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Presenter
Presentation Notes
Introductions. Presenting final report and deliverables for the Odour Management Project. 
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1. Odour Management Project Background 
2. Project Vision, Scope and Membership
3. Overview of the Good Practices Guide and work of the 

task groups
4. Lessons Learned and Continuous Improvement
5. Recommendations and Decisions

OVERVIEW
OMT Final Presentation

Presenter
Presentation Notes
Quickly address - Presentation outline today.
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 September 2012: Board reviews of Statement of Opportunity and approves the 
formation of a working group to develop a Project Charter.

 March 2013: Board approves project charter and formation of the project team 

 June 2013: first meeting of Odour Management Team (OMT)

Vision for Odour Management in Alberta:

 There is a comprehensive framework for odour management in Alberta

Goal for the Project Team:

 To create a good practice guide for assessing and managing odour in Alberta.

Background, Vision and Goal
Odour Management Project

Presenter
Presentation Notes
{this history has been discussed before – highlight for Board}
In September 2012, the Board reviewed the Odour Management Statement of Opportunity and approved the formation of a multi-stakeholder working group to further screen and scope the issue and develop a Project Charter.
The Odour Management Working Group, formed in January 2013, designed a process that would assist a larger group of stakeholders to engage in a focused discussion to advance odour management in Alberta.  The working group obtained regular feedback from its sector members and this input was incorporated into the project charter. 
The CASA Board approved the charter in March 2013 and established the project team to begin work; the Odour Management Team (the OMT) first meeting was in June 2013.
The Project Charter outlined a timeline of 18-22 months with an anticipated completion date of April 30, 2015. At the December 2014 Board meeting, the OMT reviewed the timeline and requested a deadline extension of two months to June 30, 2015 and presentation of their final report to the Board in September 2015 (today). 
The OMT have met the extended timeline and this project work occurred over 26 months. 
The primary audiences for the work was governments, industries, and airsheds, but materials were created so as to be easily understood by and useful to members of the public. 
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People - Consultants were hired to 
help create pieces of, and 
compile/design the “Good Practices 
Guide”, but this project was a “people” 
project in that all 3 stakeholder groups 
committed a large amount of “people” 
time to the project and have done a lot 
of topic specific work 

Membership and Process

CASA - The CASA Secretariat has 
provided excellent project 
management/ support to keep the 
project on time, on budget and to 
facilitate and co-ordinate the many 
elements of the project 

Odour Management Team

Interests - While there are some 
differences of opinion on the approaches 
that should be used to manage odours
everyone shares the common interest of 
better/more effective odour management

Synergy - This Project is an excellent 
example of synergy at work in that all 
the project team and task group 
participants have contributed 
something unique/valuable to the 
process and the products of from the 
Project will hopefully reflect this

Presenter
Presentation Notes
The OMT and the task groups all express their satisfaction with CASA’s multi-stakeholder, consensus-based approach, which was especially useful and beneficial in producing the project deliverables. This process encouraged all members to contribute collaboratively and constructively and to provide value-added comments and advice. 

There were several positive comments about the project work and the group of people that gave so much for the project. 

I liked Carolyn’s comments: “In my opinion it is the best work I have seen on odour ,you all did an awesome job, it was intense , emotional . argumentative , fun ,exhilarative , thought provoking and thanks for getting to know all of you smart minds , respectfully Carolyn”

Over 60 people were involved in the development of these products over the life of the project. 
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1. Health

