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EMS Procedure 4.5.1(a)

Monitoring and Measuring the EMS

1.  Purpose

This procedure outlines the process for monitoring and measuring actual environmental performance against Eglin AFB’s set Environmental Management System’s (EMS) objectives and targets. The monitoring and measuring process ensures environmental performance is consistent with the installation’s Environmental Policy and encourages continual improvement by highlighting both successes and areas needing improvement. A separate document, EMS Procedure 4.5.1(b), describes the auditing process used to evaluate compliance with federal, state, and local regulations as well as military policies, instructions, and directives, including operational controls. 

2.  Scope

The primary tool used to track progress towards meeting EMS objectives and targets is the Air Armament Center (AAC) Executive Management Information System (EMIS).  EMIS is Eglin’s intranet-based performance indicator database.   Established environmental programs track and report progress towards meeting objectives and targets.  The EMIS Operational Procedure outlines how the system is to be maintained and modified when required.   Some EM programs have individual performance indicators, others provide data which is consolidated into an overall performance metric.  Performance indicators measure compliance with regulations or whether an aspect of the installation’s physical environment and or the EMS program has been improved or enhanced.  

3.  Responsibilities

3.1  Air Staff and MAJCOM

3.1.1  Establish environmental goals and objectives

3.1.2  Establish programs to facilitate obtaining stated goals

3.1.3  Obtain budget appropriation required for environmental program implementation and maintenance

3.2  AAC Environmental Protection Committee (EPC)

3.2.1  Acts as the primary review committee group for the Center’s environmental program

3.2.2  Reviews environmental performance indicators 

3.2.3  Develops/approves changes to the EMS targets and objectives when performance indicators shown program aspects fall out of bounds

3.2.4  Ensures member organizations are aligned towards obtaining common goals

3.3 Environmental Management Directorate (AAC/EM)

3.3.1  Develops programs to support AF, MAJCOM and locally developed goals and objectives

3.3.2  Reviews and approves environmental performance indicators and goals developed by EM Natural Work Groups (NWGs)

3.3.3  Reviews environmental performance indicator data monthly

3.3.4  Briefs environmental performance indicator status at EPC and other environmental management subcommittee meetings

3.3.5  Seeks EPC guidance and support to address regressive trends

3.3.6  Assigns metrics coordinator to upload data to EMIS

3.4 AAC/EM Natural Work Groups (NWGs)

3.4.1  Develop and refine environmental performance indicators and goals 

3.4.2  Assign a process owner for each indicator and goal

3.4.3  Assign metrics managers to update environmental performance indicator data monthly 

3.4.4  Brief environmental performance indicator data to AAC/EM

3.4.5  Ensure regressive trends are corrected

3.4.6  Periodically review environmental performance indicators

3.5 EM Program Managers/Process Owner

Some EMIS performance indicators are tied to a discrete process, others reflect the status of several programs (for example compliance site status).  EM program managers and or process owners are responsible for the following:

3.5.1  Perform such data gathering or inspection as is required to evaluate program/process

3.5.2  Provide information to metric coordinator for upload to EMIS

3.5.3  Monitor performance indicators for their process

3.5.4  Coordinate with appropriate staff to ensure regressive trends are addressed

3.5.5  Present corrective/preventative plan to NWGs

3.5.6  Retain supporting data on their process

3.5.7  Keep a record of process changes and forward to the Document Control Administrator for input into the Document Control System (refer to EMS Procedure 4.4.5 Document Control)

3.6 EMS Management Representative

3.6.1  Monitors EMIS to assess EMS status

3.6.2  Participates in NWG meetings to provide additional technical advice and support in policy/decision making

3.6.3  Conducts EMS audits and other evaluations 

3.7  Unit Environmental Coordinators (UECs)

3.7.1  Work with organizational leadership, unit personnel and EM program managers to implement programs designed to achieve stated EMS targets and objectives

3.7.2   Perform required measuring, monitoring, and reporting activities and provide data to EM

3.7.3   Provide input on objectives and targets to effect organizational buy-in

3.7.4   Implement changes, as directed by leadership or EM, when programs fail to achieve desired goals

4. Procedure
4.1 Using EMIS to Track Environmental Performance

Specific measurable indicators are monitored in EMIS using timelines established by the NWGs. 

Graphs illustrate individual goals for each indicator.  Colors are used to indicate status.  Green indicates a process is on track. Yellow indicates the process is regressing, but can likely be brought back on track by the process owner. Red indicates a regressive trend that the process owner does not have the resources to correct. NWGs work with the process owner to ensure regressive trends are addressed. 

4.2 Using Established Programs to Track Environmental Performance

Each environmental program supports the objectives and goals of the EMS, regardless of whether the program is individually tracked on EMIS or monitored through other means.   Programs such as Water or Air quality do not have specific EMIS indicators, however, there are many required measuring and monitoring activities associated with them.  Specific permit requirements outline periodic testing and sampling, record keeping, equipment monitoring, and reporting.  In addition, the overall success of these programs are captured through performance indicators such as the number of enforcement actions received, number of compliance sites in compliance, number of ECAMP (compliance audit) findings open, or the number of compliance sites addressed with a pollution prevention measure.  Therefore, collectively, EM’s established environmental programs shall be considered as another mechanism used to perform monitoring and measuring activities.
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4.3 Methodology (Plan         Do           Check         Act)

4.3.1  AAC/EM establishes objectives and targets for the environmental program.

4.3.2  The process owner or program manager works with base organizational points of contact or UECs to implement program requirements and to achieve desired objectives.

4.3.3  The process owner or program manager measures progress towards the objectives and targets.

4.3.4  The process owner or program manager reviews the progress with the NWG and EM in monthly meetings. EM presents progress updates at EPC meetings.

4.3.5  When a process is within bounds, measuring and monitoring continue as described above.

4.3.6  When a process or program is out of bounds, the process owner or program manager determines whether intervention is needed. If EM concurs no intervention is required, monitoring continues.

4.3.7  If intervention is required, the process owner or program manager determines whether objectives and targets and or program management should be adjusted and seeks EM concurrence.

4.3.8  If EM concurs on the need for adjustment, the EPC reviews proposed new actions or objectives and targets and makes the final determination.  If EPC determines adjustment is warranted, EM is responsible for re-establishing revised objectives and targets.

4.3.9  Changes, when and if required, to the EMIS are performed utilizing the EMIS Operational Procedure.

4.3.10  When required, base organizational points of contact or UECs implement revised environmental program criteria to obtain revised objectives and targets.

4.3.11 If intervention is required but the objectives and targets are deemed appropriate, the process owner or program manager develops a plan to address the problem. 

4.3.12  The process owner or program manager seeks NWG input on the plan then implements the plan to correct the problem. 

4.3.13  When required, base organizational points of contact or UECs implement revised environmental program criteria.

4.3.14  Once the corrective plan is in place, measuring and monitoring continue as described above.

5. Cross References

AAC EMIS system at http://emis.eglin.af.mil 

AAC/EM’s EMS web site at http://em.eglin.af.mil/emc/ems
AAC EMIS Operational Procedure

EMS Procedure 4.3.1 Identifying Environmental Aspects

EMS Procedure 4.4.5 Document Control

EMS Procedure 4.5.1(b) Evaluating Environmental Compliance
6. Documentation and Records

NWG Meeting Minutes

Process owner data on process

Program manager data on program status

Record of process corrections in the Document Control System

7. Flowchart

Exhibit 1 shows the flowchart for the Monitoring and Measuring Procedure.
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