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Executive Summary

As the third largest federal landowner and steward for tens of millions of acres of land, the Department of Defense (DoD) has a vast responsibility to protect the environment.  Over the years, DoD has developed mature environmental programs that emphasize compliance, pollution prevention, and conservation.  However, a Department of Defense Inspector General (DoDIG) report released shortly after the publication of ISO 14001 concluded that while DoD’s traditional compliance-based environmental management programs had resulted in substantial improvements in environmental quality and human health and safety, the existing programs were not effective for assuring continuous improvements in environmental performance.  The DoDIG report concluded that the DoD Components needed a more mature, quality-based environmental management system (EMS) in order to improve their compliance posture, minimize compliance costs, decrease regulatory oversight, reduce or eliminate penalties, and more effectively demonstrate environmental achievements.

Viewing ISO 14001 as a potential opportunity to improve existing environmental programs by incorporating best practices being used by the private sector, DoD in 1997 began a voluntary two-year Pilot Study of the ISO 14001 EMS standard at sixteen installations.  The objectives of the DoD Environmental Management Systems Pilot Study were to investigate ISO 14001 in order to assess how it might be used in the military sector and to determine if its implementation would add value to the mature, but compliance-based, DoD Environmental Security program.
The extent of implementation of the standard varied across the Pilot Study installations. Several chose an incremental approach that focused on implementation within a single organization rather than across the entire installation.  Some installations chose to seek certification to ISO 14001 where they believed a business case supported such a decision, and several others chose to implement a tailored or generic EMS that incorporated select elements of the standard.  A majority of the installations did not achieve full implementation of ISO 14001 within the two-year time period.

The Pilot Study installations generally had very strong environmental programs prior to implementing ISO 14001.  The installations reported that because existing environmental programs contained strong compliance assurance elements, ISO 14001 implementation typically resulted in only limited improvement in their compliance posture.  Risk management was reportedly improved through better record keeping practices, increased awareness by personnel (at all levels) of operational impacts on the environment, and through the introduction of a systematic method for identifying and managing environmental risk.  Pollution prevention programs reportedly received increased attention from senior management under ISO 14001, and project prioritization was improved.  Most installations also reported that environmental considerations were better integrated into decision-making processes as a result of the EMS process.  Most sites report that greater benefits could likely be achieved at installations with weaker environmental programs.

Relationships with regulators were generally reported unchanged, although regulator reaction to ISO 14001 implementation was generally positive.  The installations also reported that it was difficult to assign direct economic benefits solely attributable to ISO 14001 implementation.  Consistent with the experiences of private sector organizations, the installations feel it will take several years before definitive economic benefits attributable to ISO 14001 implementation become apparent.  Based upon the experiences of those installations that made the greatest strides in achieving implementation, the cost of fully implementing an EMS with elements similar to ISO 14001 ranged from $375,000 to $607,000. 

The results of the Pilot Study indicate that all participating installations gained important insight into the strengths and weaknesses of their existing environmental programs from the experience. Lessons learned include the importance of strong senior management commitment to ISO 14001 implementation, and that DoD installations already have many of the individual elements of the ISO 14001 standard in place in their environmental programs.  Most would recommend adoption of an EMS to other DoD installations, although the EMS does not necessarily have to be ISO 14001.  The installations agreed that flexibility in determining the type and extent of EMS adoption is a key issue for consideration, and that it is the systematic management framework common to all EMSs that is their most important attribute, not their name or classification. 

In addition to discussing the results of the Pilot Study, this report includes several appendices that discuss the extent of other Federal and state agency EMS initiatives, foreign government implementation of EMSs, and a summary of several private sector EMS initiatives.  Evaluation of these other initiatives indicate that although there appears to be universal agreement that adoption and use of EMSs will be the next step in environmental management practices, there is no consensus that there is a single right type of EMS 

1.0
What is an Environmental Management System?

Increasingly stringent environmental regulations, international obligations and agreements, and private sector recognition that potential economic benefits may result from improved environmental performance have contributed to the development of a systematic new tool for dealing with complex environmental problems – the environmental management systems (EMS). The International Organization for Standardization (ISO) published the first worldwide standard for EMS, ISO 14001, in 1996. 

An EMS such as ISO 14001 is a formal management framework intended to help an organization achieve its internal environmental goals through repeatable and consistent control of its operations.  It is assumed that implementation of an EMS will result in continuous improvement in an organization’s environmental performance, increase the efficiency of the organization’s operations, and enhance its regulatory compliance status.  Conformance with EMS standards may provide a competitive advantage to some organizations if domestic or international customers demand certification as a condition for doing business.  An EMS by itself is not prescriptive in that it does not dictate specific levels of environmental performance that must be achieved by an organization.  Performance levels are established either by environmental law or organizational management.  While the framework of an EMS remains consistent over time, each individual EMS should be tailored to reflect those aspects and environmental impacts that have been deemed significant by the implementing organization, based on its corporate culture and strategic goals.  An EMS is not a stagnant system, and provides the mechanisms necessary to continually evolve to meet an organization’s ever-changing needs.

An ISO 14001 EMS follows the cyclical process of commitment and policy, planning, implementation, evaluation, and review depicted below. 
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Figure 1 – The ISO 14001 Process

2.0
Types of Environmental Management Systems

Over the past decade a number of trade associations and standardizing bodies have developed formal EMSs as a means of achieving superior environmental performance.  Common elements include a systematic process to review operations, identify environmental impacts and mitigation measures, a commitment to pollution prevention, and provisions for stakeholder participation.

2.1
Private Sector Environmental Management Systems
The most common incentive for private sector organizations to adopt and implement an EMS is the desire to improve a company’s profitability.  Implementing an EMS can produce benefits in terms of waste reduction, increased operational efficiency, and enhanced public image. Conformance with EMS standards may provide a competitive advantage to some organizations, particularly if customers demand certification as a condition for doing business, as is occurring in some industrial sectors.  Private sector EMSs include elements that are easily recognizable and common to other EMSs, such as provisions for the establishment of policy and setting of performance goals, the development of implementation plans, the assignment of responsibilities, monitoring of progress, and regular management reviews.  Other provisions common to EMSs include personnel training and corrective action programs.

2.2.
Standardized Environmental Management Systems

Typical characteristics of standardized EMSs include the establishment of internal environmental performance objectives by management personnel and the use of self-evaluation or independent third party certification to verify conformance to a standard.  There are three widely recognized EMS standards that include these characteristics.

2.2.1.
British Standard 7750

British Standard 7750 (BS 7750) is a specification for an environmental management system developed by the British Standards Institution (BSI).  First published in 1992, BS 7750 was the world’s first EMS standard.  It was subsequently revised in 1994, and superseded by ISO 14001 in March 1997.  

BS 7750 was developed as a response to concern about environmental risks and potential liabilities.  It is designed to improve the environmental performance of all types and sizes of organizations.  It is underpinned by a systematic and integrated managerial approach, by the creation of a corporate environmental policy and objectives, and by the key concept of environmental auditing.  BS 7750 does not define or set specific environmental performance criteria, objectives, indicators, targets or timetables.  The single level of performance specified is to meet the requirements of the standard. BS 7750 was the basis for the development of both ISO 14001 and the European Union’s Eco Management and Audit Scheme (EMAS), although there are differences in the requirements of all three standards.

2.1.2
ISO 14001

ISO 14001 – Environmental Management Systems – Specification with Guidance for Use was published in 1996.  It was developed by ISO through a process of collaboration by international standards bodies and other expert groups, and is the most widely recognized and implemented EMS standard in the world.  ISO 14001 defines an EMS as the part of an overall management system that includes organizational structure, planning activities, responsibilities, practices, procedures, processes, and resources for developing, implementing, achieving, reviewing, and maintaining environmental policy.  

ISO 14001 provides an organization with the framework that enables it to move away from the reactive, fragmented responses to environmental issues common to compliance-based environmental programs, and engenders a proactive approach that allows for the early identification of impacts, liabilities, and opportunities.  While organizations are instructed to identify and manage all significant environmental impacts of their activities, products or services, ISO 14001 does not specify absolute requirements for environmental performance except to demand a commitment to continual improvement.  

The essential elements of an ISO 14001 EMS are the auditable requirements.  These are based on the five principles and elements, stated in the ISO 14001 standard, which are listed below:

· Commitment and Policy – An organization should define its environmental policy and ensure commitment to its EMS.

· Planning – An organization should formulate a plan to fulfill its environmental policy.

· Implementation – An organization should develop the capabilities and support mechanisms necessary to achieve its environmental policy, objectives, and targets.

· Measurement and Evaluation – An organization should measure, monitor, and evaluate its environmental performance.

· Review and Improvement – An organization should review and continually improve its environmental management system, with the objective of improving its overall environmental performance.

Formal certification to ISO 14001 can be achieved by either by means of a third-party audit or a self-declaration of conformance with the standard.  Of course it is also possible to implement ISO 14001 without seeking formal certification.  Third-party auditors must be registered with the Registrar Accreditation Board in order to conduct official ISO 14001 EMS audits with the goal of awarding certification.
The worldwide growth of ISO 14001 registrations continues to be strong, with registration increasing from over 7,800 in December 1998 to nearly 13,400 as of 31 December 1999.  Europe and the Far East continue to account for the majority of ISO 14001 registrations, with over 2,700 Japanese, 1,800 German, 1,000 UK and 850 Swedish organizations registered to ISO 14001; by comparison, approximately 700 registrations have been reported within the United States.

2.1.3
Eco-Management and Audit Scheme
The Eco-Management and Audit Scheme (EMAS) was developed under the European Union’s Fifth Environmental Action Program to encourage the private-sector to improve its environmental performance.  It was adopted in June 1993 by the Council of Ministers as a regulation to become effective in April 1995.  European Union member states are obliged to implement the regulation although it remains voluntary for implementing organizations.  Although initially designed to apply to private sector organizations, EMAS has since been extended to some local government operations within the European Union.  Registration to EMAS is on an individual, site-specific basis only, not by company.

The essential elements of EMAS are identified below.  The EMAS regulation requires organizations to:

· Policy – Adopt an environmental policy. 

· Commitment – Commit to the concept of continuous improvement.

· EMS Implementation – Define and implement an EMS.

· Compliance Monitoring – Develop procedures for monitoring and verifying compliance 

· Environmental Audits – Conduct environmental audits at the sites concerned (minimum audit cycle is once every three years); 

· Formal Environmental Statement – Prepare a periodic site-based environmental statement; 

· Independent Verification – Receive independent verification of the information and claims made in the environmental statement; 

· Public Access – Ensure the public has access to the verified statement; and

· Review and Improvement – Develop quantified improvement targets set at the highest management level.

By 31 December 1999, over 3,100 organizations had been registered to EMAS.  2,300 of these were in Germany.

2.2
Trade Association Environmental Management Systems 

Trade association EMSs are characterized by attributes intended to improve the environmental and economic performance of member companies and to enhance their relationship with consumers, regulators, and local communities.  Examples of common trade association attributes include a commitment to pollution prevention, a life cycle approach to product stewardship, and stakeholder participation.  Trade association EMSs typically rely on peer pressure to ensure that member companies implement requirements. 

The most widely recognized trade association EMS is the Chemical Manufacturing Association’s (CMA) Responsible Care( initiative.  CMA represents nearly 200 domestic chemical manufacturers who account for nearly 90% of the basic chemical production in the United States.  Responsible Care( is a voluntary set of guiding principles developed by the chemical industry to improve the environmental, safety, and health performance of member companies, and to promote more open communication about industry activities and achievements.  Although Responsible Care( is voluntary in nature, membership in CMA is contingent upon member companies participating in the program.  Participating companies make a public commitment to continually improving the production, use, and distribution of chemical products in a manner that is safe and responsive to the public.

2.3
Non-Standardized Environmental Management Systems

2.3.1
Code of Environmental Management Principles 

The Code of Environmental Management Principles for Federal Agencies (CEMP) is a set of five management principles and associated performance objectives that are intended to help agencies improve upon their environmental performance and level of environmental protection.  Incorporating critical common elements of existing EMSs and other quality management initiatives, CEMP was developed by EPA in coordination with fifteen other federal agencies.

CEMP seeks to assist agencies in moving beyond compliance and the traditional short-term focus on regulatory requirements to a broader, more inclusive view of the interrelated nature of environmental activities.  Although it differs from most EMS standards in its emphasis on ensuring regulatory compliance, CEMP embraces classic quality management elements such as policy formulation, planning, implementation and operation, checking and corrective action, and management review.  CEMP is not prescriptive with regard to federal agency use, adoption, or adaptation of a particular type of EMS.  The introduction to CEMP acknowledges that implementation of an EMS that is consistent with CEMP will, in time, lead to continuous improvements in environmental performance while maintaining compliance.  Please refer to Section 3.4 and Appendix A Section 2.9 for a more detailed discussion of CEMP.

2.3.2
“Public Policy” Environmental Management System
Within the United States both regulators and public interest groups have expressed fundamental misgivings about ISO 14001 that are centered on the absence of language to specifically address compliance assurance, public communication, and pollution prevention.  Most organizations participating in the Multi State Working Group on Environmental Management Systems (MSWG) (a group of thirteen states, EPA, non-governmental organizations and industry representatives studying EMSs) have concluded that while the international standard is effective at meeting the internal needs of private sector organizations, it fails to meet the needs of public sector organizations with legislative mandates to protect the environment.  There is general agreement among interested parties that:

· Additional language clarifying the need to achieve and document legal compliance would substantially increase the credibility of ISO 14001. 

· Additional clarity about the form and extent of public communication related to setting goals and reporting environmental performance would serve to strengthen the link between the organization and its external stakeholders.

· More precise guidance on pollution prevention methodologies (with an emphasis on a waste management hierarchy that emphasizes product and process changes) would increase the return on investment realized by implementing organizations.  

ISO 14001 is perceived by members of the MSWG to be failing to meet the environmental performance needs of public sector organizations.  This has given rise to the evolving concept of a Public Policy EMS that more completely addresses compliance assurance, pollution prevention, and public communication.  Additional information about the MSWG and the Public Policy EMS can be found in Appendix B Section 1.

3.0
Evolution of Current DoD ISO 14001 EMS Policy

3.1
Executive Order 12856 – Federal Compliance with Right-to-Know Laws and Pollution Prevention Requirements

Executive Order (EO) 12856 was issued to ensure federal facility compliance with the chemical reporting requirements of the Emergency Planning and Community Right-to-Know Act of 1986 (EPCRA) and the pollution prevention requirements of the Pollution Prevention Act of 1990 (PPA).  The overall objectives of EO 12856 can briefly be summarized as:

· Ensuring that all federal facilities conduct their facility management and acquisition practices in such a manner as to reduce the amount of toxic chemicals entering any waste stream through source reduction and recycling activities;

· Requiring federal agencies to report and make available to the public information on any toxic chemicals entering any waste stream at their facility, and to improve local emergency planning, response, and accident notification; and

· Encouraging markets for clean technologies and safe alternatives to toxic chemicals and hazardous substances.  This is to be accomplished through revisions to the standards and practices of the federal procurement process and through testing of innovative pollution prevention technologies at these facilities.

Section 4-405 of EO 12856 requires the Administrator of the Environmental Protection Agency (EPA), in cooperation with other federal agencies, to establish a Federal Government Environmental Challenge Program.  Under the program, federal agencies, including DoD, were challenged to agree to a code of environmental principles that emphasizes pollution prevention, sustainable development, and state­of­the­art environmental management programs.

3.2
DoD Inspector General Evaluation Report No. 97-009 - Strategies for Improving DoD Environmental Compliance Assessment Programs

In October 1996, the DoD Office of the Inspector General (DoDIG) issued Evaluation Report No. 97-009, “Strategies for Improving DoD Environmental Compliance Assessment Programs.”  The report concluded that weaknesses in DoD’s existing environmental management programs were the most common causes of compliance violations, especially recurring violations.  DoDIG found that the absence of an adequate root cause analysis often results in failure to identify, understand, and correct the real cause of compliance deficiencies.  The report suggested that management, funding, and training improvements might prevent recurring violations.  Based on these findings, DoDIG undertook an evaluation of existing DoD EMSs and other innovative approaches used by other federal agencies, the private sector, and the international community.  The goal of this effort was to identify environmental management practices that could be used to improve the performance of DoD systems. 

3.3
DoD Inspector General Evaluation Report No. 97-068 – Strategies for Improving Environmental Management Systems in the DoD (January 1997)
In Evaluation Report No. 97-068, “Strategies for Improving Environmental Management Systems in the DoD,” DoDIG concluded that the Department’s compliance-based EMSs are reactive, regulatory driven, and designed to deal with requirements that are programmatic and operational in nature.  It noted that that while traditional compliance-based systems have resulted in substantial improvements in environmental quality and human health and safety, they are not effective for assuring continuous improvements in environmental performance or for demonstrating environmental achievements.  DoDIG concluded that the DoD Components need more mature, quality-based EMSs in order to improve their compliance posture, minimize compliance costs, decrease regulatory oversight, reduce or eliminate penalties, and more effectively demonstrate environmental achievements.  The report recommended that DoD:

· Select a uniform, DoD-wide EMS that incorporates continuous improvement and environmental stewardship processes;

· Evaluate the adequacy of current EMSs and procedures; 

· Develop environmental policy, goals, and an implementation plan for achieving new environmental management responsibilities, goals, and system improvements; and 

· Incorporate the selected EMS into DoD guidance.  

The report concluded that such a system must contain provisions for conducting regulatory compliance assessments, periodic reviews and improvements to the EMS, and management reviews by top-level officials.

3.4
CEMP Development

In September 1995, the Interagency Pollution Prevention Task Force was established to meet the challenges of Section 4-405 of EO 12856.  Among the objectives of the Task Force was a commitment to ensure active agency and facility participation in both the Federal Government Environmental Challenge Program, and in the development of an agency CEMP.  The Task Force subsequently formed a subcommittee of agency representatives to work with EPA in developing CEMP.  In September 1996, the EPA Assistant Administrator for Enforcement and Compliance Assurance forwarded the resulting CEMP document to task force participants and requested a written commitment to the CEMP Principles and a description of their plans for implementation of CEMP at the facility level. CEMP was published in the Federal Register in October 1996.  The Office of the Deputy Under Secretary of Defense (Environmental Security) (ODUSD(ES)) responded by endorsing the CEMP principles, and provided the only agency response that addressed all of the objectives of each CEMP principle.  ODUSD(ES) also referenced the DoD ISO 14001 Pilot Study, informing EPA that DoD was evaluating the potential adoption of ISO 14001 as a management system for the entire Environmental Security program.  ODUSD(ES) recognized several advantages in adopting ISO 14001 over CEMP, on a pilot basis, in a 13 February 1996 memorandum entitled "Voluntary Adoption of ISO 14001."  The stated advantages included:

· ISO 14001 is broader in scope and more readily adaptable to DoD's diverse operations,

· ISO 14001 has less of a compliance focus and more of a quality management approach,

· ISO 14001 is better known and has international as well as support from the private sector, including DoD contractors,

· Voluntary adoption of ISO 14001 on a pilot basis would place participating installations in the forefront of environmental management.

3.5
DoD EMS Committee
In response to the requirements of EO 12856, the conclusions of DoDIG Report 97-068, DoD commitment to the principles of CEMP, and general widespread interest in investigating the potential benefits of implementing ISO 14001, a DoD EMS Committee was established in the fall of 1996.  The EMS Committee, composed of representatives of the Components and the Defense Logistics Agency (DLA), was established to collect as much information as possible about the lessons learned from private and public sector organizations that have implemented EMSs.  The EMS Committee has met periodically during the course of the DoD EMS Pilot Study, and has hosted several Face-to-Face meetings where participating installations discuss implementation experiences and share lessons learned.

3.6 Interim Guidance on Environmental Management Systems and ISO 14001

ODUSD(ES) issued interim guidance on EMS and ISO 14001 in June 1997, to provide a consistent framework for evaluating how the adoption of ISO 14001 could help DoD reduce environmental risk, improve its compliance posture, enhance environmental stewardship, contain costs, and meet new and emerging regulatory requirements.  

The interim guidance focuses on issues related to third party certification and becoming a registrar, the establishment of pilot studies, the need for open communication, and the importance of the Department speaking with a single voice with regard to ISO 14001. 

· Third-Party Certification – The guidance explicitly states that DoD does not currently endorse, nor support, payment for third-party certification to ISO 14001, except where it can be demonstrated to the respective Component Headquarters that the benefits exceed the costs.  It also states that DoD does not endorse efforts by DoD entities to become accredited registrars who perform third-party certifications.  

· Pilot Studies and Information Sharing – Components are encouraged to conduct pilot studies of ISO 14001 implementation and to openly share information on lessons learned as a result of the studies within the military community.  

· Unified ISO 14001 Policy – Finally, the guidance emphasizes the importance of consistently expressing a single point of view with regard to ISO 14001, especially when communicating with regulators and members of the international community.  

In September 1997, ODUSD(ES) initiated a DoD ISO 14001 Pilot Study program to collect the information needed to evaluate the costs and benefits of ISO 14001 implementation in the military sector and make an informed policy decision.  The study was jointly developed with the assistance of the DoD Components and seeks to evaluate how ISO 14001 affects the environmental performance and compliance posture of participating installations, and whether implementation of ISO 14001 can be expected to enhance relationships with regulators and more effectively demonstrate environmental achievements.

3.7
USD(AT) Memorandum on Requiring Processes on Contract

In a September 1997 memorandum to Component acquisition executives, the Under Secretary of Defense (Acquisition and Technology) reiterated the DoD policy of prohibiting any requirements for standard management approaches or manufacturing processes in solicitations or contracts, stating that performance-based requirements should be used whenever possible.  

This approach has been proven effective in DoD acquisition programs such as those that require Program Managers to use a hazardous materials management plan (HMMP).  An HMMP similar to that described by National Aerospace Standard (NAS) 411 ensures that adequate consideration is given to the elimination or reduction of hazardous materials used or generated by the system being analyzed, throughout all its life cycle phases.

3.8
Other Quality Management Drivers

3.8.1
The National Technology Transfer and Advancement Act of 1995

The National Technology Transfer and Advancement Act of 1995 (NTTA) requires Federal agencies and departments to use voluntary consensus standards in certain activities as a means of carrying out policy objectives unless the use of the standards would be inconsistent with applicable law or otherwise impractical.  The Act encourages Federal agencies to increase reliance on voluntary standards (including business practices and management systems) and reduce dependence on in-house standards, and to compare standards used in manufacturing, commerce, industry, and educational institutions with standards developed by the Federal Government.  In regulations implementing NTTA, the Office of Management and Budget (OMB) Circular A119 - Federal Participation in the Development and Use of Voluntary Consensus Standards and in Conformity Assessment Activities concludes that many standards developed by voluntary consensus standards bodies are appropriate or adaptable for the Government's purposes.  Each Federal agency is required to submit an annual report to Congress, through the National Institute of Standards and Technology (NIST) documenting their use, or non-use, of voluntary standards.
3.8.2
The Defense Reform Initiative

DoD has recognized that its business practices are antiquated and at least a generation out of step compared to corporate America.  The Defense Reform Initiative addresses the DoD corporate vision of igniting a Revolution in Business Affairs within the Department that will bring its management techniques and business practices into line with those that have made American corporations world leaders.  The adoption of best business practices is the theme of the Department’s Revolution in Business Affairs, which aims to radically reengineer DoD infrastructure and support activities that were developed during the Cold War.  Applying the lessons of the business world to DoD represents an opportunity to replicate some of the success demonstrated by the private sector.  The widespread international acceptance of ISO 14001 and other EMSs by the private sector, as a method of managing environmental responsibilities, is one best business practice that warrants attention from DoD.

3.8.3
Secretary of Defense Memorandum on Quality Management

In August 1997, Secretary of Defense William Cohen issued a memorandum to DoD management that recognized the many successes of Quality Management implementation initiatives within the Department.  The memorandum noted that during the previous decade, a difficult period of downsizing and budget cuts, the implementation of Quality Management initiatives had helped DoD continually improve its processes and systems.  Secretary Cohen urged everyone in the Department to support Quality Management initiatives, to practice these proven methods, and to encourage the shared use of Best Practices to achieve a more efficient and effective organization.

4.0
DoD ISO 14001 Environmental Management System Pilot Study

4.1
Participating Installations
A military installation has many of the same amenities and infrastructure characteristics as a small community, and has many of the same environmental concerns.  For instance, most installations have a Post or Base Exchange (PX or BX) that provides merchandise and services to military personnel and their families, a commissary that provides food items, service stations to provide fuel and vehicle repairs, and a power generating or distribution infrastructure.

In addition, however, military installations also have unique environmental impacts related to their particular mission within the Department of Defense.  To help assess how an EMS fits within the military sector, sixteen DoD installations, with representation from each of the military services, volunteered to participate in an ISO 14001 Pilot Study.  Table 1 identifies Pilot Study installations, their Component affiliation, the extent of ISO 14001 implementation, installation plans regarding certification, and one time implementation costs.

Table 1 -  DoD ISO 14001 Pilot Study Implementation Matrix

	Installation
	ISO 14001
	Other EMS
	Extent of Implementation
	Implementation Progress
	Certification

Plans


	Implementation 

Cost

	
	
	
	
	Commitment

and

Policy
	Planning
	Implementation

and

Operation
	Checking

and Corrective Action
	Management Review
	
	

	NADEP North

Island
	(
	
	Four Organizational Units
	100%
	100%
	100%
	100%
	100%
	Third-Party

May 1999
	$409,300

	Radford AAP
	(
	
	Rolled Powder, Powerhouse, Bioplant
	100%
	95%
	85%
	75%
	90%
	Self-Declare, but are uncertain


	$347,500 

	NAES Lakehurst
	(
	
	Fence-to-Fence
	100%
	100%
	85%
	80%
	100%
	Self-Declare/EMR

Summer 2000
	$169,540

	Tobyhanna AD
	(
	
	Fence-to-Fence
	100%
	100%
	100%
	Not Provided
	Not 

Provided
	Self-Declare

Sept 2000
	Not Provided

	Letterkenny AD**
	(
	
	Fence-to-Fence
	100%
	90%
	25%
	25%
	25%
	Self-Declare

Dec 2000
	$160,500 

	Eglin

AFB
	
	(
	Air Armament Center
	100%
	100%
	100%
	100%
	100%
	No
	$309,049

	NUWC Newport
	(
	
	Fence-to-Fence
	100%
	100%
	100%
	100%
	100%
	Third-Party

Spring 2000
	$375,000

	Yuma PG
	
	(
	Environmental Management Department
	100%
	100%
	15%
	0%
	0%
	No
	$101,246

	NUWC Keyport
	(
	
	Environmental Division
	100%
	25%
	20%
	20%
	20%
	No
	Est

$121,200

	MCB Camp Lejeune
	
	(
	Env. Management Department
	100%
	100%
	100%
	95%
	100%
	No
	$263,492

	Sheppard AFB
	(
	
	Fence-to-Fence
	100%
	100%
	30%
	80%
	100%
	No
	$237,500

	Fort Lewis
	(
	
	Public Works
	100%
	100%
	95%
	100%
	100%
	Third-Party

Aug 2000
	$395,625

	Robins AFB
	(
	
	All Orgs Except DRMO & Commercial Act
	100%
	100%
	90%
	90%
	100%
	No
	$607,200

	Fort Bliss*
	
	(
	Garrison Wide
	100%
	100%
	100%
	100%
	100%
	No
	$76,700


	NAS Whidbey Island
	(
	
	Fence-to-Fence
	100%
	40%
	30%
	30%
	25%
	No
	$187,000

	NS

Mayport
	
	(
	Aircraft Intermediate Maintenance Facility
	100%
	25%
	0%
	0%
	0%
	No
	Actual

$20,000

Est $100,000


*
After initial development of ISO policy and initial planning stages, Ft. Bliss dropped out of Pilot Study and chose to implement Army APIC – costs shown are for limited ISO 14001 Pilot Study Participation
**
Does Not Include Labor Costs

Pilot Study Implementation Gaps

Although representatives from CINCUSNAVEUR participated on an informal basis by marking presentations at the last two Pilot Study Face-to-Face meetings, no OCONUS facilities formally participated in the Pilot Study.  

The Pilot Study evaluated EMS implementation at DoD installations only.  As a consequence, it did not evaluate the potential impacts of EMS implementation on environmental performance in “spaces and places” such as remote ranges, exercises, and onboard Navy vessels.

4.1.1
Industrial Operations

DoD industrial operations are the infrastructure that produce munitions and weapon systems, and provide a full range of maintenance, service, and support activities throughout their life cycle. These highly industrialized operations have the potential to generate significant varieties and amounts of hazardous and regulated materials with multimedia impacts.  Industrial operations include depots, arsenals, ammunition plants, and shipyards.

Military depots provide for the receipt, storage, maintenance, overhaul, distribution, and demilitarization of conventional ammunition and missiles, artillery pieces, aircraft and combat vehicles, associated spare parts and sub-assemblies, and other serviceable and unserviceable commodities.  Depot operations may involve painting, degreasing, plating, and demilitarization of excess or obsolete ammunition.

Military arsenals provide for the procurement, fabrication, industrial engineering, and product assurance for weapons systems and components, including manufacturing of tank, cannon, and mortar barrels and mounts, and tool set assemblies. Arsenal operations may involve the production of chemical, smoke, incendiary, illumination, and other pyrotechnic munitions, agents, and mixes. 

Ammunition plants provide for the manufacture, load, assemble and pack (LAP), quality assurance, receipt and shipment, and demilitarization of munition items.  Plant operations may also entail the synthesis of the industrial chemicals and acids needed as precursors for the production of munitions items.

Shipyard facilities provide services to repair, overhaul, and maintain Navy ships,

including nuclear-powered ships.  Drydocks, cranes, waste-handling facilities, and offices are usually located at shipyards.

4.1.1.1
Naval Aviation Depot, North Island, CA - The Naval Aviation Depot (NADEP) North Island provides a wide range of engineering, calibration, manufacturing, overhaul, and repair services for F/A-18, E-2, C-2 and S-3 aircraft and for ships.  The Depot's Primary Standards Laboratory provides primary calibration standards for the Navy and other DoD agencies.  NADEP North Island is also the site of a Composite Repair Facility, the first of its kind in the DoD, designed to play a major role in the future of Naval aviation technology and maintenance.  NADEP North Island implemented their EMS in four organizational units - the Environmental Program Office, the Manufacturing and Processing Center, the Materials Engineering Laboratory, and the Primary Standards Laboratory.

4.1.1.2 Radford Army Ammunition Plant, VA - The primary mission of the Radford Army Ammunition Plant (RFAAP) is the manufacture of propellants and explosives.  Products include single-base, double-base, triple-base solvent and solventless propellants, cast propellants, high-energy propellant grains, and other ordnance-related items.  Radford AAP implemented its EMS in three areas – the rolled powder production area, the powerhouse, and the bioplant.

4.1.1.3 Naval Undersea Warfare Center, Division Keyport, WA - NUWC, Division Keyport is the principal provider of full spectrum undersea warfare test, training, and evaluation services.  NUWC Keyport responsibilities include the test, analysis, and evaluation of undersea warfare systems in both surrogate and real war-fighting environments; in-service engineering, maintenance, and repair; fleet readiness; and industrial-base support for undersea warfare systems, countermeasures, and sonar systems.  NUWC Keyport implemented its EMS in the environmental office.
4.1.1.4 Tobyhanna Army Depot, PA - Tobyhanna Army Depot is DoD’s largest communications-electronics repair, overhaul and fabrication facility.  The depot's mission includes the design, manufacture, repair and overhaul of hundreds of communications and electronics systems, including communications, command and control, surveillance and target acquisition, airborne electronics, intelligence and electronic warfare, electronic support equipment, and power systems.  Tobyhanna implemented its EMS fence-to-fence.

4.1.1.5
 Letterkenny Army Depot, PA - The Letterkenny Army Depot operates a maintenance and ammunition depot for the modification, receipt, storage, test, maintenance, and demilitarization of a broad array of missile systems.  In addition to equipment maintenance, the depot has an ammunition directorate that provides a full array of conventional ammunition and missile support to Army, inter-Service, and foreign customers.  Letterkenny implemented its EMS fence-to-fence.

4.1.2
Research, Development, Test, and Evaluation Facilities

DoD RDT&E facilities plan, conduct, analyze, and report the results of research, development, production, and acquisition phase tests and evaluation for military equipment, processes, and materiel.  Test and evaluation facilities also provide technical support, guidance, and services to DoD and other federal agencies.  Operations at these facilities often involve contractors and private companies.  Functional categories of RDT&E operations can be broadly classified as laboratories, proving grounds, and ranges.

Laboratories provide RDT&E prototyping, fleet support, and in-service engineering to support military missions and acquisitions. The roots of research are in the application of scientific and engineering disciplines, for example aeronautics, acoustics, biology, chemistry, communications, electronics, fluid dynamics, geosciences, mathematics, mechanics, metallurgy, and physics.

Proving grounds and ranges provide the wide open spaces needed for the testing and evaluation of munitions, weapon systems, tanks, armored and wheeled vehicles, artillery, combat aircraft, aircraft target acquisition equipment and armaments, and missiles.  Testing is conducted to determine performance in a variety of climates, for example deserts, tropics, and cold regions. 

4.1.2.1 Eglin Air Force Base, FL - Eglin Air Force Base is a part of the Air Force Materiel Command, and belongs to the Air Armament Center (AAC).  The AAC is responsible for the development, acquisition, testing, deployment, and maintenance of non-nuclear, air-delivered weapons.  It plans, directs, and conducts test and evaluation of U.S. and allied air armament, navigation/guidance systems, and Command and Control (C2) systems.  It operates two air bases, providing host support to Eglin and Kirtland AFBs, and supports the largest single-base mobility commitment in the Air Force.  AAC accomplishes its mission through four components: The Armament Product Directorate (Eglin), 46th Test Wing (Eglin), 96th Air Base Wing (Eglin), and 377th Air Base Wing (Kirtland).  Eglin AFB implemented its EMS within the AAC.

