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1. Introduction

The INTREP project aims at producing international reports in DG MARE on the basis of harmonized aggregated input reports (monthly CR) from MS. 
This project is a part of the Integrated Fisheries Data Management (IFDM) Programme (Ares (2011) 396740). 

The INTREP project has been identified as a priority for 2012 in the document "IFDM priorities and projects for 2012 and beyond" (Ares (2012)70147).
1.1. Project summary

1.1.1. Start date

1/4/2012 (subject to approval of the IT Steering Committee) 
1.1.2. End date
1/04/2013
1.1.3. Deliverables:

· IT integration of the aggregated reports of FPAs and RFMOs into the DWH

· Time table for introducing the use of the Monthly CR for each individual RFMO and FPA;

· A document describing standard legal phrases for data management as inputs tope agreements/protocols and RFMOs legal acts;

1.1.4. Benefits:

· Improved data quality; 

· Cost saving;

· Respect of reporting deadlines.
1.1.5. Costs:

· 0,5 FTE in B2 during 1 year
· Xxx FTE developments of F3
· XXX for Member States?
1.1.6. Project manager/unit

M. Stulgis – MARE Unit B2
2. Problem statement 
2.1. Business problem description

Currently, each Regional fisheries management organization (RFMO) or Fisheries partnership agreement (FAP) reporting demand is directly translated into an identical demand towards Member States. In some cases DG Mare collates all individual contributions received from Member States and prepares a single aggregated report for the RFMO. In other cases vessels or Member States report directly to third parties. With 13 RFMO and 17 FPA often creating their own formats, and MS creating their own style for replying to these demands, this has been a very difficult situation for many years (picture 1). 
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The RFMO/FPA aggregated reporting was studied within the TCR project, an analysis of the EU data exchange requirements in an international context. The project's final report (Ares(2012)251840) identified a list of issues and possible ways forward. 

2.2. Proposed solution
The solution proposed is to develop new processes, de-coupling the data supplied by Member States from the reporting requirements towards the external parties. Member States will be offered two standard options for reporting to the Commission: the monthly CR for aggregated data or ERS for individual vessel data. On the basis of this input DG Mare will then produce, with the data warehouse (DWH), the reports requested by the RFMOs and third countries. This approach allows automating business processes and gives an important simplification for Member States (picture 2).
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If an RFMO or FPA requires detailed vessel reporting from EU vessels, the EU ERS solution will be promoted to the extent possible. The current project foresees, as one of the deliverables, a harmonized legal wording that can used for electronic vessel reporting in external agreements.  
2.3. Expected business results

The business will have cost benefits from simplified and harmonized reporting. With the standard reception of input reports the data quality will improve and verification of deadlines for delivery will be automatic. Through the integration of the reporting in the Data Warehouse quota management will be improved. 

For international negotiations the better quality and reliability of the data will allow stronger positions and better negotiation results. The standard legal texts will also help in negotiations if reporting new formats are discussed, to arrive to inexpensive solutions for EU Member States. 

3. Project description
3.1. Basis

 Integrated Fisheries Data Management (IFDM) Programme (Ares (2011) 396740). 
3.2. Project objectives
The INTREP objective is to achieve a harmonized  reporting from MS to the Commission and, where possible, from Commission to RFMOs/FPAs. 
3.3. Project scope
The project covers the aggregated catch data to be transmitted from the MS or the Commission to the RFMOs or third countries.

The project does not focus on individual vessel reporting. However, as some aggregated reports contain individual vessel data the individual vessel reporting is not completely excluded.  
3.4. Project deliverables

3.4.1. IT integration of the aggregated reports of FPAs and RFMOs into the DWH
This deliverable concerns the IT development needed to produce FPA or RFMO reports on the basis of the standard monthly CR.
3.4.2. Time table for introducing the use of the Monthly CR for each individual RFMO and FPA
All RFMOs will be consequently ordered into the categories according to the mapping results of the TCR project and considering various reasons, like, calendar of the corresponding international negotiations, state of the IT developments in each particular RFMO, FPA and other
3.4.3. Document describing standard legal phrases
This deliverable is a document describing standard legal phrases for electronic vessel data exchanges to be used for FPA agreements/protocols and RFMOs legal acts;

3.5. Success criteria

The project will lead to a simplified, reduced and whenever possible – to automated reporting from MS to the Commission and from the Commission to external partners.

All deliverables are completed and project accepted by management.

3.6. Assumptions
Project stakeholders (mainly – relevant MARE units) recognise the need for a simplified and streamlined data management based on accurate and timely data.
3.7. Constraints

Daily business must continue. It is not possible to stop reporting.

