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Air Force Base
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Information Management

MR
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Test and Evaluation
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Glossary of Environmental Management System Terms

For the purposes of this Environmental Management System (EMS) Manual, the following definitions apply:

continual improvement
process of enhancing the environmental management system to achieve improvements in overall environmental performance in line with the organization’s environmental policy

environment
surroundings in which an organization operates, including air, water, land, natural resources, flora, fauna, humans, and their interrelation

environmental aspect
element of an organization’s activities, products, or services that interact with the environment

environmental impact
change to the environment, whether adverse or beneficial, wholly or partially resulting from an organization’s activities, products, or services

environmental management system
the part of the overall management system that includes organizational structure, planning activities, responsibilities, practices, procedures, processes, and resources for developing, implementing, achieving, reviewing, and maintaining environmental policy

environmental management system audit
a systematic and documented verification process of objectively obtaining and evaluating evidence to determine whether an organization’s environmental management system conforms to the audit criteria set by the organization, and for communication of the results for this process to management

environmental objective
overall environmental goal, arising from the environmental policy, that an organization sets to achieve, and which is quantified where practicable

environmental performance
measurable results of the environmental management system, related to an organization’s control of its environmental aspects; based on environmental policy, objectives, and targets
environmental policy
statement by the organization of its intentions and principles in relation to its overall environmental performance; provides a framework for action and for setting objectives and targets

environmental target
detailed performance requirement of the environmental objectives, quantified where practicable and applicable to the organization or parts thereof, that must be set and met to achieve the environmental objectives

interested party 
individual or group concerned with or affected by the environmental performance of an organization

organization 
company, corporation, firm, enterprise, authority, or institution, or part or combination thereof, whether incorporated or not, public or private, that has its own functions and administration

prevention of pollution 
use of processes, practices, materials, or products that avoid, reduce or control pollution; this may include recycling, treatment, process changes, control mechanisms, efficient use of resources, or material substitution

 1.
Introduction

This manual documents the structure and function of the environmental management system (EMS) developed by the Air Armament Center's (AAC) Environmental Management Directorate (EM) at Eglin Air Force Base (AFB).  The manual applies to all component and associated tenant units of the AAC at Eglin AFB; however, it does not apply to the AAC’s component located at Kirtland AFB, the 377th Air Base Wing. 

An EMS addresses and responds to the impact of products, services, and processes on the environment; it is part of an organization’s management structure. The EMS at Eglin AFB resulted from numerous environmental issues attributable to the Eglin's core mission activities, many of which were being addressed independently. The EMS at Eglin AFB involves continual improvement in managing these environmental impacts and seeks opportunities to improve the integration of the core business mission with environmental performance. 

General guidance for the EMS was taken from the International Organization for Standardization (ISO) 14001 Standard, Environmental Management Systems—Specifications with Guidance for Use.  ISO is a worldwide professional group that promotes uniform standards between nations. (The American National Standards Institute [ANSI] represents the United States in ISO.)  ISO 14000 standards are voluntary guidelines that provide a consistent program for managing the environmental impacts of business operations. There are no regulatory requirements in ISO 14001, rather the major focus is the development of performance measures with feedback loops to identify problems or opportunities for improvement and implement corrective actions.

Each of the 18 elements of the ISO 14001 standard was considered for incorporation into the Eglin EMS. This manual presents the major requirements of each element in the sequence in which it occurred in the standard.  How Eglin AFB has implemented the ISO 14001 requirement is then explained. 

This manual is intended to serve as the principle source of guidance for the Eglin AFB EMS and will be one of the tools used to achieve the goal of continual improvement.  It includes the Eglin’s environmental policy, information about the methodology and rationale used to develop and implement the EMS, and the responsibilities for developing, implementing, and maintaining the EMS.  The manual provides the following information:

· Historic description of the development of the EMS

· Summary of the approaches used to develop and implement the EMS

· References to documentation related to the existing EMS 

· Guidance and recommendations for future implementation and improvement

Other related EMS components, such as documented procedures, objectives, and targets are available on the Eglin AFB Intranet.  Objectives and targets are tracked and maintained at the Executive Management Information System (EMIS) under Environmental Management Performance Indicators.  All other EMS-related information can be located on the AAC EMS web site https://em.eglin.af.mil/emc/ems. 

2.
Site Background

2.1
Eglin Air Force Base

Eglin AFB is located in the Florida Panhandle, 8 miles northwest of Fort Walton Beach, 3 miles southwest of Niceville, 60 miles east of Pensacola, and 65 miles west of Panama City. It is a premier testing facility for the U.S. Air Force, with 724 square miles of land area and 130,000 square miles of air space. The base has 50 specific testing areas. Approximately 9,500 active duty military personnel, 4,000 civilian employees, and 3,000 contractors work at the base.

In addition to its high-quality products and services, the management of Eglin AFB maintains an award-winning ecosystem management program that contributes to greater flexibility in their testing programs and to good stewardship of Eglin’s natural and cultural resources. 

2.2
Air Armament Center

The AAC is the host unit at Eglin AFB. The Center is responsible for developing and testing non-nuclear, air-delivered weapons. The core purpose of the AAC is to provide a national capability for air armament weapon systems, and to satisfy diverse customer requirements with world-class facilities and expertise. 

The AAC accomplishes this mission through the 96th Air Base Wing and the 46th Test Wing at Eglin AFB and through the 377th Air Base Wing at Kirtland AFB, New Mexico. Other units based at Eglin include the 53rd Wing, 33rd Fighter Wing, Aeronautical Systems Center, the Navy Joint Service Explosive Ordnance School, the 919 Special Operations Wing, and the U.S. Army Ranger School at Camp Rudder. 

2.3
Environmental Management System

The EMS developed for Eglin is an integrated tool for managing environmental affairs. It is based on the ISO I4001 standard and brings together the business processes and environmental aspects of activities, products, and services. It operates as part of the overall business strategy of the AAC and is based on five principles consisting of the following: 

· Commitment to an environmental policy

· Extensive planning

· Implementation

· Measuring and monitoring progress on targets and objectives

· Management review for current organizational relevance and continual improvement

Section 3 of this manual presents a discussion of the history and approaches used at Eglin AFB to plan, develop, and implement the AAC EMS. Detailed discussions of the requirements of each element of the ISO 14001 standard are presented in Sections 4 through 9 and relate to how the requirements were implemented in the EMS and the current status of each requirement. Section 10 presents recommendations for future implementation and continual improvement.

3.
History of the Environmental Management System at Eglin Air Force Base

3.1
Department of Defense Pilot Study

Eglin AFB had numerous environmental issues resulting from its core mission activities, many of which were being addressed independently by sophisticated compliance programs, a series of quality improvement components, and an electronic system (EMIS) for tracking the progress of performance indicators. Because senior management was interested in the benefits of an EMS (integration of the core business mission with environmental performance and continuous improvement), participating in the Pilot Study was a logical next step. 

Therefore, with the support and commitment of senior management, particularly that of the Commanding Officer of Eglin AFB, Lieutenant General Stuart Cranston, the AAC at Eglin AFB volunteered to participate for the Air Force in a Department of Defense (DoD) Pilot Study to implement an EMS. The scope of the Pilot Study EMS included all units of AAC staff, the 46th Training Wing, and the 96th Air Base Wing. The results of the Pilot Study were used to seek opportunities for continual improvement in business and environmental performance. 

The major goals of the Pilot Study included the following:

· Define an environmental policy 
· Identify significant environmental aspects and impacts of business operations 
· Set objectives and targets 
· Write documented procedures for major processes of the EMS 
· Write an EMS manual 
· Develop audit procedures, including an audit manual, to determine conformance with stated goals 
The initial phase of the project started with a kickoff meeting on 25 November 1997, and planning began in December 1997. The initial goal was for a projected completion date in December 1999. During the early stage of developing the scope and strategy for the Pilot Study, an Implementation Plan and Team Charter were developed. In addition, some assumptions and boundaries were established and recognized, including:

· Certification by an independent third party would not be a goal, but a declaration of full implementation would be concluded.

· The EMS would be cost-effective.

· The final system would not create additional work or any additional compliance burden.

· The EMS had to be developed in a way that would allow implementation at all facilities at Eglin in the future.

· Limited resources of personnel and funding would be provided.

· Objectives and targets did not need to be developed for all processes, but only for those defined as significant.

The first steps toward planning the EMS included building and training an Implementation Core Team (ICT), reviewing the quality programs that had recently been completed, and determining the scope and strategy of the implementation process. 

