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EXECUTIVE SUMMARY
Executive Order 13148, "Greening the Government Through Leadership in Environmental Management" (signed 21 Apr 00), requires Federal agencies to implement environmental management systems (EMS) at all appropriate agency facilities based on facility size, complexity, and the environmental aspects of facility operations by 31 December 2005.  This Navy EMS Implementation Guide is intended to support Navy installation commanding officers and regional commanders in implementing an EMS that achieves the vision and spirit of Executive Order 13148, as stated in Section 101: 

"...to integrate environmental accountability into agency day-to-day decision making and long-term planning processes, across all agency missions, activities, and functions.”

An EMS is that 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 the environmental program, and achieving environmental goals.

The Chief of Naval Operations, CNO (N45), issued the Navy EMS Policy in CNO ltr 5090 Ser N451G/1U595831, dated 6 December 01.  The Navy EMS systematically uses five basic components to achieve full compliance with legal requirements and continual improvement in mission performance by reducing environmental risks and costs inherent to mission processes.  The components are:

· Policy: Public commitment by senior leaders to environmental compliance, pollution prevention, and continual improvement of the management system;

· Planning:  Integrated planning, including development of objectives and targets for reducing environmental impacts and supporting mission priorities;

· Implementation:  Operations to assure attainment of those objectives and targets, and training to assure individual competence and responsibility;

· Checking and Corrective Action:  Procedures for self-evaluation and corrective/preventive action, including priority inclusion of identified needs in budget processes; and

· Management Review:  Periodic review of the management system by senior management, with identified actions for improvement and publication of the review.

The Navy EMS is focused on minimizing risks to military mission related to environmental performance and seeks to proactively identify and prevent environmental impacts that can impede mission capability.  This is achieved through a process of risk analysis, ranking and taking action to mitigate risks.  Risks to military mission related to environmental performance include such possibilities as regulatory agency censure, fines and penalties, work stoppage, adverse public perception, loss of public support, lawsuits, loss of access to critical resources, (e.g., training sites), and degraded health and safety.  Some expected benefits of an EMS include reduced risk to mission, improved internal communications, improved environmental performance, reduced number of fines and notices of violation, enhanced pollution prevention, increased efficiency, and improved relations with regulators and stakeholders. 

An EMS will require organizations to adopt new types of environmental behaviors that are systematic in approach and broad in scope.  An EMS integrates environmental considerations into mission-level planning and decision-making along with considerations of cost, quality, service, and health and safety.  It integrates environmental considerations into day-to-day activities at many levels and functions across the installation or regional complex.  An EMS provides a systematic way to review and improve operations, creates awareness that environmental protection is every employee’s job, and improves environmental performance.  Implementing EMS requires a culture change and alignment of authority and responsibility.  The most significant resource for every organization, no matter its size, is top management leadership, involvement, and visibility in EMS implementation and maintenance.
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INTRODUCTION

Purpose of Guide

The U.S. Navy Environmental Management System (EMS) Implementation Guide is intended to support Navy installation commanding officers (CO) and regional complex commanders in the successful implementation and documentation of an environmental management system at their installations and regional complexes.  This guide is designed primarily for use by commanding officers and their staffs to help: 

1) Assess how the organization's existing EMS compares with the Navy EMS framework presented in CNO memo 5090 Ser N451G/1U595831, dated 6 December 01 and in this guide; 

2) Plan to close gaps identified in the organization's EMS; 

3) Take steps to improve the EMS by closing identified gaps; and

4) Implement an ongoing process of reviewing and continually improving the EMS.

What this Document Contains

Chapter 1, About EMS, provides all personnel, including senior management, with background information on environmental management systems, addresses benefits of an EMS, describes the Navy EMS framework, and defines key terms.

Chapter 2, Getting Started, suggests initial steps or strategies in the overall EMS planning effort and will be useful to personnel responsible for EMS implementation.

Chapter 3, Understanding Elements of Navy EMS, provides detailed guidance on how each EMS element could be designed and implemented.  Personnel responsible for EMS implementation will find a discussion, specific criteria, what Navy installations and regional complexes might already have in place, where likely gaps may exist, and suggestions for eliminating those gaps.

Appendices A-xx provide a glossary, copies and/or descriptions of policy documents, and a list of selected resources that contain additional information, assistance guides, and tools.  

EMS Information at DENIX and Joint Service Pollution Prevention Technical Library Websites

This Navy EMS Implementation Guide and other EMS information, including links to other EMS websites, are available at the Defense Environmental Network and Information Exchange (DENIX) Environmental Management Systems website and at the Joint Services Pollution Prevention Technical Library website.

DENIX is located at:

https://www.denix.osd.mil/
For Navy-specific EMS information on DENIX:

· Select Subject Areas from the DENIX home page,

· Select the Environmental Management System submenu, and
· Click on the Navy seal.

The Joint Services Pollution Prevention Technical Library website is located at:

http://p2library.nfesc.navy.mil/
· Select the book entitled EMS Library.
These two websites contain sample forms, documents, and other reference materials that may be useful during EMS preplanning, planning, implementation and maintenance.

Many of the tools and samples presented on these websites are materials developed and used by Navy installations already implementing EMS.  In addition, helpful tools and samples from other sources are included.  The information is provided for reference and may serve as templates that can be tailored for site-specific application.

As additional tools and templates are developed and lessons learned through EMS implementation efforts at Department of Defense (DoD) military installations, they will be made available at these websites.

CHAPTER 1.  ABOUT EMS

1.1  What is an EMS?

1.1.1  EMS Concept

An environmental management system (EMS) is that 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 the environmental program, and achieving environmental goals.  

An EMS is designed to guide the allocation of resources, assignment of responsibilities and ongoing evaluation and improvement of practices, procedures, and processes that an organization needs to integrate environmental concerns into its daily mission practices.

Successful EMSs are built on the "Plan, Do, Check, Act" model.  The Navy EMS adds a policy component (see Figure 1-1).  The Navy model leads to continual improvement based upon: 

· Policy:  Public commitment by senior leaders to environmental compliance, pollution prevention, and continual improvement of the management system;

· Planning (Plan): Integrated planning, including development of objectives and targets for reducing environmental impacts and supporting mission priorities;

· Implementation (Do): Operations to assure attainment of those objectives and targets, and training to assure individual competence and responsibility;

· Checking and Corrective/Preventive Action (Check): Procedures for self-evaluation and corrective/preventive action, including priority inclusion of identified needs in budget processes; and

· Management Review (Act): Periodic review of the management system by senior management, with identified actions for improvement and publication of the review.


Figure 1-1  The Continual Improvement Cycle

1.1.2  EMS History 

Since the late 1970s, environmental programs within Federal agencies have grown significantly in size, function, and organizational structure.  Although programs differ from one organization to another, two general characteristics are worthy of note:

· Federal environmental programs are media-focused, i.e., structured along environmental media lines.  Environmental personnel, specialists in particular environmental media areas (e.g., hazardous waste, water, clean air, etc), manage programs, comply with requirements, manage permits, develop and follow plans, and work with regulators (among other activities)—all within the traditional media lines.  The media focus of traditional environmental programs evolved in response to media-focused legislation and implementing regulations.

· Responsibilities for environmental performance at Federal facilities are usually assigned to the environmental office.  Environmental offices, like the media programs that they manage, evolved as a response to environmental legislation and regulation.  Nonenvironmental functions, such as operations, facilities engineering, and supply, were generally not encouraged to “own” or address environmental responsibilities.  Command, communication, and funding lines were established within functional areas and became “stovepipes,” effectively impeding information flow horizontally across the agency, service, or installation.

A new approach to environmental management has evolved through voluntary environmental frameworks published since the mid-1980s. These frameworks have grown out of increased public concern over environmental issues, and are fueled by corporate concerns with the increasing number of environmental regulations and associated compliance costs.  Most notable is the International Organization for Standardization's International Standard ISO 14001, Environmental Management Systems - Specification with Guidance for Use.  But others exist and are used by private industry and municipal and industrial organizations throughout the world.

EMS frameworks typically require organizations to adopt new types of environmental behavior that are systematic in approach and broad in scope.  While each of these frameworks has particular strengths and focuses, they also have much in common.  Each requires an organization to:

· Determine the relationship(s) between its operations and the environment,

· Establish internal environmental priorities or objectives consistent with their impacts,

· Implement an EMS to control its environmental impacts and meet established goals,

· Periodically evaluate progress in meeting environmental goals, and

· Involve external interested groups, such as  the local community, customers, and suppliers, in EMS implementation. 

The Navy EMS framework, first suggested in the Navy’s Environmental Quality Assessment Guide and formalized in Navy EMS policy, is based on components and elements common to existing, accepted EMS frameworks.  A fundamental similarity is that all EMS frameworks, including the Navy EMS, are grounded in the principle of continual improvement.  EMS is a cyclic or ongoing process, continually seeking better environmental performance and reduced risks to mission.  

1.1.3  More Information on EMS

In addition to this guide, there are a number of sources of EMS information and assistance, including other Federal agencies, state environmental agencies, trade associations/non-profit organizations, and various technical assistance providers.  Appendix B is a selected list of resources that contain assistance guides and tools.

1.2  Why Develop EMS?

1.2.1  EMS Benefits

Organizations that have implemented an EMS report both operational and environmental benefits.  An EMS can help an organization improve its efficiency and effectiveness and reduce risks to the mission.  Figure 1-2 offers a list of EMS benefits.  

Figure 1-2  EMS Benefits

An EMS may help an organization:

· Manage proactively,

· Develop an environmental management structure that is effective and responsive to the organization’s needs;

· Integrate environmental considerations into mission planning, decision-making, and day-to-day activities;

· Reduce or mitigate risks to people, the mission, and the environment;

· Improve environmental performance;

· Enhance compliance;

· Prevent pollution;

· Use resources efficiently;

· Avoid shifting problems from one waste stream to another; 

· Reduce number of fines and notices of violation;

· Increase safety;

· Reduce personnel exposure;

· Reduce accidents;

· Reduce mission delays;

· Reduce liability; 

· Improve internal communication;

· Achieve or improve employee awareness of environmental issues and responsibilities;

· Facilitate personnel turnover;

· Improve quality of work life;

· Increase efficiency and reduce costs;

· Enhance image with public and regulators;

· Improve relations with regulators and stakeholders;

· Enhance stakeholder trust;

· Meet customer requirements; and

· Support environmental stewardship and sustainable development.

 Selected benefits are discussed below:

Integrates Environmental Considerations into Day-to-Day Activities:  An EMS integrates environmental considerations into mission-level planning and decision-making along with considerations of cost, quality, service, health, and safety.  It provides a systematic way to review and improve operations, creates awareness that environmental protection is every employee's job, and improves environmental performance.  Proactive planning means fewer surprises and reduced likelihood of having to face an environmental crisis that could impact the mission.  

An EMS also integrates environmental considerations into day-to-day activities at many levels and functions across the installation or regional complex.  Under an EMS, sound environmental management is part of everyone's job.  Providing tailored environmental information and training to shop floor personnel enables them to operate in an environmentally sound manner.  Over time, environmental considerations become "a part of the job".
Complex installations or large regional complexes, such as those with numerous program elements or host-tenant relationships, may be faced with multiple, inconsistent, or unrelated elements of environmental programs.  A formal EMS can help draw together such elements, producing an integrated framework for environmental activities.  As a result, a regional complex can conduct its business functions in a consistent and repeatable manner.

Improves Quality of Work Life:  Job satisfaction depends in part on mastering the procedures required to do a job.  Navy employees who fully understand their jobs are better prepared to identify improvements and to adapt to changes.

When an operator of a practice does not understand the environmental procedures inherent in the job, he or she is more likely to violate regulations and to inflict harm on themselves, co-workers, or environmental resources.  If an incident does occur, the employee loses confidence in his or her mastery of the job.  Work time is lost explaining what happened and why.  The supervisor or commander spends time dealing with the situation and looking for ways to prevent reoccurrence.  Lack of clarity about environmental responsibilities leads to distraction from the mission as well as weakened job satisfaction.

As discussed in Section 3.11 of this guide, documented procedures for controlling practices bring clarity to practice operators about their environmental responsibilities. With this clarity, they should be better able to concentrate on their military jobs and feel pride in knowing they are doing the right thing for their environment.

Retention of environmental program knowledge is a challenge in the Navy due to frequent personnel turnover.  The documentation requirements described in this EMS guide may seem complex, but an organized, consistent approach for managing documents and records will shorten learning curves for new or relocated environmental professionals.  And these personnel should be able to accomplish more during their stay and make their own unique contributions because they don't have to "reinvent the wheel."

Improves Relations with Regulators and Stakeholders:  An EMS can help improve ongoing relations with regulatory authorities and stakeholders by making the management structure and procedures more visible to regulators.  An EMS provides the opportunity not only for specific types of improvements, such as reduced emissions, fewer unplanned releases, but also offers a framework that gives outside parties an understanding of how environmental issues are being managed.

Implementing an EMS will also improve regulators' confidence in the ability and willingness of the installation or regional complex to identify and correct environmental concerns.

Emphasizes Pollution Prevention:  In many ways, an EMS represents the alliance between the "green" ethic of pollution prevention and the "quality" ethic of management systems.  Both incorporate concepts such as long-range planning, continual improvement, system control, well being of workers and customers, avoidance of "crisis management," importance of innovation, and measurement of results.  The benefits of pollution prevention can be significantly enhanced through an EMS framework.  By incorporating pollution prevention concepts into day-to-day operations, a facility can more easily extend its pollution prevention program beyond the traditional focus on industrial processes and hazardous wastes to all elements of facility and operations management.  This approach can ensure broad awareness of pollution prevention issues, enhance relevant training and communication, and strengthen the organization’s ability to recognize and capitalize on pollution prevention opportunities.

Adopting an EMS can also reduce the number of regulated operations.  The structure of an EMS, and the self-examination it encourages, can help to reveal hidden opportunities for the kinds of operational changes that will yield reductions in the number of regulatory requirements that are applicable.  If fewer regulated hazardous materials are used in operating a practice, for example, fewer regulatory requirements may apply.  Federal facilities may be able to reduce permitting or reporting requirements, as well as waste management costs, through substitution of non-regulated chemicals for regulated chemicals or by instituting process changes identified through the self-examination encouraged by an EMS.

A Note on Benefits:  Based on experience of organizations that have implemented an EMS, expected benefits have the following characteristics: 

· Potential benefits may take time to appear.

· Monetary benefits may be difficult to quantify because they are likely to result from efficiencies across the entire organization due to changed work practices associated with pollution prevention and resource conservation projects.

· No price tag can be attached to many of the benefits, such as improving an organization’s reputation, becoming a better neighbor, or increasing stakeholder trust.

· The additional benefits of implementing a formal, documented EMS at Navy installations and regional complexes may be difficult to distinguish from the baseline benefits of existing environmental management processes.  On the other hand, the frequency and magnitude of benefits may increase due to EMS implementation.

1.2.2  Legal and policy drivers

In addition to benefits derived, there are legal and policy drivers for implementation of a documented EMS.  Signed on 21 April 2000, Executive Order 13148, “Greening the Government Through Leadership in Environmental Management”, requires Federal agencies to implement environmental management systems at all appropriate agency facilities based on facility size, complexity, and the environmental aspects of facility operations by 31 December 2005.  In response to the Executive Order, the Department of Defense (DoD) and the Chief of Naval Operations (CNO) have issued EMS policies.  The Under Secretary of Defense for Acquisition, Technology and Logistics issued the DoD EMS policy memorandum on 5 April 2002.  The Chief of Naval Operations, CNO/N45, issued the Navy EMS policy in CNO letter 5090 Ser N451G/1U595831, dated 6 December 01. DoD.  Navy EMS policies and excerpts from Executive Order 13148 are included in Appendix C.

Executive Order 13148 applies to "all appropriate agency facilities based on facility size, complexity, and the environmental aspects of facility operations ... in any State of the United States, the District of Columbia, the Commonwealth of Puerto Rico, Guam, American Samoa, the United States Virgin Islands, [and] the Northern Mariana Islands."  An "appropriate agency facility" is any facility that has registered an environmental requirement with the U.S. Environmental Protection Agency (EPA) or a regional, state or local regulatory authority.  Examples include but are not limited to air, water, wastewater, storm water, and hazardous waste permits or acknowledgement of hazardous waste generation.  

For the Navy, "appropriate agency facilities" means Navy shore installations and regional complexes covered by the Navy's Environmental Quality Assessment Program as detailed in OPNAVINST 5090.1B in any state of the United States, the District of Columbia, the Commonwealth of Puerto Rico, Guam, American Samoa, the United States Virgin Islands, and the Northern Mariana Islands.  Navy installations and regional complexes outside of these areas are encouraged to make best efforts to comply with the goals of Executive Order 13148 within existing resources.  

1.3  Navy's Approach to EMS

The Navy EMS framework described in the Navy EMS policy memorandum and discussed in this guide is based on the International Standard ISO 14001, which is a widely recognized framework for integrating environmental management into business activities.  The Navy EMS framework recognizes that EMS elements are already in place at Navy installations and regional complexes.  Building from existing elements, the Navy EMS promotes the control of practices and reduction of risks to mission in addition to the traditional focus on compliance.  The Navy’s approach provides installations or regional complexes flexibility in EMS implementation and encourages the leveraging of resources and sharing of lessons learned throughout the Navy community.

