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Executive Summary


The Project involves the establishment of Local Processing Sites (LPS) which receive and sort neighbourhood wastes into constituent parts for recycling and composting thereby reducing volumes for onward transmission to landfills or incinerators.

Compost is produced for sale to the community and for use by staff to produce vegetables for consumption, sale to locals or for barter in exchange for wastes delivered by casual waste collectors.

The LPS are intended to become Centres for Excellence providing leadership and expertise to uplift the methods and production levels of urban cultivators as well as educating citizens in efficient and sustainable waste management techniques.

The project is an holistic approach to a multitude of urban problems, in particular; the uncontrolled spread of cultivation throughout the city including streambanks; urban waste management; and poverty alleviation. 

All these aspects of urban life are inter-related: poverty increases the pressure on the land as people resort to cultivation to supplement income and food resources, uncontrolled cultivation results in river siltation, pollution and increased costs relating to water purification placing further pressures on Municipal finances. Diminishing financial income to the Municipality affects the frequency and efficiency of waste collection which results in illegal dumping with the resultant problems such as pollution and health risks.
Abstract


The Project will fall into three stages:

1. Feasibility Study
•
Preparing detailed plans and costings.

•
Identifying key players and canvassing support at community and local government levels through a stakeholders conference as well as community workshops to identify favourable communities in which to implement the project.

2. Implementation
•
Identifying and leasing suitable land for 2 LPS - one in a medium density residential area and one in a high-density area.

•
Establishing terms and conditions for the lease with the relevant authorities.

•
Waste profiling to identify composition and volume of wastes.

•
Construction of LPS - layout, materials procurement, staffing.

•
Operation of LPS - establishment phase, identification and analysis of practical problems

3. Evaluation and extension
•
Assess the project and develop an extension program to extend the project to other areas of the city and possibly other urban centres in Zimbabwe.

•
Identify existing appropriate technologies to enhance productivity and recycling efficiency.

Project Description and Background
Harare’s existing waste management policy is out-dated and is predicated on the continuing availability of cheap landfill sites for undifferentiated bulk disposal. This is an untenable approach that is breaking down through a combination of rising fuel costs, poorly-planned and corrupt privatization, and over-burdened landfill sites.

However it is primarily the lack of community involvement that has resulted in a breakdown of the system exacerbating existing environmental health problems. The community is encouraged to view waste management as the City’s problem and is not involved in either waste abatement or management strategies since the Municipality does not practice these. 
The haphazard and poorly-considered approach to existing urban cultivation currently practiced by the Municipality of Harare fluctuates between empty threats to prosecute offenders, random and arbitrary slashing of crops and populist grandstanding by politicians. No alternatives or formalized support systems are available to cultivators who have a major and legitimate role to play in poverty alleviation. By engaging cultivators in a pro-active and sympathetic manner, many of the problems associated with uncontrolled cultivation such as land degradation, siltation of rivers, nutrient pollution of groundwater can be alleviated.

The project is a broad-based, multi-disciplinary and practical approach to three major problems - waste management, urban cultivation and urban poverty.

Broad-based in its attempt to engage various sectors of society, multi-disciplinary because it seeks to synthesize the efforts of waste management experts, horticulturalists, environmentalists, health workers and other professionals who are concerned with the well-being of Harare with the pressing needs and concerns of the poorest members of society, and practical because it is based on a creative on-the-ground response to seemingly insurmountable problems.

Previous studies of Urban Cultivation have tended to take either an academic approach, viewing the phenomenon from a distance and with limited reference to related aspects of the urban experience or an authoritarian approach viewing cultivation as an illegal and transient phenomenon that is to be ignored or condemned.