3.2
Responsibilities for Implementation

The responsibility for planning, developing, and implementing the AAC EMS was assigned to an ICT. Other tasks for which the ICT was responsible for included the following:

· Conducting initial gap analyses

· Identifying all activities that were part of the EMS

· Grouping the activities into business processes

· Identifying procedure(s) to be documented within each business process 

· Creating a standard format and style to which all procedures would adhere

· Identifying procedure owners

· Verifying that documentation is accurate

· Providing training support on EMS requirements to unit management representatives

The ICT, which by charter reported directly to the Environmental Protection Committee (EPC), was comprised of members of the AAC staff, the 46th Test Wing, and the 96th Air Base Wing. Representatives from the following AAC organizations constituted the ICT:

· AAC/EMC, Management Representative (MR)

· AAC/DR

· AAC/JAV, Judge Advocate, Environmental Law

· AAC/MQ

· 46 LSS/LGLOE

· 96 ABW/XPQ

· 96 CEG/CEO

Upon completion of the Pilot Study and implementation of the EMS, the ICT was disbanded.

3.3
Planning and Implementing the Environmental Management System

In an effort to understand the environmental impact of AAC operations, the ICT conducted an environmental aspect analysis to identify and evaluate activities, products, and services that interact with the environment.  The process used to determine the significant environmental aspects and impacts of AAC activities, products, and services was performed at a high-level of examination.  As comprehensive programs were already in place to manage environmental issues at the installation, the ICT did not see the need to accomplish a shop-level identification of environmental aspects and impacts.  The effort required would be too great and resulting data too large to use effectively.   Rather, the inputs and outputs of activities conducted within the mission areas were analyzed to determine environmental impact.   This is the methodology employed:

· The AAC was divided into smaller, operational units with definable work functions.

· A table listing the ICT-identified activities, products, or services of each operational unit was prepared (see Appendix A, Activities, Products, and Services of AAC Operational Units).

· The environmental aspects of the activities, products, and services were identified in an Aspects Matrix (see Appendix B, Matrix for Initial Identification of Environmental Aspects). The matrix was used by the ICT to determine which operational units had large numbers of environmental aspects. 

Note that many environmental impacts were already being addressed with strong, positive environmental programs prior to the Pilot Study for the EMS. Many of the impacts being addressed were the result of regulations, legislation, or Air Force policy.

· Four key business areas were selected for determination of significant environmental aspects based on the results from the Aspects Matrix. The four business areas were Installation and Support (I&S), Test and Evaluation (T&E), Information Management (IM) and the Armament Product Division (APD).

· The environmental aspects and impacts considered for each key business area were:

Aspect





Impacts

Air Emissions 




Degraded Air Quality

Cultural Resource Modification

Loss of Resource

Natural Resource Modification

Loss of Habitat, Loss of Species, 







Degraded Aesthetics

Noise From Aircraft/Munitions Testing
Noise Pollution

Release to Soils (Hazwaste Generation,
Subsurface Contamination, Degraded

 
  Spills, Solid Waste Generation)

  Water Quality


Releases to Surface & Groundwaters

Degraded Water Quality, Subsurface

  Contamination

· A ranking system that considered business/mission and environmental criteria was developed to determine the significant environmental aspects and resultant impacts of the four key business areas. The business criteria consisted of potential regulatory and legal exposure, potential cost to minimize impact, and the effect on the public image. The environmental criteria included scale of impact, severity of impact, probability of occurrence, and duration of impact. The criteria were scored from 1 to 5, with 1 being a low priority and 5 being a high priority.  Below is the result of the ranking (see Appendix C, Ranking System for Determining Environmental Aspects and Impacts for the methodology employed).  

· The results of the rankings were considered in setting objectives and targets to reduce, improve, or eliminate the identified impacts.

Environmental Impacts of Eglin’s 4 Key Business Areas 
Installation & Support Rating of Impact
Test & Evaluation Rating of Impact
Information Management Rating of Impact
Armament Product Division Rating of Impact

Degraded Water Quality
4.35
3.78
1.86
2.57

Subsurface Contamination
3.64
2.31
1.78
2.36

Raw Material  Depletion & Natural  Resources Degradation
3.29
2.86
Not rated significant
Not rated significant

Degraded Air Quality
2.70
2.50
1.91
2.40

Loss of Cultural Resources
2.70
1.95
Not rated significant
Not rated significant

Noise
Not rated significant
2.20
Not rated significant
Not rated significant

RAW TOTALS
16.68
15.60
5.55
7.33

Average of Impact
2.78
2.60
.93
1.22

The result of the evaluation indicated the activities, products and services accomplished by the I&S and T&E business areas were associated with the greatest number of environmental impacts.  A generalized listing of activities with associated with significant environmental aspects and impacts is available at Appendix D, Pilot Study Environmental Aspects and Impacts Inventory.  These significant aspects and impacts are the focal point of programs and procedures that will enable AAC to better manage and reduce its overall environmental impact.

The ICT also considered environmental aspects to have significant impact if:

The aspect is governed by Federal, State, Air Force, local law, or other regulation imposed for the protection of the environment 

or

If the environmental aspect is one the AAC Environmental Protection Committee determines is significant based on its importance to AAC, the local community, and control of the aspect is within the center’s operational, technical, and financial capabilities 

The ICT definition was the single-most important criterion for setting objectives and targets during the Pilot Study.

4.
Environmental Policy Statement

The AAC Environmental Policy Statement gives direction to the installation’s EMS and includes commitments by senior management for continual improvement and pollution prevention to effect enhanced core business/mission operations and improved environmental performance.

Clause 4.2 of the ISO 14001 standard (International Organization for Standardization, 1996) requires that senior management define and support the Environmental Policy and that the policy is: 

· Appropriate to the nature, scale, and environmental impacts of the organization’s activities, products, and services

· Committed to continual improvement and pollution prevention

· Complies with relevant legislation and regulations 

· Documented, implemented, and communicated to all employees

The Environmental Policy is a driving force of AAC EMS. The policy is communicated to base personnel through the Eglin AFB Intranet, EMS pamphlets, and articles in the Eglin Eagle.

The commitment of AAC executive management, as expressed in the Environmental Policy, is presented below:

The AAC’s core purpose is to provide a national capability for air armament systems, and satisfy diverse customer requirements with world-class facilities, expertise and support resources. Our strategic plan gives direction, states strategies that guide the way we conduct business, and identifies supporting goals. One of these strategies is to be recognized for our environmental stewardship. Our goal is to implement best practices for environmental stewardship across the AAC. Our commitment to continual improvement in environmental quality adds to our reputation as a proven contributor to national security. 

To this end, AAC commits to environmental excellence and to:

· Manage our natural and cultural resources to ensure sustained access for our mission

· Integrate environmental issues into our decision making, recognizing that mission concerns might affect the course of action

· Proactively sustain compliance with relevant environmental legislation and regulations

· Perform our actions, develop our products and provide our services in ways that are sensitive to the needs and concerns of the people and world around us

· Use, where practical, the latest technology to develop sound environmentally conscious manufacturing, production and business practices in our products, services and activities

· Perform our mission in a responsible manner to reduce or eliminate pollution

· Educate and train our workforce in the use of environmentally conscious practices, recognizing that no matter what their roles are, all AAC employees are responsible for protection of the environment

· Recognize that what we do in our mission impacts the environmental well being of our employees, communities and the world

By committing to the above, AAC ensures the successful implementation of the environmental framework defined in Air Force Environmental Quality Program 
(AFPD 32 70, 20 July 1994).

The Environmental Policy was signed by Major General Michael C. Kostelnik, Commander, Air Armament Center, and became effective on the stand-up of AAC on 01 October 1998. The complete text of the Environmental Policy is also located on the Eglin AFB Intranet at https://em.eglin.af.mil/emc/ems/policy.htm.

5.
Planning

Clause 4.3 of the ISO 14001 standard has four elements that define the planning process for an EMS. The process must include each of the following: 

· The identification of environmental aspects of the organizations activities, products, and services

· An understanding of legal and other requirements

· Establishment of objectives and targets

· The establishment of one or more environmental programs that meet the goals of the Environmental Policy

The AAC uses a structured process for determining the environmental aspects and impacts of its products, activities, and services based on an analysis of core mission areas.  This approach started with the quality movement adopted by the AAC during the mid 1990’s.  It was further modified by the HQ AFMC-developed methodology for business/mission area management to provide a foundation for senior level management decisions.  There are four mission areas at the AAC:  Installation and Support (I&S), Test and Evaluation (T&E), Information Management (IM) and the Armament Product Division (APD).  Each business area tracks their objectives and targets and reports quarterly up the chain of command.  Reporting environmental issues falls within the responsibility of the I&S mission area.  The quarterly I&S performance report enables the AFMC commander to perform a high-level management review of the installation’s ability to manage its environmental issues, in effect, the efficacy of its EMS.  