4.1.2.2 Naval Undersea Warfare Center, Division Newport, RI - The Naval Undersea Warfare Center (NUWC), Division Newport provides the technical foundation for the conceptualization, research, development, fielding, modernization, and maintenance of submarines, autonomous underwater systems, and offensive and defensive weapons systems that ensure the Navy's undersea superiority.  NUWC Newport implemented its EMS fence-to-fence.

4.1.2.3 Yuma Proving Ground, AZ - Yuma Proving Ground conducts tests on medium and long-range artillery, aircraft target acquisition equipment and armament, armored and wheeled vehicles, a variety of munitions, and personnel and supply parachute systems.  Yuma Proving Ground possesses an infrastructure that allows for full and realistic testing of weapons systems in the ground combat arena.  It is the Army's center for desert natural environment testing and manages cold weather testing at the Cold Regions Test Center, Alaska.  Yuma implemented its EMS in the environmental office.

4.1.2.4 Naval Air Engineering Station, Lakehurst, NJ - The Naval Air Engineering Station (NAES) Lakehurst provides cradle-to-grave technical support for aircraft launch and recovery equipment, and other aviation support equipment.  NAES Lakehurst programs are related to technology development, engineering, developmental evaluation and verification, systems integration, limited manufacturing, procurement, integrated logistics support management, and fleet engineering support for Aircraft Platform Interface systems.  NAES Lakehurst implemented its EMS fence-to-fence.

4.1.3
Training Facilities

To maintain a high state of operational readiness, DoD personnel are required to regularly train with their weapons systems.  Training activities occur on the land, in the air, or at sea, and include the deployment, use, and operation of hand-held weapons and munitions; artillery pieces; tanks and other combat vehicles; conventional on-road vehicles; non-road vehicles; aircraft; amphibious vehicles and landing craft; ships; and air-, sea-, and land-launched weapons systems.

4.1.3.1 Marine Corps Base Camp Lejeune, NC – The Marine Corps Base (MCB) Camp Lejeune is the home of Marine Corps Expeditionary Forces in Readiness.  MCB Camp Lejeune has 11 miles of beach capable of supporting amphibious operations, 54 live-fire ranges, 89 maneuver areas, 33 gun positions, 25 tactical landing zones and a state of the art Military Operations in Urban Terrain training facility.  38,000 Marines and sailors are stationed at MCB Camp Lejeune.  In addition, military forces from around the world come to Camp Lejeune on a regular basis for bilateral and NATO-sponsored exercises. Camp Lejeune implemented its EMS within the environmental office.
4.1.3.2 Sheppard Air Force Base, TX - Sheppard AFB operates under the Air Education and Training Command (AETC).  Officers, airmen, and noncommissioned officers come to Sheppard AFB to receive basic and advanced training in areas that include pharmacy, aerospace propulsion, aircraft maintenance (fixed wing and helicopter), aircraft structural maintenance, civil engineering, comptroller, electronics, fuels, and telecommunications. Major organizations on the base include the 82nd Training Wing, and the 80th Flying Training Wing.  The 80th Flying Training Wing is the home of the Euro-NATO Joint Jet Pilot Training program, a unique multinational endeavor to train pilots from 12 NATO nations.  Sheppard AFB implemented its EMS fence-to-fence.

4.1.4
Operating Bases

The function of operating bases is to directly support DoD’s national security mission.  In order to fulfill this function, there are a large range of direct support facilities at operating bases, including maintenance depots, supply depots, fuel depots, offices, and transport facilities.

4.1.4.1 Fort Lewis, WA – Fort Lewis is the home of the U. S. Army’s I Corps.  Major elements of I Corps that are stationed and train at Fort Lewis include the 1st Brigade, 25th Infantry Division and the 3rd Brigade, 2nd Infantry Division (both of which are reorganizing as part of the Army’s Initial Brigade concept); an Engineer Group; a Medical Group; a Military Intelligence Brigade, a Corps Support Group and a Military Police Brigade.  Tenant units include a Special Forces Group, a Ranger Battalion, and a Medical Center.  The military population of approximately 18,000 is supported by a workforce of about 5,000 civilians.  The U.S. Army Garrison comprises the bulk of the civilian workforce and provides the majority of the installation infrastructure and essential services.  Public Works (a Directorate of the Garrison consisting of about 500 civilians) provides facility maintenance and repair, utilities, fire and emergency services, and manages 3,500 sets of family quarters for soldiers and their families.  Public Works is also responsible for the environmental management program for Fort Lewis.  The EMS was implemented in Public Works.

4.1.4.2 Robins Air Force Base, GA - Robins Air Force Base is home of the Warner Robins Air Logistics Center (WR-ALC).  WR-ALC is one of five air logistics centers in the U.S. Air Force and currently the largest industrial complex in the state of Georgia.  It is tasked with providing worldwide logistics management, engineering, and organic depot maintenance for the C-5, F-15, C-141 and C-130 aircraft and is host to over 40 tenant organizations.  As an integral member of the Air Force Materiel Command, WR-ALC’s number one goal is to help maintain the combat capability of the Air Force.  Robins AFB implemented its EMS in all organizations except the Defense Reutilization Marketing Organization and commercial activities.

4.1.4.3 Fort Bliss, TX - Fort Bliss is home to the U.S. Army Air Defense Artillery Center.  Fort Bliss supports several of the Army's premier warfighting units and numerous training and support commands.  The majority of the soldiers stationed at Fort Bliss are responsible for air defense artillery training of U.S. soldiers and various allied nation soldiers.  With 1.1 million acres, Fort Bliss is larger than the state of Rhode Island.  Portions of the installation are surrounded by lands administered by the Bureau of Land Management and U.S. Forrest Service (to the north and west), with pockets of privately owned lands used for ranching to the east.  To maintain a high state of operational readiness, annual military training exercises occur here, including the largest joint training exercise in the world, Roving Sands.

4.1.4.4
Naval Air Station, Whidbey Island, WA - Naval Air Station Whidbey Island (NAS Whidbey Island) is an operational Navy base that provides facilities, services, and products in support of the naval aviation community and fleet operations. Aircraft supported include the EA-6B Prowler and P3C Orion.  Services provided include: aircraft and air field inspection, maintenance and repair; air traffic control for restricted use air space; ground support equipment and electronics; weapons storage and a weapons system training complex; and training facilities for surveillance aircraft, shipboard and flight/hangar deck fires.  The station also supports two explosive ordnance detachments with both land-based and in-water training ranges.  NAS Whidbey Island implemented its EMS fence-to-fence.

4.1.4.5 
Naval Station Mayport, FL - Naval Station (NS) Mayport in Jacksonville, Florida serves as a home base for Navy ships and helicopters, as well as a training and repair station for the Navy’s Atlantic Fleet.  Within NS Mayport, the Aircraft Intermediate Maintenance Department (AIMD) maintains and repairs SH-60B Seahawk helicopters.  NS Mayport planned to implement its EMS in AIMD.

4.2 Quantitative Data

One of the initial intents of the Pilot Study was to collect (on an installation-wide basis) quantitative data that would be used to relate cost of implementing ISO 14001 with the impacts on environmental performance.  Data was collected in a series of categories including:

· ISO 14001 implementation costs;

· Installation environmental funding;

· General facility information and operational levels;

· Environmental regulatory findings;

· Environmental violations;

· Oil and hazardous substance spills;

· Air and water permits;

· Waste generation;

· Toxics Release Inventory data;

· Conservation plans and inventories;

· Energy and water efficiency; and

· Superfund sites.

The DoD pilot study ran across problems in terms of the applicability and usefulness of the quantitative data, in a similar way to other private and public sector studies of the costs and benefits of ISO 14001.  Unfortunately, the quantitative data reported to ODUSD(ES) has several fundamental flaws that render it of limited value to a serious evaluation of the costs and benefits of ISO 14001.  Because the initial intent of the Pilot Study was to evaluate the implementation of ISO 14001 across entire installations, the data was collected on an installation-wide basis.  However, only a few of the installations chose to attempt ISO 14001 implementation base-wide.  Most concentrated on small discreet operational units within the installation structure.  Therefore, the reported base-wide data has no direct link to the implementation of ISO 14001.  For example, an ISO 14001 EMS implemented only in the Environmental Management Department can not be directly linked to the amount of solid waste generated and recycled, the amount of Toxic Release Inventory (TRI) releases, the number of NOVs issued, or any of the quantitative data reported for the entire installation.  Tracking of Pilot Study installation implementation of ISO 14001 also indicates that most installations did not reach full implementation during the two-year period of the study.  Although it is conceivable that benefits could accrue from an ISO 14001 program before full implementation, it is unlikely that they will have filtered through to the data categories requested by ODUSD(ES) during the time-span of the Pilot Study.  Potential benefits of an ISO 14001 EMS are expected to occur several years after full implementation, a point not lost on implementing organizations in the private sector.

In addition, the data requested by ODUSD(ES) is based on existing lagging indicators and measures of merit.  A fundamental element of an EMS involves developing installation-specific performance tracking mechanisms to evaluate the performance of the EMS.  These have not been reflected in the Pilot Study data call and are likely to only begin to demonstrate continual improvement upon full implementation of the EMS.  Additionally, because the data collected was for existing indicators and measures of merit established for existing and on-going programs, there can be no direct correlation between the environmental performance being reported and implementation of ISO 14001 alone.  This fact was demonstrated at the last meeting of the Pilot Study installations when it became obvious that reported improvements in efficiency and cost avoidances could not be solely attributed to ISO 14001 implementation versus the results of on-going programs.

The data received from the installations also varies greatly in terms of consistency and quality.  For example, the standardized data elements were not followed, data was reported on the same report for a fiscal year time period under some categories and for a calendar year under others.  In addition, several installations have indicated that they were unable to track certain data elements over the requested time periods.

The difficulties described above are sufficient to render any detailed analysis of the quantitative data limited in value.  There would be far too many caveats to any conclusions that could be drawn from such analysis to make it worthwhile.  Therefore, this report presents no analysis of the quantitative data, except to briefly discuss overall implementation costs.  In addition to the cost data discussed below, the most useful information stemming from the data call is contained in the narrative section of the responses, which is summarized below in section 4.3.

4.2.1 Implementation Cost

While the majority of installations did not succeed in full implementation of ISO 14001 during the two-year Pilot Study period, several made great progress.  These installations achieved or nearly achieved implementation of ISO 14001 or of a tailored, generic EMS that was based upon the existing environmental management program and strengthened through incorporation of certain ISO elements.  In order to understand the likely costs of full ISO 14001 implementation, and to compare them with the cost of implementing an existing DoD EMS strengthened by the ISO process, a detailed breakdown of implementation costs is provided below for the installations that made the greatest progress during the Pilot Study.  These are: NADEP North Island, Robins AFB, NUWC Newport, which implemented ISO 14001, and MCB Camp Lejeune and Eglin AFB, which implemented a tailored EMS.  The cost figures illustrated here represent the latest and most accurate information available, and may not equate to the costs reported in the final pilot study data submittals.

4.2.2 ISO 14001 Implementation Costs

4.2.2.1
NADEP North Island

A.
One Time ISO 14001 Implementation Costs
	
	Internal
	Contractor

	Gap Analysis
	5,400
	1,200

	Environmental Policy Development
	1,100
	1,200

	Document Redevelopment
	11,000
	18,000

	Rewriting Standing Operating Procedures
	8,800
	12,000

	ISO Education & New Systems Training
	48,000
	4,800

	Management Reviews
	2,000
	-

	TOTALS
	$ 76,300
	$ 36,000


B.
ISO 14001 Implementation – Operating and Capital Expenses
	
	Internal
	Contractor

	Internal Audits
	4,000
	-

	System Administration
	154,000
	20,000

	Ramp-Up Assistance
	29,000
	24,000

	Recordkeeping/Document Management Software Development
	-
	38,000

	Software Consultation
	-
	4,000

	ISO 14001 Registration
	-
	7,200

	TOTALS
	$ 187,000
	$ 93,200


C.
Supplemental ISO 14001 Training 

	
	Internal
	Personnel Hours

	EMS Manager 
	2,000
	40 (GS-12)

	Environmental Staff 
	4,000
	80 (GS-11,12,13)

	Internal Auditors
	10,800
	216

	TOTALS
	$ 16,800
	336


D.
Expected Annual Recurring Costs
	
	Internal
	Contractor

	Rewriting SOPs 
	2,400
	-

	ISO Education and Training
	20,000
	-

	Management Reviews
	2,000
	-

	TOTALS
	$ 24,400
	


IMPLEMENTATION COSTS:




$ 409,300
EXPECTED ANNUAL RECURRING COSTS:

$   24,400
4.2.2.2
Robins AFB
A.
One Time Implementation Costs

	
	Internal
	Contractor

	Gap Analysis
	813
	12,500

	Environmental Policy Development
	58,712
	4,784

	Document Redevelopment
	122,978
	19,138

	Rewriting Standing Operating Procedures
	86,127
	9,568

	ISO Education & New Systems Training
	96,113
	52,628

	Management Reviews
	87,823
	9,569

	TOTALS
	$ 452,566
	$ 108,187


B.
ISO 14001 Implementation – Operating and Capital Expenses
	
	Internal
	Contractor

	GIS Modification to Include Environmental Aspects, ISO, and Compliance Audit Data
	-
	26,117

	TOTALS
	-
	$ 26,117


C.
Supplemental ISO 14001 Training 

	
	Internal
	Contractor

	In-House ISO Orientation Training
	20,330
	1000

	TOTALS
	$ 20,330
	1000


D.
Expected Annual Recurring Costs
	
	Internal
	Contractor

	Environmental Policy Development & Update* 
	24,000
	-

	Document Redevelopment*
	24,000
	

	ISO Education and New Systems Update**
	12,000
	14,000

	Management Reviews
	12,000
	30,000

	TOTALS
	$ 72,000
	$ 44,000


* All relevant organizations performing annual updates – 1,080 hours at GS-11-4 pay

** In house personnel performing 40 hours/yr

IMPLEMENTATION COSTS:




$ 607,200
EXPECTED ANNUAL RECURRING COSTS:

$   44,000
4.2.2.3
NUWC Newport

A.
One Time ISO 14001 Implementation
	
	Internal
	Contractor

	Gap Analysis
	5,000
	-

	Technical Departments Implementation
	220,000
	-

	EMS Document Development
	49,000
	-

	Contractor Support
	
	32,000

	ISO 14001 Internal Audits
	25,000
	-

	TOTALS
	$ 299,000
	$ 32,000


B.
ISO 14001 Implementation – Operating and Capital Expenses
	
	Internal
	Contractor

	ISO Registration Fee
	-
	18,000

	TOTALS
	-
	$ 18,000


C.
Supplemental ISO 14001 Training 

	
	Internal
	Contractor

	New Systems Training
	15,000
	

	EMS Training
	11,000
	

	TOTALS
	$ 26,000
	


D.
Expected Annual Recurring Costs
	
	Internal
	Contractor

	Documentation Review 
	10,000
	-

	Education and Training
	8,000
	-

	Management Review
	3,000
	-

	Internal Audits
	10,000
	-

	System Management
	75,000
	-

	Surveillance Audits
	-
	12,000

	TOTALS
	$ 106,000
	$ 12,000


IMPLEMENTATION COSTS:




$375,000
EXPECTED ANNUAL RECURRING COSTS:

$118,000
4.2.3
Tailored or Generic EMS Costs

4.2.3.1
Fort Lewis

A.
One Time ISO 14001 Implementation Costs
	
	Internal
	Contractor

	Gap Analysis
	21,500
	8,000

	Environmental Policy Development
	2,000
	-

	Document Redevelopment
	71,750
	1,250

	Rewriting Standing Operating Procedures
	32,250
	-

	ISO Education & New Systems Training
	124,500
	28,150

	Management Reviews
	7,625
	-

	TOTALS
	$ 259,625
	$ 37,400


B.
ISO 14001 Implementation – Operating and Capital Expenses
	
	Internal
	Contractor

	Readiness Assessment
	-
	13,100

	Internal Audit Assessment
	-
	8,000

	ISO Administration/Coordination
	56,600
	-

	ISO Certification
	-
	20,500

	TOTALS
	$ 56,000
	$ 41,600


C.
Expected Annual Recurring Costs
	
	Internal
	Contractor

	
	-
	-

	Training
	10,000
	-

	Contractor Support
	-
	40,000

	Government Personnel 
	70,000
	-

	Surveillance Audits
	-
	10,000

	TOTALS
	$ 80,000
	$ 50,000


IMPLEMENTATION COSTS:




$395,625
EXPECTED ANNUAL RECURRING COSTS:

$130,000
4.2.3.2
MCB Camp Lejeune

A.
Cost of Initiatives Expanded as a Result of ISO 14001 Pilot Study Participation
	
	Internal
	Contractor

	Environmental Compliance and Protection Standard Operating Procedure
	50,000*
	200,000*

	Environmental Policy Statement
	10,000*
	

	Comprehensive Environmental Training and Education Program
	35,000*
	300,000*

	Document Management System Study
	10,000*
	15,000*

	Environmental Factbook
	15,000
	-

	
	-
	-

	TOTALS
	$ 120,000
	$ 515,000

	20% of Costs Attributed to Pilot Study Participation
	$ 127,000


*Future Costs

B.
Labor and Training Cost 

	
	Internal
	Contractor

	Headquarters Contractor Staff 
	-
	32,767

	Camp Lejeune Staff
	75,968
	-

	North Carolina Staff 
	-
	15,240

	ISO 14001 Training Costs
	12,517
	-

	TOTALS
	$ 88,485
	$ 48,007


C.
Personnel Hours for ISO 14001 Pilot Study
	
	Internal
	External

	Headquarters Contractor Staff
	-
	599

	Camp Lejeune Staff
	3,304
	-

	State of North Carolina Staff
	-
	635

	TOTALS
	$3,304
	$1,234


TOTAL IMPLEMENTATION COSTS:


$ 263,492
4.2.3.3
Eglin AFB

A.
Cost of ISO 14001 Implementation
	
	Internal
	Contractor

	Gap Analysis
	10,192
	-

	Environmental Policy Development
	4,087
	-

	Document Redevelopment
	6,762
	110,000

	Rewriting Standing Operating Procedures
	1,590
	-

	ISO Education & New Systems Training
	17,526
	45,000

	Management Reviews
	16,912
	-

	TOTALS
	$ 57,069
	$ 155,000


B.
ISO 14001 Implementation – Operating and Capital Expenses
	
	Internal
	Contractor

	Management Implementation Meetings
	8,000
	-

	Contractor Support
	-
	31,263

	EMS Planning Development
	13,993
	-

	TOTALS
	$ 21,993
	$ 31,263


C.
Cost and Personnel Hours for Supplemental ISO 14001 Training 

	
	Training
	Personnel Hours

	Lead Auditor Training
	18,000
	120

	Auditor Training
	20,224
	240

	Training CDs
	2,000
	-

	TOTALS
	$ 57,069
	360


TOTAL IMPLEMENTATION COSTS:


$ 309,049
4.3 Qualitative Observations

4.3.1
NADEP North Island
Strengths and Weaknesses of the Existing Environmental Program

Prior to its participation in the ISO 14001 Pilot Study, NADEP North Island had a mature environmental program.  Established in 1989, the program received strong top-level management support and funding.  Program strengths included comprehensive environmental planning and the use of in-house databases.  The pre-ISO 14001 environmental program was weak in several areas common among DoD organizations, such as a lack of continuity in leadership and a lack of integration of media-specific environmental programs.


Level of Management Commitment to ISO 14001
Top level management at North Island has been very supportive of the ISO 14001 initiative.  Management has been sensitized to the criticality of environmental compliance due to North Island’s location in southern California.  North Island reports that any process which allows the installation to identify potential environmental issues early on and get a jump start on corrective or preventive actions has become recognized by senior management as being important to ensuring operational readiness.  ISO 14001 falls into this category.

Implementation Results

NADEP North Island pursued an incremental approach to ISO 14001 implementation, with the ultimate objective being registration of the entire NADEP organization.  The ISO 14001 EMS has directly impacted over 500 personnel in the Environmental Program Office, the Manufacturing and Processing Center, the Materials Engineering Laboratory, and the Primary Standards Laboratory.  A phased approach to implementation was chosen due to the complexity and size of the NADEP organizational structure and because of time and resource constraints.  In May 1999, NADEP North Island became the first DoD organization to achieve independent third-party certification under the ISO 14001 standard.  The first phase of registration only involved approximately one-sixth of the NADEP personnel, however, the organizational units involved represent access to and control of about 50% of all environmental aspects and most of the major ones.  NADEP North Island plans to continue its implementation efforts and gradually expand ISO 14001 to the entire installation after the end of the Pilot Study.

While there were no new staffing requests as a result of implementation of the NADEP North Island ISO 14001 EMS, there was a realignment of roles, responsibilities, and duties.  Two environmental engineers were designated nearly full time for ISO implementation, and collateral duty Organizational Unit Management Representatives (OUMR) were also designated to assist in implementation at the unit level.  No additional changes in the existing NADEP North Island organization structure were necessary as a result of ISO 14001 implementation.

Additional training was required beyond the normal NADEP North Island environmental training program.  ISO 14001 training was provided to the OUMRs and to members of the organization’s environmental Executive Steering Committee, and all four organizational units in which the standard was implemented received training to assist in the identification of aspects and impacts.  Additionally, ten internal auditors were trained in ISO 14001 auditing procedures to ensure that NADEP North Island is able to maintain its registration status.

NADEP North Island expects the following benefits to accrue from its certification decision: improved community relations; a competitive advantage that may help stave off privatization and regionalization of NADEP operations; and the added attention that will be paid to determinations of environmental significance due to independent third-party certification. 

The key element of the NADEP North Island ISO 14001 EMS is its Document Control and Records System (DCRS).  The DCRS is at the heart of NADEP North Island’s ability to effectively communicate every aspect and requirement of its ISO 14001 EMS to all personnel.  An important aspect of the DCRS is its ability to maintain the most current and up-to-date version of each applicable guidance document or instruction.  The DCRS allows for the on-line tracking, updating, and management of environmental improvement projects, pollution prevention and associated cost avoidance.  The EMS software is applied only to the documents that govern the operations of the EMS.  Everything else is addressed through the EMS Manual.  The most difficult aspects of ISO 14001 implementation were securing the necessary funding/resources to ensure successful implementation of the standard, interpreting the standard, and developing an implementation approach that specifically addresses the industrial nature of depot operations.

NADEP North Island’s ISO 14001 EMS has added discipline to the environmental compliance program, and has improved documentation of the environmental risk reduction program.  In addition to providing the impetus for new pollution prevention projects, the ISO 14001 EMS has also provided personnel with an improved means of evaluating potential projects through the EMS software.  ISO 14001 has promoted leadership in environmental improvement and has improved the environmental ethic of personnel in the affected organizational units.  Pollution prevention projects are now originating at the shop level, with employees possessing a greater sense of ownership and responsibility for environmental issues.  Employees no longer feel that environmental requirements are being forced upon them by some outside organization.  As a result of ISO 14001, pollution prevention projects that have been lying around for several years are now being implemented.  ISO 14001 has also integrated environmental considerations in the decision making process and has enhanced NADEP North Island’s relationship with the surrounding community and regulators.

Implementation Costs

ISO 14001 implementation costs at NADEP North Island totaled approximately $414,100.  The cost of initial third-party certification was reported as $7,200, with an annual recurring cost of $3,000 for surveillance audits for the four organizational units in which ISO 14001 is currently implemented.  
4.3.2
Radford Army Ammunition Plant
Strengths and Weaknesses of the Existing Environmental Program

Prior to participation in the ISO 14001 Pilot Study, RFAAP had a mature, but unformatted, environmental program in place.  The strengths of the pre-ISO environmental program included effective procedures for emergency response/preparedness, training, document control, measuring, monitoring, and environmental compliance.  Weaknesses of the pre-ISO 14001 environmental program included staffing and human resources, and a lack of employee understanding of general environmental issues, but especially of the environmental impacts associated with their operations.  

Level of Management Commitment to ISO 14001
Prior to the Pilot Study, RFAAP was already ISO 9002 certified, and the installation has a strong commitment from both ATK (the contractor operating the Radford site) and the Army that worked to ensure successful implementation of ISO 14001.  In addition to being a DoD Pilot Study installation, RFAAP is also being evaluated by ATK to assist the organization in making ISO 14001 implementation decisions for its other corporate sites.

Implementation Results

RFAAP chose to implement its ISO 14001 EMS in an incremental fashion, focusing first on simple production and utility areas with small to medium environmental challenges before making a determination to implement fence-to-fence.  Three areas, with a total of approximately 250 personnel, were chosen: the rolled powder production area, the installation’s powerhouse, and the bioplant area.  A RFAAP environmental engineer was assigned collateral duties as ISO 14001 manager.  Although no other changes in organizational structure were reported, consultant services, with a level of effort of approximately 2.5 employees, were also used to assist in implementation.  A variety of training was provided to RFAAP/ATK personnel, including ISO overview and internal auditor training for the implementation team and general awareness training for personnel in each pilot area.  Additionally, specific ISO 14001 EMS training was provided to employees in the 3 pilot areas as required by the standard.  The wider goals and objectives, employee roles and responsibilities, and other aspects of the EMS were communicated using the RFAAP Intranet and monthly newsletters for improved environmental performance.

Overall implementation of the ISO 14001 standard reached approximately 90% during the Pilot Study time period.  RFAAP intends to continue implementation after completion of the Pilot Study and plans to self-declare conformance to the standard in the three pilot areas by September 2000, with an ultimate goal of self-declaring conformance of the entire plant by December 2001.

RFAAP reported its belief that certification to ISO 14001 may eventually serve to increase the plant’s business.  Implementation difficulties that have been encountered include cultural resistance to change, limited staffing and resources, and the amount of time that has been expended for implementation.

Although ISO 14001 implementation is expected to improve the compliance status of RFAAP, it is too early to describe the impact of the standard in this area.  ISO 14001 has improved the ability of RFAAP to identify and manage environmental risk.  Support for pollution prevention and waste minimization efforts has already become more focused at RFAAP, and can be partially attributed to ISO 14001.  ISO 14001 has strengthened the pollution prevention program by integrating environmental considerations into decision making processes and providing another avenue through which opportunities can be identified.  Although it is expected that ISO 14001 implementation will improve RFAAP’s relationship with regulators, it is too early to describe the impact of the standard in this area.  However, RFAAP has already received positive feedback on its ISO 14001 EMS from regulators and the local emergency planning committee.

Implementation Costs

Overall, RFAAP’s ISO 14001 EMS implementation costs were greater than expected.  One time, plant-wide implementation costs are expected to be approximately $347,500. Additional annual recurring costs of approximately $75,000 are also expected (this assumes no additional staffing).  It will be substantially greater that $75,000 if several personnel are involved in implementing and maintaining the program.

4.3.3
NAES Lakehurst
Strengths and Weaknesses of the Existing Environmental Program

NAES Lakehurst had a strong environmental program in place prior to participating in the ISO 14001 Pilot Study.  The strengths of NAES Lakehurst’s existing environmental program include its strong compliance record, the Commanding Officer’s commitment to environmental excellence, and a talented environmental staff.  Its weaknesses include an immature pollution prevention program, poor shop-level workers’ awareness of environmental issues, poor documentation of environmental requirements and processes, and inadequate storm water protection.  The installation expected ISO 14001 to strengthen its documentation processes, improve shop-level workers’ environmental awareness, and enhance its pollution prevention program.  Additionally, because New Jersey has some of the most stringent environmental regulations and permit conditions in the nation, NAES Lakehurst expected ISO 14001 to improve the management of the environmental compliance program.

Level of Management Commitment to ISO 14001
NAES Lakehurst reported a strong level of senior management commitment to ISO 14001, as demonstrated by the Commanding Officer and the Executive Leadership Committee.  Department heads designated environmental managers to implement ISO 14001 within their departments.  The environmental branch trained these personnel to be aware of Station environmental regulations, initiatives, and goals.

Implementation Results

NAES Lakehurst decided to implement its ISO 14001 EMS from fence-to-fence across all tenant commands.  This encompassed approximately 4200 employees.  Despite such a large number of personnel, the installation only has a single employee dedicated to coordinating ISO 14001 implementation and unlike other installations does not have an ISO 14001 implementation team.  The ISO 14001 coordinator is also responsible for the base’s Installation Restoration program.  The ISO 14001 coordinator received lead auditor and documentation training, and the departmental environmental managers attended a one week training course that covered environmental regulations, compliance issues, and ISO 14001.

In addition to communicating aspects, goals and corrective action program information through the department environmental managers, the installation is conducting awareness training through a video explaining ISO 14001 and NAES Lakehurst’s environmental policy.

Although it has not ruled out independent third-party certification, NAES Lakehurst is currently leaning toward either self-declaration to the ISO standard or participation in EPA Region II’s Environmental Management Review.

NAES Lakehurst reported several benefits from participating in the Pilot Study, including the development of department environmental managers, an organized documentation system, and SOPs to ensure program continuity during times of personnel transition.  The most difficult aspects of ISO 14001 EMS implementation were gaining buy-in at the department level and conveying that the environment was not the sole responsibility of the environmental department.  The lack of a formalized implementation team also made implementation more difficult.

The document control system developed by NAES Lakehurst is based on the ISO 14001 provision and covers NAES Instructions, electronic documents, and paper only documents.  Where documents are controlled electronically, one signed copy is retained by its author.  The author is responsible for ensuring the current version is the one found in the electronic library.  All printed copies are considered uncontrolled versions.  Instructions are placed on the NAES Intranet.  Paper only documents must be signed by an approver and future revisions will be considered for electronic control.

Because Lakehurst began participation in the study with an excellent environmental program, it did not expect, nor did it observe, a change in its compliance status resulting from ISO 14001 implementation.  The ability to identify and manage environmental risk has improved due to the identification and prioritization of aspects and goals and the development of procedures for systematically reviewing processes.  This has also improved the identification of pollution prevention opportunities at Lakehurst.  ISO 14001 has not affected environmental stewardship as initially expected.  The new EMS has provided increased community awareness of NAES Lakehurst’s environmental management program.  The installation expects its relationship with state regulators to be enhanced by its ISO 14001 EMS.  NAES Lakehurst recently became the first organization, public or private, to apply to New Jersey Department of Environmental Protection’s Silver and Gold Track program which offers fast track permitting and other forms of regulatory relief to facilities implementing a state-approved EMS.  The new EMS has helped integrate environmental considerations into the planning process and has resulted in new and improved ways for the installation to track environmental performance.

Implementation Costs

NAES Lakehurst’s total ISO 14001 implementation costs were approximately $170,000.  Almost 80% of this sum was associated with the development of implementation plans and SOPs (approximately $85,000) and conducting a gap analysis (approximately $50,000).  Contractor costs were greater than $100,000.  NAES Lakehurst did not report expected annual recurring costs.
4.3.4
Tobyhanna Army Depot
Strengths and Weaknesses of the Existing Environmental Program

The strength of the existing environmental program at Tobyhanna was based on the effectiveness of the pollution prevention program, established monitoring plans, training, use of specific environmental committees and a teaming approach, and the distribution of information via newsletters.  Tobyhanna has an outstanding compliance record (only one NOV in the last five years).  The main weaknesses were in documentation and providing specific written procedures for all activities.

Level of Management Commitment to ISO 14001

Implementation of ISO 14001 has received strong Command support as well as Primary Team and Division Chief support.

Implementation Results

ISO 14001 is being implemented in all Tobyhanna organizations, with the Environmental Management Department leading implementation.  The required environmental policy was issued in October 1999 and implementation will continue after the end of the Pilot Study.  Tobyhanna plans to self-declare to the ISO 14001 standard in September 2000.  The main implementation difficulties center on competing demands for staff time and training.

Tobyhanna expects compliance and risk management to be improved with ISO 14001 implementation.  Tobyhanna reported that ISO 14001 provides a tool to help track and improve performance, and demonstrate commitment to the local community.  The integration of environmental considerations into decision making will improve at Tobyhanna through increased employee understanding of cause and effect of their actions and decisions.

Implementation Costs

Although requested in the Pilot Study data submittals, no implementation cost data was received from Tobyhanna.
4.3.5
Letterkenny Army Depot
Strengths and Weaknesses of the Existing Environmental Program

Prior to its participation in the ISO 14001 Pilot Study, Letterkenny had an active, mature environmental program with most pieces of an ISO 14001 EMS in place.  The strength of the existing environmental program was that it was operated by highly qualified, dedicated staff, and that the installation had an excellent rapport with the surrounding community and regulators.  Mechanisms such as the installation’s monthly RAB meeting were used to discuss environmental issues.  The ISO 14001 EMS highlighted several weaknesses with the existing program.  The fact that the installation’s document control system was less than adequate is highlighted by the fact that the ISO 14001 EMS determined that many of the installation’s environmental regulations were outdated.  The existing environmental program was also compliance driven and reactive, rather than proactive in nature.

Level of Management Commitment to ISO 14001

Support for the ISO 14001 EMS was variable, depending upon the level concerned.  While top level management was very supportive, Letterkenny ran into difficulties in trying to get mid-level management to support the ISO standard.  Many of the mid-level managers had been associated with the existing program for many years, and felt uncomfortable with the prospect of using an alternative system.  Shop-level employees were more supportive, and exhibited an improved environmental ethic.

Implementation Results

Letterkenny intends to implement ISO 14001 on a fence-to-fence basis in order to tie the EMS with the installation’s ISO 9000 quality system.  While no new staffing requests have occurred as a result of the ISO 14001 EMS, some changes in the roles, responsibilities, and duties of personnel have resulted.  The Air Quality Program Manager has been assigned EMS oversight responsibilities, and each individual Program Manager in the Environmental Management Department (EMD) has been assigned responsibility for their own part of the EMS.  The Environmental Staff have jointly developed the first eight sections of an ISO 14001 EMS. 

