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Description of the case 

  

Qualinet. The plan for the continuous improvement of the cleaning and waste collection service 

responds to the objectives defined in the strategic plan of the Sant Cugat Town Council as 

regards the dimensions: URBAN AND ENVIRONMENTAL SETTING: Civic, green and sustainable 

city: Commitment to protect the environment. Accessible, clean and tidy city and KNOWLEDGE, 

TECHNOLOGY AND INNOVATION: Intensive and efficient use of new technologies to optimise 

resources. Town council on-line.  One of these strategic objectives is to move towards a 

sustainable city that is committed to climate change, with a quality public area where the street 

is a welcoming setting; managing natural resources efficiently, as well as promoting the 

reduction of the generation of waste, encouraging the reuse of products and promoting 

recycling. All of the above occurs within a context of social cohesion, equity and citizen 

participation where economic activity plays an essential role through its commitment and its 

orientation towards sustainable development. The road cleaning and waste collection services 

is one of the most important services in the city, since the comfort, healthiness and image of the 

public space and therefore an important part of the quality of life of citizens, depends on it 

operating correctly, collaborating towards attaining the vision of Sant Cugat as a reference city 

in urban quality. It is a complex municipal service that is difficult to manage since there is a great 

demand for results from citizens, pressure from the media, political implications from the 

correct management of the service, a high number of services and routes to plan (which have to 

be optimised as much as possible), and the difficulty of modelling a changing and dynamic city 

requiring corrections in real time.  

Until 2010 the concession of the service comprised the collection of the five fractions of 

household waste throughout the town, as well as road cleaning in the centre and in one district 

(Mira-sol). The municipal brigade for public works cleaned the other districts and industrial 

estates. The total amount for the service was €9,011,074.05/year. The service was regulated by 

an obsolete sheet of technical instructions that did not consider any processes of improvement 

or adaptation to the current circumstances. This, as well as the large growth of Sant Cugat in 

recent years meant that the service was not sufficient to respond to the real needs of the city. 

The starting point was the carrying out of a reference technical study to analyse the delivery of 

the service, detect the areas for improvement, introduce new technologies, improve 

performance and make the services more efficient. This study was included in the 

documentation of the contract to ensure, with the current regulations, that the proposal 

considered would enable the concept of continuous improvement to be incorporated as the 

backbone of the service. The introduction of continuous improvement did not increase the cost 

of the service since the amount of the tender had already assigned a certain amount to this 

concept and it was subsequently awarded to a specialised company.  

In the 2011-2012 period, with the new service awarded to the company VALORIZA, we started 

the introduction process. In accordance with the vision of the government team, reaffirmed its 

social commitment, subcontracting the services both to work integration companies and special 

work centres for people with disabilities.  
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A citizen attention office, INFONET, was set up, located in the centre of the town, with a free-

call telephone number to respond to any queries, deal with and resolve complaints, and study 

residents’ suggestions, also including the management of all the environmental vectors of 

Agenda21. This promoted the relationship with citizens who only have one interlocutor for all 

environmental issues and encouraged feedback of the defined processes in such a way that 

citizens play an active role in the continuous improvement.   

 

  

The plan for continuous monitoring and improvement of the service was fully introduced, with 

a millimetric structure both in terms of the management at the level of business processes and 

of monitoring processes. The technical services used a work organisation that combines two 

elements: a) a model for continuous improvement and b) an innovative methodology of 

analysing and optimising processes and procedures: Lean Government, with a strict process of 

measuring and processing data, enabling us to make decisions on the basis of objective results 

and, consequently, to improve the operational process of the service. One of the important 

aspects of this tool is that transparency of the System as regards the town council, the 

concessionary company and citizens, as well as its transferability to the other town council 

services under concession.   

