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Introduction

Kolding Municipality entered the Smart Waste 
project in 2019 to contribute to and gain insights 
and contribute to the circular economy agen-
da. This has been an important agenda for the 
organizations since the beginning of the last 
Waste Management Plan (WMP) that went into 
effect in 2016. 

Kolding Municipality has especially contributed 
to the project with experience in reuse and re-
cycling, knowledge work, and the advantage of 
the organizations relatively small size, that en-
abled us to test and execute proposed chang-
es and policy evaluations very quickly, to create 
learnings in the project.

The learnings and experiences we gained 
through participating in SMART WASTE high-
lighted the weaknesses in the development of 
our Policy instrument “The Municipal Waste 
Management Plan” and inspired us to devel-
op a toolkit for easy project and portfolio man-
agement, called the Project Kit, to increase the 
standard of planning, execution and evaluation 
of both the Waste Management Plan as a whole 
and the many actions and projects that follows 
in its execution. 
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Policy context

The Waste Management Plan of Kolding Munic-
ipality is the name of the plan, which governs 
the strategic direction and project investments 
for a twelve year period. The plan has to be re-
vised and adapted every six years at least, to 
make sure the strategy is still viable. Therefor 
the scope of any given waste management plan 
can vary from 1 to 12 years depending on when it 
was finished in relation to the national deadline 
and when it was last revised. The current plan 
“Affaldsplan 2019-2024” builds upon the inten-
tions and goals in the former plan “Affaldsplan 
2014-2024”.

The creation of the plan is dictated by national 
law, but the scope and form of the plan and the 
approach to creating it varies between munici-
palities. 

The Waste Management Plan serves as a politi-
cal approval of the strategic direction of the mu-
nicipal waste department and provides insight 
into the main focus areas and intended invest-
ments for the coming period. 

The activities in the waste department are fi-
nanced by a separate tax that varies between 
household types, based on their average expect-
ed waste production. Therefore the waste area is 
separate from the municipal tax and funds that 
typically finances municipal activities, and is ap-
proved separately. 

The Waste Management Plan is typically cre-
ated by examining waste and finance data, to 
understand our current status, and then looking 
at which initiatives is most likely to take the or-
ganization towards its strategic goals. This pro-
cess could be characterized as a quantitative 
inside-out approach. 

Waste Management Plan of 
Kolding Municipality
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Development and implementation of a toolkit for project and portfo-
lio management to improve planning, execution and evaluation of the 
Waste Management Plan in Kolding Municipality.

The quantitative inside-out approach to the 
WMP that is described in the policy context 
chapter, has several draw backs. When quan-
titative data is the sole basis for decisions and 
strategy development, a lacking insight into the 
citizens actual wants and needs is very likely to 
occur. This increases the risk of faulty assump-
tions on the effects of possible solutions and in-
crease the risk of project blind spots. This can 
lead to groundless, or poorly defined, criteria for 
success which impact both project execution, 
results and evaluation. 

A lacking focus on qualitative data is likely to 
(and has in the past) lead to low stakeholder in-
volvement/engagement, which provides a low 
level of argumentation for both actions and 
strategies. Without better stakeholder involve-
ment, projects and strategies have an increased 
risk of missing the intended goals, providing 
solutions to non-existing problems and using 
vast resources to mitigate problems that affect 
very few people.

An examples of this could be introducing new 
waste fractions on the recycling station without 
a proper understanding of the user journey. This 
will almost certainly result in misuse and sub-
sequent poor results and material quality in the 
fraction. 

Introducing new services aimed at reuse (rather 
than recycling) also require a clear criteria and 
vision. When introducing multiple initiatives 
without coherent and clear criteria for success 

Title of the action

Policy Need Addressed 

the result can be disjointed and create confu-
sion for the users – again resulting in poor sort-
ing and subsequent material quality or quantity 
in the fraction. This is especially true when eval-
uation is overlooked or not prioritized. In these 
cases it can take a significant time before prob-
lems or lacking features are addressed. 

Project standard and evaluation practice is di-
rectly related to material quality and quantity, 
and the user’s satisfaction with the services that 
is provided in waste management. 

One of the main challenges in waste manage-
ment is the diversity in project types. Large scale 
procurement, development of citizen action, 
social engineering and nudging projects, con-
struction, innovation of machinery and IT-pro-
jects is all part of the work in waste manage-
ment. 

