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1. Executive summary
This document collects the results and conclusions of the assessment performed to the Business Process Management System (BPMS) currently being tested in order to be used by SEI and local authorised environmental inspectors. 
In section 2 such assessment is performed, describing the key features of the BPMS, proposing a calendar for its implementation, analysing its gaps and proposing possible improvements to deal with them. Discussion is made of possible improvements required in order to cope with the requirements of article 23 of the Industrial Emissions Directive (IED) for the case of installations falling under the scope of IED.

Based on the assessment and proposals in section 2, section 3 proposes potential topics that can be treated in the remaining missions within activity 3.1 of this Twinning project, to contribute to the implementation and further development of the BPMS.

2. Assessment of SEI’s BPMS
2.1. Description of SEI’s BPMS

The application is based on SharePoint tool, designed for multitask process management and many users, among whom the information is shared. 

The processes that are managed in this system are not only inspections, but also monitoring tasks, elaboration of inspection plans, etc. 

There are two modules, one for the management of inspections and another for the e-archive of SEI.
2.1.1. Inspections management module
The system works this way for the case of management of inspections:

The inspector who according to the inspection plan will carry out an inspection, each time he will want to implement one will open a new process and the system assigns to it an identification number. Since then, only the inspector may enter and modify the information needed for the inspection or generated by the inspection and only s/he and SEI Director can access it. 
During the course of the inspection, the inspector enters the time needed to carry out the inspection, selects the plan to which it belongs (in the case analyzed, it was the supervision plan), inspection type (“ordinary” (=planned), “extraordinary” (=unplanned) or “monitoring” (=follow-up of a previous inspection process)). The inspector can also upload files and comments that are needed to perform the inspection and in the end of the process uploads documents such as the minutes, report, sampling results,.... After the inspection and related reporting is considered as concluded, the process is closed and the system sends an email to SEI Director, who can see all what has been done. 

The system has on the left side a menu, in which inspectors and supervisor may click and view active inspections, closed inspections, general information about the installations subject to inspection (location, contact, permits, etc.).
Inspections to a given installation are usually assigned always to the same inspector. The software allows the inspector to see the information on inspections carried out by him/her to a given company, using a search engine, where keywords are written. An inspector cannot see information related to inspections carried out by other inspectors, unless given permission by the Director of SEI. Should for any reason (illness, holidays...) other inspectors have to perform a visit to a company which is usually not allocated to them, SEI Director may authorise them to look in the system to the inspections carried out to the corresponding company by the inspector who is absent.
2.1.2. E-archive module
The system also features a document management module (“e-archive”) where it is possible, for each installation subject to inspection, to find the documents/info sent by the installation and those generated by the inspections to that installation.
Once an inspector uploads a file with the corresponding code number, it appears in the e-archive module. 

The archivist and SEI Director can have access to all files related to a given company. An inspector needs to request access to files of inspections not performed by him/her.
2.1.3. Supporting documents and maintenance

A brief manual has been developed for users, complemented by a couple of explained study cases of inspection procedures
.

So far no guidance for the future administrator of the BPMS has been delivered.
2.2. Next steps towards full implementation of SEI’s BPMS inspection module
The following steps to implement SEI’s BPMS inspection module are proposed, focussing on a first stage on SEI inspectors, and on a second stage on local authorised environmental inspectors:
1. Performing test for a week with inspectors located at SEI headquarters
, based on the manual, to discover points to improve both in the manual and the inspection module.

2. Training program for the rest of SEI inspectors and some local authorised inspectors with whom collaboration is better: at least 1 day per group. It has to be kept in mind that training will require a number of available computers and access to the application server.
3. Testing of the module by inspectors who participated in the training until the end of the year, creating as many fictitious cases as possible, noting the problems encountered and communicating them to the module developer for their correction.
4. Meeting of the team that tested the module with the module developer, to validate the software or discuss the last changes required. It is proposed to take place in early December 2015.
5. In parallel, in the months of October-November 2015, the module developer is to train the staff at SEI that will be in charge of the maintenance and further development of the module
.

