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INTRODUCTION

Environmental enforcement authorities (often called “environmental inspectorates”) need adequate
human and material resources in order to effectively carry out their mandate and achieve their goals.
Access to such resources will very much depend on government support, expressed mainly through
institutional development and the allocation of finance. Where such support exists, at least partly, the
individual competence of staff becomes one of the decisive factors not only for ensuring the effectiveness
of current activities, but also for the long-term development needs of environmental compliance assurance
systems.
High-level individual competence is the result of a well-functioning system of staff selection, training
and motivation. Creating and operating such a system are the responsibility of the relevant authorities (in
this case environmental authorities), though the overall design of the civil service is important as well,
particularly for establishing enabling conditions and human resource management procedures, and
providing adequate incentives to motivate public servants’ performance.
In countries of Eastern Europe, Caucasus, and Central Asia (EECCA), environmental inspectors are
often trained unsystematically – through ad hoc workshops, very rare exchange programmes, or by pairing
a new employee with a more experienced colleague. Universities in the region are only beginning to
develop and teach specialised courses in environmental compliance assurance. Scattered training events are
often part of technical assistance programmes and, in many instances, the results of training are
unsustainable as staff turnover is high. The character of existing knowledge and skills in environmental
compliance is mainly technical, and adequate managerial or communication skills are scarce. Some
EECCA environmental inspectorates have developed national training curricula, based on domestic legal
systems. However, it is important to supplement the national training curricula with elements based on
good international practice and international law.
Thus, a crucial and pressing task of EECCA environmental authorities is to improve the existing
training approaches and to create a well-structured system of individual competence development. The
present document aims to facilitate this task. The Guidance is addressed mainly to inspectorate managers,
although it might be useful for all staff members of environmental inspectorates, as well as for specialised
training institutions.
The guidance results from OECD work under the framework of the Environmental Action Programme
(EAP) Task Force and the Regulatory Environmental Programme Implementation Network (REPIN) of
EECCA countries. Being an informal mechanism of regional co-operation, REPIN provides policy makers
and practitioners with a platform to exchange experience, including with their counterparts from OECD
countries, Central and Eastern Europe, as well as with representatives of NGOs and the private sector on
issues of common interest.
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EXECUTIVE SUMMARY

This Guidance summarises modern approaches and practices of staff training within environmental
inspectorates in countries of Eastern Europe, Caucasus, and Central Asia (EECCA) and elsewhere. It aims
to support the region’s efforts to create sustainable mechanisms for individual competence development
within environmental inspectorates. It also aims to help EECCA countries to overcome a formalistic
approach to competence development on the part of some environment ministries and environmental
inspectorates, which do not seem to pay much attention to establishing a pool of highly competent staff and
preventing the erosion of professionalism due to excessive staff turnover.
The role of individual competence development in environmental management is continuously
growing in importance as production processes become more and more technologically complex and
diverse, and environment-related information flows increase. Improvement of environmental legislation,
including within the framework of international processes, is another significant incentive to create a
continuous training system.
Although losses related to individual incompetence can be rather high, the financial aspect of the issue
has been poorly studied and is hardly ever taken into account. This Guidance will help the environmental
inspectorates to estimate such losses based on a set of parameters. An important factor is staff turnover,
which leads to waste of resources due to the repetitive training required for succeeding newcomers. The
Guidance describes a possible way for calculating such costs.
Most importantly, the Guidance presents the key elements of a systemic approach to individual
competence development and covers the entire cycle – from hiring to regular performance assessment.
Depending on the baseline situation, which varies by EECCA country, the proposed system will have to be
phased-in based on a detailed assessment of the actual competence levels and staff development needs.
The step-by-step description of training programme development, presented in the Guidance, can
support and simplify the planning of training activities. For the same purpose, the Guidance lists indicative
competence targets for inspectorate staff (including managers), which cover not only theoretical
knowledge, but also practical skills and abilities. The Guidance also includes two checklists to assess
inspectorates’ awareness of international environmental legislation, including that of the European Union.
The latter is important for countries that aim to bring their own legislation in line with European
environmental requirements and will help them to explore the human resources-related aspects of law
enforcement capacity in this area. The Guidance presents numerous examples of good practices from
EECCA countries and some examples from OECD countries.
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1. ROLE OF PROFESSIONAL COMPETENCE IN THE PERFORMANCE OF
ENVIRONMENTAL INSPECTORATES

1.1. Concept of “professional competence” and its components
In the broadest sense, “professional competence” is the capacity and willingness of employees to set
individual goals (including those related to new challenges) and to achieve these goals in the best way,
using their knowledge, skills, and abilities. More narrowly, professional competence (qualification) can be
defined as conformity with a set of often standardized requirements for the proper performance of
employee duties. Usually, staff members of an environmental inspectorate are required to have a wide
spectrum of competencies. This will largely depend on the mandate, strategy and tactics of the
inspectorate. It is important to note that while traditionally the focus of EECCA government authorities has
been on theoretical knowledge, the understanding is growing that staff competence extends to work skills
and also abilities. In team-based organisations, such as environmental inspectorates, the key requirement is
for the team as a whole (rather than individuals) to have a full range of competencies (knowledge and
skills).
Professional knowledge, skills and abilities can be grouped into two large clusters – topical and
function-specific. Levels of required professional competence will be different for high-level managers,
team leaders, executive staff and support personnel (e.g. working in analytical laboratories).
The topical competencies (general and specific) cover areas that underpin the activities of
environmental enforcement authorities. These include, for instance:


Environmental management: The general principles and logic of environmental management
systems should be understood, from the assessment of environmental problems to the
development of environmental policies, and from organising and managing their delivery to
reporting on achievements and progress and identifying areas for further improvement.



Environmental law: This includes a general knowledge of the relevant legislation and of the
statutory basis for the inspectorate’s duties and powers, including the procedural aspects. In
addition, this may cover the understanding of key principles of environmentally and cost
effective regulation.



Scientific and engineering knowledge: This includes a basic knowledge of the behaviour of
pollutants in the environment and of how to detect and measure them. It may also include some
understanding of potentially polluting processes, together with knowledge of relevant prevention
and abatement techniques, and process monitoring.



Methods of risk assessment: This refers to understanding the relationships between sources of
hazard, pathways in the environment, receptors or potential targets for impact, probability and
consequences of risk, including for personal safety and occupational health. In addition, this
includes understanding risk in terms of likelihood of wrongful conduct of the regulated
community.
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The function-specific competencies normally reflect the environmental enforcement authority’s
mandate and refer to such functions as (i) identification of the regulated community; (ii) permitting, or
providing feedback on permit conditions; (iii) compliance promotion; (iv) monitoring emissions and
assessing their impact; (v) verifying environmental compliance; (vi) instigating formal enforcement action;
(vii) ensuring an emergency response; (viii) representing the regulatory body at meetings with the public,
local authorities and other bodies; and (ix) contributing to the development and continuous improvement of
regulation and inspection, etc. Very often, many of these function-specific competencies are also part of
professional competence in other public service sectors.
The required range of competencies will depend on specific policy choices and approaches in the
implementation of environmental policies and laws. A modern environmental inspectorate will also need
staff trained in economics, public relations, and information management, since the use of economic and
information instruments in environmental management is growing.
1.2. Continuous training – a mechanism for improving “professional competence”
A system of continuous training for improving the professional competence of employees is an
essential part of effective management, particularly in organisations that use knowledge (and information
more generally) as the core driver of their activity. As the basis for improving staff professionalism,
continuous training enables inspectorates to adapt their activities to constantly changing environmental and
governance contexts. Such changes may be frequent and concern the very foundations of the inspectorates’
work, such as the content of legislation, production technologies, the regulated community’s structure, or
the methods and tools of work.
A well-established professional training system helps environmental inspectorates to reach the
following objectives:


Ensure that employees have the knowledge and skills necessary to perform their job assignments
well, including those associated with new functions and instruments of environmental
management;



Help employees to understand and coherently apply policies, laws, standards, procedures, and
characteristics of new technologies or outputs produced by the regulated community, as well as
approaches and methods of work, thus ensuring uniform application of regulatory requirements;



Enable employees to use new or specialised equipment and information technology; and



Develop employees’ constructive communication skills within the inspectorate and with all
partners and stakeholders.

The performance of the inspectorate will largely depend on the performance of its employees. The
level of professional competence is thus one of the most important aspects that must be considered when
making decisions about an inspectorate’s strategy and especially tactics. In order to make the inspectorate’s
staff fully aware of this relationship, managers have to ensure the participation of staff at all levels of the
planning process. Moreover, managers must identify and regularly monitor the relationship between
performance indicators and the level of professional competence of the staff. Figure 1 shows a diagram of
a possible algorithm for tracking this relationship. The important role of the level of employees’ motivation
should be noted, on which the successful implementation of professional capacity building strategies
depend.
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Figure 1.