None of the traditional project management 
methodologies such as scrum, waterfall meth-
od, agile projects management or critical path 
methodology provides a suitable framework for 
all of the above. 

That leaves a need for a project management 
framework, which draws on the best features 
of the mentioned methodologies, yet leaves 
enough flexibility to manage all of them in a 
single portfolio, to ensure the consistent and co-
herent progress and innovation which is need-
ed to create better systems for waste manage-
ment, reuse and consumption. 
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To address the policy need described above, 
within SMART WASTE the Municipality of Kold-
ing has developed a new tool: the “Project Kit”. 
This has been done to secure consistent and 
improved planning, execution and evaluation of 
both projects, portfolios and strategies. As such, 
this is an improvement Type 2 – Improved Man-
agement of the Policy Instrument.

The objective of the tool is to make it easy to 
raise all projects to a certain standard regardless 
of previous experience of the project manager. 
The results of this are expected to be signifi-
cant in any project, and in the organization as 
a whole, but in relation to the Waste Manage-
ment Plan of Kolding Municipality (WMP) we 
especially expect an improved stakeholder in-
clusion and evaluation. This will increase demo-
cratic anchoring and develop the organizations 
service level so that matches the needs of the 
citizens even better. 

This should provide insights that will be convert-
ed into actionable steps and projects that can 
be realized within the WMP.

The Project Kit strengthens the planning, execu-
tion and evaluation of the WMP and its projects 
by creating a tool that anyone can use to im-
prove their projects and strategic development 
and execution regardless of their previous level 
of experience and professional background. 

This is important to address the serious weak-
ness of lacking project consensus and of per-
son-centred knowledge and projects, which 
leave the organization vulnerable when employ-
ees move on.

From a meta perspective this will change the 
quantitative inside-out approach so we switch 
between inside-out and outside-in perspectives 
and combine both quantitative and qualitative 
approaches to give a higher level of insight and 
produce better results. 

This Project Kit will be living documents during 
the entire test phase which began in early spring 
of 2020. New projects have to start out by filling 

Overview of the Policy Improvement 
that this Action refers to  

in the forms of the project kit, and argue for the 
reasoning behind spending time, money and 
material resources on the project, which could 
either be saved or spend on other projects and 
project-related activities. In the end this new ap-
proach would secure that projects and activities 
in future waste management plans lives up to 
certain criteria, are based on real needs, has a 
set evaluation and evaluation points, considers 
which design tools to use and how to go about 
working with stakeholders etc. All in all increas-
ing the quality of future waste management 
plans.

The Project Kit
The Kit provides a set of tools to guarantee com-
mon standards for aspects such as target stake-
holder involvement, success criteria and evalu-
ation plan, communication and finance. It sets 
standard procedures, e.g. creation of working 
groups/Steering Committees to ensure regular 
discussion/monitoring.

Daily use and integrated practise is essential for 
the Project Kit to be implemented successfully. 
The quality and potential of the system is only 
relevant if it is actually used, and therefore it is 
essential to get the Project Kit on the agendas 
of both team and management meetings. 

The management group will approve and prior-
itize new projects and follow up on procedures 
and secure a strong base for evaluation and 
knowledge sharing in the organization. Project 
progress, milestones and evaluation will be a 
set agenda on management meetings, so pro-
ject managers can get consistent feedback after 
these meetings. Status evaluations will become 
the main basis for decision in the steering groups 
to ensure project direction and handover. 

Though the Project Kit consist of several doc-
uments, they have been gathered in a single 
one page document. The one-pager also serves 
as usage guide and process overview. All other 
documents are accessed through links in this 
document.
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The portfolio overview gives a simple overview of all strategic goals and milestones in the blue top 
row, so it is easy to determine when each project has to be completed to reach the strategic goals. 
Key information about each project is also easily identified and accessed through icons and com-
ments for milestones, key meetings (political/steering group/management) handover dates and 
evaluation dates. The format is excel because it is easily accessible and it is made for printing so it is 
easy to bring an overview of the next six to twelve months. Everything is created for ease of use and 
accessibility to maximize usage and the creation of every day practises that support a good culture 
for portfolio and project management. 