6. The developer of the module is to give the SEI source code and information needed to make changes to the module in the future
7. As a provisional target the beneficiaries want to start using the module by the SEI inspectors no later than January 2016.
8. Implement gradually the inspection module for the case of local authorised environmental inspectors. As criteria to establish an order of municipalities in which the module will be implemented it may be emphasized:
a. Attitude of the correspoding local inspectors to the use of the new module.

b. Availability of computer, access to the BPMS and internet connection.
2.3. Gaps and potential areas of improvement

2.3.1. Gaps affecting all kinds of inspections
2.3.1.1. GAP 1: The system planned to capture data from other information existing or future systems of this institution and MoEPP departments (water, permits, PRTR, ...) is unknown

It is considered essential to establish as connecting element for the different environmental information systems that will be developed by the SEI and the MoEPP (environmental permits, PRTR, waste, emission sources...), the tax identification number of each installation and its physical location (address). These 2 fields should appear in all databases, so that they can export data between different databases based on this common element.
The example of the region of Galicia, Spain 

In the case of Galicia, every installation that can be subject to environmental inspection is assigned a reference number that serves as unique reference for all environmental information systems. Of course every time a new system is going to be developed, analysis should be made of the information to be handled, identify the shared data and the people responsible for its creation and maintenance.
In Galicia, at the moment, the following systems, connected as described above, are in place:
   1. Solid waste management information system

   2. Information system concerning disciplinary proceedings opened on the basis of an inspection
   3. E-PRTR

   4. Information system on emissions of volatile organic compounds, VOC.

   5. Information system for facilities that have emission points which must be subject to measurements. 

2.3.1.2. GAP 2: The module does not include management indicators and executive summaries of the inspection processes

Such indicators and summaries are very useful for SEI Director and for planning and reporting purposes, in particular the following information: 
· List of installations that should be subject to follow-up inspections 
· Listado de empresas que fueron visitadas, objeto de las visitas y principales resultados de cada inspección. Este informe es imprescindible en Galicia. Para ello en uno o varios campos de la aplicación se ha de poder añadir:

· Companies that were visited, purpose of the visits and main results of each inspection. E.g. this report is essential in Galicia. To include this information in the module, one or several new fields should be added, where the following info would be inserted:
· Reason to carry out the inspection
· Main results
· If a disciplinary procedure was performed to the company and the result thereof
· If there is need for follow-up
· Performance statistics as a function of different variables (municipalities, inspectors, inspection types...), visible not only for managers but for all users of the system, to foster the improvement of the performance of those who make less.
2.3.1.3. GAP 3: The BPMS does not allow other authorities or MoEPP departments to request inspections:
They should have access to the inspection module to make such requests, where they would be required to specify the information that should be checked and the purpose of the inspection.
2.3.1.4. GAP 4: The Sharepoint tool to view Gantt diagrams of the processes is not in place
To control inspections completed, ongoing and planned, Sharepoint has a Gantt diagrams tool that is not available right now. It should be easy to enable this option.
2.3.1.5. GAP 5: The information about inspections performed should be available for consultation by all personnel related to environmental inspection.

The reasons for this change are:

· Facilitate the implementation of a single environmental inspection approach.
· Sometimes different inspectors may perform over a period visits to the same facility, but if they do not have access to information from previous visits, it leads to lack of coordination, damages the image of environmental inspection and at the same time it makes the work of inspectors and of industries smore difficult.
2.3.1.6. GAP 6: The module does not include features to ensure the compliance with Directive 2003/4/EC on public access to environmental information 

It is essential to clearly identify what information that must and will be made available to the public or any court. One option would be, within the e-archive module, for each company to have 2 folders, one with public information and one with the confidential information.
2.3.1.7. GAP 7: The inspection module has only one mode of operation, and has no mode for testing the system or trying new updates.

Besides the “normal” mode, used for real inspections, the BPMS must have a test mode in which it is possible to make all kinds of trials, to learn, and it will serve as well to try upgrades to the system.
2.3.1.8. GAP 8: The inspection module lacks a section or folder that includes the legislative, procedural and relevant news.