We intend applying a community development approach to addressing the reality of urban cultivation, recognizing two dimensions:

Firstly we recognize the socio-economic factors leading to urban cultivation and that these confer a de facto legitimacy upon the practice. Any opposition to this reality will be counter-productive and generate hostility by the community to any initiative. It is therefore essential that the cultivators and the local community are fully engaged in the search for a way forward. The project seeks to establish concrete examples to demonstrate the efficacy of the proposed solutions. Community building is an integral part of the project through assessing present conditions, deciding on goals for the future, making plans to solve community problems, acting together to implement those plans, and evaluating the progress of the community so that plans can be changed or new ones made. 

Secondly we value human development by building relationships between the people that will make it possible for the project to succeed. We believe that unless there is unity in the community and unless people are committed to life-preserving, life-enhancing values, the community will not develop and the project will not continue into the future.

By focusing on the physical implementation of the two pilot LPS, we will create a practical example for an empirical evaluation of the project.

The project seeks to engage the community by down-scaling waste management to a neighbourhood level thereby bringing the producers of the wastes into the management process. Through example and education, the volume of unnecessary waste can be reduced relieving pressure on the Municipality, waste removal companies and landfills.

Motivation and Need


The Combined Harare Residents Association was established, amongst other objectives, to develop civic awareness amongst the citizens of Harare by educating and empowering them to take an active role in the affairs of the city.

While we have concentrated on engaging the structures of local government through parliament and the municipal administration, we are aware of an acute lack of civic pride amongst citizens who feel disenfranchised and helpless. A pro-active project such as this will engage the most disadvantaged members of our society and will, through eventual project ownership by them, act as an example to their fellow citizens. This will promote the development of a sense of ownership in the communities and consequently a reduction in vandalism and other symptoms of urban alienation.

The bulk of urban cultivation is carried out by women, particularly poor women, and the project will reflect a gender sensitivity to empower and raise the efficiency levels of women cultivators.

Benefits


The project will be of major benefit to the communities in which LPSs are established by heightening the profile of efficient, sustainable and environmentally-friendly waste management practices coupled with organically based low-input methods of cultivation that are suitable for cultivators with little or no cash resources for fertilizer and other inputs but who possess their own labour.

We are committed to the empowerment of existing cultivators incorporating them into the planning, implementation and management of the scheme. We envisage full ownership passing to the community after an establishment period during which a management team comprising the Combined Harare Residents Association, Harare Municipality, local Residents Associations and community members will run each site.  

Support


At this stage we have received support from our member resident associations, Agritex, Dept of Natural Resources but only informal approval from the Municipality. We are seeking to build networks of people and institutions involved in the field and are actively developing an information database.

The Combined Harare Residents Association is currently involved in a CIDA-funded project to evaluate concerns of Harare residents, part of which will attempt to assess the perceptions and needs of urban cultivators.

The project speaks for itself and political and community support will flow from the envisaged stakeholders conference and workshops.

The Combined Harare Residents Association is a non-partisan organization that is not aligned with any political grouping. We can draw on the expertise of a wide range of members and we are well positioned to manage and implement such a project.

Objectives


1. To engage a wide range of relevant institutions, authorities and stakeholders in addressing the reality of urban cultivation.

2. To reduce waste volumes delivered to landfill sites by a substantial percentage.

3. To educate citizens and encourage the exercise of sound agricultural practices and responsible waste management.

Success Measurements


The project will be evaluated in the following manner:

Waste reduction: By maintaining records of waste handling, we will be able to evaluate the reduction of waste volumes delivered to landfill sites. By example and through education, we will demonstrate the value of recycling and composting to householders and encourage waste-reduction at the start of the domestic solid waste stream.

Compost production: By recording volumes of compost produced, sold or retained for in-house food production.

Food production: By keeping details of food production for in-house consumption, sale or barter.

Extension: By holding regular field days and educational sessions to impart knowledge and expertise to cultivators, an improvement in cultivation practices and productivity should be visible. Feedback from the community will be sought.

Prerequisites


Funding will be required for personnel, travel and materials (office, promotional) followed by financial support for the construction and operation of 2 LPS for one to two years. It is intended that the LPS will be self-sustaining after this period.