ISO 14001 EMS training was provided to the Commanding Officer, division chiefs, and union representatives, and the Environmental Division chief and EMS program manager attended an ISO Workshop.  ISO 14001 EMS program requirements were communicated to personnel through: e-mails and memos; shop-level discussions of employee roles and responsibilities with EMD personnel; discussions of aspects, impacts, goals and objectives at meetings between EMD staff; unit-level activities; and informal discussions and formal memos addressing corrective and preventive actions. 

Letterkenny has completed approximately 90% of the planning necessary for ISO 14001 implementation, and has set a target date of March 2000 for planning completion.  A major reduction in force occurred at Letterkenny in July 1999, causing delays in program implementation.  Letterkenny will continue implementation of its ISO 14001 EMS after completion of the Pilot Study, and is shooting for a December 2000 date for full implementation across the installation.  At this point, a final decision on the form of certification that Letterkenny will seek has not been made, although the installation is leaning towards self-declaration.  Concerns exist that either self-certification or independent third-party certification may increase the depot’s workload.  However, third-party certification may serve to enhance Letterkenny’s credibility with potential overseas customers.  In addition, Letterkenny reports that an “ISO 14001 checkbox” has begun to appear on paperwork associated with foreign military sales.

Beneficial aspects of ISO 14001 EMS implementation include the updating of local environmental policies and guidance, formalization of corrective action procedures, an increase in employee environmental awareness, and the potential for increased workload.  Difficulties experienced include the mid-level resistance to change, insufficient funding and staffing, time constraints, and a recent attempt by a regulator to apply EMS documentation for RCRA enforcement purposes. 

Letterkenny has experienced no significant change in its compliance posture or its relationships with regulators as a result of ISO 14001 implementation.  However, Letterkenny expects the new ISO 14001 EMS to improve the management of environmental risks, improve pollution prevention, increase environmental stewardship, and integrate environmental considerations into the decision-making process.

Implementation Costs

Letterkenny was surprised with the actual level of effort and time involved with implementation of the ISO standard.  One-time implementation costs for Letterkenny’s ISO 14001 EMS were approximately $120,000, not including labor costs associated with EMD personnel time.  Annual recurring costs were estimated at approximately $80,000.
4.3.6
Eglin AFB
Strengths and Weaknesses of the Existing Environmental Program

Prior to participation in the ISO 14001 Pilot Study, Eglin AFB already had a mature environmental program with most of the major components of an ISO 14001 EMS in place.  The environmental program proactively addressed compliance issues and had the active support of senior management.  Eglin AFB initially intended to implement ISO 14001 but quickly realized that the best course of action would be to supplement and improve upon their existing environmental program.  Eglin AFB believed the ISO 14001 EMS would improve communication and document control procedures, result in a reduced compliance effort, and provide continuity in a transient and re-engineered work force.  Eglin AFB chose to implement its tailored ISO 14001 EMS within the Air Armament Center (AAC) because this represented a more manageable sub-population of the installation in which to test the EMS.

Level of Management Commitment to ISO 14001

Eglin AFB noted strong management commitment to participation in the ISO 14001 Pilot Study.  AAC’s Major Command (MAJCOM) provided the organization the autonomy necessary to conduct an unbiased evaluation of the standard and supported the effort with funding.  Additionally, Eglin AFB’s commander supported the implementation effort as a strategic goal of the installation, ensuring that it had the visibility needed for successful implementation.  As a result of these efforts, environmental issues have become an acknowledged part of the day-to-day business at AAC, as demonstrated by increased attendance at environmental meetings and reduced resistance to new environmental initiatives.

Implementation Results

The implementation of a document control system, described as the heart of AAC’s EMS program, was also described as the most difficult aspect of EMS implementation.  However, the improved document control system was reported to be the most beneficial aspect of implementation.

There was a limited impact on personnel and training requirements.  Manpower was impacted by the establishment of a designated EMS management representative and the development of a core EMS team and auditors, consisting of 11 staff members who received specialized training in order to carry out their EMS responsibilities.  With regard to the communication aspect of an EMS, Eglin AFB’s leadership developed a policy statement, which is updated quarterly based on a series of performance indicators established under the program in order to track implementation and continual performance improvement.  The performance indicators were developed based on the environmental aspects of operations and are aimed at measuring areas of performance that impact the installation’s mission.  All personnel may access the performance indicators and other EMS related information via the installation’s Executive Management Information System.  Eglin AFB has also developed an EMS training video for wider distribution, and is incorporating EMS into the base training program.  

Eglin AFB never intended to seek either self-certification or third-party certification because it sees no benefits to such actions.  The installation decided that the existing environmental program had a history of excellent environmental performance, and if the enhancements offered by the ISO 14001 standard were incorporated into the existing program, Eglin AFB would have achieved its broad-based goals of improving its environmental performance.  

The ability of Eglin AFB to identify and manage environmental risks has been positively impacted by ISO 14001.  However, most other areas, including compliance, pollution prevention, integration of environmental issues, relationship with regulators, and community relations, have not improved as a result of ISO 14001 implementation.  Eglin AFB reported minimal impacts on overall environmental performance because the EMS simply served to formalize and document the existing environmental program, which was already resulting in excellent environmental performance.

Implementation Costs

Eglin AFB experienced total ISO 14001 implementation costs of $302,049 for the two year Pilot Study.  Additional recurring costs of approximately $67,500 are expected annually.

4.3.7
NUWC Newport
Strengths and Weaknesses of the Existing Environmental Program

Before participating in the ISO 14001 Pilot Study, Newport did not have a strong environmental program.  A 1993 Naval Sea Systems Command Environmental Compliance Evaluation highlighted program deficiencies and resulted in an increase in staffing and funding for environmental issues.  By March 1996, an Environmental, Safety and Occupational Health Department had become a part of Newport’s daily operations, and Newport began to investigate how an EMS could be fully integrated into business operations.  In 1997, the installation chose to implement the ISO 14001 standard.

Level of Management Commitment to ISO 14001

Senior level management are strongly committed to ISO 14001, and members of the Newport Environmental Steering Committee are briefed quarterly on the status of ISO 14001 implementation.  The level of senior management commitment and visibility associated with the ISO 14001 EMS has been key to its success at Newport.

Implementation Results

Newport has implemented an ISO 14001 EMS across all departments at the installation.  Representatives from Technical Codes were brought in to participate in the planning process in its early stages to ensure that a multidisciplinary perspective to operations and environmental aspects was used.  As of December 1999, all elements of ISO 14001 had been implemented, including three internal audits to verify the effectiveness of implementation.  For perceived competitive reasons, Newport decided to seek independent, third-party certification, and has scheduled a pre-assessment for April 2000.


An Environmental Management Representative (EMR) was selected and assigned EMS responsibilities. The EMR selected an EMR Designee to implement the requirements of ISO 14001 at NUWC Newport.  Each NUWC Department selected a Point-of-Contact to work with the EMR Designee on implementation.  Senior management was provided ISO 14001 training and a cross-section of employees was provided internal auditor training.  Additionally, Newport provided training and developed Web-based ISO 14001 awareness training modules intended to help employees understand NUWC Newport’s EMS.

Internal audits indicate that Newport’s environmental policy, EMS goals, objectives, and targets have been successfully communicated to installation personnel, and that personnel in all operations have an understanding of how they apply to their own work activities.  ISO 14001 EMS information has been distributed through a variety of media, including e-mails, on-site training, employee EMS badges, brochures, and Intranet and newsletter articles.

Benefits observed by Newport as a result of ISO 14001 implementation include heightened employee awareness and commitment to environmental protection, increased interdepartmental communication and sharing of lessons learned, and improvements in the environmental planning process.  An increase in environmental reviews of at-sea, dockside, or lake testing, and construction projects is a result of heightened employee awareness.  Environmental reviews ensure that program delays do not occur, allowing Newport to perform its mission in an environmentally compliant manner.  Difficulties associated with the ISO 14001 implementation process include obtaining the necessary buy-in from all parties, developing a clear understanding of the standard, defining the document control system, developing an ISO 14001 EMS manual and procedures, and determining resource requirements.

The Document Control and Record Control systems are both decentralized.  At the Newport Division level, EMS documents and records are controlled by the Environmental Management Representative.  Departments are responsible for managing EMS documents and records associated with their significant environmental aspects.  The Environmental Division manages all regulatory documents and records.  Documents that were managed under a system before ISO 14001 EMS implementation, such as NUWC Instructions, SOPs, Test Plan, etc. continue to be managed under that system.  NUWC Newport built its document control system on what was already in place.  Documents and records that were not previously controlled are now controlled under the EMS Document and Record Control Procedures.

Newport expects that their EMS, based on the ISO 14001 standard, should improve the overall compliance posture of the installation, allowing for the early identification and improved management of environmental risks.  Better documentation of pollution prevention opportunities is expected as a result of full ISO 14001 implementation.  Newport briefed state regulators and personnel from EPA Region I on its ISO 14001 EMS and believes the discussions were beneficial, projecting a positive, proactive image to the regulators and demonstrating the installation’s commitment to managing and controlling its environmental impacts.

Implementation Costs

Newport’s implementation costs totaled approximately $375,000, including labor costs.  Two-thirds of that total was associated with the costs of implementing the ISO 14001 EMS in the seven technical and one support services departments.  The expected registration audit cost of $18,000 was identified as insignificant.  Newport estimates that an additional $118,000 will be spent annually on system upkeep.  The cost of the annual surveillance audits needed to maintain ISO 14001 registration is approximately $12,000.

4.3.8
Yuma Proving Ground
Strengths and Weaknesses of the Existing Environmental Program
The strength of the pre-ISO environmental program was in the development of compliance processes.  Weaknesses centered on the areas of compliance performance measurement, program validation, documentation, and process tracking.
Level of Management Commitment to ISO 14001

Senior level management was committed to participation in the ISO 14001 Pilot Study.  However, concerns have been expressed over the possibility that any deficiencies uncovered by the EMS might be used against the installation by regulators.

Implementation Results

The EMS is being implemented in the Environmental Office.  Personnel from the Environmental Office, Total Army Quality Office, and Training Office have participated in the development and implementation of the EMS at YPG.  ISO 14001 implementation training and Lead Auditor training have been provided to the EMS team.  Efforts to communicate the EMS requirements throughout the installation and beyond areas of implementation have not been entirely successful.

During the period of the Pilot Study, YPG completed its gap analysis, revised its environmental policy, developed an implementation plan, and provided EMS Team and employee training.  Development of standard operating procedures and actual implementation of its system is expected to continue in calendar year 2000, with an implementation report expected to be issued in conjunction with YPG’s next Army Environmental Compliance Assessment System (ECAS) audit scheduled for March 2001.  

Several improvements to the existing environmental program have occurred as a result of the ISO 14001 EMS.  The YPG pollution prevention program has been redesigned as a performance-based program, incorporating ISO 14001 EMS practices into the system.  During the Pilot Study program, YPG adopted an installation Hazmart program based upon the Hazardous Material Management System (HSMS) and a closed-loop, electronic document control system to assist with compliance enforcement and tracking of deficiencies.  The document control system at Yuma is based on an electronic system, with all appropriate documents being entered into the Document Information/Document Control (DIDC) system.  Each document receives a database number and a bar code label.  Retrieval of documents is conducted through the DIDC Document Coordinator and electronic search.  When documents are requested, the bar code is scanned prompting a check out screen to be displayed.  Documents can be checked back into the system through a similar procedure. 

Implementation Costs

YPG experienced one-time implementation costs of $101,246 with the gap analysis accounting for approximately 40% of that cost.  Additional annual recurring costs of $34,477 are expected for program maintenance.

4.3.9
NUWC Keyport
Strengths and Weaknesses of the Existing Environmental Program

The pre-Pilot Study environmental program at Keyport has been in place since 1990 and covers the entire environmental spectrum.  The strengths were based in the flat-line organization, giving authority and responsibility to environmental program managers.  The weaknesses were based on the centralized system which made acting in a coordinated manner more difficult.  In addition, many of the environmental efforts and program managers had conflicting priorities and agendas.  The environmental program was only given funding if compliance was a major issue.  The recent Reduction in Force (RIF) actions on the environmental program also had detrimental effects.

Implementation Results

Implementation of ISO 14001 at Keyport took place only within the Environmental Division, with no current plans to expand to other activities on the installation.  The reduction of 10% in staffing levels since the beginning of the Pilot Study has meant that the Division can only perform at a basic level, hindering ISO 14001 implementation. 

Keyport was unable to make much progress in ISO implementation.  There are no plans to seek full implementation and Keyport does not have the necessary resources to accomplish such a goal.  Implementation of most ISO elements will be pursued to the best of Keyport’s ability.  The increased requirements of the ISO 14001 standard have provided an approved benchmark against which Keyport can measure its environmental programs.


Possible benefits stemming from ISO 14001 implementation include near-term benefits of shifting from a compliance management mode to a more orderly process guided by an approved standard.  Keyport wants to build an EMS based on processes that are not personnel dependent.  In addition, the State of Washington will allow a good EMS to be substituted for a Pollution Prevention Plan, providing savings of $10,000 per year.  The main difficulties in ISO implementation experienced by Keyport were funding related.

Although compliance was excellent prior to the Pilot Study, ISO 14001 increased Keyport’s ability to assess and prioritize compliance issues.  Risk management at Keyport was also improved by ISO 14001 implementation.  ISO 14001 brought improvements in project tracking and enabled Keyport to improve identification of worthy and feasible environmental projects.

Implementation Costs

Costs of EMS implementation at Keyport were: gap analysis $55,000, training $5,000, and external EQA work $10,000.  These costs reflect Keyport’s limited implementation progress.
4.3.10
MCB Camp Lejeune
Strengths and Weaknesses of the Existing Environmental Program

Camp Lejeune did not identify any major weaknesses in its existing environmental program prior to implementation of ISO 14001.  The major strength of Camp Lejeune’s existing environmental program was its proactive approach to environmental management.  The use of best management practices and thorough reviews of potential environmental impacts were characteristic of the environmental program.  Camp Lejeune is viewed as a good steward of the environment in North Carolina due to its public outreach efforts and the openness of its environmental and natural resources programs.

Level of Management Commitment to ISO 14001

Top management commitment to Camp Lejeune’s EMS is strong, as demonstrated by the environmental policy statement, which was signed by the Base Commanding General in November 1999.  The policy statement will be incorporated into the training program and will be published at various outreach and community activities.  In December 1999, MCB Camp Lejeune designated an EMS Manager who will report directly to the Deputy Assistant Chief of Staff.  The EMS Manager is charged with integrating the EMS into routine department operations, coordinating implementation of the DoD and Multi-State Working Group (MSWG) pilot projects, and maintaining key elements of the EMS.

Implementation Results

MCB Camp Lejeune’s approach was to determine whether its existing environmental program conformed with ISO 14001 and then to determine whether ISO 14001 would be an improvement over the existing system.  MCB Camp Lejeune chose to strengthen its existing EMS, using the lessons learned from ISO 14001 and other initiatives, rather than seeking to fully implement the ISO 14001 standard and does not intend to seek third-party certification to ISO 14001.  

Initiatives being implemented to strengthen the existing EMS include the new Environmental Compliance and Protection Standard Operating Procedures, which is similar to an EMS guidance document and is anticipated to be completed in FY 2000.  Another initiative scheduled to be completed in FY 2000 is expansion of the Comprehensive Environmental Training and Education Program.  The existing program provides training to approximately 1,000 military and civilian personnel.  The expanded program will increase the on-base environmental training program and expand community outreach efforts.  FY 2000 will also see the introduction of a document management system or digital library, which will address many document control issues and will be integrated into the GIS at MCB Camp Lejeune.

The most difficult aspect of EMS implementation for Camp Lejeune has been maintaining focus on environmental performance and not increasing bureaucracy just for the sake of being in conformance with a standard.  The most beneficial aspect has been the identification of areas for improvement at MCB Camp Lejeune.

MCB Camp Lejeune reported that participation in the ISO 14001 Pilot Study has not significantly changed its overall ability to identify and manage environmental risk.  When the existing environmental program was evaluated and compared to the ISO 14001 standard, it was revealed that it was generally able to efficiently identify and respond to environmental risk.  The implementation of an EMS has, however, provided another tool to evaluate environmental aspects and impacts.  Integration of the requirements of an EMS with the current funding class system is necessary before the full benefits can be realized.  The implementation of an EMS has not affected the image of Camp Lejeune with the public and other stakeholders.  The MCB already had a relatively high level of public trust, developed through constant communication efforts.  This good public image was maintained through the Pilot Study period.

Implementation Costs

The costs of EMS implementation have been $263,492, including labor and training costs, as well as 20% of the overall costs of the expanded initiatives mentioned above.  These initiatives were related to the EMS implementation, but were not solely attributable to it.
4.3.11
Sheppard AFB
Strengths and Weaknesses of the Existing Environmental Program 

The pre-ISO 14001 Pilot Study environmental program at Sheppard AFB was very aggressive and successful, focusing on PCB and UST elimination, hazardous material reductions and in-house recycling.  The environmental program received positive wing leadership support.  

Level of Management Commitment to ISO 14001

The installation leadership and the MAJCOM strongly supported ISO implementation.  Support also came from the shop level, especially in the industrial shops and classrooms using hazardous materials.  Base publications outlined the organizational structure and responsibilities in the initial development of the EMS.  ISO 14001 was generally seen as an opportunity to improve performance.

Implementation Results

ISO 14001 was implemented throughout the entire Sheppard organization.  Sheppard decided that it did not make any sense to exclude any part of the organization for purposes of the Pilot Study because the whole installation was associated with potential environmental impacts.  Sheppard has one full-time staff member on ISO implementation, with other staff providing additional support duties.  Implementation is ongoing and is approximately 30% complete, with corrective actions about 85% complete.  While a process to ensure continuous improvement has been initiated, Sheppard is not pursuing certification to the ISO 14001 standard.

Sheppard found that the most difficult aspect of implementation was the turnover rate of staff in the environmental unit and among unit commanders.  Additionally, the paperwork and documentation aspects of ISO 14001 were found to be excessive.  The most beneficial aspects were the involvement of shop personnel and the use of fall out funds for pollution prevention.

As a result of ISO 14001, the shop level became much more involved in pollution prevention and waste is being consistently reduced.  However, changes in the relationships with the local community and regulators as a result of ISO 14001 implementation did not appear.  Sheppard made significant progress in integrating environmental issues into decision making, such as allowing shops to determine individual best compliance methods.

Implementation Costs

The costs of implementation at Sheppard totaled $237,000, with recurring annual costs of $20,500.

4.3.12
Fort Lewis
Strengths and Weaknesses of the Existing Environmental Program

Prior to ISO 14001, Fort Lewis had a mature and functioning environmental program, whose strengths lay in excellent individual media programs, soldier support orientation, and excellent relations with regulators and customers.  The weaknesses were that the program was compliance-driven, not aspect-driven, was based in the Environmental Division, and was not integrated into a true systematic approach to environmental management.

Level of Management Commitment to ISO 14001 

Commitment to ISO 14001 implementation was reported at all levels within Public Works.  However, one of the biggest challenges was gaining acceptance from Division Chiefs and lower level personnel and convincing them that ISO 14001 would benefit their operations.

Implementation Results

Fort Lewis decided to implement ISO 14001 within one directorate to assess the benefits, with the goal of expanding to other Fort Lewis organizations and ultimately going fence-to-fence.  Implementation progress is being tracked, with the planning stage currently about 95% complete, the implementation stage 90% complete, and the checking and corrective action stage fully complete and ongoing.  The most challenging ISO 14001 elements have been document control and records management.  Continual improvement has been implemented and is working, with management reviews to be held at least twice per year and in-progress reviews to be held bi-weekly until the EMS is fully functional.

Fort Lewis plans to seek third-party certification with the certification audit set for August 2000.   The rationale for seeking certification is linked to strengthening Public Works’ position in the commercial activity and A-76 processes, improving environmental performance, and providing a head start on the upcoming Executive Order.   Fort Lewis suggested that third-party certification was worth the extra effort because it offers an external view that adds quality to the EMS, comparing this with the use of external auditors for the ECAS process.

Communications about ISO 14001 at Fort Lewis have been limited to within Public Works, via e-mail, a web site, training, meetings, management reviews, and handouts.  Efforts were made to have repeated two-way communication and this was found to be most successful.  One of the biggest challenges has been overcoming cultural barriers and integrating environmental management into all Public Works daily mission operations.

The most beneficial aspects of ISO implementation were the operational aspects of the EMS; document control, training, calibration, operational control, and records control.  Other benefits reported include integration of individual parts of the environmental program, the increased awareness of non-environmental personnel, better regulatory compliance, and the positive changes brought about by the tracking of preventive and corrective actions.

Although no significant impacts on compliance have been observed at Fort Lewis as a result of ISO 14001, the raised awareness of process owners and employees is expected to lead to future improvements in compliance.  The ISO 14001 EMS provides the tools for improved systematic risk identification and management at Fort Lewis.  The EMS has also enhanced the ability to identify and act on pollution prevention opportunities, especially through involving non-environmental personnel in this process.  Environmental stewardship has benefited from the increased environmental awareness at all staff levels, from the Director to the shop floor personnel.  ISO implementation has resulted in environmental considerations becoming more integrated into decision-making at Public Works.  Fort Lewis’ relationship with regulators has not changed because ISO implementation has not been communicated formally. 

Implementation Costs

The initial expectations of the time, effort, and commitment needed to implement ISO 14001 were underestimated.  The one-time implementation were estimated at approximately $395,000, of which an estimated $320,000 were internal costs. Certification costs will include $20,500 for the certification audit and $9,000 per year for surveillance audits.  Recurring annual costs are expected to include $10,000 for training, $40,000 for contractors, and one man-year for government employees.  Although it was too early to assess economic benefits, savings are expected.
4.3.13
Robins AFB

Strengths and Weaknesses of the Existing Environmental Program

Robins AFB described the pre-EMS environmental program as being very strong and mature in all four pillars (compliance, conservation, pollution prevention, and restoration).  Most of the components of ISO 14001 were already in place, so the implementation of ISO 14001 involved tweaking existing programs, improving documentation and accountability, and increasing awareness.

Level of Management Commitment to ISO 14001

Support for EMS implementation at Robins starts at the top with the ALC Commander and includes both the base union leadership and the Restoration Advisory Board (RAB).  The Environmental Management (EM) department’s senior leadership ensures adherence with ISO through better maintenance of policy, procedures and documentation.  Base organizations ensure that new environmental endeavors are included as part of the documented EMS.

Implementation Results

ISO 14001 was implemented across all base organizations with significant environmental aspects, including tenant organizations.  Organizations with purely administrative functions and commercial activities did not participate.  Some organizations assigned additional personnel for implementation, but most tasked existing personnel.  Robins reached approximately 80% completion in ISO 14001 implementation during the Pilot Study.  Most organizations fully implemented the necessary requirements and are now in the checking and corrective action stage.  Robins AFB has no intention of pursuing ISO 14001 certification.

Communication of EMS goals and objectives was achieved through inclusion in the MAJCOM business performance plans, EM’s tactical plan, and quarterly reports to base. Environmental Protection Committee and Integrated Product Team working group meetings, the EM web page and newsletters also contributed to communication of EMS goals and objectives.  The most difficult aspects of implementation included educating personnel on the requirements, obtaining buy-in, and improving document control and documentation procedures.  These aspects also ended up being the most beneficial elements of ISO implementation.  Continuity has been improved through the development of documented procedures and records management.  Personnel are using the EMS as a tool to improve their programs and gain leadership attention.

In terms of record keeping Robins has implemented the standard Air Force files maintenance and record keeping procedures within EM.  A project is currently in place to implement an electronic Records Management System, using the iRIMS software product developed by the OpenText Corporation.  Because the software is DoD 5015 compliant, iRIMS has been approved by the Air Force as a means to automate legal, audit, and regulatory obligations through the use of technology.  The current schedule proposes to implement iRIMS by October 2000.  iRIMS allows existing file plans to be used, and will capture and store records in an indexed, electronic repository.  Once stored, critical information can be controlled securely and consistently.  Users will be able to quickly retrieve records through a secure, Web-based records management solution that includes storage management, space allocation and record circulation tracking.  Implementation will be on a "day-forward" basis; historical records will not be captured, and will remain in their current file plans.

To assist document control, Robins is trying to load all relevant policy and procedures developed within EM on the ISO 14000 Web Site.  Paper copies of documents are also disseminated; however, the current policy indicates that web-based documentation takes precedence.  Likewise, most EM and base organization personnel use the web to access Air Force, DoD, State and Federal regulations.  EM has been tentatively selected by the installation's Re-engineering Directorate to pilot the use of the Opentext Company's LiveLink Software.  LiveLink is a web-based program that allows for document control, revision tracking, workflow management, virtual conferencing, electronic files management, and automated notification of pending work projects or reviews required.  Livelink will integrate with the iRIMS Records Management System, and will provide a strong document control program, facilitate communication and accountability while at the same time greatly decreasing paper use.  EM plans to implement LiveLink to improve the Environmental Impact Analysis Review process, specifically the AF Form 813 reviews.  Eventually, the system could be used to facilitate document review between EM personnel and EM contractors and also with regulatory officials.

Inspections demonstrate that ISO 14001 implementation has improved compliance at Robins.  Risk management has improved due to increased attention to detail and the emphasis on EMS conformance.   ISO implementation produced a new method for conducting compliance site inventories of significant environmental aspects for pollution prevention, which is expected to lead to continuous pollution prevention improvement.  Robins expects that environmental stewardship will be improved due to the increase in environmental awareness throughout the workforce.   The Robins AFB RAB has been very supportive of the ISO 14001 program.  In addition, RAB members who are faculty at nearby Mercer University have requested lectures on ISO 14001 implementation at Robins for environmental management studies students.  The relationship with regulators was already strong prior to ISO implementation and local regulators view ISO as a quality improvement program.  

Implementation Costs

Overall implementation costs at Robins AFB reached $607,000.  EM personnel spent approximately one man-year implementing ISO 14001 and base personnel spent 10 man-years.  Contractor support costs were $108,000.  EM plans to continue using ISO 14001 to strengthen its EMS.

4.3.14
Fort Bliss
Strengths and Weaknesses of the Existing Environmental Program

Fort Bliss adopted the APIC in 1995.  APIC is based on the Malcolm Baldrige Criteria, is focused on the customer, and demands continuous improvement of overall operational performance.  Environmental metrics were defined, heightened environmental support at all levels is apparent, management review is conducted regularly, and cost savings/avoidance are documented.

Level of Management Commitment to ISO 14001

In terms of the Pilot Study, APIC had been implemented along with ISO 14001.  Strong management commitment initially existed for ISO 14001.  Strong management commitment continues, however, the lack of resources have setback the progress of ISO14001.

Implementation Results

In January 1999 the Commanding General signed the Fort Bliss environmental policy.  In 1995, Fort Bliss implemented the Army Performance Improvement Criteria (APIC) across all organizations and used APIC as its tool for planning, evaluation, and overall continuous improvement process.  Since the APIC management system was successfully in place at the Directorate of Environment, Fort Bliss volunteered to be an ISO 14001 pilot site.  It was initially thought that the transition to ISO 14001 would take minimal resources.  However, molding the in-place APIC system to the ISO 14001 standard would expend more resources than originally thought.  Although ISO 14001 is not actively implemented at this time, Fort Bliss is ready to implement ISO 14001 as soon as resources and support are acquired.  For the time being, APIC is an outstanding tool that has functioned as Fort Bliss' environmental management system.

Implementation Costs

Partial one time implementation costs for ISO 14001 were estimated to be $76,700.  Cost savings and cost avoidance resulting from APIC have been reported to total $3 million for 1997 and 1998.

4.3.15
NAS Whidbey Island

Strengths and Weaknesses of the Existing Environmental Program

The environmental program at Whidbey before ISO 14001 implementation was well established and its strengths were based on a dedicated and experienced staff who won multiple environmental awards.  The weaknesses included a high rate of personnel turnover, few documented procedures, and a focus on aviation maintenance and not other tenants.

Level of Management Commitment to ISO 14001
NAS Whidbey Island reported a history of strong command and tenant support for compliance and pollution prevention.  Initially, the ISO 14001 implementation effort received strong support from senior management.  However, personnel and funding resource constraints severely hampered ISO 14001 implementation and its associated increases in workload.

Implementation Results

ISO 14001 is being implemented from fence-to-fence at Whidbey Island because many of the ISO elements work best if implemented across an entire installation and it creates less confusion to include all organizations.  The State of Washington also required this approach as an alternative to the preparation of a P2 Plan every five years.  This is estimated to provide a cost avoidance of $40,000 to $70,000 for each plan.

At the conclusion of the Pilot Study, the planning stage was 40% complete, the implementation stage 30% complete, and the checking and corrective action stage 30% complete, and the management review stage 25% complete.  ISO 14001 implementation will continue after the end of the Pilot Study, using ISO 14001 as a guide.  However, meeting the ISO 14001 standard is not desirable for Whidbey Island due to the increased workload and paperwork. Whidbey Island has no plans to certify to ISO 14001.

The most beneficial aspects of Whidbey Island’s EMS are improved resource allocation, a systematic planning process, better document and records management, increased employee awareness and top management involvement in environmental decisions.  The most challenging aspects to implement have been document control, operational control, and corrective and preventive action.  Other major difficulties have been the limited funding, time, training, and insufficient staffing.

During the Pilot Study time period, compliance decreased at Whidbey Island due to personnel reductions and increased staff workloads.   The EMS improved senior management’s and environmental staff’s understanding of environmental risk, but budget reductions and the time needed for regionalization reduced the ability to improve risk management at Whidbey Island.  Whidbey Island reported that its EMS improved resource allocation decisions for P2 projects.
Implementation Costs

The cost of implementation at Whidbey Island to date includes $187,000 in one-time costs (including labor and contractors), and annual recurring costs estimated at $38,700.  There were some unanticipated costs related to the amount of training required and the level of effort involved in documenting procedures and managing records and documentation.

4.3.16
NAVSTA Mayport
Strengths and Weaknesses of the Existing Environmental Program


Prior to participating in the ISO 14001 Pilot Study, NAVSTA Mayport was the Navy Environmental Leadership Program (NELP) East Coast base.  It had a very mature environmental program in place that was inclusive of all major tenant commands and described as being capable of identifying innovative methods of environmental compliance and pollution prevention.  The strength of the existing environmental program is that major tenant commands and other stakeholders are included in face-to-face discussions of environmental problems in order to facilitate a common understanding of the problems and potential solutions.  The weakness is that although it is effective at identifying environmental concerns and solutions, it is limited in its ability to share that information with every command at all levels on a routine basis.  The existing environmental program receives strong support within the major commands - the NELP Executive Steering Committee membership consists of Commanding Officers from 11 major tenant commands, the Regional Environmental Coordinator, and representatives of the Naval Facilities Command and the local state regulatory agency.

Level of Management Commitment to ISO 14001

NAVSTA Mayport reported strong initial management commitment to ISO 14001.

Implementation Results

NAVSTA Mayport initially intended to implement an ISO 14001 EMS from Fence-to-Fence.  However, after struggling for several months on how to accomplish this large of a tasking, it was decided that ISO 14001 should first be implemented on a small scale in order to better evaluate the process within the limited amount of resources.  AIMD was chosen because it is a NAVSTA Mayport command; making it easier to document and evaluate ISO 14001 programmatic elements such as requirements, training, costs, and benefits.

Some changes to the existing AIMD organizational structure and to the roles, responsibilities, and duties of AIMD and NAVSTA Mayport Environmental Division personnel were seen as necessary for the ISO 14001 EMS.  In addition to maintaining their existing program responsibilities, AIMD and Environmental Division staff would have had to assume additional collateral duties related to implementation.  Approximately 15 personnel received a two-day training course on ISO 14001 implementation, auditing, and aspect/impact identification.  Fifteen Department heads also received a brief, 30-minute presentation on ISO 14001.  

While preliminary planning/training for its ISO 14001 EMS and a broad Gap Analysis were completed in September 1999, 18 months after initiating its participation in the ISO 14001 Pilot Study, NAVSTA Mayport has not yet reached the implementation stage.  Mission capability upgrades encountered by AIMD in October 1999 were identified as putting implementation plans on hold.  At this point, NAVSTA Mayport is uncertain about future implementation of ISO 14001.  NAVSTA Mayport would like to see final guidance from CNO(N45) that describes the headquarters perspective of the necessary level of implementation required and funding authority provided to implement to that level within current budget constraints and the anticipated benefits identified for various missions, prior to making a determination on whether to continue implementation efforts.   

Communicating ISO 14001 EMS requirements proved to be a much more lengthy and challenging task than first anticipated.  Despite interactive EMS training that included face-to-face meetings and limited classroom training provided by contractors, understanding and implementing the ISO 14001 standard at a DoD organization was the most challenging aspect of communicating ISO 14001 EMS requirements.

Participation in the Pilot Study has not affected NAVSTA Mayport’s regulatory compliance status or the number/type of internal audit findings.  ISO 14001 EMS has not impacted the ability to identify new P2 opportunities.  ISO 14001 has not increased the ability of the installation to manage environmental risk.  Because shop-level employees are already empowered to investigate, develop, and implement solutions to potential environmental problems, little impact was seen on the environmental ethic of personnel.

Implementation Costs

The one-time implementation costs experienced by NAVSTA Mayport were reported as $20,000.  This represents training costs and labor to perform a Gap Analysis during the early stages of implementation.  It is estimated that full implementation costs would be closer to $200,000.  NAVSTA Mayport reported that should it choose to seek certification of its ISO 14001 EMS in AIMD, there would be additional one time, recurring, and unanticipated costs.  Estimates included an additional 2 man-years of labor, additional training and contractor support (approximately $60,000).  Availability of resources (time, labor, contractor support) will be a major factor in the decision of whether to continue with ISO 14001 implementation in AIMD.