Decision-making process for improving individual staff competence and performance
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Source: OECD, based on Robert F. Mager and Peter Pipe (1987), Comment analyser les performances humaines, Asfordis Conseil,
Paris.
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1.3. Consequences of staff’s professional incompetence for environmental inspectorates
Professional incompetence has a number of negative consequences which can undermine political and
popular support, as well as result in high material and financial losses. Inspectorate managers need to
understand clearly what the consequences are, what they are in monetary terms, and to bring such
information to the attention of all staff and, as necessary, outside stakeholders (e.g. ministries of
environment or finance), to make a clear case for subsequent action.
When environmental inspectorates are underfunded, the budget allocations for training are usually one
of the first items subject to cuts. However, before proceeding with such cuts, the inspectorate management
should ask: “Does the reduction of training costs really save resources? What is the cost of individual
incompetence for the inspectorate?” The difference between training expenses and losses resulting from
staff incompetence is the indicator which best illustrates the costs of “economising” on professional
development.
The inspectorate can use a number of parameters, ranging from rather simple to more complex, to
estimate financial losses due to individual incompetence. For instance, the cost of equipment damaged
because it was improperly used by a staff member is a simple parameter. Financial losses incurred from
poor performance (i.e. decline in the amount and quality of work, which could have been done well with
the same time and money), is a more complex parameter. Consequences of individual incompetence can
also be described with less quantifiable parameters, such as loss of public confidence, and decline in the
motivation of staff due to discontent with their own performance and a sense of incompetence. More
generally, this can lead to the degradation of the inspectorate’s image, which in the future might entail a
reduction of its financing, both from the public budget and by the donor community.
The following parameters can serve as a basis for estimating – in the most complete and realistic way
possible – financial losses related to individual incompetence:


Time losses: Does individual incompetence entail loss of time? How can this be determined?
What specifically causes time losses – absence of necessary inputs, inert staff, or the need to redo work due to its unacceptable quality? The number of hours a year lost in this way should be
estimated and multiplied by wage (including social security benefits).



Direct monetary losses: Are there direct financial losses, resulting from financial
miscalculations, for example, or from useless inputs, unnecessary business trips, etc.?



Wasted inputs: Does the amount of wasted inputs exceed an acceptable level? Which inputs are
wasted, and in what amount? Is there waste of paper, other office supplies, sampling equipment,
or any other inputs?



Damaged equipment: How much does the repair or replacement of equipment that was damaged
as a consequence of individual incompetence cost the inspectorate annually? Are spare parts
replaced more often than necessary?



Insurance contributions: Does individual incompetence result in higher insurance contributions?
For instance, does a driver get into accidents too often? How much more does the inspectorate
pay in insurance contributions each year?



Accidents: How many workdays are lost due to hospital stays and other accident-related
expenses?
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Reduced output: Does individual incompetence lead to lower performance (e.g. fewer
inspections conducted, improper fines, litigations, etc.)?



Quality of work: Does an inadequate individual competence level affect the quality of work
done? How? Are there many errors and omissions? What is their total cost?



Duplication of effort: Does individual incompetence make it necessary to involve two staff
members in a task that one should be able to do? Are two different units performing similar work,
each unaware of what the other is doing? Or are they aware, but unwilling to co-operate for some
reason (lack of trust, desire to be independent)? How much does this duplication of effort cost?



Additional quality control and supervision: Does individual incompetence make additional
quality control and supervision necessary?



Opportunity cost: Opportunity cost is the benefit that was lost either because a choice had to be
made (choosing one over the other), or not seizing an opportunity: for example, equipment that is
not used because there are no competent people to operate it. Such costs may include financial
resources that could not be raised from the public budget or from the donor community as a result
of the poor image stemming from the bad performance of the inspectorate, which has undermined
the confidence of stakeholders.

Although estimating losses related to individual incompetence is a challenging task, such an estimate
will allow an inspectorate to get an objective picture of the negative impact of individual incompetence.
Such an estimate will also help to make a case for the allocation of public funds for training.
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2. SYSTEMIC APPROACH TO PROFESSIONAL TRAINING

2.1. Main elements of the systemic approach
The importance of professional competence for the productive performance of environmental
inspectorates makes it necessary to adopt a systemic approach to professional training. Adopting this
approach requires a mechanism for competence assessment, development and continuous updating. More
specifically, this requires the following:


Definition and application of clear competence profiles;



Existence of a training programme;



Existence and application of continuous training, not just introductory training;



Competence assessment during recruitment, after training and during work; and



Effective tools to ensure staff motivation, including for training.

In many cases, the introduction of a systemic approach to training is part of the process of
implementing public service reforms, which gives a strong impetus to reform within environmental
inspectorates. The existence of legislative requirements for professional qualifications is another important
tool for creating a training system. In this regard, the managers of environmental inspectorates should not
only follow the general public service reform processes, but also promote, where possible, the creation of
legislative instruments for environmental regulation and compliance assurance. It is important to note that
the requirements for the appropriate level of qualification in this field may be relevant not only for
employees of environmental inspectorates, but also for staff of educational institutions concerned with
environmental issues, as well as representatives (including managers) from industry.
2.2. Defining competence profiles
The first step in the process of creating a system of competence development is to define detailed
competence profiles. Such competence profiles indicate the level of qualification required (from secondary
education level onward) for each job, depending on the various professional needs and specific objectives
of the inspectorate. Three levels of competence can be distinguished:


Basic level: having general notions of the issue and being able to apply new knowledge under
supervision;



Intermediate level: showing good understanding of the issue and the ability to apply new
knowledge independently; and



Advanced level: having sufficient knowledge to play a leading role, i.e. to advise, train, and
supervise other staff.
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From a cost-effectiveness point of view, there is no need for all staff members to have or reach the
advanced level of competence. However, in environmental inspectorates it is important to have experts in
specific fields of compliance assurance, as well as the capacity to involve experts from outside the
inspectorate if necessary. Annexes 1 and 2 show the elements of competence requirements.
2.3. Process of selection and recruitment of new staff members
Competence profiles form a basis for the selection and recruitment of new staff members. It is
important to understand, however, that a perfect match between the competences of candidates for
recruitment and the desired competence for a fully operational staff member is very difficult to achieve.
Therefore, a necessary step in this process is to define the minimum level of knowledge and skills required
for joining the inspectorate. In most countries, the minimum competence level for civil servants working in
a professional capacity at environmental inspectorates is a diploma from a university of applied sciences or
a technical institute. Economic or legal training is an asset. Experience in industry is usually an advantage.
Often, candidates are selected through an official entrance examination. In addition to general and
specialised, theoretical and practical training, certain other types of experience, skills and work style may
be required.
A well thought-out and organised recruitment process can be costly and time consuming, but it brings
clear benefits in the long term, whereas failures in staff recruitment can cause direct damage to the
inspectorate, including financial loss. In the recruitment process, at a minimum, it is necessary to determine
what experience and what level of education are required for the position to be filled, and to decide on the
skills and work style that the successful candidate should have. Before deciding on the candidate’s profile,
it is useful to consider the full range of possible characteristics (see Box 1) and to set the "lowest limit" for
the candidate, as well as create a short list of priority characteristics, but with the understanding that
candidates for the position may not perfectly match the desired profile.
Box 1. Defining the candidate’s profile for recruitment: possible characteristics
Work experience

Education

�No previous experience necessary
�Work experience in environmental inspectorates
�Work experience in a similar position
�Specific industry knowledge and skills are
required
�Other

�Secondary education
�Some higher education (e.g. university, technical
institute)
�Higher education graduate
�Advanced higher education diploma (e.g. master,
doctorate)
�Industry or job-specific certification
�Other
Work style

Skills
�Good writer
�Good speaker
�Good listener
�Good communication skills
�Capacity to generate ideas
�Capacity to find solutions quickly
�Capacity to motivate colleagues
�Capacity to implement initiatives
�Other

�Works best in a team
�Works best alone
�Finds solutions independently
�Generates creative solutions to problems
�Thinks problems through before tackling them
�Takes risks
�Is highly organised
�Is intuitive
�Other

Source: OECD (2004), Assuring environmental compliance: A toolkit for building better environmental inspectorates in Eastern
Europe, Caucasus and Central Asia.
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The recruitment process should be as transparent as possible. Candidates should understand the
requirements and be ready to pass the official entrance examination. In some countries, recruitment for
public service jobs is centralised (see Box 2). In such cases, it is important to take into account the specific
needs of environmental inspectorates and not rely only on the general requirements for public service
employment.
Box 2. Centralised recruitment in Armenia
In Armenia, recruitment for the public service is carried out by an independent government agency whose
mission is to ensure uniformity and transparency in staff selection. However, recruitment of new staff is based primarily
on the assessment of theoretical knowledge (e.g. knowledge of laws and general information about the state of the
environment), and much less on the assessment of practical skills (e.g. experience in manufacturing processes, ability
to interact with a regulated community, or skill in drafting reports). The candidate’s attitude towards work is also not
taken into account, and new staff members are hired without final say from their future directors.
Source: OECD (2007), Практика реализации экологического законодательства: Ход модернизации систем экологического
регулирования и контроля в странах Восточной Европы, Кавказа и Центральной Азии.