It is recommended to include this section or folder. A folder in the left menu can include the set of relevant files, and a section on the home page can be created to include notifications on relevant developments whose related files are included in the mentioned folder.
2.3.1.9. GAP 9: The current user manual does not have the level of detail necessary for users with low computer knowledge, and there is no manual for the future BPMS administrator.

It would be recommendable to develop more in detail the BPMS manual, to be understandable for users with very low level of computer knowledge.

It would be recommendable to develop a specific manual for the future BPMS administrator that explains everything needed for maintaining and creating new modules

2.3.2. Gaps affecting implementation of inspection-related prescriptions in the IED

The current inspection module does not include a distinction between installations in Annex 1 of the IED and other kinds of installations.
IED installations are the only ones which have, with respect to environmental inspections, a whole set of precise obligations laid down in EU environmental acquis. Article 23 of the IED configures a specific framework for the inspections of IED installations, with immediate consequences in the way that inspections must be planned, prepared, inspected and reported to public and EC. 
The adaptation to this framework is a real challenge which is estimated to take at least a 3 - 4 years to be completed, assuming full commitment by SEI and an institutional and financial framework favourable to the changes that it implies.
It is recommended that in a later mission detailed discussion should take place with the beneficiaries about further development of software that may support SEI in its obligations related to IED art. 23.  
The IED inspection framework has the following characteristics affecting different aspects of inspections:
I. Inspections are categorised as follows: routine inspections, inspections motivated by serious environmental complaints, serious environmental accidents, incidents and occurrences of non-compliance, or by substantial modifications of the installation.

II. The frequency of routine inspections shall be based on a systematic appraisal of the environmental risks of the installation, with a periodicity ranging between 1 and 3 years. The tool widely spread to implement such appraisal is IRAM IMPEL tool.

III. These routine inspections imply a very large amount of workload, as for each environmental vector (air, noise, discharge waters, soil, groundwater, waste) it must be checked that the corresponding controls established in the permit have been respected (in terms of parameters and frequencies) and that there has been no surpassing of Emission Limit Values defined for each parameter.

IV. Deviations from compliance must be categorised for each environmental vector (air, water, etc) according to clear rules, and the degree of compliance with the permit evaluated.
V. An environmental report must be prepared after the inspection minutes, within a period of 2 months or in some cases additionally in 4 months. In the latter case the first report will be provisional and the second one will be final.
VI. The final environmental report must be made available to the public at least through the website of the environmental competent authority.

VII. Once a year an environmental inspection report about the inspections carried out during the year must be delivered, following the indications stated in Commission Implementing Decision 2012/795/EU on reporting requirements linked to IED implementation
.
Galicia’s Regional Competent Authority has developed a specific software for compliance with Article 23 of the IED. This software interacts with the general software of routine environmental inspections and is capable of extracting and sharing data with other databases such as waste, PRTR, VOC (volatile organic compounds) emissions and sources of emissions, or air quality.
The software allows to:

I.- Have all data and information given in the integrated environmental permit and in subsequent modifications of it. 

II.- Having all the data of the various controls carried out following monitoring plans defined in the integrated environmental permit for each environmental vector in the period between environmental inspections 

III.- Define and assess environmental deviations found for each environmental vector.

IV.- Assess the degree of compliance with the integrated environmental permit.

V.- Re-evaluate after each environmental inspection carried out the environmental risk index (IRAM) and redefine the frequency of the next environmental inspection.
VI.- Obtain the environmental inspection report (interim and / or final).
For more information about it see on Power point presentation included in Annex 1.

3. Recommendations on the contents for next Twinning missions related to the BPMS

3.1. Second BPMS-related mission (mission 3.1.2, February 2016
)

Conducting real inspections with SEI inspectors to observe improvement opportunities and existing problems. It will allow us to check if inspectors all work with the same procedures. 

Check the reports currently delivered as a result of the inspections, and compare them with the reports described in Gap 2. 

