” !

A further issue lay in convincing source businesses to take the consultancy seriously and make best use of resource. This problem, primarily confined to one source contact, was manifested in appointments not being kept, e-mails and correspondence not being answered, and tasks to be assigned to subordinates not being implemented.

In effect, there was a tendency to treat the consultancy as less than serious because the facilitation was being provided at cost to council. The result was lost time and additional consulting costs being incurred when a diligent approach to the consultancy would have eliminated such costs.

Key Outcomes
There were a number of key outcomes from the consultancy to the present that are worth noting or ensuring that the errors are not repeated:

· There is a need to establish a clear understanding of the management structure and performance of an organisation so as to better understand who you should be presenting facilitation outcomes to. 

In short, identify who is the key manager within an organisation. If that person is not immediately accessible within a facilitation program, at least copy progressive reports to that person so that she/he can track progress, and act when problems or issues are encountered and need to be resolved as part of maintaining progress;

· There is a need to provide senior managers of trade waste sources with an enhanced understanding of how trade waste systems operate and the inherent risks and responsibilities that such systems and non-performance can create under the POEO, Workcover, and similar acts.

If a problem or potential liability is observed, it is important that such issues are reported and confirmed in writing to the waste generator and council. The issue then rests with the responsible manager, and the role of the facilitator has been effectively discharged.

· Agreement facilitators need to recognise that some senior management will not universally understand the specific features of their trade waste pre-treatment system and general operational practices such as to recognise serious problems and act to eliminate systemic problems.

A facilitator needs to be prepared to assist the source manager into understanding the performance and license compliance issues that may not be currently or readily understood.

· All councils and facilitators should understand and promote the value of integrated quality management systems as the potential to apply such systems to trade waste operations in all organisations.

Such integrated management systems have the potential to optimise the performance of trade waste pre-treatment systems, and provide a safe environment for council employees, both on-site at a waste source and off-site through the public sewer system;

· Facilitators will observe a wide variation in the competence and reliability of existing data, pre-treatment system performance, and management practices in both public and private sector organisations. Data and information must be verified as viable and accurate before any reliance is made of such data and agreements or charges determined;

· In some instances, facilitators will encounter poor or non-existent operational and contingency planning systems. Basic systems such as operational procedures for routine tasks will often not exist.

In each circumstance, a judgement needs to be made as to what is appropriate and viable for a particular business or organisation. The objective should always be to encourage an integration of quality, OHS, and environmental management systems. Where such systems are not going to be understood or sustained, simplified due diligence and contingency plans should be drafted and facilitated with operational staff for the client.

Such stand-alone systems generally have a limited chance of being implemented and sustained, yet may be the only practical option.

· The physical location and nature of some food processing operations and resulting trade waste may be such that on-site treatment to domestic strength is impractical. These sources will look to council to accept and treat high strength trade waste at central wastewater treatment plants so as to ensure the ongoing viability of such businesses and associated employment.

Councils in such circumstances will need to argue such full strength proposals with DLWC on the basis that such wastes are best treated by the council wastewater system.

· There will be situations where stormwater will join trade waste to create a greater volume of trade waste. Each situation should be evaluated as to the feasibility of eliminating rainfall from contaminated surfaces so as to avoid stormwater additions.

Few trade waste source industries will want to spend capital on eliminating rainwater from trade sewer systems. Some circumstances, such as rainfall onto treatment lagoons will be unavoidable. Some circumstances are manageable, particularly where trade waste outfall to council sewers is regulated to a maximum rate that is acceptable to council.

· Most client contacts will presume that he/she can reasonably expect to ask for and receive unbiased advice from the project facilitator, and that conversations regarding some issues not critical to trade waste compliance will be treated confidentially.

· Trade waste agreements need to contain provision for the practical steps essential if/when a waste generator ceases production and the site use terminates or is amended to another use. Existing site pre-treatment systems will generally have been purpose –designed and be inappropriate for other trade waste purposes.

Conclusion

The events of the partnership co-operation and facilitation program provide a useful insight and objective lessons into how such major trade waste projects can be best facilitated to the benefit of the company and community. The experience to date demonstrates the value of the role of an external facilitator in achieving improved outcomes with a trade waste source to the benefit of industry and the greater community.
The Partnership Program has, to date achieved substantial improvements in due diligence and contingency management by companies, together with equally significant reductions in peak trade waste loadings and incidences of non-compliance. 

