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ABSTRACT

The major purposes of this study were to document the operations strategy used in solid waste
management at the city council of Nairobi, alongside the challenges facing implementation of the
operations strategy at the city council of Nairobi with respect to solid waste management. This was a
case study. Data was collected from fifty- (50) members and managers from the City Council of
Nairobi and analyzed using descriptive statistics. The data was then summarized and presented in the

form of proportions, tables and percentages.

The following findings were arrived at: First, the CEO and the employees do the formulation of the
operations strategy as part of a planning process that coordinates operational goals with those of the
larger organization. The annual objectives on solid waste management are well documented and they
included improving public health of the people; the environment; and maintain public cleanliness in
order to keep public places aesthetically acceptable: by ensuring the proper storage, collection,
transportation, safe treatment and disposal of solid waste. Secondly, the heads/managers feel that the
current policies adequately support the institutions strategic plan: but they moderately agreed that the
current departmental organizational structure support implementation of strategy as documented in the

2005-2010 strategic plans.

Thirdly, on the evaluation of the CCN’s operations strategies used in solid waste management, it was
also found that CCN has not invested on enough time and effort in analyzing environment capabilities
and services to develop their operations strategy. On the other hand the CCN has not invested on

enough time and effort in implementing its operations strategy.

Lastly, the internal strengths with the highest effect on CCN’s competitive advantage, resulting from its
operations strategy are: responsive employees in meeting customer needs, highly trained employees
and quality control techniques. Lastly, the factors that have strongly limited sound waste management
operations strategy implementation are the inability to formulate and implement sound solid waste

management policies, inadequate treatment and disposal of solid waste and inadequate landfill disposal.

Vil



CHAPTER ONE: INTRODUCTION

1.1 Background

Many management teams invest a lot of time and effort into analyzing their environment
capabilities and services to develop their strategy. Unfortunately they do not invest the same
effort in implementing their strategy and as a consequence 9 out of 10 organizations fail to
implement their strategy. This situation is compounded by the lack of regular strategic review
process so that the organization is not only unaware of “how it is doing” in implementing its

strategy hence it also misses many strategic opportunities that emerge (Slack and Lewis, 2002).

Operations strategy is the “HOW” in any corporate and market strategy. Operations strategy is
no longer a tool for continuous improvement and sustainable competitive advantage in the
manufacturing sector only, since it can be now applied in the service industry and public
organizations (Krajewsky and Ritzmans, 2000). Thus it can be also used in solid waste

management.

Afresh look at operations Strategy, coupled with advances in production and information
technology, global business operations and business process re-engineering techniques can
provide enormous opportunities for operational efficiencies and economies. The operations
strategy has three levels: first, alignment of resources with requirements (fit); secondly,
developing sustainable competitive advantage (sustainability) and lastly including the impact of

uncertainty (Nigel and Lewis, 2002).

The practitioners and academics alike have come to understand the role the operations strategy
plays in continuous improvement and competitive advantage of both service and manufacturing
organizations. To transform operations into a strategic weapon requires integrating all the major
clements of operations into a coherent system that provides the specific capabilities needed for

continuous improvement and competitive advantage.

Creating the integrated system and the alignment with the broader strategic goals is the task of

operations strategy (Lee and Ritzman, 2005).



1.1.1 Operations Strategy

Operations strategy is concerned with setting broad policies and plans for using the resources of
a firm to best support its long-term performance objectives. A firm operations strategy is
comprehensive through its integration with corporate strategy. The strategy involves a long-term
process that must foster inevitable change. An operations strategy therefore involves decisions
that relate to the design of a process and the infrastructure needed to support the process (Buyer,
Hayes et al, 1988 & 1998). Process design includes the selection of appropriate technology,
sizing the process over time, the role of inventory in the process, and locating the process. The
infrastructure decisions involve the logic associated with the planning and control systems,
quality assurance and control approaches, work payment structures and the organizations of the

operations function (Wheelwright, 1978; Stobaugh & Telesios 1983; Voss, 1995).

Firm’s competitive priorities and their areas of diction delimit the content of operations strategy.
Both concepts are strongly interrelated as operations decisions and competitive priorities must be
congruent. The fit between these variable and the necessary investments in operations structure
and infrastructure may justify the role of operations area as a source of sustainable competitive
advantage and continuous improvement (Bota 1984; Hayes and Wheelwright, 1984; Cohen &
Lee, 1985; Schroeder et al., 1986; Swamidass & Wewell, 1987; Roth, 1989; Anderson et al.,
1989). Key to success in operations strategy lies in identifying what the priority choices are in
understanding the consequences of each choice and in navigating the ensuring trade offs (Lee

and Ritman, 2005).
1.1.2  Municipal Solid Waste

Municipal Solid Waste (MSW) can be defined as solid waste which includes all domestic refuse
and non-hazardous wastes such as commercial and institutional wastes, street sweepings and
construction debris. In some countries the solid wastes management system also handles human
wastes such as night-soil, ashes from incinerators, septic tank sludge and sludge from sewage
treatment plants. If these wastes manifest hazardous characteristics they should be treated as

hazardous wastes (UN, 1992).

In recent years the volume of waste has been increasing at an alarming rate, posing a formidable

challenge to governments. The complexities and enormity of the challenges become evident



when considering other waste types to be managed and these include industrial solid waste,
municipal wastewater, industrial wastewater, storm water and hazardous waste. Often, different
government agencies are mandated to manage different waste sectors. This fragmented approach
to waste management, coupled with a lack of clear definition and delineation of the different
waste types, makes an assessment of current waste management practices in most countries

difficult (UNEP, 2005).

MSW is thus seen as primarily coming from households but also includes wastes from offices,
hotels, shopping complexes/shops, schools, institutions, and from municipal services such as
street cleaning and maintenance of recreational areas. The major types of MSW are food wastes,
paper, plastic, rags, metal and glass, with some hazardous household wastes such as electric light

bulbs, batteries, discarded medicines and automotive parts (UNEP, 2005; UNEP, 2004).
1.1.3  The Operations Strategy and Solid Waste Management

Operations strategy can be viewed as part of a planning process that coordinates operational
goals with those of the larger organization. Since the goals of the larger organization change
over time, the operations structure must be designed to anticipate future needs. The operations
capabilities of a firm can be viewed as a portfolio best suited to adapt to the changing product

and service needs of a firm’s customers (Hill, 1993).

The costs for solid waste management are high especially for collection, transportation, treatment
and disposal, which are largely borne by city councils. Methods of collection of waste are either
door-to-door or using containers or communal bins. All medium and large cities have
administrative structures for providing collection services but often, cities in developing
countries use non-compaction trucks for daily collection, with a few cities using compaction
trucks and hauling trucks. The most common municipal waste management practices include:
recycling/recovery, composting, incineration and land filling/open dumping. The operations

strategy is a very important tool in the solid waste management practices and processes (Peters,
1984).

1.1.4  Nairobi City and the City Council of Nairobi (CCN)

The history of Nairobi city dates back to 1899 when it was established as an inland depot for the

Kenya Uganda railways. It gradually grew into a communication center and headquarters of a



provincial administration. In 1905, the centre was made the capital of Kenya, and the township

status elevated into a municipal centre by 1928 and later into a city by 1950 (Kibwage, 2002).

The city has over the years had a tremendous physical expansion from a geographical area of
3.84km2 in 1900 to 684km?2 at present (Kibwage, 2002). Nairobi is experiencing a huge and
relatively increases in population due to both rural-urban migration and natural development. At
the moment the city has a population estimated to be about 4.5 million growing at a rate of 4 to 5
percent per annum (ITDG, 2002). With this kind of population growth, the solid waste
generation is also concurrently growing and stands at 24,000 tons/day. Management of solid
waste is a general problem in Kenya. In fact only 25 per cent of the estimated 1,500 tonnes of

solid waste generated daily in Nairobi is collected (Ikiara et al., 2004).

The administrative system of urban centres in Kenya is a colonial relic of the British system of
governance, which vests this responsibility in the hands of the local authority under supervision
of the local government ministry. The administration of Nairobi city is therefore a responsibility
of City Council of Nairobi which was incorporated by an ACT of parliament that came to force
on 1% January 1964 (Kibwage, 2002). The growth and development of Nairobi is thereby
managed by the City Council of Nairobi in accordance with the Local Government Act, Cap 265
of Laws of Kenya and is normally under the guidance and supervision of the Ministry of Local
Government. The City Council of Nairobi has among other primary mandates, to care for the
provision and the regulation of solid waste in the City of Nairobi. City Council of Nairobi’s
objectives towards solid waste management are to: improve public health of the people; improve
the environment; and maintain public cleanliness in order to keep public places aesthetically
acceptable; by ensuring the proper storage, collection, transportation, safe treatment and disposal

of solid waste (JICA, 1998).

City Council of Nairobi’s main responsibilities towards SWM are: to formulate and implement
solid waste management policies; to provide services for collection, transportation, treatment and
disposal of solid waste; to regulate and monitor the activities of all generators of solid waste; to
regulate and monitor private companies engaged in solid waste activities; to formulate and
enforce laws and regulations relating to solid waste management; and to coordinate with other
departments within City Council of Nairobi, donor agencies, NGOs and other government

organizations involved in solid waste management (Ikiara et al., 2004).



While in the early sixties, 90 percent of the total population in Nairobi benefited from the waste
collection service, in the early seventies more waste was collected than it was in the eighties and
nineties, though the residents and the waste generated had increased two-fold. The City Council
of Nairobi’s present capacity of waste collection and disposal cannot cope with the current
situation, resulting in large amounts of uncollected solid waste, which is normally dumped along
the back lanes and street corners within the city and its suburbs. In some areas of the city, there is
total negligence. This situation creates hygienic, environmental as well as aesthetic problems

(UNEP, 2004).

The City Council of Nairobi has been at the centre of controversies, provision of Nairobi’s urban
services is plagued by problems which can be traced to both local and central levels of
government. Currently the capacity of City Council of Nairobi to deliver its public and statutory
responsibilities to the citizens of Nairobi is severely limited. In some areas, the council has
virtually ceased to deliver its services mainly because of very inadequate billing systems,
generally the accounting systems are deficient and for the waste management services, the
dustbin charge is very limiting and in any case, it has been abandoned. Poor collection,
collection rates for all revenue sources are low due to citizens’ unwillingness to pay because of
poor service levels, poor collection systems and debt collection through the courts is difficult

because of the cumbersome judicial system and deficient laws (Ikiara et al., 2004).

Ikiara et al. (2004) further summarized the extent and nature of solid waste management in
Nairobi. First, the collection ratio, that is, the proportion of solid waste generated that is
collected, is low. Second, marked inequality in the geographical service distribution
characterizes the service with the western suburbs well serviced by private firms and the City
Council of Nairobi while the eastern part is hardly serviced. Third, there is widespread
indiscriminate dumping in illegal dumpsites and waste pickers litter the city with unusable waste
materials without control. Fourth, there is only one official dumpsite (City Council Nairobi-
owned and operated) and this is full and a nuisance to the adjacent residential areas. Fifth, the

city has no transfer facilities. This situation holds true for almost all of the urban areas in Kenya.