2. Prevention & Mitigation

3. Assessment

4. Enforcement & Regulation

CASA’s Odour Project
7 Areas of Focus

5. Complaints

6. Education, Communication 
& Awareness

7. Continuous Improvement

Presenter
Presentation Notes
{this has been outlined to the board before – highlight}
The Project Charter outlined objectives for each of the topics. To understand and address odour issues it was felt that seven cross-cutting topics needed to be explored as listed.  Task groups were created for topics 1 through 5. The task groups were responsible to the larger Odour Management Project Team. 
The remaining two topics – Communications and Continuous Improvement – were relevant to all five topics, the OMT chose to ask each task group for advice in these areas rather than establish specific task groups to address these two topics. Work was completed at the team level. The team has incorporated this advice into both the Communications Plan [appendix to the Final Report] and the Final Report itself. 
The five task groups comprised members of the OMT as well as other individuals from stakeholder groups who had experience or expertise in each associated topic. 
Some of the top consultants in odour management were engaged to help identify tools and strategies in each of the 5 areas.
Each of the task groups also prepared final reports that described the process they went through and the opportunities and challenges they encountered.
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Final Report and Recommendations:

• Final report and any SMART (specific, measurable, action-oriented, realistic and 
time-bound) recommendations

• Identify and prioritize any further work

Good Practice Guide:

• Used to communicate the results of the project team as well as the “toolkit” resulting 
from their work

• The purpose of the GPG is that people involved in odour management or an odour 
issue can easily access the work of the project team and apply it.

Odour Project Deliverables
Odour Management Team 

Presenter
Presentation Notes
A reminder that the OMT worked towards two main deliverables. The first is our final report and recommendations. 

The second is a Good Practices Guide for assessing and managing odour.  This is the aggregate of all the tools and concrete pieces that have been and will be developed in one glossy communications package.

The board received both in their supplementary packages; the Final Report includes a Communications Plan; we will discuss the Guide and its development next



GOOD PRACTICES GUIDE

Goal: To create a good practices
guide for assessing and managing 
odour in Alberta

• Assess and recommend national 
and international best practices 
applicable in the Alberta context

• Capture individual task group work

• Offer practical tools and 
approaches

• Be clear, concise and user friendly

• Provide keys/roadmaps to guide 
tool selection and use

Principles

Presenter
Presentation Notes
Once we had the work of the consultants, the next challenge was how to collate it in such a way that people could make good use of it.

Each of the consultant’s reports was focused on odour management within the Alberta context, but we feel the information is applicable to other jurisdictions as well.

We wanted an easily accessible product that contained good practices from Alberta, nationally and internationally.  While the focus is on tools that are relevant in an Alberta context, it is applicable to all sectors and to jurisdictions beyond Alberta. 

It communicates the results of project team’s work and that of all the task groups. It is clear and concise, providing an overview of odour management and linking back to resources with more detail. It provides information on a range of practical tools that could support odour assessment and management in Alberta as well as guidance on when, where and how each tool should or could be used.
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• Understanding Odour

• Odour and Health

• Odour Prevention & Mitigation

• Odour Assessment

• Odour Management (Regulation)

• Odour Complaints

Structure of the guide
Key sections

Presenter
Presentation Notes
The guide was structured to provide information about the key areas related to odour.
Understanding Odour /Odour and Health - An important step in managing odour is developing an understanding of its properties, frequency and duration of occurrence, sources, and impact on health and well-being. 
Odour Prevention and Mitigation – There are various prevention and mitigation tools that can be used depending on the circumstance. Their selection is often guided by information obtained from the use of odour assessment tools.
Odour Assessments – There are many reasons to conduct an odour assessment and the tools used to do so depend on the purpose of the assessment.
Odour Management – This involves the application of the appropriate regulatory or voluntary approaches to effectively manage odour, and there are many possible approaches.
Odour Complaints – Receiving, understanding and effectively addressing odour complaints is a very important part of odour management.





UNDERSTANDING ODOUR

Summary of elements that are essential 
to the understanding and 
characterization of odours and odour 
events

Presenter
Presentation Notes
[read slide]

While general in nature, this section of the guide is intended to provide anyone dealing with odour management, or experiencing odour issues, with the basic information necessary to understand the nature of odours and some of complexities associated with managing them. The information in the guide is a high level overview of some of the factors that need to be considered when looking at the impact of odour on health. It also provides an overview of the anatomy and physiology of the human olfactory system. 

The Health Task Group work provided information for this section. 