The process of mapping Good Practices (GP’s) 
and Failures in the Interreg Europe Smart Waste 
project was eye opening in terms of getting sev-
eral employees’ take on how well (or bad) we 
manage to involve citizens and local compa-
nies in the development of our Municipal Waste 
Management Plan, and how we don’t do much 
evaluation of most of our initiatives and pro-
jects, which are also often not clearly based on 
documented citizen, business, environmental 
etc. needs. 

Interview with local stakeholders from four dif-
ferent teams in Kolding Municipalities Waste 
Department pointed to a lack of common un-
derstanding of what managing a project must 
cover. Several people from the local stakeholder 
group also mentioned their frustration with a 
lack of clear success criteria and process for data 
collection for evaluation and organizational im-
provement. Six of the seven interviewed stake-
holders highlighted that we (as an organization) 
are not doing enough to involve both internal 
and external stakeholders (colleagues, citizens, 
companies) when working with future Waste 
Management Plans (both the process and the 
content).

Thus, something had to be done in order to cre-
ate more structure and sort of a framework for 
projects and activities that would secure that 
the aforementioned aspects would be met in 
the future. 

Background 

Input from interregional exchange 
in SMART WASTE 

LP ARRR’s approach to portfolio evaluation was 
very inspirational and general discussions with 
Partner 6 - Municipality of Apeldoorn in Septem-
ber 2019 helped us pinpoint the requirements 
for the early drafts of the policy improvement 
tool. Their GP of incorporation of a Circular Econ-
omy strategy into a political instrument (Waste 
Management Plan), provided insight into the 
benefits of being very clear about structural co-
herence all the way from the political strategy 
to the smallest subproject. The GP of Partner 6 
- Municipality of Apeldoorn’s yearly citizen (cos-
tumer) satisfaction interviews also inspired the 
need for establishing evaluation criteria in the 
project planning phase. This helped us realize 
that if the criteria are not established in advance 
both the quality of the criteria’s for success and 
the evaluation will suffer later. 

Increasing stakeholder involvement is resource 
intensive, but nowhere near as intensive as pro-
jects and initiatives that does not mitigate prob-
lems or create new once. 

We are leaning heavily on stakeholder involve-
ment in the development of the next WMP, and 
later we evaluate the result to adjust to the best 
possible level of stakeholder involvement.
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This lesson was learned during the process 
of evaluating good practises and failures, the 
stakeholder interviews along with the subse-
quent workshops and meetings with the Smart 
Waste Partner 6 - Municipality of Apeldoorn. 

These learnings helped facilitate the develop-
ment of a toolkit structure, which could improve 
coordination on an organizational level and 
mitigate the problems employees felt with too 
many projects and project-related activities, no 
time for evaluation, involvement of stakehold-
ers and using the municipality’s design tools. 
The design tools are a set of tools that help with 
everything from idea development to stake-
holder involvement.

Regional / Local input, including 
input from SMART WASTE Stake-
holder Group

From the very beginning of SMART WASTE, 
stakeholder involvement has been crucial for 
the development and the implementation of 
our Action.

Our stakeholder group includes both internal 
stakeholders (other Municipality’s departments 
/ executive board) and external ones (local busi-
nesses and citizens). As described in sections 
“Specific activities and timeframe” and “Stake-
holders” below, both categories have been en-
gaged on a regular basis to gather input on the 
development, management, implementation of 
the policy instrument and of its related projects.

Combined input from these two categories has 
helped us to develop the Action and to imple-
ment it.

In the initial phases of SMART WASTE, we car-
ried-out a round of interviews with stakehold-
ers, from which a key point emerged: we (as an 
organization) were not doing enough to involve 
internal and external stakeholders (colleagues, 
citizens, companies) when working with future 
Waste Management Plans (both the process 
and the content).

This will be addressed with the Project Kit, 
which follows its own principles in its own de-
velopment. Thus the development process in-

cludes editing meetings with several teams in 
Kolding Municipality to make sure it is applica-
ble to projects with different levels of complex-
ity and different levels experience in managing 
projects. This includes the stakeholder group 
and the management group. 

After developing the kit we have had an in-
creased focus on stakeholder involvement in the 
creation of the next Waste Management Plan. 
We have had more than 1000 inputs from ques-
tionnaires, interviews and workshops with citi-
zens, businesses and employees. These inputs 
have now been organized, sorted and distilled 
into 45 actionable initiatives that are within our 
scope of operations. 