The Program has highlighted that regulation and threats of disconnection are not always realistic in the regional and local political world, and that the key ingredient in achieving better outcomes is building enduring partnerships with trade waste sources
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ALFRED GRIGG
Of  A. Grigg & Associates Pty Ltd

Alf Grigg is a consultant based in Victoria, who specialises in facilitating local government bodies and similar public and private sector organisations with the transition to competitive and best practice service provision.

Alf began his career in Local Government in Victoria as a professional engineer after completing National Service with the Australian Army in 1970.

He served in a number of capacities in urban municipalities and shire councils, capping a substantial 21-year career as an engineer and a senior manager, with his final post as General Manager of the Campaspe Regional Water Authority, based in Echuca.

He is a Fellow of the Institute of Municipal Engineers, Australia, a Fellow of the Institution of  Engineers, Australia a Member of the College of Civil Engineers of IEAust Member of the Australian Water Association, and is a Qualified Company Secretary.

Alf has considerable experience in the Urban Water Sector management systems together with prime responsibility for the implementation of major initiatives in the wastewater sectors such as:-

· implementation of in-sewer CCTV inspection programs for all pipe sizes commencing in 1978;

· implementation of in-sewer pipe rehabilitation programs with a range of providers using best-practice systems on the full range of gravity and pressure pipes from 1979;

· development, establishment, and implementation of comprehensive system contingency plans for complex, large diameter gravity and pumped sewer systems serving major trade waste industries;

· Operational management of water and wastewater systems for significant, rapidly growing urban centres with large trade waste loadings.

Alf has been practicing as a specialist engineering and management consultant since 1994, and currently consults to:-

· major urban water authorities as a specialist consultant, project director and Value Management facilitator;

· Local government organisations on change management, senior management training, and competitive tendering and benchmarking.

Alf has completed over 70 consulting projects since commencing his consulting practice, and has concentrated his practice on provider-side change facilitation within National Competition Policy implementation throughout Australia.

His most recent consulting experience has been in the Water Supply and Local Government sectors in New South Wales where the prime objective has been, and currently remains, the competitive benchmarking of provider-side operational services. He is currently delivering provider-side change management services to 2 large urban authorities in regional NSW.

Alf is a qualified professional civil engineer, holds post-graduate qualifications in Local Government and Urban Water and Wastewater Engineering, has undertaken extended management studies at Monash University, and the Mt. Eliza Management College, is a qualified Local Government and Water Engineer, and is a qualified Company Secretary. His memberships include:-

· Fellow of the Institute of Municipal Engineers, Australia;

· Fellow of the Institution of Engineers, Australia;

· Member of the College of Civil Engineers of I.E. Aust.;

Member of the Australian Water and Wastewater Association.
Postal Address: 162 Wharparilla Drive   Echuca 3564   Victoria  03 54 801 955  Fax: 03 54 826 936   Mobile: 0428 164 890 

Email: aagricon@river.net.au

Melbourne Office: 58 Bamfield Street, Sandringham 3191. 03 9598 5538

E-mail: aagricon@origin.net.au



COLIN EARNSHAW

Manager 

Waste Management Services

Wagga Wagga City Council
Colin has been responsible for the operation and development of the Wagga Wagga City sewer system, including managing Industrial & Trade Wastes to sewer, with a variety of different titles, since the formation of the current City Council with the amalgamation of the former Shires of Kyeamba & Mitchell and the old City of Wagga Wagga.

Prior to that, Colin held the positions of Shire Engineer, Kyeamba Shire Council and Shire Engineer - Chief Technical Officer, Central Darling Council and positions with Consultants and Government Departments.

Colin is an active member of the institution of Public Works Engineering Australia and is a member of the Environmental Panel., Colin is also a member of the Australian Water Association (AWA) and the Institute of Engineers Australia, being NPER registered for both Civil and Environmental. He has recently completed an endowment funded study tour of Israel & USA looking at Effluent Reuse and Sewage Treatment Facilities.
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