There should be a trial period for new employees in environmental inspectorates. For example, in the
Russian Federation and Uzbekistan, the trial period lasts two months. The main purpose of the trial is to
establish whether a new staff member’s competence, knowledge, and skills are adequate for the job.
During the trial period, the inspectorate’s management can get to know the new employee better and
determine whether he/she is fit for the duties involved.
In Uzbekistan, in order to qualify for a state inspector mandate and obtain authorisation to conduct
inspections, staff members are obliged to undergo a performance assessment. The performance assessment
questionnaire comprises about 200 job-related questions. Depending on the post held, the employee is
requested to answer five, seven, or nine questions. In the event of failure, the performance assessment is
repeated three months later; if failed again, the employee’s adequacy for the job is reviewed, and his/her
transfer to another job or contract termination are considered.
2.4. Availability and general structure of a training programme
Very often, the actual level of staff competence does not coincide with the desired level for a number
of reasons, such as the constant development of the regulatory framework or new technologies. To close
gaps in knowledge and skills, an up-to-date training programme is necessary. Such a programme should be
designed with an understanding of current national and local environmental priorities and their likely
evolution, and an awareness of the changing economic context. It should be based both on national and
international environmental law.
The training programme needs to address, at a minimum: (i) training targets in both quantitative
(number of staff) and qualitative (level of knowledge and skills to be achieved) terms; (ii) methods of
training; and (iii) responsibilities and resources for training.
It is preferable that training programmes in environmental inspectorates cover a period of 3-4 years,
and are integrated into corporate plans of institutional development. Box 3 shows examples of such
programmes in Georgia and Moldova.
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Box 3. Training programmes for environmental inspectors in Georgia and Moldova
Georgia. The Environmental Inspectorate of Georgia has implemented a multi-year individual competence
development programme for 2009-2011. The programme indicates what individual competence levels need to be
achieved for theoretical knowledge and practical skills. These competence levels were defined after a comprehensive
analysis of staff training needs. In addition to identifying target groups, the Inspectorate’s management has set
quantitative targets for the number of staff who should achieve a certain level of professional training. The programme
also covers training techniques and special materials development. Unfortunately, the distribution of responsibilities for
the programme’s implementation is not sufficiently clear. As for resources to implement the programme, assistance
from donor countries has played an important role.
Moldova. The State Environmental Inspectorate of the Republic of Moldova has been preparing an annual staff
training plan since 2009. The plan covers very diverse subjects, ranging from general issues to a very detailed
discussion of procedures and technical aspects of on-site inspections. The plan is aimed at individual competence
development and is based on courses designed by the Inspectorate itself, but it also provides for an option to involve
outside trainers. The plan, which has been approved by the Inspectorate’s head, specifies: 1) target group; 2) number
of trainees attending expected training; 3) training topics; 4) training methods, including theoretical and practical
methods of training; 5) training course duration; 6) training period; and 7) person responsible for the organisation of
courses within the Inspectorate. The plan also specifies who will develop the training courses (specific department of
the Inspectorate or outside institution). The plan’s implementation is financed fully by the Inspectorate. Outside
institutions engaged in the individual competence development of environmental inspectors include various institutes of
the Academy of Sciences, State University, Public Administration Academy, State Archiving Service, et al. Within the
Inspectorate, several courses were developed by the environmental review and permitting division, the flora and fauna
division, the division of water resources and the ambient air control section, the legal section, and the fish protection
service, etc.
Source: Secretariat OECD/EAP Task Force webpage of the State Environmental Inspectorate of the Republic of Moldova:
http://inseco.gov.md/wp-content/uploads/2010/06/planul_instruirii_prof_al_pers_ies_p_2009.pdf

In the context of constantly changing legislation and a high level of brain drain, which is typical for
EECCA countries, the annual updating of training programmes (or a focus on annual plans rather than on
long-term programmes) is particularly important. In any case, these training plans have to be translated into
organisation-wide and individual work plans. In countries where external assistance is used to implement
training programmes, technical assistance will need to be fully aligned with the training programmes.
Where environmental regulation and compliance assurance are carried out by many different regional
or local authorities, it is useful to develop a training programme model that specifies minimum
requirements. This kind of model has been recently introduced in the Russian Federation. For example, the
training programme recommended by the Federal Service for Environmental, Industrial, and Nuclear
Supervision comprises three parts: theoretical training for general professional disciplines, training for
specific subjects, and extensive practical training. In addition to lectures, the programme includes practical
exercises. It should be noted that programme results are monitored, and the progress of trainees is
evaluated based on their testing and essays, a report on their participation and final certification.
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Figure 2.

Training “life-cycle”
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Source: Based on IMPEL report: Best Practices concerning Training and Qualification for Environmental Inspectors.

2.5. Need for using differentiated training approaches
Training is needed for both new staff and existing personnel in order to bring up to date and further
develop their competencies. Therefore the design of training programmes should differentiate between (i)
introductory and basic technical training for newcomers; (ii) more advanced technical training for
personnel likely to be engaged in complex duties; and (iii) on-going professional development of
experienced staff and updating of existing skills and knowledge (so-called refresher training).
The design of training programmes should also be tailored to the needs of specific target groups. For
example, managers need training that enhances their knowledge and skills for overall planning and
management, while field inspectors should receive more training in technical areas and in communication.
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2.6. Appropriate length of introductory and basic training
The length of introductory training and initial learning on the job can be quite variable and, in some
cases, be spread over a period of two years (see Box 4). A well-resourced organisation might offer a yearly
14-week training programme over a two-year period for the technical training of a beginner dealing with
basic environmental problems, with further annual training of 2-3 weeks for those dealing with more
specialised fields. For staff who require training on new technology and legislation, 5-10 days of training
per year may suffice, depending on the extent and complexity of new developments.
Box 4. Length of training in selected countries
Germany. The professional training of new employees in environmental inspectorates varies from state to
state (Länder). In some Länder, the preparatory training can last from 15 to 24 months, ensuring that new staff will
be capable to do all the tasks (permitting, inspection, enforcement, monitoring, etc.). Otherwise, newcomers
undergo an induction phase, usually lasting 6 months, during which they are trained and supervised.
France. New environmental inspectors are systematically trained in a programme that includes two weeks
of theoretical courses and 3-6 months of training on the job (e.g. with more experienced colleagues), which they
must complete within the first three years of employment. In order to be authorised to work independently,
environmental inspectors must also complete induction training, a basic two-year training course for beginners
and a general training programme that covers nine main areas, ranging from industrial risks and emergency
management to communication skills. In addition, a supervisory authority (regional industrial, research, and
environmental authority) takes decisions regarding the need for further training at annual meetings of
environmental inspectors and their managers. Each inspector reports on the training he/she has received during
his/her career.
The Russian Federation. The type and length of training that newly-hired state inspectors receive is based
on the Model Induction and Practical Training Plan (see Annex 6). Induction training includes theoretical training
and practical training: the duration of theoretical training should not exceed two months, and practical training can
last three months, or to the end of the trial period (up to one year in exceptional cases).
Source: IMPEL, 2004, Федеральная Служба по Экологическому, Технологическому и Атомному Надзору (2008),
Методологические указания «О порядке обучения и стажировки вновь принятых на государственную гражданскую службу
государственных инспекторов» от 20 сентября 2008 г.: http://www.gosnadzor.ru/kadri/prik749.html

2.7. A variety of training materials
Environmental inspectorates need to develop a core set of training materials on environmental
regulation and compliance assurance at the national level, which can be supplemented with guidance for
employees on requirements at the regional level or for specialized units (for example, analytical
laboratories or legal support units). Training materials should include:


A manual (guidance) on basic issues of environmental regulation and compliance assurance;



The entire set of laws for the field of environmental protection and management, as well as
administrative and criminal law;



Internal instructions and guidelines (decision-making policies);



Checklists for some "standard" activities, procedures and conflict resolution;



Manuals, developed by international partners, such as convention secretariats;
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Basic and specialised training course materials; and



Description of individual cases of enforcement, etc.