Information on what information should be made available to the public in accordance with EU regulations, and comparison with the current situation in Macedonia. 

Analysis and discussion of access options of the inspection module to the Macedonian PRTR software. 

3.2. Third BPMS-related mission (mission 3.1.3, April 2016)

Similar scheme as in 3.1.2, but focussing attention in the activity of local authorised environmental  inspectors (group 1).

3.3. Fourth BPMS-related mission (mission 3.1.4, June 2016)

Similar scheme as in 3.1.3, but focussing attention in the activity of local authorised environmental  inspectors (group 2).
In addition a training day may be delivered, following the recommendations of the training programme report delivered by mission 1.3.2.
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O The term Environmental Inspection figures for the first time in The Galician Legislation, in the decree 461/1990,
of 13t of september, on composition and functions of the Provincial Comissions of environment. In article 5 of
this decree environmental inspection is created

O The law 1/1995, of January 2and, of environmental protection in Galicia. The target of this law was to establish
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environment in Galicia and ensure a rational use of the natural resources. Article 9 states the function of the
control and surveillance will corresponde to the unique environmentalinspection

0O The decree 56/1995, of third of june, of environmental inspection sets the inspection procedure, its range,
content and effects. In this decree environmantal inspection is defined, its functions, principles and the
devolpment of the inspection function.

O Order of 30 * of may of 1996 by which the unique environmental inspection is regulated and the process of the
environmental reports.

O Order of 15 of november 0f1999 by which the Order of 30 of may of 1996 is modified
O December of 1997 creation of the Regional Ministry of Environment

Q Order 13 of march of 2000 by which the Annex of the Order of 15" of november of 1999 to include new data in
the models of the inspection acts is modified.

O Recommendation 2001/331/CEE, European Parliament and the Council of the 4% of april of 2001 on minimun
criteria of the environmental inspections in the Member States
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QO The Environment Regional Ministry was created in december 1997.

Q At the begining the inspections that took place were in support of local council based

on_the so-called Decree on disturbing, dangerous, toxic, unhealthy activities (in

Spanish it was called RAMINP)

0 With the waste law of the year 1998, prior inspections to authorization of producer of

hazardous waste or waste manager started.
QO In these years inspections within the environmental assesment are also carried out .

QO n these years an increase of inspections for reports are increased
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UOn october 31st of 1996 enters into force Directive

96/61/CEE, of the Council of 24t of september of 1996,

Eelate)d to integrated pollution prevention and control
IPPC).

QThis Directive is transposed in Spain with the law
16/2002, of july 1st (Law IPPC).

QThe facilities which are affected by this law have to
apply for integrated environmental permit.

Qin these years the environmental inspections
supported the IPPC unit, carried out inspections in the
years 2001 and 2002 to know the situation of the
industries affected by the law IPPC.
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Oin the year 2008 the first permits were granted.

Qin the period 2008-2010 sectorial inspections were carried out
(mostly in the subject waste) to installations afected by the law
IPPC.

Uin the period 2010-2012 a three year Plan of environmental
verification drawn up. In this period almost all the facilities
affected by the law IPPC were inspected.

QFrom the outcome this environmental inspections, the inspectors
carried out recommendations to improve the permits. These
recommendations were taken into account by the unit of IPPC
that granted the permits.

Qin these verifications a high degree of the permits granted could
be checked.
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OFrom January 2013, as the Directive 2010/75/UE entered into force, a

substantial change is made in the inspections carried out in IPPC/IED facilites.

OFrom January the first of 2013 environmental inspections are carried out

according to IED and taking into account the recommendations on the content
and range of the environmental inspection approved in REDIA (Spanish

network of the environmental inspections) and documents drawn up in

IMPEL.
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Qlater the law 5/2013 of 11t of june was issued in Spain, wich modifies the law
16/2002 .
QThe law 5/2013:

* Defines the environmental inspection as any action carried out by the authority
to check, promote and ensure the alignment of the facilities to the conditions of
the integrated environmental permitsand their control.

* The target of the inspection is to guarantee the enforcement of the
environmental regulations of the facilities that have to follow them.