5.0
Potential Wider Benefits to DoD from EMS Implementation

While direct improvements in environmental performance are expected to result from implementation of EMSs such as ISO 14001, other wider potential benefits may also accrue from their implementation. DoD environmental programs have matured significantly over the last decade, and the Department has issued guidance requiring the Components to attempt to minimize the environmental impacts of military operations.  Full consideration of environmental issues is not well integrated into the operations and decision-making hierarchies.  There is also not full acceptance of the idea that DoD environmental programs directly support continued access to the air, land and water needed for training and testing, and hence mission readiness.  In many cases, only when it can be demonstrated that the best environmental option is also the best economic or mission support option do environmental considerations receive full attention in the decision making process.  An EMS can provide the systematic management framework that will allow decision-makers to more fully understand the range of environmental consequences associated with military operations.
5.1
Improvements to Internal Planning Processes – Integration with NEPA

Expanding EMS implementation at all levels of DoD could strengthen compliance with the mandates of the National Environmental Policy Act (NEPA).  The systematic management approach common to EMSs can lend value to the NEPA process itself, and the combination of a strong EMS coupled with effective implementation of NEPA could lead to enhanced environmental protection and an improved environmental planning process within DoD.

Strong parallels exist between the requirements of NEPA and an EMS.  The two processes also complement each other with the central theme of "significance" in environmental impacts.  One of the important components of the implementation of an EMS is the identification of the environmental aspects and impacts associated with an organization’s activities.  A similar process of identifying the environmental aspects and impacts of a proposed project has to occur under NEPA.  This is the process of environmental impact assessment.  A certain synergy therefore exists between NEPA and an EMS, and it can be suggested that an organization with experience in implementing an EMS will be in a strong position to improve its NEPA process.  An EMS could aid the impact identification process in NEPA and further help with the development of mitigation measures to combat these impacts.  In return the development of a site-wide Environmental Impact Statement (EIS) or annual NEPA report, as is the case at DOE’s Savannah River Site, would assist the operation of an EMS.  The integration of NEPA with an EMS could bring substantial benefits to an agency's environmental performance and go further than ever before in achieving the ideal of sustainable development.

An area of NEPA implementation that could be greatly improved by the more widespread use of EMSs is the monitoring of predicted post-development impacts and the performance of mitigation measures.  It is clear that one of the weakest aspects of the NEPA process is what happens after an Environmental Assessment (EA) or EIS has been conducted.  The area of post-project follow-up has historically lacked sufficient attention due to the focus on compliance with procedural requirements that is necessary to avoid litigation and to the document preparation process.  There are few formal procedures covering the post-project monitoring phase.  The Council on Environmental Quality (CEQ) and federal agencies have focused their policy and guidance efforts on the preparation of NEPA documents to the detriment of this equally important phase in a project’s life-cycle.  In order to learn and benefit from experience in NEPA and environmental impact prediction, the effects of the project should be studied and monitored after it is completed.  This is an excellent way in which to obtain data that can be used to improve the accuracy of future impact predictions, but agencies have typically been reluctant to fund expensive follow-up studies after the original project expense.  Effective studies of the actual effects of projects would lead to improved environmental management and better protection of environmental resources.  Post-project efforts are also important to ensure that any mitigation measures identified earlier in the process are actually implemented.  These mitigation measures must be implemented correctly and maintained to achieve the desired effects.  At present, there is no guarantee that mitigation measures are successfully carried out because there is no formal mechanism to track post-project performance.  In addition, continuing to study a project's effects on an ecosystem can enable mitigation measures to be adjusted to improve their performance, rather than relying on the original prediction and sticking to potentially incorrect presumptions that were made in the project planning phase.

The environmental auditing procedures employed by EMSs could provide a solution to the problem of monitoring the impacts of a project after its completion.  One of the strengths of an EMS is its demand for a commitment to continual improvement in environmental performance.  Recently the CEQ has been advocating an "adaptive management" paradigm that would allow mid-course corrections based on the findings of environmental monitoring.  This adaptive management approach is similar to the EMS philosophy of continual improvement.  The monitoring activities required to assess the accuracy of EIS predictions and to assess the performance of mitigation measures are admirably suited to the cyclical nature of an EMS.  An EMS also provides a mechanism for reviewing the decisions that may have been taken concerning mitigation of environmental impacts, and providing the opportunity for corrective action procedures to be identified during the project’s operating phase.

Federal agencies and some courts are developing more stringent standards for mitigation measure adequacy when lead agencies choose to use mitigation measures to justify a Finding of No Significant Impact (FONSI).  Increasingly agencies are requiring that the discussions of mitigation measures in EAs meet the same standards as they should for an EIS.  An agency that is able to demonstrate a strong EMS will be in a position to prove that proposed mitigation measures for its projects will receive careful management attention and review to ensure its performance meets the required standards.

5.2
Impacts on Weapons Development and Acquisition

A properly implemented EMS that draws upon the knowledge and understanding of a multidisciplinary team can serve as a tool to complement and strengthen the existing environmental, safety, and health (ESH) provisions of DoD 5000.2R, and in turn positively impact the weapons development and acquisition process.  

It has been estimated that every dollar spent in acquiring a hazardous material used in a weapon system will require nearly eighty dollars over the weapon system’s lifecycle for management, control, and disposal.  Formal mechanisms for identifying environmental aspects and impacts, the documentation control and record keeping elements, and the management review cycle can offer substantial opportunities for early identification of new and existing environmental requirements, and serve to minimize total lifecycle expenditures. Areas where an EMS can enhance the weapons acquisition process include: 

· Procurement practices that emphasize substitution for hazardous materials;

· A resulting decrease in hazardous waste disposal costs;

· Enhanced current and future regulatory compliance;

· Increased adherence to acquisition policy at all levels of the acquisition process;

· Reduction in potential future environmental liability due to due diligence;

· Decreased personal protective equipment expenditures;

· Reduced medical costs associated with injury, industrial health and safety compliance, and medical surveillance; and

· Reduction in facility and weapon systems emissions and discharges.

Pilot Study installations noted that their EMSs served to enhance communication, share environmental information, and develop the understanding that environment is not the sole responsibility of an environmental management department.  Input from employees at all organizational levels during all stages of the weapon system development and acquisition process will allow for the up front identification of potential ESH issues, minimization or elimination of their impacts, and reduction in life cycle costs.  Top management commitment to an EMS coupled with an ESH policy statement demonstrates to all employees at weapons development and acquisition facilities that ESH considerations are a core element of the facility’s business plan, and that ESH performance will be tracked as a measure of overall organizational effectiveness.  An EMS will also demonstrate to employees, regulators and the public that weapons development and acquisition facilities are serious about providing workplaces that are safe from ESH hazards and are managed to protect the public from potential dangers.  When EMS implementation is properly communicated with regulators and other stakeholders, operational benefits such as relaxed permitting, permit consolidation, and the potential reduction of penalties and fines may result (see Appendix B for a discussion of State EMS initiatives and potential regulatory relief).

An EMS can also provide an incentive for improving environmental performance beyond DoD.  Performance-based contract language referencing the use of an EMS could provide Federal agencies with a powerful tool for defining acceptable environmental management practices for contractors and vendors.

The effectiveness of an EMS can be enhanced through the incorporation of private sector accounting principles such as Activity Based Costing (ABC).  When coupled with the aspect and impact analysis portion of an EMS, ABC helps program managers to prioritize risk and assign costs to the actual activities in which they occur, rather than lumping these costs into overhead.  The early identification of costly steps during the weapons development and acquisition process will permit them to be addressed, controlled, and reduced in a logical manner.  The United States Postal Service used ABC to capture and integrate the business aspects of its Gaithersburg, MD, facility operations into its EMS (see Appendix A for further discussion of the Postal Service EMS).

5.3
Application to Range Management and UXO Issues

The implementation of an EMS at military ranges could provide benefits for range management and help control the environmental impacts stemming from range activities.  The strengths of an EMS lie in its commitment to continual environmental performance improvement, laid down in a written environmental policy statement.  The formal mechanisms for identifying environmental aspects and impacts, the documentation control and record keeping elements, and the management review cycle can offer substantial opportunities for improving the environmental management of range activities.  An EMS can help with the identification of legal compliance requirements at ranges and would provide a structured inclusive approach to preparing range management plans and performing impact analyses.

The identification of environmental aspects and impacts is an important first step in addressing range management priorities.  The baseline information gathered through this exercise can be used in conjunction with NEPA activities to improve understanding of range conditions and environmental sensitivities.  An EMS would provide an opportunity to minimize environmental impacts at a range while maintaining its viability for training exercises.  An EMS would also offer a public relations opportunity and would illustrate commitment to sound management of range environmental issues.  An EMS can also provide benefits for the prevention/minimization of unexploded ordnance (UXO) contamination at active ranges.  The issue of UXO contamination is a major problem for active and inactive ranges.  The application of an EMS could provide potential benefits for the cleanup and management of UXO issues in both situations.

One of the benefits of applying an EMS to the issue of UXO cleanup will come from the structured approach to identifying the environmental aspects and impacts associated with UXO.  An EMS could provide a systematic way of managing risk and prioritizing cleanup.  The combination of improved record keeping and knowledge of the environmental aspects and impacts of UXO and the munitions life cycle will provide the information necessary to mitigate and cleanup UXO contamination.  An EMS can also provide a structured approach to identifying the best available technologies for UXO detection and cleanup. This information can be linked with the information on the environmental conditions of the sites to help select the best options to minimize risk and expedite cleanup.

The adoption of objectives and targets for environmental performance is an essential element of an EMS.  This can be applied to the range management and UXO issues.  Using the information obtained in the identification of aspects and impacts, objectives and targets can be set.  This will enable improved range management and oversight of the UXO cleanup program and provides an opportunity from which to engender a continuous improvement mentality.

In short, an EMS could provide a method of range management that continually improves the environmental performance of DoD and lessens the impacts associated with training missions.  Such an initiative offers the potential for future cost savings as well as improved public and regulatory relations.

5.4
Application to the Conservation Program

The implementation of an EMS will have benefits across DoD’s environmental program, including the conservation program.  Increased awareness of environmental issues across an installation and a written commitment from senior installation commanders will provide a strong impetus for the conservation program.  An EMS is equally applicable to the operations and activities of an entire installation, and the conservation program falls within this sphere. Trade associations and private sector organizations with large natural resource management responsibilities, including the American Forest and Paper Association and Weyerhauser, support the use of EMSs as a means of achieving sustainable forestry practices.  Weyerhauser, which participates in EPA’s Project XL, has actively pursued ISO 14001 third party certification.  The European Union also has a forest management initiative that applies EMS principles as a means of better integrating competing forestry and tourism uses of forests, again with the ultimate goal of sustainable development.

An EMS can be used to provide the systematic management framework needed to better integrate technologies such as Geographic Information Systems (GIS) and remote sensing with natural resource planning and DoD operational activities.  This will allow for the better protection of water quality in streams, lakes and other water bodies; promotion of habitat diversity; and conservation of plant and animal populations in environmentally sensitive areas based upon an understanding of riparian protection areas, soil type, terrain, and vegetation.  Based upon this detailed understanding of environmental conditions, operational decisions limiting or prohibiting certain activities could be made.  Examples of operations and impacts include the use of use of armored vehicles within a certain distance of rivers/streams or open burning/open detonation (OB/OD) operations in areas with certain soil types or water table conditions.

5.5
Application to Cleanup

As the third largest federal landowner and steward for tens of millions of acres of land, DoD has a vast responsibility to clean up the environment as a result of past operations.  The Comprehensive Environmental Response, Compensation, and Liability Act (CERCLA) and the National Oil and Hazardous Substances Pollution Contingency Plan (NCP) establish the requirements and procedures for the cleanup of sites that have been contaminated by releases of hazardous substances. CERCLA also requires that a deed for federally owned property being transferred outside the government contain a covenant that all remedial action necessary to protect human health and the environment has been taken, and that the United States shall conduct any additional remedial action "found to be necessary" after transfer.  

Given the recent experiences of the Base Realignment and Closure Act (BRAC) and the likelihood of future base closures, it becomes imperative that DoD demonstrate environmental due diligence in current operations.  Under the Federal Real Property Transfer Regulation (FRPTR), any department, agency, or instrumentality of the United States that wants to transfer real property owned by the United States is required to notify prospective purchasers in the contract if hazardous substances were stored for one year or more or known to have been released or disposed of.  The notice must include the types and quantities of hazardous substances and the periods of time when the storage or release took place.  Additionally, the Community Environmental Response Facilitation Act (CERFA) seeks to expedite deed transfers by requiring Federal agencies to identify uncontaminated property at facilities slated for closure and by clarifying Federal agencies' authority to transfer contaminated property by deed as soon as operational measures are in place.  

The systematic, formal mechanisms of an EMS that allow for the identification of environmental aspects and impacts, documentation control and record keeping elements, and management review offer significant opportunities for improving the environmental management of active military installations, thus at the very least minimizing future environmental liabilities.

5.6
Tracking of Performance Metrics

Tracking environmental performance is an essential element of an EMS.  Measuring and monitoring an organization’s actual environmental performance against the goals and objectives stated in its environmental policy enables an accurate assessment to be made of the success of the EMS and advances towards continual improvement.

ISO 14004 Environmental Management Systems - General Guidelines on Principles, Systems and Supporting Techniques states that environmental performance indicators should be relevant to the organization’s activities, consistent with its environmental policy, practical, cost-effective, and technologically feasible.  An EMS develops a structured mechanism to monitor environmental performance based on objectives and targets.  Setting objectives and targets becomes a more focused exercise when the environmental aspects and impacts have been identified as part of the EMS implementation.  The collection of accurate data is also aided by the structured approach to record keeping and documentation created under an EMS.

The Multi State Working Group on Environmental Management Systems (MSWG) has suggested that meaningful environmental performance information can assist regulators in determining whether organizations are meeting or exceeding their legal requirements.  This enables regulators to focus limited resources on organizations that cannot demonstrate superior environmental performance.  An EMS provides a widely recognized platform for the demonstration of a commitment to superior environmental performance (see Appendix B for further discussion of the MSWG).

ISO 14031 Environmental Management – Environmental Performance Evaluation Guidelines gives guidance on the design and use of environmental performance evaluation, and on identification and selection of environmental performance indicators, for use by all organizations, regardless of type, size, location and complexity.  This document does not establish environmental performance levels, does not provide a methodology to compare absolute performance of organizations, and is not intended for use as a specification standard for certification/registration purposes.  It should be noted that ISO 14001 does not require that ISO 14031 be used to track environmental performance, and ISO 14031 is intended for use by organizations with or without an EMS in place.

ISO has helped distinguish three types of environmental performance indicators: operational indicators, management indicators, and environment condition or "state-of-the-environment" indicators.  This three-way taxonomy mirrors the "pressure-state-response" model developed by the Organization for Economic Cooperation and Development to assess the environmental performance of countries.  Operational indicators measure potential stresses on the environment, such as burning fossil fuels or converting forest resources at a paper mill.  Management indicators measure efforts to reduce or mitigate environmental effects, such as company spending on energy efficiency or environmental training programs.  Environment condition indicators measure environmental quality, such as ambient air pollution concentrations or global climate change.

The identification of environmental performance indicators to track progress in environmental performance is an ongoing effort within DoD.  As required by the Defense Reform Initiative call to replicate and implement best business practices demonstrated by the private sector, tracking the experiences of other organizations with environmental performance indicators has been part of DoD’s review process.  The types of indicators used by environmentally proactive business fall into two categories: leading indicators and lagging indicators.

Leading indicators focus on the inputs to the process being studied, and can be either qualitative or quantitative in nature.  Leading indicators tend to be associated with pollution prevention activities, and show a proactive approach to environmental management, such as that taken by EMSs.  They are useful in reflecting current, rather than past, environmental performance, but may be difficult to evaluate and quantify.  Examples include tons of high/low sulfur coal used, and elimination of toxic or hazardous materials.

Lagging indicators focus on the outputs from the process being studied and are important in reporting to regulators.  They are easily quantified and understood, but do not readily identify the root causes of the environmental criteria being measured.  Examples include emissions of criteria air pollutants and the number of enforcement actions.  While traditional DoD performance indicators have focused on lagging indicators, business is increasingly choosing a blend of leading and lagging indicators in order to measure proactive environmental initiatives that drive continual improvement in environmental performance. Where lagging indicators are being used, they are often relating waste streams to production levels to better account for trends and technology changes, resulting in more meaningful environmental trend data.
The recent DoD presentation on revising pollution prevention and compliance metrics embraces the use of lagging and leading indicators and adoption of an EMS approach as the next step in the continued evolution of DoD’s ability to measure the impact of operations on the environment.

5.7
OCONUS Implications
U.S. forces stationed abroad are required to adhere to the Final Governing Standards of the host nation.  The DoD Overseas Environmental Baseline Guidance Document (OEBGD) provides implementation guidance, procedures and criteria for environmental compliance, and establishes the minimum standard of environmental protection to be provided at DoD overseas installations.  Application of the OEBGD is mandatory in foreign countries when host nation environmental standards do not exist, are not applicable, or provide less protection to human health and the natural environment.  DoD Executive Agents are required to evaluate OEBGD standards and host-nation standards that are adequately defined, in effect, and enforced against host-nation governments and private sector entities in order to determine which standard is most protective of the environment.  In most instances, the standard that is most protective of the environment becomes the Final Governing Standard.  Once the Final Governing Standards for a country have been published, they become the sole compliance standards at DoD installations located in foreign countries.

ISO 14001 is an international standard, and its widespread adoption by foreign countries has significant implications for forces stationed abroad in countries with a significant DoD presence such as Germany, England, Italy, Korea, and Japan.  The popularity of EMSs in these countries and the willingness on behalf of local regulatory bodies to recognize the positive implications of having an EMS in place are forcing OCONUS forces to consider EMS implementation.  An example of the implications of falling behind the growing number of environmental requirements in host countries is offered below.

DoDIG recently issued a report warning that the United States Army Europe (USAREUR) needs to prepare for increased environmental requirements and liabilities as a result of a 1993 amendment to the German Supplementary Agreement – an agreement governing NATO forces in Germany.  DoDIG reports that USAREUR could face greater environmental costs and that military and civilian personnel may be exposed to personal liability for environmental violations.  The report recommends that USAREUR develop clear and comprehensive guidance to ensure that environmental personnel at military facilities in Germany have a complete understanding of applicable environmental regulations and requirements.  The 1993 amendment makes US forces liable to compliance with German administrative, procedural, and substantive laws concerning environmental management issues, such as hazardous waste transportation and permitting and record keeping requirements.  The report also highlights the inadequacies of the current USAEUR environmental program to ensure full compliance with all requirements.

The widespread implementation of environmental management systems in Germany, including ISO 14001 and EMAS, provides USAREUR with a credible option to control its environmental liabilities.  An EMS offers an excellent way to track requirements and ensure that procedures are in place to maintain a positive compliance posture.  Implementation of a recognized EMS, such as ISO 14001, would also provide German authorities with evidence that USAEUR has a competent system in place to ensure that environmental responsibilities are being taken seriously.

5.7.1
The CINCUSNAVEUR/COMNAVACTUK Perspective

Commander-in-Chief, US Naval Forces Europe / Commander Naval Activities United Kingdom (CINCUSNAVEUR / COMNAVACTUK) has opted to implement ISO 14001 rather than another EMS such as EMAS or BS7750.  The reasoning behind this decision is that ISO 14001 is an internationally accepted EMS standard, including in the United States.  The rationale behind ISO 14001 implementation was to take a more proactive approach to environmental protection. CINCUSNAVEUR has recognized that certification to ISO 14001 is more widespread in Europe than in the United States and that certification also brings greater regulatory relief, especially if it is awarded by a third party.

Initially COMNAVACTUK was chosen as the pilot for ISO 14001 implementation.  All commanding officers were briefed in November 1998 and it was decided that a systematic approach was required for the whole European Theater.  Naval Activities UK was selected to head the team for NAVEUR-wide implementation.

The implementation effort uses both internal staff and contractor support and is approached as a team effort across the European Theater.  Documentation control is being achieved through the use of purchased software and documentation is being standardized throughout NAVEUR.  Monthly or weekly status reports are required from the installations to ensure that the fast track implementation is kept on schedule.

Appendix A

Federal Environmental Management Systems Initiatives and Policy Documents

1.0
Proposed Executive Order

Greening the Government through Leadership in Environmental Management
A draft EO on “Greening the Government through Leadership in Environmental Management” has been circulating for some time.  Part 4, Promoting Environmental Management and Leadership in Federal Agencies is of particular relevance to the DoD ISO 14001 Pilot Study.  It is apparent that agencies such as DoD that possess mature environmental programs have no reason to be concerned about the draft EO in its most recent form, and that the EO is directed at other federal agencies with immature environmental programs.

Part 4, Section 401 contains a requirement that each federal agency conduct an agency-level EMS self-assessment based upon CEMP and/or ISO 14001 within 18 months of the final date of the order.  The purpose of this agency-level EMS self-assessment is to review the agency’s environmental leadership goals, objectives, and targets.  The draft EO states that in addition to the self-assessment, agencies will have 24 months from the date EO is issued to implement EMS pilot projects at selected agency facilities.  Agencies are also required by the EO to implement EMS standards at all appropriate agency facilities, as determined by size, complexity and the environmental aspects of facility operations, by December 31, 2005.  Facility EMSs should include measurable environmental goals, objectives and targets, with annual reviews and updates.  Finally, Section 401 states that “once established, environmental management system standards shall be incorporated into agency facility audit protocols.”

Upon review of the requirements of the draft EO, the following conclusions can be made:

· DoD has already satisfied the requirement to conduct an EMS self-assessment as described in the draft EO.

· DoD has already satisfied the requirement to implement EMS pilot studies.

· The requirement to implement “EMS standards” at all appropriate facilities is vague and can be interpreted several ways.  The EO does not specify which standard should be applied or whether any internal agency standards could be applicable.  Also, it does not clarify the term “appropriate agency facilities.”

· DoD instructions and guidance establish the basic elements of an EMS at all installations, including measurable goals, objectives and targets that are reviewed and updated annually.

· Most of the Defense agencies and Components consider evaluation of environmental management system standards as part of revised facility audit protocols.

The following is a brief comparison of the requirements of the draft EO and existing DoD EMSs.

EMS Self-Assessment - In response to the 1996 DoD IG Report No. 97-068, Strategies for Improving Environmental Management Systems in the DoD, the newly formed DoD Environmental Management Systems Committee conducted a policy gap analysis of the existing DoD environmental management structure and ISO 14001.  The results of the gap analysis indicated that for each of the major ISO 14001 elements (e.g., Environmental Policy, Planning, Implementation and Operation, Checking and Corrective Action, and Management Review), DoD has the overarching policy and mechanisms in place to satisfy the ISO requirements.

EMS Pilot Projects - DoD recently concluded a two-year Pilot Study in which 16 installations with varying mission responsibilities volunteered to participate in order to assess what, if any, additional value, an ISO 14001 EMS would add to existing DoD environmental management systems.

Implement an EMS - Although the EO fails to provide any type of guidance to assist agencies in determining what constitutes an “appropriate facility determined by size, complexity and the environmental aspects of facility operations” with regard to the requirement to implement an EMS, DoD instructions and guidance already establish as policy the basic elements of an EMS for all installations, regardless of size or complexity.  DoD environmental programs include measurable goals, objectives and targets in the form of measures of merit, the Defense Planning Guidance and In-Progress Reviews (IPRs) that are reviewed and updated annually.

EMS Incorporation into Environmental Audit Protocols – Most DoD environmental audit protocols already include provisions for assessment of EMS protocols.  For instance, the Air Force’s Environmental Compliance and Management Program (ECAMP) audits have been expanded beyond simply assessing compliance to also address pollution prevention, conservation, and restoration issues.  Consistent with the recent emphasis on using pollution prevention as the primary means of achieving compliance, periodic pollution prevention opportunity assessments (P2Oas) are also conducted. Environmental Compliance Assessments (ECAS) are used by the Army as a means of attaining, sustaining, and monitoring compliance with environmental regulations.  The Navy conducts Environmental Quality Assessments (EQAs) that include both external and internal assessments of an installation’s environmental quality program.  EQAs include provisions for root cause analysis and the development of corrective action plans and process improvement to prevent the recurrence of identified environmental performance deficiencies.  The Marine Corps Environmental Compliance Evaluations (ECEs) include external and internal assessments of an installation’s environmental quality program.  ECEs include provisions for benchmarking, a continuous Self-Audit Program, provisions for root cause analysis and the development of corrective action plans and process improvement.

2.0
The Environmental Protection Agency

In 1995, the EPA initiated numerous regulatory reinvention initiatives when President Clinton, Vice President Gore, and EPA Administrator Browner announced an agenda to make environmental and public health protection programs more efficient and cost effective.  Spearheaded by the EPA Office of Reinvention, the Office of Water, and Regional Offices, the Agency is participating in a variety of initiatives that are evaluating new strategies for achieving improved compliance and environmental performance across traditional media.  These initiatives collectively:

· Establish partnerships among regulators and stakeholders;

· Use innovative, non-traditional means of ensuring (and moving beyond) compliance;

· Promote a waste management hierarchy that emphasizes the use of pollution prevention methods and technologies;

· Seek to better communicate environmental performance information to interested parties; and 

· Seek to involve stakeholders earlier in rulemaking processes.  

Many of these initiatives and recent EPA policy/guidance documents acknowledge the important role that EMSs can play as a tool for improving the environmental performance and compliance posture of an organization.  EPA programs that encourage the use of EMSs may offer some form of limited regulatory flexibility such as permit consolidation, reduced administrative reporting burden, or reduced civil penalties.  

In addition to its role in the development of the ISO 14000 series as a member of the U.S. Technical Advisory Group to TC 207 for ISO 14000, EPA is exploring the utility of EMS use in different regions and in partnership with a number of states through MSWG.  EPA has been evaluating the use of EMSs at the municipal government level through its Region 1 Office and the Office of Water.  EPA is using ISO 14001 to help manage its Regional Environmental Sciences Center in Fort Mead, MD through its Region 3 Office and the Office of Prevention, Pesticides, and Toxics.  EPA has also developed an EMS template to be used by the metal finishing industry through its Region 9 Office.  

The Agency has experienced difficulty in attempting to coordinate ISO 14001 positions among its various media specific offices and Regional offices.  This has produced a significant impediment to EPA’s attempt to assess the value of EMSs such as ISO 14001.  While EPA is proceeding cautiously as it seeks to determine the proper role of EMSs in the current legislative and regulatory framework, the Agency acknowledges their potential value, and has stated that information obtained from EPA and state EMS evaluation programs will be used in future regulatory and policy making decisions.  EPA strategies for achieving environmental performance will continue to move beyond simple compliance, away from pollution control and to pollution prevention, and will increasingly emphasize environmental stewardship and the concept of sustainability.  EPA’s Office of Reinvention has publicly stated that in the future, EPA may adopt the position of compliance being the minimum environmental performance level, and that some type of tiered performance track system will evolve.  It follows that if simple compliance will be the minimum against which an organization’s environmental performance will be measured, then the next generation of environmental management should focus on systematic approaches like EMSs that encourage organizations to move beyond compliance and achieve continual improvement.  EPA does not believe that EMSs alone are the answer to the increasingly complex environmental issues facing society.  However, they are recognized by the Agency as increasingly important tools capable of integrating multimedia programs and permitting an organization to move towards improved environmental performance.  Several EPA initiatives and policy/guidance documents that encourage the use of EMSs are discussed below.

2.1
EPA Position Statement on Environmental Management Systems and ISO 14001

EPA issued a formal policy statement regarding the Agency’s position on EMSs and ISO 14001 in March 1998.  It states that the Agency supports and will help promote the development and use of EMSs, including those based on ISO 14001, that help an organization achieve its environmental obligations (e.g., compliance requirements) and broader environmental performance goals.  In articulating its position, the Agency notes that the regulator must retain the primary role in establishing environmental standards and verifying and enforcing compliance with laws and regulations.  The position statement also observes that while private, voluntary efforts such as adoption of EMSs based on ISO 14001 may foster improved environmental performance and regulatory compliance, these efforts do not constitute or guarantee compliance with legal requirements.  In addition, efforts such as these will not prevent EPA from taking appropriate enforcement actions to ensure the protection of public health and the environment.

2.2
Project XL

Project XL (eXcellence and Leadership) is an EPA national reinvention initiative that allows state and local governments, private sector businesses, and federal facilities to develop and test (on a facility-by-facility basis) innovative means of achieving better and more cost effective public health and environmental protection.  In exchange, Project XL offers limited regulatory, program, policy, or procedural flexibility.  EPA and state regulators can utilize tools under existing authority to provide appropriate flexibility from otherwise applicable regulatory requirements, including alternative permits and existing waiver mechanisms, interpretive statements, and site-specific rules that replace otherwise applicable requirements.  The use of EMSs, including ISO 14001, is identified under Project XL guidance as one type of innovative approach that the agency is interested in investigating.

Organizations participating in Project XL must meet several criteria.  Proposed projects must produce superior environmental results beyond those that could be achieved under current and reasonably anticipated future regulations or policies.  Proposed projects must also produce benefits such as cost savings, paperwork reduction, regulatory flexibility or other types of flexibility that serve as an incentive to both project sponsors and regulators. They must be feasible and supported by stakeholders, use innovative pollution prevention methodologies, and produce lessons learned or data that can be easily transferred to other facilities.  The accountability of participating organizations must be ensured through the use of agreed upon methods of monitoring, reporting, and evaluation.  Finally, proposed projects must not shift the burden of environmental risk (i.e., not create new worker safety, environmental justice problems, etc.).


In a particularly interesting Project XL EMS initiative, EPA is negotiating with several university laboratories and the States of Massachusetts and Vermont to replace existing Resource Conservation and Recovery Act (RCRA) hazardous waste management regulations with an EMS based on performance standards.

However, current project sponsors suggest that involvement in Project XL requires a large commitment of time and resources.  Within the regulated community, there is a general belief that high transaction costs, fear of special enforcement attention from EPA, and the difficulty in directly linking the projects to a company’s environmental performance have diminished the appeal of the program.

2.3
Environmental Management Reviews 

An Environmental Management Review (EMR) is an evaluation of an individual Federal facility’s environmental program and management systems conducted by EPA on a regional basis.  EMRs are voluntary in nature, consist of consultative visits and technical assistance, and can be initiated by either the EPA region or the Federal facility.  Since 1994, EPA has conducted EMRs for numerous Federal facilities at multiple agencies, including the Defense Logistics Agency, DoD Components, the Postal Service, the Veteran’s Administration, and the Department of the Interior.  The final EMR report is considered a public document subject to the Freedom of Information Act.

An EMR is intended to assist Federal facilities in achieving long-term environmental compliance by helping to build the foundation for a strong environmental management program.  An EMR can be used as a tool to help a facility meet the requirements of CEMP and move toward conformance with ISO 14001.  EPA expects its EMR program to help illustrate how tangible environmental improvements can be achieved by looking beyond the immediate symptoms of non-compliance and attempting to identify and address the underlying root causes (such as management system deficiencies).

The EMR evaluation should not be considered a comprehensive EMS audit because the EMR does not consider all of the components of a management system. The Federal facility selects one or more EMR areas of inquiry to be investigated by EPA, with the focus of the EMR on the quality and/or implementation of the program, not on the actual compliance requirements.  EMRs are expected to provide the Federal facility with information on the strengths and weaknesses of its existing management program by evaluating each of the components listed above.

Planning the EMR is a joint effort undertaken by facility staff in conjunction with EPA regional personnel or their qualified contractors.  The purpose and scope of the review are formulated and schedules agreed upon.  Careful review of facility documents is done prior to the actual site visit in order to ensure that participating personnel are familiar with facility operations.

While compliance assessment is not the intent of an EMR, the evaluation team may discover a violation or a potential violation during the course of the inspection.  To address this issue, EPA has developed an Incidental Violations Response Policy (IVRP).  Under the IVRP, in most circumstances EPA will allow the facility a 60-day correction period and a waiver of certain potential penalties, subject to formal disclosure of the violation and the initiation of corrective action.  However, in instances where the EMR team finds an imminent and substantial endangerment to public health or the environment, EPA expects the facility to address the situation immediately and retains the right to respond as necessary.  For all other violations, participating facilities are required to correct any violations discovered within 60 days of their disclosure to EPA, certify in writing that the violations have been corrected, and take any measures deemed appropriate by EPA to remedy any environmental or human harm due to the violation.  If more time than 60 days is needed to correct the violations, the facility must inform EPA of the need before the passing of 60 days.  Once EPA has been notified, the facility must enter into a written, enforceable compliance agreement with the Agency.  Such an agreement uses a risk-based priority system to establish a period (not to exceed one year) for correcting violations, and identifies interim milestones to demonstrate reasonable progress towards achieving compliance.

In November 1999, EPA issued a report summarizing lessons learned by the Agency in conducting EMRs at federal facilities.  Although the facility EMSs reviewed during this pilot study varied in thoroughness, formality and complexity, EPA identified several strengths and weaknesses of federal facility EMSs.  EPA is currently receiving feedback from the EMR Pilot Study participants and in the future plans to follow up with selected facilities to examine the impact of actions taken on their EMSs and overall performance.  In addition, EPA will conduct more EMRs at federal facilities, offering them as an integral part of EPA’s overall compliance assistance efforts.  EPA intends to use these EMRs to develop partnerships with other agencies, increase EPA’s accessibility to federal facilities, and help federal facilities move beyond compliance.


2.4
Municipalities EMS Pilot Study

EPA's Office of Wastewater Management and Office of Compliance recently concluded a two year municipal EMS pilot study which examined the potential benefits small- and medium-sized government organizations can expect from implementation of an EMS based on ISO 14001.  Assisted by the non-profit Global Environment & Technology Foundation (GETF), EPA provided ISO 14001 training and ongoing technical assistance to the six municipalities, one city transit system, one county, and a state prison facility participating in the study.