Experience in drafting manuals is quite common and diverse in EECCA countries (see Box 5). It is
important that the training materials are updated and gradually refined, as necessary, and tailored to the
specific needs of the environmental inspectorate. To facilitate access to diverse training materials, they can
be compiled electronically and posted on relevant web pages or disseminated through other electronic
media.
Specialised manuals undoubtedly constitute the basis of training programmes for environmental
inspectors. However, in order for professional training in environmental inspection to be as complete and
up-to-date as possible, there is also a need for training materials that can be updated more frequently than
manuals and that can keep better track of a constantly changing external environment (legal framework,
economic and social conditions, new technologies, etc.). While the development of such training materials
is still at an early stage and they are not yet widely used, their number is growing every year. For example,
an environmental inspection newsletter is issued five times a year in Sweden, and official publications of
the Environmental, Industrial, and Nuclear Supervision Service of the Russian Federation include a
quarterly academic and research journal on nuclear and radiation safety, as well as a bi-monthly newsletter.
Managers of environmental inspectorates throughout EECCA should seek to adopt and develop such
practices for their particular training needs and training materials.
The development and use of video, audio and electronic training materials are becoming more
prevalent, including for distance learning. Modern software makes it possible to design and produce these
with very limited resources. For example, the US Environmental Protection Agency regularly releases such
training materials, including for international audiences. Expanding this approach could help
environmental inspectorates to overcome some financial constraints related to staff training.
Country-level and international networks (professional associations) of environmental inspectors,
which cover most regions of the world and many developed economies, are efficient conduits for sharing
knowledge and experience. In particular, the International Network for Environmental Compliance and
Enforcement has included, since 2008, a group focusing on the transfer of experience in developing and
implementing professional education programmes for environmental inspectors. Inspectorate managers
should seek to participate in such information and experience exchanges and facilitate networking at the
country or sub-national level.
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Box 5. Manuals for environmental inspectors
Belarus. In 2003, the Ministry of Natural Resources and Nature Protection of the Republic of Belarus
commissioned the “Guidance on the Procedure for Organising and Conducting Inspections for Compliance with
Environmental and Natural Resources Management Legislation”. The Guidance explains the procedure for organising
and conducting inspections for compliance with environmental and natural resources management legislation carried
out by Ministry inspectors. It indicates the main areas that should be covered by the inspections (including for different
media), and what the inspectors should report (issues, results, etc.). The Guidance also provides a list of key
regulations relevant for the inspections.
Georgia. In 2007, the Environmental Inspectorate of Georgia issued a brief training guidance based on the
OECD’s Assuring environmental compliance: A toolkit for building better environmental inspectorates in Eastern
Europe, Caucasus and Central Asia. The guidance explains the general principles of environmental compliance
assurance, and addresses implementation, administrative and operational issues. It is a general introduction to the
compliance assurance framework and not a manual on procedural issues, which are dealt with in specific documents.
The guidance is intended both for management staff of environmental inspectorates and field inspectors. It can also be
useful to other stakeholders for understanding the strategies and tools used for enforcing environment-related legal
requirements in Georgia.
Moldova. The State Environmental Inspectorate of the Republic of Moldova issued a guidance for environmental
inspectors for the first time in 1999. The guidance discusses general issues of organisation and implementation of
environmental compliance assurance, inspectors’ rights and duties, and explains in detail the requirements for the
protection of specific media. Moreover, it describes the main provisions and aspects of the inspectorate’s activities.
Interestingly, the guidance also describes cases of the most common violations. An updated and more detailed edition
of the guidance was released in 2003, which also covers coordination with other agencies and administration of
pollution charges, and provides a more detailed explanation of procedural issues of judicial enforcement. The third
edition of the guidance was released in 2008. The guidance was produced mostly with domestic expertise and
financial resources, although financing was partly provided by the UN Development Programme (in 1999) and the
World Bank (in 2003).
Russian Federation. In 2003, the Moscow City Government released the Toolkit for Environmental Police. The
toolkit discusses issues concerning the implementation of administrative and criminal law precepts regarding
environmental offences. It also addresses issues concerning proceedings in cases of administrative wrongdoing
(governed by the Code of Administrative Violations of the Russian Federation) and cases of competence and
jurisdiction for environmental crimes (governed by the Code of Criminal Procedure of the Russian Federation). The
toolkit describes what constitutes an environmental misdeed and crime, and proposes an approach and methodology
for investigating violations of environmental legislation. The specificity of the toolkit is that it is tailored to the Moscow
context and intended for officers of the Moscow Environmental Police, with a special focus on the challenges they face.
Uzbekistan. In Uzbekistan, the State Committee for Nature Protection has developed “Instructions on the
Procedure for Imposing Administrative Liability for Environmental Offences in Environmental Protection and Use of
Natural Resources”. The Committee has also prepared a “Guidance on the Procedure for Preparation and
Implementation of State Environmental Control over the Activities of Economic Entities”, which was approved in 2010.
These documents are almost 100 pages long and describe compliance assurance procedures, from initial planning to
drawing up of inspection documents and the issuing of orders.
Ukraine. The “Guidance for Environmental Inspectors” was released in 1999 within the framework of the
European Union project on strengthening state environmental inspectorates in Ukraine. In addition to providing
detailed guidance to inspectors for planning and conducting inspections and taking action in the event of noncompliance, the Guidance facilitates access to the most important legislation for inspectors by providing relevant
excerpts from laws and other legal instruments in force. The Guidance also cites the code of conduct for inspectors.
Other manuals for environmental inspectors are issued by oblast inspectorates, e.g. in Donetsk Oblast in Ukraine.
Sources: EAP Task Force Secretariat (Georgia, Moldova, Ukraine); Бочин Л., Дубовик О. (2003 г.), Практическое пособие для
экологической милиции, Москва: «Юрист» (Россия) (Bochin L., Dubovik O. (2003),Toolkit for Environmental Police, Moscow:
Lawyer (Russian Federation); Балашенко С., Жук А., Лаевская Е. (2003 г.), Руководство о порядке организации и проведения
проверок соблюдения законодательства об охране окружающей среды и рациональном использовании природных ресурсов,
Минск: «Юнипак», (Беларусь) (Balashenko S., Zhuk A., Layevskaya E. (2003), Guidance on the Procedure for Organising and
Conducting Inspections for Compliance with Environmental and Natural Resources Management Legislation, Minsk, Yunipak,
(Belarus).
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2.8. Staff evaluation (performance assessment)
Training and individual competence development is a continuous, cyclical process, and evaluation is
necessary at the beginning and at the end of each cycle. It should be conducted with the aim of checking,
first and foremost, each inspector’s knowledge and skills, identifying his/her training needs, and then
confirming that the training has been effective and that the inspector has reached the professional level
required.
The best approach is staff evaluation conducted by their manager, of course, provided that the
manager is sufficiently competent to reach an objective conclusion. If that is not possible for some reason,
the manager can entrust an experienced colleague with the task. Newly-hired inspectors should be
evaluated at the beginning of their employment, and evaluation results should serve as a basis for preparing
the first individual competence development plan. Later, such evaluations should be conducted regularly as
part of staff efficiency assessments, and in order to update individual competence development plans.
Environmental authorities will have to decide, on the basis of the national legal framework, whether
or not some departments (and their staff) need to be formally accredited1 to carry out their duties. For
example, an analytical laboratory may be accredited to carry out one or several types of analysis. If
accreditation is necessary, environmental authorities will also have to decide what level of competence
must be reached for this purpose, and by what means this competence should be tested and maintained.
Many countries have specialised accreditation bodies (such as departments of metrology and
standardisation).
2.9. Factors reducing the effectiveness of training
In many EECCA countries, staff turnover is the main factor undermining the effectiveness of efforts
made by environmental inspectorates to develop the individual competence of their staff. Brain drain is
commonly a symptom and consequence of poor staff motivation. While a good salary is an important
incentive for employees to remain in the inspectorate, managers should realise that financial rewards alone
will not suffice to motivate staff. In this sense, professional training can be a motivator for employees by
making it easier for them to fulfil their daily tasks, increasing their value for the employer (thus increasing
their chances to be promoted) and raising their job satisfaction.
Where brain drain has a serious impact on the inspectorate, as is the case in many EECCA countries,
special measures might be necessary to adapt the competence development approach to take this
phenomenon into account (while also making efforts to stop the brain drain). An effective measure in this
regard may be to maximally standardise work procedures and instruments, including a certain
“schematisation” of inspection activities, by using checklists, for example.
Apart from brain drain, other factors can reduce the effectiveness of training. These include:


1

Lack of necessary equipment: Training staff in the use of new technologies and new equipment
should be supported by the inspectorate’s own equipment. It makes no sense to train employees
in the use of new equipment if the institution has no such equipment available (and does not plan
to purchase it in the near future). In this case, training will be a waste of time and money because
newly trained staff will not be able to make use of their knowledge. The reverse is also possible,

Accreditation is different from routine competence assessment. Accreditation is a procedure used to formally
confirm that an organisation is competent to carry out certain duties, or to confirm that a particular method
can be used for a particular purpose.
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where the inspectorate has the equipment, but there are no skilled staff to operate it and the
equipment becomes obsolete in a storage facility.


Frequently changing and imperfect environmental legislation. A stable and lasting set of
legal instruments that are simple to understand and that can be interpreted unambiguously are an
important prerequisite both for inspection and training. Unfortunately, environmental legislation
is amended too often in EECCA countries, often due to poorly organised law-making.



Insufficient motivation of staff: A negative perception of training can lower staff motivation to
undergo training. Also, some staff members might perceive training as an indication of their
incompetence, rather than as an opportunity to enhance their knowledge and value for the
inspectorate, and therefore might avoid it.



Underfunding and wrong prioritisation of the inspectorate: Unfortunately, most
environmental inspectorates in EECCA have no financial resources to ensure adequate training.
Where budget cuts are necessary, training is very often the first budget item to be cut, although it
has been shown that the individual incompetence of staff members can cause major damage to
the inspectorate.

To achieve maximum efficiency of training, environmental inspectorates should take stock of their
training needs at the initial stage of training programme development, and then plan the training
programme accordingly. Although many environmental inspectorates in EECCA face real financial
constraints, they should be able to demonstrate that investment in staff training is a cost-efficient option.
This will require analysis to determine whether investment in training helps to enhance the individual
performance of staff members, and to establish how staff turnover affects the efficiency of the inspectorate,
including costs. Possibly, outreach to staff will be necessary to explain the importance and advantages of
training and, thereby, increase their motivation.
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3. DESIGNING TRAINING PROGRAMMES

3.1. Main phases in designing training programmes
Professional training should be based on a structured approach that includes the following elements:
(i) analysis of training needs and factors determining the effective implementation of knowledge and skills
in practice; (ii) definition of training objectives; (iii) development of methodology and training materials;
(iv) delivery of training as planned; (v) evaluation of progress towards training targets; and
(vi) improvement of programme design.
The development of an effective training programme for staff involves many steps, which can be
summarised as follows (for a more detailed description of this process, see Annex 3):


Inventory of thematic coverage and functions;



Description of competence profiles;



Definition of priorities for competence development;



Definition of the desired level of training and number of staff to be trained;



Inventory of current allocation of human resources and levels of staff competences;



Assessment of competence gaps;



Definition of the training approach;



Compilation of the competence development programme;



Assessment and allocation of internal resources; and



Definition of technical assistance needs.