There are a number of substantial deficiencies in the institutional and organizational
arrangements for solid waste management in City Council of Nairobi. Because of lack of
adequate and appropriate staff, the vision of the department cannot be realized. Additionally,

issues of policy formulation, standard development and operational guidelines have not been



developed. The few professionals who are there are mixed up in daily crisis management since
there are hardly any adequate resources to meet the requirements of the department.
Environmental actions cannot be implemented without a properly trained and qualified

enforcement staff (Ikiara et al., 2004; JICA, 1998).

The collection methods are mainly station and door-to-door types. Station type dominates since
this is the method applied by City Council of Nairobi. Areas where the private sector collects, it
applies door to door. The loading method applied by City Council Nairobi in collecting waste is
un-professional and time consuming. The only designated dumping site (Dandora), which is
about 8km south east of the city centre about 26.5ha and is an open dumping site surrounded by
residential areas. Adjacent to the Dandora dumpsite is the Dandora Housing Estate on one side
and Korogocho slum on the other side where there are no facilities provided to prevent
secondary pollution. There is therefore a high risk of environmental pollution, which affects the
health of the residents. There are no controls from the management side to prevent toxic and
even hazardous waste being dumped. Systematic operation of the dumpsite is not practiced since
tipping methods and dumping areas are often decided by the drivers of the disposing vehicles.
This is supported by the fact that, the statistics at Dandora hardly shows any appreciable amounts
of waste disposed due to lack of aweigh bridge (UNEP, 2004 and 2005).

Uncollected solid waste is one of Nairobi’s most visible environmental problems. The municipal
service which seems to fail most strikingly is garbage collection and disposal especially in the
outskirts of the central business district and the slum areas. The lack of adequate garbage
collection and disposal results in adverse psychological, negative health and environmental
impact (Kibwage, 2002; UNEP 2004). There are few heavy types of equipment to manage and to
cope with the situation of waste compaction and movement to suitable tipping area. The City
Council of Nairobi at the moment does not have its own fleet of vehicles for collection of waste

but relies on hired vehicles which are not adequate and do not meet the minimum standards
(UNEP, 2005).

These problems are exacerbated by political difficulties at the city level. Councilors are more
concerned with the private accumulation of wealth than with the efficient management of urban

services or the urban environment (Bubba and Lamba, 1991:42).



12 Statement of the Problem

Operations strategy in service firms is generally inseparable from the corporate strategy. For
most services, the service delivery system is the business and hence, any strategic decisions must
include operations considerations. However, operations executives do not always have a voice
equal to other functions of the firm. For example, a marketing decision to add a new route for an
airline or to add new in-flight service may be made despite operation’s protests about feasibility.

Voss (1995) identified three main “paradigms™ within operations strategy context. The first one
was described as “competing through manufacturing” by aligning some manufacturing
capabilities (quality, delivery, cost, flexibility) to the market requirements. Some examples are
included in Hill’s order winners and qualifiers (Hill, 1993) and Platts and Gregory’s (1992)
manufacturing audit. The second paradigm derives the strategic decisions linked to the content
of operations strategy. The paradigm focuses on both internal and external operation strategy
consistency. Additionally, Hayes and Wheelwright (1984) expanded the list of eight structural
and infrastructural elements. Hill (1993) compressed it in two areas: process and infrastructure.
The third paradigm described by Voss is known as “best practices”. This approach traces its
roots to Hayes and Wheelwright (1984), who coined the term “world-class manufacturing”, as a
set of practices that would lead to superior performance. None of the above three paradigms can

explains an effective deployment of operations alone.

The growth of urban population in Nairobi has resulted in a corresponding growth of urban
management problems. These problems are persistent where maintenance of established
infrastructure and services are a major concern. The local government finds enormous
difficulties in providing proper access to public environment services and goods such as good
quality of air and water, parks, green spaces and safe waste disposal. The poor in the informal
settlements suffer specially from the inadequacy of public good and services. This has made the

city of Nairobi to degenerate from “a city in Sun” into “City in Garbage™.

Solid waste management problems in Nairobi are largely a result of lack of a waste management
policy framework to guide improvement of the standards, efficiency and coverage of waste
management. The City Council of Nairobi solid waste management challenges can be
summarized into four typical categories: there is inadequate service coverage and operational
inefficiencies of its service; limited utilization of recycling activities; inadequate landfill

disposal; and inadequate management of hazardous and healthcare waste (UNEP, 2005).



There was therefore need for a well documented and implementation of sound operations
strategies to reverse these changes hence the study. There was need for a new operations
strategy that fosters continuous, incremental improvement; groundbreaking innovation; and
competitive market advantage. Thus, there was need for a study to be carried out in an attempt
to evaluate City Council of Nairobi’s solid waste management measurable goal and indicate how
the City Council of Nairobi may pursue them using the ten management levers; facilities,
capacity, vertical integration, quality management, supply chain relationship, new products,
process and technology, human resources, inventory management and production planning and

scheduling.

A number of researches in the area of operations have been done both locally and globally.
Taking into account of the arguments they poses, it is clear that operations strategy can

meaningfully contribute to better results (Corbett & Van Wassenbore, 1993;\Lee and Ritzman,

2005).\Most Governments and city councils all over the world where waste management services
ha{f:successfully been done, have made use of the operations strategy coupled with subsidizes in
the budgets of up-to over 60 percent for Solid Waste Management (SWM). Some of the
examples include Japan with a subsidy of 80 percent, Sweden with 70 percent, Accra in Ghana
and Singapore with 90 percent, Bangkok, Jakarta and Kuala Lumpur the rate is more than 80
percent (Leong et al,, 1990; Marucheck et al., 1990). Then what about Kenya and the city

council of Nairobi?

One local study by Nyamwange (2002) focused the concept in the Kenyan manufacturing firm
and recommended the need to focus the concept to other sectors outside the manufacturing
industry. 'A]though researches have been done on operations strategy, none has focused on the
CCN, solid waste management. This study therefore was an attempt to establish the CCN
operations strategy used in solid waste management and secondly to establish the challenges the

CCN was facing in the implementation of its operations strategy in the solid waste management.

1.3 Objectives of the Study
The study was aimed to achieve the following objectives:

(1) To establish the operations strategy used in solid waste management at the city council of

Nairobi.



1.4

a)

b)

c)

(11) To establish the challenges facing implementation of the operations strategy at the city

council of Nairobi with respect to solid waste management.

Importance of the Study

City Council of Nairobi: The findings of this study were expected to provide operations
managers in the NCC’s departments of environment with insights into the contribution of
various operations strategies to corporate performance and which priorities should be

pursued. The findings will therefore be used to design better strategies, implement and

monitor them continuously for competitiveness.

Environmental agencies and organizations: Findings from the research were to assist
environmental agencies and organizations in working in partnership with City Council of
Nairobi in formulating operations strategy that can be used effectively in solid waste

management. These will also a broader perspective on how to integrate waste handling

with conservation measures.

Nairobi residents: Findings will educate the Nairobi residents on how best to manage

waste right from source where separation methods may be applied to facilitate city

council’s work in collection of waste.

d) Academicians: Findings from the research will assist academicians to broaden their
syllabus on operations strategy. Thus it will contribute to the literature and instruction on
operations in Kenya. This is because most of the operations management knowledge
available is on the Western practices. The findings may also form a basis for research

into other areas of operations management with respect to operations strategy and

continuous improvement competitiveness.



CHAPTER TWO: LITERATURE REVIEW

2.1 Introduction

The concept of strategy is delimited by a firm’s competitive priorities, their different areas of
decisions and competitive areas of decisions. Both concepts are strongly interrelated and they fit
between these variables on the operations, structure and infrastructure which must be included in
the operations management process. The role of operations strategy is to provide a plan for the

operations function so that it can make best use of resources (Voss, 1995).

Operations strategy specifies the policies and plans for using organizational resources to support
long-term competitive strategy. The operation function is responsible for managing the resources
needed to produce the company’s products or services. The operations strategy is the one that
specifies the plan that specifies the design and use of these resources to support business
strategy. This includes the location, size and type of facilities available, worker skills and talent
required, use of technology, special process needed special equipments and quality control
methods. The operation strategy must be aligned with the company’s business strategy and

enable the company to achieve its long-term plans (Hayes et al., 1998; Hill, 1993).

2.2 The Concept of Strategy and Operations

Service operations requires a better understanding of the internal and external environment with
respect to issues ranging from service profit chain, capacity, manpower and facility planning, and
demand and resource smoothing, managing quality and introduction of new services. “Strategy”
has been used in business to describe a variety of “planning” and ‘mental modeling’ activities
with generally agreed “purpose” of chanting a successful course of action for a firm or
organization over an extended time frame. The concept of strategy can be viewed from many
angles; the traditionalists sees strategy as a coherent and unifying pattern of decision making, a
blue print for a whole organization defining explicit road map for the future (Hayes and

Schmenner, 1978).

The importance of having a clear strategy include effective resource deployment with long-term
congruent objectives, defining a firm’s competing domain, ability to respond to external

opportunities and threats, and the internal strengths and weaknesses to achieve a long-term

10



sustainable competitive advantage to meet the demands of a changing environment. Strategy ﬁ‘
gives a logical system for defining and differentiating tasks at business, corporate and functional
levels; defining mission, linkage, providing the economic and non—economic contribution i.e.

profitability (Cohen and Lee, 1985).

An “operation” is an act of general relationship usually an artifice or trick to outwit or surprise
an enemy or competitor. It is also seen a device or scheme for obtaining an advantage; skilled in
devising expedients and cunning. It is a plan of action for attaining a goal (Voss, 1995). An
operation is what a company “does”. It is how it delivers its “products” to customers. It is the
core of a company’s business-whatever that it is. The definition of operation can be applied to
almost any organization. Typically over 70% of company’s assets are the responsibility of the

operations function (Ward and Duray, 2000).

2.3 Operations Strategy

Strategic thinking implies planning and maneuvering of a goal, and perhaps to a set of goals over
a varied time frame to some ultimate purpose. Thinking strategically therefore has the “end” in
view today — a sense of the ultimate “fulfillment” of the purpose or mission. Operations Strategy
is concerned with matching the characteristics of the operations functions with the requirements
of the market in order to fulfill the needs of the business. A proper appreciating of this process
requires not merely an understanding of the idea and methods used to develop an operation

strategy but also knowledge of the technique and principles involved in its implementation (Hill,
1993).