 Background (motives/reasons behind the idea)    

Until 2010 the town council had a service under commission that was not meeting the needs of 

the city. It was governed by rigid contracts that did not allow improvements to be introduced or 

provide information so that it could be controlled by the municipal technicians. The service was 
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divided into three different contracts: road cleaning, MSW and the organic fraction, and 

selective paper, glass and plastic collections. The main problems detected were: the lack of 

economies of scale regarding the indirect costs of the 3 contracts, management difficulties, lack 

of establishment of the scope of responsibilities of the concessionary company, obsolete 

technical conditions, lack of a contractual margin to automatically include improvements, lack 

of technical and financial control tools, lack of real time knowledge about the status of the 

service provided (citizens’ complaints were not immediately dealt with), dissatisfaction among 

waste collection staff ( they did not have a specific work agreement and there were comparative 

affronts between workers), multiplicity of waste collection systems (the service was oversized 

in terms of machinery and staff), fixed invoicing without considering the delivery or quality of 

the service, lack of clear channels through which the citizens could express their complaints and 

suggestions, lack of a logistic centre where the staff and machinery of the service would be 

located. 

Once all the lacking aspects of the system had been detected the municipal technical services 

set the goal of developing a model that would be a reference of efficiency, innovation and 

control. The first step was to perform a reference technical study which sized the service, 

determined the read needs of the town according to the urban planning typology, the 

population density and the pavement types and detected new technologies for a more efficient.  

On this basis, new documents of technical instructions and specific administrative conditions 

were drawn up, substantially modifying the contract conditions up to this point. Some of the 

improvements were: the unification of contracts (involving a reduction in indirect costs and 

making the most of synergies between services), the unification of the street collection model 

(improving performance, optimising resources, reducing costs and improving the image of the 

city, making it tidier), the unification of underground collection services (involving a reduction 

in maintenance costs, as well as a reduction in disturbances for citizens and an improvement in 

the image of the city), the introduction of a door-to-door service of the 5 fractions in the 

Valldoreix district (thereby eliminating the 3 different collection systems in place up to then), 

the renovation of all the containers, replacing them with new accessible units for people with 

reduced mobility (mini-recycling centres adapted for people with reduced mobility were built 

and out in place for the selective collection of small waste), the introduction of the collection 

of domestic oil on the streets, the purchasing of state-of-the-art machinery (62 new electric 

vehicles guaranteeing maximum efficiency and effectiveness), modification of the timetables 

of services (to guarantee residents’ rest), as well as the modification of workers’ shifts (to 

favour family conciliation), and the creation of our own logistic centre for the service (this 

infrastructure was a requirement in the dossier of the tender).   

The contract included services which up to then had not been formalised: the domestic oil 

collection service, the graffiti cleaning service, the implementation of special supports to bring 

the selective collection service closer to citizens. The contracting required a follow-up and 

monitoring platform, located in the municipal data control centre, using state-of-the-art 

information systems to guarantee the availability of the data of the whole process in real time 

(MOBA). Lastly, the foundations were laid to begin to develop the Plan of Continuous 

Monitoring and Improvement of the Service, thereby guaranteeing the delivery of a quality 

service, optimisation of resources and the monitoring and compliance with the agreements 

adopted between the town council and the concessionary company, by means of a continuous 



. 

analysis of all the processes and variables in order to be able to implement the continuous 

improvement and provide citizens with the best possible service. 

The town council meeting awarded the contract to the company Valoriza Servicios Ambientales 

S.A. on 20th December 2010.  Another aspect to be considered was the citizens’ awareness of 

the project, since it involved a large investment which needed to be explained correctly so as 

not to give the impression of money being wasted, but on the contrary, so that it would be 

viewed as an opportunity for improvement, innovation, transparency, and above all efficiency 

in the delivery of municipal services.  

 General and specific objectives   

The general objective of this project is to improve, optimise and adapt the service to the real 

needs of the town. A rigorous process of measuring and processing data has been established, 

helping to make decisions on the basis of objective and quantifiable results. This general 

objective comprises the following actions: 1. Monitor the service performed by the 

concessionary company responsible for the road cleaning and waste collection and transport 

service in an exhaustive and rigorous manner and issue a variable invoice corresponding to the 

quantity of the services provided and with the qualitative evaluation of same. 2. Identify and 

continuously apply all those improvements that help to optimise the level of the road cleaning 

and waste collection and transport service. 3. Provide a quality service to the citizens of Sant 

Cugat and, at the same time, guarantee that public resources are being invested in an efficient 

manner. 4. Involvement and participation of citizens and social agents to promote 

responsibility, civic-mindedness, selection and prevention of waste, improving citizen care and 

responding to their needs in the best possible way. 5. Analyse and incorporate the essential 

aspects facilitating transferability to all the municipal concessions.   
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From a perspective more closely linked to the process, they appear as the following specific 

objectives: 1. Technological structure to obtain the information required to improve the service. 