Some of the initiatives have commonalities and 
overlap, so it is important to get a good overview 
of how we can help solve multiple issues with 
the least amount of initiatives.
This in itself is a positive side effect of the stake-
holder involvement. Where we previously fo-
cused on the operations side of the initiatives 
when planning, the outside-in perspective that 
this level of stakeholder involvement provides 
allow us to solve more issues and provide a bet-
ter service with fewer initiatives.

Additionally, we have evaluated all the activities/
initiatives and all related projects in the current 
waste management plan 2019-2024 with the 
templates in the Project Kit. This has provided 
great insight into the current state of affairs, 
and given the management a clear overview of 
which initiatives have been successfully com-
pleted, which need more work and should be 
carried counted among initiatives in the next 
waste management plan. Most importantly the 
evaluations revealed several important learn-
ings to be carried forth with the new waste 
management plan and coming projects. 

From November 2021 to February 2022 we have 
gathered feedback on the Project Kit to devel-
oped and ensure its practical applicability with 
six workshops involving all employees that are 
involved in project work, and the team leaders 
and department chief. 
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The workshop feedback were rather consistent, 
and highlighted some great points 

1. General positive feedback on the kit and the 
prospects of having clearer responsibilities, 
frameworks and goals. 

2. It is important to focus on process evaluation 
instead of result evaluations. After a project is 
implemented and handed over to general oper-
ations the results of an evaluation is of little use, 
when problems should have been mitigated be-
forehand.

3. Culture around errors and failure differs across 
the organization. This should be addressed to 
avoid misunderstandings and align expecta-
tions. 

4. We need to establish a practice for evaluation 
to ensure better resource management. 

5. Common language and visual representations 
will aid communication and understanding. 

6. It would be beneficial to make the Project 
Portfolio a permanent addition to the agenda at 
management meetings, to provide a good over-
view of active projects, milestones and dead-
lines.
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Specific Activities and Timeframe 
Activities implemented in Phase 1

September 2019

Exchange at the SMART WASTE kick-
off meeting highlighted the difference 
of our approach compared to the one 
of other partners. Discussion in the bi-
lateral working group with P6 – Munic-
ipality of Apeldoorn provided particu-
larly important elements, including the 
need to focus more on qualitative eval-
uation of the policy instrument.

June 2020

Interviews to stakeholders in the frame-
work of GP mapping provide useful in-
put that is also integrated in the Kit.

Sep 2019 - Dec 2019

Local evaluation activities demonstrat-
ing the failures of our policy instrument 
and the need to improve our approach.

June - December 2021

WMP design, stakeholder involvement 
and data analysis. This includes a cost 
benefit approach to categorize and se-
lecting the best inputs. 

November 2019

The Plan and Circular Economy team 
starts working on the Project Kit

July 2021 - March 2022

Field testing and adjustment of the 
Project Kit

Dec 2019 - Jan 2020

2 virtual meetings with P6 to discuss a 
common benchmark and methodolo-
gy for designing a more qualitative ap-
proach and for peer reviewing the Kit;

January 2020

Interregional exchange at Partner 
Meeting in Kolding provides input on 
evaluation activities, to be integrated in 
the Project Kit;

January - July 2022

Strategy and project selection and de-
velopment for the WMP based on the 
results in the analysis. 

Jan 2020 - Mars 2020

Internal agreement on Kit testing. First 
version of the Kit piloted on new / on-
going projects in the framework of the 
Waste Management Plan;

March - July 2022

Establishing processes in the organi-
sation that and anchor and implement 
the Project Kit for continuous use. 
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Activities implemented in Phase 2

August 2022

(continued from Phase 1) Establishing 
processes in the organisation that and 
anchor and implement the Project Kit 
for continuous use. 

September 2022

Political approval of WMP

Implementation of the new WMP and 
related projects by using the Project Kit 
(including continuous improvements 
to the Project Kit thanks to regular work 
with stakeholders).

October 2022 – July 2023
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Name of Organisation / person 
(where possible)

Role in Action Plan 

Local Businesses

Supplying input to the WMP by questionnaire 
in the period 20th of August 2021 – 16th of Sep-
tember 2021. The questionnaires were distrib-
uted via e-boks (official mailbox for business’ 
in Denmark) to 3500 local businesses and 300+ 
surveys were completed.