Local oversight of the installation EMS is achieved by the installation’s Environmental Protection Committee (EPC).  The AAC Vice Commander heads the EPC.  EM acts as secretary to the committee, which is staffed by the senior leaders of organizations from across the base.   See chart below:





Eglin AFB has many environmental media-specific programs in place with assigned program managers responsible for air emissions, environmental impact analysis, hazardous materials, hazardous waste, solid waste, water quality, storage tanks, cultural resources, natural resources, and pollution prevention.  There are also extensive document control and record keeping procedures and training programs in existence. 

The EMS is invaluable in enhancing organizational performance though employee awareness of the Environmental Policy and the support of executive management of that policy. Furthermore, awareness by each employee about how behavior on the job can contribute to positive mission and environmental goals is an important feature of the EMS. The identification of the environmental aspects and impacts related to the AAC’s missions provides direction for future mission planning and serves to facilitate improvement in AAC processes.

5.1
Environmental Aspects

Element 4.3.1 requires that the organization establish and maintain one or more procedures that can be used to identify the environmental aspects of its activities, products, or services, over which it can have control or influence, and to determine those aspects that can have significant impacts on the environment. This element also requires the organization to ensure those aspects related to significant impacts are considered in setting its environmental objectives. The information must be kept current.

ISO 14001 defines environmental aspect as “an element of an organization’s activities, products, or services that can interact with the environment.” The standard also defines an environmental impact as “any change to the environment, whether adverse or beneficial, wholly or partially, resulting from an organization’s activities, products, or services.” The identification of environmental aspects is important because together with the Environmental Policy, they are the foundation for establishing meaningful objectives and targets that are measured as indicators of environmental performance.

The concepts of aspects and impacts are somewhat difficult to understand. As an example, a service at AAC would be armament testing; the aspect that would interact with the environment would be the release of chemicals upon detonation of explosive material, and the environmental impacts would be the contamination of air and the contamination of soil. A second example of a service would be the cleaning of aircraft engines using organic solvents and degreasers. An associated aspect would be the release of organic vapors into the air, and a resulting impact would be air pollution.  It is important to note that the significance of an aspect can often be determined by the significance of the associated impact. 

Significant impacts are identified by examining the potential for harm to the environment.  For regulated aspects, it is assumed that the regulated activity has a significant impact or potential significant impact or it would not be regulated.  For nonregulated aspects, AAC reviews the cost of the impact, should it occur, in terms of environmental damage. AAC has identified sites that may have potential impact and must be monitored, this is known as the Compliance Sites List.  The Compliance Sites listing can be found on the EMIS Web site. 

The process for the identification of environmental aspects is described in AAC EMS Procedure 4.3.1.  As an ongoing element of the EMS, the EM program managers, the DCS manager, UECs, and EMS MR, are responsible for conducting reviews of new missions or process changes to determine environmental aspects and impacts following the procedure set forth in AAC Procedure 4.3.1.  The EMS is modified (i.e., objectives and targets changed, operational controls modified, etc.) when required by changes in regulations or in the installation’s significant environmental aspects occur.

5.2
Legal and Other Requirements

Element 4.3.2 requires the organization to establish and maintain a procedure to identify and have access to legal and other requirements to which the organization subscribes that are applicable to its activities, products, or services.

The EMS legal requirements include all the legal constraints (federal, state, and local laws and regulations; environmental permits; registrations; orders; and consent decrees) imposed on the AAC to control the environmental aspects of its operations. The constraints also consist of internal organizational requirements related to environmental issues, such as military instructions from the Department of Defense, Air Force, directives, manuals, and policy decisions. The internal requirements are equally as important as the legal requirements and are expected to receive the same degree of commitment to compliance. 

The EMS MR, EM Program Managers, UECs, and the Judge Advocate are responsible for conducting analysis of legal and other environmental requirements applicable to AAC operations. 

Federal, state, and local laws and regulations, applicable Air Force documents and environmental permits are located on the EMS DCS on the Eglin AFB Web site. By maintaining these documents on the Web site, employees have accessibility to need documents. 

The AAC EMS Procedure 4.3.2 for the Identification of Legal Requirements will be located on the Intranet on the DCS. The procedure assists in the identification, access, and evaluation of laws, regulations, and internal organizational requirements that apply to environmental issues of business operations. 

5.3
Objectives and Targets

Element 4.3.3 requires the organization to establish and maintain documented environmental objectives and targets at each relevant function and level. When establishing and reviewing its objectives, the organization must consider legal and other requirements; its significant environmental aspects; its technological options; its financial, operational, and business requirements; and the views of interested parties. The objectives and targets must also be consistent with the environmental policy, including the commitment to pollution prevention.

Element 4.3.4 states the organization shall establish and maintain one or more programs for achieving its objective and targets. The program(s) must include: 1) the designation of responsibility for achieving objectives and targets at each relevant function and level of the organization; and 2) the means and timeframe by which they are to be achieved.

ISO 14001 defines an environmental objective as an overall environmental goal, arising from the environmental policy, that an organization sets for itself to achieve, and which is quantified where practicable. An environmental target is defined as a detailed performance requirement, quantified where practicable, applicable to the organization or parts thereof, that arises from the environmental objective and that needs to be established and then achieved in order to meet those objectives.

The Department of Defense, the Air Staff and Headquarters Air Force Material Command set the overarching goals the environmental programs need to accomplish.  Installation specific environmental objectives and targets are established during annual strategic and mission area planning meetings of the Eglin AAC.  The EM Directorate (as part of the I&S Mission Area) is responsible for developing comprehensive objectives and targets as well as their associated implementation programs to be proposed to AAC executive management on an annual basis. These objectives and targets are developed based on the significant environmental aspects of the missions performed at Eglin, AFMC Mission Area Plans, the legal requirements, and EMS performance review results.  Senior Leadership is responsible for review and final approval of objectives and targets as part of the overall mission planning process, balancing both environmental and mission/business management issues in the final approval process.

A set of approved objectives and targets and implementation programs are documented, and copies of these documents are located on EMIS as environmental performance indicators.  The progress toward meeting the targets is reviewed routinely by EM and monthly by the AAC Commander.  As targets are met, objectives are changed to reflect new initiatives.   Targets are set at installation level, they are not organization-specific.  Base organizations, while not individually responsible for achieving these base goals, must ensure they are following the EM developed policy and procedures to assure program success (goal attainment). 

6.
Implementation and Operation

Clause 4.4 of the standard involves carrying out the actions that were identified during the planning stage of the EMS. The implementation and operation clause contains seven elements: 

· Structure and responsibility 

· Training, awareness, and competence 

· Communication

· EMS documentation 

· Document control

· Operational control 

· Emergency preparedness and response

6.1
Structure and Responsibilities

Element 4.4.1 states that roles, responsibilities, and authorities must be defined, documented, and communicated. Management must provide resources for implementation and control of the EMS. 

Many relevant functional levels are involved in the implementation and maintenance of environmental programs, including the EMS. At the top of the structure, commanders establish guidelines and policies through the Executive Council of the EPC and provide program oversight. Members from organizational units, certain organizational leaders as well as UECs, form the core of the subcommittee system, which provides the forum for two-way communication between EM and the various base organizations.  The subcommittee system also helps to ensure the proper focus is maintained achieving program goals.   Members of organizational units also participate in ad-hoc working groups, established to address special environmental issues as they arise (see Appendix E, Organizational Charts).  The EPC reviews the work of the subcommittees and is responsible for the direction of the EMS.

The Directorate of Environmental Management (EM) is Eglin’s primary environmental management organization for implementing the base-wide environmental program.  EM is the lead organization for communicating with regulatory agencies. The Compliance Division of EM (AAC/EMC) is responsible for implementation and management of environmental issues, including the EMS, on a day-to-day operational basis. The MR, who is located in the AAC/EMC, reports to executive management on the performance of the EMS and environmental programs and provides data and information on a regular basis. UECs, Program Managers, and process owners ensure the system is implemented at the shop level. An organizational chart showing the various programs and responsible parties for implementing and maintaining environmental programs and the EMS is presented in Appendix E.  Specific roles and responsibilities for tasks and functions are presented in the relevant AAC environmental management plans as well as EMS Procedures.  General roles and responsibility are as outlined below: 

6.1.1
Executive Management 

Management participation is required for a successful EMS. Executive management has specific responsibility to:

· Establish and oversee the implementation of the environmental policy

· Make resources available for the project

· Appoint the MR

· Conduct periodic management reviews of the EMS

Executive management at Eglin AFB consists of the EPC. The AAC Vice Commander, as EPC chairperson, oversees quarterly executive management review meetings. 