Participating organizations were required to establish an EMS using ISO 14001 as a baseline.  While participants received a variety of written and electronic materials to assist them as they developed their EMSs, they did not receive financial assistance.  Periodic meetings of the participants were held to compare progress, share and discuss problems and issues, and gain greater understanding of specific parts of the 14001 standard.

In reviewing lessons learned from the pilot study, the participants identified securing top level management support prior to implementation and ensuring the EMS implementation team is cross functional as being critical elements to the success of the project.  Pilot study participants reported that developing and implementing the EMS was a difficult and challenging task, but they believe their organizations are better off today than when they started.  Benefits cited include increased efficiency and cost savings; an enhanced working relationship with state and federal regulators; improved internal communication; and overall better management.  Reported costs and benefits are discussed below.

Implementation Costs – Over the course of the 21 month project, a range of implementation costs were reported.  The total average costs of implementation (including those attributable to labor hours, training, consultants, and materials) have been made available based on the number of personnel in the implementing organization.  Organizations with less than 50 personnel reported total average implementation costs of $46,000; organizations with 50-150 personnel reported total average implementation costs of $69,000; and organizations with 1,000-2,000 personnel reported total average implementation costs of $208,000.

Increased Efficiency Leading to Cost Savings - While analyzing issues related to their compliance status, the City of Scottsdale’s EMS core team reported discovering that each city department had been responsible for obtaining their own air quality permits and paying associated fees.  All told, 23 individual permits were issued to the municipal departments.  The city’s Environmental Management Department consolidated the 23 air quality permits into eight, simultaneously reducing permitting paperwork and saving the city $16,000 a year in permit fees.

Cost Avoidance - Officials from the City of Lowell, MA, reported cost savings of $7,400 over a ten-month period due to energy reduction strategies implemented throughout its Wastewater Treatment Facility.

Enhanced Relationship with Regulators - The Massachusetts Corrections Institute at Norfolk (MCI-Norfolk) had historically struggled with compliance issues.  Management saw the EMS as a tool to address these issues.  MCI-Norfolk’s efforts caught the attention of the Massachusetts Department of Environmental Protection (MADEP), which viewed MCI-Norfolk’s EMS activities as a sign that they were taking a more aggressive, proactive approach to addressing compliance issues.  MCI-Norfolk believes that MADEP has given it much more latitude, is quicker to provide technical support, and has been generally more supportive than in past years.
Multi-Disciplinary Implementation Team - Officials from Wayne County, MI, observed that because financial expenditures will be required to fund programs that may develop as a result of an EMS, having a representative from the financial department on the EMS core team will prevent the core team from having to re-educate other finance department members about the EMS and explaining why funding is needed.

The successful completion of the Municipalities EMS Pilot Project demonstrates how ISO 14001 can be applied to public sector as well as private sector organizations.  Information and data gathered during the course of the project will be used to generate a report on the effectiveness of an EMS in the public sector.  The report is expected to become publicly available sometime in the first quarter of 2000.

2.5
Design for the Environment

Design for the Environment (DfE) is an EPA initiative that encourages companies to consider environmental, safety and human health (ESH) risks in all stages of business decisions, and to evaluate cleaner processes, innovative technologies, and work place practices.  Its goal is to provide industry with the guidance, tools and information needed to design processes and operations that are more environmentally sound, safer for workers, and more cost-effective.  EPA believes an EMS based on DfE principles can provide a company with opportunities to move beyond compliance, continuously improve its environmental performance, and save money by promoting the evaluation and use of clean technology.  Because an EMS encourages a systematic evaluation of each area of an organization’s operation, other benefits, including improved worker health and safety, more efficient use of time and resources, and improved public relations, can also be expected. The DfE program is flexible in that it does not specifically require the use of an ISO 14001 EMS, but rather supports the use of EMSs in general.

EPA cites the experiences of Acushnet Rubber Company of New Bedford, MA, in achieving ISO 14001 certification as an example of a successful DfE-based EMS.  Acushnet designs and manufactures elastomeric products for companies including Ford, Chrysler, GM, Lexmark and Xerox.  It has three facilities that employ over 1,100 personnel in New Bedford and one facility employing 450 personnel in Thailand.  The company chose to seek third-party certification in anticipation of the auto industry’s move towards requiring an EMS of its suppliers and to prove its environmental commitment to customers and potential customers.  Acushnet chose a certifying organization that is widely recognized by the automotive industry and in the European Union where the company hoped to expand its sales.  The company felt that self-certification to the standard would leave too much doubt about the quality of its EMS in the mind of potential customers.  Since implementing its ISO 14001 EMS, Acushnet claims it has been able to more effectively identify process inefficiencies, take appropriate corrective actions, and cut costs to a degree that had not been previously achievable.

In determining the significant environmental aspects of its operations, Acushnet considered the relative impact on waste disposal costs, human health, material costs, toxicity rating, likelihood of non-compliance, energy consumption, and impact on company resources.  Its safety and health program is integrated with its environmental program by design.  The company identified the use of trichloroethylene (TCE) emissions as a significant environmental aspect not only because it is on the list of Toxic Release Inventory (TRI) chemicals and has high hazardous waste disposal costs, but also because it is a suspected carcinogen.  It set an objective of minimizing the use of TCE, and a specific target of eliminating the use of TCE by the end of the company’s fiscal year.  Because its ISO 14001 EMS allowed it to analyze details of its operations, Acushnet determined its primary use of TCE was in the vapor degreasing operations used to remove the grease coating applied on some metal parts.  The company then worked with its part supplier to find an alternative lubricant to replace the grease; recommending the use of a water-based lubricant.  The supplier agreed to use the water-based lubricant, thus eliminating the need for nearly all of the TCE previously used by the company. In addition to reducing worker exposure to a suspected carcinogen, elimination of the TCE from vapor degreasing operations saves Acushnet approximately $100,000 annually.

Acushnet’s ISO 14001 EMS also encourages employees to continuously consider alternative processes that provide performance improvement.  When encouraged to do so, Acushnet employees responded positively.  Employee suggestions resulted in implementation of an alternative metal coating process that is cleaner, more efficient, and more cost-effective than the spray process it replaced.  The company expects to save an estimated $40,000 per year in labor and material costs, with the cost of the process change expected to be recovered in six months.  While other benefits are harder to quantify, because of better training and monthly internal audits, the company has noticed fewer production rejects and the generation of less waste.  Most of the costs incurred by Acushnet are associated with training.  Company personnel indicate that they spend approximately $300,000 annually on training, most of which is required by regulation.  Auditor costs were expected to be approximately $12,000 annually, but are actually somewhat lower due to combining the ISO 14001 audit with the ISO 9001 and QS 9000 audits.  Acushnet expects most process improvements to yield paybacks in two years or less.

2.6
StarTrack

StarTrack is an EPA Region I EMS initiative whose goal is achieving better environmental performance through the use of EMSs and third-party certification.  To participate, a company must first have an established compliance auditing program, and a demonstrated commitment to compliance, pollution prevention, and continuous improvement in environmental performance.  Under StarTrack, EPA seeks to expand and reward the use of compliance audits and EMSs in order to improve protection of the environment, increase public understanding of a company’s environmental performance, and achieve more efficient use of public and private resources.  The public and regulators have traditionally relied on independent auditors to certify the financial integrity of corporations.  The StarTrack program believes a similar approach to environmental management governance holds the promise of substantial environmental integrity at less expense to the taxpayer.

In order for an organization to join the StarTrack Program, it must first agree to a comprehensive audit of all aspects of compliance with Federal, State and Local environmental regulations.  Participating organizations must identify all areas of non-compliance and, where necessary, establish a Corrective Action Plan that includes an implementation schedule to address required corrections and preventative actions.  Organizations must also conduct audits to assess their overall environmental management system in accordance with an ISO 14001-based StarTrack EMS audit protocol.  Potential areas for improvement must be identified, and a prioritized implementation plan developed to address those areas.  A publicly available environmental performance report documenting the organization’s efforts must be developed and distributed annually.  The report provides both a record and a communication tool for interface with the public, employees and regulators regarding the organization’s environmental programs and performance.  Lastly, a qualified, independent third party must be retrained on a triennial basis to review audit results in order to provide the means for an accurate and credible independent assessment of the organization’s compliance status and system effectiveness status.  The third party audit will provide recommendations for improving the compliance status of the organization, improving the management system, and integrating pollution prevention as appropriate.

In return for participating in the StarTrack program, facilities are recognized for successful completion of program requirements, and form close working relationships with agency and environmental group partners. StarTrack facilities may also be considered a lower inspection priority by participating regulatory agencies, and use a 60-day compliance correction period with limited penalty relief for certain promptly disclosed and corrected violations.  The possibility of offering expedited permits is also being explored through the StarTrack program.

Unfortunately, the StarTrack program has identified some problems with the third-party registration process.  EPA and the states have determined that some registrars working in the New England area are actually unfamiliar with state laws and requirements.

2.7
Sector-Based Initiatives

EPA has chosen to embrace a sector-based approach to addressing the environmental considerations of key industrial sectors.  Drawing on experience with individual sectors in other Agency programs, EPA drafted a "Sector Based Environmental Protection Action Plan" in October 1998.  This action plan discusses the expected benefits for both the regulated community and EPA regulators from adoption of a sector-based approach to environmental protection.

EPA's FY 1999 and FY 2000 Action Plans continue the activities discussed in the 1998 draft and focus on three main goals: to implement sector-based approaches within core agency functions, to build management capacity, to conduct sector-based environmental protection, and to craft sector-based solutions with external stakeholders.  The National Metal Finishing Strategic Goals Program (SGP) is an example of EPA's efforts to incorporate sector-based approaches into core Agency functions and is one of the first industry-specific EPA programs focused on working as partners to protect the environment.  SGP provides incentives, creates assistance tools, and removes regulatory and policy barriers to encourage metal finishers to reach a set of voluntary National Performance Goals by 2002.  These National Performance Goals represent tougher standards than required by law and will conserve water, energy and metals, reduce hazardous emissions, and reduce unnecessary costs of compliance.

In encouraging a sector-based approach to environmental protection, EPA's Office of Compliance has recently developed a series of profiles or notebooks containing environmental performance information on selected major industries.  Each notebook includes a comprehensive environmental profile for each sector; industrial process information, pollution prevention techniques, regulatory requirements, pollutant release data, and compliance/enforcement history.

2.8
EPA Strategic Plan

EPA’s most recent Strategic Plan, released in September 1997, is the official blueprint for moving the Agency into the 21st century.  The plan identifies the areas and actions that EPA will focus on for achieving critical human health and environmental protection for the period 1997-2002.  EPA acknowledges that existing environmental management programs, focused largely on an “end-of-pipe” control philosophy, are simply not effective at addressing a number of existing and emerging environmental issues.  EPA’s response has been the adoption of a dual-tiered strategy that focuses on strengthening the current regulatory system and designing and testing innovative new tools and approaches that will allow regulated facilities, as well as governmental agencies, to focus their resources more productively. A specific goal of EPA’s Strategic Plan is to prevent pollution and reduce risk in communities, homes, workplaces, and ecosystems.  To assist the agency in achieving that goal, it has established a specific milestone that 60% of manufacturing industries will have moved away from the traditional “command and control” approach to environmental management and will have adopted voluntary EMSs by 2005.

2.9
Code of Environmental Management Principles

The CEMP was developed in response to Executive Order 12856 which required that EPA establish a Federal Government Environmental Challenge Program emphasizing pollution prevention, sustainable development, and state-of-the-art environmental management programs.  CEMP’s goal is to move agencies beyond compliance and the traditional short-term focus on regulatory requirements to a broader, more inclusive view of the interrelated nature of environmental activities.  It is not prescriptive regarding the use or adoption of any particular EMS.  EPA recognized that federal facilities may already have EMSs in place or are considering adopting alternative EMSs such as ISO 14001 and allowed individual facilities the flexibility to choose to implement CEMP or to use an alternative EMS.

Developed by EPA in cooperation with fifteen other Federal agencies, CEMP is neither a regulation nor an EMS standard, but rather a set of five management principles and associated performance objectives intended to help an organization improve its environmental performance and level of environmental protection.  It is patterned after common critical elements of existing environmental management systems and other quality management initiatives such as the ISO 14001 standard, the CMA Responsible Care Program, and the Department of Energy’s Environmental Management Protocols.

There are five key CEMP principles: management commitment, compliance assurance and pollution prevention, enabling systems, performance and accountability, and measurement and improvement.  Top-management must commit to improved environmental performance by establishing written policies that emphasize pollution prevention and the need to ensure compliance with environmental requirements.  Proactive programs that aggressively identify and address potential compliance problem areas and utilize pollution prevention approaches to correct deficiencies and improve environmental performance must be implemented.  Personnel must be provided the enabling systems needed to enable them to perform their functions consistent with regulatory requirements, agency environmental policies, and its overall mission.  Measures must be developed to address employee environmental performance and for ensuring full accountability of environmental functions.  Lastly, procedures that assess the progress made towards meeting environmental goals and that allow for the use of the results to improve environmental performance must be developed.


2.10
Office of Pollution Prevention and Toxics – Draft Strategic Agenda 

The Office of Pollution Prevention and Toxics (OPPT) is responsible for protecting and improving public health and environmental resources that are key to long term sustainability and quality of life.  The OPPT Draft Strategic Agenda addresses the overall direction that OPPT plans to take over the period 1999-2005, and the means by which it hopes to achieve both EPA’s, and its own, goals.  Objective 4.5 of the draft Strategic Agenda, Improve Pollution Prevention Strategies, Tools, and Approaches, states that EPA intends to use various market incentives, environmental management tools and technologies to induce and facilitate pollution prevention actions.  EPA will use several forces and tools to drive pollution prevention practices, including the development of environmental management standards to help companies conform to pollution prevention practices.  It further states that EPA will play a strong role in promoting business adoption of voluntary EMSs (such as ISO 14000) and in encouraging businesses to modify management accounting systems to fully and explicitly account for environmental costs.

2.11
The Yellow Book

The Yellow Book is the EPA guide to environmental enforcement and compliance at federal facilities.  It is intended to assist federal personnel in complying with applicable environmental requirements by providing them with a clear understanding of the compliance and enforcement processes used by EPA and the states.


EPA believes that federal facility compliance with pollution control regulations should equal or surpass the rest of the regulated community, and that federal facilities should lead the way in minimizing environmental contamination and impacts to public health.  The value of EMSs to federal agencies seeking to be environmental leaders is directly recognized and discussed in the Yellow Book in sections on CEMP, ISO 14001 EMSs, and Environmental Management Reviews.  The Yellow Book also discusses the link between EPA’s 1995 Audit Policy and EMSs.  The Audit Policy established Federal agency incentives for conducting auditing activities at Federal facilities.  The incentives include a penalty provision for self-monitoring, disclosure and correction of environmental problems.  Under the policy, EPA will not seek gravity-based (economic) penalties or recommend criminal charges be brought for violations that are discovered through an environmental audit or a management system reflecting due diligence.  The systematic, periodic, and objective nature of an EMS goes a long way in satisfying the due diligence criteria in EPA’s auditing.  The Audit Policy only covers violations that are promptly disclosed and corrected, and includes conditions that must be met for EPA not to seek or reuse the gravity-based penalties.  EPA reports that the Audit Policy is having its desired effect as the number of regulated entities disclosing and correcting deficiencies discovered during self-audits, and qualifying for reduced or eliminated gravity-based penalties, is increasing.

2.12
Aiming For Excellence - Actions to Encourage Stewardship and Accelerate Environmental Progress 
In a report issued during the summer of 1999 by the EPA Innovations Task Force, the Agency once again strongly endorses the use of EMSs to help organizations improve environmental performance and incorporate environmental considerations into business decisions and practices.  EPA reiterates its position that EMSs can help organizations understand the interrelationship between the environment and business operations, and states that the Agency has begun to require companies with compliance problems to develop EMSs when settling enforcement cases.  It also confirms its belief that by giving innovative, new approaches to environmental management more prominence in Agency programs and policies, EPA can help companies develop their full potential for improving environmental performance.

Aiming for Excellence states that EPA believes a system that promotes environmental stewardship, in addition to compliance with environmental requirements, has the greatest potential for advancing environmental management capabilities.  For EPA, the ultimate goal is not just achieving compliance, but moving beyond compliance by getting more of society involved in efforts to achieve environmental excellence and stewardship.  To encourage organizations to pursue more ambitious improvements in environmental performance, EPA commits itself to: using incentives to encourage actions beyond current requirements; promoting the use of EMSs; and development of a “performance track” that rewards environmental leaders.  While definitions of what constitutes a “performance track” vary, the term typically refers to providing those organizations that consistently achieve environmental excellence with greater flexibility in how they meet regulatory requirements.  The following tasks are intended to assist EPA in achieving its EMS objectives:

· Designating a single office to provide leadership on Agency EMS policy and planning.  (Lead: Deputy Administrator, with advice from Reinvention Action Council)

· Promoting the use of EMSs to address known compliance and performance problems.  To effectively do so, the Agency will develop a strategic plan to increase EMS use in targeted sectors or geographic areas, and begin developing tools such as training, best practice manuals, mentoring programs, short-term and long-term measures of environmental performance, and incentives that encourage improved environmental performance.  (Lead: Office of Policy and Reinvention)

· Evaluating the environmental and economic results of EMSs, building on and expanding current research efforts.  These results will form the basis of an evaluation report expected to be issued sometime in 2002.  (Lead:  Office of Policy and Reinvention)

· Reviewing other business decision-making tools, evaluating how well they improve environmental performance, and assessing how these other tools may work with or enhance a firm’s EMS.  (Lead: OPPT)
In assessing real-world information on the value of EMSs and their implications for existing and future environmental programs and policies, EPA has worked closely with states, tribes, and other stakeholders.  The report observes that some stakeholders are hesitant about EPA promotion of EMSs.  These stakeholders feel that because many states and business already are using EMSs, the Agency should not try to step into the leadership roles established by others.  The stakeholders feel that EPA’s role should be to promote EMS use, support their development, evaluate their effectiveness, and make recommendations on how to improve them.  Conversely, other stakeholders feel that EPA should play a more active role in EMS development and testing.

2.13
Draft Environmental Management Systems Action Plan

On December 20, 1999, EPA released its long awaited Draft EMS Action Plan for public comment.  The Draft EMS Action Plan was developed by a cross-agency workgroup that was created to implement the Agency’s Innovations Task Force Report recommendation that EPA promote the use of EMSs.  The Draft Action Plan lays out the goals and supporting actions that EPA plans to take to meet its commitment to promote the use of EMSs.  EPA also states that it will work in collaboration with other partners, including state and local governments, other federal agencies, academia, and industry to promote and study EMS implementation.  Many of the actions listed in the plan are already underway and its success is dependent on EPA’s ability to continue these actions and execute the new activities identified in the plan.  The Action Plan has three major goals: promote excellence in the practice of environmental management systems inside and outside the agency; integrate EMSs into core agency programs and activities; and promote adoption of EMSs across a wider range of organizations and settings.

EPA intends to designate a single lead office for EMS issues, although EMS activities will continue across various offices.  EPA also intends to establish an internal EMS implementation support team and an internal training curriculum, and has committed to implement an EMS at several of its own facilities.  An active EMS outreach and engagement program is seen as an important initiative needed to maintain and support EPA’s interests in ISO 14001, and to ensure that any revisions of the standard are consistent with the Agency’s mission and objectives.  The outreach program will be conducted both domestically and internationally, through EPA representation on the US TAG and through organizations such as the Organization for Economic Cooperation and Development (OECD) and the North American Commission on Environmental Cooperation (CEC).

The Draft Action Plan draws attention to the fact that EPA is increasingly encouraging organizations to implement EMSs as a tool that can help bring their facilities into compliance.  EPA makes the commitment to more fully integrate the elements of EMSs that promote compliance into the civil inspection program, case work, enforcement initiatives, compliance assistance, and audit policy disclosures.  EPA intends to promote strong compliance management systems (CMSs) as a central component of EMSs, and notes that it will encourage consideration of EMSs as supplemental environmental projects (SEPs).  The Agency will also continue to evaluate the impacts of EMS implementation through on-going leadership programs such as Project XL.  Finally, the Draft Action Plan commits EPA to developing the additional tools and resources necessary to support EMS implementation, building upon those that have already been produced.

2.14
The Use of EMS in Enforcement Settlements

The EPA National Enforcement Investigations Center (NEIC) conducts complex or high profile environmental investigations and provides litigation support.  NEIC is actively involved in negotiating EMS provisions for use in enforcement settlements and in promoting EMS use and understanding throughout the Agency.  It has provided the National Enforcement Training Institute (NETI) with an EMS module for inclusion in the NETI multimedia inspection training course.  NEIC has also developed a compliance-focused EMS audit protocol to supplement, not replace, EMS models such as ISO 14001, and has discussed techniques for using EMS and EMR provisions in settlements with Federal facilities with Regional Federal Facilities representatives.

NEIC and the Department of Justice’s Environment and Natural Resources Division have included EMS provisions in high profile negotiated settlements with environmental polluters.  In a 1998 negotiated settlement agreement with ASARCO Inc., one of the world’s largest producers of copper, NEIC included EMS provisions requiring the corporate-wide implementation of an EMS at the dozens of individual ASARCO facilities in seven states and environmental compliance training for more than 6,000 employees.  ASARCO is also required to provide EPA with annual reports about hazardous waste spills, permit exceedences, pollution discharges, recycling programs, and water and energy consumption.  Also in 1998, the FMC Corporation, one of the world's leading producers of chemicals and machinery for industry, government and agriculture, was also required to develop a comprehensive EMS as a means of ensuring future compliance with the law.  EMS requirements have also been included in an EPA Region 2 Memorandum of Agreement related to environmental corrections with the Department of Energy’s Brookhaven National Laboratory.  Most recently, in September 1999, BP Amoco pled guilty of injecting hazardous wastes such as paint thinner, paint, oil, and solvents down the outer rim of oil wells on Endicott Island near the North Slope of Alaska. In addition to financial penalties, as a condition of criminal probation, BP Amoco was required to establish a nationwide EMS at all of its facilities engaged in the exploration, drilling, or production of oil in the United States and Gulf of Mexico.  A NEIC-negotiated settlement agreement requiring the use of an EMS includes stipulations to conduct a review of the current EMS and develop a comprehensive, compliance-focused EMS to be documented in a manual.


This EMS manual must clearly communicate 12 aspects of the organization’s EMS, including the environmental policy and management commitment to environmental performance.  This includes compliance with applicable federal, state, and local requirements.  The manual must also clearly identify and define the EMS organization, and the duties, roles, responsibilities and authorities of key environmental program personnel, and specify the accountability and responsibilities of the organization’s management, on-site service providers, and contractors.  Additionally, it must establish processes and procedures for: identifying, interpreting and communicating environmental requirements; identifying operations and activities for the purposes of preventing and controlling releases; ensuring environmental protection; and maintaining compliance (including performance of root cause analyses).  The manual must establish and describe procedures and requirements for incident and noncompliance reporting, investigation of potential violation, and tracking and verifying effectiveness of corrective actions.  Other elements include identification and description of:  specific education and training requirements, including documentation requirements and personnel roles and responsibilities within the EMS; how environmental planning will be integrated into other organizational plans;  establishment of written goals, objectives, and action plans for organizational units with environmental responsibilities, including contractor operations; the type, content, and maintenance of records, protocols for responding to information requests, and data management systems for tracking environmental data; an internal pollution prevention program, including provisions for encouraging material substitutions; a program for periodic evaluation of the EMS (at least annually) including provisions for incorporating assessment results into the program, EMS manual revisions, and communication of findings; and a program for ongoing community education and involvement in the environmental aspects of an organization’s operations.

2.15 
H.R. 3448 – The 2nd Generation of Environmental Improvement Act of 1999 

On November 18, 1999, H.R. 3448, commonly known as the 2nd Generation of Environmental Improvement Act of 1999, was formally introduced in Congress.  The bill has bipartisan support as it is sponsored by Representatives James Greenwood (R-PA) and Calvin Dooley (D-CA).  Officially titled “A bill to improve the management of environmental information and to encourage innovation in the pursuit of enhanced environmental quality, and for other purposes”, H.R. 3448 recognizes that EPA efforts to experiment with and evaluate regulatory flexibility initiatives have been hindered by the lack of clear statutory authority and congressional direction.  The bill proposes giving the EPA Administrator the authority to enter into innovative regulatory strategy agreements with public and/or private sector organizations if such agreements can reasonably be expected to produce better environmental results, include detailed monitoring plans, and include a stakeholder participation process.  Preference is given to agreements for applicants with an effective EMS in place.  The sunset date of the bill is 2005.

H.R. 3448 acknowledges that although the current compliance-based environmental management framework has been effective at reducing pollution even as the economy and the population have grown, it is outdated, and new approaches are needed to address remaining and emerging environmental issues.  It notes that numerous studies have recommended experimenting with performance-based regulatory approaches, and that the issuance of Federal performance-based environmental management approaches can take advantage of advances in information management, EMSs, and pollution prevention strategies while building on successful State and local regulatory innovation initiatives.  At the heart of the program is the development of a unified environmental information management plan for all of EPA’s information activities.  This will provide a scientifically and technically sound foundation for Agency programs and the development of a performance-based system of environmental protection and innovative strategy agreements.  Potential regulatory flexibility in determining how organizations meet environmental standards is linked with requirements for greater public accountability through mechanisms such as enhanced monitoring and data reporting.

EPA would be granted permission to enter into a proposed innovative strategy agreement only if the Administrator determines that such an agreement can be reasonably expected to produce better environmental results.  The phrase “better environmental results” includes reduced pollutant emissions, demonstration of effective new methods of pollution prevention or resource conservation, and monitoring and reporting measures that provide greater certainty and public information about emissions levels in a more timely fashion.

In past attempts at innovative approaches to environmental regulation, backsliding and diminished environmental performance have been issues with both the regulatory community and with public interest groups.  To prevent backsliding, EPA would not be permitted to enter into agreements that violate or waive any specific statutory provision; waive any rule or regulations promulgated under Title IV of the Clean Air Act or subtitle B of the Emergency Planning and Community Right-to-Know Act; result in an increase in emissions, discharges, or releases above levels allowed under applicable regulatory requirements; or address past or on-going violations or instances of non-compliance by a participating entity.

3.0
The Interagency Working Group on Environmental Management Systems/ISO 14000

The Interagency Working Group on EMS/ISO 14000 (IAWG) is a working group of the Interagency Committee on Standards Policy (ICSP).  The IAWG was formed to provide a forum for sharing experiences and ideas about EMSs and ISO 14001.  Meeting quarterly, the IAWG is charged with providing information and recommendations to the ICSP regarding development and implementation of ISO 14000 standards in the Federal sector via:

· Information sharing;

· Identifying current uses of ISO 14001 by agencies;

· Identifying capabilities and initiatives; and

· Identifying and supporting ways to link agency efforts.

Representatives from at least twelve Federal organizations have participated in the IAWG, including EPA, DoD, the Departments of Energy, Transportation, Agriculture, Treasury, and Commerce, the Postal Service, the Veterans Administration, the General Services Administration, the Food & Drug Administration, and the National Institute of Standards and Technology.

4.0
The Department of Energy

4.1
Topical Committee on Environmental Management Systems
The Department of Energy (DOE) has a Topical Committee on Environmental Management Systems to provide a forum for, and to facilitate the interaction among, DOE and DOE contractor personnel with common interests regarding the implementation of EMSs such as ISO 14001.  The Committee is also tasked with identifying and resolving EMS standards-related issues for the DOE Technical Standards Program.

4.2
EMS Primer for Federal Facilities
In 1998, the DOE Office of Environmental Policy and Assistance and the EPA Federal Facilities Enforcement Office published an Environmental Management Systems Primer for Federal Facilities.  The primer is designed to assist Federal managers to understand EMSs and to decide whether an EMS is appropriate for their facility and how it can help improve environmental management.

The primer discusses the elements of ISO 14001 and offers tips for implementation.  It describes performance measurement as being critical to the success of an EMS and offers some examples of how to develop appropriate performance measures.  The primer also makes the link between environmental management and safety and health.  Implementing an integrated safety management system is a requirement for contractors operating DOE sites.  The primer emphasizes that an EMS, such as ISO 14001, can play an important role in articulating the environmental components of an integrated safety management system.  DOE’s Office of Environment, Safety and Health provides technical assistance to sites to encourage the use of voluntary standards, such as ISO 14001.  The primer also highlights the strong linkage with pollution prevention and how an EMS can significantly enhance a pollution prevention program by promoting its integration into all areas of facility management.

The primer also suggests using the experiences gained through NEPA to help identify the environmental aspects and impacts required by ISO 14001.  It advocates a full integration of NEPA activities into the EMS to take advantage of the analytical tools and data derived from NEPA compliance.  An EMS can also help to streamline and enhance the NEPA processes at a facility, particularly in the area of following through on mitigation commitments made in Records of Decision.

EMS audits and ISO 14001 certification are also discussed in the primer.  The differences between third-party certification and self-declaration to ISO 14001 are described and it is suggested that third-party certification may offer greater credibility to Congress and the public.  However, the primer notes that the benefits of certification for federal facilities are still to be determined and the costs of hiring an independent third party to conduct an assessment need to be weighed carefully against expected benefits.  The document concludes by suggesting that EMSs offer federal facilities a unique opportunity to step forth as environmental leaders and gain both internal and external benefits in terms of a cost-effective approach to environmental management and a demonstration of an agency’s commitment to improved environmental performance.

4.3
Integration of Environment, Safety, and Health 

Through its Integrated Safety Management System (ISMS) initiative, DOE has taken major steps towards integrating its ESH programs into a single, comprehensive management system.  When DOE was developing its Safety Management System Policy, DOE P 450.4, and, subsequently, its Safety Management System Guide, DOE G 450.4-1, the Agency’s Office of Environmental Policy and Assistance EMS team was also asked to provide comments.  EMS team comments focused primarily on the value of increasing the visibility of environmental protection in the guide.  As a result of the interaction, functional areas of DOE P 450.4 have been linked to similar ISO 14001 elements, effectively integrating the EMS with the ISMS.

4.4
Environmental Management System Implementation at the Department of Energy

Although DOE’s Integrated Safety Management Policy does not require sites to implement ISO 14001 or other EMSs, several DOE sites are implementing either ISO 14001 or other EMS variations.  In general, the impetus for ISO 14001 implementation within DOE has been either an initiative by site management contractors to improve environmental performance, or a contractual obligation to implement an EMS as part of the site management award.

Despite initial efforts, DOE was not able to establish a formal ISO 14001 policy or a DOE-wide order to require contractors to develop an EMS.  However, DOE currently is encouraging implementation of an EMS through the contractually required Integrated Safety Management System (ISMS).  Some DOE contractors and Federal operators are also implementing ISO 14001 where it makes business sense for their individual site.  The issue of whether to seek certification to ISO 14001 is left to the discretion of site management.  Currently, no centralized funding is provided from DOE for ISO 14001 implementation, and there are no immediate plans for the development of a DOE headquarters level EMS.

The following DOE sites are implementing ISO 14001:

Brookhaven National Laboratory – Brookhaven National Laboratory was implementing ISO 14001 in one operational unit – its research high flux beam reactor.  ISO 14001 implementation was driven by a consent decree signed with EPA and the State of New York over the release of tritium and its subsequent detection in groundwater.  Regulators had indicated that restarting the reactor would only be agreeable with a third-party certified ISO 14001 EMS in place to ensure responsible environmental management.  However, Secretary Richardson decided in November 1999 to permanently close this reactor.

The Hanford Site – The Hanford Site is implementing an integrated environment, safety, and health management system based on the ISMS and ISO 14001.  It also incorporates the best of other environment, safety, and occupational health management systems and practices, including the Chemical Manufacturer’s Association Responsible Care system.  Hanford does not intend to seek third-party certification.

The Savannah River Site – The Savannah River Site (SRS) has implemented ISO 14001 site-wide and gained certification in October 1997.  Site organizations included in the certification include both Federal and contractor operations: US Department of Energy Savannah River Operations Office, Westinghouse Savannah River Company, Bechtel Savannah River Inc., B&W Savannah River Co., BNFL Savannah River Corp., General Services Administration (GSA), University of Georgia, USDA Forest Service and Wackenhut Services Inc.  SRS environmental programs received a significant public relations boost and improved regulator relations after the certification.  Ann Ragan, Federal Facility Liaison, South Carolina Department of Health and Environmental Control, said, “We believe that this is a demonstration of the site's commitment to regulatory compliance and environmental excellence.”

Idaho National Engineering and Environmental Laboratory – The Idaho National Engineering and Environmental Laboratory is implementing ISO 14001 on a site-wide basis among its operating contractors.

Other DOE facilities that are either certified to ISO 14001 or are expected to pursue certification in the future include the Kansas City Plant, the Nevada Test Site, the Waste Isolation Pilot Project, and the West Valley Demonstration Project.

4.5
The Energy Facility Contractors Group

The Energy Facility Contractor’s Group (EFCOG) is a self-directed group of principal contractors of DOE facilities.  The purpose of EFCOG is to promote the safe, environmentally sound, more cost effective and efficient operation and management of DOE facilities by promoting, coordinating, and facilitating the active exchange of information related to successful programs, practices, and lessons learned.  An EFCOG Working Group on ISO 14001 was disbanded and is no longer active.

4.6
Lessons Learned

DOE has embraced the use of ISO 14001 more widely than other Federal agencies.  Practical knowledge gained by DOE and its contractors from ISO implementation should be leveraged by other Federal agencies interested in evaluating the potential benefits of EMSs.  Some of the lessons learned by DOE that may be applicable to DoD are briefly discussed below.