HEALTH TASK GROUP

 Task Group Members prepared a 
table of contents and then drafted 
each section of the Backgrounder 
and gathered information about 
currently available tools for tracking 
the health-related impacts of odour.

 Members developed a prototype 
tool - reviewed and discussed and 
pilot-tested it for usability.

Backgrounder and Tool

Presenter
Presentation Notes
The task group developed a backgrounder on odour health literature review and a Symptom and Odour Tracking tool themselves, based on consensus agreement. 

The members conducted a literature search using numerous databases. The Task group members drafted sections and worked collaboratively to refine the content and align it with the objectives and vision of the project. A writer was hired to edit the document for readability and prepare an executive summary and glossary. 
 
The tool was developed an pilot tested with a small internal group. It is intended to help individuals speak to their health care professional about their odour-related symptoms and not to validate or prove causation. At some future time, the tool could possibly be used to collect research data.



ODOUR PREVENTION

Outlines actions and tools to
prevent or mitigate odorant 
releases and/or nuisance odour 
events

Presenter
Presentation Notes
Prevention and mitigation can be described as a suite of tools used to prevent or lower odorant emissions or reduce the occurrence of adverse odour effects. 

This guide has identified 10 types of prevention and mitigation tools, along with a list of benefits and considerations for each.

The guide provides a brief description of tools that can be used, but in depth information can be found in the consultant’s report.



PREVENTION/MITIGATION TASK GROUP

Review of Odour Prevention and 
Mitigation Tools for Alberta report 
supports Task Group objectives by:

 Providing an introduction to the role of 
prevention and mitigation within odour 
management; Plan, Do, Check and Act 
Model

 Reviewing best practices for managing 
odour at the interface between 
odorous activities and receptors; 
Source-Pathway-Receptor Model

 Analyzing best practices to determine 
their applicability to Alberta

PMTG Final Report

Presenter
Presentation Notes
Two main deliverables were provided for this component of the odour management project and are highlighted in the Good Practices Guide:
An inventory of best practices for preventing and minimizing odour and odour-related conflicts and complaints at the source, along the pathway, and at the receptor, based on tools now in use in Alberta and those being applied in other jurisdictions; And a review of the applicability of the identified best practices and recommendations regarding their potential applicability in Alberta.
 A third deliverable was initially proposed but not undertaken due to time constraints. This would have entailed using the inventory to identify gaps where tools could be developed and applied to help prevent and mitigate odours in Alberta, and is recommended for future work.




ODOUR ASSESSMENT

Outline of the different odour 
assessment tools and approaches that 
can be used and when and how to use 
them

Presenter
Presentation Notes
Odour assessments are conducted for a variety of reasons. As such, there are many different tools which can be used to conduct the assessment. There is no one standard method or approach for conducting an odour assessment. 

The guide goes over each of these elements and provides a brief description of tools that can be used, but in depth information can be found in the consultants’ full report from the Task Group. 

It also includes an Odour Assessment “Tools Use” Guide is included which is intended to assist users in determining which specific odour assessment options should be considered in which circumstances. 





ODOUR ASSESSMENT TASK GROUP

“Review of Odour Assessment Tools and 
Practices for Alberta” with an “Odour 
Assessment Guide” supports the Task Group 
objectives by:

 Providing an inventory and brief 
description of specific odour assessment 
tools/practices with analysis of when, 
where and how the tool and/or practice 
might be applied to the Alberta context.

 Providing a ‘guide’ for the tools and 
practices that facilitates user’s access to the 
information on tools and helps users 
understand which tool is appropriate to 
their odour assessment needs.