* The authorities have to draw up an inspection plan for this kind of activites.
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O Lastly Royal Decree 815/2013, of october 18t s issued by which the industrial emissions

regulations are approved.

Q Article 24 stated :

*  After every inspection visit “in situ”, a report will be drawn up about the inspection carried out in
which the conclusions related to the enforcement on the conditions of the permit will be
included.

* This report will be notified to the manager within two months from the day of the end of the
inspection.

* The manager will have fifteen days carried out necessary appeals.

* The inspection report will be public within four months from the inspections in the terms

established by the the law 27/2006 (about information public participation in the subject of

environment).
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OEnvironment inspection follows the criteria dictated by IMPEL (UE) and REDIA
(Spain).

OThe first inspection plan was drawn up in the year 2000. From the year 2009

inspection programmes are drawn up yearly.

Olinspections programmes are the main instrument to develop the inspections in

the environmental control that the Regional Ministry has to carried out.

Oin the inspection environmental programme of the year 2015 a total of 3.050

inspections are planned.

OUp to may the first 1.249 inspections have been carried out (2015).
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QPRESENT SITUATION:

- From the moment IED was issued, the job of environmental inspectors focussed on
“relevant inspection”: Facilites with integrated environmental permit; problematic
facilities such as big managers of hazardous and non hazardous waste and complaints
from the European Union.

- To carry out the inspections in IPPC facilities we have the thecnical support of the staff
of the Environmental Laboratory of Galicia (LMAG).

- We also have the support of civil protection for emergency inspections, generally
because of a fire or an accident of lorries on roads.

- To carry out inspections to NON IPPC facilities we have the support of the Regional
Police of Galicia (six sites: A Corufia, Lugo, Ourense, Pontevedra, Vigo y Santiago) that
carry out inspection to specific sectors: out of control landfill; producer of hazardous
waste and non hazardous waste ; non hazarouds waste managers and complaints.

QIn the year 2014 a course for the update the environmental regulations and to train
new inspectors was carried out. In total 350 hours.
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U The environmental inspection has the advantage that all waste permits , IPPC permits
and environmental assesment are granted in the General Secretary of Quality and
Integrated Environmenal Assesment. All the documentation related to the files and

control and monitoring are in the same building.

U The environmental inspectors besides the two computer applicattions of the inspection
have acces to all IT software of the General Secretary of Quality and Integrated
Environmental Assesment: System of waste information (SIRGA) , Galician Registry of

Emisssions (REGADE) and the EPER/PRTR.

Q Only the local councils grant permits of a lower level ( they are called “environmental

effects”). But prior to that they need a report from Regional Environment Ministry.
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O During the period 1998-2007, environmental inspection did not have a
unified computer application. Several data bases existed, in different formats,

one in central services and each province branch office used their own.

OThe documents were in central services and it was necessary to make a copy
and send it to the province delegation so that the inspector checked it before

carrying out the inspection.

OThis meant a lot of burocracy and a delay in the analysis of the result.
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Q In the year 2008 the computer aplication, which is the environmental inspection

tool, starts working.

QO Ever since in this application all the activitity related to inspections is registered

(certificate,report and/or photograpfic report). These documents can only be

modified by the inspector.
O Up to May 17.525 inspections are in the database.

U The outcome of inspections can be seen by the staff who is assigned to the
environmental inspection, the staff of the General Secretary of Quality of

Environmental Assessment, the Province Services and the sites of the Regional Police.
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Computer application diagram:
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Advantages of the software for environmental inspections:

Q All inspections carried out since 2003 (4.206 inspections) and, since 2008 (17.487 inspections)
appear with the documents (certificate, report, photographic report and documents delivered by
the industry).

Q Burocracy (forms, fotocopies,..etc) has been eliminated.

0 The inspectors and the staff of the General Secretary of Quality Environment Assessment, province
services and the sites of the regional police have acces to the computer

QO The time between the inspection start and the end of the inspection has been decreased.

Q The applicant of the inspection knows instantly the end of the inspection.