6.1.2
Environmental Management System Management Representative

The EMS MR works within AAC/EMC is responsible for:

· Overseeing the implementation of the EMS

· Facilitating EMS maintenance (e.g., assists with ensuring document control system is current, provides EMS awareness training, works to ensure targets and objectives are representative of the significant environmental issues facing the installation)

· Managing the entire internal auditing process (e.g., create audit schedules, select and train the internal auditors, guide the conduct of the audit and corrective action, resolve audit noncomformities, and follow-up)

· Administering and actively participating in all executive management review meetings

6.1.3
Environmental Management System Document Control Administrator

The EMS document administrator is responsible for the control of documents when the final versions are completed. The administrator will maintain master files for the following EMS documents:

· Environmental Policy

· EMS Manual

· EMS Procedures

The document administrator will be responsible for developing and maintaining a Web site for access to appropriate documents.  All information included on the Web site will be approved by the MR prior to being posted.

6.1.4
Internal Environmental Management System Auditors

The MR will make the final selection of the internal auditors, and they will report their findings to the MR.  Once trained, the internal auditors will perform the following tasks:

· Perform audits to determine EMS conformance

· Determine if appropriate procedures, processes, and plans are in place at the AAC to meet the established objectives and targets and the overall goals of the EMS

· Interview people performing the tasks covered by each EMS procedure to ensure that the tasks performed are as described is in the EMS procedures.

· Visit facilities and observe work practices

· Report audit findings in a standard format

· Note nonconformities in the audit reports

6.1.5
Unit Environmental Coordinators

The UECs are the focal point for environmental activities at their respective units.  They represent the lowest function level of the EMS organizational structure.  Their responsibilities include:

· Serve as the Unit Commander’s point of contact for information on the unit’s environmental program, and manage the unit’s environmental program as directed by the Unit Commander

· Foster awareness among personnel of the environmental policy and programs.  Identify unit activities or processes that have potential environmental impacts and ensure personnel implement proper management procedures

· Facilitate effective communication among the unit and the EM Directorate, Base Safety, Aerospace Medicine Squadron/Bioenvironmental Engineering Flight, unit management, and branch- or shop-level personnel as required to conduct and support Air Force, AAC, and unit environmental management programs

· Participate in management review sessions with their unit commander on the status of environmental efforts within the organization, especially on enforcement actions from regulators and the correction of deficiencies found during regulatory inspections and ECAMP findings

· Provide the EM Directorate with unit specific process information regarding air pollution sources, hazardous waste generation, EIAP review requirements, ECAMP finding status, and pollution prevention measures

· Attend and participate in monthly UEC meetings, EPC quarterly meetings, and appropriate meetings of EPC subcommittees, working groups, and integrated product teams.  As such, they represent their organization’s views on the direction the EMS takes, by bringing suggestions or recommendation for changes and improvements to the EMS.

· Identify and ensure hazardous waste generators and handlers in their unit receive training provided by the EM Directorate 

6.1.6  Process Owners

· Own the process (activity, product or service) which causes an environmental impact to occur.  As such, they are ultimately responsible for ensuring compliance with all relevant environmental regulations and for conforming to the EMS procedures.
· Attend all required training provided by the organization’s UEC and or EM.
· Inform their UEC of any proposed changes to the process, well ahead of the change, to ensure proper environmental impact analysis is conducted.
· Provide suggestions for improvement to their UEC when feasible.
6.2
Employee Training, Awareness, and Competency

Element 4.4.2 of the ISO 14001 standard states the organization must identify training needs. Employees must be trained and made aware of the importance of conformance with the environmental policy and procedures, the significant environmental impacts of their work activities, the benefits of improved performance, and the potential consequences of departure from specified operating procedures.

This element addresses two areas of training: 1) job specific skills and competence training for employees whose work may have a significant impact on the environment as a result of their job performance; and 2) general EMS awareness training for employees throughout the organization.

It is the goal of AAC to have all employees and contract personnel trained at the level necessary for their job function. The EMS Basic Training Plan, (see Exhibit 1 in AAC EMS Procedure 4.4.2, Training, Awareness and Competency) is designed to be incorporated into the existing training programs at Eglin AFB. The EMS training plan outlines three types of training:  strategic EMS training for senior management; operational training (compliance requirement-specific) for environmental program and media managers, UECs, and employees with environmental responsibilities; and general EMS awareness training for all employees. 

Specific job skill and competence training needs are identified by operational units and frequently are derived from regulatory and legal requirements. Additionally, the AAC requires that training initiatives must address the inherent risks present at each facility. 

Initial training must include both an orientation to the Environmental, Health and Safety (EHS) programs and job-specific training.  Additional training is initiated when employees transfer to new jobs or if an operating process changes. Each shop facility and functional organization establishes an annual plan that delineates who will be trained, the training topics, and the dates that training will be conducted. 

EM outlines required environmental compliance training in AAC Plan 32-10 and maintains a training-requirements tracking database system at its web-page.  The web-page lists the various kinds of environmental training required and available to Eglin personnel, list by name who should take the training within each training category, and when personnel last attended training. 

Although the ISO 14001 standard mandates verification that learning has occurred as a result of training, training effectiveness is not determined in any uniform manner. Where verification is sought, on-the-job observation tends to be the method of choice.

General awareness training is accomplished through distribution of an EMS information pamphlet, articles in the Eglin Eagle and information posted on the Eglin Intranet. Additional awareness training is accomplished through EMS information being incorporated into the existing employee orientation program.   Additional EMS training is available to organizations who request it.  Formal training programs for employees are coordinated with 96 MSS/DPEO and relevant training records are stored at 96MSS/DPEO.

The EMS training needs and programs are reviewed as part of the monitoring and measurement program, the corrective action process, EMS audit, or management review. Training programs are also revised in response to changes in EMS requirements or facility or process changes.  Where and when these changes occur, the training program documentation is updated.

AAC Procedure 4.4.2, Training, Awareness, and Competency, provides details on the EMS training program at AAC. 

6.3
Communication

Element 4.4.3 requires that the organization establish and maintain procedures with regard to its environmental aspects and EMS for internal communication between the various levels and functions in the organization, and receiving, documenting, and responding to relevant communications from external parties. The element does not require the organization to actively provide public disclosure of any information other than the EMS Environmental Policy.

AAC has an extensive internal communication system that includes new employee orientation, regularly scheduled departmental and team meetings and reviews, inter-departmental environmental committee meetings, Eglin publications, policies on bulletin boards, and the Eglin Intranet. The UECs have an electronic newsletter on the Eglin Intranet where they receive updates on environmental issues biweekly. The UEC are the vehicles for two-way communication within the operational units and provide a mechanism for responding to internal queries from base units. 

The procedure for responding to external interested parties is conducted as detailed in Air Force Instruction (AFI) 35-101, Chapter 9, which establishes requirements for environmental public affairs. AAC policy requires that all inquiries from regulatory agencies be responded to through personnel of the AAC Environmental Directorate and the Judge Advocate Office. The AAC Public Affairs Environmental Division performs a major role in external communication.

AAC EMS Procedure 4.4.3, Communication, provides detailed descriptions on the methods used at Eglin AFB for responding to internal and external inquiries related to environmental issues.

6.4
Environmental Management System Documentation

Element 4.4.4 requires that the organization establish and maintain information, in paper or electronic format, that will describe the core elements of the management system and provide direction to related documentation.

The AAC EMS documentation has the following five formal components:

· This EMS Manual that provides an overview of the EMS program and describes how the EMS is being operated.  This manual and all EMS-related policy and procedures will be available at the DCS.

· Specific EMS procedures that are interdepartmental and are applicable across AAC business organizations and functions. To date, 10 AAC EMS procedures have been written:

AAC Procedure Number
Procedure Title

4.3.1
Identification of Environmental Aspects

4.3.2
Identification of Legal Requirements

4.4.2
Training, Awareness, and Competency

4.4.3
Communication

4.4.5
Document Control

4.4.7
Emergency Preparedness and Response 

4.5.1(a)
Monitoring and Measuring

4.5.1(b)
Evaluating Environmental Compliance

4.5.2
EMS Audits and Non-conformance Corrective Action 

4.5.3
Environmental Records Maintenance

· Environmental program-specific (e.g., Air, Hazardous Waste, Water) EMS procedures that outline to EM program managers the requirements of their program within the context of the overarching EMS.