Operations strategy relates to the core business, processes that are needed to run an organization.
A firm’s operation strategy is comprehensive through its integration with corporate strategy. The
strategy involves a long-term process that must foster inevitable change. An operations strategy
involves decisions that relate to the design of a process and the infrastructure needed to support

the process.

Process design includes the selection of appropriate technology, sizing the process over time, the
role of inventory in the process and locating the process. The infrastructure decisions involve the

logic associated with the planning and control systems, quality assurance and control approach,



work payment structure and the organization of the operations function (Wheel right, 1978, Voss
1995; Krajewsky and Ritzman, 2000).

Operations strategy can be viewed as part of a planning process that coordinates operational
goals with those of the larger organization. Since the goals of the large organization change over
time, the operations strategy must be designed to anticipate future needs. The operations
capabilities of a firm can be viewed as a portfolio best suited to adapt to the changing product
service needs of the firm’s customers (Hill 1993; Stock, 2002).

Services are not tangible, they have many subjective standards, customers may be directly
involved, capacity must match demand, they should be near customer, their lay out design must
enhance product and production, the human resource and job design must allow interaction with
customers as labour standards do vary and lastly in maintenance, often “repair” takes place at

customer’s site (Holmberg, 2000).
2.4 The Role of Operations Strategy and its Relationship with the Corporate Strategy

In today’s highly competitive, Internet-based, and global marketplace, it is important for
companies to have a clear plan for achieving their goals. To maintain a competitive position in
the marketplace, a company must have a long-range plan. This plan needs to include the
company’s long-term goals, an understanding of the market- place, and a way to differentiate
itself from its competitors. All other decisions made by the company must support this long-
range plan. Otherwise, each person in the company would pursue goals that he or she considered

important, and the company would quickly fall apart (Porter, 1996).

Operations strategy is a long-range plan for the operations function that specifies the design and
use of resources to support the corporate strategy as seen in figure 1 below. Companies
operating in the same industry can always hold different business strategies. Although they are
in the same industry, their operations decisions are different because of their different business

strategies (Hill, 2000).
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Figure 2.1: The Relationship between the Operations Strategy and the Corporate Strategy

Customer Needs Corporate Strategy

Alignment

Cofe Competencies

Operations Strategy

v

Processes, Infrastructure, and Capabilities

Source: Irwin McGraw, 2000 pp 48-68

The long-range plan of a business, designed to provide and sustain sharcholder value, is the
business strategy. For a company to succeed, the business strategy must be supported by each of

the individual business functions, such as operations, finance, and marketing.

Market strategy defines marketing plans to support the business strategy and operations strategy.
Business strategy defines long-range plan for company. Finance strategy develops financial
plans to support the business strategy, the finance strategy develops a plan for the operations
function to support the business strategy. Therefore there is a very big relationship between the
business strategy and the functional strategies. The role of operations strategy is to provide a
plan for the operations function so that it can make the best use of its resources i.e. the operations
function is responsible for managing the resources needed to produce the company’s goods and

services (Gordon, 2003).

Operations strategy is the plan that specifies the design and use of resources to support the
business Strategy. This includes the location, size, and type of facilities available; worker skills
and talents required; use of technology, special processes needed, special equipment; and quality
control methods. The operations strategy must be aligned with the company’s business strategy

and enable the company to achieve its long-term plan (Gagnon, 1999).
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2.5 The Importance of Operations Strategy

Operations strategy did not come to the forefront until the 1970s. Up to that time U.S. companies
emphasized mass production of standard product designs. There were no serious international
competitors, and U.S. companies could sell anything they produced. However, that changed in
the 1970s and 1980s. Japanese companies began offering products of superior quality at lower
cost, and U.S. companies lost market share to their Japanese counterparts. In an attempt to
survive, many U.S. companies copied Japanese approaches. Unfortunately, merely copying
these approaches often proved unsuccessful, it took time to really understand Japanese
approaches. It became clear that Japanese companies were more competitive because of their
operations strategy; that is, all their resources were specifically designed to directly support the

company’s overall strategic plan (Ahlstrom and Westbrook, 1999; Kendall, 1997).

Porter (1996) said that, companies often do not understand the differences between operational
efficiency and strategy. Operational efficiency is performing operations tasks well, even better
than competitors. Strategy, on the other hand, is a plan for competing in the marketplace. An
analogy might be that of running a race efficiently, but it may be the wrong race. Strategy is
defining in what race you will win. Operational efficiency and strategy must be aligned;
otherwise one may be very efficiently performing the wrong task. The role of operations strategy

is to make sure that all the tasks performed by the operations function are the right tasks.

2.6 The Development of an Operations Strategy

A mission is a statement defining what business an organization is in, who its customers are, and
how its core beliefs shape its business (Porter, 1996). A company’s business and operations
strategy are developed after its managers have considered many factors and have made some

strategic decisions.

These include developing an understanding of what business the company is in (the company’s
mission), analyzing and developing an understanding of the market (environmental scanning),
and identifying the company’s strengths (core competencies). These three factors are critical to

the development of the company’s long-range plan, or business strategy (Fine, 1998).
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The mission is a statement that answers three overriding questions: What business will the
company be in (“solid waste management,”‘operating an Italian restaurant™)? Who will the
customers be, and what is the expected customer attributes (“homeowners,” college graduates”)?
How will the company’s basic beliefs define the business (“gives the highest customer service,”
stresses family values™)?. The mission defines the company. In order to develop a long-term
plan for a business, one must first know exactly what business they are in, what customers are
they serving, and what the company’s values are. If a company does not have a well-defined
mission it may pursue business opportunities about which it has no real knowledge or that are in

conflict with its current pursuits, or it may miss opportunities altogether (Hill, 2000).

The second factor to be considered is the external environment of the business. This includes
trends in the market, in the economic and political environment, and in society. These trends
must be analyzed to determine business opportunities and threats. Environmental scanning is the
process of monitoring the external environment. To remain competitive, companies have to
continuously monitor their environment and be prepared to change their business and operations
strategy, or long-range plan, in light of environmental changes. Environmental scanning allows
a company to identify opportunities and threats. For example, through environmental scanning
one could see gaps in what customers need and what competitors are doing to meet those needs.
A study of these gaps could reveal an opportunity for a company, and it could design a plan to
take advantage of it. On the other hand, the company may currently be a leader in its industry,
but environmental scanning could reveal competitors that are meeting customer needs better—
for example, by offering a wider array of services. In this case, environmental scanning would
reveal a threat and we would have to change its strategy so as not to be left behind. Just because
a company is an industry leader today does not mean it will continue to be a leader in the future.
In the 1970s Sears, Roebuck and Company was a retail leader, but fell behind the pack in the
1990s (Gagnon, 1999).

Marketplace trends must be continuously monitored especially the external business environment
is always changing. To stay ahead of the competition, a company must constantly look out for
trends or changing patterns in the environment, such as marketplace trends. These might include
changes in customer wants and expectations, and ways in which competitors are meeting those
expectations. For example where customers are demanding speed of delivery, high quality, and

low price (Gordon, 2003).
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There are many other types of trends in the marketplace. For example, changes in the use of
technology, such as point-of-sale scanners, automation, computer-assisted processing, electronic
purchasing, and electronic order tracking. One rapidly growing trend is e-commerce. E-
commerce as a significant part of any business, companies uses the Internet to conduct shows in
order to boost sales. In addition to market trends, environmental scanning looks at economic,

political, and social trends that can affect the business (Hayes et al., 1984).

Economic trends include recession, inflation, interest rates, and general economic conditions.
Suppose that a company is considering obtaining a loan in order to purchase a new facility.
Environmental scanning could show that interest rates are particularly favorable and that this
may be a good time to go ahead with the purchase. Political trends include changes in the
political climate—Ilocal, national, and international—that could affect a company. There has
been a change in how companies view their environment, a shift from a national to a global
perspective. Companies seek customers and suppliers all over the globe. Many have changed
their strategies in order to take advantage of global opportunities, such as forming partnerships
with international firms, called strategic alliances. Finally, social trends are changes in society
that can have an impact on a business. An example is the awareness of the dangers of smoking,
which has made smoking less socially acceptable. This trend has had a huge impact on

companies in the tobacco industry (Rondeau et al., 2000).

The third factor that helps defines a business/operations strategy is an understanding of the
company’s strengths. These are called core competencies. In order to formulate a long-term
plan, the company’s managers must know the competencies of their organization. Core
competencies could include special skills of workers, such as expertise in providing customized
services or knowledge of information technology. Another example might be flexible facilities

that can handle the production of a wide array of products.

To be successful, a company must compete in markets where its core competencies will have
value. Highly successful firms develop a business/operations strategy that takes advantage of
their core competencies or strengths. Increased global competition has driven many companies
to clearly identify their core competencies and outsource those activities considered noncore.
Outsourcing is when a company obtains goods or services from an outside provider. By
outsourcing non-core activities a company can focus on its core competencies (Springand

Dalrymple , 2000).
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The core competencies relating to the Workforce include: Highly trained employees, responsive
in meeting customer needs, flexible in performing a variety of tasks, strong technical capability
and creative in product design; Facilities: flexibility in producing a variety of products,
technologically advanced and an efficient distribution system; Market Understanding: skilled in
understanding customer wants and predicting market trends; Financial know-how: skilled in
attracting and raising capital; Technology: use of latest production technology; use of

information technology and quality control techniques (Vokurka and O’Leary-Kelly, 2000).

Once a business strategy has been developed, an operations strategy must be formulated. This
will provide a plan for the design and management of the operations function in ways that
support the business strategy. The operations strategy relates the business strategy to the
operations function. It focuses on specific capabilities of the operation that give the company a
competitive edge. These capabilities are called competitive priorities. By excelling in one of

these capabilities, a company can become a winner in its market (Ward and Duray, 2000).

2.7 The Competitive Priorities of the Operations Function

Operations managers must work closely with marketing in order to understand the competitive
situation in the company’s market before they can determine which competitive priorities are

important. There are four broad categories of competitive priorities:

2.7.1 Cost

Competing based on cost means offering a product at a low price relative to the prices of
competing products. The need for this type of competition emerges from the business strategy.
The role of the operations strategy is to develop a plan for the use of resources to support this
type of competition. A low-cost strategy can result in a higher profit margin, even at a
competitive price. Also, low cost does not imply low quality. To develop a competitive priority,
the operations function must focus primarily on cutting costs in the system, such as costs of
labor, materials, and facilities. Companies that compete based on cost study their operations

system carefully to eliminate all waste.

They might offer extra training to employees to maximize their productivity and minimize scrap.

Also, they might invest in automation in order to increase productivity. Generally, companies
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that compete based on cost offer a narrow range of products and product features, allow for little
customization, and have an operations process that is designed to be as efficient as possible.
Employees should be trained to perform many functions and use a team approach to maximize

customer service.