1.0 PURPOSE, FORMAT, AND SCOPE
2.0 INTRODUCTION TO ODOUR
3.0 ODOUR ASSESSMENT
4.0 ODOUR ASSESSMENT TOOLS AND PRACTICES
5.0 REFERENCES SECTIONS 1 TO 4
6.0 ODOUR ASSESSMENT TOOL DESCRIPTION
Appendix A The CASA Odour Assessment Guide

Presenter
Presentation Notes
The task group began their work by developing a comprehensive table of contents for the odour assessment using their expertise and contents of other guides available that included odour management guidance from British Columbia, Scotland and New Zealand. The structure of the consultant report was based on source type (i.e. area, point, new, existing, etc.) rather than a particular odour or sector. 



ODOUR MANAGEMENT

Regulatory options identified 
as potential approaches for 
managing odours

Presenter
Presentation Notes
There are many possible regulatory approaches for managing odours, and there are challenges in determining the best option for controlling odour impacts. The Enforcement Role of Regulation Task Group addressed some these areas.
Most jurisdictions use multiple approaches when considering and addressing odour, and no one odour management approach is capable of covering all situations.
Regulatory approaches for managing odours were classified as being related to specifying acceptable ambient odour levels, acceptable odour emission levels, or possibly a combination of the two with the recognition that the approaches are not mutually exclusive. 
Eight ambient-based systems and two emission-based regulatory systems were identified and analyzed. 
The guide summarizes the analysis that was undertaken on each of these options, and for each option provides a table listing related strengths, weaknesses and considerations.
The guide provides a brief description of tools that can be used, but in depth information can be found in the consultant’s full report.



ENFORCEMENT/ROLE OF REGULATION   
TASK GROUP

Report to the Clean Air Strategic 
Alliance Odour Management Team, 
Enforcement/Role of Regulation Task 
Group, Final Report (RWDI)

 An inventory of regulatory practices, 
regulations, and enforcement approaches to 
odour management;

 Discussion around links between regulation 
and enforcement and gaps in current 
regulations 

 Applicability in Alberta 

Presenter
Presentation Notes
{was mostly noted in last slide}
The task group and consultant met their main objectives. The report contains
An inventory of regulatory practices, regulations, and enforcement approaches to odour management;
Discussion around links between regulation and enforcement and gaps in current regulations 
Applicability in Alberta 

Should note that the Task Group and the Team did not endeavor to identify and recommend any specific regulatory system for management of odours but rather focused on providing information that could be used to help develop such a regulatory system.




ODOUR COMPLAINTS

Guidance and advice about odour 
complaint management, from taking the 
complaint to preparing for an investigation

Presenter
Presentation Notes
The Odour Complaints section is a good practice guide in and of itself.

It has three main elements:
There is information and guidance to help organizations set up an odour complaint management process – from taking the complaint to factors to consider in investigations.
There is a referral process guide – sometimes organizations receive odour complaints and don’t know where to refer the call. This process can help.
There is a public information handout that organization can use to help educate the general public about reporting odours.







COMPLAINTS TASK GROUP

Two main products were delivered to meet 
their objectives:

 A backgrounder entitled Alberta Odour Complaints 
Overview describes and improves understanding of 
mechanisms now in place to manage odour 
complaints. 

 A guidance document that includes information on 
communications and information exchange and 
roles and responsibilities for responding to odour 
complaints.

Presenter
Presentation Notes
As noted two main products were delivered to meet their objectives:

A backgrounder entitled Alberta Odour Complaints Overview describes and improves understanding of mechanisms now in place to manage odour complaints. This backgrounder, along with a brief cross-jurisdictional review, was used to inform the development of the guidance document and associated tools; and 

A guidance booklet and tools on the complaints management process, entitled Odour Complaints in Your Area: A Guide to Developing an Odour Complaint Process. The guidance booklet includes information on communications and information exchange and roles and responsibilities for responding to odour complaints.



FUTURE PLANS

Continuous improvement and 
education, awareness and 
communication strategies

Presenter
Presentation Notes
Mentioned earlier, 7 key areas of focus were identified, but only 5 task groups were created.

Two areas – continuous improvement and education, awareness and communication strategies – were thought to have a role to play in each of the other five areas.

First, this guide must be a “living document” to remain relevant and useful. The Odour Management Team is recommending to the CASA Board that it be reviewed and as necessary updated every 5 years. 

