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Survey:  Site Waste Management Plans – Effective Implementation?
SECBE and its partners have conducted a survey of all types of businesses and organisations that may be affected by the Site Waste Management Plan Regulations 2008 which came into force in April 2008 and apply to all projects started after the 1st of July 2008.

We wanted to ascertain a true picture of understanding and implementation with a view to assessing whether further investment is needed to support the industry in achieving full compliance and to realise the cost benefits that can be achieved through efficient management of resources.

We provoked an impressive response, with 475 participants, which indicates a heightened awareness of the existence of Site Waste Management Plans (SWMPs).  However, only 36% of respondents had personally been involved in the practical preparation or implementation of a SWMP.

Executive Summary
· There are two fundamental flaws in the whole concept of Site Waste Management Plans

· In the title – “Site” implies that it is only relevant at site level

· Government’s narrow focus on the management of ‘fly tipping’ and its failure to champion the wider benefits of resource efficiency and reduction of waste to landfill.

· Across the industry, there is still confusion about when in the process a SWMP is legally required and the thresholds for enforcement.
· There is a marked level of uncertainty with regard to the chain of custody, but reassuringly Clients do seem to be aware of their responsibilities.
· There is a confessed element of non-compliance which is lower than anticipated given the apparent lack of enforcement.
· Lack of enforcement has highlighted a significant barrier to the effectiveness of the new regulations.
· Local Authorities do not understand their role in enforcement, believing that the Environment Agency is solely responsible.

· There is considerable evidence that costs savings have been achieved.
When is a SWMP Required?
Over 20% of contractors were unaware that a SWMP is required on all projects over £300,000, whilst 43% of Local Authorities did not understand when a SWMP was required at all.   It seems that Clients are more informed than contractors with 86% knowing the key criteria for when a SWMP should be in place.  Some thought that they were only needed if they were a requirement of a planning application but overall less than half knew that they should be in place before demolition/construction began on site.

Who is responsible for preparation and implementation?

The chain of custody continues to remain unclear in the industry.  Only 45% of clients understood their responsibilities in the initial preparation of the SWMP and, interestingly, 83% of Contractors believed it is their place to prepare the plan in the first instance.
Generally, it is acknowledged that the principal contractor has responsibility for implementing the SWMP but there is still confusion over the level of responsibility retained by the client and the designer in the implementation process. It is reassuring to see that at least 50% of those involved understand the importance of engaging the all of the supply chain in delivery on site.

The client is responsible for: - producing the initial SWMP before construction work begins, appointing the principal contractor, passing the SWMP to the principal contractor and updating the SWMP at least every three months if they decide to manage the project themselves.  Only 54% of Clients felt confident that they fully understood their responsibilities and were complying with SWMP Regulations 2008

Because a SWMP is produced at the very beginning of a project, the designer can consider ways that waste can be reduced and site-gained materials can be reused or recycled as part of the project. Identifying waste materials at an early stage that can not be reused on that project will make it easier to find other alternative uses for them. Only 45% of designers fully understood their responsibilities and felt confident that they were complying.
The principal contractor is responsible for:  obtaining relevant information from sub-contractors, updating the SWMP at least every three months as the project progresses, keeping the SWMP on site during the project, ensuring that other contractors know where the SWMP is kept,- allowing other contractors and the client access to the SWMP during the project,  handing the completed SWMP back to the client at the end of the project,  keeping a copy of the SWMP for two years. A better score here with 66% of contractors confident with their responsibilities.

A sub-contractor, needs to check their contract for requirements on: - Purchasing strategies or methods of work aimed at reducing waste - The on-site reuse or recycling of site-gained materials - The disposal of waste - What information you need to report to the principal contractor or client, and when.  72% of respondents felt confident that they could meet such contractual requirements.
Compliance and Enforcement
Although the majority of respondents indicated that they were implementing SWMPs, anonymous confessions from 21% of Clients and 19% of contractors admitted non compliance with SWMP regulations
This is could be attributed to the ‘why bother?’ responses we received which are a symptom of the significant confusion about who is responsible for checking these Plans and enforcing the new regulations.  Over half of Clients and Contractors think responsibility lies solely with the Environment Agency (EA), and worryingly 100% of participating Local Authorities believed that the powers of enforcement lie solely with the Environment Agency.  Our survey reveals that Local Authorities do not understand their responsibilities with regard to the enforcement of the regulations at all.  However, it is encouraging that some are realising their powers to reduce waste to landfill through the planning process and it should be acknowledged that where Local Authorities are requiring SWMPs to be submitted at the planning stage there is recognition of the potential for enforcement at the beginning of the process.  