Existing systems and programs at DOE sites provide an excellent foundation on which to build an ISO 14001-compliant EMS; certification is feasible and is reasonable in cost.  Contract clauses or requirements have worked well as mechanisms to establish an ISO 14000-like EMS.  When implemented to address compliance, pollution prevention, and public access, ISO 14001 fulfills DOE’s responsibility under CEMP, the National Technology Transfer and Advancement Act of 1995, and the DOE Strategic Plan to utilize the best in private sector business practices.  Integrating ESH considerations with line operations is a fundamental component of the DOE ISMS.  Conducting an EMS gap analysis and correcting the deficiencies discovered improves the integration process.

Additionally, ISO 14001 places focus on the line organizations and line management consistent with current DOE trends to shift ESH accountability to the line.  Senior managers must provide top-level involvement, but workers and union personnel must also be informed and involved.  Simply achieving certification to ISO 14001 should not be the end goal of implementing an EMS.  ISO 14001 allows you to continuously improve the environmental performance of your organization, and the process of actually implementing the EMS may bring substantial value to the organization without paying for third-party certification.  Public credibility and trust, however, may be enhanced through third-party certification.  ISO 14001 should not be mandatory for all DOE sites.  Individual sites should make an informed decision regarding ISO 14001 based on business considerations, and customer/stakeholder requirements.  Finally, internal expertise should be used to develop, audit, and train internal staff in EMS auditing procedures.  These internal staff will be used to assist in EMS implementation and to enable sites to self-declare to ISO 14001.  DOE has internal staff trained and certified to be ISO 14001 auditors at the Agency’s Battelle Pacific Northwest National Lab, Los Alamos National Lab, Oak Ridge Reservation, Pantex Plant, West Valley Demonstration Project, INEEL, and DOE Headquarters.

5.0
The United States Postal Service

The United States Postal Service (USPS) has implemented ISO 14001 at its Suburban Maryland Processing & Distribution Center, Gaithersburg, MD.  The Gaithersburg facility self-declared conformance to ISO 14001 in July 1999.  The facility was chosen by USPS to pilot the implementation of ISO 14001 because it is one of the largest USPS facilities in the metropolitan Washington, DC area.

Regulatory compliance issues were one of the main drivers behind the efforts to begin implementation and study of ISO 14001 at USPS.  Implementation was carried out with a strong focus on customers and employees, and integration of the business aspects of USPS operation - the system uses Activity Based Costing (ABC) and Economic Value Added analyses as cost accounting tools.  The success of implementation at this facility and the lessons learned will be used to roll out ISO 14001 implementation to 250 other large facilities (over one million square feet of floor space) across the country.  USPS expects a six-year payback period for the money invested in ISO 14001 implementation at the Gaithersburg facility.

The application of an integrated EMS at the Gaithersburg facility has resulted in operations shifting from a knee-jerk, reactive style, to a proactive style of addressing ESH issues.  USPS has identified several benefits arising from ISO 14001 implementation. Facility employees were given a major input into EMS implementation with the result that they came to accept the system as their own, rather than a headquarters-imposed system.  This feeling of employee ownership has resulted in greater facility acceptance of the EMS and improved implementation. The EMS has been successful in raising environmental awareness among all employees and has improved the image of the facility with local stakeholders and regulators.  The EMS has also been beneficial in reducing barriers between craft, management, and union personnel and in creating an atmosphere of working together towards a common goal.  Effective methods of communicating with the range of employees and overcoming culture change barriers, especially with employees who have many years of service helped achieved this.  The Gaithersburg facility has shown that very short and easy to understand documents were more effective at communicating EMS goals and responsibilities.  The EMS has also created a framework for going beyond regulatory compliance and fostering a concept of continual improvement.

6.0
The National Aeronautical and Space Administration

The National Aeronautics and Space Administration (NASA) is considering agency-wide implementation of ISO 14001.  To make this determination, NASA is developing a business case with its contractor to study the costs, benefits, and impacts of ISO 14001 implementation.  Based on the results of the study, the Environmental Management Board will decide whether to recommend ISO 14001 implementation agency-wide.

NASA intends to use the Business Case to determine the expected costs of developing and implementing an ISO 14001 EMS, identify qualitative and quantitative benefits, and develop a proposed timeline for ISO 14001 implementation.  NASA plans to reach these goals by conducting a gap analysis of 13 NASA federal facilities to review the environmental systems currently in place and determine potential time and cost requirements for each facility.  Other planned actions include documentation review, on-site visits, and benchmarking and cost-benefit analyses.  Once documented, the results will be presented to the Environmental Management Board.

The benchmarking efforts focus on gathering information on the costs associated with implementation; present and future benefits; how benefits may have offset costs; costs or problems of integrating ISO 9001 and ISO 14001; and the types of organizations involved in the overall effort of developing and implementing ISO 14001.  Six organizations with ISO 14001 certification were selected for the benchmarking study: Allied Signal, Kansas City; DOE Savannah River; Lockheed Martin, Manassas, VA; Ford Electronics; a large corporate organization with a central certification (not yet selected); and an unidentified R&D organization.

Although details on the cost benefit analysis and the report were not available, efforts are ongoing to determine how the study has progressed.  Pre-implementation analysis of the NASA organization identified several important implementation issues.  There was an initial lack of management commitment for implementation although it is anticipated that the results of the cost-benefit analysis will provide the necessary impetus for support by management.  NASA was also impressed by the complexity and number of organizations performing functions within or for NASA, which led to concerns about the cost required for ISO 14001 development and implementation.  It was recognized that at least initially, implementation would lead to additional training and procedural requirements.

NASA contractors have chosen to seek ISO 14001 registration.  BRSP, the contractor for the Johnson Space Center (JSC) that provides operations support services (including program management; operations and maintenance of critical facilities, utility plants, and life support systems; engineering, design and construction; logistics support services), has recently achieved ISO 9000 certification and is currently working toward achieving ISO 14001 certification.

EG&G Florida Inc. operates Fuel Storage Area No. 1 (FSA#1).  FSA#1 provides a variety of services related to the hypergolic propellants used for the Space Shuttle, Titan, Atlas, Centaur, and Delta launch vehicles.  Operations that occur within FSA#1 include fuel transfers between tanks and cylinders, processing of hypergolic fuel and oxidizer, and related maintenance activities.  Because of the extremely hazardous nature of the hydrazine-based fuels and nitrogen tetroxide oxidizer, operations are performed under stringent ESH oversight.  EG&G recently developed an Area Environmental Plan for FSA#1 based on the requirements of ISO 14001 that has increased ESH awareness among personnel and has allowed the area to significantly reduce the generation of hazardous waste.

7.0
The Department of the Interior

The Department of the Interior (DOI) has entered into what has been termed a “Compliance Assistance Initiative” with EPA.  In so doing, DOI has joined the list of federal agencies that are actively investigating the impact of EMS use on environmental performance.  While similar in many respects to EPA’s EMR, the Compliance Assistance Initiative differs in that it is not site specific.  The initiative marks the first time that EPA has offered to provide a compliance assistance program (in the form of facility-level assistance, corrective action projects and analysis of EMS performance) across an entire civilian federal agency. A joint review of EMSs within the National Park Service (NPS) has been one of the largest tasks to date under this partnership.  EPA and DOI evaluated the five performance objectives of the CEMP at field, regional, and headquarters NPS offices, as well as the DOI Office of Environmental Policy and Compliance and additional DOI-level units.  The assessment team developed recommendations for each of the five CEMP performance objectives, including:

· Management Commitment - It was determined that environmental compliance should be an integral part of environmental stewardship and sustainability at the NPS.  Funding and staffing decisions should recognize environmental regulatory requirements.

· Compliance Assurance and Pollution Prevention - Formal environmental compliance procedures and compliance assurance tools, such as the audit protocol, should be provided to NPS units to ensure compliance with current regulations and full consideration of pollution prevention opportunities.  The results of compliance assurance efforts should be utilized in budget planning, staffing, and decision-making.  The use of regulatory compliance training opportunities provided by sources external to DOI should be explored as a means of complying with the CEMP requirement for enabling systems.  It was also determined that an environmental compliance tracking system and more effective methods of disseminating environmental information and providing feedback on areas of concern needed to be developed and implemented.

· Performance and Accountability - Formal policy should be developed to emphasize the responsibility of both management and staff personnel in ensuring compliance with environmental requirements at facility and support office levels.

· Measurement and Improvement - A process for conducting root cause analyses and corrective actions should be incorporated into internal environmental audits and tracked, and that the current budgetary and resource planning process should be modified to incorporate and track the results of such analyses and the implementation of corrective actions.

Other DOI bureaus will be conducting similar reviews of their management systems in the future.

8.0
The Federal Aviation Administration

The Federal Aviation Administration (FAA) implements a FAA Environmental Management System made up of nine key elements that overlap with the principles of ISO 14001, EMAS, EMR, and CEMP.  Top management commitment and support is demonstrated by a sound environmental ethic that is regularly communicated to employees and through formal mechanisms that actively monitor environmental performance.  Strategic planning is used to implement management’s environmental vision, and an environmental policy that includes specific goals and objectives is formulated and published.  Written procedures intended to both minimize the environmental risks associated with facility operations and ensure that operating procedures incorporate environmental compliance requirements are developed and translated into tactical plans.  An adequate number of qualified staff with appropriate expertise is provided, and roles, responsibilities, and reporting relationships are defined.  Environmental training plans, records and tracking mechanisms are also established to ensure that legally mandated and FAA-specific, training is provided to employees.  Critical environmental systems are inspected, and environmental self-assessments conducted, on a routine basis, and measurement tools established to assess facility progress in achieving environmental goals and objectives.  Environmental requirements and records are maintained and accessible through a document management system at the Center, Regional, Sector and field level.  Finally, systems to track, evaluate, and mitigate environmental risks, and to integrate environmental requirements into capital and technical projects, are required.

In September 1995, the FAA conducted an EMS review of its Mike Monroney Aeronautical Center against FAA’s Management Systems Evaluation Protocol.  The FAA Office of Environment and Energy (AEE-200) sponsored the review.  The general objectives were to: provide information on the performance of the Center’s environmental management initiatives and compliance posture; identify areas of program weakness and make recommendations to enhance environmental performance; and support efforts to promote continuous improvement and raise environmental awareness among the Center’s employees.

The review highlighted the importance of top management commitment and support for environmental policies and goals, and found that the necessary level of commitment was in place at the Center.  This was found to be contributing to the success of the environmental program.  In general, most areas met the requirements of the FAA system.  Areas found to be in need of improvement included personnel environmental training programs and the lack of a formally established environmental self-assessment verification process.

9.0
The Coast Guard

The Coast Guard Yard at Curtis Bay, MD, is seeking certification to ISO 14001.  Curtis Bay is the United State’s only Coast Guard-operated shipbuilding and repair facility.  There are numerous reasons why Curtis Bay is seeking certification.  First and foremost, implementation of ISO 14001 is seen as a unique opportunity to integrate environmental management considerations into the Yard’s day-to-day business plan.  Curtis Bay believes ISO 14001 to be a world class environmental standard, and believes certification will also carry with it other benefits such as improving the Coast Guard’s environmental image; ensuring more efficient operations and compliance towards existing regulations; result in cost savings through identification and implementation of pollution prevention opportunities; and improving the competitive advantage of the Yard in the commercial ship repair market.  Actions that have been taken as a part of the ISO 14001 initiative include remediation of Coast Guard vessels contaminated with hazardous PCBs, lead paint and asbestos.  Benefits include a reduction in the amount of hazardous waste generated.

10.0
The Federal Transit Administration 
The Federal Transit Administration (FTA) has recently established a new International Mass Transportation Program.  Its purpose is to strengthen the domestic transit industry by providing it with greater access to information about technological innovations and business opportunities in the global marketplace.  The FTA believes that increasing globalization of the world economy has presented new opportunities and challenges for the mass transportation industry.  In order to enhance the ability of the domestic transit industry to gain greater access to international markets, FTA will offer basic and advanced training to the U.S. domestic transportation industry in fundamentals of international trade and finance.  Such training will include a full range of subjects, including regulations governing the export of goods and services and requirements applicable to foreign importers, and will include basic ISO 14000 training.

Appendix B 

State Environmental Management System Initiatives
Regulator interest in ISO 14001 continues to grow at the federal, state, and local levels despite concerns with how the standard addresses compliance, pollution prevention, and external communications.  Government authorities have recognized that the use of an EMS based on ISO 14001 can support a variety of regulatory tools and voluntary programs to assist organizations to achieve, maintain, and go beyond compliance.  In addition to the reinvention initiatives, policy statements, and guidance documents issued by EPA, many states have embarked on EMS programs and pilot projects of their own.  These initiatives seek to evaluate different aspects of EMSs in general, and ISO 14001 in particular, including: how they impact environmental performance; whether the use of a tiered system of measuring environmental performance is feasible; the quality and transparency of environmental information; environmental stewardship; and how ISO 14001 impacts government operations, and regulator workload and efficiency.  The implications of using non-government audit personnel, as well as their competency and integrity, are also areas of uncertainty.
1.0
The Multi-State Working Group on Environmental Management Systems

The Multi-State Working Group on Environmental Management Systems (MSWG) is a loose association of state, federal, and local environmental officials; business representatives; non-governmental organizations; and a growing number of academic institutions whose basic objective is enhanced environmental protection.  Members believe environmental protection (and to the degree possible environmental restoration) must be conducted in a more intelligent and effective manner in the future, and typically support the notion that a sustainable environment and a sustainable economy are not mutually exclusive, but are, in fact, closely related.

The mission of the MSWG is, “to conduct research on the ability of EMSs to improve the state of the environment and the economy and to evaluate their utility in public and private policy innovation.”  The MSWG seeks to accomplish its mission through the collection, evaluation, and dissemination of credible data from projects; the consideration of new means of managing environmental risk, measuring environmental performance, and reporting environmental information; facilitating communication and networking among members; and encouraging partnerships that benefit the environment, the economy, and the community.

MSWG member states are Arizona, California, Illinois, Indiana, Maine, Massachusetts, Missouri, North Carolina, Oregon, Pennsylvania, Texas, and Wisconsin.  All of the states involved are working with pilot study facilities to gather data that can be used to develop an understanding of how governments, in partnership with other sectors, can use EMSs to advance environmental performance beyond simple compliance.  In addition to the states actively participating in MSWG initiatives, 26 other states are following MSWG activities in an observer role.  As observers, these states are not permitted to vote on MSWG matters.

Non-state, participating members of MSWG are: USEPA, Ashland Chemical Company, Coalition on ISO 14000 Implementation, Community Nutrition Institute, Environmental Law Institute, Iowa Waste Reduction Center, National Institute of Standards and Technology, Pacific Institute, Pillsbury Madison & Sutro LLP, Raychem, Silicon Valley Toxics Coalition, TECHNE Environmental Consulting, Tulane Institute for Environmental Law and Policy, University of North Carolina, University of South Carolina, and Western Environmental and Business Initiative.  Observer, non-state members of MSWG include:  Mississippi Technical Assistance Program, Montana State University, University of Louisville, University of Nevada, Reno, and University of Tennessee Center for Industrial Services.

In support of its mission, MSWG is involved in several on going and proposed initiatives.  They are briefly discussed below.

1.1
National Database on Environmental Management Systems

Researchers at the University of North Carolina at Chapel Hill in cooperation with the MSWG, EPA, and the Environmental Law Institute are creating and populating a National Database on Environmental Management Systems (NDEMS). The goal of the NDEMS project is to determine the effects of ISO 14001 and other EMSs based upon evaluation of six types of environmental, regulatory, and economic indicators.  Environmental performance indicators provide information about an organization’s potential and actual impacts on air, water, and land.  Environmental condition indicators relate an organization’s environmental aspects to resultant environmental conditions.  Compliance indicators address compliance both with applicable federal, state, and other legal requirements, and with compliance to the internal objectives and voluntary commitments.

The database has been designed to include three years of retrospective baseline data, and will be updated through the year 2002 on a six month basis.  As of the fall of 1999, over 50 large and small private and public facilities with simple and complex operations representing 12 different economic sectors have provided baseline data for use in the NDEMS. Researchers are evaluating data to gain insight into four main question areas:

· What are the most interesting similarities and differences among the EMSs?

· What difference does the EMS design and implementation process make?

· What benefits and costs do the staff of participating facilities perceive from EMS implementation?

· What differences do state or federal pilot programs make?

Preliminary findings are already being reported.  Contrary to previous expectations, facilities of all sizes and in many sectors are adopting EMSs, not simply large, multinational corporations.  While not all participants have reported direct, measurable economic benefits, most believe implementation has been worthwhile, and would implement an EMS again, even if implementation does not pay for itself in strictly economic terms.  Almost all facilities used the EMS design process to thoroughly investigate facility activities and develop a more detailed understanding of their processes and environmental impacts. Facilities that used generic aspect/impact checklists instead of objectively evaluating their operations did not report as fine an understanding of their environmental aspects and impacts.  While most facilities developed a formal system to evaluate their environmental aspects and impacts and determine their significance, many developed a system that gave greater weight to legal and compliance issues, ensuring that regulatory compliance remained a primary priority.  Most EMS development teams were composed primarily of environmental and engineering personnel.  Facilities that involved a wider variety of employees in EMS development reported a heightened awareness of environmental issues and an enhanced environmental stewardship ethic.  Finally, facilities that had only recently developed EMSs as part of federal or state pilot projects tended to establish only a few short-term objectives and targets focused primarily on compliance and/or pollution prevention.  In contrast, facilities with more mature EMSs established objectives and targets that were more varied and strategic in nature, and related to the facility’s long-term environmental plans.

1.2
Final Draft Statement on EMSs, Environmental Performance, and Compliance

Over the last year, the MSWG has been formulating a consensus policy statement intended to capture and communicate the preliminary experience and insights of MSWG participants as they relate to how EMSs impact legal environmental performance requirements.  The policy was developed because of concerns about the ambiguous manner with which ISO 14001 addresses compliance with federal and state environmental laws.  Several key principles have emerged as a result of the effort.  These principles are briefly discussed below.  It should be noted that although EPA is a participant of the MSWG and contributed to discussions leading to the statement on EMS, environmental performance and compliance, the document is not a statement by EPA, nor has it been endorsed by the Agency.

It is the position of the MSWG that EMSs can serve as valuable tools to assist organizations in consistently meeting their environmental compliance obligations, and may be used by both private and public organizations in moving beyond government performance standards.  While implementation of an EMS is no guarantee of compliance, the MSWG believes that regulated organizations should not be unduly scrutinized or penalized for voluntarily implementing an EMS, or for voluntarily disclosing information discovered as a result of such implementation.  Additionally, the MSWG and EPA are studying the degree to which an EMS can be used to offer greater environmental protection in areas that are currently unregulated, including climate change emissions, solid waste, and non-point source water pollution.

Government authorities are beginning to recognize that the use of EMSs can support an array of regulatory tools and compliance programs that assist organizations in reaching, maintaining, and going beyond simple compliance.  New uses of EMSs are even being found within regulatory enforcement programs through consent orders and Supplemental Environmental Projects.

Because most EMS models do not prescribe specific environmental performance requirements, an effective EMS is one that improves an organization’s capacity to meet or exceed environmental performance levels such as those specified in governmental regulations.  An EMS can provide an organization with an “institutional memory” regarding environmental activities, and the ability of an organization with an EMS to attain performance objectives is enhanced by clearly defining the roles and responsibilities of all employees with regard to compliance and other performance objectives.  An EMS has greater public credibility when an organization’s goals, targets, objectives, and activities reflect a commitment to obey environmental laws.  Ensuring that compliance is one component of the EMS will likely increase external stakeholder acceptance of EMS-based public programs.


Supplying meaningful information on environmental performance can enhance regulators’ ability to determine whether an organization is meeting or exceeding their legal requirements.  Meaningful performance metrics that are easily accessible, transparent, and communicated to the public can build public confidence in an organization’s commitment to protecting public health and the environment and facilitate regulators’ ability to work with organizations on EMS-based regulatory initiatives.

1.3
Development of a Policy Academy on Environmental Management Systems 

States and private sector EMS pilot projects have been hindered by the absence of an integrated research, training, and information-sharing program.  The lack of a coherent EMS development strategy within implementing organizations often leads to management debates over program design and how to interpret results.  To address this problem, the Council of State Governments (CSG), which administers the MSWG through its Environmental Policy Group, has proposed establishing a formal policy academy on EMSs in 2000.  CSG has developed a white paper that outlines the structure and function of the proposed academy, as well as potential funding sources.  Initial academy sessions will be provided at CSG’s headquarters near Lexington, KY.  It is anticipated that courses will also be delivered at other domestic and international locations, including Asia, the newly independent states of Eastern Europe, and Latin America.  CSG and MSWG are seeking $1.2 million in charter and other support for the policy academy.  Private foundations, state and federal governments, the business community, and academic institutions have been identified as other potential funding sources.

2.0
State Environmental Management System Initiatives

While EPA has been struggling to develop a consistent, Agency-wide strategy on how best to integrate the systematic approach to environmental protection offered by EMSs within the existing command-and-control regulatory framework, state governments have embraced the idea that EMSs such as ISO 14001 are, indeed, the future of environmental protection.  Recent public statements made by state environmental regulators support the notion that the states are, and will continue to be, more receptive of EMS use than federal regulators.

· Dan Sprague, Executive Director of the CSG, noted at a November 1999 EMS Summit that CSG is supportive of EMS use because it believes EMS use makes the job of state regulators easier.

· George Meyer, Secretary, Wisconsin Department of Natural Resources, in a December 1999 statement to CSG, noted that public policy makers can, and must, move beyond the present focus on narrow, regulatory goals and accept the great challenge of solving, serious, unregulated environmental problems and protecting the entire ecosystem.

· Winston Hickox, Secretary, California Environmental Protection Agency (CALEPA), observed in remarks made to the MSWG in December 1999 that the job of government is to define problems and objectives while giving the regulated community freedom to solve the problems.  He noted that California is looking for new ways of regulating that go beyond the traditional command and control track, and that organizations seeking regulatory flexibility will have to go beyond the minimum required for simple compliance.  Mr. Hickox recognized the MSWG as being a change agent on a national scale that is to be commended for what it has done, and what it will do, in the years ahead.

While some state EMS initiatives are more sophisticated than others, at least one half of the states in the Union are actively investigating EMS use or offering incentives for their use.  Several propose the use of a “tiered approach” to environmental protection that offers regulatory flexibility for environmental performance that exceeds minimum, compliance-based requirements.  A brief summary of state EMS initiatives is provided in Table 2.

	State
	MSWG

Member
	Legislation

in place
	Pilot Projects
	Tiered Program
	ISO 14001

Top tier
	Incentives

	
	
	
	
	
	
	Permitting
	Reduced

Inspections
	Penalty

Reduction
	Public

Recognition
	Training/

Technical and Financial Assistance

	Alaska
	
	
	
	(
	(
	
	(
	
	(
	

	Arizona
	(
	
	(
	
	
	
	
	(
	(
	(

	California
	(
	(
	(
	
	
	(
	(
	
	
	(

	Colorado
	
	(
	
	
	
	(
	(
	
	(
	(

	Connecticut
	
	(
	(
	
	(
	(
	
	(
	(
	(

	Delaware
	
	
	
	
	
	
	
	(
	
	(

	Illinois
	(
	(
	(
	
	
	(
	
	
	(
	(

	Indiana
	
	
	(
	(
	
	(
	
	
	(
	(

	Iowa
	(
	
	
	
	
	
	
	
	
	(

	Kansas
	
	(
	
	
	
	
	
	(
	
	(

	Kentucky
	
	
	
	
	
	
	
	
	
	(

	Maine
	
	(
	(
	
	(
	
	
	
	(
	(

	Massachusetts
	(
	
	(
	
	
	
	
	
	
	(

	Michigan
	
	
	
	
	
	(
	
	
	(
	(

	Minnesota
	(
	
	(
	
	
	
	
	
	
	(

	Nebraska
	
	(
	
	
	
	
	
	
	
	

	New Hampshire
	
	
	(
	
	
	
	
	
	(
	(

	New Jersey
	
	
	
	(
	
	(
	
	
	(
	

	New Mexico
	
	
	
	(
	
	
	
	
	(
	(

	New York
	
	
	(
	
	
	
	
	
	
	(

	North Carolina
	(
	
	(
	
	
	
	
	
	
	(

	Ohio
	
	
	
	
	
	
	
	
	
	(

	Oregon
	(
	(
	
	
	
	(
	
	
	(
	(

	Pennsylvania
	(
	
	(
	
	
	
	
	
	(
	(

	Rhode Island
	
	
	
	
	
	
	
	
	
	(

	South Carolina
	
	
	
	
	
	(
	(
	
	(
	(

	Texas
	(
	
	
	(
	
	
	
	
	(
	(

	Vermont
	
	
	(
	
	
	(
	
	
	
	(

	Virginia
	
	
	
	(
	
	(
	(
	
	(
	(

	Washington
	
	
	
	
	
	(
	
	
	
	

	Wisconsin
	(
	(
	(
	(
	
	(
	
	
	
	(


Alaska

Alaska initiated an Environmental Leadership Program in 1998 that promised reduced inspection frequencies for participating companies.  In order to participate in the program, organizations are not permitted to have civil or criminal violations for a period of years prior to joining.  Participation in the program can be in one of three tiers, with Tier I consisting of ISO 14001 compliant companies.  Unfortunately the program has not undergone further development due to budget cuts.  Further information may be obtained from the Alaska Department of Environmental Conservation, Compliance Assistance Office, at (907) 269-7582.
Arizona

The Arizona Department of Environmental Quality is implementing an ISO 14001 pilot project with six facilities that are seeking ISO 14001 certification.  In addition, the City of Scottsdale was an active participant in EPA’s Municipalities project.  Participants in the state pilot project qualify for:

· Penalty waiver pursuant to the state audit policy; 

· Recognition for participating in the pilot program;

· Training on EMS and other topics; and

· Head-of-the-line privileges for future regulatory opportunities.

Additional information on Arizona’s EMS initiatives can be obtained from the Arizona Department of Environmental Quality Pollution Prevention Unit at (602) 207-4538.

California

California lawmakers have passed legislation authorizing state regulators to develop the CALEPA EMS Innovation initiative.  Under Assembly Bill 1102, signed into law last year by Governor Davis, an EMS is described as a system of standards or guidelines for the management of the activities or processes of a regulated entity that is: voluntary in nature; in addition to (not in lieu of) permits, requirements, standards, certification or other approval issued by federal, state, local, or regional authorities; results in public health or environmental benefits that exceed any benefits that might otherwise be obtained by compliance with permits, requirements, standards, certification or other approvals; and results in an increase in the quantity and quality of information available to the public on the environmental effects of the activities or processes of the regulated entity when compared to the information available through simple compliance with permits, requirements, standards, certification or other approvals.

AB 1102 approved the establishment of eight pilot projects to evaluate whether and how the use of an EMS increases public health and environmental protection over standard requirements. The pilots will also evaluate whether and how the use of an EMS provides the public with access to greater information on the nature and extent of the environmental effects of activities and processes of a regulated entity.  The bill states that the Secretary for Environmental Protection may develop evaluation and monitoring parameters and a model memorandum of understanding (MOU) for the program.  The Secretary may enter into an MOU with a regulated entity that is participating in the program if the EMS to be used can be reasonably expected to produce greater public health and environmental benefits than standard requirements.  The pilot study program is tentatively set to last until January 2002, with quarterly program updates to be provided to the Governor and the Legislature. Examples of EMS pilot projects within the CALEPA initiative are briefly discussed below.

The Central Marin Sanitation Agency (CMSA) and the City of San Diego, Metropolitan Wastewater Department, Operation and Maintenance Division (O&M), are implementing ISO 14001 EMSs to improve the management of their respective environmental aspects and the management of regulatory requirements. CMSA owns and operates a regional wastewater treatment facility that treats sewage from Sanitary Districts in Marin County, and San Quentin State Prison.  CMSA currently employs 40 individuals.  The scope of the San Diego O & M EMS will be limited to the division’s 300 employees and those environmental aspects that are under their authority.  San Diego received certification to the ISO 14001 standard in May 1999.

CMSA is developing a template for an ISO 14001 EMS (or similar system) which may be used by auto repair facilities.  If successful in developing a suitable template, CMSA will investigate revisions of its regulatory procedures to encourage auto repair facilities to use an EMS to manage their regulatory compliance and environmental impacts. CMSA will work with regulators of these facilities to implement a coordinated regulatory approach to recognize and encourage the use of an EMS.  Both the CMSA and San Diego EMSs recognize the importance of transparency of environmental information, and have local advisory groups, specific to their project, composed of local and regional government officials, non-governmental organizations, and other stakeholders.

CALEPA has indicated that regulatory relief for organizations implementing ISO 14001 could come in the form of modified inspection and audit priorities, expedited permit evaluation, and an improved partnership approach with regulators.  CALEPA intends to discuss the type, value, advantages, and disadvantages of possible incentives with participating organizations.  Issues to be explored include the: form, number, and timing of permit applications; number, type, and frequency of parameters monitored and analyzed; frequency and format of reporting; frequency and type of audits and inspections; and possible consolidation of the assessment and remittance of certain fees.

Additional information on the CALEPA EMS Innovation Initiative may be obtained by contacting Jennifer Smith Grubb at (510) 540-3003.

Colorado

By identifying the environmental aspects and impacts of an organization’s operations and managing them with a goal of continuous improvement in environmental performance, a properly designed EMS will have a positive effect on environmental quality.  This effect has the potential to be especially significant if EMS requirements are integrated into the supply and demand chain.  While several large corporations including Ford and General Motors have moved in this direction by requiring their suppliers to have an EMS in place as a prerequisite for doing business, the public sector has generally not done so.  The State of Colorado has, however, passed legislation that gives purchasing preference to companies who qualify under their Environmental Leadership Act.

In the legislation establishing a voluntary Environmental Leadership Program, the Colorado General Assembly stated, “Environmental leaders who demonstrate their commitment to the environment by going beyond compliance with environmental laws and regulations will have a positive impact on the quality of life for all of the citizens of the State of Colorado.  By moving beyond compliance, environmental leaders improve the economy and the environment by increasing consumer and shareholder confidence, boosting management and employee morale, and operating in a safe and sensible manner that lessens their impacts on the environment.”

To participate in the program, an organization must have an EMS in place, and have a good record of environmental compliance with no serious environmental violations during the past three years.  Other requirements of the program include:  conducting self-audits to ensure participating companies remain in compliance with applicable requirements; maintaining a pollution prevention program with specific goals of reducing releases of pollutants or the use of resources beyond reductions required by law; verifiable, quantitative and qualitative measures or methods that document compliance with environmental requirements, resource conservation goals, and pollution prevention performance goals; and adoption of other elective elements (e.g., publishing annual reports on their environmental performance, participating in national or regional environmental certification programs, participating in community environmental and advisory programs, and mentoring or assisting other businesses in environmental protection efforts).

The state is providing a variety of incentives for companies participating in the program.  The incentives include, but are not limited to:  potential economic benefits from being granted “State of Colorado Preferred Vendor” status; greater reliance by the Department of Public Health and the Environment on the organization’s self-monitoring, self-reporting, self-certification, or third-party certification to demonstrate compliance with environmental laws and permits, which may result in fewer inspections; accelerated review and processing of environmental permit applications; consolidation of permit applications for each facility within the organization with a single representative of the Department of Public Health and the Environment; consolidation and simplification of reporting and monitoring requirements; and the ability to obtain additional credits for reductions in emissions or discharges that exceed minimum legal requirements under any operating emissions or discharges trading or credit program that has been or may be established.

The Environmental Leadership Program also has a low-interest revolving load fund that is available to participants in the program to fund environmental activities.  Additional information on the program may be obtained by contacting the Department of Public Health and Environment at (303) 692-2035.
Connecticut

The State of Connecticut is actively involved in several EMS initiatives.  These are briefly discussed below.

In June 1999, the General Assembly of the State of Connecticut passed Bill number 6830, Public Act number 99-226.  The bill provides a variety of incentives to reward companies that demonstrate an exemplary record of compliance with environmental laws, that are certified to the ISO 14001 EMS standard, and have adopted principles for sustainability.  The intent of the bill is to encourage organizations to change their corporate culture and adopt sustainability principles.

Organizations approved for the program must have an EMS that includes provisions that are very similar to CEMP: commitment of senior management to the EMS; compliance assurance and pollution prevention; enabling systems; performance and accountability; third-party audits; and measurement and improvement.  Any business required to obtain a permit or approval from the state to operate may apply for the program.  State approval of the application is based upon compliance and operations records.  Following application approval, the state is authorized to provide benefits to ISO 14001 certified organizations, that have also adopted principles for sustainability such as the CERES principals, the Natural Step, the Hanover Principles or equivalent internationally recognized principles for sustainability.

The Connecticut Department of Environmental Protection (DEP) is authorized to provide a range of incentives to organizations enrolled in the pilot program, including:  expedited review of permit applications; public recognition; reduced reporting frequency; issuance of a facility-wide operating permit; a permit that allows for changes in individual processes at a facility without the need for a new permit provided the total pollutant emissions or discharge from the facility does not increase; or reduced fees for any permit required from the DEP. The program encourages the participation of small businesses by permitting such businesses to adopt an equivalent EMS.

The DEP is also participating in EPA’s Environmental Leadership/StarTrack program, working with four private companies and the US Postal Service to implement EMSs.  DEP has provided ISO 14001 training for the organizations, and has participated in program audit evaluations.  The DEP and the Connecticut Hospital Association are also co-sponsoring EMS training for hospitals and colleges.  The training addresses EMS applications at these institutions, and discusses EMS techniques that are expected to succeed and fail in institutional settings.

The DEP provides public recognition in the form of Green Circle Awards for businesses, institutions, civic organizations, and individuals that have undertaken pollution prevention, waste reduction, or other projects promoting resource conservation and environmental awareness.  Entities that qualify for the awards may not be subject to enforcement action for violation of environmental laws in Connecticut.  Businesses, industries, governments, and institutions may qualify by certifying to ISO 14001.    Additional information on Connecticut’s EMS initiatives may be obtained by contacting the DEP at (860) 424-3000.