To be of use, this guide must get into the hands of, and be used by, the people dealing with odour issues and odour management. The Odour Management Team is developing an Odour Guide release strategy and communication tools that will result in a widespread awareness, and hopefully use of, the guide. 
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• CASA Secretariat will implement the Communications workplan

• Download the Guide: CASA website (casahome.org)
• Ability for CASA Board/OMT Members to incorporate designed logo 

& hyperlink on their own websites
• Request for the CASA Board Members to champion the GPG with 

their respective communications areas for distribution and 
promotion

• Also available on the website:
• Tools, forms and templates 
• Full reports on which the guide is based
• Task group final reports

Sharing the Guide
Release in Fall 2015

Presenter
Presentation Notes
REMINDER to discuss all other products that are being developed by the Team that all members and board can use to promote the Guide. The GPG Highlight Sheet/ the Newsletter good story pieces/ 2 template presentations/ an official Media Release (with online distribution) / Logo for other websites to provide a link to the Guide.

The Good Practices Guide is being developed and designed to be available predominantly online and only a limited number of hard copies will be printed. CASA will host the Guide on its website, and will explore options for gathering analytical data to help evaluate the usefulness of the Guide and its tools. Stakeholders and partners (e.g., Alberta Environment and Parks, Alberta Health, Alberta Agriculture and Forestry, non-government organizations, individual industries and industry associations) are being asked to include a designed logo hyperlink of the Guide in an appropriate area of their own websites. 

The OMT received good advice from all task groups with respect to communications and outreach, most of which has been incorporated into the Communications Plan

It was requested that this issue be raised in the final presentation at the Board Meeting in September as a requested action for Board Members. The goal would be to request all board members to champion the GPG with their communications departments for distribution and promotion. 
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The OMT identified two important aspects of the commitment to 
continuous improvement:

1. The tools and practices developed for this project, as reflected in 
the Good Practices Guide, should be reviewed and updated as 
needed on a regular basis using a multi-stakeholder process; and 

2. Future work should be undertaken to fill gaps and build a more 
solid foundation for odour assessment and management in Alberta. 

Based on its findings from this project, the OMT has identified several 
areas that are particularly in need of additional effort and research 
(Section 10.2 of the Final Report). 

Continuous Improvement 
Future Work

Presenter
Presentation Notes
{slide info}
(extra info but not sure of time)
The team has not made a recommendation regarding who should do this work but strongly encourages stakeholders and partners to find opportunities to advance government and industry efforts on these topics:
Ways to improve how odour “hot spots” are managed and complaints responded to, in particular the way information is shared among industry and government agencies;
Improving data collection and analysis of odour complaints to identify trends and areas of concern. This could include examining odour in relation to overall air quality as well as cumulative effects of odour-producing facilities;
Research to objectively evaluate the relationship between odour and health;
Compiling information on mixtures that contribute to odours and the impact of these mixtures on health;
Development of an app for the health symptom tool that includes coding of symptoms so the data can be used for research. Specialized support would be needed to do this, including legal advice related to gathering health information. A formal validation study of the tool should be undertaken; and
Improving training for those who take odour complaints.



FINAL THOUGHTS

Lessons Learned and Advice;  
Recommendations and Decisions
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• Project funding challenges 

• Realistic Project Scope

• Consultant considerations 
and Sharing Information 

• Nature of Project

Lessons learned
Post-2015 Release Funding

Amount 
of WorkTimelines

**The multi-stakeholder approach used by CASA for the 
OMT and task groups were especially useful and beneficial 
to the project products. All members provided value-
added comments, advice and recommendations to each 
aspect of the deliverables. **

Presenter
Presentation Notes
Looking back on the work completed by the group, the task group identified potential lessons learned that should be considered when undertaking similar work in the future.  This is documented in the Final Report Section 11.