In international organisations and FPA agreements COM is only one of the parties, and can not impose its formats unilaterally. 
3.8. Risks

Proper IT and human resources are not allocated to the project, leading to delays.
Certain resistance from non-EU stakeholders might be expected if EU formats are proposed for reporting in international waters.
3.9. Estimated cost benefits:

Presently each MS has to regularly report to RFMO or third countries, mostly via the Commission. Currently, it means 30 different and manual reports, with a different frequency, in different data transmission formats and using different data transmission ways. In practice, it means a person in each MS to manually compile and transmit those reports. For all 22 Member States together we estimate this at 660.000 € per year.

As regards Commission, DG Mare is now roughly spending 3 FTE a year on collecting, compiling, cross-checking and sending the reports. One should also take into account that these reports are often strongly contested by the RFMO, or FPA, which leads to follow up work. The manual work in MARE and MS, and the related quality problems, would almost disappear and resource needs would halve if this project will reach its objectives.

Table 1. Overview of the annual costs and benefits from the current project

	Stakeholder 
	Current costs
	Future costs
	Expected benefits

	Each Member State
	Manual processing – 30.000€

	0€


	30.000€



	Commission (MARE)
	3 FTE (full time equivalent) 
	1,5 FTE
	1,5 FTE


4. Governance Information

4.1. System Owner

The Integrated Fisheries Data Management Unit (B2) of DG MARE represented by the Head of Unit, Mr B. Kloppenborg, is the system owner.

4.2. System supplier

The IT section of the HR unit (F3) of DG MARE is the system supplier. It is represented by its IRM, Mr E.A. Pena Fernandez.

4.3. Approving authority

The approving authority is the DG MARE IT Steering Group (ITSG) chaired by the Director General, Ms L. Evans. 

4.4. Stakeholders

Key project stakeholders are EU Member States involved into the fisheries in RFMO or 3rd country waters as well as DG MARE units dealing with international catch data management (including data users), international negotiations and IT developments. RFMOs and 3rd countries will benefit from more timely and accurate reports. 
4.5. Project team

A project steering group including a representative of the system owner and a working group with business and IT key users have also been created in the context of the project governance.
	Program leader
	F. Callewaert
	Unit

	Business project leader
	M. Stulgis
	B2

	IT project leader
	
	F3

	Team member 1
	D. Claeys 
	B2


4.6. Project organisation and stakeholder consultation

The project is managed in accordance to the rules of the IFDM programme.

· Consultation of MS stakeholders is taking place in the monthly meetings with Member States

· Internal stakeholders are consulted in the TG 5 meetings

· When appropriate, the IT Steering Committee is requested to endorse decisions and is informed of progress and difficulties encountered.

· The business project leader can organise ad-hoc meetings with stakeholders to investigate specific matters.
5. Roadmap

Please see project schedule attached
6. COSTS (to be provided by unit F3 asap)
6.1. Resource implications

Resources needed for project management, analysis…. By B2 or other business units of DG Mare
6.2. Estimated IT effort
Total cost of system ownership
 for this project.
	Year
	20XX
	20XX
	20XX
	20XX
	20XX

	Development
	
	
	
	
	

	Maintenance
	
	
	
	
	

	Support
	
	
	
	
	

	Training
	
	
	
	
	

	Infrastructure (hosting, licences…)
	
	
	
	
	

	TOTAL
	
	
	
	
	


Total cost of business ownership for this project 

	Year
	20XX
	20XX
	20XX
	20XX
	20XX

	Change management
	
	
	
	
	

	Start up costs
	
	
	
	
	

	Coordination
	
	
	
	
	

	Training
	
	
	
	
	

	TOTAL
	
	
	
	
	


6.3. IT funding source

Budget line 11.0802
6.4. Approach towards corporate, common systems and reusability

2 existing data exchange systems from MS to COM are reused: aggregated Monthly CR or the electronic vessel reporting - ERS.
Reports to be sent to the international partners will be generated by the data warehouse.
7. Related documentation

7.1. TCR project brief
7.2. TCR project final report
8. Version and history 

	Version
	Author
	Date

	
	
	

	0.2
	B. Kloppenborg
	07/03/2012

	0.1
	M. Stulgis
	02/03/2012

	Notes
	First draft
	


� Total Cost of Ownership: In principle, this should include investments and costs at IT and business side for the whole life of the project until its final phase out.  However, the business costs are, at this moment, not usually estimated and are considered as optional for the moment.  To establish a basis for comparison, TCO is currently defined as all the costs (design, construction and deployment) as well as the running costs (maintenance, support, training, hosting, licences…) for the first five years of the project.  These costs should distinguish between the "costs" of Commission staff (expressed in FTE) and the other cots (in k€).
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