The Navy EMS framework is comprised of the five components and 17 elements presented in Table 1-1.  Specific criteria for each of the 17 elements are presented in Chapter 3 and are consolidated in Table 3-1 of this guide and serve as criteria for the periodic EMS review.  When implemented, the Navy EMS framework will promote full compliance with legal requirements and result in continual improvement in mission performance by reducing environmental risks and costs inherent to missions.
Table 1-1  Navy EMS Framework

	5 Components
	17 Elements

	1.  Policy
	1.    Environmental Policy Statement

	2.  Planning
	2.  Environmental Aspects

3.    Legal and Other Requirements 

4.    Environmental Objectives and Targets

5.    Management Actions to Support Objectives and Targets

	3.  Implementation
	6.    Structure and Responsibilities 

7.    Training, Awareness, and Competence

8.    Communication

9.    EMS Documentation

10.  Document Control

11.  Operational Control

12.  Emergency Preparedness and Response

	4.  Checking and Corrective Action
	13.  Monitoring and Measurement

14.  Nonconformance, Noncompliance, and Corrective and Preventive Action 

15.  Records

16.  EMS Review

	5.  Management Review
	17.  Management Review


1.3.1  Some Flexibility

An EMS allows an organization the flexibility to establish its own environmental goals and to adapt  its EMS to meet individual needs and priorities, rather than forcing a "one size fits all" mentality.

In addition to the Navy EMS and ISO 14001, other recognized EMS frameworks based on the Plan-Do-Check-Act model (e.g., a State-defined EMS) may be used at Navy installations or regional complexes.  If a framework other than the Navy EMS or ISO14001 is selected, the installation or regional complex must identify both the framework to be implemented and specific EMS review criteria.  Regardless of the framework selected, each Navy installation and regional complex can structure an EMS to address its particular goals, activities, budgets, missions, conditions, and stakeholders. 

1.3.2  Build on What's in Place

Navy installations and regional complexes are not beginning their EMS from scratch.  An EMS builds on things that a Navy installation or regional complex already does to maintain quality, achieve mission goals, and ensure environmental compliance. These include:

· Goal setting,

· Organizational structure,

· Internal communication,

· Work practices,

· Employee training,

· Records management,

· Emergency preparedness,

· Informal risk management and resource prioritization, and 

· Periodic compliance evaluation and corrective action.

The key is to eliminate gaps and create linkages between existing programs, policies and procedures so that they are working together to achieve the overall goals of the organization and to document how they work together.

An installation or regional complex doesn't have to do everything at once.  Applying the principle of continual improvement, the system allows installations and regional complexes to assess where they are, plan where they want to go, establish local priorities, and take action on the items that are locally most important.  Chapter 2, “Getting Started,” suggests some initial steps in the overall EMS planning effort.

1.3.3  Resources for Implementation

The most significant resource for every organization, no matter its size, is senior management involvement and visibility in EMS planning and implementation.  Beyond that, the amount of time and money needed to implement an EMS depends on the size and activities of the organization.  In-house labor costs typically constitute the most significant portion of the implementation costs.  An installation or regional complex can use consultants to facilitate implementation, but it is critical that installation or regional complex personnel, participate, understand and make the key decisions on how their EMS works.  Installation or regional complex personnel are the keepers of the data and are, therefore, essential in providing and organizing the information necessary to support risk management decisions.  Employees throughout the entire organization, not just the environmental department, should participate in both the development and implementation work to ensure that their needs are addressed.  Employee involvement in the development of the EMS fosters understanding and ownership, which contributes to successful implementation.

Costs for EMS development and implementation include:  

· In-house labor, 

· Possible consulting assistance,

· Training of personnel in EMS concepts and new implementing procedures,

· Technical resources to identify practices and analyze their environmental impacts and improvement options,

· Resources required to make changes, and

· Resources for establishing and operating communication, documentation and record keeping systems.

Leveraging Resources to Reduce Costs:  The Navy is working with other services and Federal agencies to provide tools, templates, and expert support to assist Navy installations and regional complexes in more economical EMS implementation.  As those tools are identified or developed, information and/or files for download will be made available on the DENIX Environmental Management Systems website (select the Navy seal for Navy-specific information) or the Joint Services Pollution Prevention Technical Library website.

NAVFAC Support to Navy Installations and Regional Complexes for EMS Implementation:  A limited amount of centrally funded resources (personnel) are available to Navy installations and regional complexes through the Naval Environmental Protection Support System (NEPSS).  Support from NEPSS is available to supplement resources at Navy installations, regional complexes, and major claimants.  The NEPSS provides consultation services to assist installations and regional complexes in EMS implementation.  To access these resources, coordinate with your major claimant and the local Naval Facilities Engineering Command (NAVFAC), Engineering Field Division/Engineering Field Activity (EFD/EFA).

Using Consultants: The U.S. EPA, in conjunction with National Sanitation Foundation International, published guidance about the use of consultants in Environmental Management Systems: An Implementation Guide for Small and Medium-Sized Organizations. The EPA suggested the following steps in contracting for consultant services:

· Assess existing in-house resources first.

· Ensure both parties understand the scope of work.

· Get references and check them.  Look for consultants with experience at U.S. military installations.

· An EMS developed by consultants in isolation will not work.  Numerous personnel at the installation or regional complex must be involved in the EMS development process if implementation efforts are to succeed.

1.3.4.   Focus on Practices

The Navy EMS uses the concept of "practice" to break down missions into manageable unit operations.  Missions are accomplished through activities and operations that take place in offices, shops, ranges, hangars, hospitals, and so on.  Most activities and operations can be further broken down to the level of unit operations.  "Practices" can be thought of as unit operations that, due to some characteristic (aspect) they exhibit, can cause adverse impacts on an environmental resource.  Most activities and operations will encompass a number of unit operations.  For example a vehicle maintenance shop (activity) will have practices such as degreasing of parts, petroleum, oil and lubricant changes, paint removal, wash rack usage, battery recharging, and refrigerant capture and replacement.

The mission focus of the Navy EMS highlights the fact that the authority and principal responsibility for control of practices belong to the commands, units, and offices (we’ll call them practice owners) that use practices to accomplish their missions.  Implementation of the Navy EMS as described in this guide will also ensure that practice owners are accountable for the environmentally-sound operations of their practices.

Command support is needed to maintain the mission focus of the Navy EMS and promote sound management of practices.  The support should include the following:

· Commands should instill an ethic that their subordinate units have both authority and responsibility (ownership) for controlling the practices they use to accomplish their mission and the aspects of those practices.

· Units that own practices should understand the potential impacts of their missions on environmental resources and the potential consequences of failure to follow procedures on their mission readiness.

· Commands should support participation of their subordinate units in the installation or regional complex EMS.

· Installation or regional complex and tenant commanders should improve communications regarding environmental risks to mission and procedures for controlling these risks. Communication should occur vertically through their commands and horizontally across functional lines.

1.3.5
Focus on Risk to Mission
Military operations, by their nature, invariably involve acceptance of some level of risk.  Balancing potential risks and benefits is a part of the decision process associated with planning for any operation.  Practices operated on Navy installation or regional complexes in support of the mission can impact environmental and other resources.

Risks to mission caused by poor environmental performance can be grouped according to the resources that experience impacts. These resources include:

· Environmental resources – regulatory scrutiny, fines or penalties, cease and desist orders, public perception, lawsuits, and diminished utility of and loss of access to training areas.

· Personnel resources – interruption and distraction from work, decreased job performance, accidents, sickness, injury, and death. 

· Materiel and fiscal resources – wasteful material and energy use, depleted resources, unnecessary costs to accomplish and support missions.

Mission stoppages, personnel exposure to toxic materials, and loss of training environments present acute risks to mission capability, but the cumulative inefficiencies and distractions of personnel whose time is spent preventing impacts or addressing their repercussions can be a more significant risk to mission.

Figures 1-3 and 1-4 depict these pathways to mission risk. 





The Navy EMS is focused on minimizing risks to the military mission related to environmental performance and seeks to proactively identify and prevent environmental impacts that can impede mission capability.  This is achieved through a process of risk analysis and ranking that includes the following steps:

· Develop an inventory of practices.

· Identify aspects and impacts of each practice.

· Weigh the relative risks posed by each aspect of a practice and determine total risk of each practice.

· Rank practices according to their relative risk to mission.

· Develop and implement initiatives to mitigate risks.

The identification and ranking of practices based on risks to mission enhances operational efficiency by allowing allocation of resources where they are needed most.

Section 3.2, “Environmental Aspects,” provides a more thorough discussion of the practice inventory, aspect and impact analysis, and risk ranking process.

1.4 Demonstrating Navy Implementation of EMS

1.4.1
Documentation

Because there are great expectations and significant interest from the White House, the Secretary of Defense, the Secretary of the Navy and other Federal agencies, Navy installations and regional complexes will be required to provide periodic updates on the status of EMS implementation through the existing Environmental Quality In-Progress Review (EQ-IPR) reporting process.  With the publication of EMS implementation metrics on 30 Jan 2003, DoD requires the Office of the Secretary of Defense and DoD components to track EMS implementation using the following implementation criteria: 

1. An environmental policy statement consistent with DoD and component EMS policies.

2. An EMS self-assessment consistent with DoD and component EMS policies. 

3. A written plan with defined dates, identified resources, and organizational responsibilities for implementing an EMS consistent with DoD and component EMS policies. 

4. A prioritized list of aspects.

5. Appropriate installation personnel have received awareness-level EMS training.

6.
Completion of at least one management review in accordance with the installation’s documented procedure for recurring internal EMS management review.

The Navy EMS policy statement dated 6 December 2001, stated: "Each Navy shore installation and/or regional complex implementing an EMS must develop an EMS description document and complete at least one management review by 31 December 2005."

An installation or regional complex demonstrates that its EMS is in place with specific documentation.  This includes:  

· EMS description document or EMS manual, and

· Documented management review.
The following section describes each EMS document in detail.

Installation/Regional Complex Environmental Policy Statement:  The installation or regional complex’s environmental policy is a documented statement of each installation or regional complex’s fundamental environmental goals and direction.  The environmental policy must be communicated to all installation or regional complex personnel.  The commanding officer’s signature on the environmental policy indicates command support for the EMS and for improvements in environmental performance.  Since the policy statement provides basic statements of intention regarding environmental commitment and performance, it also should be made available to the public to engender confidence that the installation or regional complex intends to be a good environmental neighbor.  Additional discussion of an effective environmental policy statement can be found in Section 3.1 of this guide.

EMS Self-Assessment:  Adopting an EMS should not require throwing out existing systems and starting over.  To get the greatest value out of existing capabilities and programs, each installation or regional complex should conduct and document an EMS self-assessment.  In an EMS self-assessment, an organization determines where gaps exist between current systems and the EMS criteria listed in Chapter 3.  Installations or regional complexes that adopt an alternative EMS model will need to identify EMS criteria consistent with the model.  The EMS self-assessment process is covered in Chapter 2.  Chapter 3 suggests potential gaps between what is likely in place at Navy installations or regional complexes and the Navy EMS criteria for each element of the Navy EMS framework.  

EMS Implementation Plan:  This plan, which identifies actions necessary to implement the EMS, is based on the results of the EMS self-assessment.  The plan should describe in detail which key actions are needed and who will be responsible for implementing them, identify  resources needed for EMS implementation, and specify when the work will be completed.   EMS implementation plans are covered in Chapter 2.  To further assist in developing an implementation plan, Chapter 3 recommends specific actions to address the gaps between what is likely in place at Navy installations or regional complexes and the Navy EMS criteria. 

EMS Description Document or EMS Manual:  An EMS description document summarizes the system's core elements and how they are linked. The EMS description document or the EMS manual should contain or make reference to the following:

· Environmental policy,

· Organizational structure and key responsibilities. 

· A description of how the installation or regional complex satisfies EMS criteria,

· Objectives and targets,

· Environmental management procedures to guide operation and maintenance of each element of the installation or regional complex EMS, and

· Procedures and responsibilities for controlling practices.

Documented Management Review:  During the management review, senior management determines whether or not the EMS is adequately meeting environmental objectives and targets, where additional resources need to be allocated, and if the environmental policy is appropriate or needs to be changed.  To support the management review, senior management should consider the following sources of information on the installation or regional complex’s environmental performance:

· EMS review and compliance assessment results,

· Internal suggestions,

· Communications from the public, regulators, or other interested external parties,

· Progress on achieving objectives and targets,

· Other environmental performance measures,

· Reports of emergencies, spills, other incidents/accidents,

· New or modified laws/regulations,

· Status of corrective or preventive actions,

· Results of action items from previous management review meetings.

The management review should be documented in a record that includes who was present, when the review was conducted, and the decisions or outcomes of the management review.  Chapter 3, Section 3.17, contains additional information on  management reviews.

1.4.2  Environmental Quality Assessment Program

EMS implementation at appropriate Navy shore installations and regional complexes will be evaluated under the Navy’s Environmental Quality Assessment (EQA) Program as required by OPNAVINST 5090.1B.  Chapter 3 presents criteria to be used in evaluating each of the Navy EMS elements.  Additional information is provided in the EQA Guide, issued 31 August 1999.  Each installation and regional complex is required to annually document the status of its environmental program in an EQA Report that is submitted to its major claimant.  The major claimants use information in the EQA Reports to determine the scope of external assessment visits, including EMS reviews, for each of its installations or regional complexes.   Each year, the major claimant is required to submit a Claimant EQA Summary Report that summarizes the health of environmental programs at all installations and regional complexes within the Claimancy.

1.4.3  Third Party Certification

The Navy EMS policy dated 6 December 2001 addresses third-party certification of the EMS.  It stated:

"Formal certification of an EMS by an organization not affiliated with the one seeking certification, a "third party," consists of a number of steps including application, pre-audit, audit, and surveillance and is a recurring cost to the organization seeking and maintaining certification.  Third party certification is not required by [Executive Order 13148].  Mission-funded activities will not seek or fund third party certification.  A Navy Working Capital Fund activity may pursue third party certification only if it can demonstrate that third party certification is a good business decision."

1.5  Understanding EMS Terminology

Familiarity with the following key terms and concepts will be helpful for use of this guide.  These terms are presented in an order that demonstrates the relationships among them. For example, "practices" have "aspects" that have "impacts" on "resources" and those impacts on resources are "controlled."  See Appendix A for a glossary of terms presented in alphabetic order. 

EMS— That 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 the environmental program, and achieving environmental goals.

Activities—Mission supporting actions, duties or functions.  Examples include vehicle maintenance, heating-ventilation-air conditioning, facilities operation and maintenance, and training range operations.  Activities generally include multiple practices.

Practice—A unit process that supports the mission and has aspects that can have an impact on environmental resources. It is the ability to impact an environmental resource that is key to defining a practice.  However, practices may also impact other resources.  Practices include the unit process used to complete mission activities (e.g., degreasing of parts, oil and lubricant changes, battery recharging, and refrigerant capture and replacement to support vehicle maintenance) and closely associated physical controls (e.g., berms, alarms, oil/water separators).  Practices may also include related people, facilities, and input materials.

Practice Owner—The command, unit, or office, responsible for day-to-day operation of a practice.  Practice owners have the authority to accomplish their mission by using the practice and, thus, have the responsibility for procedures needed to keep the practice under control.

Aspect—A characteristic of a practice that can cause, in normal operation or upset mode, an impact to an environmental or other resource.  Each practice may have several aspects.  Typical aspects of practices operated on Navy installations or regional complexes include:

· Spill/release,

· Air release,

· Hazardous material use,

· Hazardous waste generation,

· Solid waste generation,

· Medical waste generation,

· Noise,

· Electricity use,

· Fuel use, and

· Physical presence (in environmentally sensitive locations).

Impact—An effect of a practice's aspect on an environmental or other resource.  Each practice may have several impacts.  Typical impacts associated with practices operated on Navy installations or regional complexes include:

· Personnel exposure,

· Indoor air quality degradation,

· Outdoor air quality degradation,

· Surface water degradation,

· Groundwater degradation,

· Soil quality degradation,

· Wildlife or plant population or habitat disturbance,

· Water consumption,

· Electricity consumption,

· Other resource (e.g., landfill space) consumption,

· Cost to mitigate risk,

· Adverse regulatory exposure,

· Negative public perception,

· Real property damage,

· Historic/cultural resource damage,

· Natural resource disturbance,

· Soil erosion, and 

· Human health effects.

Resources (Environmental)—Sensitive environmental receptors (e.g., air, water, natural resources, etc.) or cultural or historic assets on an installation or regional complex, in the surrounding community, within the ecosystem or beyond, that can be impacted by the aspects of practices.

Resources (Other)—Other assets that may be impacted by conduct of practices, such as personnel health and safety, real property, financial resources, public relations status, and mission capability.

Controls—Means used to ensure that the impacts on resources are effectively prevented or minimized.  Three types of controls are defined as follows:

· Management controls are administrative environmental behaviors applied by environmental staff as well as by practice owners.  Management controls are described by the elements of the EMS implementation component (e.g., programs, responsibilities, training, communication, etc.) and are evaluated through the EMS corrective action component.

· Operational controls are behaviors and actions of practice owners used in the course of operating or maintaining the practice (and associated physical controls) to eliminate or reduce their negative impacts on environmental or other resources.  Operational controls are often required by regulations or may be adopted as best management practices.  Common examples include labeling drums, maintaining equipment operating logs, or opening/closing discharge valves on a containment berm.