QO Consultations can be made: the industry record, inspections per year, per provinces, per day, per
applicants........
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Qn last years, inspection programs have as one of the priorities to control facilities with
IPPC permit. Inspections at these facilities are given a specific name, to differentiate

them from the others: environmental verification.

O This is done since year 2012 with support of a new software application which intends
to reduce the workload of the inspector and promote the digital system. A checklist
(form) is obtained. Currently there have been 150 environmental verifications.

U The objectives of these verifications are:
* Knowledge of the degree of compliance with the permit.
* Propose permit revisions based on inspections.
* Establish an environmental risk assessment.
*  Check the results of the verifications sent by facilities conducting sampling in the inspection.
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In the form all the sections includedin an IPPC permit appear:
QO Data of the industry

U Data of the activity (production lines and raw materials)

0 Best avalaible techniques (BAT)

Q Air emissions

O Noise

U Liquid waste

U Protection of soil and groundwater

U Waste management

U Abnormal functioning (Emergency plans).
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In each vector (air emissions, etc) the following sections appear:

O Notes (they are done with the document revision of the file).
QEvidences (observed during the inspection).

QRecommendation for improvements in the permit.

OManager’s comments (made by the manager during the

inspection)

QDeviations from the permit.
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QO As a final result a reportis obtained which reads:
Data of industry
Data of inspection
Assessement of enforcement of the permit
Deviation of the permit found in the inspection. Measures adopted by the manager

Q This report is in compliance with the IED:

¢ The deviations observed are indicated . This deviations are clasiffied as
follows: little relevance, relevant and very relevant according to their effects on the
environment.

* For each deviation it indicates a proposal for correction and the time
available for the manager.

QO The aforementioned report is sent to the industry within 2 months from the inspection
and the industry is informed that it has 15 days to appeal.

Q Within 4 months of the inspection the final report will be made public.

QO At present the report to be available to the publicis being prepared.
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lll.- ENVIRONMENTAL VERIFICATIONS. CHECKLIST

Procedure to carry out the verifications, according to IED:

- Certificate

IPPC/IED e
INSTALLATION g “:Zciﬁ;?p icieDo
INSPECTION 3

Others (documents delivery at the inspection)

ONTHS from
thedate of the
certificate

In case of very relevant deviations the
legal service is notified.

ONTHS from
the date of
Appeals or notif
corrections by
theindustry

FINALINPECTION
REPORT

INITIALINSPECTION
REPORT

AMONTHS from
the date of FINALINSPECTION

notification REPORT

ONCE THE FINAL REPORT HAS BEEN DRAWN UP THE ASSESMENT OF THE ENFORCEMENT OF THE PERMIT IS CARRIED OUT.
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.- ENVIRONMENTAL VERIFICATIONS
. CHECKLIST

Minimum amount of days to carry out the environmental verifications :
- BEFORE IED:

1PPCPERMIT 1PPC FILE INSPECTION
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CONCLUSIONS

> ENVIRONMENTAL INSPECTION CONSOLIDATED.

Human resources, necessary equipment and high quality
inspections were increased.

»The inspection follows the standard procedures
established by the networks IMPEL and REDIA.

» The Galician government environmental inspectors

devote their time to relevant inspections.
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� It would be convenient to implement this week just before the next mission on BPMS (3.1.1.b, 2-5 November 2015)


� Ask to Darko if the maintenance of the BPMS is contemplated in the contract of the BPMS, and for how long.


� � HYPERLINK "http://eur-lex.europa.eu/legal-content/EN/TXT/?uri=CELEX:32012D0795" �http://eur-lex.europa.eu/legal-content/EN/TXT/?uri=CELEX:32012D0795� 





�Darko will provide full documentation, to have a clear picture


�Section to be completed in mission 3.1.1.b (2-5 November).


The set of contents below is just a preliminary set of ideas, which has to be further developed, and properly distributed among the remaining missions.


�We may change the dates of the following missions, specially 3.1.3 & 3.1.4, to optimise their implementation with respect to the needs of SEI






   
Page 21