· Environmental records, reports, forms, accounts and measures of environmental performance. (See Section 7.3, Records.)

· Listing and access to relevant and current environmental regulations, permits, plans, policy (CFRs, AFIs, etc.). 

6.5
Document Control

Element 4.4.5 requires the organization to establish and maintain procedures for controlling all documents required by the standard to ensure that:

· They are accessible

· They are periodically reviewed and revised as necessary by authorized personnel

· Current versions of relevant documents are available at all locations where operations essential to the effective functioning of the EMS are performed 

· Obsolete documents are promptly removed from all points of issue and points of use or otherwise assured of unintended use

· Obsolete documents retained for legal or knowledge purposes are suitably identified

The documentation should be legible, properly dated (including dates of revisions), readily identifiable, maintained in an orderly manner, and retained for a specific period of time. 

Procedures and responsibilities must be established and maintained for the creation and modification of various types of documents. The document control system (DCS) should be clear, usable, informative, and accurate.

As part of the AAC EMS, Eglin AFB has created a formal DCS to control EMS and other environmental documents and make them readily available at all locations where environmental operations are performed. The DCS is located EM’s intranet-web site.  It provides a centralized means for maintaining and updating environmental documents. The DCS formalizes the process of reviewing, modifying, and updating EMS documents.   By controlling EMS documents electronically, the DCS ensures that only correct and current documents are provided to AAC personnel. 

Documents located in the DCS include environmental AAC Operational Plans, AAC Environmental Plans, EMS-program and EMS Programmatic procedures and documentation as well as Federal and State laws and regulations, DoD and Air Force guidance documents, policies, and environmental permits. Obsolete documents are promptly removed from all points of issue and archived as required. 
The Document Control Administrator (DCA) controls the EMS Manual and the EMS procedures as well as other environmental documents. The DCA maintains the master copies of paper and on-line documents and is the only person that has read and write access to on-line documents.  Copies of the master paper and on-line documents that are distributed by the DCA are controlled. The DCA notifies users (using distribution lists provided by EM Program Managers) when a document has been revised to ensure the removal of obsolete versions. Notification of revisions and the proposed changes are distributed to appropriate employees electronically. Employees that do not have access to electronic documents may request hard copies of the document from the responsible EM Program Manager or the EMS Representative.

There are differences in the process for revisions between Operational Plans and EMS documents. The AAC Operational Plans are controlled by the 96 ABW/XPX.  However, the DCA does update them on the DCS by archiving obsolete electronic copies and sending a notice of the obsolete version to the distribution list of appropriate personnel.  The DCA works with the MR to maintain and upgrade all EMS documents on the DCS.

AAC Procedure 4.4.5, Document Control, presents detailed responsibilities and methods for all steps in the process of maintaining and modifying environmental documents.

6.6
Operational Control

Element 4.4.6 requires the organization to identify those operations and activities that are associated with the identified significant environmental aspects in line with its policy, objectives and targets. The organization shall plan these activities, including maintenance, in order to ensure that they are carried out under specified conditions by:

· Establishing and maintaining documented procedures to cover situations where there absence could lead to deviations from the environmental policy and the targets and objectives 

· Stipulating operating criteria in the procedures 

· Establishing and maintaining procedures related to the identifiable environmental aspects of goods and services used by the organization and communicating relevant procedures and requirements to suppliers and contractors

Procedures that control critical operations are essential for achieving the AAC environmental goals and to ensure continual business performance improvement. Procedures are also essential to address specific legal requirements of laws and regulations governing operations at AAC. Because of the organizational structure of Eglin and its role as a military installation, operational control is exerted at various levels including the Department of Defense and the Department of the Air Force. Although the day-to-day activities are conducted at the shop level, procedures for operational control (specific instructions) are derived from various organizational levels. 

For example, AAC Plan 32-5, Hazardous Waste Management Plan, is written based on Federal environmental laws and regulations, but applies specifically to Eglin AFB. The Plan assigns tasks and responsibilities to groups within AAC, including “shops or activities” that generate hazardous waste. The Plan contains definitions and lists of hazardous wastes, sampling procedures, analytical requirements, and specifies the level of training required depending on the employee’s work function. The Plan also contains emergency response procedures, personnel to be contacted in various situations, checklists, drum selection procedures, turn-in requirements and procedures, and instructions for filling out a hazardous waste manifest. Therefore, Plan 32-5 serves as an operational control. Many areas in AAC are operationally controlled in the same manner using AFI, AFMAN, AAC Plans, state, and federal regulations. 

A complete list of the operational procedures used for controlling the significant impacts resulting from AAC activities, products, and services is available at EM’s EMS web page at   https://em.eglin.af.mil/emc/ems/opconpro.htm.  A matrix to determine relevant operational procedures, based on the environmental impacts produced by any activities, products or services, is provided at Appendix F. 

6.7
Emergency Preparedness and Response

Element 4.4.7 of the standard requires the organization establish and maintain procedures to identify the potential for and responding to accidents and emergency situations, and for preventing and mitigating the environmental impacts associated with them. The emergency preparedness and response procedures must be reviewed and revised, particularly after the occurrence of an emergency or an accident. Procedures must be tested at periodic intervals. 

AAC conducted extensive examinations of its business operations to identify the potential for emergencies and has established ways of preventing, mitigating and responding to those situations. Some of the examinations were the result of legal requirements. As a result, AAC has many formal written procedures in-place for preventing and responding to emergency situations as well as designated personnel, equipment and training programs. Professionals at Eglin AFB work with facility managers and local authorities to establish procedures for the following: 

· Identifying the potential for accidents and emergencies

· Responding to accidents and emergency situations

· Preventing and mitigating the environmental impacts associated with accidents and emergency situations

The emergency situations include, but are not limited to, chemical and waste spills, process equipment breakdown, fires, mishandling of chemicals, failure of pollution control equipment, and uncommon natural events such as floods, hurricanes and earthquakes. Every facility at AAC conducts periodic tests and evaluations of relevant emergency procedures.

Employee training is an important aspect of the emergency prevention, mitigation, and response planning. Training for individual employees depends on their roles and responsibilities during an emergency. Employees are not allowed to respond to a spill or other emergency situation unless properly trained. In general, employees are to call 911 in the event of a spill and to notify their supervisor. Additional information on specific training required for emergency response is available through supervisors or the Unit Personnel Training Liaison as discussed in AAC EMS Procedure 4.4.2, Training, Awareness and Competency.
 

The latest versions of the written plans for identifying, responding, preventing and mitigating emergency situations are available on the Eglin AFB Intranet on the DCS Web site. In addition, AFIs and Air Force Manuals (AFMANs) that contain guidance for emergency situations are located on the DCS. AAC Plans are controlled documents that are revised as required. Some example AAC Plans, AFI, and AFMAN that are located on the DCS are listed below:

Plan Number
Plan Title

AAC Plan 32-1
Disaster Preparedness Operations Plan

AAC Plan 32-5
Hazardous Waste Management

AAC Plan 32-6
Hazardous Material Emergency Planning and Response

AAC Plan 32-9
Hazardous Material Management Plan


Eglin Spill Prevention Control and Countermeasures Plan


Eglin Facility Response Plan


Eglin Marine Fuel Transfer Response Plan

AFI 32-4001
Disaster Preparedness Planning Operation

AFI 32-4002
Hazardous Material Emergency Planning and Response Program 

AFMAN 32-4004
Emergency Response Operations

AFPAM 32-7043
Hazardous Waste Management Guide

An AAC EMS Procedure 4.4.7, Emergency Preparedness and Response, provides more details and references to Eglin AFB emergency situations and will be located on the Eglin Intranet on the DCS Web site. 

7.
Checking and Corrective Action

The operational controls and implementation programs must be monitored and measured for effectiveness. This section presents an overview of the AAC’s implementation of Clause 4.5 of the ISO 14001 standard, which contains four elements that are intended to measure and evaluate the effects of actions taken during implementation and operation: 

· Monitoring and measurement 

· Nonconformance and corrective and preventive action 

· Records

· EMS audit

7.1
Monitoring and Measurement

Element 4.5.1 requires the organization to establish and maintain procedures to monitor and measure, on a regular basis, the key characteristics of its operations and activities that can have a significant impact on the environment. This includes tracking performance, relevant operational controls, and conformance with the organization’s objectives and targets. Documented procedures should be established for periodically evaluating compliance with relevant environmental legislation and regulations.