· Physical controls, also referred to as engineering controls, are physical devices or equipment (e.g., containment structures, air filters, etc.) designed to physically minimize or prevent impacts to the environment or other resources.  Physical controls are similar to practices in that they may be subject to operational or management controls to ensure their environmentally sound operation and maintenance.  Some physical controls may be managed as part of their associated practices (e.g., oil water separators with washrack, berm/valve with aboveground storage tank).

Procedure—A documented set of instructions, with clearly assigned roles and responsibilities, directing proper operation of a practice or conduct of an EMS element.  The EMS defines two types of procedures:

· Environmental management procedures (EMP) offer instruction in the use or application of an EMS element (e.g., training, communication or EMS review).  EMPs define how management controls (see definition of controls in previous section) are to be effectively applied.

· Environmental standard operating procedures (ESOP) instruct the environmentally sound operation of practices.  ESOPs should be integrated into existing technical procedures for operation of practices, where feasible, but may need to be distributed or posted in the workplace as separate documents. 

Effectiveness—Meeting military mission while fully meeting executive, Federal, state, and local environmental regulations, as well as the environmental policies of DoD, the Navy, or the installation or regional complex.

Efficiency—Achieving effectiveness at the lowest possible cost (considering time, personnel resources, and money).  A risk-based ranking of practices based on their aspects is the basis for efficiency enhancements under the EMS.

Senior Management—Senior management is defined by the organization.  It consists of the installation commanding officer or regional commander and key members of his/her organization who are responsible for the planning, implementation, and review of the EMS.  

Checklists—Series of questions, in either paper or automated format, for use in evaluating compliance and/or EMS effectiveness.  Checklists occur in several forms for use by varying levels of personnel:

· Point-of-use checklists contain general questions, in non-technical language, derived from regulatory or policy requirements for use by practice owners in conducting compliance inspections.

· Point-of-use-plus checklists include the requirements-based questions of point-of-use checklists and a set of management-related questions.  They are intended for use by media managers in conducting oversight evaluations.

· Media management checklists (Navy EQA Software (NES) checklists) include comprehensive requirements-based questions for use by media managers in assessing the overall compliance of media programs.

· Program management checklists contain questions designed to assess the overall effectiveness of environmental media programs and support program managers' performance evaluation of media managers and media programs. 

Compliance Inspection—On-site examination of practices and related operational and physical controls by or on behalf of practice owners to determine whether environmental compliance requirements are being satisfied.  Compliance inspections include documentation and reporting of deficiencies.

Oversight Evaluation—A periodic validation of compliance inspections conducted by installation or regional complex environmental personnel to ensure compliance inspections are effectively implemented, and to review the effectiveness of the EMS at the practice level.

Criteria—Standards against which the effectiveness of EMS implementation may be audited.  Criteria for each element of the Navy EMS are provided in Chapter 3 of this guide and support the EMS self-assessment (see Section 2.6) and EMS review (see Section 3.16).  Installations or regional complexes implementing EMS frameworks other than the Navy EMS will have alternate criteria.

CHAPTER 2.  GETTING STARTED

This section addresses steps that an installation or regional complex may take to start planning and implementing an EMS.  Taken together, these steps represent a suggested approach for getting started.  Installations or regional complexes may use or skip these steps as their situations dictate.

2.1  Make a Case for EMS
Installation or regional complex personnel responsible for coordinating the planning and implementation of an EMS will need the support of senior management for success.  Securing senior management support is discussed in Section 2.3 of this guide.  However, the initial step in planning for the EMS is to determine goals and anticipate benefits.  Implementation of an EMS can improve an installation or regional complex’s environmental (and mission) performance, but no two installations or regional complexes are alike; EMS benefits can differ significantly from one location to another.  EMS implementation is a considerable undertaking and will require focus, resources, time, and commitment from all involved.  Thus, it is essential that each installation or regional complex create a business case that describes what the installation or regional complex (and senior management) can expect in return for its investment.
There are numerous benefits an installation or regional complex implementing an EMS may anticipate.  Navy installation or regional complex senior managers are military officers and civilians charged with meeting a military mission. Making a case for EMS thus involves establishing the benefit to mission.  EMS benefits related to enhancements in mission performance include:
· Developing an environmental management structure that is effective and responsive to the installation or regional complex’s needs,

· Reducing risks to people, the mission and the environment,

· Making operational improvements,

· Improving public image,

· Improving relationship with regulatory bodies,

· Enhancing ability to meet regulatory requirements, and

· Enhancing employee awareness and commitment to environmental performance.

Section 1.2.1, “EMS Benefits,” discusses these and other advantages to EMS implementation.  Initial consideration of anticipated benefits supports development of scope and strategy (Section 2.2) and securing senior management support (Section 2.3).  Communication of anticipated benefits is key to overcoming reticence to change, reaction to resource and time investments, and other barriers to successful implementation.  This communication needs to be accomplished at the outset and reinforced throughout EMS planning and implementation.
2.2  Consider EMS Scope, Implementation Strategy, and Timeline

By 31 December 2005, an EMS should be in place throughout the "fence lines" of each Navy installation and regional complex.  All installation or regional complex offices, tenant commands, other Federal tenants, and contractors that own practices or have other environmental responsibilities should be participating by that date.

However, EMS implementation may be phased in several ways.  Here are some approaches to consider:

•
Concentrate initially on those practices that are specifically identified in existing permits and management plans.  Add practices and involve practice owners as issues demand the attention of the environmental office, regulators, or the installation's or regional complex’s management.

•
Prioritize efforts on those elements of the EMS that most need improvement, which have the longest lead time for improvement, or which hold the greatest promise of quick, demonstrable improvements.

•
Begin working with practice owners who are within the installation commander or regional commander’s chain of command, then bring in tenant commands, other tenants, and contractors.

•
Designate geographically distinct parts of the installation or regional complex for priority attention.

Based on experience of participants in various EMS pilot programs, a 2-year timeframe is suggested for the EMS implementation process.  However, the implementation process can be shortened or extended based upon your organizational size, culture, and needs.

Based on EMS implementation work done at pilot facilities, National Aeronautics and Space Administration (NASA) officials suggest the pre-implementation planning and preparation process for an EMS at any given facility will require approximately 3 months.  NASA officials  offer a good rule of thumb: spend 25 percent of the EMS implementation time/effort on planning elements, 50 percent on implementation elements and 25 percent on checking, corrective action, and management review.  The implementation elements involve all levels of the organization and thus require the highest degree of effort, cooperation, and buy in.

Executive Order 13148 established a 31 December 2005 (end of first quarter, fiscal year 2006) deadline for implementation of an EMS at appropriate facilities.  EMS planning and implementation should begin at Navy installations and regional complexes no later than 31 December 2003 (end of first quarter fiscal year 2004).  EMS planning and implementation should begin earlier at large installations and regional complexes.

Beginning in fiscal year 2003, Navy EMS implementation training will be available through Navy workshops offered in Navy concentration areas.  The workshop schedule is not yet available, but will be announced and advertised through several means, including posting on the DENIX EMS website.

Figure 2-1 presents a timeline for Navy-wide EMS planning and implementation efforts.

Figure 2-1  Navy EMS Implementation Timeline
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2.3  Secure Senior Management Support
One of the most critical steps in the planning process is gaining senior management's commitment to support EMS development and implementation.  Present your case for improving management of environmental risks to the installation or regional complex’s mission to senior management along with a recommended scope and implementation strategy.  Managers need to understand the benefits of an EMS and what it will take to put an EMS in place.  Explain the strengths and limitations of your current approach and how those limitations can affect the installation or regional complex’s financial performance and mission capability.  Management also has a role in ensuring that the goals for the EMS are clear and consistent with other organizational goals.  Management's commitment must be communicated across the organization. 

2.4 Organize EMS Participants

The EMS ensures that installation or regional complex personnel from all activities and functions play a part in improving environmental performance.  Personnel or organizations key to EMS planning and implementation efforts include:

· The installation commanding officer or the regional commander,

· Senior management,

· An EMS management representative, and

· EMS support personnel.

2.4.1
Commanding Officer or Regional Commander

The commanding officer or regional commander is ultimately responsible for the EMS and for determining how the leadership and staff aboard the installation or regional complex will organize to implement and maintain it.  As discussed in the following sections, it is suggested that he or she identify members of senior management who may act on behalf of the commander to accomplish this. 

2.4.2
Senior Management

The lead role for implementing and maintaining the EMS should belong to each installation or regional complex’s leadership, especially the leadership of those commands and offices that are most affected by environmental risks to mission ‑ the significant practice owners.

Likely senior management personnel include the commanding officers and/or executive officers of the installation or regional complex and major tenants, department or division managers, and the environmental division manager.  Representatives of large base operating support contractors might also be considered.  

The installation commanding officer or regional commander might prepare a charter to guide senior management’s efforts and to enable the management team to make decisions for him or her.  Candidate tasks and responsibilities are:

· Determine a strategy for EMS implementation,

· Draft the installation or regional complex’s environmental policy statement,

· Ensure that all practice owners participate in the practice inventory and agree to reasonable expectations for implementing ESOPs,

· Make or review the value judgments inherent in selecting a risk prioritization method and ranking risks of practices,

· Define or review objectives and targets and ensure that they are consistent with the environmental policy statement,

· Propose and/or review actions for achieving objectives and targets,

· Review environmental funding priorities, projects, and execution,

· Review the EMS description document and environmental management procedures,

· Supervise the installation or regional complex’s EMS review, and 

· Conduct the Management Review and take actions indicated by the review.
2.4.3
Management Representative

Senior management will likely need support to bring all of the EMS elements to a status where the leadership can make the decisions and take the actions expected of them.  The commander or the senior management may decide to designate a management representative and assign him or her responsibility for EMS planning, implementation and reporting.  The management representative needs to have the necessary authority, an understanding of the organization, project management skills, and the time to commit to the EMS-building process and must have senior management support.  Typical responsibilities of the management representative include:

· Identify and manage EMS implementation support personnel,

· Plan the EMS project and implementation schedule,

· Be an internal EMS consultant,

· Report to senior management,

· Gather, organize and disseminate information,

· Delegate tasks and establish deadlines,

· Collect information and evaluate EMS implementation initiatives,

· Organize training,

· Facilitate senior management visibility and involvement, and

· Obtain cross-functional support and buy-in.

2.4.4
EMS Implementation Support Personnel

Senior management or the management representative should look for support from across the installation or regional complex.   Table 2.1 illustrates the types of expertise that various functions might bring to the EMS implementation effort.  Reliance on cross-functional support can help to ensure that procedures are practical and effective and can build commitment to and "ownership" of the EMS.  Contractors, suppliers, and other external parties might also be considered where appropriate.

Table 2-1  Functions to Consider for EMS Implementation Support

	Function
	Expertise Brought to EMS Implementation

	Operations
	Management of operations

	Production
	Management of production

	Maintenance
	Management of equipment and facilities maintenance

	ROICC
	Management of new construction and installation modification of equipment

	Supply
	· Management of raw material and product storage and in-facility transportation

· System for procurement (including screening of suppliers, material composition of components)

	Quality
	Quality management system, including document control procedures

	Human Resources
	· Training on environmental responsibilities 

· Inclusion of environmental incentives in performance measurement system

	Environmental 
	· Knowledge of environmental regulations and existing programs for managing the installation or regional complex’s environmental protection responsibilities

· Management of environmental documents and records

	Safety and Health
	Programs for complying with safety and health regulations

	Public Affairs
	System for communicating with public on environmental issues

	Comptroller
	System for tracking environmental costs of operations


EMS implementation support may be organized in the form of standing technical committees, task-based teams, or simply as individuals who provide data, expertise, knowledge of operations, opinions, etc.

2.5 Provide Initial EMS Training

Senior management and EMS implementation support personnel will need various levels of EMS training to ensure that they have a clear understanding of the intent of the EMS and how each of the elements can be integrated into current programs.

In addition to defining the basics of an EMS, initial training for senior management could address the benefits envisioned for the installation or regional complex (discussed in Section 2.1); the locally determined scope, strategy, and timeline (discussed in Section 2.2), and senior management’s roles in the EMS (discussed in Section 2.4).

EMS implementation support personnel need a clear understanding of their roles and responsibilities in order to contribute effectively to the implementation effort.  Some support personnel will need in-depth training on all components and elements of an EMS as well as determinations of what will be accomplished locally.  Other personnel will be more task oriented and require only a broad overview of EMS, along with proper direction and supervision on specific tasks. 

Various training materials appropriate for various audiences will be available for download at the DENIX EMS and Joint Service Pollution Prevention Technical Library websites.  In addition, Navy EMS implementation workshops will be conducted in Navy concentration areas during fiscal year 2003.  The workshop schedules and other training opportunities will be available at these websites.

2.6  Conduct an EMS Self-Assessment
The purpose of an EMS self-assessment is to characterize the status of the installation or regional complex's existing EMS in relation to the Navy EMS elements and criteria or criteria specific to an alternate EMS framework implemented by the installation or regional complex.  The objectives of an EMS self-assessment are to:

· Compare the existing EMS with the Navy EMS elements and criteria, presented throughout Chapter 3 and in Table 3-1, to determine whether the current procedure satisfies the criteria.  It may be helpful to consider and indicate which category applies:

· Documented but not implemented,

· Implemented but not documented,

· Undocumented and unimplemented,

· Implemented and documented.

· Identify actions necessary to eliminate gaps between the existing EMS and the Navy EMS and develop a Plan of Action and Milestones (POA&M) or EMS Implementation Plan (see Section 2.7).

Additional materials regarding an EMS self-assessment are posted on the DENIX and Joint Service Pollution Prevention Technical Library websites.

2.7  Prepare an EMS Implementation Plan
Based on the results of the EMS self-assessment, installations or regional complexes will prepare an EMS implementation plan.  The plan should describe needed key actions, identify those response for overseeing these actions, identify needed resources, and determine when the work will be completed.

2.8  Secure Resources and Assistance

Senior Management should review and approve the EMS implementation plan and anticipated resource needs.  In some cases, outside assistance may be available (e.g., EPA or state technical assistance office, pollution prevention partnerships, or multi-state working group)s.  See Appendix B for more ideas on possible sources of assistance.

As an EMS is established, be sure to regularly monitor your progress against the plan and communicate this progress within the organization.  Be sure to communicate the accomplishments that have been made, and periodically describe what happens next.  Build on small successes.  Be sure to keep senior management informed and engaged, especially if additional resources are required.

Employees are a great source of knowledge on environmental and health and safety issues related to their work areas as well as on the effectiveness of current processes and procedures.  They can help the project team in drafting procedures.  Ownership of the EMS will be greatly enhanced by meaningful employee involvement in the EMS development process.

CHAPTER 3.  KEY ELEMENTS OF NAVY EMS

As described in Section 1.3 of this Guide, the Navy EMS is comprised of five components and 17 elements.  This chapter describes each of the 17 EMS elements in detail.  The description of each element includes the following subject areas:

· Discussion—A general discussion that provides a description, rationale, and basic characteristics.

· Criteria—A description of the essential requirements to ensure the Navy EMS is effectively implemented and to provide an auditable standard to support the EMS self-assessment and EMS review.

· What Installations Might Have—A discussion of how existing installation environmental programs may already meet the stated Navy EMS criteria.

· What Gaps Might Exist—A discussion of probable gaps between existing environmental management programs and the EMS criteria.

· Filling Gaps—Tips and suggestions for filling identified gaps.

· Tools and Templates—References to existing tools and template that may be used to help fill identified gaps.

Table 3-1 presents the components and elements of the Navy EMS with applicable criteria for each element.  These criteria were developed by the Chief of Naval Operations (CNO) EMS Working Group, comprised of representatives from the CNO, Major Claimants, Naval Facilities Engineering Command, installations, and regional complexes.

	Table 3-1

Navy EMS Components, Elements, and Criteria

	Component
	Element
	Criteria

	Policy
	1.  Environmental Policy 
	· The organization has an environmental policy statement that:

· is documented and signed by the organization’s commanding officer;

· commits to compliance with relevant environmental legislation, regulations, and policy; to prevention of pollution; and to continual improvement in performance of the EMS; and

· is communicated to organization personnel and made available to the public.

· The environmental policy is implemented and maintained.

	Planning
	2. Environmental Aspects 
 
	· The organization has established and maintains a documented procedure to identify the environmental aspects of its activities, products, services, or practices that it can control and over which it can be expected to have an influence.  The procedure provides for incorporating new or changed missions, operations, activities, services or practices into the EMS.

· The organization has documented its environmental aspects that have or can have significant impact on the environment based on a risk analysis.

· The organization ensures that the aspects related to these significant impacts are considered in setting its environmental objectives.

· The organization keeps this information up-to-date.

	
	3.  
 Legal and Other Requirements
	· The organization has established and maintains a documented procedure to identify Federal, state, local, DoD, DoN, and organization-level environmental requirements that are applicable to the environmental aspects of its activities, products and services.

· The organization translates regulatory and policy requirements into procedures that appropriate personnel (e.g., practice owners) can use.

· The organization disseminates information on requirements in procedures and checklists as appropriate to all levels and functions. 


	
	4.  Environmental Objectives and Targets
	· The organization has established and maintains documented environmental objectives and targets, at each relevant function and level within the organization. 
· The organization’s objectives and targets:

· reflect risks to mission determined through ranking of environmental aspects.

· are consistent with and supportive of the organization’s environmental policy statement and environmental requirements, and

· are achievable within economic and technological restraints.

	
	5.  
Management Actions to Support Objectives and Targets
	· The organization identifies actions, responsible party(ies), and timeframes by which actions are to be achieved within the means of the organization’s commanding officer (those actions accomplished through in-house resources/manpower) in order to achieve objectives and targets.