Ultimately, it is up to each environmental inspectorate to decide which training process would be
most effective and how it should be implemented. To a large extent these decisions will depend on the
inspectorate’s size, level of brain drain, availability of in-house trainers, and on financial resources to
involve outside trainers.
3.2. Individual competence assessment
The environmental inspectorate’s management must be able to judge on both a theoretical and
practical level whether staff members meet their function’s profile and whether improvements can be
made. Albeit subjective by nature, this kind of judgment can be made more objective by developing a clear
assessment framework and involving several people. Annexes 4 and 5 will help EECCA environmental
inspectorates to assess staff knowledge about key international environmental legislation, including that of
the European Union, which is particularly relevant for countries that are covered by neighbouring country
agreements and that are working to harmonise their legislation with EU requirements.
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Assessment of individual competence levels will inform staff members about their level of knowledge
and skills, and will provide guidance regarding their professional growth. However, it is important for
inspectorate managers to remember that while some staff members may have a high level of general
education, this does not guarantee that they will be competent in carrying out their more specialised day-today duties. Typical outcomes of such assessments will be the design or revision of annual individual work
plans (see Box 6).
Box 6. Staff assessment procedures and frequency in some OECD countries
Ireland. Inspectors participate in bi-annual assessments together with their managers, during which progress in
their work is discussed. Staff training requirements are also assessed and reported to the human resources training
coordinator who, in turn, includes them in the training plan for subsequent years.
Netherlands. An individual work plan, which includes the staff member’s personal goals, is agreed by the staff
member and manager annually. The work plan also includes training goals.
United Kingdom (England and Wales). All the employees are assessed for fulfilment of their duties in the
context of the inspectorate’s annual goals and are obliged to undergo quarterly reviews together with their managers.
All staff members are also obliged to follow their competence development plans, which set one- to five-year training
requirements.
Finland. The staff’s knowledge and skills are not assessed formally (except for random assessments), but their
performance and training needs are discussed during annual face-to-face interviews with their managers.
Source: IMPEL, 2004.

Generally speaking, a professional training process achieves best results when the trainees are aware
of their strengths, but also willing to understand and acknowledge their weaknesses, and are ready to
redress them. Creating an environment that encourages greater openness and self-improvement is an
important task for environmental inspectorate managers.
3.3. Setting personal targets for training
On the basis of the information and conclusions obtained from the competence assessment, staff
members will be able to define personal targets for training and develop a personal training plan, which
will be part of a more comprehensive personal planning form (see examples in Annex 6 and Box 7). The
environmental inspectorate should support staff members to follow their personal training plans as much as
possible. However, availability of resources will often be an issue, and prioritisation will be needed in most
cases.
Box 7. Individual planning and performance management of environmental inspectors in Belgium
Every year, environmental inspectors produce an individual planning document with personal objectives. Training
is considered to be an effective means for reaching these objectives. At the end of the year, all staff members undergo
an evaluation of whether and how the agreed objectives have been achieved. Those who have performed
exceptionally well receive a financial reward. In the case of mediocre performance, the staff member’s advancement in
terms of pay scale seniority will be slowed down, and if the result of the evaluation is “insufficient”, there will be no
advancement at all in this respect. If the staff member’s performance is considered to be “insufficient” on two
consecutive occasions, then he or she will be dismissed on the grounds of professional unfitness (very exceptional).
Individual planning is part of the so-called PLOEG, which is a process that highlights the importance of planning,
leadership, follow-up and support, including evaluation and making the participants feel valued.
Source: IMPEL, 2004.
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Personal training targets will generally provide a basis for the overall training programme of the
environmental inspectorate. The performance management process will take into account the achievement
of these targets, which may influence the level of staff payment.
3.4. Choosing the right training method
The first step in implementing a training process is identifying the most appropriate training method.
The main training methods are training on the job and training by attending education courses or seminars.
Learning on the job is a gradual process involving, first of all, an element of demonstration, or “showing
how to do it in practice”, followed by an indefinite period during which mentoring or advising may be
helpful. The use of one or the other method will depend on training objectives.
Training courses or seminars are likely to include introductory training for new inspectors. The
contents of such training usually include practical information about the regulatory body and its
administrative, financial and management systems, together with appropriate elements of the core technical
competencies, such as relevant environmental law, pollution control and regulatory principles, and legal
procedures.
Other courses or seminars may need to address specific issues for the purpose of professional
development. These may be relevant for both new inspectors and established inspectors. In the first
instance, new inspectors will need to attend courses and seminars in order to complete the development of
their core technical competencies and to build a cluster of technical competencies relevant to their assigned
duties. Established inspectors may need to develop a new cluster of technical competencies upon a change
of assignment or may need to update existing skills.
Such courses and seminars can be delivered in various ways. They may be organised and taught
internally by staff of the environmental inspectorate or by invited lecturers on local or national levels.
Large inspectorates can include stand-alone structural units in charge of designing individual competence
development courses and delivery of professional education. For example, there is a specialised
competence development institute for environmental inspectors within the US Environmental Protection
Agency. While EECCA countries have no such organisational arrangements in place, there are
environment-related institutions for individual competence development in Kazakhstan (see Box 8), for
example, or in Ukraine. Such entities are supported through public funding or are self-sustained.
In some countries, specialised training programmes need to be approved by the central environmental
enforcement authority. Such approval is required in the Russian Federation, for instance. According to the
Federal Environmental, Industrial, and Nuclear Supervision Service, a total of 149 educational institutions
implement formally approved training programmes on environmental security. The Russian Federation
also maintains a national registry of ongoing training programmes, which is a good practice.
Another form of training is sending staff to another institution with a similar mandate (domestically or
abroad) or to an industrial company to gain experience. This approach is adopted for example in Sweden
and Norway.
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Box 8. Individual competence development framework
in the Ministry of Environmental Protection of Kazakhstan
In 2004, a centre for individual competence development was set up within the Environmental Information and
Analysis Centre of the Ministry of Environmental Protection (MEP) of the Republic of Kazakhstan. The training courses
are available to staff of the MEP and other government agencies (in particular those dealing with emergencies, internal
affairs, defence, etc.); to users of environmental services of natural resources; to staff of higher learning institutions
and non-governmental organisations (NGOs); and to other stakeholders. The training centre is operated under the
responsibility of the MEP and is registered with the Civil Service Affairs Agency of the Republic of Kazakhstan (CSAA)
and the Ministry of Education. The general topics of its courses are approved by the CSAA, and an annual training
plan is prepared each year. Training lasts from February through December.
The centre’s programme of courses on specific topics is announced monthly through the MEP’s website and
newsletter Ecolog [Ecologist], and applications are collected. Natural resource users usually send two or three
specialists to selected courses, or groups of 10-15 people. Each trainee’s fee is paid for by the client. Members of the
NGO community and specialists from environment departments of higher learning institutions are trained free of
charge. Two or three complete courses, lasting five business days each, are budgeted by the MEP for state inspectors
and other MEP specialists.
Following the completion of a course, all trainees take a brief exam to review what they have learned and receive
a pro forma certificate signed by the deputy minister of the MEP and the director general of the Information and
Analysis Centre. The certificate is taken into account when the trainees’ qualifications are assessed for receiving a
license for environmental design, environmental review, or audit.
Over the period of 2004-2010, more than 3,000 trainees took part in the centre’s individual competence
development courses.
Source: Kazken Orazalina, Ministry of Environmental Protection of the Republic of Kazakhstan.

More generally, the following questions need to be considered when deciding on how training should
be delivered:


Is the knowledge/skill that staff need to develop currently available within the inspectorate? Do
the employees with the substantive knowledge/skill also have the ability to train other
employees?



What kind of training methods could be used?



Should the inspectorate train trainers or should training be out-sourced?



Does a cost/benefit analysis support out-sourcing?



Will the training be mandatory or voluntary?
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3.5. Calculating training costs
How much does staff training cost? Key parameters that will help to calculate the base cost of training
include the following:


Purposes (substance), form, and duration of training;



Number of staff being trained;



Cost of purchasing training materials for trainees, and of providing premises, equipment, and
other materials;



Calculation of the cost of mentors, development of training programmes, or of bringing in outside
trainers (depending in the form of training); and



Business travel and/or travel costs; such costs can be very high if staff members are sent abroad
for training.

Both direct and indirect costs can be calculated based on the above parameters. Indirect costs
comprise the value of labour time “lost” due to off-the-job training; this can be calculated by multiplying
the number of off-the-job hours with the trainee’s wages (including social security benefits).
The type of training will be another determinant for calculating training costs:


Self-training: This might be the least costly form of training for an inspectorate. The cost for
self-training includes the number of staff engaged in training multiplied by the number of hours
of “lost” labour time (i.e. time spent on training that could have been spent on work, which
lowers individual productivity), multiplied by the trainees’ wages, plus the cost of purchasing
specialised training materials (books, electronic media). Modern technologies have expanded
opportunities for self-training and made the process easier; for example, trainees can use software
with the relevant training programme or, if necessary, find lacking information on the Internet.



On-the-job training: The cost of on-the-job training under the guidance of a more experienced
colleague can be calculated by multiplying the number of trainees and their mentors with the
number of hours of labour time “lost” both by the trainees and their mentors, multiplied by the
trainees’ and their mentors’ wages.



Training at a specialised educational institution: The total cost of training at a specialised
educational institution can be calculated by taking into account the cost of the training
programme and the necessary training materials (if the educational institution itself does not
provide them), the number of trainees, and the number of hours of “lost” labour time multiplied
by the trainees’ wages.