Only 9% of respondents had ever been asked to produce a SWMP by an enforcement officer and this statistic is likely to take account of the 11% of participants that were required to produce a SWMP for submission with a planning application.

Templates
There are a variety of templates available from a number of support agencies.  However, 54% of respondents are choosing to use their own in-house processes to manage SWMPs on an ad hoc basis or to develop bespoke systems.  Of the standard templates available, the most popular is the one published by Envirowise with 15% of respondents using compared to their nearest rival BRE and EA at 8% each. Anecdotal evidence says that agency templates are too complicated and unwieldy.
Financial benefits
Improving the bottom line will always be the most effective driver for change.  Substantial savings of more than £5,000 on a project have been achieved by 30% of respondents and a further 45% demonstrated smaller amounts below this threshold.  Surprisingly, 25% experienced no benefit with some claiming that the effort outweighed any savings generated.
Benefits of implementing effective SWMPs
The environmental benefits of SWMPs were acknowledged by 26% of respondents which shows a promising uptake of CSR throughout the industry. An appreciation of the financial benefits was demonstrated by the 22% of respondents who said that there were definitive cost savings to be made in the better management of raw materials and waste.  A further 19% recognised that economies would be achieved through less waste to landfill.

SWMPs provide a structured approach to waste management and 16% of our sample saw the benefits of forward planning to improve resourcing, logistics, better segregation, etc - strategies that demonstrate the real cost of waste.  Having a Plan in place was seen as a management tool to mitigate risks and ensure compliance with contractual obligations and environmental regulations.

Site Waste Management Plans have certainly increased awareness of the waste produced and related costs but 7.5% of respondents thought that there were unlikely to be substantial savings versus effort.  Others reflected that it was too early to tell what the overall financial impact might be.

The industry does not seem to perceive SWMPs as an antidote to ‘fly tipping’. Only 1.5% acknowledged any correlation between the two, with an equal split of views as to whether these new regulations would reduce or actually increase incidents.

Challenges to implementing effective SWMPs
One of the biggest challenges of implementing a SWMP is getting ‘buy in’ on site. 37% of respondents said that enlisting the support of the whole team working on a project was critical to success but difficult to achieve.  The industry’s inherent resistance to culture change presents a huge barrier to implementation, and the lack of drivers for compliance compound the problem and reluctance to take action.  16% challenged the incentives for implementation where there are no tangible benefits, or indeed penalties, perceived.
There appears to be a problem of understanding throughout the supply chain, with 17% of respondents expressing a need for more guidance and training.  It would appear that there has been very little investment in training for Local Authority staff.
Measurement presents issues in both the preparation, implementation and monitoring of Plans.  Lack of information from specialist contractors to help with the quantifying of supplies and excess and a shortage of data provision from waste handlers make it difficult to forecast with accuracy.  Restricted space on site often prevents local segregation and the ability to monitor. So, with little historical benchmarking available, the process is challenging, time consuming and costly.
Some participants thought that the additional burden of bureaucracy and paperwork, and associated costs, far outweighed any savings from waste reductions.  It was also suggested that enforcement of existing legislation would be a more effective solution than adding further layers of latent powers.
Recommendations

The Authorities need to grasp the wider opportunities of SWMPs and shift the emphasis at a strategic level from reducing ‘fly tipping’ to resource management and the potential for dramatically reducing waste to landfill.
A strategy for enforcement needs to be defined, implemented and communicated

Investment in and training for enforcement officers needs to be provided.

The Planning Application is a good place for first line compliance with subsequent re-enforcement from the Local Authority – Building Control or a new Environmental post that will demand an in-depth understanding of the industry and regular visits to site.

More training required at site level to drive an understanding and cultural change.  Communication with sub-contractors is essential and SWMPs should be a key component of site inductions.
Better management of sub contractors will result in wider compliance.  ‘Subbies’ need incentives to provide the “what’s in it for me?”  This should be incorporated into contracts – there may be some support required in drafting suitable clauses for contracts.
SWMPs are a relatively new concept and learning to get to grips with forecasting and implementation will become more effective with practice.   Further support could include:

· More training to realise ROI from activities that will reduce waste.
· Tools to help with the forecasting/estimating of waste in the preparation of the Plan
· Support agencies should combine their efforts on developing templates to produce a simple, easy to use tool
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