· The organization identifies projects necessary to achieve objectives and targets and requiring funding and   uses PPBS tools and procedures to request funding, and where appropriate, uses risk assessment results and documentation to support PPBS funding requests and execution of funds.

	Implementa-tion
	6.  
Structure and Responsibility
	· The organization has defined, documented, and communicated EMS roles, responsibilities, and authorities for:  

-
implementation and sustainment of the EMS

-
management of environmental programs

-
procedures for control of activities, products and services.

	
	7.  
Training, Awareness and Competence
	· The organization has identified, provided, and documented training and instruction needed to:

-
comply with regulations

-
ensure that appropriate personnel understand their responsibilities for implementing the EMS

-
ensure practice owners understand specific procedures to control environmental impacts of their activities, products and services.

	
	8.  Communication
	· The organization has established and maintains documented procedures for internal and external communication relative to the EMS. 


	
	9.  
EMS Documentation 
	· The organization has established and maintains, and the organization’s leadership has approved, a written EMS description document that describes:

-
EMS elements, including Environmental Management Procedures (EMPs) to implement them;

-
how elements relate to each other; and 

-
where related documents and records are maintained.

	
	10.

Document Control
	· The organization has established and maintains documented procedures for controlling all documents applicable to its EMS to ensure that 

-
they can be located

-
the are periodically reviewed and revised as necessary 

-
the current versions of relevant documents are available when and where needed 

-
obsolete documents are promptly removed from all points of issue and points of use, or otherwise assured against unintended use

-
Any obsolete documents retained for legal and/or knowledge preservation purposes are suitably identified.

	
	11. 

Operational Control
	· The organization has identified those operations and activities that are associated with the identified significant environmental aspects in line with its policy, objectives and targets.

· The organization has planned 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 their absence could lead to deviations from the environmental policy and the objectives and targets;

· stipulating operating criteria in the procedures;

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


	
	12. 
Emergency Preparedness and Response
	· The organization has established and maintains documented procedures for identifying and responding to accidents and emergencies and for mitigating the environmental impacts that might result.

· The organization reviews and revises its emergency preparedness and response procedures when new practices are initiated and after the occurrence of accidents or emergencies.

· Procedures are communicated to practice owners in scope and detail appropriate to their responsibilities in the event of an accident or emergency.

	Checking and Corrective Action
	13. 
Monitoring and Measurement
	· The organization has established and maintains documented 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.

· The organization has assigned roles and responsibilities and established procedures or mechanisms to track progress in meeting Objectives and Targets.

· The organization has established performance indicators or metrics to measure progress in accomplishing Objectives and Targets. 

· Monitoring equipment is calibrated and maintained and records of this process shall be retained according to the organization’s procedures.

· The organization has established and implemented a comprehensive Internal Assessment plan (IAP), in accordance with Navy EQA program guidance, to periodically evaluate compliance with relevant environmental legislation and regulations.

	
	14. Nonconformance, Noncompliance and Corrective and Preventive Action
	· The organization has established and maintains documented procedures defining responsibilities and authority for handling and investigating nonconformances and noncompliances, taking action to mitigate any impacts caused, and for initiating and completing corrective and preventive action. The organization has implemented and recorded any changes in the documented procedures resulting from corrective and preventive action.

· The organization has documented its nonconformance and noncompliance deficiencies, recommended corrective actions, problem solving efforts, and plan of actions and milestones for recommended corrective actions.

· The organization annually develops and forwards to the Major Claimant an EQA Report that contains a summary of their problem solving efforts and corrective actions, issues and concerns critical to the Major Claimant, a program area status summary, and an updated Internal Assessment plan.


	
	15. 

Records
	· The organization has established and maintains documented procedures for identification, maintenance and disposition of environmental records.  These records include training records and the results of audits and reviews.

· Environmental records are: 

· legible, identifiable and traceable to the activity, product or service involved. 

· stored and maintained in such a way that they are readily retrievable and protected against damage, deterioration or loss.

	
	16. 
EMS Review
	· The organization has established and maintains documented procedures for periodic EMS reviews to be carried out in order to:

· determine whether or not the EMS conforms to Navy EMS policy and has been properly implemented and maintained.

· provide information on the results of reviews to management.

	Management Review
	17. 
Management Review
	· The organization's senior management, at intervals it determines, reviews the EMS to ensure its continuing suitability, adequacy and effectiveness.

· The management review process ensures that the necessary information is collected to allow management to carry out this evaluation.

· The management review is documented. 

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


3.1  Environmental Policy

3.1.1  Discussion

The environmental policy, sometimes referred to as the EMS Policy Statement, is a statement of each installation or regional complex’s fundamental environmental goals and direction.  Since the environmental policy provides basic statements of intention regarding environmental commitment and performance, it must be communicated to all installation or regional personnel and also should be made available to the public to engender confidence that the installation intends to be a good environmental neighbor.

3.1.2  Criteria

· The organization has an environmental policy statement that:

· is documented and signed by the organization’s commanding officer;

· commits to compliance with relevant environmental legislation, regulations, and policy; to prevention of pollution; and to continual improvement in performance of the EMS; and

· is communicated to organization personnel and made available to the public.

· The environmental policy is implemented and maintained.

3.1.3 Navy Installations and Regional Complexes Might Have

Many Navy installations and regional complexes have signed environmental policy statements in place that commit to compliance, pollution prevention, or other fundamental environmental principles.  Existing policies are, in some cases, well communicated to installation or regional employees and may be made available to the public.
3.1.4  What Gaps Might Exist

Existing environmental policies generally do not commit to continual improvement and, although theoretically communicated to installation personnel, may not be available and understood by personnel at all levels and functions aboard the installation or regional complex.  Existing policies might not be signed by the current CO or made available to the public.
3.1.5  Filling Gaps

Installations and regional complexes should review existing environmental policy statements against the criteria set forth in Table 3-1 and should make appropriate revisions to their policy statements and in how they are communicated to installation and regional personnel and the public.

If an existing policy is not in place, the installation or regional complex should develop one.  Considerations that may be useful in developing an environmental policy statement include:

· The policy should be tailored to address the installation or regional complex’s operations, activities, and environmental goals.  The installation or regional complex should be able to demonstrate that its EMS is meeting commitments established in the policy statement; therefore, the policy statement should be specific enough to be audited.

· The policy statement is a living document that will be revised over time.  The policy statement should be realistic and achievable. 

· The policy statement is the foundation for the EMS and serves as a basis for setting environmental objectives and targets (see Section 3.5 of this Guide).  The policy will be enacted through EMS programs and procedures.

Installations and regional complexes may wish to include in their policy commitments to other fundamental environmental principles, such as reduction of risk to mission, efficient use of resources, and protection of public health and safety.

Perhaps the most significant contributor to internal communication of the installation or regional complex’s environmental policy is strong, vocal, and visible support by the installation CO. Other suggested methods to enhance communication of the environmental policy statement to installation or regional employees include:

· Posting the policy on installation or regional complex bulletin boards and the local Intranet.

· Publishing and discussing the policy in the installation or regional complex newspaper or newsletters.

· Distributing the policy through email campaigns and innovative methods, such as laminated wallet cards, placards, or posters.

· Including the policy as a curriculum item in existing training, such as indoctrination training for personnel coming aboard the installation or regional complex.

The policy may be made available to the public by posting it on the installation or regional complex’s webpage and through the Public Affairs Office.

3.1.6  Tools and Templates

Several sample environmental policy statements from Navy installations and regional complexes and private industry are provided on the Defense Environmental Network and Information Exchange (DENIX) and the Joint Service Pollution Prevention Technical Library (JSP2TL) websites. These websites were described in Chapter 1 of this Guide.

3.2  Environmental Aspects

3.2.1  Discussion

To meet mission requirements, Navy installations and regional complexes conduct activities and operations, such as vehicle maintenance and weapons system training, that can have impacts on the environment and other sensitive resources.  Fundamental units of work within activities and operations are termed “practices.”  Practices, such as used oil storage, have associated “aspects,” which are characteristics (e.g., potential for oil spill) that can cause an impact on the environment (e.g., degraded stream quality).

Specific definitions of “practice,” “resource,” “practice owner,” “aspect,” and “impact” are provided in Section 1 and Appendix A of this Guide.  Section 1.3.4 of this Guide discusses the roles of practices in meeting the Navy’s mission and serving as the basic unit of management within the Navy EMS.

Understanding how a practice interacts with the environment—understanding the aspects and impacts of a practice—is critical to assessing the risks posed by the practice and defining applicable procedures to manage these risks.

Installations and regional complexes implementing an EMS will conduct a thorough accounting and inventory of practices, their aspects, and related impacts. The inventory is critical to the EMS in several ways:

· It comprehensively identifies and documents the installation's practices, aspects, and impacts.

· It provides the basis for planning the EQA Internal Assessment inspections and oversight evaluations.

· It enables risk-based ranking of practices and aspects to support decision-making, allocation of resources, and development and documentation of applicable operational controls.

· It enables assignment of environmental responsibilities and accountability to practice owners and other traditionally non-environmental staff.

· It facilitates identification, cause analysis, and correction and prevention of compliance and management problems for related or similar practices or aspects across the installation.

A list of typical practice types and their likely aspects and impacts are provided in the Navy section of the DENIX EMS website.  Table 3-2 provides a brief example.

	Table 3-2

Examples of Practices, Aspects, and Impacts

	Practice
	Aspect
	General Impact*

	Aboveground storage tank (AST) operation and maintenance
	Fugitive air emission
	Degraded air quality

	
	
	Personnel exposure

	
	Product spill
	Degraded soil quality

	
	
	Degraded groundwater quality

	
	
	Degraded surface water quality

	
	
	Personnel exposure

	
	
	Regulatory action

	
	
	Adverse public reaction

	Artillery training range operations
	Noise
	Adverse public reaction

	
	Projectile detonation
	Soil erosion

	
	
	Degraded soil quality (contamination)

	
	
	Degraded surface water quality (contamination)

	
	
	Degraded groundwater quality (contamination)

	
	
	Plant and animal species population and habitat disturbance


* Inventories at Navy installations and regional complexes should identify impacts to specific resources, as applicable.

Aspects of practices operated on Navy installations and regional complexes in support of the mission can impact environmental and other resources.  These impacts may have repercussions that impede mission capability in a variety of ways, including:

· Environmental resources – regulatory scrutiny, fines or penalties, cease and desist orders, deteriorating public perception, lawsuits, and diminished utility of and loss of access to training areas.

· Personnel resources – interruption and distraction from work, decreased job performance, sickness, injury, and death. 

· Material and fiscal resources – wasteful material and energy use, depleted resources, unnecessary expenditures to accomplish and support missions.

Mission stops, personnel exposure to toxic materials, and loss of training environments present acute risks to mission capability.  Perhaps more significant are the cumulative inefficiencies and distractions of personnel who must address these repercussions.
Each practice has one or several aspects.  The risks inherent in each practice must reflect the total risk of each of the practice's aspects.
The Navy EMS focuses on minimizing risks to the military mission and seeks to proactively identify and prevent environmental impacts that can impede mission capability.  Ranking practices or aspects according to the risks they pose to mission is an important function within the EMS.  Section 1.3.5 of this Guide provides a general discussion of the role of risk in the Navy's EMS.  Identification of risks posed by the installation's activities and operations serves as a basis for developing environmental objectives and targets that drive the installation’s EMS performance improvement initiatives.

3.2.2  Criteria

· The organization has established and maintains a documented procedure to identify the environmental aspects of its activities, products, services, or practices that it can control and over which it can be expected to have an influence.  The procedure provides for incorporating new or changed missions, operations, activities, services or practices into the EMS.

· The organization has documented its environmental aspects that have or can have significant impact on the environment based on a risk analysis.

· The organization ensures that the aspects related to these significant impacts are considered in setting its environmental objectives.

· The organization keeps this information up-to-date.
3.2.3  Navy Installations and Regional Complexes Might Have

Navy installations and regional complexes that have implemented EQA will have a practice inventory in place and documented in their Internal Assessment Plans.  EQA Internal Assessments should rely on practice inventories and locally assigned priorities to determine compliance inspection and oversight evaluation frequencies and responsibilities.
Most installations and regional complexes maintain much of the data needed to develop inventories in existing management plans and permits,

3.2.4  What Gaps Might Exist

Some installations and regional complexes may not have developed practice inventories to support EQA implementation.  Existing practice inventories for EQA purposes may not address tenants, subordinate commands, or visiting units, and may not identify aspects and impacts.  Current prioritization initiatives may not have evaluated risk by analyzing aspects and their impacts on the environment or other resources.  Priorities determined for EQA purposes (i.e., to establish local priorities and compliance inspection and oversight evaluation schedules) may not take into account broader EMS goals, such as ranking practices for actions to minimize risk to the mission.

3.2.5  Filling Gaps

Each installation or regional complex that has developed a practice inventory to support EQA implementation should revisit it and identify aspects and impacts of each practice.  Practices owned by tenant and subordinate commands should be included on the inventory.  Each installation or regional complex also should ensure that it has procedures to include visiting units and their practices in its EMS.

Each installation or regional complex that does not have an existing inventory will need to identify practices, aspects, and impacts before analyzing risks.

A useful starting point for identifying practices is to review existing management plans and permits.  P2 Plans and Integrated Contingency Plans (or Spill Prevention Plans) are particularly good sources of information on practices.  Site visits to the installation or regional complex’s units, buildings, ranges, and shops are recommended to validate information contained in existing documentation. 

Another approach to identifying practices is to develop a process map for each of the installation’s activities and operations.  Each activity or operation has associated with it one or several unit processes.  Practice owners can help identify aspects and impacts by determining inputs (e.g., hazardous materials, labor, electricity) and outputs (e.g., clean parts) of each process.  Unit processes found to have aspects that could impact environmental resources are considered to be practices and should be included in the practice inventory.  Table 3-3 provides an example relevant to the process mapping approach.

Practices often have associated devices, such as a berm around an AST or an oil/water separator downstream from an industrial area, to physically control a spill, release, or other aspect.  Physical controls are often regulated and managed independently from the associated aspect.  Installations and regional complexes should consider including physical controls in their practice inventories.  Some controls may be included and managed with their practices.  For example, berm inspection might be part of the AST system.  In other cases, it may make sense to list and manage physical controls independently from a practice.  For example, an oil/water separator that receives effluent from several units in vehicle maintenance compound might be managed independently from the vehicle maintenance operation.

	Table 3-3

Process Mapping Approach to Practice Identification

	Activity/ Operation
	Process
	Aspects
	Determination

	Office management
	Personal performance evaluation process
	None
	Not a practice

	
	Schedule notification process
	None
	Not a practice

	
	Report production process
	Paper use

Solid waste generation

Copier toner use
	Practice, include with aspects on inventory


For each identified practice, the installation or regional complex should identify relevant aspects and impacts.  A list of typical practice types and their likely aspects and impacts are provided in the Navy section of the DENIX EMS website.  Navy installations and regional complexes should consider local conditions when using these generic lists,  because the presence of specific resources, such as wetlands, endangered species populations, or drinking water sources, determines which impacts a given practice may actually have.

Once aspects and impacts have been identified, each installation and regional complex should identify risks to the mission and rank practices accordingly.  To determine the total risk of the practice, an installation risk analysis should include an evaluation of each aspect associated with a practice.  Due to the number of practices on a typical Navy installation or regional complex, and the fact that each practice has one or more aspects associated with it, evaluating risk and ranking practices may represent a significant effort.

Risks may be assessed using a numeric risk-ranking tool, qualitative consensus method, or qualitative frequency/severity matrices.  Installations may wish to consider initially applying a qualitative analysis to expedite EMS implementation.   In such cases, the installation or regional complex may follow up later with a more comprehensive and labor-intensive, quantitative approach.  Regardless of the approach selected for identifying risks and ranking practices, installations and regional complexes should document both the approach used (as a procedure) and the results of the analysis.

Actual risks depend on local characteristics.  For example, the risks posed to the environment (and to mission) of an oil spill are greater if the source is close to a sensitive wetland than if no wetland is present.  Installation and regional personnel must take into account local conditions and resources when assessing risk.

Soliciting input from practice owners or other non-environmental personnel or organizations may facilitate the process of identifying practices, aspects, impacts, and risks.  The practice owner or the practice owner’s chain of command may be most knowledgeable about a practice and its impacts, and can often provide unique perspective to the inventory and prioritization processes.

The practice inventory is a living document and should be updated at least annually.  As the EMS evolves and practices operated at the installation change, personnel should revise the inventory with appropriate data. Changes that may drive an update of the practice inventory include:

· Introduction of new practices associated with new projects accepted for implementation after a National Environmental Policy Act assessment;

· Incorporation of new installations into a regional complex;

· Other implementation of new practices;

· Discovery of existing practices that were previously unidentified;

· Removal of an existing practice from service; and

· Change in practice ownership or location.

Likewise, risk-based priorities will change over time with mitigation of current risks, changes in requirements, or changes in operations.  Priorities should be reevaluated on a periodic basis.

3.2.6  Tools and Templates

Further information on practice, aspect, and impact identification and the risk ranking process is provided on the DENIX and JSP2TL EMS websites.