Training provided by outside trainers: The cost of training provided by outside trainers can vary
greatly. For instance, foreign specialists can be expensive because their costs include not just the
training fee, but also business travel expenses (cost of air travel, hotel accommodation, and living
expenses).
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Although cost is a very important factor to consider when choosing among training options (in
particular when training costs can vary so much), this choice should not be determined by finance alone,
but also by training goals. For example, inviting a foreign specialist can be costly, yet this may be
necessary because there are no domestic experts in the required area of expertise.
3.6. Training programme management
Depending upon the size and complexity of the environmental inspectorate, its management may wish
to make special arrangements for the supervision of the training programme. The appointment of a
competent supervisor is likely to ensure that assessments are undertaken when due, appropriate courses or
“on-the-job” training is organised, and personal development plans and training records are kept up to date.
In particular, where accreditation depends on the acquisition and mastery of certain competencies, a
training supervisor can ensure that management is informed of any difficulties that may come to light from
the assessment process.
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ANNEX 1. INDICATIVE COMPETENCE TARGETS FOR INSPECTORATE STAFF:
GENERAL THEORETICAL KNOWLEDGE

Category of staff
Competence elements

High-level
managers

Team leaders

Inspectors

Required level
The role of environmental regulation and compliance assurance
Objectives and value of
environmental regulation and
compliance assurance, including from
an economic and social perspective

intermediate

intermediate

basic

Main phases in the policy life cycle

intermediate

intermediate

basic

The main lines in the evolution of
environmental regulation and
enforcement – nationally and
internationally

intermediate

intermediate

basic

Principles and determinants of effective and efficient regulation
Main elements of the regulatory cycle

intermediate

intermediate

intermediate

Proportionality, consistency, and
credibility

intermediate

intermediate

intermediate

Transparency and accountability

intermediate

intermediate

intermediate

Risk analysis, targeting and
prioritisation more generally

intermediate

intermediate

intermediate

Other principles

intermediate

intermediate

basic

Content and application of Regulatory
Impact Analysis

intermediate

intermediate

basic

Models of compliance behaviour

intermediate

intermediate

intermediate

Analysis of enforceability and the
“Table of Eleven” methodology

intermediate

intermediate

basic

Phasing-in regulatory requirements

intermediate

intermediate

basic

Roots of regulatory failures

intermediate

intermediate

intermediate

Constitutional base for environmental
management

basic

intermediate

intermediate

Horizontal environmental legislation

basic

intermediate

intermediate

Component-specific regulation

basic

intermediate

intermediate

Specifics of large industry’s regulation

basic

intermediate

intermediate

Legal basis
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Category of staff
Competence elements

High-level
managers

Team leaders

Inspectors

Required level
Specifics of small businesses
regulation

basic

intermediate

intermediate

Specifics of non-point source pollution
regulation

basic

intermediate

intermediate

Specifics of natural resources
management

basic

intermediate

intermediate

Administrative law and procedures

basic

intermediate

intermediate

Civil law and procedures

basic

intermediate

intermediate

Criminal law and procedures

basic

intermediate

intermediate

International environmental
conventions (bilateral and multilateral)

basic

intermediate

intermediate

Territorial planning legislation

basic

intermediate

intermediate

Fiscal and budgetary legislation

basic

intermediate

intermediate

Economic (commercial law)

basic

intermediate

intermediate

Governance structure for
environmental management

advanced

intermediate

intermediate

The role of environmental
enforcement authorities within the
country’s environmental management
systems

advanced

intermediate

intermediate

Interaction with line ministries

advanced

intermediate

intermediate

Interaction with authorities at the subnational level

advanced

intermediate

intermediate

Interaction with the non-governmental
sector and public participation
procedures

advanced

intermediate

intermediate

International cooperation, including
the structure and functioning of
relevant international institutions and
counterpart organisations in the
neighbouring countries

advanced

intermediate

intermediate

Key directions of public administration
reform

advanced

intermediate

intermediate

Ethics of public service

advanced

intermediate

intermediate

Institutional framework

Instruments of environmental policy implementation
Environmental impact assessment

intermediate

intermediate

basic

Environmental standards

intermediate

intermediate

basic

Environmental permitting

intermediate

intermediate

basic

Economic instruments

intermediate

intermediate

basic
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Category of staff
Competence elements

High-level
managers

Team leaders

Inspectors

Required level
Information-based instruments

intermediate

intermediate

basic

Environmentally-friendly product
policies and clean production

intermediate

intermediate

basic

Voluntary approaches

intermediate

intermediate

basic

Environmental liability

intermediate

intermediate

basic

Energy and resource efficiency

intermediate

intermediate

basic

Strategic management: prioritisation and planning of activities
Importance of strategic and
operational planning

advanced

intermediate

basic

Analysis of strengths, weaknesses,
opportunities, and threats

advanced

intermediate

basic

Criteria and approaches to establish
overall priorities and articulate
measurable targets for compliance

advanced

intermediate

basic

The hierarchy of planning documents
and their link to budget planning and
performance management

advanced

intermediate

basic

Establishing the responsibilities and
deadlines

advanced

intermediate

basic

Planning internal and external
cooperation arrangements

advanced

intermediate

basic

Annual schedules of planned site
visits and individual work plans

advanced

intermediate

basic

Procedures to monitor, assess and
adjust work plans

advanced

intermediate

basic

Budget planning and management

advanced

intermediate

basic

Key characteristics of a modern
organisational culture

advanced

intermediate

basic

Barriers in internal communication
and approaches to remove them

advanced

intermediate

basic

Management styles and task-maturity

advanced

intermediate

basic

Factors that determine staff behaviour
and commitment

advanced

intermediate

basic

Staff hiring and competence
management, and critical elements in
staff training and appraisal

advanced

intermediate

basic

Time management

advanced

intermediate

basic

Drafting a job description

advanced

intermediate

basic

Determining priorities for staff training

advanced

intermediate

basic

Human resources management
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Category of staff
Competence elements

High-level
managers

Team leaders

Inspectors

Required level
Performance measurement
Main elements of a systemic
approach to performance
measurement

advanced

intermediate

basic

The core set of indicators

advanced

intermediate

basic

Raw data and their structuring

advanced

intermediate

basic

Diagnostic approaches

advanced

intermediate

basic

Information disclosure

advanced

intermediate

basic

Civil service standards in
communicating with stakeholders

intermediate

intermediate

intermediate

Passive and active provision of
information

intermediate

intermediate

intermediate

Effective stakeholder consultations

intermediate

intermediate

intermediate

Citizen compliance monitoring and
litigation (access to justice)

intermediate

intermediate

intermediate

Stakeholder communication

Identification and profiling of the regulated community
Identification and profiling of the
regulated community

basic

intermediate

intermediate

Basic types of data to be gathered
and approaches to gather this
information

basic

intermediate

intermediate

General norms for data quality and
the optimal scope of data gathering

basic

intermediate

intermediate

Key elements of compliance
promotion and specific of compliance
promotion within SMEs

basic

intermediate

intermediate

Quality criteria in communication on
environmental matters

basic

intermediate

intermediate

Communication strategies, forms of
communication, target groups and
their analysis

basic

intermediate

intermediate

Comparative advantages of various
information products

basic

intermediate

intermediate

Objective and subjective chances to
“get caught” when violating
environmental requirements

basic

intermediate

intermediate

Compliance promotion
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Category of staff
Competence elements

High-level
managers

Team leaders

Inspectors

Required level
Compliance monitoring
Major sources of information on
compliance status

basic

advanced

intermediate

Reliability of different sources of
information

basic

advanced

intermediate

Defining a compliance monitoring
strategy

basic

advanced

intermediate

definition and typology of inspection

basic

advanced

intermediate

Specifics of integrated inspections in
comparison with single-medium
inspections

basic

advanced

intermediate

Factors influencing the choice of
inspection approaches

basic

advanced

intermediate

Inspection priorities, frequency and
regulatory effort assessment

basic

advanced

intermediate

Self-monitoring and self-reporting by
operators

basic

advanced

intermediate

The hierarchy of sanctions and public
access to justice

intermediate

intermediate

basic

Enforcement policies (use of a
sanction in certain circumstances)

intermediate

intermediate

basic

Administrative, civil and criminal
enforcement

intermediate

intermediate

basic

Environmental liability

intermediate

intermediate

basic

intermediate

intermediate

intermediate

Purpose and core requirements for
organization of on-site visits

basic

advanced

intermediate

Major stages of on-site visits

basic

advanced

intermediate

Right of entering a facility

basic

advanced

intermediate

Team work during on-site visits

basic

advanced

intermediate

Code of conduct during on-site visits

basic

advanced

intermediate

Management of inspection-related
data

basic

advanced

intermediate

Non-compliance response and liability regimes

Data storage, retrieval and archive systems
Different methods of data storage,
data retrieval and archive systems for
environmental permitting, inspection
and enforcement
Critical points in organising on-site visits
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Category of staff
Competence elements

High-level
managers

Team leaders

Inspectors

Required level
Preparation of an on-site visit
Steps in preparing an inspection

basic

advanced

intermediate

Information sources

basic

advanced

intermediate

Development of the inspection plan

basic

advanced

intermediate

Inspection notification

basic

advanced

intermediate

Clearances and liaison work

basic

advanced

intermediate

Inspection tools

basic

advanced

intermediate

Risk identification and safety
precautions

basic

advanced

intermediate

Entry and the opening meeting

basic

advanced

intermediate

Examination of the facility

basic

advanced

intermediate

Preliminary evaluation of findings

basic

advanced

intermediate

Closing meeting

basic

advanced

intermediate

Particularities of visits in response to
incidents

basic

advanced

intermediate

Checklists guiding on-site inspection

basic

advanced

intermediate

Definition

basic

advanced

intermediate

Classes of evidence

basic

advanced

intermediate

What should be documented?