2.7.2  Quality

Many companies claim that quality is their top priority, and many customers say that they look
for quality in the products they buy. Yet quality has a subjective meaning; it depends on who is
defining it. For example, to one person quality could mean that the product lasts a long time,
such as with a Volvo, a car known for its longevity. To another person quality might mean high
performance, such as a BMW. When companies focus on quality as a competitive priority, they

are focusing on the dimensions of quality that are considered important by their customers.

Quality as a competitive priority has two dimensions. The first is high-performance design.
This means that the operations function should be designed to focus on aspects of quality such as
superior features, close tolerances, high durability, and excellent customer service. The second
dimension is goods and services consistency, which measures how often the goods or services
meet the exact design specifications. Companies that compete on quality must deliver not only
high-performance design but goods and services consistency as well. A company that competes
on this dimension needs to implement quality in every area of the organization. One of the first
aspects that need to be addressed is product design quality, which involves making sure the

product meets the requirements of the customer.

A second aspect is process quality, which deals with designing a process to produce error-free
products. This includes focusing on equipment, workers, materials, and every other aspect of the
operation to make sure it works the way it is supposed to. Companies that compete based on
quality have to address both of these issues: the product must be designed to meet customer

needs, and the process must produce the product exactly as it is designed (Gordon, 2003).

2.7.3 Flexibility
As a company’s environment changes rapidly, including customer needs and expectations, the
ability to readily accommodate these changes can be a winning strategy. This is flexibility.

There are two dimensions of flexibility. One is the ability to offer a wide variety of goods or
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services and customize them to the unique needs of clients. This is called product flexibility. A
flexible system can quickly add new products that may be important to customers or easily drop
a product that is not doing well. Another aspect of flexibility is the ability to rapidly increase or
decrease the amount produced in order to accommodate changes in the demand. This is called

volume flexibility y (Vokurka and O’ Leary-Kelly, 2000).

274 Time

Time or speed is one of the most important competitive priorities today. Companies in all
industries are competing to deliver high-quality products in as short a time as possible. Today’s
customers don’t want to wait, and companies that can meet their need for fast service are
becoming leaders in their industries. Making time a competitive priority means competing based
on all time-related issues, such as rapid delivery and on-time delivery. Rapid delivery refers to
how quickly an order is received; on-time delivery refers to the number of times deliveries are
made on time. When time is a competitive priority, the job of the operation function is to
critically analyze the system and combine or eliminate processes in order to save time. Often
companies use technology to speed up processes, rely on a flexible workforce to meet peak
demand periods, and eliminate unnecessary steps in the production process (Rondeau et al.,

2000).

Companies that compete based on flexibility often cannot compete based on speed, because it
generally requires more time to produce a customized product. Also, flexible companies
typically do not compete based on cost, because it may take more resources to customize the

product.

However, flexible companies often offer greater customer service and can meet unique customer
requirements. To carry out this strategy, flexible companies tend to have more general-purpose
equipment that can be used to make many different kinds of products. Also, workers in flexible
companies tend to have higher skill levels and can often perform many different tasks in order to

meet customer needs (Rondeau et al., 2000).

2.8 The Need for Trade-Offs

As more resources are dedicated toward one priority, fewer resources are left for others. The

operations function must place emphasis on those priorities that directly support the business
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strategy. Therefore, it needs to make trade-offs between the different priorities. For example,
consider a company that competes on using the highest quality component parts in its products.
Due to the high quality of parts the company may not be able to offer the final product at the
lowest price. In this case, the company has made a trade-off between quality and price.
Similarly, a company that competes on making each product individually based on customer
specifications will likely not be able to compete on speed. Here, the trade-off has been made
between flexibility and speed. It is important to know that every business must achieve a basic
level of each of the priorities, even though its primary focus is only on some. For example, even
though a company is not competing on low price, it still cannot offer its products at such a high
price that customers would not want to pay for them. Similarly, even though a company is not
competing on time, it still has to produce its product within a reasonable amount of time:

otherwise, customers will not be willing to wait for it (Ward and Duray , 2000).

One way that large facilities with multiple products can address the issue of trade-offs is using
the concept of plant-within-a-plant (PWP), introduced by well-known Harvard professor
Wickham Skinner. The PWP concept suggested that different areas of a facility be dedicated to
different products with different competitive priorities. These areas should be physically
separated from one another and should even have their own separate workforce. As the term
suggests, there are multiple plants within one plant, allowing a company to produce different
products that compete on different priorities. For example, department stores use PWP to isolate
departments, such as the Sears auto service department versus its optometry center (Ward and

Duray, 2000).

2.8.1 Hayes and Wheelwright Model

Hayes and his colleagues have consistently argued that manufacturing capabilities should play an
important role in how firms compete in product markets, and that firms must continually develop
these capabilities (Hayes, 1985; Hayes and Jaikumar, 1988; Hayes and Pisano, 1994; Hayes and
Upton, 1998; Hayes and Wheelwright, 1984; Hayes, Wheelwright and Clark, 1988)

Hayes and Wheelwright (1984) argued that the development of proprietary processes and

equipment should lead to competitive advantage expressed here as a performance advantage.

They propose a four-stage model in which the most advanced stage 4 includes proprietary
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processes and equipment as one of its elements, leading to based competitive advantage. Stages
I, 2, or 3 are competitively neutral or have a market-driven focus and do not provide a
competitive advantage. Thus, Hayes and Wheelwright (1984) provided a specific rationale for
the linkage of proprietary process and equipment to competitive performance. The same

principal will be used to establish where the City Council of Nairobi stands in the four stages.
2.9  Order Winners and Qualifiers

To help a company decide which competitive priorities to focus on, it is important to distinguish
between order winners and order qualifiers, which are concepts developed by Terry Hill. Order
qualifiers are those competitive priorities that a company has to meet if it wants to do business in
a particular market. Order winners, on the other hand, are the competitive priorities that help a
company win orders in the market. Knowing the order winners and order qualifiers in a
particular market is critical to focusing on the right competitive priorities. Order winners and
order qualifiers change over time. Often when one company in a market is successfully
competing using a particular order winner, other companies follow suit over time. The result is
that the order winner becomes an industry standard, or an order qualifier. To compete
successfully, companies then have to change their order winners to differentiate themselves

(Ward and Duray, 2000).

2.10 Translating Competitive Priorities into Customer Requirements

Operations strategy makes the needs of the business strategy specific to the operations function
by focusing on the right competitive priorities. Once the competitive priorities have been
identified, a plan is developed to support those priorities. The operations strategy specifies the
design and use of the organization’s resources; that is, it will set forth specific operations

requirements (Vokurka and O’Leary-Kelly, 2000). These can be broken down into two

categories:

Structure: Operation decisions related to the design of the production process, such as

characteristics of facilities used, selection of appropriate technology, and the flow of goods and

services through the facility.
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Infrastructure: Operation decisions related to the planning and control systems of the operation,
such as the organization of the Operation function, the skills and pay of workers, and quality

control approaches (Vickery et al., 1999).

Together, the structure and infrastructure of the production process determine the nature of the
company’s Operation function. The structure and infrastructure of the processes must be aligned
to enable the company to pursue its long-term plan (Vokurka and O’Leary-Kelly, 2000). Every
aspect of production of a product or delivery of a service needs to focus on supporting the
competitive priority. However, one can’t neglect the other competitive priorities. A certain level
of order qualifiers must be achieved just to remain in the market ((Vokurka and O’Leary-Kelly,
2000; Vickery et al., 1999).

2.11  Types of Technologies

Service sector companies have a unique challenge when trying to measure productivity. The
reason is that traditional productivity measures tend to focus on tangible outcomes, as seen with
goods-producing activities. Services primarily produce intangible products, such as ideas and
information, making it difficult to evaluate quality. Consequently, accurately measuring

productivity improvements can be difficult.

A good example of the difficulty in using traditional productivity measures in the service sector
is that of an emergency room. Here inputs are the medical staff, yet outputs may not exist if no
one needed treatment on that shift. In that case, using traditional measures, productivity would be

zero! The real issue in this type of environment is the level of readiness, and the challenge is to

adequately measure it (Kendall, 1997).

There are three primary types of technologies. They are differentiated based upon their
application, but all three areas of technology are important to Operation managers. The first type
is product technology, which is any new technology developed by a firm. Product technology is
important, as companies must regularly update their processes to produce the latest types of
products. A second type of technology is process technology. 1t is the technology used to

improve the process of creating goods and services.
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These are technologies that use computers to assist engineers in the way they design and
manufacture products/services. Process technologies are important to companies as they enable
tasks to be accomplished more efficiently. The last type of technology is information
technology, which enables communication, processing, and storage of information. Information
technology has grown rapidly over recent years and has had a profound impact on business. Just
consider the changes that have occurred due to the Internet. The Internet has enabled electronic

commerce and the creation of the virtual marketplace, and has linked customers and buyers.

Another example of information technology is enterprise resource planning (ERP), which
functions via large software programs used for planning and coordinating all resources
throughout the entire enterprise. ERP systems have enabled companies to reduce costs and
improve responsiveness, but are highly expensive to purchase and implement. Consequently, as
with any technology, investment in ERP needs to be a strategic decision (Kendall, 1997: Grover
and Malhotra, 1999). Technology can be acquired to improve processes and maintain up-to-date
standards. Technology can also be used to gain a competitive advantage. For example, by
acquiring technology a company can improve quality, reduce costs, and improve product

delivery.

This can provide an advantage over the competition and help gain market share. However,
investing in technology can be costly and entails risks, such as overestimating the benefits of the
technology. Technology should be acquired to support the company’s chosen competitive
priorities, not just follow the latest market fad. Also, technology may require the company to

rethink its strategy (Grover and Malhotra, 1999).

212 Types of Waste Management Practices

There are very many sources and types of municipal solid waste. They are generated from
different settings and differ in nature, but they require some common attention and operations
strategy in their management. Table 1 below highlights the main sources of municipal solid

waste, the waste generators, and types of solid waste generated.
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Table 2.1: Sources and Types of Municipal Solid Waste

_7Sources Typical waste generators Types of solid waste
Residential Single and multifamily Food wastes, paper, cardboard, plastics, textiles,
dwellings glass, metals, ashes, special wastes (bulky items,

consumer electronics, batteries, oil, tires) and
household hazardous wastes

Commercial | Stores, hotels, restaurants, Food wastes, paper, cardboard, plastics, textiles,
markets, office buildings glass, metals, ashes, special wastes (bulky items,
consumer electronics, batteries, oil, tires) and
household hazardous wastes

Institutions Schools, government center, Paper, cardboard, plastics, wood, food wastes,
! hospitals, prisons glass, metals, special wastes, hazardous wastes
' Municipal Street cleaning, landscaping, | Street sweepings, landscape and tree trimmings,
| services parks, beaches, recreational | general wastes from parks, beaches, and other
; areas recreational areas

Source: United Nations Conference on Environment and Development, Rio de Janeiro, June 14,
1992 Chapter 21

Municipal waste management practices include the following: Recycling/recovery, Composting,

Incineration, and Land filling/open dumping (Rio de Janeiro, June 14, 1992).