3.3
Legal and Other Requirements

3.3.1  Discussion

Environmental performance begins with knowledge of requirements.  To operate practices in an environmentally sound manner, Navy installation or regional personnel must be aware of legislative, regulatory, and policy requirements that apply to their jobs.  In an effective EMS, knowledge of environmental requirements will be communicated throughout all chains of command, and particularly to practice owners.  It is the job of environmental specialists to translate complex and comprehensive requirements into procedures, checklists, and other tools or information useful to practice owners.

Existing requirements frequently change, and new requirements emerge on an ongoing basis.  Installations and regional complexes therefore must track requirements on an ongoing basis to ensure awareness remains current.

Some requirements apply specifically at the practice level and can be audited.  The environmental staff translates requirements applicable to practices into procedures and checklists understandable and usable by practice owners.  Other auditable requirements address actions applicable at the level of environmental media program management (e.g., Toxics Release Inventory reporting, management plan development and maintenance, hazardous waste manifests, etc.).

3.3.2  Criteria

· The organization has established and maintains a documented procedure to identify Federal, state, local, DoD, DoN, and organization-level environmental requirements that are applicable to the environmental aspects of its activities, products and services.

· The organization translates regulatory and policy requirements into procedures that appropriate personnel (e.g., practice owners) can use.
· The organization disseminates information on requirements in procedures and checklists as appropriate to all levels and functions.

3.3.3  Navy Installations and Regional Complexes Might Have

Pertinent requirements and appropriate installation or regional responses affecting Navy installations and regional complexes are often documented in environmental media management plans, local procedures, point-of-use checklists, and NES checklists, as well as in environmental permits.  Navy installation and regional environmental staff are expected to be conversant with existing requirements within their areas of expertise.

Navy installation and regional environmental staff receive support in tracking new and changing environmental requirements from the Navy Regional Environmental Coordinators (RECs) and NAVFAC NEPPS personnel who track and communicate information on emerging requirements by email, as needed.  Installation environmental staff may supplement REC and NEPPS support through other sources of information on new and emerging requirements, such as:

· Communication with environmental regulators;

· Communication with environmental peers and peer groups;

· Attendance at environmental conferences and seminars;

· Regulatory review periodicals (paper and electronic media);

· U.S. Environmental Protection Agency Federal Register notices; and

· Web-based regulatory review services.

Web-based sources for requirements information include:

· Federal Register and Code of Federal Regulations on-line at the National Archives Website (http://www.gpo.gov/nara/index.html)

· Naval Facilities Engineering Services Command's (NFESC) Weekly Federal Register Summary provides a summary of environmentally-related Federal Register announcements of interest to the Navy or Marine Corps.  Subscribe by sending an email to regdesk@nfesc.navy.mil.

· Defense Environmental Network and Information Exchange (DENIX) website (http://128.174.5.51/denix/dod/dod.html), including:

· DENIX environmental, safety, and health publications, which include the Daily Environmental Report, Daily Regulatory Reporter, and Greenwire.

· DENIX regulatory databases, which include ENFLEX’s “Environment, Health, and Safety;” Net Scan’s “Reg Alert;” and Ovid’s “CAB Abstracts.”

Dissemination of information about environmental requirements is achieved through developing procedures and point-of-use checklists, communication, and training.  Navy installations and regional complexes should incorporate requirements, as appropriate, into procedures specific to each practice.  The Communication (Section 3.8) and Operational Controls (Section 3.11) elements of the EMS further address dissemination of information about requirements and development of procedures.

3.3.4  What Gaps Might Exist

Existing plans, procedures, and technical manuals may not incorporate relevant local environmental requirements.  Practice owners may not be aware of specific requirements pertinent to their jobs because this information is not disseminated to them or information that is provided is not tailored appropriately to their needs.

3.3.5  Filling Gaps

Regulatory and policy documents describing environmental requirements are frequently written in language tailored to environmental subject-matter experts.  In order to operate in an environmentally sound manner, practice owners and other non-environmental staff need information on requirements tailored to their specific needs and levels of understanding.  Environmental staff should translate complex environmental requirements into information useful to practice owners and disseminate it in the form of procedures and checklists usable on the shop floor.

The ability to operate in a compliant, environmentally sound manner is enhanced when practice owners receive training in specific requirements and procedures.  Discussion of requirements and related procedures should be tailored to each practice owner's level of understanding and need to know.  Environmental media managers should discuss and “train” environmental requirements with practice owners during Internal Assessment oversight evaluations or other site visits.  For more information on training, see the discussion on the EMS training element (Section 3.8).  Point-of-use checklists are addressed in Section 3.13.

3.3.6  Tools and Templates

Additional information on requirements tracking, including example point-of-use checklists, is provided on the EMS sections of the DENIX and JSP2TL websites.

3.4  Environmental Objectives and Targets

3.4.1  Discussion

An environmental objective is a statement that defines an end-state supporting an installation or regional complex’s environmental goals and EMS policy.  An environmental target is a detailed performance requirement that sets a limit, usually a quantity and/or a timeframe, for achieving objectives.  Thus, an objective defines a goal, and a target makes the objective measurable.  Objectives and targets should:

· Reflect the goals and commitments of the installation or regional complex’s environmental policy statement.

· Address the high-risk practices and significant aspects identified in the installation or regional complex’s analysis of risk (see Section 3.3 of this Guide).

· Become a basis for establishing management actions within the EMS (see Section 3.5 of this Guide).

· Be achievable and measurable.

· Are subject to change over time with shifts in local priorities.  Periodic review should modify or replace those objectives and targets that have been met.

EMS programs, structures, and responsibilities are designed to achieve environmental objectives and targets.  Performance against established targets should be reviewed on a periodic basis, and the results provided to senior management (see Section 3.17 of this Guide).

Three types of objectives are generally used.  These are presented in Table 3-4.

Monitoring of the installation or regional complex's performance in meeting objectives and targets is discussed in Section 3.13 of this Guide.

3.4.2  Criteria

· The organization has established and maintains documented environmental objectives and targets, at each relevant function and level within the organization. 
· The organization’s objectives and targets:

· reflect risks to mission determined through ranking of environmental aspects.

· are consistent with and supportive of the organization’s environmental policy statement and environmental requirements, and

· are achievable within economic and technological restraints.

	Table 3-4

Objective Types

	Type
	Examples

	Reflecting CNO and/or DoD measures of merit for the traditional pillar programs (compliance, pollution prevention natural/cultural resource management, cleanup).  These objectives generally focus on environmental aspects.
	· 40% reduction in pounds of hazardous wastes generated by the end of FY05, based on an FY02 baseline.

· Zero enforcement actions and associated fines and penalties.

· Zero spills of oil product to U.S. waters.

	Related to management of environmental programs or EMS elements.  These objectives are generally behavioral or administrative in nature.
	· Implement EQA Internal Assessments basewide by end of current calendar year.

· Develop and distribute SOPs for high-risk practices by first quarter FY03.

· Revise P2 Plan to incorporate new practices identified during EMS practice inventory development, by September 04.

	Emphasizing the prevention or mitigation of high-risk or significant aspects of installation or regional complex practices.


	· Reduce VOC air releases installation-wide by 10% per year through FY07, from FY02 baseline levels.

· Eliminate all oil pollutant discharges to Muddy Creek.

· Achieve tank removal, contaminate soil cleanup, and site closure of AST-123 by end of FY03.

· Fund and complete a 75% design study for wastewater treatment plant upgrades. 


3.4.3  Navy Installations and Regional Complexes Might Have

Installations and regional complexes may have current strategies, goals, objectives and targets, or metrics for a variety of organizations and functions at multiple levels of operation.  These might include mission-related objectives, environmental program objectives, media program objectives, or media managers’ personal performance objectives.
Installations and regional complexes should have existing mechanisms to track environmental performance information collected semi-annually for DoD’s Environmental Quality In-Progress Review.

3.4.4  What Gaps Might Exist

Existing objectives and targets defined in business strategies or other high-level installation or regional documents may not specifically address environmental programs or the EMS.  Existing environmental objectives also may not be grounded in the practice inventory and risk-based ranking and may not meet other criteria described in previous sections.

3.4.5  Filling Gaps

Sources of information to consider when developing objectives and targets include the following:

· The installation or regional complex’s environmental policy statement sets broad goals to guide the EMS.  Objectives and targets must be consistent with and supportive of the environmental policy.

· Executive orders and Federal, state, and local legislation and regulation contain goals, objectives, and targets that may be collectively used as a baseline for setting installation or regional environmental objectives.

· DoD Environmental Quality metrics are established on a Navy-wide basis, but the installation or regional complex should ensure maximum local contribution to meeting them.

· The practice/aspect inventory and risk-based priorities developed under the EMS provide the primary basis for the setting of objectives and targets under the EMS.

Involving practice owners’ chains of command and other non-environmental offices in the developing environmental objectives and targets facilitates integration of environmental considerations with the mission.  Participation of other commands and offices also will support initial buy-in and communication of objectives and targets.

Senior management awareness and support of environmental objectives and targets is critical to successfully meeting them.  Including senior management personnel early in the objectives and targets development process is recommended.  Additionally, briefing senior management periodically on the status of meeting environmental objectives and targets ensures their continued attention to and participation in the EMS.

3.4.6  Tools and Templates

Examples of environmental objectives and targets, and procedures for their development, are provided on the DENIX and JSP2TL EMS websites.
3.5
Management Actions to Support Objectives and Targets

3.5.1  Discussion

Navy installations and regional complexes traditionally have implemented projects to meet regulatory or policy requirements or to correct identified compliance problems.  The EMS focus on risk to mission, with locally set environmental objectives and targets as primary measures of performance, provides a new basis for management attention and action‑the mitigation of identified significant risks to mission.

Management actions are defined as initiatives undertaken at an installation or regional complex in response to an environmental need. Not all actions require central funding or outside assistance.  Many management actions, such as changes in behavioral or administrative procedures or technical support obtained from NAVFAC, can be implemented within the installation or regional commander’s authority and budget.  In fact, locally authorized changes in behavioral or administrative procedures may be all that is needed to successfully meet most local objectives and targets. 

Projects, a subset of management actions, require external (central) funding for their implementation.  Projects must be submitted for selection and funding through regular Navy planning, programming, and budgeting system (PPBS) channels.  

Navy installation or regional personnel shall develop management actions for each established environmental objective and target.  (See Section 3.4 of this Guide.)  Section 1-4.4 of Chief of Naval Operations Instructions (OPNAVINST) 5090.1B requires that "when practical and appropriate, commands shall analyze the economic consequences before deciding among options for complying with environmental requirements."  The EMS focus on applying resources where they are most effective and most needed fully supports this requirement.  Development of actions should include cost-benefit analyses and evaluation of feasible alternatives to ensure that the preferred action is the most feasible and cost-effective solution to meet the objective or target.
Chapter 1 of OPNAVINST 5090.1B CH-2 contains general provisions for identifying, analyzing, and requesting funds to meet environmental program needs.  Installation or regional personnel should follow these provisions when developing management actions (projects) requiring central funding.

Many management actions frequently involve initiatives executed within traditional Navy media programs, which are designed to meet Federal, state, and local compliance requirements; to prioritize P2 as the preferred means of achieving compliance; to conserve natural resources; and to clean up the effects of past operations on the environment.  Historically, environmental initiatives or actions have generally been identified and prioritized on a reactive basis, addressing impacts that have already occurred and prioritizing projects according to which issue is currently most problematic.  The EMS, through its emphasis on efficiency and the P2 approach, seeks to place installation or regional programs in a more proactive stance, whereby problems are anticipated and addressed before significant risks to mission (including noncompliance) occur.

 3.5.2  Criteria

· The organization identifies actions, responsible party(ies), and timeframes by which actions are to be achieved within the means of the organization’s commanding officer (those actions accomplished through in-house resources/manpower) in order to achieve objectives and targets.

· The organization identifies projects necessary to achieve objectives and targets and requiring funding and   uses PPBS tools and procedures to request funding, and where appropriate, uses risk assessment results and documentation to support PPBS funding requests and execution of funds.

3.5.3  Navy Installations and Regional Complexes Might Have

Navy installations and regional complexes have in place mechanisms to identify, plan, and implement management actions needed to address environmental problems. Changing requirements, enforcement actions, and corrective or preventive actions identified through the EQA Program are typical drivers for management actions.

Most management actions are achievable within installation or regional commanders’ local operating budget.  For management actions requiring external funding, Navy installations and regional complexes have in place and utilize existing PPBS procedures and tools, including the Environmental Resource Management System (ERMS), to develop and prioritize requests for external, environmental funding.  
3.5.4  What Gaps Might Exist

In addition to changing requirements, enforcement actions, and EQA Program results, the EMS focus on mitigating and preventing risks to mission provides another mechanism to identify management actions.  Under the EMS, some management actions are identified, planned, and implemented specifically to meet environmental objectives and targets.  Most Navy installations and regional complexes have yet to adopt the risk-based approach, which includes compliance-based risks) as a basis for identifying and executing management actions to improve performance.

For management actions requiring external funding, installations and regional complexes are encouraged to use the results and documentation of risk analyses to support funding requests and justification.  It is possible that installations and regional complexes may identify high risks that are not compliance-related.  The existing DoD system of prioritizing environmental funding requests based on compliance needs does not recognize that high risks may be associated with risks unrelated to compliance, such as public perception or degradation of environmental resources.  The focus on risk as a basis for funding decisions occurs not only at installations and regional complexes but also within the Claimant, Navy, and DoD comptroller communities as well.

3.5.5  Filling Gaps

The installation or regional complex’s objectives and targets (including, but not limited to, compliance) should establish the basis for planning, funding, and implementing management actions.  The results of risk analysis should be used to enhance project justifications when requesting funding.

Installations and regional complexes should document the process whereby management actions are identified, evaluated, selected, budgeted, and implemented.

Installations should ensure that investments achieve the desired results through:

· Tracking expenditures/executed funding,

· Monitoring the effect of implemented projects in solving the problems they were selected to solve, and

· Monitoring progress in meeting environmental objectives and targets.

3.5.6  Tools and Templates

See the DENIX and JSP2TL websites for further information on planning and funding management actions. 

3.6  Structure and Responsibility

3.6.1  Discussion
The existing environmental programs at Navy installations and regional complexes address traditional, compliance-focused media areas such as air, water, hazardous materials, and wastes.  Procedures and requirements for media programs are documented in OPNAVINST 5090.1B and in media-specific permits and management plans.  Responsibilities for implementing media programs are primarily documented in management plans and position descriptions for environmental office personnel.

EMS will add new dimensions to the media-focused structure of Navy environmental programs.  First, procedures and associated responsibilities will be developed for the elements of each installation's EMS.  Many of the actions and information needed to implement these elements are already in place within the existing media-focused programs.  However, most EMS elements will require new procedures and new or realigned responsibilities.

Second, procedures and responsibilities for controlling the installation or regional complex’s activities, products, and services, including high-risk practices, will be developed and documented.  Many of the new procedures will involve assigning specific responsibilities to units and individuals who previously had only informal accountability for environmental performance.  Documentation of all environmental responsibilities will bring clarity as well as accountability to everyone's roles in the Navy's environmental performance.

In addition, the insights gained from inventorying practices, aspects, and impacts, then ranking the risks they pose to the mission, may alter perspectives on relative priorities within the existing media programs.  Installations and regional complexes may elect to realign staffing and responsibilities among programs to reflect their improved perspectives and to match the priorities established in objectives and targets.

3.6.2  Criteria

· The organization has defined, documented, and communicated EMS roles, responsibilities, and authorities for:  

-
implementation and sustainment of the EMS

-
management of environmental programs

-
procedures for control of activities, products and services.

3.6.3  Navy Installations and Regional Complexes Might Have

In the same way that existing environmental management plans and permits are excellent starting points for identifying practices at an installation or regional complex, they are also sources of information on procedures and responsibilities that already may have been assigned to both program managers and practice owners. Installations and regional complexes may have documented additional procedures and responsibilities in position descriptions, base implementing orders, standard operating procedures, media management plans, and/or point-of-use checklists.

A number of installations and regional complexes have delegated responsibilities for practice inspections in their Internal Assessment Plans as required for the Navy's Environmental Quality Assessment Program by OPNAVINST 50901.B, Chapter 20.  

Installation and regional commanders may have instituted environmental boards as suggested by OPNAVINST 50901.B., Chapters 1 and 20.  Environmental boards, as existing entities that represent commands across the installation, are candidates for overseeing the design, implementation, and review of the installation's EMS.

3.6.4  What Gaps Might Exist

The distribution of information about responsibilities should be a top priority.  Responsibilities or procedures to control practices are seldom documented and provided to practice owners in a readily accessible format.  Many environmental management plans document important information on responsibilities for media-based management programs, but the information is not forwarded to appropriate personnel.  These personnel can claim lack of knowledge and, therefore, deny accountability.

Procedures and responsibilities for EMS elements as they are currently implemented may not be documented or may not match the improvements that the installation or regional complex intends to make in its EMS.

In the absence of highly visible compliance problems or site remediation efforts, environmental boards may be inactive or unrepresentative of the practice owners aboard the installation or regional complex.  Existing boards’ responsibilities may not include efforts to implement, periodically review, and improve the EMS.

3.6.5  How to Fill Gaps

The installation or regional complex's EMS Description Document (see Section 3.9) should describe who is responsible for: 

•
EMS design, implementation, and maintenance,

•
Media program management, and

•
Carrying out specified procedures for environmental control of activities, products, services, and/or practices.