2. Permanent analysis of all the processes: define and specify the indicators required to analyse 

the cleaning and waste collection service, develop a method that facilitates later analyses, carry 

out follow-up, apply continuous improvement, and define the criteria for monitoring the service. 

3. Adopt a dynamic vision: detect changes and find solutions for the new challenges managing 

knowledge and adapting dynamically. 4. Continuously reinvent the processes and use new tools 

to improve the efficiency and quality of the service. 5. Enable flexible bidirectional access 

between citizens and the town council, placing technology at the service of the citizens.   

  

 Input/resources used/assigned to the project (human resources, budget, etc.)  

The project was carried out in three groups: the above mentioned team from the town council, 

the management and technicians of the concessionary company (VALORIZA), the team of 

consultants from an external company to develop the monitoring and improvement plan 

(EVERIS). The work team was composed of set members and members who joined occasionally 

depending on the issue being dealt with, obtaining full agreement and availability between the 

three parties at all times. As regards the budget used, the document of specific administrative 

conditions stipulated that at the time of the first monthly payment of each year of the invoice 

corresponding to the service, the town council would give a 2% discount to the concessionary 

company off the total contract amount. This money would be used for financial audits and to 

hire an external company that would help us to implement the plan of continuous monitoring 

and improvement of the service.  

  

Introduction (for example, structure, processes, management, communication)   

The cleaning and waste collection and transport service is a complex service that is difficult to 

manage. The processes are organised around one essential entity: the itinerary that defines the 

“why” (activity), “how” (definition and human and material resources used), “when” (frequency 

of repetition of the service) and “where” (territorial scope of the activity) of the service. 

Monitoring processes mean an evaluation of the delivery of the service. The aim is to check the 

performance of the programmed services and the quality of these according to the quality 

norms and standards previously agreed with the company. For this reason, the Sant Cugat Town 

Council used a work organisation that combines two elements: a) a model for continuous 

improvement and b) an innovative methodology of analysing and optimising processes and 

procedures.   

  

a)       Continuous improvement system 

The model for continuous improvement of the road cleaning and waste collection and transport 

service is based on four mainstays: the model of selecting and prioritising services, the model of 
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performing improvement and monitoring projects, the management model and the training and 

communication model.  

  

 The model of selecting and prioritising services provides considered criteria and valid 
mechanisms that will be used each time a municipal service is to be selected and 
improved: “the work carried out can be applied in different areas/services of the town 
council”.  

  

 The model of performing improvement and monitoring projects is a methodology of 
executing improvement projects which includes defining indicators and critical metrics, 
measuring the current situation, analysing the value and causes of the critical points, 
proposing a solution, the monitoring plan and establishing the desired quality, as well 
as development, introduction and follow-up.  

  

 The management model includes mechanisms for the optimum and systematic follow-
up oriented towards the monitoring of continuous improvement of all the initiatives and 
projects underway.  

  

 The training and communication model includes a training and communication plan so 
that all the people involved in the projects and in the introduction of these, have the 
necessary training to implement them.  

  

  b)      Methodology of analysing and optimising processes and procedures: "Lean Government" 

 The Sant Cugat Town Council is the first to use the Lean Government methodology to analyse 

and optimise processes and procedures. This methodology is the result of the combination of 

two different methodologies in large organisations both in the public and private sector: Lean 

Government and Six Sigma (the President of the United States, Barack Obama, expressed his 

desire for this new methodology to be applied in processes of the North American government).  

  

          LEAN methodology: result oriented. It is a methodology that is oriented towards 

accelerating the ability to adapt to the needs of both the town council and the citizens, 

focused on increasing the value of what is being offered by a) identifying and 

eliminating activities that bring no value (disruptions) to the process and/or service, b) 

reducing the response time to variations in the demand, and c) increasing the flexibility 

of the service. It is applied to quickly optimise the different processes eliminating 

disruptions that bring no value, thereby drastically reducing time and costs.   
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          Six Sigma methodology: provides the methodological tools needed to perform 

continuous improvement. This methodology is fully oriented towards results and 

organisational excellence. It requires great commitment from high management and 

involvement from high management and the entire organisation. It is based on the 

DMAIC cycle of analysis (define, measure, analyse, improve, control). It manages to 

optimise the processes and services as responsibly as possible by means of the statistic 

processing of data. It is applied in very complex processes that have no apparent 

solution, and with available data.  