Delaware

In a precedent-setting legal action involving the Delaware Department of Natural Resources and Environmental Control (DNREC) and the General Motors (GM) assembly plant in Wilmington, the State of Delaware became the first state to require the development and implementation of a third-party certified ISO 14001 EMS as a provision of a state consent agreement.

The incident that occurred at the GM facility involved the release of the purge solvent used to clean pressurized lines in the painting area. The solvent was released over an extended period of time into the plant’s wastewater treatment facility following the failure of numerous valves located on the pressurized system.  Both water quality and air quality were impacted as some of the solvent remained dissolved in the water and some volatilized into the atmosphere.  The plant was able to identify the system failure only after it initiated an investigation into the root cause of a dramatic increase in solvent usage and associated increase in solvent procurement costs.  After an investigation, the facility determined that it had released nearly 140,000 gallons of the solvent over a 6-month period.

The DNREC was originally contemplating a $400,000 fine for the GM plant.  However, after discussing a proposal submitted by GM officials, it agreed to the following terms. The GM facility agreed to: provide a $100,000 contribution to a supplemental environmental program; pay a $100,000 penalty to the state of Delaware; prepare an environmental statement for the plant and make this statement available for newspaper publication; and obtain third-party certification of the plant’s EMS to ISO 14001 within two years.  Both DNREC and GM expect that implementing an ISO 14001 EMS will greatly assist the GM facility in controlling and improving its operation’s environmental impacts. The programs and procedures established as a part of the EMS are also expected to help the facility detect and respond to future situations of equipment failure and/or non-compliance more rapidly.

This case is noteworthy in that it illustrates the recognition on behalf of a regulator, that implementation of ISO 14001 can act as an important mechanism to ensure compliance with environmental laws and to ensure that GM is able to manage and control its environmental impacts.  The fact that DNREC insisted on third-party certification illustrates the importance it places on independent review, rather than relying on internal GM self-declaration of conformance with ISO 14001.

Additional information on Delaware’s EMS initiatives may be obtained by contacting the DNREC at (302) 739-4506 or (302) 739-6400.

Florida

While the Florida Department of Environmental Protection (DEP) is not sponsoring EMS initiatives, it is tracking the number of facilities certified to ISO 14001, using the number as a measure of the degree to which Florida’s corporate community is striving to move beyond environmental compliance.  Further information on the status of EMS implementation in Florida may be obtained by contacting Julie Abcarian at (850) 488-0300.

Illinois

The Illinois Environmental Protection Act was amended in 1996 by the Regulatory Innovation Statute (Section 52.3 of the Illinois Environmental Protection Act) to allow the Illinois EPA (IEPA) to implement a voluntary Regulatory Innovation Pilot Program (RIPP).  The statute recognizes those organizations that have demonstrated excellence and leadership in environmental compliance, stewardship or pollution prevention.  It also recognizes the implementation of innovative measures that achieve further reductions in emissions or discharges.  The RIPP seeks to reduce some of the burdensome transactional requirements that are unnecessarily costly and complex for regulated entities.

Of particular importance, the Regulatory Innovation Statute allowed IEPA to enter into voluntary EMS Agreements (EMSAs) with regulated organizations.  EMSAs last for five years, after which time they are subject for regulator review and possible renewal.  They operate in lieu of all otherwise applicable requirements under Illinois law and regulations identified in the agreements, but do not effect applicable federal requirements.  To be eligible for an EMSA, participants must be in good standing with state regulators, not subject to enforcement actions, or have a history of violations.

IEPA is a charter member of the MSWG, and organization’s that have entered into EMSAs with IEPA are providing information on the MSWG NDEMS.  Participating organizations receive assistance from IEPA staff in completing data collection protocols; technical assistance in pollution prevention and public involvement; access to independent research on ISO 14001; and IEPA recognition/publicity.

Additional information about IEPA’s EMS initiatives may be obtained by contacting Mark Gerberding at (217) 785-8797.

Indiana

The Indiana Department of Environmental Management (IDEM) and the Indiana Clean Manufacturing Technology Institute (CMTI) are sponsoring an ISO 14001 Pilot Project, funded through a grant from US EPA.  Participants agree to implement an ISO 14001 EMS and provide data to the MSWG.  IDEM also requires participating facilities to create a stakeholder workgroup, consisting of environmental groups, other businesses, academia, neighbors, and local government.

Pilot facilities may receive additional publicity through the Governor’s annual pollution prevention awards.  IDEM’s 100% Club recognizes Indiana companies and local governments that demonstrate full compliance with environmental laws and regulations.  Members receive benefits such as permit fee rebates of up to 10% of the annual fees, reduced record keeping, reporting and/or sampling, additional incentives to go beyond compliance and public recognition.  Currently, the 100% Club advisory group is investigating the establishment of a two tiered program.  Companies who demonstrate a record of performance beyond compliance would enter the second tier.  These companies would need to meet one of the following criteria:  one year experience in operating an acceptable EMS; having received the Governor’s Award for Excellence in Pollution Prevention; or having maintained discharges at less than 50% of allowed levels for at least half of all continuously measured parameters.

Additional information on IDEM’s EMS initiatives may be obtained by contacting Marc Hancock at (317) 233-1043 or (800) 451-6027, ext. 31043.

Iowa

The Iowa Waste Reduction Center (IWRC) at the University of Northern Iowa offers assistance for companies that wish to establish an EMS.  IWRC conducts presentations and training on ISO 14001, EMS implementation, and third-party certification.  Companies seeking third-party certification may contact IWRC for a full or partial audit prior to the registrar’s audit.  The IWRC can be reached at (800) 422-3109 or (319) 273-8905.

Kansas

The Kansas Department of Health and Environment (KDHE) supports improving compliance with environmental laws and regulations by encouraging the use of self-audits by the regulated community.  KDHE’s Self-audit Policy (KSA 1995 Supp. 60-3332, et seq.) has three components:  an evidentiary privilege for audit reports; immunity for voluntary disclosure of violations; and mitigation of penalties for violators who have implemented an EMS.  Although KSA 1995 Supp. 60-339 does not require consideration of the implementation of an EMS when determining administrative, civil and criminal penalties, it does require that courts or administrative tribunals consider the presence of an EMS when determining whether to impose penalties and the severity of penalties.

Additional information on the Kansas policy may be obtained by contacting Theresa Hodges at (785) 296-6603.

Kentucky
The Kentucky Pollution Prevention Center (KPPC) is a non-profit organization established by the state legislature to provide interested parties with practical pollution prevention information.  The KPPC sponsors the Kentucky EMS Alliance, a voluntary initiative that provides a forum where business and industry can work together to develop and implement self-audited/self-declared EMSs and achieve ISO 14001 registration if so desired or needed.  The EMS Alliance allows organizations with hands-on EMS experience to share the lessons learned in planning and implementing their ISO 14001 EMSs.  It provides companies with practical considerations and tools that can be used to identify environmental aspects, determine significant impacts, identify and track legal and other requirements, and set appropriate objectives and targets within their organizational structure.  KPPC has developed a model EMS manual containing an example environmental policy and sample written procedures for aspects, legal and other requirements, and objectives and targets for use by interested organizations.

Additional information on Kentucky’s EMS initiatives can be obtained by contacting the KPPC at (800) 334-8635 ext. 0965 or (502) 852-0965.

Louisiana

In order to provide its services more efficiently and effectively, the Louisiana Department of Environmental Quality (DEQ) is working to obtain ISO 9001 certification and ISO 14001 certification.  The DEQ EMS includes all applicable ISO 14001 elements:  an environmental policy; a strategic planning process; DEQ-wide, vertically implemented operational plans and other supporting plans; feedback loops that evaluate the Department’s accomplishments versus its objectives; periodic review by senior management; and measures to continuously improve the quality of services provided to the citizens of Louisiana.  If successful, DEQ would be the first government agency in the United States to be ISO 9000 and ISO 14001 registered.  DEQ is also participating in MSWG as an observer, and is forming a stakeholder study group to recommend an EMS-based initiative.

Additional information on DEQ’s EMS initiative may be obtained by contacting Thomas Bickham at (225) 763-5680.

Maine

The Maine Department of Environmental Protection (DEP) is participating in a number of EMS-related initiatives, including EPA’s StarTrack program and the MSWG.   DEP also offers public recognition for companies that implement ISO 14001 and has provided DEP staff with EMS training.

Two Maine companies are participating in the StarTrack program.  Both companies are providing performance data to the NDEMS.  The annual Governor’s Awards for Environmental Excellence recognize companies that receive ISO 14001 third-party certification and have a good compliance history.

Additional information on Maine’s EMS initiatives may be obtained by contacting Ron Dyer at (207) 287-5142.

Massachusetts

The Massachusetts Department of Environmental Protection (DEP) has established an EMS mentoring program to promote EMS use among small and medium sized businesses.  Under the program, EMS workshops are conducted and peers in their respective industries agree to mentor small and medium sized firms interested in adopting and implementing EMSs.  Help is provided to identify gaps in existing environmental programs and establish a system to measure performance and justify operational changes proposed as a result of EMS implementation.

The University of Massachusetts Lowell also offers EMS informational workshops through its Toxics Use Reduction Institute (TURI).  TURI's Technology Transfer Center plans to publish a selected and annotated bibliography on EMS, ISO 14000, Environmental Performance Evaluation, and Total Quality Environmental Management.

Additional information on Massachusetts’ EMS initiatives may be obtained by contacting (617) 292-5500.

Michigan

Michigan’s Clean Corporate Citizen (C3) Program was created in 1996 to offer regulatory flexibility to facilities that have a strong compliance record, go beyond compliance by implementing an EMS, and practice pollution prevention.  Participants receive public recognition and are eligible for benefits such as flexibility in permitting and shortened waiting periods to receive necessary permits.  Under Michigan’s air quality permitting program, C3 facilities may also benefit from faster review of permit applications, plant-wide applicability limits for increased operational flexibility, and an expanded waiver for construction and operation during permit review.

Based on the C3 Program requirements, the Michigan Department of Environmental Quality (DEQ) developed an EMS assistance manual to aid small and medium sized businesses and other organizations in developing an EMS.  The manual covers typical EMS topics such as: management commitment and EMS policy development, aspect and impact identification, objectives and targets development, operational control and C3 and ISO criteria comparison.

Additional information on Michigan’s EMS initiatives may be obtained by contacting Bill Stone at (517) 241-7969.

Minnesota

Chapter 114C of the Minnesota Statutes 1999 defines an EMS as a documented, systematic procedure or practice that reflects the regulated entity's due diligence in preventing, detecting, and correcting violations of environmental requirements.  Due diligence encompasses the regulated entity's systematic efforts, appropriate to the size and nature of its business, to prevent, detect, and correct violations of environmental requirements and must be consistent with any criteria used by the US EPA to define due diligence in federal audit policies or regulations.

Under the authority of Chapter 8 of the Minnesota Statutes, the state is developing an environmental management training program to broaden the use of pollution prevention technologies and generally improve the quality of training that businesses receive on EMSs.  The Minnesota Pollution Control Agency (MPCA) is developing an EMS evaluation program to test whether EMSs act as mechanisms for stimulating improved environmental performance.  The effort will focus on establishing the situations under which MPCA would be able to enter into EMS agreements without significant EPA involvement; using stakeholder input to develop innovative policy aimed at providing incentives for companies to participate; and actively marketing the program to attract a more diverse group of participants.  State implementing legislation may be developed and introduced in the 2000 legislative session, with MPCA’s goal to have the program in place by the fall of 2000.

Additional information on Minnesota’s EMS initiatives may be obtained by contacting Allister Innes at (651) 296-7330.

Missouri

Missouri is participating in the MSWG in an observer status.  A stakeholder group is currently meeting to develop recommendations for EMS promotion in the Missouri Department of Natural Resources (DNR).  In May or June 2000, the stakeholder group will provide recommendations on whether DNR should provide education, technical assistance, regulatory incentives, and other support to organizations implementing an EMS.

Additional information on Missouri’s EMS initiatives may be obtained by contacting Jim Penfold at (573) 526-6627.

Nebraska

In May 1999, the Natural Resources Committee introduced Legislative Resolution 262 to study the creation of an environmental stewardship program for Nebraska that may offer incentives to regulated businesses that demonstrate a record of environmental excellence in regulatory compliance, pollution prevention, waste minimization, and improvement of environmental performance.  The study may include a review of other state programs, potential financial and regulatory incentives to offer participants, a review of human health and environmental benefits, and the development of cooperation between regulators, the regulated community and other stakeholders.  State officials recognize EMSs as being an important tool that can be used to achieve sustainability.

Additional information on Nebraska’s EMS initiatives may be obtained by contacting Joe Francis (402) 471-2186.

New Hampshire

Chapter 295 of the NH Laws of 1997 mandates the New Hampshire Department of Environmental Services (DES) to disseminate information on EMS benefits and to determine the level of compliance assurance brought by certification to ISO 14001.  As a means of fulfilling this requirement, DES is assisting organizations, including the Town of Londonderry, in implementing ISO 14001 and evaluating their rates of compliance and pollution prevention.  Results from the initiative will be incorporated into the NDEMS.

The New Hampshire Governor’s Award for Pollution Prevention is awarded to projects that reduce at source the use, generation, or release of pollutants; increase efficiency in the use of raw materials, energy, water, or another resource; or protect natural resources using conservation techniques.  Past award winners include facilities that have certified to ISO 14001.

Additional information on New Hampshire EMS initiatives may be obtained at (603) 271-2902.

New Jersey

The New Jersey Department of Environmental Protection’s (NJDEP) Silver and Gold Track Program is an enforceable covenant program that offers varying degrees of flexibility and oversight for qualifying entities based upon their demonstrated capability and environmental performance.  The Silver and Gold Track Program comprises three levels: Silver Track, Silver II, and Gold Track. This program represents a tiered approach that changes the traditional, compliance-driven, single tiered regulatory approach to a performance-based system that provides new incentives to advance environmental protection beyond standard regulatory requirements.  Acceptance into the Silver and Gold Track Program signifies an organization's commitment to improved environmental performance, coupled with a correspondingly appropriate level of monitoring, reporting and oversight by NJDEP.

NJDEP is currently implementing the first tier of this program, Silver Track, which involves development of a two-year covenant between the participant and NJDEP.  Silver Track participants commit to electronic submittal of all permit applications using NJDEP’s available information technology; the development of an initial Operations and Environmental Compliance (OEC) plan; and the development of a Community Outreach plan.  An OEC plan is similar to an EMS in that it is a business system or process used to assess environmental management.  For the purposes of Silver Track, ISO 14001 certification is considered the equivalent of an OEC plan.  Silver Track participants will receive the following benefits: a single point of contact in NJDEP for all single and multi-media permit applications; expedited permit processing; consolidated reporting; “Smart” permit applications that address specific company needs for new permits or permit renewals; and recognition through a Departmental seal noting the facility’s commitment to environmental protection, annual publication of a list of all Silver Track participants, and an annual awards program for outstanding environmental protection.

Silver Track II is a pilot program that will initially involve a small number of volunteer organizations.  They will work closely with DEP, EPA, and what DEP has identified as “Reinvention Stakeholders,” to develop Clean Air Act de minimus emission thresholds that are acceptable to all parties.  Once those thresholds are developed, organizations with approved Silver Track II status would not need to obtain certain pre-construction permits from DEP’s Air Quality Permitting program.  Monitoring will be required to prevent backsliding and degradation of air quality.  Additionally, a covenant will need to be established between the organization and DEP in which the organization agrees to a declining CO2 (or equivalent) emissions cap over time, with reductions greater than or equal to 3.5% against baseline 1990 levels to be reached by 2005.  These reductions may be achieved through the implementation of an energy conservation program, a recycling program, innovative technology, pollution prevention techniques or other agreed-to methods.  After an evaluation of the Silver Track II pilot, DEP intends to address the need for any statutory or regulatory changes, and implement a formal program.

The Gold Track program will represent the highest tier of environmental performance and will have the highest level of operational flexibility.  It will be developed in three phases.  During Phase One, volunteer organizations and the Reinvention Stakeholders will work together with DEP to establish Gold Track eligibility criteria and incentives.  The most important of the proposed eligibility criteria will be a commitment to declining caps on “signature pollutants” (CO2, NOx, VOCs), and certain hazardous air pollutants such as mercury. The most important of the proposed incentives will be an increasing level of regulatory flexibility characterized by fewer "front loaded" approvals for various business decisions, in return for verifiable monitoring of performance.

Phase Two is scheduled to begin in April 2000 and will last for approximately two years.  During Phase Two, volunteer organizations will test the viability of Phase One concepts.  During this time, DEP will initiate discussions with EPA on "State Project XL" status for participating entities and to provide the regulatory shield the Department believes necessary to perfect the concepts of Gold Track.  Following an evaluation of Phase Two pilot activities, DEP will seek to institutionalize the Gold Track Program through the proposal and adoption of formal rules.

Additional information on New Jersey’s EMS initiatives and the Silver and Gold Track program may be obtained by contacting DEP at (609) 292-3600.

New Mexico

The New Mexico Environment Department’s Green Zia Environmental Excellence Program is a voluntary program designed to support and assist businesses in achieving environmental excellence through the use of pollution prevention-based EMSs.  The New Mexico Environmental Alliance, a group of state, local, and federal agencies, academia, private industry and environmental advocacy groups, administers the program.  Participating organizations receive public recognition and technical support.

Green Zia awards are presented annually in three categories that recognize organizational commitment, achievement, and environmental excellence.  The Commitment level recognizes the management commitment to the development and use of an EMS and pollution prevention techniques.  The Achievement level recognizes that the company has actually implemented an EMS, is integrating it into the company’s overall decision making process, and can demonstrate measurable environmental performance benefits as a result of the EMS.  The Governor’s Green Zia Environmental Excellence Award is presented to companies that have a fully integrated EMS and can demonstrate significant process improvements, measurable waste reduction, and leadership in innovative approaches to environmental issues.

Additional information on New Mexico’s Green Zia Environmental Excellence Program may be obtained at (505) 827-0677.

New York
The New York State Department of Environmental Conservation (DEC) is managing a project to develop a standardized environmental audit/pollution prevention assessment protocol to be used on a voluntary basis by small to medium-sized businesses.  The protocol will be based on ISO 14000 guidelines and will provide a consistent way to determine compliance with all regulations, identify instances of noncompliance, and identify pollution prevention opportunities.

The project uses a sector-based approach, targeting metal finishers, printers, paper and pulp, electronics, food, and wood finishing.  These industries were identified based on a survey of stakeholders and the regulated community.  DEC selected stakeholders through networking with EPA, state and local government officials, industry representatives, the New York Manufacturing Extension Partnership, and the banking and insurance agencies.  Participating facilities will receive assistance with EMS design, implementation, and means of ensuring stakeholder involvement.  In addition DEC may develop a forum to allow facilities that are exploring the use of ISO 14001 to learn from the experiences of facilities with established ISO 14001 EMSs.  Several facilities in New York have informed DEC of their intent to become ISO 14001 certified or to develop an equivalent EMS.  DEC plans to monitor progress at these facilities.

More information may be obtained by calling the Pollution Prevention Unit at (518) 457-2553.

North Carolina

North Carolina is an active member of the MSWG and has been participating in national and state level EMS pilot projects.  The pilot projects are intended to test the credibility of EMS, to encourage greater participation in public policy discussions, to encourage pollution prevention, to encourage environmental performance that moves beyond compliance, and to develop partnerships with environmental groups, trade associations and academia.  The University of North Carolina at Chapel Hill has been chosen to manage the NDEMS and has developed EMS data protocols.

The Department of Environment and Natural Resources (DENR) believes that EMS implementation can lead to enhanced compliance, improved environmental performance, competitive/trade advantages, increased efficiency/reduced costs, enhanced employee moral and public image, and reduced insurance rates.  Bi-monthly industry roundtable meetings are held between DENR and interested organizations to discuss the state’s EMS pilot projects.

During the summer of 1999, DENR developed a formal policy on EMSs and ISO 14001.  The policy declares that DNR will seek to encourage the implementation of EMSs by organizations and will explore incentives to promote the adoption of EMSs.  While the policy recognizes that ISO 14001 provides a framework for an effective EMS that organizations can use to achieve both economic and environmental benefits, it also recognizes that corporate and other variations on EMSs exist and may achieve similar results.  The policy also recognizes that EMS implementation by organizations in North Carolina furthers DENR’s strategic vision of a healthy and vibrant economy, and that innovations which can be used to move organizations beyond compliance are desirable.  DENR provides outreach to industry and state agencies, makes ISO 14000 training available to interested staff, and has established an internal working group devoted to EMS. 

Additional information on North Carolina’s EMS initiatives may be obtained by contacting DENR at (919) 715-6500.

Ohio

The Ohio State government is currently involved in several EMS-related initiatives.  The Office of Energy Efficiency (OEE) Integrated Management Assessment (IMA) program provides low interest loans and grants to small and medium-sized Ohio companies interested in examining how ISO 9000 and ISO 14001 can improve their competitiveness.  The Ohio EPA (OEPA) Office of Pollution Prevention provides technical assistance to help facilities understand and develop EMSs with effective waste reduction components, and also offers free pollution prevention assessments.  Additionally, OEPA has been trying to secure the necessary funding to allow OEPA employees to receive ISO 14001 training.

Additional information on Ohio’s EMS initiatives may be obtained by contacting the OEPA Office of Pollution Prevention at (614) 644-3469.

Oklahoma
Oklahoma is an observer state with MSWG.  The Oklahoma Department of Environmental Quality’s Fiscal Year 2000 goals include a focus on non-regulatory approaches for business, local government and citizens.  As a possible means of efficiently achieving this goal, DEQ is currently developing an Environmental Leadership Recognition Program that will recognize organizations that develop and implement EMS elements into their operations.

Additional information on the initiative may be obtained by contacting the DEQ Pollution Prevention Program at (800) 869-1400 or (405) 702-9100.

Oregon

In 1997 the Oregon Legislature created the Green Permits Program to recognize and encourage superior environmental performance.  The legislation (House Bill 3457) allows the Environmental Quality Commission (EQC) to use innovative environmental approaches or strategies to accomplish the goal of achieving environmental results that are significantly better than those provided for by law.  The Green Permits Program was developed because of increased recognition by government, industry and environmental organizations that: the existing regulatory system often does not encourage or reward environmental stewardship; many environmental issues can not or will not be adequately addressed by solely regulatory means; voluntary, market-driven, outcome-based approaches can be effective in accomplishing desired environmental results; and many companies have the knowledge and resources to significantly reduce environmental impacts.

Under the Green Permits Program, the Oregon Department of Environmental Quality (DEQ) is exploring an approach based on EMSs dubbed the EMS Incentives Project (EMSIP) to evaluate the effectiveness of ISO 14001.  The project recommends a tiered approach under which greater environmental performance is rewarded with increasing regulatory benefits and places importance on stakeholder involvement. The highest level of achievement possible can bring regulatory relief in the form of pre-approvals for permitting flexibility, regulatory waivers, modified record keeping and reporting requirements, and public recognition as an environmental leader.

EMSIP was initiated by DEQ after studying a variety of regulatory reform projects from around the U.S. and overseas.  Compliance with environmental standards is considered a baseline.  The establishment of significant and measurable environmental performance goals is encouraged and consistent and predictable results are expected.  Organizational performance will be measured against specific goals that should result in real and quantifiable gains.  EMSIP is also structured to recognize gains in areas that are traditionally unregulated or not covered in permits such as the protection of riparian habitat.  Meaningful stakeholder involvement is expected.  In addition to achieving superior environmental performance, participating facilities are expected to demonstrate proactive efforts to inform and involve community members.  DEQ expects the system will balance simplicity and certainty with flexibility and innovation.  Green Permits and EMSIP are intended to provide clear operating principles and performance expectations in order to ensure consistent and predictable results.  At the same time, they will be flexible enough to adapt to unique or new strategies for environmental management.

An advisory committee has recommended two types of Green Permits:  a “Custom Waiver Permit" that allows limited waivers of environmental laws if the waiver is needed to achieve the superior environmental results; and  “Green Environmental Management System Permit," or "GEMS Permit" that also allows waivers of environmental requirements, but requires the use of a formal EMS to achieve results.  GEMS Permits may be issued in three performance categories, a GEMS Participant, a GEMS Achiever, and a GEMS Leader, to allow a wide range of facilities to participate in the program.

Additional information on the Green Permits Program may be obtained by contacting DEQ at (503) 229-5946.

Pennsylvania 

The Pennsylvania Department of Environmental Protection (DEP) has responded to the EMS challenge through leading by example, mentoring peers, partnering with stakeholders, and viewing ISO 14001 certification as a tool to help organizations strive towards perfection.

DEP has begun changing its traditional program planning process to using an EMS model, by measuring activities through environmental condition and performance metrics, and conducting reviews and actions based on these measurement results.  Departmental goals and objectives will be regularly updated based upon data generated from these measurements. DEP is also helping other state agencies to use system-driven, aspect and impact methods in developing Green Plans, a requirement mandated by the Governor’s Green Government Council.  This will allow agencies with limited resources to use environmental performance to maximize return on their investments.

DEP’s Office of Pollution Prevention and Compliance Assistance is participating in the MSWG data collection pilot project, and is assisting organizations wishing to implement EMSs by providing technical assistance and support and publicizing companies with effective EMSs.  The agency is also assessing similar activities in other states and countries to evaluate successful programs.

Finally, DEP recognizes ISO 14001 certification as a tool to help organizations strive towards perfection.  Pennsylvania expects that compliance, enhanced community relations, and proactive practices of pollution prevention will be outcomes of a robust EMS.  DEP continues to participate in MSWG and the ISO 14000 standards development process to ensure that officials are current and influential in their efforts.

Additional information on Pennsylvania's EMS initiatives, the MSWG or ISO 14001 may be obtained by contacting Patrick McDonnell at (717) 772-5941.

Rhode Island

The Rhode Island Department of Environmental Management (DEM), working closely with the Rhode Island ISO 14000 Roundtable and EPA Region I, are assessing the benefits that can be expected from integrating pollution prevention into an ISO 14001-certified EMS.  The Rhode Island ISO 14000 Roundtable is a group of industry and government representatives who provide education and monthly discussions related to ISO 14000.  DEM provides technical assistance to Rhode Island manufacturers interested in developing a facility-wide EMS that is certified to ISO 14001.  DEM anticipates that the benefits for ISO 14001 certification include international recognition as an environmentally responsible company, reduced regulatory liability, and potential savings through increased productivity.

Additional information on Rhode Island’s EMS initiatives may be obtained by contacting Ronald Gagnon at (401) 222-4700 ext. 7500.

South Carolina

The South Carolina Environmental Excellence Program (SCEEP) is a South Carolina Department of Health and Environmental Control (DHEC) initiative run by the Institute of Public Affairs, University of South Carolina.  It seeks to encourage organizations to become environmental leaders by making a voluntary commitment to promote and practice pollution prevention, energy and other resource conservation, and to strive for continuous environmental improvement that exceeds compliance requirements.

Interested organizations may qualify for the program by certification to ISO 14001 or by submitting an environmental excellence plan that meets certain criteria common to most EMSs.  The plan must demonstrate:  senior management commitment to establishing a facility-wide EMS; development of specific, measurable targets to reach the stated goals and objectives and to periodically monitor progress toward achieving these goals; recognition that minimizing adverse impact on human health and the environment is a top priority in business decisions; commitment to continuous improvement; and commitment to effective communication with the surrounding community.

Companies or facilities that sign up to the SCEEP are publicly recognized for going beyond environmental regulatory compliance and being proactive in pollution prevention, waste reduction, and resource conservation, and are provided the opportunity to negotiate regulatory flexibility with DHEC.  Any regulatory flexibility awarded to the facility cannot be based on state or federal statutes, but rather on policies and regulations.  Types of flexibility include: allowing the use of multi-media permits in place of separate permits for each type of waste stream, reducing compliance inspections, reducing administrative and reporting burdens, reducing sampling requirements, and submitting permitting documents electronically.  Charleston AFB is currently participating in the SCEEP.

Additional information on the SCCEP may be obtained by contacting the Institute of Public Affairs at (803) 777-4563 or DHEC at (803) 898-3432.

Texas

Clean Industries 2000 was a voluntary pollution prevention partnership between the Texas Natural Resource Conservation Commission (TNRCC), industry, and local communities.  Much like DoD’s commitment to reduce TRI releases and discharges by 50% from 1994 baselines by 1999, participants in the program committed to reducing TRI releases and transfers and/or the generation of hazardous waste at their facility by at least 50% percent from 1987 levels before the year 2000.

The Clean Industries Plus program was developed in 1999 to build upon the success of Clean Industries 2000.  Clean Industries Plus members commit to: implement an EMS that assures continuous environmental improvement; develop a policy to review and measure the environmental impact of products and processes; develop environmental awareness training, education, or incentive programs focusing on environmental excellence and improvement at the facility; environmental improvement goals that focus on community environmental issues; and establish, support, or sponsor local environmental programs or projects.

Additional information on Clean Industries Plus may be obtained by contacting Rob Borowski at (512) 239-3187.

Vermont

The Vermont Department of Environmental Conservation (DEC) provides participating businesses with free training and on-site assistance in developing an EMS that addresses all of the ISO 14001 elements.  In exchange for the assistance, participants complete surveys on environmental performance at their facilities before, during, and after the EMS design and implementation.  Currently, 12 facilities are participating in the pilot project, with participants ranging from a small electrical utility with 42 employees to a large health care facility with over 3,000 employees.

DEC is also providing limited regulatory relief to facilities that have developed an EMS as an alternative to DEC-required pollution prevention plans.  As long as the EMS addresses pollution prevention, ISO 14001 certified facilities and those participating in the pilot project may substitute their EMS for the pollution prevention plan.

Virginia

In September 1999, a workgroup composed of representatives of the Virginia Department of Environmental Quality (DEQ), other state government agencies, and private sector organizations formally recommended the development of a two-tiered Environmental Excellence program.  The goal of the proposed program is to promote the use of EMSs and pollution prevention as a means of achieving greater environmental quality and improved organizational performance through recognition and regulatory incentives.

The lower of the two tiers, the Governor’s Environmental Enterprise (E2), would be available for facilities in the early stages of EMS implementation.  Criteria for membership include:  a description of the organization’s commitment to the environment and pollution prevention; evaluation of actual or potential impacts on the environment from current or future activities; and establishment of objectives and targets for addressing significant environmental impacts. Organizations qualifying for the E2 tier may be eligible for a variety of benefits such as public recognition, mentoring, pollution prevention assistance, tax incentives, a revolving loan fund, a single DEQ point-of-contact, and energy efficiency assistance.

Facilities with a fully implemented EMS would be recognized in a higher tier Governor’s Exemplary Environmental Enterprise (E3).  Criteria for membership includes implementation of an ISO 14001 certified (or equivalent) EMS or meeting proposed Virginia EMS criteria.  Virginia EMS criteria includes a description of the organization’s commitment to the environment; evaluation of actual or potential impacts on the environment from current or future activities; identification of relevant legal requirements and tracking of changes; identification of roles and responsibilities; establishment of objectives and targets for addressing significant environmental impacts; establishment of standard operating procedures to address environmental impacts; record keeping and reporting procedures; procedures to ensure employees receive necessary training; emergency response procedures; provisions for monitoring, investigating, and correcting instances of noncompliance; a description of the organization’s pollution prevention program and activities; provisions for voluntary self-assessments, and a process to address internal and external communication needs.  Additionally, applicants must identify notices of violation or fines in excess of $10,000 received within the previous 36 months.  E3 organizations are eligible to receive additional benefits, including high level recognition, reduced reporting and monitoring, reduced inspection frequency, an easing of local government/publicly owned treatment works pretreatment monitoring and reporting requirements, expedited permitting, and enforcement discretion.

Additional information on Virginia’s Environmental Excellence program may be obtained by contacting Sharon Baxter, DEQ Office of Pollution Prevention at (804) 698-4344 or 1-800-592-5482 ext. 4344.

Washington

The Washington State Department of Ecology (DEC) offers a flexible approach to pollution prevention planning under which facilities that are required to prepare Pollution Prevention Plans or Five Year Plan Updates may be able to meet these requirements by documenting their implementation of an EMS.  The facility must submit written documentation that the EMS meets DEC’s pollution prevention criteria, agree to a site visit and EMS review by DEC, conduct periodic assessments of EMS implementation, and provide an annual pollution prevention performance report.

DEC’s pollution prevention criteria include a commitment by the organization to adopt and implement policies that establish pollution prevention as the preferred approach to pollution management and commit the organization to continual improvement.  Continual improvement is defined to mean the ongoing identification, evaluation and implementation of pollution prevention opportunities.  Organizations must also adopt and implement policies that: establish and maintain documented pollution prevention targets and objectives; identify roles, responsibilities and resources; provide for employee training and involvement; and provide for a periodic assessment of EMS elements, either by independent third parties or internal means.

Additional information may be obtained by contacting DEC at (360) 407-6760.

Wisconsin

The Wisconsin Department of Natural Resources (DNR) is a leader in the MSWG, and has been a driver in state regulatory innovation and EMS implementation initiatives.  The Wisconsin Cooperative Environmental Agreement Law was proposed by Governor Thompson in the 1997-1999 state budget.  It authorizes 10 pilot projects to explore improved and more efficient ways to protect the environment.  The pilot project agreements use EMSs, measure environmental performance and encourage cooperation with the public. More recently, DNR has proposed the establishment of a voluntary, two-tiered regulatory system (the Green Tier system) that embraces the use of EMSs in order to reward organizations with exemplary environmental performance.

Under the cooperative agreement program, interested organizations apply for regulatory flexibility in the form of whole-facility, multi-media permits.  The aim is to reduce administrative burdens for both participants and the state.  Companies that have developed an EMS in Wisconsin have the opportunity to enter into negotiations for regulatory flexibility with state regulators, the specifics of which will emerge through the dialogue with participating organizations and input from EPA Region V.