The working group talked a lot about the tradeoffs between funding, timelines and the amount of work that can be completed.  The funding of this project team was a challenge and front-loaded, the availability of this funding affected timelines and the amount of work was to be completed (and also the detail of the work).  Timelines, resources, and amount of work are all interconnected. 

The OMT gratefully acknowledges a grant from Alberta Environment and funds from CAPP in support of the work. Nevertheless, the team experienced some funding challenges and, in the end, internal CASA funds were reallocated to enable the team to complete its work. Additional expected financial support did not materialize, which limited options related to printing, promotion, and roll-out of the Good Practices Guide.

As is customary with complex projects involving many individuals and stakeholders, lessons were learned through this experience. The OMT has summarized the main lessons learned from its work over the last two years with the hope that this information and advice will benefit future CASA project teams.

A couple important points noted by the Team: 
Realistic Project Scope
When the statement of opportunity and project charter are being prepared, the scope of the project needs to be realistic in terms of the time and resources available. 
 
The Nature of the Product
The primary deliverable from this project – the Good Practices Guide – is an unbiased and valuable reference that represents a unique approach to addressing odour management. The CASA process is well-suited to developing this type of thoughtful and structured solution, and future project teams may want to examine the potential for a similar product as opportunities arise.
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• The fundamental value of the GPG cannot be accurately reflected 
by a quantitative metric (such as data gathered by Google 
Analytics). Therefore, a qualitative metric would also be required 
(such as a survey).

• Without a baseline, the team found it challenging to set specific 
targets for defining “success”. 

Despite these challenges, the team was able to agree on three 
measures. The measures include:
1. A targeted survey to users of the GPG, 
2. The number of times the GPG is cited in various sources, and 
3. Data gathered via Google Analytics.

Measuring Performance
Performance Indicator

Presenter
Presentation Notes
As requested from the Performance Measurement Strategy project teams are asked to develop one indicator to assess the success of the teams work in the future.  The team’s key deliverable is the Good Practices Guide for Odour Management in Alberta (the GPG). Therefore, they focussed on developing a metric for determining if the GPG was a successful tool for assessing and managing odour in Alberta. Key questions the team considered were: Was the GPG used?  How was it used? And Was it effective?
 
{summarize slide info} The OMT recommends this review/work occurs in 4 years (2019) 
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Recommendations
Comprehensive Recommendation

Recommendation 1: Review of the Good Practices 
Guide for Odour Management in Alberta
The OMT recommends that:

Within five years of the approval of this report by the CASA 
Board, CASA begin the first review of the Good Practices 
Guide for Odour Management in Alberta to determine if and 
where improvements are needed or could be made, based on 
effectiveness to date of the tools in the Guide and new 
information. 

Presenter
Presentation Notes
A review of the Good Practices Guide in five years’ time would enable a multi-stakeholder group to assess if and how the tools developed by the OMT are being used and whether new gaps have been identified. Through the CASA process, a working group would conduct an initial screening and scoping of new and emerging information. The results would help determine if the Good Practices Guide requires revisions.

ADDITIONAL INFO IN ACTUAL RECOMMENDATION is in the Final Report for future guidance on this process and potential work areas. 
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Decisions
CASA Board Approval

1. Accept the Final Report of the 
Odour Management project team

2. Approve the consensus 
recommendation 

3. Approve the Good Practices Guide 
for Odour Management in Alberta 
for distribution, as per the 
Communications Plan

4. CASA Board members champion 
the GPG

NOTE: the OMT is not 
requesting that it be 
disbanded at this time, 
as there is outstanding 
work related to the 
implementation of the 
Communications Plan. 
The OMT will provide the 
Board an update of 
progress and a request 
to be disbanded at the 
December 2015 Board 
meeting.

Presenter
Presentation Notes
{END OF SLIDES}

Board Q&A and Discussion/Approval

It was requested that this issue be raised in the final presentation at the Board Meeting in September as a requested action for Board Members. The goal would be to request all board members to champion the GPG with their communications departments for distribution and promotion. 
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