  

The main benefits of the hybrid Lean Government methodology compared to other traditional 

methodologies are that traditional methodologies usually presume what the client needs and 

perceives as a problem, eventually introducing an inappropriate solution. These methodologies 

are often based on intuition, and lead to decisions being made on the basis of rather inaccurate 

and unreliable data processing. These methodologies also devote effort and/or investments to 

solutions with partial results, without a monitoring and improvement plan for the whole service 

that guarantees that the result attained will be maintained. The Lean Government methodology, 

on the contrary, aims to improve what is really relevant for the client (technical and citizen 

services), translates the objectives into quantifiable metrics demonstrating the improvements 

introduced in the process with objective and reliable data, and seeks continuous improvement 

by establishing mechanisms and indicators to follow up and monitor the solution implemented. 

  

In short, the Lean Government methodology stands out from other methodologies on account 

of it having a rigorous process of measuring and processing data, helping to make decisions on 

the basis of objective results and, consequently, improve the operational performance of the 

service. 

  

Evaluating management is a priority and a first step towards municipal governments to 

continuous improvement and excellence. Self-assessment is a process of continuous 

improvement loops in front of the certificates that constitute a review of compliance with a set 

of pre-established norms (ISO, OHSAS, EMAS). 

Truly excellent organizations are measured by their ability to achieve and sustain over time 

excellent results for all its stakeholders.  Achieving excellent results is difficult, but more difficult 

is sustaining them in a world of increasing global competition, quick technological innovation, 

changing work processes and frequent movement of economies, societies and citizens. We want  

to move towards the excellence and to achieve the eight criteria that the certificates entitie. The 

organization includes as part of its strategy to orientation this criteria results: customer-cititzen 

focus, leadership and consistency, management by processes and facts, development of 

partnerships, development and involvement of the people, social responsibility of the 

organization and continuous learning, innovation and improvement This project will give a boost 
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to the pursuit of excellence challenging the status quo and change reality by using learning to 

create innovation and improvement opportunities. 

  

Results  

There is vast evidence of the positive impact of the introduction of the new management model 

for this new service. However, a maturity period is needed until the management of the 

technical office for continuous improvement can be evaluated in order to be able to report on 

the indicators obtained.  

Environmental protection: 

Less noise and less pollution. The new machinery (62 new vehicles) is state-of-the-art; it includes 

much quieter vehicles that reduce both sound emissions and atmospheric pollutant emissions, 

leading to fewer disturbances for citizens.  

       

         New efficient vehicles 

 

Efficiency and saving (less water consumption). In the case of cleaning machinery, there is a 

significant reduction in water consumption by more than 40% due to the use of techniques that 

use recycled water. Furthermore, energy consumption is also reduced since the new fleet of 

vehicles is more energy efficient and consumes less fuel. 

Increase in the capacity of selective collection including small waste.  

Reduction of the household waste fraction (to date it has reduced by 38%). The entire mobile 

park has been renovated, with the purchase of state-of-the-art machinery with Euro 5 or EEV 

engines, road cleaning machinery that reduces water consumption by 40%, electrical side load 

compactors (the first in the world) with 0 emissions and a considerable reduction in noise 

pollution (reduction from 98-102 decibels to 60-65 decibels), 100% electric vehicles to move the 

containers, double compartment vehicles (they collect two fractions at the same time), hybrid 

vehicles for door-to-door collections and checks (reducing the number of vehicles required, 

reduction in vehicle traffic, and citizen disturbance). The sweeping machines have a built-in air 

re-circulation system that means 70% of the air remains in circulation and only 30% is expelled 
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by the machine, improving the quality of the air and reducing citizen disturbances. It is also 

important to remember the considerable savings in CO2 emissions as a result of waste 

reduction, the optimisation of routes and the good logistics of vehicles.  

Continuous improvement: One of the first results of applying continuous improvement can be 

observed in economic saving. The cost has €9,011,074.05 in 2010. The service has been 

transformed with savings of €1,806,695.37 even though the management of other processes 

have been included within this service. The application of this concept is an innovative element 

in the treatment of services by the public administration.   