Scope

The project does not pretend to provide all the answers to the problems of waste management, urban cultivation and urban poverty but such a pro-active holistic and community-based approach offers a substantial improvement over confrontational or piecemeal methods practiced in the past.

Methods


1. Feasibility and initial project development
We will conduct documentary research via Internet and physical resources to develop a comprehensive database of information.

Through our members, we will seek to identify key players in the community, canvassing local and central government personnel for support.

We will hold a stakeholders conference to engage the key players in open debate and produce project consensus.

We will hold community workshops to engage cultivators and identify personnel from within the cultivators to co-opt into the management structure.

2. Implementation period

In conjunction with the Municipality of Harare, we will identify suitable land for 2 LPS - one in a medium density residential area and one in a high-density area.

We will negotiate and establish terms and conditions for the lease with the relevant authorities to provide a legal framework to provide security of tenure to the LPS and surrounding cultivators.

We will utilise our skills to design and construct the pilot LPS, utilising community members to incorporate them into the project from the start.

Through the pilot phase, we will determine appropriate staffing levels and structures, operating procedures and management protocols to identify appropriate community ownership structures.

Once the individual LPS are established, they will be handed over to the local residents association as a community asset.

3. Evaluation and extension

During and after the first year, the project will be monitored and assessed and be used to develop an extension program to expand the project to other areas of the city and possibly other urban centres in Zimbabwe.

Reports


Reports will be produced every three months, documenting progress achieved and problems encountered with full accounts for expenditure incurred.

Substantive reports to be produced once the LPS are operating detailing wastes handled, recycled product sales, compost produced (both used on site and sold), fresh produce sales.

Schedule


Feasibility study.

Documentary resource search.

Project development.

Identification and networking of key players.

Stakeholder conference 

Identification of potential sites

Community workshops to engage the local community, cultivators and residents associations.

Construction of LPS

Establishment and operation of LPS

Handover to local community (with continued monitoring)

Organization


The Project will fall under the overall management of The Combined Harare Residents Association from whom the project personnel are drawn. Supplementary personnel will be drawn from our membership and the community as the project develops while existing office staff are available under present funding arrangements.

Necessary Equipment


Phase 1 - Feasibility and project development
Initially we do not require extensive material funding as the primary expenditure will be for salaries for the project personnel. Materials will be limited to office supplies (paper, printing, etc) as well as transport costs for participants.

Phase 2 - Implementation

On-going personnel and office costs 

Pre-establishment costs are required for the stakeholder conference and community workshops.

The construction of the LPS will be carried out by workers from within the local community who will be engaged as contract workers for six months. Costing of each LPS will depend on the site and existing resources and can only be roughly estimated at this stage.

The development of the gardens will be carried out by the LPS staff during the establishment period and costs will be limited to avoid over-capitalising the project thereby establishing a creditable precedent for future expansion.

Budget 


A provisional budget is available

Economic Return
The project will primarily yield invisible economic returns in that the results will lead to the reduction of costs in other fields, eg, lower transport costs for municipal and private waste management operatives, reduced pressure for new landfill sites, reduced pollution of the urban water cycle, increased productivity by cultivators and so forth. 

Tangible income will be achieved by the sale of recycled goods, compost and produce but this will be absorbed by operating costs. Any profits produced by the individual LPS must be retained within the community to enhance the project’s status. The project is not profit-motivated and is not intended to be a primarily commercial enterprise.

Summary


The project seeks to develop an alternative, sustainable and community-based holistic approach to the inter-related problems of urban cultivation, waste management and poverty.

The project will seek to supplement existing waste management programs by turning domestic wastes into resources for recycling and composting thereby reducing pressure on landfills.

The project will utilise organic wastes to make compost which will in turn be used to cultivate crops to provide additional income to the LPS staff.

The LPS will create an example and an asset for the community and will offer extension facilities to encourage sustainable cultivation practices within the district.
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