2.12.1 Recycling/Recovery
MSW may contain the following materials, which are considered recyclables: ferrous and non-
ferrous metals, construction debris, scrap tires, paper/cardboard, plastics, textiles (including cloth

and leather), glass, wood/timber, animal bones/feathers, waste oil and grease, cinders/ashes

In the middle-to-low-income cities, there exists a long-standing practice of informal source
separation and recycling of materials. This has led to the development of enterprises for the
gathering, trading and reprocessing of materials. For example Mukuru Recycling project which
started in 1991 to help men and women scavengers sell recyclable waste to industries. The
national ministries support waste recovery and recycling activities at city level although many of
these are family businesses. However, since industries would only be interested to use recycled
materials when they cost less than the virgin materials, the practice of recycling is so market-

driven that recycling has become selective. The disposal of those unselected recyclables remains

a problem.

Informal waste separation or waste picking takes place in three ways: At source - this is in large

urban areas, e.g., commercial areas or residential areas with apartments/high-rise buildings for
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high income earners. Here waste pickers sort out the waste before the authorized collection
vehicle arrives.  During collection — when the collectors segregate recyclable materials during
loading and store them inside the truck or on the sides of the vehicles. At the disposal site —
where the waste pickers often live on or near the dumps. However, they risk the danger of
potential slides and fires. While waste picking means survival for waste pickers the methods of
uncontrolled waste picking can reduce the efficiency of the formal collection system and can be

detrimental to health due to exposure to biological pathogens.

2.12.2 Composting

Composting is not well practiced. Household organic wastes, including wastes from the
restaurants, are often collected for animal feed. But these are either not working or are not
operating at full capacity for a number of reasons, such as: High operating and maintenance
costs, poor maintenance and operation of facilities, Incomplete separation of non-compostables,

such as, plastics and glass, high cost of compost compared to commercial fertilizers.

2.12.3 Incineration

Another waste treatment method that is practiced is incineration where 90 percent of non-
recyclable municipal solid waste is incinerated. Final disposal of waste is at landfills where 10
percent of non-recyclable municipal solid waste is deposited. Singapore has four government-
owned and operated incinerators for the disposal of solid waste that is not recycled. However,
controversy remains over the soundness of incineration as a waste treatment technology because
of greenhouse gas emissions from incinerators. Incineration has been completely banned under
the new law on solid waste management (RA, 2003). The practice of informal incineration or
open burning is, however, still prevalent, not only in the rural areas where waste collection is

rare but also in peri-urban and urban areas.

2.12.4 Land Filling

Landfills are generally the cheapest and most common disposal method for municipal solid
waste. An exception is a large city like Singapore, which faces rising disposal costs due to
exhaustion of traditional disposal sites, stricter environmental controls and greater waste
quantities, thus requiring other methods like incineration to reduce the volume of waste for final
disposal. In the other developing countries, open dumping is the common practice, i.e.,

municipal solid waste is dumped on swamplands and low-lying areas, which are eventually
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reclaimed for development. The problems associated with landfills, even with those that are

clay-lined, include high water table, groundwater contamination and gas migration.

2.13  World City Councils

Rapid urbanization and the associated growth of industries and services is an essential feature of
cconomic and demographic development in most developing countries. Cities are currently
absorbing two-thirds of the total population increase throughout the developing world (UNCHS,
1993). Another striking growth is the steady growth in size of cities. One of the most important
environmental consequences of urbanization is the amount of solid waste that is generated.
These wastes have fast outstripped the ability of natural environment to assimilate them and
municipal authorities to dispose of them in a safe and efficient manner. The resulting
contamination affects all environmental media and has a direct negative effect on human health

and the quality of urban life.

Most Governments all over the world where waste management services have successfully been
done subsidizes the budgets for solid waste management up-to over 60 percent. In Japan for
example before privatization of solid waste management services, government subsidy to SWM
used to be 80 percent while in Sweden it is 70 percent despite residents still paying an equivalent
of kshs 800 per month for the solid waste management services. Accra in Ghana, residents pay
up to Kshs 700 per month for the solid waste management services. Singapore has a collection
rate of more than 90 percent while in Bangkok, Jakarta and Kuala Lumpur the rate is more than
80 percent. In Indonesia, collection rates have been improved through a pre-collection system at

villages, which deposit their municipal solid waste at transfer or temporary storage facilities

(Rio de Janeiro, 1992).

In Dar es Salaam in Tanzania, the government made a bold step in 1994 to privatize the waste
collection and transportation aspects where the city was zoned and different private companies
were given areas of operation while collecting waste management charges approved by the
various municipalities. Different municipalities enacted their own by-laws to govern and guide
the operations of the private sector. The City only manages the disposal site but this again, the
city of Dar-es-salaam has partnered with a strategic investor from Germany to develop a sanitary

landfill site as for a long time the city has operated with a controlled disposal site. The private
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companies collect waste management charges from the citizens and only approved rates by the
council are applied. The city has a department for solid waste disposal, which only develops
policies, rules governing the private sector operation, supervision and the management of the
disposal site. The private companies contracted are locals and sometimes they get a back- up
from the city council whenever they cannot deliver. In this case, the council has to have what to
fall back to and therefore the council cannot afford at any time to have no fleet of vehicles (Rio

de Janeiro, 1992).

In Cairo Egypt, the Government decided to invite international bidders for the solid waste
management services when the council failed to provide the required services and the city was
dirty while the residents were not agreeable to pay for services, which were hardly there in 2002.
The Giza region in Cairo, which has a population of 6.5 million was divided into three zones and
contracted to three different companies. Jacorossi Impresse is one of the companies managing
cleansing services from a population of about 1.2 million under a 15 yr period contract (Rio de
Janeiro, 1992). Kenya is not any different and as long as there is political will and effort towards

making the city clean, it can revert to its old status “the city in the sun”.
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CHAPTER THREE: RESEARCH METHODOLOGY

3.0  Research Design

This study was conducted in form of a case study. This enabled the researcher to establish the
operations strategy used by the City Council of Nairobi in solid waste management and
document the challenges facing their implementation. The study only covered the City Council
of Nairobi, and not any other city council. The target population was the management team in the
City Council of Nairobi and all members of the Department of Environment (DOE). Other
government institutions, agencies, NGOs and environmental collaborative bodies like NEMA,

JICA, UNEP, Practical Action also participated in the study.

The study comprised of a total of 50 members and managers from the City Council of Nairobi’s
Department of Environment (including other government institutions, agencies, NGOs and
environmental collaborative bodies). The anticipated sample size was 30 from the population.
Rosco (1975) proposes a rule of the thumb for determining a sample size and says that a size of
30 to 500 is appropriate for most researches. However, researcher used a sample of 50 because
of the possibility of non-response. This sample was considered large enough to provide a
general view of the entire population and serve as a good basis for valid and reliable conclusions.

Simple random sampling was used to select the individuals to participate in the study.

3.1 Data Collection Method

This study relied on both primary and secondary data. Primary data focused on the City Council
of Nairobi operations strategy used in solid waste management. Secondary data consisted of the
DOE’s proposals and projects with respect to the management of solid waste for the last ten
years. For primary data, semi-structured questionnaire was used comprising of both closed and
open-ended questions (see appendix 1). The questionnaires were divided into the following
sections: Section A- institution profile and personal information; Section B- Evaluation of
operations strategies used in solid waste management (to answer the first objective); Section C-
the challenges facing city council of Nairobi in the operations strategy implementation (to

answer the second objective).
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The respondents were the managers, heads of departments in the above mention bodies, with
much emphasize in the Department of Environment. Other private organizations that take part in

the solid waste management were also interviewed. The questionnaires was administered on a

drop and pick later basis.
3.2 Data Analysis and Presentation

The data from respondents was analyzed, using descriptive statistics such as means, percentages
and tables Content analys:s was used to judge the relauonsh|p between the operatlons strategy
and the effective solid Wwaste management. Descriptive statistics were further used to determme
whether the trend in solid waste management in the last 10 years has been to the expected levels

so0 as to back any challenges that may be established. st
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CHAPTER FOUR: DATA ANALYSIS, FINDINGS AND DISCUSSIONS

4.1 Introduction

This chapter covers data analysis and findings of the research. The data is summarized and
presented in the form of proportions, tables and percentages. It documents the operations
strategy used in solid waste management at the city council of Nairobi, alongside the challenges
facing implementation of the operations strategy at the city council of Nairobi with respect to
solid waste management. Data was collected from fifty (50) members and managers from the
City Council of Nairobi’s Department of Environment (including other government institutions,
agencies, NGOs and environmental collaborative bodies). Of the 50 managers and heads of

departments sampled, 39 responded, a reasonably high response rate of 78 percent.

4.2 Personal Details and Institutional Profile

This section presents information in a general nature mainly demographics/personal from the

respondents.

42.1 The Number of Years Worked for in the City Council of Nairobi

The respondents were asked to indicate the number of years they worked in the Nairobi city
council. From the research data and results, 41% of the respondents had worked for 1-5 years
and between 6-10 years, as 18% had worked for 11-15years. The number of years an employee
has worked in an institution has an influence on his/her experience. This is an indication the

people who responded had rich experience on the issues that were under study.

4.2.2 The Number of Years the Organization/Department has been in Operation

The number of years an institution has been in place influences the sound formulation of
strategies and polices. It also influences the culture to adaptive change. The respondents were
asked to indicate the number of years their department/institution has been in operation. From
the research data, 51% indicated that their departments have been in operation for between 6 to

10 years, 19% for more than 21 years, 14% for less than 5 years, 14% for between 11 to 15
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years, as 21% indicated 6 to 20 years. This is an indication that the departments have been in

operation as long as the managers/heads have been in these departments.