Cost evolution  

Transparency/Measurement: All the data collection is centralised in a follow-up and monitoring 

platform (data base) using state-of-the-art information systems to guarantee the availability of 

data for the whole process in real time (MOBO). It is located in the municipal data control centre. 

The system includes the data collected throughout the process (sensors, GPS, etc.) and the 

management data are included from the forms generated, accessible to both the municipal 

technicians and the Valoriza technicians, in one same medium and without duplicates.   

Efficiency: On the basis of the data collection explained above, on the last day of each month, 

the municipal technicians can issue a document that gives consent to the amount the 

concessionary company can invoice for that period. The municipal technician sends this 

document to the concessionary company and the municipal economic services so that when the 

invoice arrives it can be paid immediately. This measure has helped to reduce the operational 

flow of the payment of invoices that we had set at 23 days to 3 days. 

Social commitment: The contract provides for the subcontracting of important services such as 

the cleaning or maintenance of containers, or the selective collection in municipal buildings to 
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special work centres (Jeroni de Moragues) and to work integration companies (Fundació 

Engrunes). However, a new collective agreement has been negotiated and signed by the waste 

collection and transport staff.  

Commitment to citizens: The setting up of INFONET, a citizen attention office and a free-call 

phone number. The objective of the service is to bring the service closer to citizens by putting 

more accessible containers within their reach. Citizens assess the delivery of the service: a 

corrective factor has been introduced into the invoice paid to the concessionary company 

depending on the citizens’ perception of the service, in such a way that the company adjusts its 

quarterly invoicing by +0.5% and -0.5% by means of a sociological survey that scores the service 

from 0 to 10.  

Learning capacity and transferability: The technical office guarantees the continuous learning 

of the technicians involved in disseminating the good practices to the rest of the organisation.  

 Sustainability (incorporation into future activities)   

Promoting this technical office for continuous improvement was a strategic decision by 

management, to redefine all the municipal public services; firstly, those involving the public 

streets, and later incorporating the gradual redefinition of the other services. It started with this 

service since qualitatively and quantitatively it is very important within the context of the 

services provided by the town council, both on an economic level and on account of being an 

obligatory service as stipulated in the law setting the main guidelines for local governing rules. 

The experience obtained in this project and the result achieved support this decision. 

Furthermore, different administrations, university forums and companies linked to the 

environment, to the concept of smart cities and urban engineering in general, have shown their 

interest in the form of seminars and conferences in which the different people responsible in 

the town council participated as speakers, in order to spread the methodology of the model and 

its transferability to other administrations or companies.  

The processes and actors in the service. The redefinition of the processes comprising this 

service (waste collection and transport process, road cleaning process, container maintenance 

process and the administrative invoicing process), using the Lean Government methodology, 

helped to reduce worthless activities by 40%. Furthermore, the number of interactions 

between the actors of the processes has been reduced by approximately 50%. 
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Interaction between the actors 

Reduction in performance time. On the one hand, of the service. The redefinition of processes 

helps to reduce the time of all those activities that were not planned, (for example, when a 

specific team finished a certain service the return route to the base was not specified). The 

definition of an optimum and specific route will not only help to reduce the time between 

services, but it will reduce the fuel-related costs. On the other hand the optimisation of the 

administrative process of invoice control related to this service does not only comply with the 

legislation but also improves the time spent paying invoices by 20%.   
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Number of documents: the redefinition of the processes and the automation of invoice control 

helps to reduce the number of documents in paper by 90%. 

 Economic savings. The continuous monitoring and improvement plan enabled an objective and 

transparent mechanism to be established to invoice the service. In this way, using the Lean 

Government methodology, a number of indicators and objective values were obtained for each 

of these services.  If these values are not achieved, these elements of the service will not be 

invoiced, i.e., variable invoicing is established according to the objectives. 

 The continuous monitoring and improvement plan is a key innovative element in this project, 

since it is the tool that has enabled and will enable this service to be maintained in optimum 

conditions for the duration of the contract, i.e., during the following 3 years.  

 

For more information about the project please contact to: 

Víctor Martínez del Rey 

Director of the Urban Quality Department 

Victormartinez@santcugat.cat 

Cell phone: +34 609772357  

www.santcugat.cat 

Municipality of Sant Cugat del Vallès 

Sant Cugat del Vallès. 

Barcelona  
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