Citizens in the municipality

Supplying input to the WMP by questionnaire 
in the period 11th of August 2021 – 16th of Sep-
tember 2021. The questionnaire were distribut-
ed via social media (Facebook and Instagram), 
municipality’s website, ad in local newspaper 
and e-mail to our “Reuse community group” 
(genbrugsfællesskabet in Danish). 300+ sur-
veys were completed.

11 teams of 4-6 employees in 
Kolding Municipalities 

Waste Department

Participating in workshops to the WMP on the 
6th, 7th and 8th of September 2021, to gain per-
spectives, feedback and ideas on how to reduce 
waste production, better procurement and im-
proved waste sorting.

Kolding Municipality Executive Man-
agement Team

Participating in workshop to the WMP on the 
6th of September 2021

Kolding Municipality, Every team

Developing the process and delivery system 
of the Project Kit that fit their workstyle best. 
Participating in workshops to the WMP on the 
10th og October, 22nd of November, 9th, 13th 
and 20th of December 2021

Kolding Municipality, 
Management team

Implementing the processes that secure con-
tinuous use of the Project Kit starting with the 
workshop on the 8th of February 2022

Stakeholders involved 

Municipality                                              
of Kolding

Action plan

May 202213

Head of Anlæg og Drift



Costs Funding Sources

6000 EUR worth of man-hours 
for development and meetings.

Little to no additional 
monetary cost.

Kolding Municipality

11500 EUR worth of additional 
man hours, compared to the 

traditional process of creating the 
waste management plan. 

“16000 EUR for external support to 
implement the Action Plan”

“Kolding Municipality”

Kolding Municipality

Costs and Funding Sources
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Description of Risk
Level of probability 

(High, Medium, Low)
Description of 

Contingency Plan

Poor implementation of 
established processes 
for continuous use of 

Project Kit

Medium

The implementation process is 
key to success. It is important 
that someone are responsible 
for this process and champions 
the use and benefits thereof.

Low compatibility with 
existing workstyle

Medium

It is important that the Kit is 
adaptable both in form and 
function. Different teams use 
different systems, and the tem-
plates will either be available in 
different formats or a common 
system will be made available 
for everyone.

When using the Project 
Kit on the WMP we risk 
spending a lot of time 
collecting data only to 
find out, that our initial 
thoughts and strategies 

were right.

Low-medium

This is not really a real risk. If it 
happens we might have spent 
time finding data that cooper-
ate existing thoughts on strat-
egies, but rather than viewing 
this as a waste of resources we 
view it as a strong foundation 
for our work witch gives us a 
big advantage in project com-
munications.

When using the Project 
Kit on the WMP we risk 
focusing on data that 

supports existing strat-
egies and disregarding 
data that explores new 

once because they seem 
farfetched or unrealistic. 
This is an issue in every 

innovation project.

Medium

When gathering this much 
data from stakeholders with a 
very varying insight into a field, 
the organisation or the poli-
tics behind it, it is inevitable 
to receive ideas, which initially 
seem unrealistic or farfetched.  
Overlooking these as irrelevant 
because they do not support 
the current way of thinking in 
the field would be a real mis-
take, as this might be where 
the real possibility for innova-
tion resides.

Risk and Contingency Plans 
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Self-defined Performance Indicators

Indicator Target Means of Verification

Number of Project Kit 
developed and adopted 1

Project Kit released

Number of new and  improved 
Waste Management 

Plans with actions developed 
with clear criteria for success, 

tangible deliverables, stakehold-
er involvement and pre-planned 

evaluations thanks to
 the Project Kit

1

Official act adopted by the Mu-
nicipality to approve the WMP

Output Indicators

Indicator Target Means of Verification

Number of actions in the exist-
ing Waste Management Plan 

evaluated to secure a good foun-
dation for creating the new plan.

9

Documented using the evalu-
ations.

Percentage of managers and 
employees, which have a good 
overview of existing projects 

and their status.

100% Managers

70% Employees

Qualitative interviews and sur-
veys

Percentage of projects that used 
the kit, and have an evaluation 
or a target date for evaluation. 

This is to ensure consistent eval-
uation practice of both WMP and 

supporting projects

100% projects that used the 

kit has an evaluation or a tar-

get date for evaluation.

Project overview sheets

Monitoring 
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