As a first step in designing and implementing the EMS, this Guide recommends that each installation or regional commander designate a board or committee comprised of senior-level representatives from all commands that own numerous or high-risk practices.  This board or committee could oversee design and implementation of the EMS, resolve EMS issues that affect the command, and, later, evaluate the effectiveness of the EMS.  The board also could ensure that the EMS is integrated into the overall installation or regional management structure.

Responsibilities for media program management should be well established.  The EMS Description Document should document those responsibilities for the benefit of the installation or regional commander, the environmental board or committee, and future employees of the environmental office. 

The EMS Description Document should identify the general responsibilities of practice owners and operators.   The Navy EQA Program Guide addresses the role that practice owners can play in practice inspections.  Other procedures are clearly within the capability of practice owners and outside the responsibility of the environmental staff.  Still other procedures, such as the calibration of monitoring equipment, should only be performed by specially trained staff.  Some procedures, such as coordination of changes in material usage or other parameters of practice design or operation, have to be performed jointly by practice owners, operators, and the environmental staff.  

Difficulties agreeing on responsibilities for some procedures may arise when practice operators could be trained to perform them but the procedures require extra time or management attention.  Command attention to such conflicting interests may be needed.  In the end, these decisions should be made in the best interests of the Navy, cost and mission sustainability considered. Responsibilities for specific practices should be documented in environmental SOPs, discussed in Section 3.11 of this Guide.

Finally, the commands, units, and offices should be given the authority needed to fulfill their EMS, environmental program management, and practice ownership responsibilities.  This authority could be conferred by the installation or regional commander’s approval of the EMS Description Document and its periodic updates.

3.6.6  Tools/Templates

The DENIX and JSP2TL EMS website contain additional information on documenting EMS roles and responsibilities.  These websites include examples of:

· Sample procedure(s) containing roles and responsibilities; and

· Lists of generic roles and responsibilities for senior management, environmental program managers (environmental staff), and practice owners.

3.7  Training, Awareness, and Competence

3.7.1  Discussion
Many existing environmental training programs at Navy installations and regional complexes address requirements specified in Federal or state regulations.  Providing and documenting such training continues to present a challenge due to the large number and frequent turnover of Navy personnel.  

In addition to a continued emphasis on the training required by regulation, an EMS will trigger the need to instruct personnel on EMS principles and environmental responsibilities that are inherent in job performance.  Those training needs may include:

· Installation or regional senior management and heads of non-environmental functions may need training in EMS fundamentals.

· Environmental and key non-environmental staff that will play key roles in implementing the EMS should receive more detailed EMS training to ensure a thorough understanding of management system principles and implementation techniques.

· Practice owners should have a basic level of awareness regarding the EMS as well as instruction on the specific procedures they will follow to control their practices and address the consequences (impacts) if they fail.

3.7.2  Criteria

· The organization has identified, provided, and documented training and instruction needed to:

-
comply with regulations

-
ensure that appropriate personnel understand their responsibilities for implementing the EMS

-
ensure practice owners understand specific procedures to control environmental impacts of their activities, products and services.

3.7.3  Navy Installations and Regional Complexes Might Have

Navy installations and regional complexes can choose among many resources for meeting training requirements mandated by regulation.  The Navy's Civil Engineering Corps of Officers School (CECOS) and the Air Force Institute of Technology (AFIT), contractors, and local colleges offer off-site courses specifically designed for military personnel who need to satisfy mandatory training requirements.

Many training records are maintained by individual units and offices that operate regulated practices such as hazardous waste accumulation areas, wastewater treatment plants, and underground storage tanks.

Media managers provide most on-the-job environmental instruction to practice owners.  This training method is effective when there is low turnover among the personnel receiving the instruction and the media managers have the time and skills to provide on-the-job instruction and refresher sessions.  Unfortunately, these conditions are met erratically, and media managers incur substantial costs in repeatedly providing this type of instruction is high.  Some Navy installations and regional complexes provide general environmental awareness training as part of indoctrination training for new employees.

3.7.4  What Gaps Might Exist

Since EMS training needs are closely linked with responsibilities, the largest training gaps are likely to occur in conjunction with implementation of the EMS at all levels of the organization and with procedures for controlling the impacts of practices (practice owners).

Since few installations or regional complexes have implemented an EMS, most commanding officers, senior management, media managers, and practice owners have not been trained in basic EMS principles and terminology or on individual responsibilities under an active EMS. 

3.7.5  How to Fill Gaps

Each installation or regional commander responsible for implementing EMS should be briefed on the definition of the EMS, how the installation or regional complex could benefit from it, and their roles in implementing and maintaining it.  Members of the EMS team or senior board charged with implementing the EMS should be given the same briefing, as well as a discussion of a POA&M and their roles for designing and implementing the EMS.   The individual designated by the installation or regional commander to champion design and implementation of the EMS could be sent to a commercially available course that addresses all elements of an EMS.  Two- and three-day courses on EMS theory and implementation are available, as are 40-hour ISO 14001 Lead Auditor courses.  CECOS offers a 4-day course on EMS implementation and review that would be also be beneficial.

Media managers should read this EMS Guide and other EMS publications.   After developing an understanding of EMS fundamentals, media managers might benefit most from workshops with other Navy personnel who have implemented an EMS and/or consultants who have such experience.  In this forum, the managers can have their specific concerns and responsibilities addressed more effectively than in a formal course or other structured training.

Commanding officers of units that own numerous or high-risk practices would benefit from the briefing provided to the installation or regional commander as well as review of practices and procedures for which they as practice owners will be responsible.

Ultimately, the benefits of an EMS will be gained or lost at the points where practices might impact the Navy's environmental and personnel resources.  An EMS will clarify and document the specific procedures that practice operators must apply to control the impacts of their practices. Distribution of environmental SOPs, as described in Section 3.11, by means of internal communication channels, discussed in Section 3.9, should be the first step in meeting this challenge.  Additional training materials and venues may be found necessary for the Navy's most numerous and high-risk practices in order to reinforce information documented in Environmental SOPs.

General awareness training that some installations and regional complexes have incorporated into indoctrination training could be tailored to explain that the installation or regional complex has adopted a systematic approach to improving environmental performance. This should engender interest in the EMS throughout the installation and prepare new employees for new roles and responsibilities within the EMS.

3.7.6  Tools/Templates

See the DENIX and JSP2TL EMS websites for additional information on training and awareness, including:

· CECOS course on “delivering training” – train the trainer,

· Sample training plans,

· EMS training modules, and

· U.S. Navy workshops.

3.8
Communication

3.8.1  Discussion
Access to information and open internal communication, both vertically through chains of command and horizontally across functional lines, is essential to EMS effectiveness and efficiency.  

One of the risks to mission that EMS improvements should help alleviate is the negative public perception about the installation or regional complex’s environmental performance.  Over time, verifiable improvements in performance should sway public perceptions in a positive direction.  As the installation or regional complex works to elevate its level of environmental performance, it may take credit for its efforts by publicizing its EMS Policy Statement and notifying the public about its EMS improvement plans.  Where the public is receptive, information should be offered about the installation or regional complex’s objectives and targets and its progress in achieving them.  This information could provide a basis for productive discussion about priorities for future actions.

3.8.2  Criteria

•
The organization has established and maintains documented procedures for internal and external communication relative to the EMS.

3.8.3  Navy Installations and Regional Complexes Might Have

Internal Communications

To facilitate communication and coordination among Navy commands and non-Navy tenants within the installation or regional complex's fenceline, the installation or regional commander may have established an environmental compliance board or other cross-functional boards as required, where appropriate, by Chapter 1 of OPNAVINST 5090.1B.  These boards already function to integrate protection of environmental, natural, and cultural resources into all aspects of operations and can play an important role in the EMS.  Including representatives of major installation or regional functions and tenants on environmental boards will help ensure that the EMS is communicated across the installation or regional complex and is truly part of the overall management system, as intended.

Much of the internal communication regarding environmental affairs presently involves personal communication between environmental personnel and the practice owners and operators, legal staff, public affairs staff, and others who are affected by environmental requirements and issues.  The success of environmental initiatives at Navy installations likely depends in large part on the strengths of the personal relationships established with the environmental staff.

Intranets are available at most Navy installations and regional complexes for providing ready access to environmental information at the point of use.  Email is integral to person-to-person and person-to-group communications for routine transactions.  EMS and other environmental documents and records can be created, maintained, and controlled with browsers and web servers that are widely available. 

Base newspapers are existing tools that can be used to distribute environmental awareness information to the broadest readership aboard an installation or regional complex.  Periodic articles about the challenges met and successes achieved in implementing an EMS will help sustain support from commands, units, and offices that are intimately involved in the EMS as well as from the Navy community as a whole.

External Communications

External communications between the installation or regional complex and regulatory agencies are typically handled by environmental personnel, with some involvement from the  installation or regional complex's legal office.

The installation or regional complex's Public Affairs Office is typically the first point of contact for legislators, nongovernmental organizations, community groups, and other public groups or individuals who are interested in environmental matters.  The Public Affairs Office has procedures for dealing with public inquiries, access to the installation or regional commander when high-profile incidents occur, and knowledge of available venues for informing the public about EMS improvements.  Venues that are generally available for communicating with external parties include the installation or regional complex's website, base newspapers, and newspapers of general circulation within the community.

3.8.4  What Gaps Might Exist

Internal Communications

A significant barrier to internal communication about environmental matters and EMS implementation is the traditional belief that the environmental office is responsible for environmental compliance and all other practice owners are responsible only for their individual missions.  This barrier appears to be greatest when the practice owner, such as a non-Navy tenant or a contractor, is the farthest removed within the command structure from the environmental office. 

Accompanying this organizational barrier is an information barrier.  Environmental specialists are trained in and are conversant with laws, regulations, pollution control technologies, chemical hazards, and environmental impacts, but this information may be incomprehensible to sailors, civilians, and contractors responsible for vehicle maintenance, logistics, or building maintenance.  Efforts to translate environmental objectives and requirements into workplace procedures have been successful in some media programs, such as hazardous waste management, but are generally ineffectual or lacking in other programs.

In the absence of high-profile environmental issues, some installations and regional complexes' environmental boards or committees have become inactive.  Numerous low-profile mishaps and the unnecessary waste of supplies, operating funds, and inadequate waste treatment capacity may not attract public or regulatory attention, but the cumulative effects can be significant and just as deserving of command attention.

External Communications

Installations and regional complexes are naturally reluctant to provide full public disclosure of environmental performance.  Neither are they likely to publicly commit to significant, costly environmental projects when military objectives may necessitate reprogramming of funds and manpower.  As a result, environmental initiatives are seldom well publicized and mechanisms for garnering publicity for them outside the installation are lacking.  

3.8.5  How to Fill Gaps

Internal Communications

The best media managers overcome organizational barriers to communication by visiting the units and offices that own practices and using personal skills to encourage desired attitudes and behaviors.  Although repeated personal interaction is an expensive way to convey information and encourage behaviors, media managers could be expected to do more of it with enhancement of the installation or region's EMS communication element.

Additional improvements in communication can be achieved by translating environmental requirements, procedures, and responsibilities into non-technical language that is understood by non-environmental personnel and to provide this information in a readily accessible format that does not require personal interaction and interpretation.  Email and “shared drives” accessed through personal computers available in virtually all units and offices and installation and regional Intranets provide the tools to accomplish this goal. With routine environmental management information readily available in and tailored to each workplace, environmental managers' time could be more efficiently used in dealing with truly challenging issues.

Command support for environmental management from both installation or regional commanders and practice owners' chains of command could provide the most effective motivation for removing all barriers to internal communication.  Designation of an environmental board or committee to oversee the installation or regional complex's EMS would foster this support.

External Communications

Installation and regional public affairs officers should be kept informed of progress on designing and implementing the EMS.  Inclusion of public affairs officers on environmental boards designated to oversee the EMS may facilitate consideration of the role of external stakeholders in the EMS.

3.8.6  Tools/Templates

See the DENIX and JSP2TL EMS websites for more information on the communication element.

3.9
EMS Documentation

3.9.1  Discussion

The CNO EMS Policy memo of 6 December 2001 requires each installation and regional complex to develop an EMS description document that “describes the system’s core elements, and how the elements relate to each other.”

It can be argued that all documentation related to the EMS is part of the EMS documentation element.  However, for this Guide, documentation applies only to the EMS description document that fulfills the criteria specified in section 3.9.2.

The EMS description document characterizes the installation or regional complex’s EMS, its components and elements, and the relationships among them.  The description document also describes roles and responsibilities for planning, implementation, and maintenance of the EMS.  The EMS description document will identifies and provides a “roadmap” to other EMS documents.  A key piece of the description document is the set of environmental management procedures (EMPs), which describe each EMS element and assign roles and responsibilities for their operation and maintenance.

Publication of the EMS description document ensures that the EMS is well understood and operating as designed and facilitates EMS success by promoting consistency in environmental management across the installation or regional complex.  Systems based on oral instruction must be extremely simple to be viable in the face of changing mission, personnel turnover, and changing requirements.  Navy installations and regional complexes and their environmental programs are not simple—they require significant documentation to be robust through organizational change.

The EMS description document will demonstrate that the installation or regional complex’s EMS is complete and functioning.  Senior management of the installation or region, internal EMS reviewers, and Claimant EMS reviewers will require EMS description documents so that they can fulfill their roles in maintaining and continually improving the EMS.
3.9.2  Criteria

· The organization has established and maintains, and the organization’s leadership has approved, a written EMS description document that describes:

-
EMS elements, including Environmental Management Procedures (EMPs) to implement them;

-
how elements relate to each other; and 

-
where related documents and records are maintained.

3.9.3  Navy Installations and Regional Complexes Might Have

A few Navy installations and regional complexes have developed EMS description documents or similar documents through previous EMS implementation initiatives.  These documents could serve as examples for other installations and regional complexes to consider.

3.9.4  What Gaps Might Exist

With a few notable exceptions, most Navy installations and regional complexes have not yet developed EMS description documents.  

3.9.5  How to Fill Gaps/Tips

With the exception of those that already have done so, installations and regional complexes will need to prepare and maintain an EMS description document.  At a minimum, EMS description documents should include:

· A summary description of all EMS elements and how they relate to each other, 

· Environmental management procedures (EMPs) for each element whose criteria require documented procedures, and 

· An index to all other environmental documents and records used by the installation or regional complex.  

EMPs may be developed for every EMS element.  However, they are required only for elements whose criteria specify documented procedures.  These include:

· Environmental aspects,

· Legal and other requirements,

· Communication,

· Document control,

· Operational controls,

· Emergency preparedness and response,

· Monitoring and measurement,

· Nonconformance, noncompliance, and corrective and preventive action,

· Records, and

· EMS review.

Items to be addressed in EMPs typically include some or all of the following:

· Purpose,

· Applicability,

· Definitions,

· Procedures,

· Persons or organizations responsible for each procedure,

· Frequency of each procedure, and

· Records.

The index to documents and records that should be maintained as part of the EMS description document are described in Section 3.10.

The EMS description document may incorporate as much of the installation or regional complex’s other environmental documentation as needed.  One caveat is that the document may need to be updated too frequently if all documentation is incorporated.  Other documents that could be considered for inclusion are:

· Environmental policy,

· Organizational structure and key responsibilities, and

· Current objectives and targets.

To the extent practicable, EMS description documents should conform to formats and control procedures required for environmental documents by existing Navy instructions.  Installations and regional complexes may have formats and control procedures that need to be considered. 

As the EMS evolves, the EMS description document may become outdated or ineffective for meeting environmental objectives and targets.  The EMS description document must therefore evolve with the EMS and be viewed as a living document, subject to periodic review and revision.  Version control of the EMS description document and documents to which it refers is essential to ensure the clarity of procedures and responsibilities.

3.9.6  Tools/Templates

The DENIX and JSP2TL EMS websites contain a sample EMS description document outline and selected EMS description documents that were developed by Navy installations.

3.10
Document Control

3.10.1  Discussion
To ensure that personnel are aware of their roles and responsibilities and are consistently performing their jobs as intended within the EMS, they need accurate and current procedures, instructions and other documents.  Without a means to manage and control these documents, installations and regional complexes cannot be sure that personnel are working with the correct tools.  The means to control documents should be specified in a procedure that ensures current, accurate versions of documents and records can be located and are readily available to necessary personnel.

Preparing and maintaining documents costs time and money.  Consider the following reasons for committing to the effort to manage a particular document:

· Word-of-mouth information is rarely communicated consistently, whereas written information is more likely to be constant from person to person and over time.

· Documentation is vital to maintaining consistency in an EMS over time.  Change is a fact of military life‑new and temporarily hosted units bring multiple practices to the installation, and sailors and employees change duty stations or retire.  Accurate documentation will make it much easier to maintain a consistent, effective, and flexible EMS during these changes.

· Documents provide a basis for training.  Depending on the risk or complexity of the behavior involved, documentation may be all that is needed to ensure successful performance.  Documents that are readily available at the point of use are valuable for this purpose.

· When a practice is particularly risky or the procedures are complex, documentation of the procedures to be followed should be mandatory.  The inventory of practices, aspects, and impacts will indicate where performance, and therefore documentation, is especially critical.

· When a task is performed infrequently, documentation can back up faulty memory.

The documents and records needed for an EMS can be illustrated with four levels in a pyramid with the EMS description document at the top, other types of documents in the middle tiers, and records at the bottom:


Records are distinguished from documents by the fact that records are not intended to be altered, once completed.  Records are retained as proof of certain facts.  In contrast, documents generally provide instructions, procedures, or guidance, and are intended to be dynamic and updated as situations or requirements change.  