basic

advanced

intermediate

Interviewing

basic

advanced

intermediate

Field notes

basic

advanced

intermediate

Photographs and videos

basic

advanced

intermediate

Samples

basic

advanced

intermediate

Basics of effective personal
communication

basic

advanced

intermediate

Interviewing

basic

advanced

intermediate

Negotiation

basic

advanced

intermediate

Conflict handing

basic

advanced

intermediate

When, why, and how to take a sample

basic

basic

basic

Making a sample plan

basic

basic

basic

Conducting the on-site visit

Evidence: theory and practice

Personal communication as an inspector’s tool

Basic sampling procedures
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Category of staff
Competence elements

High-level
managers

Team leaders

Inspectors

Required level
Sampling attendees

basic

basic

basic

Sample identification and
documentation

basic

basic

basic

Safety precautions during sampling

basic

basic

basic

Sample storage, transport, and
preservation

basic

basic

basic

Sampling equipment

basic

basic

basic

Sample reporting

basic

basic

basic

Characteristics and content of an
inspection report

intermediate

advanced

basic

Inspection follow-up

intermediate

advanced

basic

Inspection report and follow-up

Note: The table identifies three following levels of competence: “basic” level: having general notions and being able to apply
new knowledge under supervision; “intermediate” level: showing good understanding of the issue and the ability to apply new
knowledge independently; “advanced” level: acquiring knowledge at the level sufficient to play a leading role, e.g. advise,
train, and supervise other staff.

37

ANNEX 2. INDICATIVE COMPETENCE TARGETS FOR INSPECTORATE STAFF: SKILLS,
PRACTICAL WORK COMPETENCIES AND PERSONAL ATTRIBUTES

Category of staff
Competence elements

High-level managers

Team leaders

Inspectors

Required level
Drafting documents
Draft documents in a grammatically and
stylistically correct manner

intermediate

intermediate

intermediate

Use tools that assess the feasibility and
enforceability of draft laws

intermediate

intermediate

intermediate

Apply risk analysis

basic

basic

basic

Apply cost benefit analysis

basic

basic

basic

Prepare clear and concise presentations

intermediate

intermediate

intermediate

Draft press-releases

intermediate

intermediate

basic

Prepare Terms of Reference

intermediate

intermediate

basic

Review Terms of Reference

intermediate

intermediate

basic

Compile and edit documents based on
inputs provided by several colleagues

intermediate

intermediate

basic

basic

intermediate

basic

Present data in a visual form (charts,
tables, figures, etc.)

intermediate

intermediate

basic

Retrieve necessary information effectively

intermediate

intermediate

intermediate

Interact with citizens using a simple,
correct, and clear language

intermediate

intermediate

intermediate

Speak in public / deliver presentations

intermediate

intermediate

basic

Listen and understand others’ viewpoint

intermediate

intermediate

intermediate

Convince people using robust arguments

intermediate

intermediate

intermediate

Establish and maintain work relations with
people in other organisations, nationally or
internationally

intermediate

intermediate

intermediate

Represent the organisation externally (e.g.
explain its goals, activities, achievements,
or identify common interests)

intermediate

intermediate

intermediate

Make difficult subjects understandable for
others

intermediate

intermediate

intermediate

Application of specific methods of analysis

Data collecting and proceeding
Verify and validate data

Communications skills
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Category of staff
Competence elements

High-level managers

Team leaders

Inspectors

Required level
Provide constructive criticism tactfully

intermediate

intermediate

intermediate

Moderate a compromise

intermediate

intermediate

intermediate

basic

intermediate

basic

Prepare work plans

intermediate

intermediate

intermediate

Delegate tasks

intermediate

intermediate

basic

Implement more than one task at the
same time

intermediate

intermediate

basic

Coordinate different tasks done by
different people

intermediate

intermediate

basic

Set priorities and targets for yourself

intermediate

intermediate

intermediate

Identify and involve relevant stakeholders

intermediate

intermediate

intermediate

Establish priorities for other people

intermediate

intermediate

basic

Assess others’ performance

intermediate

intermediate

basic

Provide feedback

intermediate

intermediate

intermediate

Give others the opportunity to express
themselves

intermediate

intermediate

intermediate

Consult colleagues

intermediate

intermediate

intermediate

Organise procurements

intermediate

basic

basic

Assess tender documentation

intermediate

basic

basic

Knowledge of one foreign language

intermediate

intermediate

intermediate

Knowledge of two and more foreign
languages

basic

basic

basic

Using computer for the basic work:
creating and storing documents (work with
basic programs like Word, Excel,
PowerPoint)

intermediate

intermediate

intermediate

Using computer as communication tool
(Internet, e-mail)

intermediate

intermediate

intermediate

Using computer for research, treatment
and analysis of information (data base of
governmental bodies and international
organizations)

intermediate

intermediate

intermediate

Using computer for self-training (on-line or
using CD)

intermediate

intermediate

intermediate

Remember and keep promises

intermediate

intermediate

intermediate

Handle stress

intermediate

intermediate

intermediate

Manage own time

intermediate

intermediate

intermediate

Conflict resolution / Act as a mediator
Planning and management

Knowledge of foreign languages and computer skills

Personal abilities
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Category of staff
Competence elements

High-level managers

Team leaders

Inspectors

Required level
Recognise situations that may affect
integrity and keeping integrity

intermediate

intermediate

intermediate

Applying constructive thinking and
common sense

intermediate

intermediate

intermediate

Acting objectively

intermediate

intermediate

intermediate

Working effectively under pressure

intermediate

intermediate

intermediate

Self-confidence

intermediate

intermediate

intermediate

Being a team player

intermediate

intermediate

intermediate

Note: The table identifies three following levels of competence: “basic” level: having general notions and being able to apply new
knowledge under supervision; “intermediate” level: showing good understanding of the issue and the ability to apply new knowledge
independently; “advanced” level: acquiring knowledge at the level sufficient to play a leading role, e.g. advise, train, and supervise other
staff.
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ANNEX 3. MAIN STEPS OF TRAINING NEEDS ASSESSMENT

This Annex presents a methodology for developing training programmes. The methodology, which has
been adapted from the approach used by the Dutch Environmental Inspectorate, assumes that a certain level of
individual capacity is already present. In the case of newly established inspectorates, it will require further
adaptation. The proposed methodology consists of ten steps:
STEP 1: Inventory of thematic coverage and functions
The first step is to look at the overall framework for environmental regulation and enforcement, and at
environmental priorities. The task mostly involves reviewing available documents and compiling a list of
issues that reflect:


The government’s environmental and regulatory priorities, including prioritising components and
sectors;



Evolution of the legal framework (environmental and, more generally, administrative and criminal
law):
 Areas of regulation where legal acts have undergone changes over the last few years; and
 Areas of regulation where new legal acts are planned.



Evolution of environmental issues:
 Emerging industrial sectors and related environmental problems;
 Segments of the regulated community that are experiencing fast growth (or increasing
contribution to environmental pollution and degradation) and possible specifics in their
regulation; and
 New pollutants with high environmental and health risks.

Also, at this stage, the environmental inspectorate should make a full inventory of existing functions and
likely/desired changes in its mandate.
STEP 2: Description of competence profiles
Results from the inventory will form a basis for preparing or, more often, clarifying the competence
profiles (i.e. setting the quality targets for staff training). The description of competence profiles will cover
both knowledge and skills. (Annexes 1 and 2 present examples of competence profile descriptions).
STEP 3: Definition of priorities for competence development
The next step is to establish priorities, i.e. make clear the comparative importance of various areas from a
competence development perspective. These priorities may be established as follows:
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High priority: areas of major importance at present and in the future;



Medium priority: areas where current importance is minor but which will increase in the future, or
current importance is major but will decrease in the future; and



Low priority: areas with steadily diminishing importance.

STEP 4: Definition of the desired level of training and number of staff to be trained
This step defines in general terms the quantitative targets for staff training:


Basic level: to be achieved by 100% of staff within the environmental inspectorate (or a specific
unit);



Intermediate level: to be achieved by X people, e.g. 2-3 in the central office and 1-2 people in each
territorial unit of the inspectorate; and



Advanced level: to be achieved by Y people, e.g. 1-2 overall (or to be outsourced).

In order to guarantee the efficiency of investment in training activities, it is important to determine
whether the inspectorate needs people with an advanced level of training in specific areas and issues.
Normally, this will be the case for the functional cluster but is less important for the topical cluster.
STEP 5: Inventory of current allocation of human resources and levels of staff competence
Each staff member will be required to complete an “individual competence matrix”. For selfassessments, it is recommended to establish five levels:


Do not know;



General awareness;



Know in detail;



Know and can apply this knowledge in practice; and



Know and can teach others.