There are two AAC EMS procedures established to meet the requirements of Element 4.5.1:

7.1.1.   AAC Procedure 4.5.1(a), Monitoring and Measuring, presents the process for monitoring and measuring the environmental performance of the AAC against the objectives and targets of the EMS. The monitoring and measuring process ensures environmental performance is consistent with the installation’s Environmental Policy and encourages continual improvement by highlighting both successes and areas needing improvement. 

EM established objectives and targets to ensure conformance with the Environmental Policy. EMIS, one tool used to track objectives and targets (referred to by the system as performance indicator goals), is a database system that is updated monthly. When EMIS reveals a regressive trend, actions are initiated immediately to correct the trend. 

Natural Work Groups, committees formed for special concerns, assist in developing and refining environmental performance indicators and goals, assigning a process owner and a metrics manager, and correcting regressive trends. The objectives and targets identified are monitored quarterly by the EPC; the metrics are updated and reviewed monthly. The current objectives and targets are monitored and updated using EMIS (there is a related AAC Procedure specifically outlining EMIS requirements).  Tracking of progress is directly tied to the timelines established during the development of the objectives and targets. For environmental issues or projects currently not tracked using the EMIS, program managers collect data to measure progress towards objectives and targets. Program managers monitor and gather data on a variety of parameters including water quality, air quality, storage tank, and spills/releases to the environment.

7.1.2  AAC Procedure 4.5.1(b), Evaluating Environmental Compliance, describes the process for evaluating compliance with federal, state, and local regulations, as well as military policies, instructions, and directives, including operational controls.   The procedure to conduct regulatory compliance reviews, known within the Air Force as ECAMP, is described here.  ECAMP is the compliance auditing portion of the EMS review process but the EMS evaluation process also include evaluating system conformance.  That portion of the review process is called the EMS audit.  The procedure for conducting EMS audits is described later in the Nonconformance and Corrective and Preventive Action section.  Both ECAMP and EMS audits are generally conducted in tandem and are considered equal parts of the EMS assessment program, though the procedures for accomplishing these reviews are covered separately.

Air Force Instruction 32-7045 establishes the requirements for ECAMP. An ECAMP audit occurs every year with every third year being an external audit. During the audit, evaluators visit organizations on base to interview personnel, observe work practices, and survey sites. Evaluators also review environmental documentation such as management plans, inspection logs, hazardous material inventory forms, environmental analysis documentation, and training documents. ECAMP evaluators then compare base operations and documentation to applicable standards to identify deficiencies and best practices.

Both procedures will be located on the EMS DCS of the Eglin Intranet.

7.2
Nonconformance, Corrective Action, and Preventive Action and Environmental Management System Audits

Element 4.5.2 requires the organization to establish and maintain procedures for defining responsibility and authority for handling and investigating nonconformance, taking action to mitigate any impacts caused and for initiating and completing corrective and preventive action.  Element 4.5.4 requires the organization to establish and maintain programs and procedures for periodic EMS audits. The audits should determine if the EMS conforms to planned arrangements for environmental management, has been properly implemented and maintained, and provides information on the results of audits to management.

Any corrective or preventive action taken to eliminate the cause of actual or potential nonconformance shall be appropriate to the magnitude of problems and commensurate with the environmental impact encountered. The EMS management representative shall record any changes in the AAC/EM documented procedures resulting from corrective and preventive action and organizations shall implement these changes accordingly. 

The EMS audit of the EMS review process provides a systematic and documented approach to evaluating Eglin's EMS. The emphasis of this audit is on the structured management system created by the EMS procedures. The audit applies to all elements of the EMS in place at Eglin AFB (i.e., the structure, functionality, and documentation of the EMS). The audit criteria are patterned after the EMS requirements presented in the ISO Standard 14001, Environmental Management Systems--Specification with Guidance for Use (September 1996).

The EMS audit differs from ECAMP described in AAC Procedure 4.5.1(b), titled Evaluating Environmental Compliance. The ECAMP audit is designed to measure compliance with federal, state, and local regulations as well as military policies, instructions, and directives. Regulatory compliance is merely one aspect of the EMS. The EMS audit assesses whether the organization is following the procedures in the EMS necessary to achieve the EMS goals.  The EMS audit will, however, generally be conducted annually in tandem with ECAMP audits. 

The EMS MR ensures audit findings (non-conformance/compliance issues) are documented in a database and summarized in a report.  The MR presents the audit results to the EPC for senior management review and suggests corrective actions. The MR notifies the responsible organizations to correct the non-conformances. The responsible organization corrects the problem and implements changes to prevent reoccurrence of the problem in future audits. The MR monitors the changes made by the responsible organization and provides status updates to the EPC.

When management review shows objectives or targets are not being achieved for reasons such as limited time, limited resources, or insufficient planning, corrective action procedures are directed by the EPC or EM to facilitate the necessary changes to bring the program back on track. Corrective actions may result in changes to EMS policy or procedure, preventative actions may include items such as planning, ongoing monitoring and maintenance, and training. The corrective and preventive action process is a key ingredient to the continual improvement.

AAC Procedure 4.5.2, EMS Audit and Non-conformance Corrective Action, presents the procedures for conducting audits and resolving non-conforming issues. 

7.3
Records

Element 4.5.3 of the standard requires the organization establish and maintain procedures for the identification, maintenance and disposition of environmental records. These records shall include training records and the results of audits and reviews. 

Environmental records shall be legible, identifiable and traceable to the activity, product or service involved. They shall be stored and maintained in such a way that they are readily retrievable and protected against damage, deterioration or loss. Their retention times shall be established and recorded. 

Records shall be maintained, as appropriate to the system and to the organization, to demonstrate conformance to the International Standard.

The difference between a document and a record are subtle but important. A record records the outcome or result of a specific activity, task, or event. Records are descriptive and capture historic environmental information. A document provides guidance on how to conduct a task or activity or the basis for an operation. Documents govern day-to-day operations.

Selected examples of records include:

· Listing of environmental aspects and their associated impacts

· Environmental compliance and EMS audit reports and management action plans

· Records of required training

· Information on emergency preparedness and response

· Regulatory required submittals, inspection logs and monitoring logs

· Internal performance reports

· Management briefings and reviews

· Meeting minutes

· Internal and external communication records

· Incident reports

Eglin AFB has a thorough, detailed and formal records management system that is dictated through the U.S. Air Force. The Director, Communication and Information Center, (HQ USAF/SC) oversees the Air Force records management system. Headquarters Air Force Communications and Information Center (HQ AFCIC/ITC) administers the program. The guidance for record management is located in AFI 33-322, Records Management Program. Additional guidance can be found in AFMAN 37-123, Management of Records, AFI 37-138, Records Disposition-Procedures and Responsibilities, and AFMAN 37-139, Records Disposition Schedule. The Air Force established an organized network of record managers at major commands and bases for managing the program and ensuring compliance at all levels as discussed herein.

The process at Eglin AFB consists of a Base Records Manager who is responsible for implementing the automated Records Information System. The AAC/EM Chief of an Office of Record is responsible for physical and legal custody of their office records and the appointment of a Functional Area Records Manager (FARM). The FARM manages the records management program for their unit.

AAC EMS Procedure 4.5.3, Environmental Records Maintenance, provides details on the record keeping procedures for the EMS.  This procedure describes the process and defines the responsibilities for maintenance of environmental and EMS records and disposition. Reproducible records of environmental activities are essential to AAC operations at Eglin. Such information is needed to provide a record of the base’s efforts to comply with environmental regulations, reduce environmental impacts, and track progress toward achieving environmental targets and objectives. Most environmental regulations require that certain records (e.g., notifications, permits, analytical data, inspection logs, reports, etc.) be retained at the facility for specific periods of time. Environmental records must be stored and maintained so that they are readily retrievable and protected against damage or loss.

8.
Management Review and Continual Improvement

Clause 4.6, Management Review, requires the organization’s top management, at intervals it determines appropriate, to review the environmental management system to ensure its continuing suitability, adequacy, and effectiveness. This process, which must be documented, will ensure that the necessary information is collected and presented to senior management, to allow them to make out this evaluation.

The AAC management review process addresses the possible need for changes to policy, objectives, and elements of the EMS, in light of EMS audit results, changing circumstances, and the commitment to continual improvement . 

