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Program overview:
In 2004 Norfolk initiated a multi-faceted program to make it easier for residents to comply with trash and recycling programs, while quickly cleaning up the mess – and issuing warnings and then fines – for those who refuse to comply. The program has three components: The Big Easy, a new, covered large recycling bin with wheels; the Bulk Waste Strike Team, to patrol troubled neighborhoods on a routine basis to pick up piles of illegal trash; Trash Rules - promotion through media, door hangers, stickers on trash bins and other means of the City’s trash rules and the need to call for Bulk Waste pickup.
Introduction: 
Norfolk, Virginia is a city of more than 241,000 residents and more than 100 diverse neighborhoods. The city is undergoing a successful renewal, including new office, retail, entertainment and hotel construction downtown, new residential development along the rivers and bay front, and revitalization projects in many of its neighborhoods. Yet, resident perception of the health of their neighborhoods is often tied to the appearance of their neighborhoods. While the City strives to have an efficient, clean waste pickup program, it needed some new innovative tools to address the long-standing issues of illegal dumping, resident compliance, and lack of recycling. The three components are:
The Big Easy 
In April, 2004, the Southeastern Public Service Authority (SPSA) and the City of Norfolk’s Department of Public Works launched the new automated curbside recycling program - nicknamed “The Big Easy.” The service features bi-weekly collection of recyclables in blue, 95-gallon rolling carts that resemble the City’s refuse containers.  Prior to the “Big Easy,” many residential customers were frustrated with the waste management program and in particular, the curbside recycling program.  SPSA collections staff were commonly told that it was “useless” to put the small 18-gallon blue bin out when it was heavy to carry to the curb, smelled badly, and had a good chance of having its contents blown out of the top and around the neighborhood.  Some residents said they stopped participating in that program due to this. 

With the new service, however, items fit more easily into the larger enclosed container. Additional materials such as corrugated cardboard, magazines, office paper and discarded mail are accepted.  The rolling cart can be placed more easily at the curbside and is collected every other week by SPSA using new automated trucks on the same day as regular refuse collection.  The program, administered in four phases over a two-year period, allows for a more efficient process. Phase 1 was April 2004, Phase 2 was July 2004, Phase 3 was January 2005 and Phase 4 was June 2005. To date, all 66,000 households are receiving the new curbside recycling program.  The participation rate since the inception of the program has dramatically increased from 25 percent of customers to 49 percent of customers as of March 10, 2006.

 
Bulk Waste Abatement Team
Also in April, 2004, the City launched the Division of Waste Management’s Abatement Team. The team consists of five inspectors, one supervisor, and two refuse collectors. Its task is to enforce code violations throughout the city and abate the problems within 24 hours. This includes the collection of improperly set out waste, trash dumped illegally in the public right-of-way, overflow bulk waste that cannot be handled by regular trash collection, increased neighborhood enforcement, and regular patrols through neighborhoods with a large amount of trash. The goal is to reduce violations, either through enforcement or education, and to get rid of the eyesore as quickly as possible. In the first month after the program started, the City issued 1299 warnings and Notice of Violation (compared with 248 warnings and Notices for the entire 2003). In May, 2005, the City issued 899 warnings and Notices. The concentrated efforts, combined with violation notices and fines for improper disposal (residents are first warned, then issued Notice for repeat violations), is paying off. The number of neighborhoods classified as having a high number of trash-related problems is declining.  Improper set-outs have also declined as the chart shows. 
September 2002          14,372
April 2003                  16,638
September 2003          Hurricane Isabel pickups, rules suspended
April 2004                  19,281 (program began 
September 2004          11,186 
Education efforts
The City’s goal is to encourage residents to voluntarily comply with the Waste Management rules. First by advertising the call-in/e-mail bulk waste scheduling services, through warnings put on trash cans or doors, media advertisements, civic league presentation, etc. 
How it has had a positive impact and tremendous benefit to the community or jurisdiction.  
· Significantly more household waste - almost triple the amount from the previous program - diverted to recycling versus regular disposal. Although there is a cost to the new recycling program, it is offset by the increased amount of waste diverted from disposal, and the cost to the City of that disposal (tipping fee).    