STEP 6: Assessment of the competence gap
The data obtained through self-assessments should then be validated and compiled in a summary table.
By comparing the actual number of staff members who have the necessary knowledge and skills with the
desirable number, the competence gap can be determined (i.e. the number of staff members who need to be
trained).
STEP 7: Definition of the training approach
The next step is to define the training approach to be used – individual or collective, or a combination of
the two. The key criteria used to this end will include: (i) the size of the target audience; (ii) effectiveness of
individual training compared to collective learning; and (iii) resources available for staff training.
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STEP 8: Creation of the competence development programme
Based on the outcomes of Steps 1-7, the environmental inspectorate will be able to create a training
programme. The programme should cover the needs for both refreshment training and training of new staff.
STEP 9: Assessment and allocation of internal resources
The environmental inspectorate needs to define what budgetary resources are required and could be
allocated for implementing the training programme. This should cover allocation of internal resources (staff
time, travel money, learning materials, etc.) or funds to procure external services.
STEP 10: Definition of technical assistance needs
In certain cases, training can be provided by donor countries and institutions. Therefore it will be
important to link capacity development assistance with training priorities. To this end, the environmental
inspectorates will need to clearly communicate their priorities to donors.
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ANNEX 4. A POSSIBLE CHECKLIST TO ASSESS THE KNOWLEDGE OF KEY EUROPEAN
UNION LEGISLATION IN THE FIELD OF ENVIRONMENTAL MANAGEMENT

LEGAL ACT

Do not
know

Cross-cutting legislation
Directive 85/337/EEC on the assessment of the
effects of certain public and private projects on the
environment
Directive 2001/42/EC on the assessment of the
effects of certain plans and programmes on the
environment
Regulation 761/2001/EC on eco-management and
audit scheme (EMAS)
Recommendation 2001/331/EC of the European
Parliament and of the Council of 4 April 2001
providing for minimum criteria for environmental
inspections in the Member States
Directive 2004/35/EC on environmental liability
Legislation on waste management
The waste framework directive (2008/98/EC)
Directive 1999/31/EC on restrictions on the
landfilling of waste
The waste shipment Regulation (EC) No
259/93/EEC
Regulation (Euratom) 1493/93 and Directive
2006/117/Euratom on the supervision and control
of shipments of radioactive waste and spent fuel
Directive 2006/66/EC on disposal of spent
batteries and accumulators
The end-of-life vehicles (ELV) Directive
2000/53/EC
Directive 2002/96/EC on waste electrical and
electronic equipment (WEEE)
Directive 2002/95 on the restriction of the use of
certain hazardous substances in electrical and
electronic equipment
The packaging and packaging waste Directive
(94/62/EC, with amendments 2004/12/EC)
Directive 2006/21/EC on the management of waste
from extractive industries
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General
awareness

Know in
detail

Know and
can apply
this
knowledge

Know and
can teach
others

LEGAL ACT

Do not
know

General
awareness

Know in
detail

Know and
can apply
this
knowledge

Know and
can teach
others

Directive 86/278/EEC on the protection of the
environment, and in particular of soil when sewage
sludge is used in agriculture
Legislation on water management
Water framework Directive (2000/60/EC)
Directive 2006/116/EC on the protection of
groundwater against pollution and deterioration
Directive 98/83/EC on drinking water
The new bathing water Directive (2006/7/EC)
Directive 79/923/EC on the quality required for
shellfish waters and Directive 78/659/EC on the
quality of fresh waters needing protection or
2
improvement in order to support fish life
Directive 91/271/EC (as amended by 98/15/EC)
concerning urban waste water treatment
Directive 91/676/EEC concerning the protection of
waters against pollution caused by nitrates from
agricultural sources
Directive on environmental quality standards in the
field of water policy (2008/105/EC)
Directive 2007/60/EC on the assessment and
management of flood risks
Marine Strategy Framework Directive 2008/56/EC
Legislation on air quality and climate change
Directive on ambient air quality and cleaner air for
Europe (Directive 2008/50/EC)
Directive 2001/81/EC on national emission ceilings
for certain atmospheric pollutants
Directive 2002/49/EC, relating to the assessment
and management of environmental noise
EU’s Emission Trading Scheme (ETS) established
by Directive 2003/87/EC
Legislation on nature protection
Directive 79/409/EEC on the conservation of wild
birds
Directive 92/43/EEC on the conservation of natural
habitats and of wild fauna and flora
Legislation on chemicals
Regulation (EC) No 1907/2006 on the Registration,
Evaluation, Authorisation and Restriction of
Chemicals (REACH)

2

Codified versions of both Directives were adopted in 2006 (2006/113/EC and 2006/44/EC). Both of them will be repealed by the WFD in
December 2013
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LEGAL ACT

Do not
know

General
awareness

Know in
detail

Seveso II Directive as amended by Directive
2003/105/EC
Directive 79/117/EEC sets out restrictions on the
marketing and use of plant protection products
(pesticides)
Regulation (EC) No 396/2005 setting limits on
pesticide residues in food
Directive 91/414/EEC on the placing of plant
protection products
Directive 98/8/EC establishes controls over the
marketing and use of biocides (nonagricultural
pesticides)
Directive 87/217/EEC on the prevention and
reduction of environmental pollution by asbestos
and Directive 91/382/EC and 2003/18/EC which
aim to protect workers against the dangers of
asbestos
Regulation (EC) No 648/2004 on detergents
Regulation (EC) No 1980/2000 establishing a
voluntary scheme for the award of eco-labels
Legislation on industry regulation and energy efficiency
Directive on integrated pollution prevention and
control (IPPC) (2008/1/EC, previously 96/61/EC)
Directive 2001/80/EC on the limitation of emissions
of certain pollutants into the air from large
combustion plants
Directive 1999/13/EC on the limitation of emissions
of VOCs
Directive 92/75/EEC on a Community wide energy
labelling scheme for household appliances
Directive 2005/32/EC establishing a framework for
the setting of eco-design requirements for energyusing products
OTHER LEGAL ACTS, PLEASE SPECIFY
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Know and
can apply
this
knowledge

Know and
can teach
others

ANNEX 5. A POSSIBLE CHECKLIST TO ASSESS THE KNOWLEDGE OF KEY
INTERNATIONAL LEGISLATION IN THE FIELD OF ENVIRONMENTAL MANAGEMENT

INTERNATIONAL CONVENTIONS AND
PROTOCOLS

Do not
know

Climate change and ozone protection
Vienna Convention for the Protection of the Ozone
Layer
United Nations Framework Convention on Climate
Change (UNFCCC)
Kyoto Protocol on climate change
Montreal Protocol on Substances that Deplete the
Ozone Layer
Air pollution
Convention on Long-range Transboundary Air
Pollution
Water resources management
United Nations Convention on the Law of the Sea
(UNCLOS)
Convention on the Protection and Use of
Transboundary Watercourses and International
Lakes
Ramsar Convention on Wetlands
Desertification
United Nations Convention to Combat
Desertification (UNCCD)
Biodiversity
Convention on Biological Diversity (CBD)
Convention on the Conservation of Migratory
Species of Wild Animals (CMS or Bonn
Conversion)
Convention on International Trade in Endangered
Species of Wild Fauna and Flora (CITES)
Industrial pollution and transboundary impact
Convention on Environmental Impact Assessment
in a Transboundary Context
Stockholm Convention on Persistent Organic
Pollutants (POPs)
Convention on the Transboundary Effects of
Industrial Accidents
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General
awareness

Know in
detail

Know and
can apply
this
knowledge

Know and
can teach
others

INTERNATIONAL CONVENTIONS AND
PROTOCOLS

Do not
know

General
awareness

Know in
detail

Public participation
Convention on Access to Information, Public
Participation in Decision-making and Access to
Justice in Environmental Matters
OTHER CONVENTIONS AND PROTOCOLS, PLEASE SPECIFY
Source: Websites of the respective conventions.
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Know and
can apply
this
knowledge

Know and
can teach
others

ANNEX 6. INDIVIDUAL TRAINING PROGRAMME FORM AND PRACTICAL TRAINING IN
THE RUSSIAN FEDERATION

Approve
_________________________________________
(position, full name, and signature)
«_____»______________200___

TRAINING
Programme
_______________________________________
(position, full name, and signature)

1. General theoretical training
No.

Topic
name and
content Total

Number of hours

Planned
Completion
calendar
check (dated)
of which:
duration of topic
review from
Independent Consultation
until
studies

2. Special theoretical training
No. Topic name
and content

Number of hours
Total

Planned calendar
duration of topic
review from until

of which:
Independent
studies

Completion
check (dated)

Consultation

3. Practical training (attending professional training courses)
No.

Activity
(job)

Planned calendar duration topic review
from until

Responsible person: ____________________________

49

Completion check
(dated)
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GUIDANCE ON INDIVIDUAL COMPETENCE DEVELOPMENT
WITHIN ENVIRONMENTAL INSPECTORATES
OF EASTERN EUROPE, CAUCASUS AND CENTRAL ASIA

The current Guidance presents the key elements of a systemic approach to individual
competence development and covers the entire cycle – from hiring to regular
performance assessment. The step-by-step description of training programme
development, presented in the Guidance, can support and simplify the planning of
training activities. For the same purpose, the Guidance lists indicative competence
targets for inspectorate staff (including managers), which cover not only theoretical
knowledge, but also practical skills and abilities. The Guidance also includes two
checklists to assess inspectorates’ awareness of international environmental
legislation, including that of the European Union. The latter is important for countries
that aim to bring their own legislation in line with European environmental requirements
and will help them to explore the human resources-related aspects of law enforcement
capacity in this area. The Guidance presents numerous examples of good practices
from EECCA countries and some examples from OECD countries.

Environmental Performance and Information Division
Environment Directorate, OECD
E-mail: env.contact@oecd.org
www.oecd.org/env/eap