Environmental performance in terms of achieving environmental objectives and targets is tracked on the installation’s EMIS.  Formal review of Eglin’s EMS occurs at EPC meetings. At these meetings, the EM Director, the EMS MR, or other EM program managers present information for consideration by the committee regarding continued appropriateness of the EMS.  EM works to obtain commitment to continual improvement through such means as achieving compliance through innovative pollution prevention techniques, enhancement of wildlife habitat, or increasing environmental awareness of all AAC personnel. The EPC review functions as the senior executive component of the management review process.   Various environmental subcommittees also perform management reviews.  The committees identify areas of concern or opportunities for improvement to the overall EMS.  As the EMS matures, base organizations will also be encouraged to conduct internal reviews of the efficacy of their implementation and management of environmental responsibilities.

The EPC and environmental subcommittee meetings are documented and minutes are prepared and distributed to committee members.  EPC minutes are also provided to MAJCOM and other AFMC installations for information.  Copies of minutes are kept within the EM Directorate’s files management system.  

9.
Current Status of the Environmental Management System

The implementation of the EMS has contributed to business and environmental performance through the following actions:

· Developed awareness among some employees about the concern and support of executive management for pollution prevention during the conduct of business

· Defined the significant environmental aspects and impacts of activities, products, and services of the AAC and a formal procedure for continual improvement

· Formalized the procedure for identifying legal and other environmental requirements that are a result of AAC mission

· Initiated methods to make all employees aware of the environmental consequences of disregarding proper protocols 

· Started a DCS with a responsible DCA that brings environmental documents under one authority and ensures that appropriate employees have current documentation to perform their job functions

· Developed an internal audit procedure to determine if the EMS is performing as expected and corrective action procedures for areas not in conformance with the goals of the EMS

10.
Future Implementation and Continued Improvements

One of the main purposes of an EMS is to provide an organization with guidance for continual improvement in environmental and business performance.  Periodic audits of the system will assist in achieving that goal.  Audit objectives include:

· Determine if the EMS has been properly implemented and maintained

· Determine employees’ awareness of the EMS and their individual roles in pollution prevention

· Identify areas for potential improvement

· Provide a current status report to executive management

· Assess the capability of the Management Review process to ensure continued suitability and effectiveness of the EMS

Internal audit results provide specific information on the elements of the EMS that do not conform, in whole or in part, to the planned goals of the AAC EMS.  Defining these deficiencies provides a path forward for the improvement and future direction of the EMS.

It is anticipated that the following components can be improved by the information disclosed by the internal audit:

· Finalize the 10 EMS Procedures; provide step-by-step instructions and make them user-friendly.

· Develop EM program-specific EMS procedures that outline to program managers how to maintain a regulatory compliant and EMS-conforming program.

· Complete the implementation of the DCS, which will be the heart of the EMS. (The DCS was considered to be the most important goal of the original implementation and is valued as one of the positive accomplishments of the current EMS.) The internal audit should disclose specific areas of improvement for the DCS. When complete the DCS will assure procedures, instructions, policies, permits, regulations, and other necessary documents are current, and available to the necessary employees. 

· Analyze the results of the previous customer reviews, improve the survey, and conduct surveys on a regular basis.

· Develop a media campaign to increase employee awareness of pollution prevention, better business performance, and better environmental performance.

· Identify areas to integrate employee training and awareness about how their job function and performance affects the environment.

In addition to the audit results, future direction for the AAC EMS will depend on policies and directives from the DoD and the Department of the Air Force. On 21 April 2000 President Clinton issued Executive Order 13148 “Greening the Government Through Environmental Management.” It has been interpreted to mean that all government installations must implement some form of an EMS. The Department of the Air Force is currently preparing guidance to include safety and occupational health as part of an EMS.
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Activities, Products, and Services of AAC Operational Units

Eglin Air Force Base, Florida

Technical
Host Base
Business

Test Products
Medical Products
Civil Engineer Products
Financial Products

ROM Cost Estimate
Medical Education
Explosive Ordnance Disposal
Military Pay

SOC
Inpatient Services 
Facility/Grounds Maintenance & Repair
Fund Certification

Test Directive
Outpatient Services
Infrastructure Operations & Maintenance
Civilian Pay

Safety/Hazard Analysis (SHA)
Emergency Services
Fire Protection
Travel Pay

Modifications
Pharmacy Products
Self-Help Program
Vendor Payments

Equipment Available
Health and Wellness
Military Family Housing
FM Reports

Personnel Available
Logistics Products
Disaster Preparedness
Contracting Services

Data Work Packages
Aircraft Parts
A&E Designs
Operational Contracts

Reduced Data
Vehicle/Equipment Parts
Construction Project Management

Community Planning
Specialized Contracts

Test Reports
Bench Stock
Support Products
Acquisition Support Team

Deficiency Reports
Warehouse Stock
Food Service
Legal Services

O&M Budgets
Fuel Storage
Lodging
Military Law

Range Products
Fuel Distribution
Security
Civil Law

Range Airspace/Groundspace
Personnel Transportation
Law Enforcement
Acquisition Law

Range Resources
Equipment Transportation
Range Patrol
Legal Assistance

Data Collection Products
Vehicle Maintenance
Services Program Management
Claims

S&E Computer
Freight Handling (I/O)
Child Care


Digital Models
Household Goods Shipping/Receiving
Youth Programs


Data Reduction Products
Deployment Services
Contingency Operations


CPU Hours
Comm-Computer Services
Education and Training


Data Storage
Airfield Operations Support
Military Personnel Support


Central Control Facility
Information Management Services
Civilian Personnel Support


Intelligence Products
Small Computer Services
NAF Personnel Support


Production Requirements
Telephone Switch Operations
Casualty/Mortuary


Threat Systems Information
Decision Support Systems
NAF Management


Operations Threat Information
Telecom Installations
Operations Products


Document Control
STD Base Level Computer Services
Weather


SSO Billet Management

Airfield Management




Air Traffic Control




Environmental Products




Ecosystem Management




Environmental Analysis




Waste Management
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Matrix Used by ICT for for Initial Identification of Environmental Aspects 

Eglin AFB, Florida

Environmental Aspect
HOST BASE


Civil Engineer Products
Support Products
Operations Products


EO Disposal
Facility/Grounds Repair
Infrastructure O&M
Fire Protection
Self-Help
Military Family Housing
Disaster Preparedness
A&E Designs
Construction Proj Mgmt
Food Service 
Lodging
Security
Law Enforcement
Range Patrol
Services Prog Mgmt
Child Care
Youth Programs
Contingency Operations
Education & Training
Military Personnel Support
Civilian Personnel Support
NAF Personnel Support
Casualty/Mortuary
NAF Management
Weather
Air Field Management
Air Traffic Control

Air Emissions




























Cultural Resources




























Hazardous Materials




























Hazardous Waste Management




























Natural Resources Mgmt




























NEP




























Environmental Noise




























CERCLE Cleanup




























Pesticide Mgmt




























Solid Waste Mgmt




























Toxic Substances




























Wastewater Mgmt




























Water Quality Mgmt




























Appendix B (continued)

Matrix for Initial Identification of Environmental Aspects

Eglin AFB, Florida

Environmental Products
Medical Products
Logistics Products
Comm-Computer Services

Ecosystem Mgmt
Environmental Analysis
Waste Management
Medical Education
Inpatient Services
Outpatient Services
Emergency Services
Pharmacy Services
Health & Wellness
Aircraft Parts
Vehicle/Equipment Parts
Bench Stock
Warehouse Stock
Fuel Storage
Fuel Distribution
Personnel Transportation
____ Transportation
Vehicle Maintenance
Freight Handling
Household Goods Shpg/Rcvg
Deployment Services
Airfield Operations Support
Information Mgmt Systems
Small Computer Services
Telephone Switch Operations
Decision Support Systems
Telecom Installation
Std Base Level Computer Sys
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Appendix C

Ranking System for Determining Environmental Aspects and Impacts 

Eglin AFB, Florida


Environmental Significance of Impact(s)

Business Significance of Impact(s)




Aspect

Detailed Aspect


( Impact(s)

* 1 (low) – 5 (high)
Scale of Impact

(1 – 5)*
Severity of Impact

(1 – 5)*
Probability of Occurrence

(1 – 5)*
Duration of Impact

(1 – 5)*
Average Score

(out of 5)

Pot’l Reg. & Legal Expos. 