· Increase in citizen involvement and engagement in the City’s integrated waste management program and better citizen contact with Public Works staff. 

· Fewer illegal dump sites, and those that appear are quickly cleaned up, resulting in an improved quality of life for our neighborhoods. 

The government’s commitment and support of bringing the innovation to life. 
Norfolk is a member of the Southeastern Public Service Authority (SPSA), which manages and implements the integrated waste management system for eight municipalities in South Hampton Roads. SPSA, upon the request of Norfolk officials, began investigating more recycling options offered to member cities, including the single stream automated collection, which is referred to here as “The Big Easy.” An intergovernmental technical committee, made up of staff representatives from all SPSA member cities, was tasked with developing the idea and examining its feasibility. Once a series of options was created and presented to the SPSA Board, the Board approved the new program.  The Norfolk City Council showed its support by funding the new program fully and was eager to see the new services launched throughout the City.  Further support and commitment were shown by City officials at a kick off event held with local residents in the Phase I of April 2004.  The Bulk Waste Strike Team used existing resources in the Division of Waste Management, but depends on support throughout the city to identify problem areas and dump sites. 
 

        Service delivery improvements and/or efficiencies. 
The “Big Easy” automated service had a large impact on business processes. The Southeastern Public Service Authority (SPSA) replaced the existing fleet of recycling trucks, as they were unable to service the large containers and hold a large volume of materials. Systems and processes were redesigned to ensure daily operations ran more efficiently and service provided to customers was timely. The result is a recycling program that is easier for the customer to use, it increases longevity for our employees because it is less labor intensive, and it saves more than double the landfill space of the old curb sort program.   

The Bulk Waste Abatement Team frees up regular trash collection, removes unsightly messes quickly, and, because the team also regularly patrols problem neighborhoods, it can resolve issues when they first happen, rather than forcing residents to endure or complain. 

 
Education -  By working with residents, the City is increasing voluntary compliance, reduced trash, and made partners of our civic leagues and others. 
 
        Organizational improvement because of the innovation.  
Proper set out of trash, yard waste and handling household hazardous waste has gained a higher awareness among residents. Improvement to the City’s litter prevention efforts occurred as more household waste is inside the cart instead of overflowing or dumped on the street. There are less health concerns (pests, spread of disease, mosquitoes) about placing trash in an open container due to the use of a covered cart. Generally, compliance with the City’s waste management rules has increased, hence, reducing the need for enforcement activities.  
 

How was the innovation initiated and implemented?  
Upon approval from City Council, SPSA and City staff began meeting regularly and developed an implementation plan. The delivery of the new service was phased in over an 18-month period to help spread out the cost of the new carts and service.  The Norfolk Environmental Commission (NEC), a citizen volunteer board appointed by the City Council, spearheaded a public relations campaign to help gauge the needs of residents and to better communicate with key stakeholders. Throughout the process of developing and implementing the “Big Easy,” interagency cooperation was critical. Regular meetings and communications were shared between the SPSA Recycling Department and the City’s Department of Public Works. Topics proactively approached by both groups included mapping and routing, delivery of carts, education of internal groups (waste collectors, recycling collectors, and customer services staff), and education of the public. The latter topic is a work in progress as the agencies take on the challenge of reaching out to more households through innovative and targeted campaigns. 
•      What were execution costs and savings?
 
The cost of delivering the new service included:
 
            - Cost per household:  $3.01 per month
            - Educational campaign and “roll out” events:  $20,000
 
New savings due to avoided waste disposal costs:  
-  Approximately 14,500 more households participating; 7,339 more tons of waste diverted than previous collection method; $400,000 increased annual savings in tipping fees for waste disposal.
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