42.3 The Highest Academic Qualification

The level of education has an impact on one’s level of decision-making, mobility and
performance. The managers/heads of the department of environment ares expected to be degree
holders and above, looking at the nature of their work. From the research data, 76% of the
respondents had a bachelor’s degree, 17 % had diplomas, as 7% were masters” holders and none
had a PhD degree. This is a clear indication that, the people providing information for the study
had a rich an academic background and thus they understood the issues that were being tested in

the questionnaire.
424 Gender

The Kenyan labour market is emphasizing gender equity in its employment policy and
representativeness in decision-making. From the research data, out of the 37 who were
responded, 87% were male employees as 13% were female employees. This is a very poor

distribution in gender although the nature work requires male employees.
4.2.5 Formulation of Organizational Strategy

Operations strategy can be viewed as part of a planning process that coordinates operational
goals with those of the larger organization. The organizational strategy, therefore, has an impact
on the operations strategy. The respondents were therefore asked to indicate who formulates the
organizational strategy. From the research data, 100% of the respondents indicated that, it is the
CEO and the employees who are involved in the process of organizational strategy formulation,
52% indicated it is through selected committees, as 48% indicated it is the top management only.
This affirms Hayes and Schmenner’s (1978) perspective that, an organizational strategy is a
coherent and unifying pattern of decision making, a blue print for a whole organization defining

explicit road map for the future, where all are involved.
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42.6 Existence of Annual Objectives in Solid Waste Management

Operations strategy is concerned with setting broad policies and plans for using the resources of
a firm to best support its long-term performance objectives. The respondents were asked to
indicate whether they have annual objectives in solid waste management. From the research
data, 89% Of the respondents indicated that there are some annual solid waste management
objectives and the rest believed that there wasn’t any. Indeed from the establishments of JICA's
(1998) report, the City Council of Nairobi’s objectives towards solid waste management are to:
improve public health of the people; improve the environment; and maintain public cleanliness
in order to keep public places aesthetically acceptable; by ensuring the proper storage, collection,

transportation, safe treatment and disposal of solid waste.
4.2.7 Setting of the Objectives

The annual departmental objectives need to be designed according to the department of
environment’s major mandates. The respondents were asked to indicate as to who sets the
annual departmental objectives, and from the results in table 4.1 below, 63% of the respondents
felt it is the departmental heads who sets the objectives, as 37% felt it is the employees. The top
management and committees seemed not to be involved. Therefore the departments don’t

consider brainstorming and team work in its short termism of objective setting.

Table 4.1 Setting of the Objectives

Who Frequency Percentage
Departmental heads 17 63
Employee of the dept 10 37

Total 27 100

Source: Research Data
42.8 Last Time a Major Change in Structure/Work took Place in Departments

Very many changes have taken place in Kenya but the most current is the performance

contracting which has lasted for 3 years alongside the change in guard. The respondents were
asked to indicate the last time a major change in structure/work or function took place in

department. From the research data, 55% indicated the major changes took place less than a year
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ago, 32% more than 3 years ago, as 13% indicated more than 2 years ago. This is a clear

indication that the city council has not experience any big/major changes.

4.2.9 The Managers’ Opinions on Policies, Procedures and Organizational Culture

The respondents were asked to rank their extent of agreement with some aspects relating
organizational policies, structure and culture at the city council. From the research data, the
highest number (56%) of heads/managers felt that the current policies adequately support the
institutions strategic plan: but they moderately (50%) agreed that the current departmental
organizational structure support implementation of strategy as documented in the 2005-2010
strategic plans, and at the same time concurred that the procedures/regulations followed by the

department supportive of change implementation as documented in the current strategic plan

43 CCN’s investment on time in analyzing environment capabilities to develop their
operations strategy

Table 4.2 CCN Investment on Time in Analyzing Environment Capabilities
to Develop their Operation Strategy

Analyze Frequency Percentage
Yes 17 46
No 20 54

Total 3 100

Source: Research Data

Most management teams invest a lot of time and effort into analyzing their environment
capabilities and services to develop their operations strategy. The respondents were asked to
indicate whether the CCN has invested on enough time and effort in analyzing environment
capabilities and services to develop their operations strategy and the results are in table 4.8. From
table 4.8, 54% of the respondents indicated they don’t scanning the environment before
developing the solid waste management operations strategy, as 46% indicated that they do. Thus

this is a clear indication that the CCN is not keen on it environment of operation.
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43.1 CCN’s Investment on Time in Implementing its Operations Strategy

After the environmental scanning and formulation of operations strategy, there is need to invest
inits implementation. The respondents were asked to indicate whether the CCN has invested on
enough time and effort in implementing its operations strategy. From the research data, 94% of

the respondents indicated they don’t invest in implementation, as 6% indicated they do.

This concurs with Slack and Lewis’ (2002) claim that regardless of sound formulation of
operations strategy, unfortunately many of them have not invested the same effort in
implementing their strategy and as a consequence 9 out of 10 organizations fail to implement
their operations strategy. This situation is compounded by the lack of regular strategic review
process so that the organization is not only unaware of “how it is doing” in implementing its

strategy hence it also misses many strategic opportunities that emerge.
43.2 Factors that have given the CCN a Fresh Look at its Operations Strategy

There are so many factors that can enable an organization to take afresh look at its operations
Strategy. The respondents were asked to indicate the how different factors have impacted on the
operations strategy, and from the research data, most managers felt that the emergence of
aggressive and highly competent competitors, demanding and environmentally conscious
customers have affected the operations strategy to a greater extent. The need for alignment of

resources with requirements has a medium effect.

To a small extent the following factors have also affected the operations strategy’s fresh look:
advances in production and information technology, global business operations, business process

re-engineering techniques and the enormous opportunities for operational efficiencies and

economies.

Lastly some of the factors with a small extent included the need to develop sustainable
competitive advantage and the impact of uncertainty. The above scenario shows that the CCN is
in its second level of coming up with a sound operations strategy, based on Nigel and Lewis’s
(2002) three levels of operations strategy: first, alignment of resources with requirements (fit);

secondly, developing sustainable competitive advantage (sustainability) and lastly including the

impact of uncertainty.
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43.3 Existence of Setting Broad Policies to Support Long-Term Competitive Advantage

Operations strategy is concerned with setting broad policies and plans for using the resources of

a firm to best support its long-term performance objectives. The respondents were asked to
indicate whether they set broad policies and plans that support long-term competitive advantage.
From the research data, 58% indicated they have, as 42% indicated they don’t. Indeed the CCN
has what Buyer Hayes et al (1998) called the decisions that relate to the design of a process and

the infrastructure needed to support the process (operations strategy).

43.4 Existence of Well Documented Solid Waste Management Strategies at the City
Council of Nairobi

There is need to document all the policies regarding an activity and as a center of reference. The
respondents were asked to indicate whether these well-documented solid waste management
strategies exist in the city council of Nairobi. From the research data, 60% of the respondents
indicated that, indeed the solid waste management strategies are there and well documented. The

rest indicated there aren’t any.

43.5 Critical Factors in Decisions that relate to the Design of CCN’s Process and the
Infrastructure to Support the Solid Waste Management Process

Table 4.3 Critical Factors in Decisions that Relate to the Design of CCN’s Process and the
Infrastructure to Support the Solid Waste Management Process

Critical Factor Frequency | Percentage
The organizations of the operations function 23 68

' Work payment structures 19 56

| The selection of appropriate technology 16 47
The logic associated with the planning and control systems 16 47

’axality assurance and control approaches s 15 41
Sustainable competitive advantage and continuous improvement | 7 21
Sizing the process over time 6 18
The role of inventory in the process b 15
Locating the process 5 15

Source: Research Data

Process design includes the selection of appropriate technology, sizing the process over time, the
role of inventory in the process, and locating the process. The respondents were asked to
indicate the most critical factors in decisions that relate to the design of CCN’s process and the

infrastructure to support the solid waste management processes. From the research data, 68% of
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the respondents indicated the organizations of the operations function as a major factor, 56%

the work indee 0 4 . .
gave payment structures, 47% indicated it is the selection of appropriate technology,

and the logic associated with the planning and control systems, 41% gave the quality assurance

0 . . .
and control approaches, 21% gave sustainable competitive advantage and continuous

: s T .
improvement, 18% gave sizing the process over time, as 15% gave the role of inventory in the

process and locating the process.

The above scenario is in line with Voss’ (1995) observation that the operations strategy decisions
mvolve the logic associated with the planning and control systems, quality assurance and control

approaches, work payment structures and the organizations of the operations function.

43.6 The Most Important Variables in the Solid Waste Management Operations Strategy
Development Process
If a company does not have a well-defined mission it may pursue business opportunities about
which it has no real knowledge or that are in conflict with its current pursuits, or it may miss
opportunities altogether. The respondents were asked indicate which variables most important in
the solid waste management operations strategy development process at the CCN. From the
research data, the following variables were found to be very important in the process of defining
the best solid waste management strategies: The external environment of the CCN’s trends in
the market scored 74%, changes in customer wants and expectations (demanding speed of
delivery, high quality, and low price) scored 72%, identifying the company’s strengths (special
skills of workers, such as expertise in providing customized services or knowledge of
information technology) scored 71%, understanding how its core beliefs shape its business
scored 66%, understanding who its customers are scored 61%, understanding what business an
CCN is in scored 59%, as the trends in the political environment (changes in the political

climate—local, national, and international) and forming partnerships with international firms

(strategic alliances) scored 54%.

The following factors were also considered as important in the process of defining the operations

strategy: The social responsibility (changes in society) scored 76%, the trends in the economic

environment (recession, inflation, interest rates) scored 62%, changes in the use of technology,
such as point-of-sale scanners, automation, computer-assisted processing, electronic purchasing,

and electronic order tracking scored 44%, as analyzing and developing an understanding of the

market scored 55%.
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Relating to the Solid Waste Management

There are many other types of trends in the use of technology, such as point-of-sale scanners,

automation, computer-assisted processing, electronic purchasing, and electronic order tracking.

The respondents were asked to indicate the technology that can assist the CCN in effective
implementation of its operations strategy relating to the solid waste management. From the
research data, 85% indicated it is the solid waste management process technology, 32% indicated
it is the solid waste management product technologies, as 18% indicated information technology

asnone gave sustainable competitive advantage and continuous improvement.

438 Internal Strengths of CCN’s Operations Strategy on its Competitive Advantage

There are very many internal strengths resulting from the operations strategy of an organization.
The respondents were asked to give the variables with the highest effect on CCN’s competitive
advantage, and from the research data, the following strengths were considered as important by

the respondents with the following scores:

Responsive employees in meeting customer needs scored 85%, highly trained employees scored
79%, quality control techniques scored 68%, process quality scored 68%, high-performance
scored 68%, strong technical capability of employees scored 62%, the marketing function’s skill
in understanding customer wants scored 50%, CCN'’s skill in attracting and raising capital scored
50%, creative employees in product design scored 53%, as Goods and services consistency

scored 41%.

The less important factors were found to be: CCN’s technologically advanced and an efficient
distribution system scored with 82%, the ability of CCN to predict market trends which scored
68%, CCN’s flexibility in producing a variety of products scored with 55%, use of latest
management support technology with 53%, flexible employees in performing a variety of tasks
with 50%, use of information technology which scored 42%, rapid delivery and on-time delivery
which scored 38%, as offering a product at a low price relative to the prices of competing

products scored 35%. Product, Volume and Product design quality received the least weight

among other factors.
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44  The Challenges Facing CCN in the Operations Strategy Implementation

The City Council of Nairobi has been at the center of controversies; provision of Nairobi’s urban
services 1s plagued by problems, which can be traced to both local and central levels of
government. Currently the capacity of City Council of Nairobi to deliver its public and statutory
responsibilities to the citizens of Nairobi is severely limited. In some areas, the council has
virtually ceased to deliver its services mainly because of many challenges that influence the
sound implementation of the operations strategy. The respondents were asked to indicate the
factors that limit sound waste management operations strategy implementation. From the
research data, the following factors were considered to have a strongly effect on the CCN’s
operations strategy implementation with respect to solid waste management: inability to
formulate and implement sound solid waste management policies scored 100%, inadequate
treatment and disposal of solid waste scored 82%, lack of landfill disposal scored 67%, poor
formulation and enforcement of laws and regulations relating to solid waste management scored
59%, poor services for solid waste collection and limited utilization of recycling activities scored
56%, as the inability to regulate and monitor the activities of all generators of solid waste, and

poor transportation services provision scored 51%.