(1 – 5)*
Ease of Changing Impact

(1 – 5)*
Minimal Change on Process

(1 – 5)*
Concerns of Interested Parties

(1 – 5)*
Average Score

(out of 5)
Control/
Influence
Mandatory
Signif

Weighting















Air – I&S



X



( Lower air quality















Air – T&E



X



( Lower air quality















Air – IM



X



( Lower air quality















Air – APD



X



( Lower air quality















Water Q – I&S



X



( Lower air quality















1
I – industry requirement, e.g. industry code of practice
C – company requirement, e.g. corporate policy
L – legal requirement, e.g. regulation
O – Other

Appendix C (continued)

Ranking System for Determining Environmental Aspects and Impacts

Eglin AFB, Florida


Environmental Significance of Impact(s)

Business Significance of Impact(s)




Aspect

Detailed Aspect


( Impact(s)

* 1 (low) – 5 (high)
Scale of Impact

(1 – 5)*
Severity of Impact

(1 – 5)*
Probability of Occurrence

(1 – 5)*
Duration of Impact

(1 – 5)*
Average Score

(out of 5)

Pot’l Reg. & Legal Expos. 

(1 – 5)*
Ease of Changing Impact

(1 – 5)*
Minimal Change on Process

(1 – 5)*
Concerns of Interested Parties

(1 – 5)*
Average Score

(out of 5)
Control/
Influence
Mandatory
Signif

Weighting















Water Q – T&E



X



( human health


( available


( ecosystem















Water – IM



X



( human health


( available


( ecosystem















Water Q – APD



X



( human health


( available


( ecosystem















Subsurface – I&S



X



(
increased solid 


waste


(
groundwater 

 
contamination

(
soil contamination















1
I – industry requirement, e.g. industry code of practice
C – company requirement, e.g. corporate policy
L – legal requirement, e.g. regulation
O – Other

Appendix C (continued)

Ranking System for Determining Environmental Aspects and Impacts

Eglin AFB, Florida


Environmental Significance of Impact(s)

Business Significance of Impact(s)




Aspect

Detailed Aspect


( Impact(s)

* 1 (low) – 5 (high)
Scale of Impact

(1 – 5)*
Severity of Impact

(1 – 5)*
Probability of Occurrence

(1 – 5)*
Duration of Impact

(1 – 5)*
Average Score

(out of 5)

Pot’l Reg. & Legal Expos. 

(1 – 5)*
Ease of Changing Impact

(1 – 5)*
Minimal Change on Process

(1 – 5)*
Concerns of Interested Parties

(1 – 5)*
Average Score

(out of 5)
Control/
Influence
Mandatory
Signif

Weighting















Subsurface – T&E



X




(
increased solid waste



(
groundwater 




contamination



(
soil contamination















Subsurface – IM



X




(
increased solid 



waste



(
groundwater 




contamination



(
soil contamination















Subsurface – APD



X




(
increased solid 




waste



(
groundwater 


 

contamination



(
soil contamination















Nat Res – I&S



X




(
endangered species



(
ecosystem



(
land use 















1
I – industry requirement, e.g. industry code of practice
C – company requirement, e.g. corporate policy
L – legal requirement, e.g. regulation
O – Other

Appendix C (continued)

Ranking System for Determining Environmental Aspects and Impacts

Eglin AFB, Florida


Environmental Significance of Impact(s)

Business Significance of Impact(s)




Aspect

Detailed Aspect


( Impact(s)

* 1 (low) – 5 (high)
Scale of Impact

(1 – 5)*
Severity of Impact

(1 – 5)*
Probability of Occurrence

(1 – 5)*
Duration of Impact

(1 – 5)*
Average Score

(out of 5)

Pot’l Reg. & Legal Expos. 

(1 – 5)*
Ease of Changing Impact

(1 – 5)*
Minimal Change on Process

(1 – 5)*
Concerns of Interested Parties

(1 – 5)*
Average Score

(out of 5)
Control/
Influence
Mandatory
Signif

Weighting















Nat Res – T&E



X




( endangered species 



( ecosystem



( land use















Cult Res – I&S



X




(
historic properties 

 
damage



(
archaeological res 

 
damage



(
Native American 

 
resources















Cult Res – T&E



X




(
historic properties 



damage



(
archaeological res




damage



(
Native American 



resources















Noise – T&E



X




(
human health



(
ecosystem 















1
I – industry requirement, e.g. industry code of practice
C – company requirement, e.g. corporate policy
L – legal requirement, e.g. regulation
O – Other
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Appendix D

Pilot Study Inventory of Environmental Aspects and Impacts

Eglin AFB, Florida

Environmental Aspect

Significant Environmental Aspect

Environmental Impact(s)

Air emissions – NESHAPS

Aerospace operations air emission

Lower air quality

Air emissions-flightline operations

Exhaust

Lower air quality

Cultural resource-missions

Archeological site damage

Loss of site

Natural resources-test missions

Endangered species

Loss of species

Cultural resources-base operations

Cultural site damage

Loss of site

Noise-test missions

Noise

Community impacts

Subsurface contamination-test missions

Soil/PCB contamination

Contamination

Surface water contamination-base operations

Stormwater contamination

Contamination

Surface water contamination-test missions

Stormwater contamination

Contamination
Health effects

Groundwater contamination-base operations

Drinking well contamination

Contamination

Air emissions-base operations

Exhaust

Lower air quality

Appendix E
Organizational Charts

Exhibit 1

Eglin Environmental Management Structure

Environmental goals for Eglin are accomplished by allowing all organizations at all levels to participate in environmental management
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Exhibit 2

Environmental Management Directorate at Eglin AFB



Exhibit 3

Environmental Compliance Division at Eglin AFB








Appendix F
Operational Controls for Environmental Impacts

APPENDIX F

Operational Controls for Environmental Impacts

If your organization's activities, products, or services (eg. Environmental Aspects)  produce any of the environmental impacts listed across the top, the following operational controls apply: 





Applicable Operational Control Procedures
Degraded Air Quality
Loss of Cultural Resource
Loss of Habitat/ Species, Degraded Aesthetics
Noise Pollution
Subsurface (Soils) Contamination
Degraded Water Quality

AFI 32-7040, Air Quality Compliance
x






AACI 32-7002, Implementation of AFMC SOP for Air Quality Stationary Source Mgmt
x






AFI 32-7086, Hazardous Material Management (Including Supplement 1)
x

x

x
x

AAC Plan 32-9, Hazardous Materials Mgmt Plan
x

x

x
x

AFI 32-7042, Solid and Hazardous Waste Compliance


x

x
x

AAC Plan 32-5, Hazardous Waste Mgmt Plan
x

x

x
x

AFI 32-4002, Emergency Planning and Response Program
x

x

x
x

AFMAN 32-4004, Emergency Response Operations
x

x

x
x

AAC Plan 32-6, Hazardous Material Planning and Response Plan
x

x

x
x

Spill Prevention Control and Countermeasure Plan


x

x
x

Oil and Hazardous Substance Facility Response Plan
x

x

x
x

AFI 32-7044, Storage Tank Compliance
x

x

x
x

AFI 32-7041, Water Quality Compliance


x

x
x

Storm Water Pollution Prevention Plan


x

x
x

Sewage Discharge Contingency Plan


x

x
x

AAC Plan 32-3, Asbestos Mgmt Plan
x



x


AAC Plan 32-4, Lead-Based Paint Mgmt Plan




x


If your organization's activities, products, or services (eg. Environmental Aspects)  produce any of the environmental impacts listed across the top, the following operational controls apply: 





Applicable Operational Control Procedures
Degraded Air Quality
Loss of Cultural Resource
Loss of Habitat/ Species, Degraded Aesthetics
Noise Pollution
Subsurface (Soils) Contamination
Degraded Water Quality

AFI 32-7080, Pollution Prevention Program
x

x

x
x

AAC Pollution Prevention Management Action Plan
x

x

x
x

AFI 32-7061, Environmental Impact Assessments
x
x
x
x
x
x

AFI 32-7066, Environmental Baseline Surveys in Real Estate Transactions
x
x
x
x
x
x

AFI 32-7065, Cultural Resources Management

x





Eglin AFB Cultural Resources Mgmt Plan

x





Historic Preservation Plan

x





AFI 32-7064, Integrated Natural Resources Mgmt Plan


x


x

Eglin AFB Integrated Natural Resources Mgmt Plan


x


x

AAC Environmental Management System Policy and Procedures Manual
x
x
x
x
x
x

AICUZ Study



x
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Fire Management
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