Version 2004-09-10 (final draft)

MINUTES of STEERING COMMITTEE No2 

2 September 2004, 10.00 - 13.00

Attendees: Mr. Pavel Šremer - CIZP, chair (PS), Mr. Rob Bakx – Twinning advisor (RB), Mr. Koen de Kruif – DCMR, minutes (KMK), Mr. Jan Janda - Project assistant (JJ), Ms. Michaela Horackova - Usti nad Labem (MH), Mr. Daniel Miklós – Fire Brigade (DM), Mr. Václav Vávříčká – Fire Brigade (VV), Mr. Miroslav Soukup – Police Presidium (MS), Mr. Mirko Jašurek - City of Ostrava (MJ), Mr. Hynek Orság – City of Ostrava (HO)

Observers: Ms. Teresa Kozáková - EU-Representation (TZ), Mr. Pedro Mauleon - EU-representation (PM), Ms. Zdena Bauerová – Ministry of Finance (ZB), Veronika Hunt Safrankova – EU Department, Ministry of Environment (VS), Ms. Marta Susova - Project assistant (MS)

Not present: Mr. Jan Slanec – Director CEI (JS), Mr. Martin Petrtyl – Ministry of Environment (MP), Ms. Zdenka Volna – Ministry of Environment (ZV)

NOTE

These minutes have only been sent out to Steering Committee members and those people present at the 2 September meeting. Please comment on these draft minutes before Friday 10 September, in the morning. The comments will be processed into a final draft. The final draft goes out to all institutions and Steering Committee members. The final draft will be approved in the Steering Committee nr. 3. Any comments on the final draft can be sent to the RTA before 1 December 2004. All texts in yellow need further attention.
1.   Welcome and opening of the meeting (PS)

Project Leader from the Czech Republic, Pavel Šremer, opened the Steering Committee meeting. He welcomed the members who could not come for the first meeting and introduced the whole Steering Committee. Project Leader Koen de Kruif from the Netherlands welcomed a new project staff member, Marta Susova. PS informed the committee that a new project co-ordinator from CEI is to be selected, due to change of position of Mr. Ivo Trojan. The name of the co-ordinator will be made public as soon as the final decision has been taken. PS explains the agenda of the meeting.

2. Comments to the minutes of Steering Committee 1 (PS)

Point 3
Q: Were the courts involved? (MS) 

A: The courts will be involved in the networking part. They have show their interest in participation

Point 3 
Q: Was the website opened? Was the planning put on the web?
A: The website has been opened. The planning is on it via a link on the homepage. For now it is complete in English; work is going on to complete the Czech version. Expected ready in 2 or 3 weeks

Point 3

Q: Were contacts with other projects organized?

A: The contacts with other projects (Phare and IMPEL) were established.

Point 4 

Strategic plan development: The project team is pleased with the information on the relevant addresses and possible new contacts.

Point 4

Mentioned law # 353/1999 Col. will set the system of prevention of serious accidents caused by selected dangerous chemical substances and chemical materials. Issues of the crisis management are covered in the law #. 240/2000 Col. about crisis management and changes of some laws.

The English version of Laws 312 and 218 are not available; these laws define the training system, the amount of participants, the type of certificate and accreditation and they determine that all civil servants must have 18 days of training per year. These laws are linked to the plan/law of the State service which is under discussion at this moment. It therefore causes some delays in enforcement of Laws 312/218. 

Note of SC: the English version may be available in Usti, where training on these Laws have already started, or in the state archive, since this is an EU obligation.

Q: Did the project team receive any strategic plans? (based on ACTION: Strategic plans to be sent to RTA)

A: Apart from some plans of the MoE there were no plans received. The project team would appreciate still that the Steering Committee members would send their examples of their strategic plans, when available, as soon as possible. If there are no strategic plans, would you please inform the project team about that as well.
Point 5

On the training center: The training center development also depends on the availability of centers in other organizations and on the strategy of the Czech Environmental Inspectorate to develop it. The project team would appreciate receiving descriptions of their training centers and existing training needs assessments. The laws 312/218 limit possibilities to set up new training structures.