The following factors were also considered by the respondents to have a medium effect on the
CCN’s operations strategy implementation with respect to solid waste management: The
accounting systems are deficient scored 79%, dumping along the back lanes and street corners
within the city and its suburbs scored 65%, high risk of environmental pollution scored 59%,
inadequate service coverage and operational inefficiencies of its service scored 56%, large
amounts of uncollected solid waste scored 53%, lack of adequate and appropriate staff scored
53%, inadequate management of hazardous and healthcare waste scored 46%, no controls from
the management side to prevent toxic and even hazardous waste scored 42%, very inadequate
The factors with the slightest effect were total negligence of top

billing systems scored 39%.

management with 62%, and citizens’ unwillingness to pay because of poor service levels with

36%. The above challenges are more of Ikiara’s (2005) documentations on some of the basics

challenges facing the CCN.
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CHAPTER FIVE: SUMMARY, CONCLUSIONS AND
RECOMMENDATIONS

The major purposes of this study were to document the operations strategy used in solid waste
management at the City Council of Nairobi, alongside the challenges facing implementation of
the operations strategy at the city council of Nairobi with respect to solid waste management.
This chapter presents the summary of results obtained from the study in line with above

objectives.
= | Summary

The formulation of the operations strategy as part of a planning process that coordinates
operational goals with those of the larger organization is by the CEO and the employees. The
research also found that CCN sets broad policies and plans for using the resources of a firm to
best support its long-term performance objectives. The annual objectives on solid waste
management are well documented and they included to improve: public health of the people; the
environment; and maintain public cleanliness in order to keep public places aesthetically
acceptable; by ensuring the proper storage, collection, transportation, safe treatment and disposal
of solid waste. The departmental heads sets the annual departmental objectives as per the
department of environment’s major mandates as opposed to top management and committees. It
also found out very many changes have taken place in Kenya but the most current is the
performance contracting which has lasted for 3 years alongside the change in guard but the major

changes in CCN took place less than a year ago.

The heads/managers feel that the current policies adequately support the institutions strategic
plan but they moderately agreed that the current departmental organizational structure support
implementation of strategy as documented in the 2005-2010 strategic plans, and at the same time
concurred that the procedures/regulations followed by the department supportive of change

implementation as documented in the current strategic plan.

On the evaluation of the CCN’s operations strategies used in solid waste management, it was

also found that CCN has not invested on enough time and effort in analyzing environment
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capabilities and services to develop their operations strategy. On the other hand the CCN has not
invested on enough time and effort in implementing its operations strategy. On the factors that
have enabled the CCN to take afresh look at its operations strategy to a greater extent were found
to be the emergence of aggressive and highly competent competitors, demanding and
environmentally conscious customers. The need for alignment of resources with requirements
has a medium effect. To a small extent the following factors have also affected the operations
strategy’s fresh look: advances in production and information technology, global business
operations, business process re-engineering techniques and the enormous opportunities for
operational efficiencies and economies. Lastly some of the factors with a small extent included

the need to develop sustainable competitive advantage and the impact of uncertainty.

It was also found that CCN sets broad policies and plans for using the resources to best support
its long-term performance objectives (operations strategy). On the need to document all the
policies regarding an activity and as a center of reference, the CCN has well-documented solid
waste management strategies. The most critical factors in decisions that relate to the design of
CCN’s process and the infrastructure to support the solid waste management processes were
found to be the organizations of the operations function, the work payment structures, the
selection of appropriate technology, and the logic associated with the planning and control

systems, and the quality assurance and control approaches.

The most important variables in the solid waste management operations strategy development
process at the CCN were found to be: the external environment of the CCN’s trends in the
market , changes in customer wants and expectations (demanding speed of delivery, high quality,
and low price), identifying the company’s strengths (special skills of workers, such as expertise
in providing customized services or knowledge of information technology), understanding how
its core beliefs shape its business, understanding who its customers are, understanding what
business an CCN is in, as the trends in the political environment (changes in the political
climate—local, national, and international) and forming partnerships with international firms
(strategic alliances).. Other factors like social responsibility (changes in society), trends in the
economic environment (recession, inflation, interest rates), changes in the use of technology,
such as point-of-sale scanners, automation, computer-assisted processing, electronic purchasing,
and electronic order tracking, analyzing, developing and understanding of the market are only

considered just as important (not important).
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The technology that can assist the CCN in effective implementation of its operations strategy
relating to the solid waste management was found to be the solid waste management process
technology and the solid waste management product technologies, as opposed to technology for
sustainable competitive advantage and continuous improvement. There internal strengths with
the highest effect on CCN’s competitive advantage, resulting from its operations strategy were
found to be: responsive employees in meeting customer needs, highly trained employees, quality
control techniques, process quality, high-performance, strong technical capability of employees,
the marketing function’s skill in understanding customer wants scored, CCN’s skill in attracting
and raising capital scored, creative employees in product design and goods and services
consistency. The factors found to be less important were: CCN'’s technologically advanced and
an efficient distribution system, the ability of CCN to predict market trends, CCN’s flexibility in
producing a variety of products, use of latest management support technology, and flexible

employees in performing a variety of tasks.

The research lastly found out that the City Council of Nairobi has been at the center of
controversies; provision of Nairobi’s urban services is plagued by problems, which can be traced
to both local and central levels of government. Currently the capacity of City Council of Nairobi
to deliver its public and statutory responsibilities to the citizens of Nairobi is severely limited.
The factors that have strongly limited sound waste management operations strategy
implementation were found to be: inability to formulate and implement sound solid waste
management policies, inadequate treatment and disposal of solid waste, inadequate landfill
disposal, poor formulation and enforcement of laws and regulations relating to solid waste
management, poor services for solid waste collection and limited utilization of recycling

activities, and lastly the inability to regulate and monitor the activities of all generators of solid

waste, and Poor transportation services provision.

The following factors were also found to have a medium effect on the CCN’s operations strategy
implementation with respect to solid waste management: The accounting systems are deficient,

dumping along the back lanes and street corners within the city and its suburbs, high risk of

environmental pollution, inadequate service coverage and operational inefficiencies of its

service, large amounts of uncollected solid waste, lack of adequate and appropriate staff and

inadequate management of hazardous and healthcare waste.
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5.2 Conclusion

Based on the results from data analysis and findings of the research from chapter four, one can
safely conclude the following: First, the CEO and the employees do the formulation of the
operations strategy as part of a planning process that coordinates operational goals with those of
the larger organization. The CCN sets broad policies and plans for using the resources of a firm
to best support its long-term performance objectives. The annual objectives on solid waste
management are well documented and they included to improve: public health of the people; the
environment; and maintain public cleanliness in order to keep public places aesthetically
acceptable: by ensuring the proper storage, collection, transportation, safe treatment and disposal

of solid waste.

Secondly, the departmental heads set the annual departmental objectives as per the department of
environment’s major mandates as opposed to top management and committees. It also found out
very many changes have taken place in Kenya but the most current is the performance
contracting which has lasted for 3 years alongside the change in guard but the major changes in
CCN took place less than a year ago. The heads/managers feel that the current policies
adequately support the institutions strategic plan: but they moderately agreed that the current
departmental organizational structure support implementation of strategy as documented in the
2005-2010 strategic plans, and at the same time concurred that the procedures/regulations

followed by the department supportive of change implementation as documented in the current

strategic plan.

Thirdly, on the evaluation of the CCN’s operations strategies used in solid waste management, it
was also found that CCN has not invested on enough time and effort in analyzing environment
capabilities and services to develop their operations strategy and also in implementing its
operations strategy. On the factors that have enabled the CCN to take afresh look at its
operations Strategy to a greater extent were found to be the emergence of aggressive and highly
competent competitors, demanding and environmentally conscious customers. The need for
alignment of resources with requirements has a medium effect. To a small extent the following
factors have also affected the operations strategy’s fresh look: advances in production and
information technology, global business operations, business process re-engineering techniques

and the enormous opportunities for operational efficiencies and economies. Lastly some of the
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actors with a small extent included the need to develop sustainable competitive advantage and

the impact of uncertainty.

Fourthly, CCN sets broad policies and plans for using the resources to best support its long-term
performance objectives (operations strategy). The council has well-documented solid waste
management strategies. The most critical factors in decisions that relate to the design of CCN’s
process and the infrastructure to support the solid waste management processes were found to be
the organizations of the operations function, the work payment structures, the selection of
appropriate technology, and the logic associated with the planning and control systems, and the
quality assurance and control approaches. The most important variables in the solid waste
management operations strategy development process at the CCN were found to be: the external
environment of the NCC's trends in the market, changes in customer wants and expectations
(demanding speed of delivery, high quality, and low price), identifying the company’s strengths
(special skills of workers, such as expertise in providing customized services or knowledge of
information technology), understanding how its core beliefs shape its business, understanding
who its customers are, understanding what business an CCN is in, as the trends in the political
environment (changes in the political climate—local, national, and international) and forming

partnerships with international firms (strategic alliances).

Fifthly, the internal strengths with the highest effect on CCN’s competitive advantage, resulting
from its operations strategy are: responsive employees in meeting customer needs, highly
trained employees, quality control techniques, process quality, high-performance, strong
technical capability of employees, the marketing function’s skill in understanding customer
wants scored, CCN’s skill in attracting and raising capital scored, creative employees in product
design and goods and services consistency. The factors found to be less important were: CCN’s
technologically advanced and an efficient distribution system, the ability of CCN to predict
market trends and use of latest management support technology. The technology that can assist
the CCN in effective implementation of its operations strategy relating to the solid waste
management was found to be the solid waste management process technology and the solid

waste management product technologies, as opposed to technology for sustainable competitive

advantage and continuous improvement.