3.10.2  Criteria
· The organization has established and maintains documented procedures for controlling all documents applicable to its EMS to ensure that 

-
they can be located

-
the are periodically reviewed and revised as necessary 

-
the current versions of relevant documents are available when and where needed 

-
obsolete documents are promptly removed from all points of issue and points of use, or otherwise assured against unintended use

-
Any obsolete documents retained for legal and/or knowledge preservation purposes are suitably identified.

3.10.3  Navy Installations and Regional Complexes Might Have

Documentation will be most complete for existing media programs.  Management plans required by regulations, permits, and records of mandatory inspections should be well maintained already.  Since requirements for most documents predate widespread use of personal computers, and regulators still require paper submittals, most documents and records will be maintained as hard copy in files or on shelves.  Document and record keeping systems are typically developed in response to specific needs and may or may not be consistently maintained, even within the same office.

Although EMS documents, such as media management plans (e.g., Hazardous Waste Management Plans, Spill and Emergency Response Plans, P2 Plans, and Integrated Natural Resource Management Plans, are generally in place at Navy installations and regional complexes, practice owners and operators are too often unaware of the information applicable to their practices contained in these plans.  Identifying such information and distributing it to owners in formats useful to them will produce one of the most significant benefits of EMS, that is, establishing clarity of responsibilities at all levels of the installation or regional complex.  (See Section 3.8 of this Guide on internal communication of environmental information.)
3.10.4  What Gaps Might Exist

Existing document management procedures and tools may not ensure access and availability of environmental documents and records to all installation or regional personnel who need them to meet environmental responsibilities inherent in their jobs or assigned to them under the EMS.
3.10.5  How to Fill Gaps/Tips

Navy and installation or regional policies and procedures for document control should be reviewed and followed where applicable.  

Early in EMS implementation, existing documents that the installation or regional complex prepares and maintains should be inventoried.  Consideration should be given to adopting or amending existing documents to achieve the purposes of the various EMS elements, where practical.  It one does not exist, an index should be prepared and maintained which identifies for each controlled document.  It should contain information on:

· Author(s);

· Individual with approval authority; 

· Current version number and date; and

· Distribution list (who has each controlled copy and where each copy is located).

The list of controlled documents should be incorporated in the EMS description document (see Section 3.9.)

Limiting the number of hard copies of a document can make document control easier.  Relying on electronic means for allowing access to documents will accomplish this as will a critical determination of who needs ready access to the documents.

Intranet technology available at most Navy installations and regional complexes offers the potential for making environmental documentation available for distribution throughout the installation or regional complex, for maintaining version control, and saving considerable paper.  Designed for distribution to various users (installation or regional commander, environmental board or committee, environmental office managers, media managers, practice owners, and operators), environmental documents and records could be created, stored, read, and revised as determined by the personnel implementing the EMS working in conjunction with the system administrator.  A convention used by many organizations is that any hard copy of a document is, by definition, uncontrolled and only the electronic version is controlled.  The means to prevent unauthorized changes to electronic documents should be defined and enforced.

Installations and regional complexes may develop their documentation in hard copy for maintenance in standardized filing systems using routine copy distribution protocols.  Alternatively, consider a hybrid system with an EMS description document distributed in hard copy that cites pages on the installation or regional complex's Intranet for specific procedures, other documents, and records.

3.10.6  Tools/Templates 

3.11
Operational Controls 

3.11.1  Discussion 

Operational controls are behaviors and actions that practice owners apply while operating or maintaining a practice and associated physical controls to eliminate or reduce negative impacts on environmental or other resources.  Operational controls are often required by regulations and permits or may be adopted as best management techniques.  Common examples include labeling drums, maintaining equipment operating logs, and opening/closing discharge valves on containment berms.

Practice owners need the following types of information to operate in an environmentally sound:

· How to operate and maintain practices and associated physical controls (operational controls);

· With whom to communicate concerns, potential improvements or changes, or other relevant practice information (communication);

· How to plan for and react to an emergency (emergency preparedness and response);

· How to identify when the practice is not operated soundly; 

· How to prevent or correct such situations (monitoring and inspection and preventive/corrective action); and

· How to receive and document the receipt of this knowledge (training and awareness).

Navy installations or regional complexes should document this information in environmental standard operating procedures (SOPs) for common and/or high-risk practices operated aboard the installation or regional complex.  SOPs should be distributed to relevant practice owners.

3.11.2  Criteria

· The organization has identified those operations and activities that are associated with the identified significant environmental aspects in line with its policy, objectives and targets.

· The organization has planned 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 their absence could lead to deviations from the environmental policy and the objectives and targets;

· stipulating operating criteria in the procedures;

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

3.11.3  Navy Installations and Regional Complexes Might Have

Many SOPs guiding day-to-day operation of practices already are in place in technical manuals and equipment operations and maintenance manuals.  Existing SOPs may include procedures that primarily address waste handling or environmental protection.  Additionally, some environmental management plans address specific practices whose purpose is environmental protection; e.g., Hazardous Waste Management Plans that spell out procedures for conforming storage facilities and satellite accumulation points.

Navy installations and regional complexes currently follow instructions in technical manuals, which prescribe operational controls for sound operation of many of their practices.  Technical manuals frequently include SOPs, which may or may not address environmental considerations for the practice.

3.11.4  What Gaps Might Exist

Technical manuals and shop-level SOPs seldom provide comprehensive or site-specific environmental information needed for individual practices, and environmental management plans are seldom available in the workplace.

3.11.5  How to Fill Gaps

Navy installations and regional complexes should develop and distribute to appropriate personnel environmental SOPs to describe operational controls, including procedures for communication, emergency planning and response, monitoring and inspection, and training for each practice operated aboard the installation or regional complex.

Recommended data for an environmental SOP include:

· Practice type (see Section 3.3);

· Description including key parameters such as material inputs and outputs, volumes, design, area covered (such as for ranges);

· Location information such as building or range, street address, latitude and longitude, distance and direction from a landmark;

· Owner and operator information such as unit or office name, command, point of contact and phone number, operators' names;

· Aspects (see Section 3.3);

· Potentially impacted resources including a map if applicable;

· Best management practices, pollution prevention methods, and physical controls in place; and

· Procedures and responsibilities for:

‑
operational control,

‑
emergency response,

‑
internal communication,

‑
awareness and training,

‑
monitoring or sampling, and

‑
inspections including frequencies and checklists.

Navy installations are likely to have a few hundred to more than a thousand individual practices.  Within regional complexes, practices can number in the thousands.  The work and logistics involved in developing and distributing environmental SOPs for all practices might seem daunting.  However, significant economies of scale can be realized when it is determined that a dozen or so common practice types account for the majority of individual practices and many data elements can be repeated.  Also, many procedures will be the same across multiple practice types.  

Additional economies in preparing environmental SOPs may be achieved by centralized preparation of practice control data sheets (PCDS).  Major Claimants that own a large number of some practice types or NAVFAC may prepare PCDSs that include generically applicable information on:

· Regulatory requirements; 

· Aspects;

· Impacts (allowing installations and regional complexes to add local information about impacted resource);

· P2 options;

· Typical best management practices; 

· Typical physical controls; 

· Typical procedures; and 

· Typical responsibilities.

To create applicable environmental SOPs, installations and regional complexes should incorporate local information and validate that the generic information is appropriate for individual practices.

The expectation that environmental SOPs will be available for all practices does not have to be satisfied in the first year of EMS implementation.  EMS, with its emphasis on continual improvement, stresses prioritization.  SOP development could concentrate on the most numerous and highest risk practices at first, and continue as resources become available and as experience dictates.

Environmental SOPs are intended, at a minimum, to distribute to practice owners relevant information that is already contained in environmental management plans.  Care should be taken to ensure consistency between these management plans and related SOPs.  Likewise, experience with the SOPs may indicate that some parts of the plans are not workable.  Plans and environmental SOPs should be updated simultaneously as changes are needed. 

Installations and regional complexes should consider existing technical SOPs published in technical manuals for adequacy in addressing environmental concerns related to the practice.  A long-term goal is to integrate environmental SOPs with technical SOPs.

3.11.6  Tools/Templates

Additional information on documenting operational controls, including sample SOP outlines and practice control data sheets, is provided in the DENIX and JSP2TL EMS websites.  

3.12
Emergency Preparedness and Response

3.12.1  Discussion
All Navy installations and regional complexes are subject to numerous and long-standing Federal, state, and local laws and regulations that govern the release of hazardous substances to the environment.  Many of these regulations specify emergency planning and response requirements.  Emergency preparedness and response procedures are designed to prevent, mitigate, and control the impacts of releases of oil and toxic chemicals to the environment, personnel, or other resources.  

3.12.2  Criteria

· The organization has established and maintains documented procedures for identifying and responding to accidents and emergencies and for mitigating the environmental impacts that might result.

· The organization reviews and revises its emergency preparedness and response procedures when new practices are initiated and after the occurrence of accidents or emergencies.

· Procedures are communicated to practice owners in scope and detail appropriate to their responsibilities in the event of an accident or emergency.

3.12.3  Navy Installations and Regional Complexes Might Have

Virtually every installation and regional complex except those with purely administrative missions stores and uses regulated materials and should have documented and implemented appropriate emergency response plans and procedures.

3.12.4  What Gaps Might Exist

As is the case with most environmental plans, emergency preparedness and response information is distributed to responsible parties primarily by safety or environmental personnel who visit work sites for inspections or training. Practice owners' and operators' understanding of the procedures is thereby limited by the communication skills and time availability of the safety or environmental personnel.

While periodic testing and training of response plans and procedures is required by regulations and is specified in plans, testing and training often are not provided according to the schedule and means specified.

3.12.5  How to Fill Gaps

To augment and reinforce training provided by safety and environmental personnel, environmental SOPs (see Section 3.11) for practices that could have spills, leaks, or other releases should include emergency response procedures applicable to the practice.  These procedures should include contact information and should describe and pinpoint any pre-positioned equipment and supplies. 

3.12.6  Tools/Templates

Regulatory requirements for emergency preparedness and planning documents, such as Spill Control Plans; Spill Prevention, Control, and Countermeasure Plans; and Facility Response Plans, provide specific requirements regarding content and format.

3.13
Monitoring and Measurement

3.13.1  Discussion 
The monitoring and measurement element ensures that Navy installations and regional complexes evaluate their environmental performance on a continual basis.  Environmental performance may be determined by assessing:

· Status in meeting environmental objectives and targets (see Section 3.4 of this guide);

· Compliance with applicable environmental legislation, regulations, permits, and policy; 

· Status of sampling and analysis efforts related to the installation or regional complex’s activities, operations, and practices (often specified by regulatory or permit requirements); and

· Status of monitoring the “health” of environmental resources potentially impacted by operations, activities, and practices (also often specified by regulatory or permit requirements, or by local policy and management plans).

Status of Meeting Environmental Objectives and Targets:  A core measure of the effectiveness of an installation or regional complex’s EMS is its ability to meet environmental objectives and targets, whether internally established (see Section 3.4 of this guide) or specified by higher Navy headquarters or DoD.  The installation or regional complex should establish measurable performance indicators for each objective/target, should document a procedure for tracking progress in meeting them, and should assign responsibilities for implementing the procedure.  Performance indicators are measurable variables associated with an established target.  Examples include quantity of raw material or energy used, number of oil spills, percent of recycled materials used in packaging, or volume of specific pollutant generated or released

Environmental Compliance: A minimum performance standard under the Navy EMS is compliance with all pertinent environmental requirements.  Environmental media management programs at Navy installations and regional complexes are in place to comply with pertinent requirements. Chapter 20 of OPNAVINST 5090.1B, establishes requirements and procedures for conducting EQA Internal Assessments to identify and correct instances of regulatory non-compliance.  Internal Assessments rely on a system of periodic compliance inspections at the practice level, oversight evaluations conducted by installation or regional complex personnel, and media program assessments.  For more information on the EQA Internal Assessment, see CNO’s EQA Guide, published on 9 September 1999 (and future revisions).
Sampling and Analysis:  Regulatory requirements or local permit conditions frequently require sampling and analysis of certain waste streams, discharges, and releases of toxic substances associated with the installation or regional complex’s operations.  While frequently driven by regulations (and subject to compliance evaluation requirements described above), sampling and analysis initiatives are addressed separately under the monitoring and measurement EMS element.  Sampling and analysis are specifically highlighted within resource monitoring initiatives (described below).  Calibration and maintenance of sampling and analysis equipment is important to ensure accuracy of sampling and analysis data.  Records of calibration and maintenance should also be maintained.

Environmental Resource Monitoring:  The health of environmental resources potentially impacted by the installation or regional complex’s operations (e.g., wetlands, streams, local air quality, endangered/threatened species and habitat, or cultural and historic assets) is a clear indicator of environmental performance.  Periodic monitoring of these resources provides information on the installation or regional complex’s environmental performance. Regulations and permits require some resource monitoring provisions.  Others may be based on and Navy installation or regional complex policies, management plans, and objectives and targets.  Procedures and responsibilities for all resource monitoring should be clearly documented.

Information developed within the monitoring and measurement element is an essential input for other EMS elements.  The results of monitoring and measurement activities often suggest shortcomings in the EMS and thus should be considered during the EMS Review (described in Section 3.16 of this guide).  Navy installations and regional complexes must not only identify environmental problems, but solve them.  The results of monitoring and measurement are inputs to the process of cause analysis and development of solutions (corrective actions), which is discussed in Section 3.14 of the guide.  All recommendations for improvement, regardless of how they are identified and developed, are submitted to senior management for approval prior to implementation (see Section 3.17).

3.13.2  Criteria

· The organization has established and maintains documented 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.

· The organization has assigned roles and responsibilities and established procedures or mechanisms to track progress in meeting Objectives and Targets.

· The organization has established performance indicators or metrics to measure progress in accomplishing Objectives and Targets. 

· Monitoring equipment is calibrated and maintained and records of this process shall be retained according to the organization’s procedures.

· The organization has established and implemented a comprehensive internal assessment plan (IAP), in accordance with Navy EQA program guidance, to periodically evaluate compliance with relevant environmental legislation and regulations.

3.13.3  Navy Installations and Regional Complexes Might Have

Most installations and regional complexes develop performance data to track environmental objectives and targets specified by DoD in its environmental quality measures of merit (MoMs).  Data to support the MoMs reporting are provided through the Major Claimant to CNO in response to DoD’s semi-annual Environmental Quality In-Progress Review datacall.

Installations and regional complexes that have successfully implemented EMS have established local environmental objectives and targets and related performance indicators, procedures, and responsibilities for tracking them. Other installations or regional complexes may have established their objectives and targets but are not yet tracking them.

EQA Program requirements stipulate the installations and regional complexes should have a comprehensive internal assessment plan (IAP), written documentation of the results of internal assessment efforts, and their first EQA Report completed by15 November 2002.  Navy installations and regional complexes that have implemented the EQA Internal Assessment have established systems for periodic compliance inspections, oversight evaluations, and program assessments; for documenting results; and for reporting to their Major Claimant.  Other installations or regional complexes may still rely on the older ECE program to evaluate compliance.

Navy installations and regional complexes routinely conduct sampling and analysis required by permits and regulations.

Resource monitoring efforts required by regulation and permits should be in place at  Navy installations and regional complexes.

3.13.4  What Gaps Might Exist

Installations and regional complexes that have not established environmental objectives and targets as part of EMS implementation have probably not established performance indicators or procedures and responsibilities to track objectives and targets.

Some installations and regional complexes may not have implemented EQA Internal Assessments.  Existing Internal Assessments may not address all of the installation or regional complex’s practices on a “fenceline-to-fenceline” basis.  Some installations or regional complexes may not have specified personnel or organizations responsible for conducting the identified compliance inspections and/or oversight evaluations.  At other installations, Internal Assessment Plans may have been developed but are not yet implemented.  

Most installations and regional complexes may calibrate and maintain sampling and analysis equipment, but they may not be adequately documenting these initiatives.

3.13.5  How to Fill Gaps/Tips

Installations and regional complexes should utilize the multi-step approach suggested in CNO’s EQA Guide to develop, implement, document, and report their Internal Assessment efforts.

When establishing environmental objectives and targets under the EMS, installations and regional complexes should develop related performance indicators and periodically measure their progress in meeting local objectives and targets.   Installations and regional complexes should also assign and document specific responsibilities for tracking objectives and targets.

Installations and regional complexes should ensure that required sampling and analysis initiatives are conducted, that sampling and analysis equipment is appropriately calibrated and maintained, and that records of calibration and maintenance activities are kept.  Installations and regional complexes may wish to consider additional sampling and analysis regimens to support appropriate resource monitoring initiatives.

Installations and regional complexes should ensure that required resource monitoring initiatives are conducted and may wish to consider additional resource monitoring to gather information regarding environmental performance.

The results of all monitoring and measurement initiatives should be made available to support cause analysis and development of corrective actions (see Section 3.14), EMS review (see Section 3.16), and management review and implementation of suggested improvements (see Section 3.17). 

3.13.6  Tools/Templates

The EQA Guide (existing and future editions) presents suggested steps an installation or regional complex can take to develop and implement their Internal Assessment efforts under the EQA program.

See the DENIX and JSP2TL EMS website for additional information on monitoring and measurement.

3.14
Nonconformance, Noncompliance, and Corrective and Preventive Action

3.14.1  Discussion
The Nonconformance, Noncompliance, and Corrective and Preventive Action element involves assigning responsibilities and implementation of procedures to:

· Analyze and characterize compliance and conformance problems,

· Identify causes of compliance and conformance problems, and

· Develop recommended improvements or corrective and preventive actions.