Point 8

Steering Committee (SC) meetings are held between 10.00-12.30h on the following dates:

SC3: Thursday 2 Dec
2004

SC4: Thursday 3 March 2005

SC5: Thursday 19 May 2005

3.   Short report on the activities thus far (RB)

RB summarized the activities in the second quarter. Reports on all meetings and activities can be downloaded from the website (www.cizp.cz, click “Zahraniční Vztahy”, “click Twinning project”). The main activities were:

· In May a workshop was held for the high level management of the CEI, including introduction to strategic planning and the elaboration of a preliminary SWOT analysis.

· 11 workshops in a round tour to the CEI regional offices (and the head quarters) on the development of the Strategy plan were organized with in total 167 participants. In the workshops the Strategy Program was explained and the Strategy plan development process was started. The workshops delivered a lot of information. The results were processed and presented to the high level management meeting of the CEI on 14 July. The information was received with mixed feelings at this management meeting (see agenda point 4). There was no full will from the management to openly approach the results.

· In total 2 strategic planning trainings were held with 25 participants of all the inspection and enforcement partners. The trainings were evaluated as a success, but some participants were surprised about the CEI participation. CEI had sent quite some lower (and non-) management level to the meetings. 

· Another 2 strategic planning trainings were held for the middle management of the CEI with 45 participants focusing on the development of the inspection and enforcement approach, as important part of the overall strategy. These workshops had a very good evaluation, with average ‘very good’. Exception: the evaluation showed only ‘sufficient’ on the question whether the training was useful in their present work  

· There was a workshop on informational networks about possibilities to intensify co-operation between enforcement partners. In this meeting, good discussions identified points for further co-operation. 

· The first thematic workshop on the development of the training center was delayed, to fit in better in the timetable. It is now planned end of September.

· First draft minimum criteria report finished. To be fine tuned.

· The Benchmarks of quarter 1: all benchmarks are ready, but not everything has been written down on paper. With the new assistant aboard all will be published as soon as possible.

Q: What were the results of the round tour? 

There is a rather common view between management and other staff members on the CEI role and tasks, including the priorities. This includes the inspection and enforcement approach. The formal development of the inspection and enforcement approach is needed, since many inspectors in practice still use their own approach, which is not good for a professional organization. It was observed that there is a difference between perceived and preferred management style. There are many motivators for the work important. Salary is important but not number one; how to work with colleagues is perceived more important. A full overview of the round tour results can be found on the project website (www.cizp.cz, click “Zahraniční Vztahy”, “click Twinning project”, click “Work packages”, Scroll to Work Package 2, paragraph 2a, click “Participatory workshops”) .

4.   Strategic plan development (PS)

The most important point of the agenda is the development of the Strategic Plan, Work Package 2. There is not sufficient development. It has to be noted that the consequence of having no strategic plan means that the investment component of the project is endangered. PS introduced the activities under this work package. There was a series of workshops, with the management and the middle management in separate sessions. 

Unfortunately the process of developing a strategy was not supported by the Director of  the CIZP. PS would like to apologize for the fact that too low level of management was sent to the strategy training, because of this lack of support. 

In the last 2 strategy trainings the middle management of  CEI was much more involved in these workshops dealing with inspection and enforcement approaches. BUT: support of the top management is required before the discussions on the development of the strategy can be continued.  

The delay in the development of the strategic plan effects the time management of the project. There are some activities and results delayed.  It  can be foreseen that under unchanged circumstances at least the benchmarks 2.4 and 2.5 will not be achieved. This also effects the investments. The EU-representation was very clear in this respect: when there is no strategic plan, there can be no investment plan, and therefore no investment at € 1.4 million (EU money) to the Czech Republic. The Twinning Advisor has to approve whether the investment plan fits in the Strategic plan.

Some specific remarks are: 

· The CEI management has discussed investment topics with MoE and CFA, without notification to the RTA. This does not promote transparency in the investment strategy. (VS).