Lastly, the City Council of Nairobi has been at the center of controversies; provision of Nairobi’s

urban services is plagued by problems, which can be traced to both local and central levels of
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government. Currently the capacity of City Council of Nairobi to deliver its public and statutory
responsibilities to the citizens of Nairobi is severely limited. The factors that have strongly
limited sound waste management operations strategy implementation were found to be: inability
to formulate and implement sound solid waste management policies, inadequate treatment and
disposal of solid waste, inadequate landfill disposal, poor formulation and enforcement of laws
and regulations relating to solid waste management, poor services for solid waste collection and
limited utilization of recycling activities, and lastly the inability to regulate and monitor the
activities of all generators of solid waste, and Poor transportation services provision. The
following factors with a medium effect on the CCN’s operations strategy implementation with
respect to solid waste management were the accounting systems are deficient, dumping along the
back lanes and street corners within the city and its suburbs, high risk of environmental
pollution, inadequate service coverage and operational inefficiencies of its service, large amounts
of uncollected solid waste, lack of adequate and appropriate staff and inadequate management of

hazardous and healthcare waste.

53 Recommendations

The following recommendations are also worth making to the CCN: The top management and
the department of environment should find ways of reversing the challenges facing the sound
waste management operations strategy implementation. The major ones to be addressed should
be the council’s inability to formulate and implement sound solid waste management policies,
inadequate treatment and disposal of solid waste, inadequate landfill disposal, poor formulation
and enforcement of laws and regulations relating to solid waste management, poor services for
solid waste collection and limited utilization of recycling activities, and lastly the inability to

regulate and monitor the activities of all generators of solid waste, and Poor transportation

services provision.

54 Limitations of the Study

There was time and financial constraint in carrying out the research. The managers/heads of

departments in the CCN were actually to busy and visiting all the other agencies and NGOs

required time and money.



Most of the informants were reluctant to participate in the research and had to be really

convinced to answer. Most of the respondents especially managers/heads of department claimed

to be very busy and ignorant about the vocabulary that was used.

5.5  Suggestion for Further Research

Operations strategy is the “HOW” in any corporate and market strategy. Operations strategy is
no longer a tool for continuous improvement and sustainable competitive advantage in the
manufacturing sector only, since it can be now applied in the service industry and public
organizations. The researcher recommends a study to be conducted, which will evaluate the use
of operations strategy in solid waste management in other city councils in Kenya. This will help
identify operations strategies used in other City Councils and how successfully they have been

using them. Some of these operations strategies can be emulated and used by other councils.
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APPENDICES:

APPENDIX 1: LETTER OF INTRODUCTION

Dear Sir/Madam,

RE: OPERATIONS STRATEGIES IN SOLID WASTE MANAGEMENT: THE CAE OF
NAIROBI CITY COUNCIL

I am an MBA Candidate in the Department of operations Management, School of Business, and
University of Nairobi. I am in my research year of my postgraduate studies focusing on

“Operations Strategies in Solid Waste Management: The Case of Nairobi City Council”.

The purpose of my research is to evaluate the CCN operations strategy used in solid waste
management; to document the challenges facing CCN in the operations strategy implementation
with respect to solid waste management and my expectation is that there will be some interesting
insights emerging from this study. Some of the specific objectives of the survey component of

the research include:

(iii)  To evaluated the CCN operations strategy used in solid waste management

(iv)  To document the challenges facing CCN in the operations strategy implementation with

respect to solid waste management

Please assist me in gathering enough information to present a representative finding on the
current status of operations strategy and solid waste management. Your participation is entirely
voluntary and the questionnaire is completely anonymous. Any queries regarding the
questionnaire or the overall study can be directed to the undersigned. Please be assured that this
information is sought for research purposes only and your responses will be strictly confidential.
No individual’s responses will be identified as such and the identity of persons responding will

not be published or released to anyone. All information will be used for academic purposes only.

Thank you very much for your cooperation in helping with this important study.

Ms. Monica N. Mwove, Mobile: 4254-722-734480  Email: mmwove(@yahoo.com
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APPENDIX 2: QUESTIONNAIRE

PART A: INSTITUTIONAL PROFILE/PERSONAL DETAILS

Questionnaing NuEY.., . i1 il iekea b s i sbuisdinss AL TR N R
It Name of Department................... Your Position............... Number of years.........
2 The number of years you have been in the City Council of Nairobi (please tick)
a. Less than 1 year [ ]
b. 1 -5 years [ ]
C. 6 — 10 years [ ]
d. 11— 15 years [ ]
16 — 20 years [ ]
f. More than 20 years [ ]
3 Number of years the organization/Department has been in operation
a) Less than 5 years [ ]
b) 6 to 10 years [ |
c) 11to 15 years [ ]
d) 16 to 20 years [ ]
e) More than 21 years [ ]
4. Your highest level of education (please tick)
a) Diploma level [ ]
b) Bachelors Degree [ ]
c) Masters Degree [ ]
d) PhD Degree [ ]

e) Other (specify)

Si Your Gender Male [ ] Female [ ]
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6. Who formulates organizational strategy at the City Council of Nairobi?

a) CEO | ] d) Top management [ ]
b) Selected committee [ ] ¢) Consultants [ ]
c) All employees participate [ ] f) Others

i Does your department have annual objectives in solid waste management?

Ye&s ] No | ]

If yes, specify

8. Who sets the objectives in your unit?

a) Top management [ ] ¢) Departmental heads [ ]
b) Employee of the dept [ ] d) Selected committee [ ]
Others specify

9. When was the last time a major change in structure/work or function took place in your
department?

a) Less than a year ago [ ] d)More than two years ago | ]
b) More than three years ago [ ] e) More than five years ago [ ]
c) Not in the recent past [ ] 1) Others

10.  Please indicate your agreement with the following statements

Aspects = =
> = 2 >
28l eg8l28|l 5|2 |8 |®
uh Oh ‘."hl-u e o
Son| Zowl 20 = | =3 g S8
cdl 8l 288|225 oaga
sl o8l wslZz | Bal~salana

The current policies adequately support the
institutions strategic plan

The current departmental organizational structure
support implementation of strategy as documented in

the 2005-2010 strategic plans

The procedures/regulations followed by the

department supportive of change implementation as

documented in the current strategic plan ,
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PART B: EVALUATION OF THE NCC’S OPERATIONS STRATEGIES
USED IN SOLID WASTE MANAGEMENT

i Do you think the CCN has invested enough time and effort into analyzing their
environment capabilities and services to develop their strategy?

Yes [ ] No [ ]

2. If yes from (1) above, do you think the CCN has invested the same effort in

implementing their strategy?

Yes e e e

Why?

3 To what extent have following factors given the CCN a fresh look at its operations
Strategy?

Factor

edium
tent

;
:
F
!

o large

xtent
mall
Xxtent
N
xtent

Advances in production and information technology
Global business operations

Business process re-engineering techniques

Enormous opportunities for operational efficiencies and
economies

The need for alignment of resources with requirements
The need to develop sustainable competitive advantage
The impact of uncertainty

The emergence of aggressive and highly competent
competitors

The emergence of demanding consumers

The emergence of environmentally conscious customers
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4. Do you have systems of setting broad policies and plans for using the council’s resources

to best support its long-term competitive advantage?

Yes [ ] No | ]
) Do you have well documented solid waste management strategies in place at the city
council of Nairobi?

Yes [ ] No | ]

If yes, please list them

6. What do you think is considered critical in decisions that relate to the design of CCN’s

process and the infrastructure to support the Solid waste management process?

a) The selection of appropriate technology [ ]
b) Sizing the process over time [ ]
¢) The role of inventory in the process [ ]
d) Locating the process | ]
e) The logic associated with the planning and control systems [ ]
f) Quality assurance and control approaches [ ]
g) Work payment structures [ ]
h) The organizations of the operations function [ ]
i) Sustainable competitive advantage and continuous improvement [ ]
1) Others
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7. To what extent do you consider the following variables important in the solid waste

management operations strategy development process? (Please tick)

Variables

Very

nimporta |

t

:
:

Understanding what business an CCN is in

nimporta |

-
mportant |
|

|
e

portant |

‘lndiﬁerent |

Understanding who its customers are

Understanding how its core beliefs shape its business

Analyzing and developing an understanding of the market

Identifying the company’s strengths (special skills of
workers, such as expertise in providing customized
services or knowledge of information technology)

The external environment of the NCC”s trends in the
market

The trends in the economic environment (recession,
inflation, interest rates)

The trends in the political environment (changes in the
political climate—local, national, and international)

The social responsibility (changes in society)

Changes in customer wants and expectations (demanding
speed of delivery, high quality, and low price)

Changes in the use of technology, such as point-of-sale
scanners, automation, computer-assisted processing,
clectronic purchasing, and electronic order tracking

Forming partnerships with international firms (strategic
alliances)

8. Which type of technology do you think can assist the CCN in effective implementation of

its operations strategy relating to the solid waste management?

a) New solid waste management product technologies
b) Solid waste management process technology

c) Information technology

d) Others
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9. What is the effect of the following internal strengths of the of the CCN’s operations

strategy on its competitive advantage?

Responsive employees in meeting customer needs

Internal Strengths of the CCN’s Operations Strategy o E 0 P é
TR
Qe | ew|lnwl Z |

Hi ghly trained employees

Flexible employees in performing a variety of tasks

Strong technical capability of employees

Creative employees in product design

The CCN’s flexibility in producing a variety of products

CCN’s technologically advanced and an efficient distribution

system

The marketing function’s skill in understanding customer wants

The ability of CCN to predict market trends

CCN’s skill in attracting and raising capital

Use of latest management support technology

Use of information technology

Quality control techniques

Offering a product at a low price relative to the prices of

competing products

High-performance

Goods and services consistency

Product design quality

Process quality

Product flexibility

Volume flexibility

Rapid delivery

On-time delivery

56



SECTION C: THE CHALLENGES FACING CCN IN THE OPERATIONS
STRATEGY IMPLEMENTATION

E To what extent have following challenges affected the Nairobi city council in the

operations strategy implementation with respect to solid waste management?

> 2 . °
Challenges 85| 2 |Eg| &
=] u -, [=T] = 3}
h < 0 u - —
- - o a -« =
b S = z
PR

Inability to formulate and implement sound solid waste
management policies

Poor services for solid waste collection

Poor transportation services provision

Inadequate treatment and disposal of solid waste

Inability to regulate and monitor the activities of all generators
of solid waste

Inability to regulate and monitor private companies engaged in
“solid waste activities i
Poor formulation and enforcement of laws and regulations
relating to solid waste management

Inability to coordinate other departments within City Council
of Nairobi

Large amounts of uncollected solid waste

Dumping along the back lanes and street corners within the
city and its suburbs

Total negligence of top management

| Very inadequate billing systems

The accounting systems are deficient

Citizens’ unwillingness to pay because of poor service levels
Lack of adequate and appropriate staff

| High risk of environmental pollution i WEIERAES
No controls from the management side to prevent toxic and
even hazardous waste -
Inadequate service coverage and operational inefficiencies of
its service

Limited utilization of recycling activities
Inadequate landfill disposal

Inadequate management of hazardous and healthcare waste ol

THANKS FOR TAKING YOUR TIME TO FILL THIS QUESTIONNAIRE

57