Evidence of noncompliance with regulatory and policy requirements will be obtained during execution of the Monitoring and Measurement element (see Section 3.16), specifically waste stream sampling and analysis, compliance inspections, oversight evaluations, and media program assessments.  Some analysis of this evidence, such as trend analysis or additional inspections of similar practices, may be needed to adequately characterize a problem so that it can be solved.

EMS Reviews, whether conducted internally or by an external party, will identify non-conformances with the installation or regional complex’s EMS (see Section 3.16).  Whether presented as problems or opportunities for EMS improvement, instances of non-conformance provide starting points for successfully implementing corrective and preventive actions.

The process of analyzing and characterizing problems, identifying their causes, and developing corrective/preventive actions is referred to as “problem solving.”  Problem solving is addressed in detail in CNO’s EQA Guide. 

The installation or regional complex should identify the root and contributing cause(s) of identified non-compliance (especially those that occur installation- or region-wide) to support development and implementation of solutions that will prevent their future occurrence.  Frequently, cause analyses conducted on compliance deficiencies identify underlying weaknesses in the management system.  For example, a compliance problem may be attributed to insufficient training, with related communication and manpower issues.  Cause analysis can thus provide information useful in the EMS Review.

For identified compliance deficiencies and EMS shortcomings, Navy installations and regional complexes should develop and implement corrective/preventive actions to mitigate associated impacts and prevent recurrence of the problem.  Improvements tailored to the causes of problems are generally more effective in preventing recurrence over time than just fixing the evidence of non-compliance or non-conformance. Improvements based on causes of may also address similar problems across the installation or regional complex.  Improvements may require time and resources to implement.  Installations and regional complexes should develop a plan of actions and milestones to guide implementation of solutions.

Each installation and regional complex should document the results of problem solving activities and include them with results of monitoring and measurement and management review efforts in an EQA Report submitted annually to the Major Claimant.  Further information on the EQA Report is provided in OPNAVINST 5090.2A, Change 2, Chapter 20 and CNO’S EQA Guide.

3.14.2  Criteria

· The organization has established and maintains documented procedures defining responsibilities and authority for handling and investigating non-conformances and non-compliances, taking action to mitigate any impacts caused, and for initiating and completing corrective and preventive action. The organization has implemented and recorded any changes in the documented procedures resulting from corrective and preventive action.

· The organization has documented its nonconformance and noncompliance deficiencies, recommended corrective actions, problem solving efforts, and plan of actions and milestones for recommended corrective actions.

· The organization annually develops and forwards to the Major Claimant an EQA Report that contains a summary of their problem solving efforts and corrective actions, issues and concerns critical to the Major Claimant, a program area status summary, and an updated internal assessment plan.

3.14.3  Navy Installations and Regional Complexes Might Have

Navy installations and regional complexes that have implemented the EQA program will have identified compliance deficiencies through their Internal and External Assessment processes and should have developed related problem solving documentation and EQA Reports.  Many of these installations will have also implemented corrective and preventive actions to solve compliance problems.

Installations or regional complexes that have conducted internal EMS Reviews or have received EMS Reviews in External Assessments will have identified and documented shortcomings in their management systems, and may have developed and implemented solutions to correct them.

3.14.4  What Gaps Might Exist

Installations and regional complexes that have not implemented EQA Internal Assessments will not have documented Internal Assessment results and problem solving efforts.  The ECE program that preceded the EQA program did not require problem solving or EMS Reviews.  Installations and regional complexes that have not implemented EQA will also not have submitted EQA Reports to their Major Claimant.

Installations and regional complexes may not have conducted EMS Reviews and follow up efforts to correct identified EMS non-conformances.

3.14.5  How to Fill Gaps

Installations and regional complexes that have not yet done so should develop documented procedures defining roles and responsibilities for identifying non-compliance and non-conformance and for developing and implementing corrective and preventive actions.

Installations and regional complexes that have not yet done so should implement the EQA Program.  The results of Internal Assessment efforts should be analyzed to identify any trends or similarities among the identified deficiencies.  The results of internal EMS Review or External Assessments should support development of improvements to the EMS and resulting improvements in environmental performance.  If warranted, the structured “problem solving” process described in the EQA Guide could be utilized to identify and implement permanent solutions to prevent reoccurrence of the problem or non-compliance.  Structured problem solving involves:

Step 1 – Define Problem and Objectives

Step 2 - Analyze Contributing and Root Causes

Step 3 - Develop Alternative Corrective Actions

Step 4 – Select Corrective Action(s)

Step 5 – Develop Corrective Actions(s)

Step 6 – Implement Corrective Action(s)

Step 7 – Follow-up

Successful implementation of the EQA Program will ensure that the installations’ environmental programs are self-correcting; i.e., that problems (both noncompliance and nonconformance) are not only identified, but also corrected.  EQA Internal and External assessments and the application of problem solving techniques are the means to identify, and more importantly, develop solutions to prevent the reoccurrence of the problems.  Depending on the need for command support, recommended corrective and preventive actions may be provided to senior management either for approval prior to implementation or as part of the next Management Review (see Section 3.17).
3.14.6  Tools/Templates

Chapter 6 of The EQA Guide (existing and future editions) presents a number of different approaches an installation or region can implement to conduct “problem solving.”

Additional information on the problem solving process is available of the DENIX and JSP2TL EMS websites.

3.15
Records

3.15.1  Discussion
This element includes preparation and maintenance of records to document the functioning of the installation/regional complex's EMS.  Records are distinguished from documents (see Section 3.10 of this Guide) in that records are not altered once completed.  Records are retained as proof of certain facts,  As proof of fact, records are auditable as sources of information about compliance, general environmental performance, or the functioning of the EMS.

Records are particular types of documentation that furnish objective evidence of activities performed or results achieved.  Records document fact at a given point in time.  They address historical activity, must be maintained for a specified or indefinite period of time, and their contents are not subject to change.  Examples of environmental records include information on requirements tracking; compliance records; training records; product or technology information; inspection, maintenance, or calibration records; communication records; required reports; and EQA Internal Assessment results.

Records also provide the data that senior management and environmental managers need in order to make decisions about the use of manpower and other resources.  Which units have acceptable compliance histories?  Which units’ personnel require supplemental training?  How often are the installation/regional complex’s neighbors impacted by operations?  Is the installation/regional complex on track to meet its objectives/targets?  In order to answer such questions and take appropriate actions in a timely manner, the associated records must be accurate and the information in them must be available in ways that are useful to the decision makers.
3.15.2  Criteria
· The organization has established and maintains documented procedures for identification, maintenance and disposition of environmental records.  These records include training records and the results of audits and reviews.

· Environmental records are: 

· legible, identifiable and traceable to the activity, product or service involved.
· stored and maintained in such a way that they are readily retrievable and protected against damage, deterioration or loss.

3.15.3  Navy Installations/Regional Complexes Might Have

Within existing environmental programs, Navy installations/regional complexes maintain records documenting a broad variety of environmental information.  Examples include records of required inspections conducted under the EQA Internal Assessment, environmental training, hazardous waste manifests, sampling and analysis, etc.  Records may be maintained at multiple locations by multiple practice owners.  

3.15.4  What Gaps Might Exist

While records may be maintained, many Navy installations and regional complexes may not have documented procedures specifying actions, roles and responsibilities for records management.  Existing records may not be managed in a systematic fashion to ensure their availability to installation/regional/complex personnel who use them or to environmental auditors or regulators.

3.15.5  How to Fill Gaps
Navy and installation/regional policies and procedures for record keeping should be reviewed and followed where applicable.  

Early in EMS implementation, existing types of records that the installation/regional complex prepares and maintains should be inventoried.  Consideration should be given to adopting or amending existing records to achieve the purposes of the various EMS elements where practical.  Check to ensure that all records required by applicable regulations and policies are being properly maintained.  Develop new records to achieve the purposes of the various EMS elements and the information requirements of parties aboard the installation/regional complex whose roles in environmental management will be enhanced by the EMS.

If one does not exist, a list of records to be maintained by the installation/regional complex should be prepared and incorporated in the EMS description document (see Section 3.9.)

The installation/regional complex will need to prepare a procedure for record keeping and maintain the procedure as a controlled document (see Section 3.10).  The procedure should specify for each type of environmental record to be maintained:

•
What information will be recorded,

•
Who maintains the records,

•
Where the records are kept,

•
How they are kept,

•
How long they are to be kept,

•
Who has access to the records and how they are accessed, and 

•
How they should be disposed.

Intranet technology available at most Navy installations and regional complexes offers the potential for making environmental records available for distribution throughout the installation/regional complex, for analyzing data to create useful information, and for saving considerable paper.  Designed for distribution to various users (installation/regional commander, environmental board, environmental office managers, media managers,  practice owners, and operators), environmental records could be created, stored, read, and revised as determined by the personnel implementing the EMS working in conjunction with the system administrator.  Means to prevent unauthorized changes to electronic records need to be defined and enforced.

Installations/regional complexes may, of course, develop their records in hard copy for maintenance in standardized filing systems using routine record keeping protocols.  

3.15.6 Tools/Templates

See the DENIX and JSP2TL EMS websites for additional information on records and record keeping.

3.16
EMS Review

3.16.1  Discussion 
An EMS Review evaluates the effectiveness of an installation or regional complex’s EMS and its role in supporting environmental performance.  OPNAVINST 5090.1B, Chapter 20, Change 2 requires Major Claimants to evaluate the EMS during external assessments of its installations and regional complexes.  Chapter 20 also states that installation and regional complex internal assessments may include an internal review of the EMS.

EMS Reviews assess the installation or regional complex’s EMS against the EMS framework selected for implementation and recommend improvements to enhance environmental performance.  At installations or regional complexes where the Navy EMS framework is implemented, EMS Reviewers will assess implementation of the Navy EMS criteria provided in Table 3-1 (and throughout Chapter 3) of this Guide.

EMS reviewers will consider the installation or regional complex’s environmental documents, interviews with personnel at multiple levels and functions of the organization, and any direct observations or physical evidence regarding environmental performance.

Information gathered during the EMS Review should provide feedback to installation or regional complex senior management and/or the Major Claimant on:

· Compliance with E.O. 13148 and DoD and Navy EMS Policy,

· Status of the installation or regional complex in meeting its EMS objectives and targets,

· Strengths and weaknesses of EMS elements or components,

· Underlying causes of existing compliance deficiencies (which frequently correlate with weaknesses within the EMS), and

· Recommendations for improvements to the EMS.

Senior management can utilize this information in taking actions to improve the EMS and further enhance environmental performance (see Section 3.17, Management Review).
An additional benefit provided by external EMS Reviews is the sharing of EMS tools, experience, and lessons learned between installations or regional complexes and across the Navy community.  External EMS Review efforts conducted during early EMS implementation should be extremely valuable in providing technical assistance to the installation or regional complex’s efforts to stand up the EMS.

3.16.2  Criteria

· The organization has established and maintains documented procedures for periodic EMS reviews to be carried out in order to:

· determine whether or not the EMS conforms to Navy EMS policy and has been properly implemented and maintained.

· provide information on the results of reviews to management.

3.16.3  Navy Installations/Regional Complexes Might Have

Installations and regional complexes that have become certified to the ISO 14001 standard should already have the results of both internal EMS reviews and EMS audits/reviews conducted by outside parties.  

To satisfy EQA External Assessment requirements, many Major Claimants and their NAVFACENGCOM representatives are currently conducting EMS Reviews or technical assist visits at Navy installations and regional complexes.  Installations and regional complexes may have documented results of Major Claimant’s external assessments that included a review of their EMS and they may have completed and documented EMS reviews during their internal assessment efforts.

3.16.4  What Gaps Might Exist

Most installations and regional complexes have not conducted internal reviews of their EMS.  Many have not received external EMS Reviews from their Claimants.  Perhaps of greater significance, EMS Reviews present a significant departure in approach from traditional compliance audits, and  Navy environmental personnel may not have adequate knowledge and experience to effectively review their EMSs.

3.16.5  How to Fill Gaps

Installations and regional complexes that have adopted the Navy EMS framework can utilize the criteria presented in each section of this chapter to review their own EMS as part of their internal assessment efforts.  Installations and regions implementing other EMS frameworks can review their EMS utilizing the criteria established by those frameworks.

Major Claimants should ensure that EMS Reviews are performed during external assessments at all installations and regional complexes, and should document the results of the EMS Reviews in their EQA-required External Assessment Reports.  Installations and regional complexes may also contact their Major Claimant and request that an EMS review be conducted during the next scheduled external assessment.

Prior to conducting EMS reviews it is suggested that proposed audit personnel attend the CECOS “Conducting EMS Review” course or another commercially available EMS review course.  The approach and skills required to successfully plan and conduct an EMS review are quite different from those required to complete a compliance audit or environmental compliance evaluation (ECE).  In particular, the skills required to analyze the data collected during an EMS Review and successfully develop meaningful conclusions and recommendations requires supplemental training.  
To capture lessons learned and promote the sharing of good ideas about the EMS Review process, Claimant, NAVFACENGCOM, and installation and regional personnel should consider documenting the following types of information for distribution through the DENIX and JSP2TL websites:

· Procedures, including approach, tools, and templates,

· Standardized formats for the EMS Review results portion of the External Assessment Report, and
· Lessons learned. 

3.16.6  Tools/Templates

The DENIX and JSP2TL EMS websites contain additional information on EMS Review, including sample results and External Assessment Reports.  The websites also provide information on the CECOS EMS Review Course.
3.17
Management Review

3.17.1  Discussion
To promote continual improvement in environmental performance, installations and regional complexes implementing EMS must not only identify environmental problems, but correct them.  Elements of the EMS Checking and Corrective Action component (discussed in Sections 3.13 through 3.16 of this guide) focused on identification of problems and development of solutions.  Specifically:

· The monitoring and measurement element (Section 3.13) provided information on the installation or regional complex’s compliance status and its status in meeting objectives and targets;

· The nonconformance, noncompliance, and corrective and preventive action element (Section 3.14) developed and recommended solutions to identified compliance and EMS problems; and

· The EMS review element (Section 3.16) provided information on the effectiveness of the EMS in promoting improvements in environmental performance.

Under the management review element installation or regional complex senior leadership will routinely review these results and take actions to approve and implement recommended solutions.

Relevant considerations for senior managers conducting the management review include the following:

· Are identified priorities relevant and current?

· Do priorities accurately reflect risks?

· Are roles and responsibilities sufficiently defined?

· Is communication of environmental information between personnel, offices, and divisions sufficient to support meeting EMS objectives and targets?

· Are funding levels adequate to achieve performance goals?

· Is the installation or regional complex improving its environmental performance?
The management review element completes the EMS cycle.  In the EMS Policy, the installation or regional commander committed to continual improvement in environmental performance.  Senior management approval and implementation of solutions to identified environmental problems meets this commitment.  Senior managers should authorize installation or regional complex personnel and organizations to develop and implement the agreed upon improvement actions. Authorization should include assignment of specific roles and responsibilities and may require provision of resources, including funding and/or manpower.  These decisions must be documented to allow for future tracking of these efforts.

To promote ongoing continuous improvement, the EMS review process may conclude with a review/revision to objectives and targets to “raise the bar” for environmental performance in the coming year.

3.17.2  Criteria

· The organization's senior management, at intervals it determines, reviews the EMS to ensure its continuing suitability, adequacy and effectiveness.

· The management review process ensures that the necessary information is collected to allow management to carry out this evaluation.

· The management review is documented. 

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


3.17.3 Navy Installations/Regional Complexes Might Have

Installations or regional complexes that have already implemented their EMS should have a process for senior management review in place and should be documenting management reviews as they occur. 

3.17.4  What Gaps Might Exist

Installations and regional complexes that have not fully implemented their EMS are probably not conducting management reviews of the EMS.  Senior management or existing environmental boards/committees may review the existing environmental program, but without the EMS focuses on minimizing risk to mission, meeting internally set objectives and targets, and continual improvements to the EMS itself and to environmental performance.

Installations and regional complexes that have conducted management reviews of their EMS may not have documented the topics discussed, final decisions and recommendations, or may not have assigned action items to specific personnel or organizations to ensure their implementation.

3.17.5  How to Fill Gaps

As their EMSs are implemented and mature, installations and regional complexes should utilize existing forums or establish mechanisms for senior management, including representatives from the environmental office and other non-environmental commands, to periodically review the results of the Checking and Corrective Action component, decide on improvements, and act to implement these improvements.  

To ensure effective review of the EMS, senior managers should consider the following information developed under other EMS elements:

· The results of monitoring and measurement (see Section 3.13 of this guide), including:

· The installation or regional complex’s overall progress in meeting objectives and targets,

· Results of EQA internal assessments, and

· Results of sampling and analysis and resource monitoring initiatives.

· Corrective and preventive actions recommended to resolve compliance deficiencies and management system shortcomings (see Section 3.14).

· Results of regulatory inspections and EQA external assessments conducted in the preceding year (see Section 3.16).

· Any other information relevant to the installation or regional complex’s environmental performance.

Documentation of management reviews should identify the topics discussed, the final decisions and recommendations, and the action items assigned to specific personnel/organizations.

To promote continual improvement, the results of the management review process must “raise the bar” for environmental performance in the coming year.  

3.17.6  Tools/Templates

The DENIX and JSP2TL EMS websites contain additional information on management review.
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