· The Twinning Covenant was approved by the DEC and is binding. Therefore the planned activities should be followed. As for the investment part from Phare, it should be in line with the project fiche.) If the benchmarks given in this document are not achieved there is the danger that the CR can loose the funds allocated for the investment part of the project. (1,4 Million €). (VS and TK)

· The existing communication between Twinning Advisor and TK shows that the project team makes maximum effort to solve the problem. The initiatives should now come from the CEI management. As for the investment, if investment needs are not clarified and equipment not tendered on time, financial allocation worth € 1.4 million (+ CZ co-financing) will be lost. (TK) It must be clear that the Investments are closely linked to the strategic plan. The Twinning Advisor has the responsibility to approve the investment plan (PM).

Q: Co-financing reserved?
VS: According to the information from the Department of Integrated Financing, the co-financing part was allocated in the budget of MoE by the Department of Budget.  On 28 July the last version of specifications of the co-financing part (investiční záměr) was sent by economic division of ČIŽP to the Budget Department (MoE) in copy to the Department of Integrated Financing (MoE).The Department of Budget requests  some adjustments in the technical and formal details. The technical specifications of the investment part from Phare were sent by CIZP to Department of Integrated Financing (MoE) in April 2004. New version is expected depending on the twinning part (Strategic plan activities). The twinning partners and the Steering Committee members expect the decision of the CEI Management – to make the Strategic Plan as soon as possible.

The project team welcomes all support to prevent further misunderstandings between the project team and the CEI management. Also, the new Codex influences the content of the Strategic plan. It includes even some changes in structure of the enforcement institutions, which need a clear strategy to be able to cope with. The Codex therefore strongly promotes a quick further development of the strategic plan..

Steering Committee conclusion: It is strongly recommended by the Steering Committee that the Management of CEI starts supporting the development of the Strategic plan.  Otherwise, the sources at 1,4 Million € can be lost. 

5.   Training Program (RB)

The training needs assessment will be performed with a tour to the regions. The result will be used to detail the content of the training program to the inspectors. The training program will be offered as one of the possible training programs within the context of a training center.

The Training center has been shifted backwards because of time problems caused by discussions on strategic plan and investment. In this way however the comments on new law (312/218) can be included. The health institutes are happy with the training program, since it will make the co-operation between the environmental inspectorates and the health inspectorates more effective.  

The Training program will start in September with a Train-the-Trainers training. This first training will prepare the future trainers to be a trainer. The trained-trainers will later get a training on-the-job, when they will have to deliver a part of the training within the inspectors training program. 

6.   Informational networks (RB)

A high level meeting was organized on 10 August. This meeting defined the needs and the feeling for a network. The main needs were:

· Information exchange 

· Need for co-operation   

First now is to go back to the regions. They have to use the informational networks. 

A workshop on 1 September focused on the information exchange inventory between all the inspection institutions. The result will be published on the web.

7.   Program of activities in the third quarter (RB)

· A tour to the regions on the training needs 

· Two times a train-the –trainer training 

· Further work on the informational network 

· High level management workshop on further development of the network, to take care that the network will develop also beyond the time frame of the project

· If the strategy plan develops into something useful and effective, we than inform the regions on the expected effect for regions in a tour 

8.   Round of questions (PS) 

Q : How far is the plan? (TK)

The Strategy plan has a foundation. The raw materials for the Inspection and enforcement approach have been developed. We will have to reflect on the new Codex as well. It is presently shooting at a moving target. The advantage is that we are also influencing the direction of the target.

Q : What will be in the Strategic plan?  

PS: The CIZP is a young institute that needs directions for the future beyond 1 year. It contains the actions on short and longer term. It also will have to lead to a changed WORKING culture at the institute towards an integrated approach. The needed change of direction should be supported fully by all management levels. 

Q : What is the time schedule now? (TK)

First we will have to continue the Strategic Plan development, so that we will be able to finish the important benchmark 2.4. After that, it may be best to discuss as project team with the EU-representation to prioritize the other activities. The decision on the prioritization will have to be taken by the SC in December. Members of the Steering Committee agreed that action has to be taken as soon as possible, preferably already this month.

9. Closing of the Meeting

The meeting was closed at 12:45h. The chairman thanked everyone for the co-operation and support.
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