DNR’s proposal to develop the Green Tier system derived from a set of problem statements generated by state regulators that considered the existing regulatory system in terms of environmental, business, and government problems.  DNR believes that an environmental problem exists because current laws and regulations, while effective at controlling the easiest forms of pollution, are largely inflexible, discourage innovation, and are poorly suited for more difficult types of pollution and emerging challenges such as global climate change and sustainable development.  A business problem is thought to exist because in an era of economic change when businesses have realized that all inefficiencies, including environmental inefficiencies and regulatory inefficiencies, impact corporate performance.  DNR believes that while most businesses comply with environmental laws and regulations, and pay pollution control costs, businesses feel that existing laws and regulations discourage innovation, and do nothing to enhance environmental performance and efficiency, and thus impact corporate performance.  DNR feels that attempts at regulatory reinvention have had only limited success because the existing regulatory system is somewhat stagnant.  Attempts at regulatory innovation have been hampered by the belief among some regulators and environmental activists that reinvention activities will not lead to improved environmental performance and enhanced efficiency, but will instead lead to backsliding and increased instances of non-compliance.  DNR does not support such contentions, and believes its Green Tier System will actually work to free the time of regulators and allow them to focus efforts on organizations with environmental performance that is substandard.

The Green Tier is intended to complement existing command and control regulations and allow organizations in the conventional, lower regulatory tier to achieve enhanced environmental performance through a process that utilizes contract law.  Regulated organizations and government unit(s) enter into a negotiable, enforceable contract.  Under the contract, environmental performance requirements for each participant are defined.  Participating organizations commit to establishing a credible EMS to help ensure predictable environmental performance that is both documented and transparent for stakeholder purposes. Stakeholders may also be involved in order to leverage public relations value.  Performance contracts vary in scope, and apply to facilities, firms, supply chains, business sectors, products, regions, neighborhoods, ecological communities, human communities, statutes, pollutants, and larger goals such as climate change, land use, and Brownfields redevelopment.  They may implement an “expanded bubble” concept with performance specifications related to time and public reporting, and may also consider unregulated environmental aspects such as energy consumption or legal (but unacceptable) levels of hazardous waste.  While compliance with environmental standards remains a key element of the Green Tier system, other requirements that DNR personnel believe may be of little or no additional value may be waived or amended.

The Green Tier system envisions a government function that is less aligned with the existing regulatory culture.  Rather than focusing on the authority needed to ensure legal compliance, government will focus on the responsibility and opportunity to promote environmental stewardship through other mechanisms.  Non-government parties may be authorized and perhaps professionally licensed to perform what amounts to quasi-governmental inspection or oversight functions.  Contracts may assign these responsibilities to a firm or a deputized agent.

Additional information on Wisconsin’s EMS initiatives may be obtained by contacting DNR at (608) 267-3125.

Appendix C 

Foreign Military and Government Use of Environmental Management Systems
1.0
Military Specific Use of Environmental Management Systems 

1.1
NATO/CCMS Environmental Management Systems Pilot Study

In March 1996, the NATO Committee on the Challenges of Modern Society (NATO/CCMS) launched a pilot study to examine the implications of developing and implementing EMSs in the military sector.  Representatives from approximately 20 NATO, Euro-Atlantic Partnership Council, and Partnership for Peace countries have been participating in the study.  The objective of the pilot study is improving environmental management within the military.  After evaluating standards for EMSs that could be used in the military sector, the CCMS concluded that ISO 14001 would become the worldwide EMS standard, and decided to use the ISO 14000 series of standards as the framework for further use in the pilot study.  The CCMS also compared characteristics of military organizations to the main elements of ISO 14001, and determined that while ISO 14001 can be implemented in military organizations, special attention should be given to training and environmental awareness.  Based upon the results of the study, the CCMS has been developing an ISO 14001 Implementation Handbook for use by NATO/Partnership for Peace countries.  The handbook is expected to be available sometime in early 2000.

1.2
Canadian Department of National Defence (DND) and the Canadian Forces (CF)
Pursuant to the amended Auditor General Act, each Canadian federal government department is now required by law to prepare a Sustainable Development Strategy (SDS) that outlines how the department will contribute to sustainable department. The SDS also provides that DND/CF will implement an ISO 14001 compatible EMS to plan, implement, and regularly assess environmental performance.  Each department is required to update its respective SDS every three years.  

DND has set goals, objectives, and targets for environmental conservation in the following areas:  ecosystems; pollution prevention; hazardous materials; climate change; and cultural resources.  To achieve these goals, objectives, and targets, DND has established three principles that focus on environmental stewardship, training personnel on pollution prevention and conservation, and partnerships within Canada and with other militaries.  DND has also clarified individual responsibilities for all personnel, as indicated below:

I am personally responsible and liable for the protection of the environment as I carry out my duties.  As a member of the Regular or Reserve Force, or as a civilian employee, I am required to act with due diligence – or responsible care – in my daily activities as directed by the environmental laws of my country.

The Canadian Defence Planning Guidance 1999 confirmed the DND’s commitment to the environment by noting that the SDS represented a significant first step in the cycle of environmental performance planning, monitoring, and reporting.  It also noted that the DND’s efforts to achieve the goals, objectives and targets of the SDS was subject to the scrutiny of the Office of the Auditor General.  Additionally, the guidance specifically requires DND to link its EMS with its business planning process in order to ensure that the resources necessary to address any environmental issues discovered by the EMS are available.
The DND also has an Alternative Service Delivery (ASD) mechanism to ensure that environmental considerations are adequately addressed in contracts.  It provides that where activities with significant levels of environmental risk are included in a Statement of Work (SOW), the SOW must require that potential service providers submit an environmental management plan as part of their proposal. For ASD projects considered to have a high level of environmental risk, the ASD team should also require the service provider to develop and implement an EMS consistent with the requirements of ISO 14001.
The recently published Canadian Defense Planning Guidance 2000 requires the Assistant Deputy Minister (Infrastructure and Environment) (ADM(IE)), the Canadian Department of National Defense official responsible for developing environmental strategies and promoting compliance with environmental legislation, to develop and implement a national level EMS in order to fulfill the Department’s obligations with respect to environmental due diligence.

1.3
United Kingdom Ministry of Defence

Pursuant with guidance issued under the United Kingdom’s Greening Government initiatives, the Ministry of Defence (MOD) is reportedly developing a framework for an MOD-wide EMS based upon ISO 14001.  Additional information on the United Kingdom’s Greening Government initiatives is provided below.

1.4
The German Bundeswehr

Ms. Annette Schmidt-Räntsch of the Federal Ministry for Environment, Nature Protection and Reactor Safety reports that at this point in time, a special Bundeswehr policy regarding implementation of either EMAS or ISO 14001 is not known.  She reports that in general, government organizations are free to decide whether they want to participate in EMAS or ISO 14001.  However Ms. Schmidt- Räntsch reports that later in the year the Federal Agency for the Environment will recommend that public institutions choose to participate in EMAS rather than ISO 14001 because of EMAS’s emphasis on environmental performance is stronger. 

2.0
Other Governmental Use of Environmental Management Systems

2.1
Greening Government – The United Kingdom 

The greening of government operations is a strategy that has received a great deal of attention in the United Kingdom (UK) and Canada.  “Greening Government” initiatives are generally linked to sustainable development and involve a framework comprised of strategy statements, codes of practice, regulation, and legislation aimed at government agencies.  In both the UK and Canada, the implementation of EMSs based on ISO 14001 plays an important part in efforts towards greening government.

The UK Department of Environment, Transport, and the Regions has developed a model policy statement for government departments to help them develop their own strategies for greening operations.  This model policy statement lists implementing an EMS or extending an existing EMS and achieving certification under the suggested aims of the government department.  The UK government has also suggested that all departments should begin implementing EMSs with a view to extending them across their estates. 

Several UK government departments currently have organizations that are certified to ISO 14001, and many more are in the process of implementing an EMS.  The UK government has set an informal target of 75% of departments to gain ISO 14001 certification for at least one of their sites by 2001.  Examples of UK government organizations implementing EMSs based on ISO 14001 include:

· Ministry of Defence (MOD) – The MOD is developing the framework for an MOD-wide EMS;

· Her Majesty’s Customs & Excise – Central London offices certified to ISO 14001, extending elements of EMS to all units, considering ISO 14001 for whole department;

· Department of Trade and Industry – seeking certification to ISO 14001 for Estates and Facilities Management Directorate;

· Her Majesty’s Treasury; and

· Department of Education and Employment

Local government organizations in the UK have also begun to influence the environmental performance of suppliers and contractors by adding requirements to the contracting process.  For example, as part of its EMAS process, the London Borough of Sutton requires suppliers and contractors to submit a company environmental policy prior to contract consideration or renewal.

2.2
Greening Government – Canada

The Canadian government has also undertaken a greening government initiative. EMSs are identified as one of several best practices that could be applied to government departments and agencies as part of this effort, and are recognized as a key tool for achieving the goal of sustainable development.  The 1998 Report of the Commissioner of the Environment and Sustainable Development called for increased use of environmental management systems across government departments.  The 1999 Report used the elements of ISO 14001 to evaluate the progress being made towards the implementation of sustainable development strategies by government departments.  The report finds that key gaps exist relative to the ISO 14001 benchmark and that implementing ISO 14001 would provide a systematic approach to continual improvement.  It also notes that implementation of the sound management practices embodied in ISO 14001 would lead to significant improvements in environmental protection.

2.3
Implementing EMS – Guidance for United Kingdom Government Departments

In November 1998, the government of the UK published Implementing EMS – Guidance for Government Departments.  The guide is intended to assist government organizations in implementing an EMS and if desired, gaining certification under ISO 14001.  The guide states that ISO 14001 is strongly supported by the Department of Environment, Transport, and the Regions for use in government and by business.  It is based on the experiences of several government organizations that have implemented an EMS and gained certification to ISO 14001.  The guide was prepared under the direction of the Cabinet Committee on the Environment and lists numerous benefits government organizations can expect from implementing ISO 14001.

The guide describes all of the elements of ISO 14001, offers advice on meeting the requirements of the standard, and explains the process of developing an EMS from the initial steps all the way through to certification.  It also references UK government examples of ISO 14001 implementation and directs the reader to web pages containing examples of registers, manuals, and procedures developed by government organizations.

2.4
UK National Health Service

The UK National Health Service (NHS) has developed a computerized EMS called GREENCODE.  GREENCODE was designed to deal with the complexity and interactive nature of an EMS and to provide a common approach to resource use and environmental impact control across NHS hospitals and facilities.  GREENCODE allows NHS Trusts to manage systems, procedures, and records and if desired, seek ISO 14001 certification.  Several NHS hospitals and Trusts have become certified to ISO 14001.  The NHS is a large government operation with an annual budget of approximately $65 billion (the second largest item of central government expenditure after social security).  The NHS employs approximately one million people.  It has a wide range of potential impacts on the environment stemming from the operation of hospitals across the UK.  Part of its inventory includes medical and special waste incinerators at many of its hospitals.  The application of an EMS is intended to improve management of environmental impacts at these facilities.

2.5
Germany

Germany has experienced great interest in EMSs in the private sector, and government operations are beginning to follow.  There are several pilot studies running at the federal, state, and local levels of government.  Most progress is being made at the local authority level, where EMAS has become the main focus following national legislation opening EMAS to the local government sector in 1998.  EMAS is also the focus of EMS implementation at the state and federal levels of government, where the need for administrative reform and quality management initiatives have been found to be most needed.

The Environmental Pact of Bavaria is a pilot study approach to environmental protection between Bavarian industry and the Bavarian state government.  It is a contract-like agreement under which industry and government voluntarily agree to address multimedia environmental issues across multiple industrial sectors.  Within the framework of the Environmental Pact of Bavaria, the potential for deregulation is the most attractive consideration which Bavarian industry may expect from the government.  Because the private sector is recognized as an equal partner in a joint governmental/private sector effort to achieve sustainable development, the higher the degree to which a company assumes direct responsibility for environmental protection, the more they will be free from government regulation.

The Bavarian government considers EMAS to be an excellent foundation for integrating regulatory requirements with environmental management.  It has full faith and confidence that companies registered under EMAS will comply with the relevant environmental regulations because they have operational EMSs and have committed themselves to continuous improvement in their environmental performance.  Bavarian officials also recognize registration to EMAS as an opportunity for diminished government oversight and a reduction in the nature and frequency of compliance audits. The Bavarian government has, within the framework of the Environmental Pact, signaled Bavarian industry that it will make every effort to relieve EMAS registered companies from substantial government control and oversight.  An estimated 500 Bavarian facilities are registered to EMAS.

2.6
Japan

Many private sector organizations that operate in Japan have embraced ISO 14001 certification as a means of gaining a competitive advantage in world markets.  However, national and local government units are also pursuing certification to the standard.  Japan’s Environment Agency announced on June 16, 1998 that it plans to seek ISO 14001 registration for the entire agency.  The Environment Agency anticipates becoming registered in early 2000.  In addition, local governments are studying the introduction of ISO 14001 requirements into regulations, possibly using a tiered performance system similar to those being suggested for use in the United States.

A number of Japanese cities have already started implementing EMSs as a means of increasing efficiency in the delivery of day-to-day services, encouraging society to assume more environmental responsibility, and moving towards sustainable development.  Several cities have already achieved ISO 14001 certification.  The Tokyo Metropolitan Government, Itabashi Ward of Tokyo, Shirai City and Gifu Prefecture have all obtained (or are in the process of seeking) ISO 14001 certification.  The cities that have already certified to ISO 14001 report reduced paper use, reduced utility costs, and increased acquisition of ISO 14001 certification by stakeholders in the town.

2.7
North American Working Group on Environmental Enforcement and Compliance Cooperation
On January 7, 2000, the North American Working Group on Environmental Enforcement and Compliance Cooperation (Enforcement Working Group or EWG) released final revisions to a draft report addressing compliance management elements for EMSs.  The elements were developed from EWG review of current EMS literature, the ISO 14001 standard, and other information exchanges between the EWG and international contacts such as the European Union, and can be used with nearly any EMS model.

It is the position of the EWG that governments must retain the primary role in establishing environmental standards and verifying and enforcing compliance with laws and regulations.  While the EWG recognizes the primacy of government, it also stresses that implementation of a comprehensive EMS should improve an organization’s overall environmental performance (including achieving and maintaining compliance), reduce significant impacts from unregulated activities, prevent pollution, and move the organization beyond compliance.

The compliance management elements identified by the EWG are intended for use as tools to ensure that organizations have an effective system for not only identifying environmental compliance requirements, but for also preventing, detecting, and correcting violations.  They must be incorporated into a comprehensive EMS that provides a systematic means of identifying, controlling and monitoring environmental issues in order for facilities to achieve the maximum benefit from their use and move beyond compliance with environmental regulations.  Such an EMS should be based on a documented and clearly communicated policy that includes compliance with applicable environmental regulations and a commitment to improving environmental performance.  Experience has shown that conducting an objective baseline audit may be useful in developing the EMS.

The EMS must be able to identify, interpret and communicate environmental requirements to affected employees, on-site service providers and contractors, and establish and document specific objectives, targets and timeframes for achieving and maintaining compliance with environmental requirements.  Environmental requirements include statutes, regulations, permit requirements, enforceable agreements and voluntary requirements.  The EMS should also include procedures to identify and incorporate emerging requirement changes, allowing organizations that are already performing beyond compliance to continue to do so.

In order for an EMS to achieve, maintain, and exceed applicable environmental requirements, the implementing organization must be properly staffed and provided with adequate resources.  Organizational roles and responsibilities should be described, the process for achieving and maintaining compliance specified, and mechanisms for addressing environmental concerns raised by personnel provided.  To be truly comprehensive, the EMS must identify and provide for the planning and management of all of the organization’s operations and activities.  The inclusion of documented procedures for preventing, detecting, investigating, correcting, and reporting potential environmental violations, and a means of tracking responses, is essential.

The EWG believes that an EMS should include a program so that all employees, on-site service providers and contractors whose job responsibilities may impact compliance with environmental requirements are trained and capable of fulfilling these responsibilities.  To ensure that the potential for environmental effects from decisions related to capital improvements, product and process design, maintenance activities and training are considered up front in a proactive manner, compliance management elements should be integrated into the organization’s decision-making and planning process.

Finally, an EMS should include a system for maintaining documents and other records in accordance with applicable laws and regulations.  In addition to a program for periodic, documented and objective auditing of the organization’s compliance with applicable environmental requirements, periodic top management review, the scope and frequency of which will depend on the organization’s size and complexity, should be carried out.

2.8
Sweden

Sweden has 66 central government agencies, including all 13 Ministries, actively implementing EMSs.  The aim is to roll out EMS implementation to all 300 agencies and government companies within the next three years.  The scope of implementation covers direct and indirect effects arising from policies, decisions, and ordinances.  EMS implementation is also being linked to the planning processes and quality management programs.

Local authorities in Sweden are particularly active in environmental management and are linking the implementation of EMSs with their work on Local Agenda 21.  Amongst Swedish municipalities and county councils there is great interest in the introduction of EMSs and some are pursuing certification to EMAS.

2.9
European Commission 
TOURFOR is a partnership project co-funded by DGXI (the Directorate General for Environmental Affairs of the European Commission).  TOURFOR seeks to encourage forest-based tourism which can support sustainable forest management and which is environmentally sensitive.  The ultimate goal of the TOURFOR system is to assist in the development of a more sustainable recreation and tourism industry, particularly within forest locations, using EMS principles as the basis for achieving sustainability. TOURFOR is designed for use throughout the EU and will be flexible enough to be adapted to a variety of situations and forest types.  It is expected that the development of a forest-focused EMS will help create a sounder environmental ethic among personnel employed in the forestry sector and assist forest managers in achieving working practice improvements.  A forest-focused EMS will also assist natural resource managers in improving the overall environmental conditions in managed natural resource areas.  The initiative is also expected to increase the level of environmental awareness and identify opportunities to reinforce positive interactions between the tourism and forestry sectors, sectors that are often at odds with each other because of competing visions of land use.

Appendix D

Private Sector Implementation of Environmental Management Systems

Private sector organizations and large multinational corporations (MNCs) have been innovators in the implementation of EMSs, spurred on primarily by the realization that economic benefits may accrue from the application of a consistent, systematic approach to environment management that moves beyond traditional, compliance based systems.  An EMS helps to focus efforts and target resources in order to maximize both environmental and economic benefits.  By systematically and continually improving programs, processes and performance, an EMS can significantly reduce environmental impact and reduce costs.  The process of identifying the environmental aspects (or negative impacts) associated with operations has helped private sector organizations identify problem areas and methods for improvement.  It should be noted that while these organizations typically have had an environmental compliance program in place, unlike the Department of Defense, many were not practicing pollution prevention prior to EMS implementation.
In some industrial sectors, particularly those for which international sales are a significant aspect of overall economic performance, the importance of EMSs is such that conformance to ISO 14001 or EMAS has become a condition of doing business.  Several large corporations including Ford, General Motors, IBM, Siemens, and Daimler-Chrysler have announced that parts suppliers must implement an EMS (and preferably seek certification) if they wish to continue doing business with them.  These corporations view the implementation of an EMS by parts suppliers as a natural extension of their own EMSs and recognize the resulting marketing potential.
1.0
Lockheed Martin 

Lockheed Martin has taken an aggressive approach to addressing ESH issues.  The company developed an ESH program that includes: an “ISO-like” ESH management system, a corporate internal audit program, a “days away” case rate initiative for tracking employee accidents, and guidance modules and an ESH web site for communicating important information to employees.  Some of Lockheed Martin’s business sectors have, or plan to, seek third party registration of the ESH management system, with the company committed to ISO 14001 registration of all 25 facilities in its Electronics Sector by June 1998.  In December 1999, a team of external auditors recommended Lockheed Martin Tactical Aircraft Systems in Fort Worth, Texas, for ISO 14001 registration.

Lockheed Martin’s ESH management system is similar to that of the Total Quality Management (TQM) approach used by the Armed Forces.  It has four steps, involving policy and planning, implementation of the management tools and techniques needed to achieve the identified goals, a self-assessment process where the organization’s performance and achievements are measured against its goals, and finally, management review of the program.  When properly implemented, the system is a powerful tool that can be used to assure continuous improvements are made to the ESH program.

Lockheed Martin Federal Systems (LMFS) uses a TQM system to integrate the ISO 9000 general management system and the ISO 14001 EMS at its Manassas, Virginia, facility.  The LMFS facility has received third-party registration for both ISO 9001 and ISO 14001.  As a result of dual ISO 9001/ISO14001 registration, several benefits have been realized at the LMFS facility:

· A decrease in the number of internal audits, resulting in fewer penalties assessed by regulators;

· Development of a single documentation system linking environmental and management issues in a manner accessible to all employees; and

· Implementation of an integrated management review process to assess policy, plans and goals.

In addition to these benefits, LMFS reports the following lessons learned from this process:

· To properly address ESH in the workplace, ESH issues should not be addressed using a “top down” approach;

· Corporate objectives, goals and policy must be effectively communicated throughout the workforce;

· ESH management programs are most successful when employees are educated about the environmental impacts of their activities, and encouraged to become actively involved in the management of environmental issues on a day-to-day basis;

· Internal audits should be used to achieve more than simple regulatory compliance; and

· ESH programs should strive to be more proactive than reactive in nature.

LMFS personnel reported that while identification of environmental aspects and impacts was the most significant and time-consuming undertaking associated with the development of their EMS, the existence of the company’s ISO 9000 quality system made the task less complicated.  Implementation of the LMFS EMS program resulted in tangible benefits such as fewer regulator audits, decreased redundant auditing carried out by other corporate or organizational entities, minimized worker disruption resulting from multiple audits, and a net economic benefit attributable to increased efficiencies.

Implementation of an EMS has resulted in up to a 50% decrease in the costs associated with processing hazardous waste for some of Lockheed Martin’s defense sector companies.  Importantly, implementation of an ESH management system may be viewed favorably by regulators and result in increased flexibility with regard to permit terms and conditions.

2.0
Ford Motor Company

Ford was one of the first organizations in the world and the first in the automotive sector, to implement and achieve certification to ISO 14001 for its plants worldwide.  In December 1998, Ford announced that 140 plants in 26 countries had been certified to ISO 14001, including all 73 of the company’s North American manufacturing plants.

Ford takes the philosophical view that environmental excellence is an element of both good business and corporate citizenship.  It has also brought dividends in terms of the environment and cost savings.  Adoption of the ISO 14001 standard has enabled Ford plants around the world to share best environmental practices, allowing systematic waste reduction and achievement of greater operational efficiency.  In the last two years alone, Ford has reduced the amount of disposable packaging entering plants by 163 million pounds, a reduction of over 25 percent on a per-vehicle basis.  The company has also developed a technique to recycle paint sludge from paint booth over-spray, resulting in the diversion of 17,052 tons of paint sludge from US landfills.

Ford’s Michigan Truck facility has already seen tangible environmental and economic benefits from ISO 14001 certification: using almost a million fewer gallons of water a day and saving $66,000 annually through the use of metal halide bulbs.  One of the first Ford facilities to obtain ISO 14001 certification was the Lima Engine plant in Lima, Ohio, which was certified in December 1996.  The Lima Engine plant builds more than 900,000 engines annually and covers 2.4 million square feet.  Lima Engine invested over $220,000 in direct training costs and devoted more than 5,600 employee hours to training, meetings, internal audits, and third-party audits.  The plant benefited from its earlier registration to ISO 9001, which eased the implementation ISO 14001.  Lima Engine also utilized the Ford Intranet to share its experiences with other Ford plants around the world, giving them a head start on their own ISO 14001 efforts.  Within a year of implementing ISO 14001, Lima Engine had reduced water consumption by nearly 200,000 gallons per day, eliminated boiler ash production (the largest single component of its solid waste stream), and increased the use of returnable packaging from 60% to 99% on its newest engine product.  Ford educated employees and raised awareness by distributing pocket-sized flip books containing information on the ISO 14001 standard, environmental policy, legal requirements, objectives and targets, responsibilities, training, and documentation.

Recently, Ford became the first U.S. automaker to require certification by suppliers, and is one of only a few automakers worldwide to require certification of its suppliers.  Ford is requiring all suppliers to certify at least one of their manufacturing sites to ISO 14001 by the end of 2001, and all manufacturing sites shipping products to Ford by 1 July 2003.  The requirement affects about 5,000 of the Ford’s production and non-production suppliers with manufacturing sites.  The decision to require certification to ISO 14001 was made based on the results of a survey of top Ford suppliers regarding their environmental programs and policies.  Several indicated that some of their manufacturing sites were already certified, and the majority of suppliers indicated that they planned to register their sites to ISO 14001 within the next several years.  Ford is helping suppliers meet the certification requirement by offering Awareness Training at its Dearborn, MI, Total Cost Management Center beginning November 1999.

3.0
IBM

IBM has facilities located in the Asia-Pacific region, Latin America, Europe, and North America, with the number of employees at each location ranging from 1,000 to 18,000.  The company was the first MNC to pursue a single, worldwide ISO 14001 registration, ensuring that IBM implements the same EMS no matter where in the world it does business.  In December 1997, IBM completed the first phase of its single global registration to ISO 14001.  By the end of 1998, all 28 worldwide manufacturing and hardware development sites had proceeded through the registration audit process.  Sites in Ireland and Thailand were added to the company’s single registration in 1999.  IBM chose to pursue certification to ISO 14001 because:

· Registration with the standard is consistent with IBM’s commitment to environmental leadership;

· IBM views ISO 14001 as a tool to further integrate environmental considerations through its business; and

· The single global registration provides management and performance consistency across units in different locations around the world.

IBM reports that its decision to implement ISO 14001 covering its global manufacturing and hardware development operations has made good business sense.  The company has found that the process implementation costs were reasonable, and that the requirements of the standard provide the basis for an even more effective EMS that fosters increased environmental responsibility and improvement.  As a leader in ISO 14001, IBM also encourages its suppliers to pursue ISO 14001 registration. Despite its worldwide focus for implementation, IBM also realized the diverse business needs and operations of its various locations.  Consequently, each location has flexibility for how it will implement its EMS.

IBM found that implementation was easier than many within and outside the organization anticipated.  Company officials believe this ease of implementation can be attributed to two major reasons: an existing EMS program and familiarity with the ISO 14000 implementation process.  IBM’s existing global EMS program that the company has been developing over the past 25 years provided a strong foundation on which to build an ISO-compliant system.  Additionally, IBM professionals were familiar with the implementation process and its benefits because of the assistance they provided the ISO Technical Committee during drafting of the ISO 14000 standards.

Although IBM had many advantages with regard to implementing the standard, the company still faced difficulties in coordinating its efforts at 28 worldwide locations with operations that involve many different processes and technologies.  Additionally, many of the locations house more than one business unit.  Since IBM was seeking to implement a single, global registration, it was important to maximize consistency and agreement with the different business units in order to determine what processes would work best for IBM overall.

IBM’s first step was to conduct a worldwide gap analysis.  The gap analysis revealed that while most locations already had the basic elements of an EMS in place, the existing structures generally needed enhancement.  Areas needing enhancement included: employee awareness of the environmental policy; consistent document control; complete EMS audits; and a more formalized process for identifying aspects and impacts.  IBM then developed a Worldwide EMS Manual applicable to all activities, products, and services, which formally aligned IBM’s existing EMS with ISO 14001.  The manual defined IBM’s environmental policy, the roles and responsibilities of all levels of personnel, and documentation procedures.  Subsequently, IBM crafted common solutions for ISO 14001 requirements that needed enhancement, including the development of:  a procedure for identifying areas of products, services, or operations that significantly impact the environment; three levels of training materials for executives, line managers, and employees; and issuing a worldwide EMS audit methodology.

In its 1998 “Environment and Well-Being Report”, IBM estimates 1998 environmental savings and cost avoidance at $213.5 million, with $41.9 million in savings from site pollution prevention and operations and $35.3 million in savings from on-site recycling activities.  Compliance cost avoidance resulted in an estimated $54 million savings.  Environmental expenses for this same period were estimated at $101 million.  IBM did not experience the problems purported by many skeptics during its implementation of the ISO 14001 standard.  These concerns included disclosure of privileged documents during audits and the considerable expense behind implementing an EMS.  Additionally, IBM believes that the marketplace will eventually reward companies who pursue environmental management registration, that customers and investors will increasingly pursue environmentally progressive companies, and environmental improvements will result in business process improvements.

In recognition of its environmental leadership, IBM was awarded the National Association for Environmental Management (NAEM) Corporate Environmental Excellence Award for 1999.

4.0
Anheuser-Busch

Anheuser-Busch, the world's largest brewer of beer, expects to achieve certification to the ISO 14001 standard at its Fairfield, California, plant early in 2000.  A participant in MSWG, Anheuser-Busch studied ISO 14001, decided to explore third-party certification, and chose NSF International Strategic Registrations, Ltd. (NSF-ISR) as its registrar.  Anheuser-Busch has had an effective EMS of its own in place since 1992 and viewed independent third-party certification as the last step in the culmination of its environmental management procedures.

Anheuser-Busch’s desire to be perceived by the public as distributing a quality product and protecting the environment were at the forefront of its decision to seek third-party certification.  The company will apply the process changes made and other lessons learned from ISO implementation at the Fairfield brewery as a result of the certification process to its other breweries.  At Fairfield, the company is currently working to reduce electrical, water and sewer usage, and to improve its returnable bottle line.

Since 1992, Anheuser-Busch has implemented a new EMS that is aimed at surpassing the traditional command and control model. Subsidiaries integrate the EHS Management System goals into their own strategic planning cycles. The new EMS has four goals that are structured to support the company's strategic business objectives:  ensure compliance, minimize EHS impact, increase shareholder value, and serve as a role model.  To support these goals, Anheuser-Busch has developed audit and training & awareness programs, and Utility Challenge 2000.  Utility 2000 is a program initiated in 1996 that covers water, wastewater, electricity, and fuel costs, and emissions of carbon dioxide.  The company believes that Utility Challenge 2000 will keep year 2000 utility costs at or below equivalent 1995 utility costs, and will accomplish these savings regardless of production and rate changes through strategies that include driving down usage, increasing awareness, and close evaluation of capital projects and process changes.  Anheuser-Busch anticipates the following community-wide annual savings to be attributable to Utility Challenge 2000:

· 500 million gallons of water;

· 2 trillion BTUs of energy; and

· $60 million per year by the year 2000.

EHS professionals use a mix of leading and lagging performance indicators to track progress.  EHS staff rely on leading indicators to pinpoint areas in which progress is being made and to provide early warning for potential problems.  Lagging indicators provide historical data on the company's performance, including fines, penalties and the use of natural resources.

Since implementation of its EMS, Anheuser-Busch has achieved the following environmental performance results:

· An 82% reduction in emissions of CO, CO2, NOx, and SOx;

· Greater than 50% of breweries disposing of solid waste to landfill; and

· Greater than 75% reduction of total tons of ammonia releases.

5.0
BMW

BMW has whole-heartedly embraced the use of EMSs and the concept of sustainable development.  The company believes that it should be possible for mankind to enjoy mobility, knowledge and health - and a better quality of life - without damaging or impairing the planet.  The company also believes that it is important to communicate the results of its EMS with surrounding communities and customers in a meaningful and personal manner in order to benefit the company. It will use EMAS certification and display the EMAS logo for its own business purposes.

The 1999/2000 BMW Environmental Report provides information on the company’s commitment to a more exacting set of ecological guidelines than those prescribed by law.  The company requires its parts suppliers to adhere to similarly strict ecological principles as a condition of doing business.  This holds greater significance when one considers the importance of automobile manufacture in Germany, where one in six jobs are directly or indirectly related to this industrial sector.  BMW uses a mix of leading and lagging indicators to measure the environmental performance of its facilities.  Examples of leading indicators include solvent emissions per vehicle, weight of plastics per vehicle, the amount of hazardous materials used in manufacture, and the amount of renewable raw materials in each model.  BMW has also set a quota for the amount of materials recovered from a vehicle at the end of its useful life.  The recycling quota is set at 85% and strict regulations are applied to BMW authorized dismantling centers.  Part of the effort to increase the recyclability of BMW models takes place during the design phase, where the materials and construction methods can be designed for ease of reuse and disassembly.

6.0
Lucent Technologies

Lucent Technologies is making significant progress towards implementing ISO 14001 and ISO 14001-based EMSs at its facilities, and hopes to implement EHS management systems for at least 95% of its products, services, operations, and facilities by 2000.  Lucent’s Microelectronics Group currently participates in EPA's Project XL and has gained business-wide ISO 14001 certification for its ten manufacturing and design locations in six countries, as well as its headquarters location.

Periodic auditing for EMSs under ISO 14001 began in 1996, and 30 Lucent employees have received training in auditing to this standard.  Lucent uses these trained internal auditors, as well as external consultants, to conduct audits of manufacturing and administrative facilities.  Auditing goals are to assess compliance with relevant statutes, regulations, and company policies and programs, to ensure that the EMS has been properly implemented and maintained, and to ensure that it conforms to the requirements of ISO 14001.  In several of the administrative facilities, opportunities for improvement in the areas of safety, fire protection, and industrial hygiene have been identified.

Microelectronics Group senior level managers also review the EMS to ensure its continuing adequacy and effectiveness as a business tool.  Senior managers at each facility also conduct similar reviews, and participate in a post-audit corrective action process.  Changes to the policy, performance objectives, and elements of the EMS are made where necessary.  The average time for total closure of documented deficiencies has decreased by approximately 44% since implementation of the EMS program.

Lucent feels that to self-declare an EMS is relatively inexpensive but carries the lowest credibility.  Building an EMS to an international standard, such as ISO 14001, has variable costs but can typically run in the $10-$20,000 range for all audits and surveillance visits over a three year period at a typical industrial facility.  Lucent also observed that implementing an EMS may lead to discoveries of inadequacies at the facility.  For example, records may be lacking and performance may not be up to permit specifications.  However, these costs should not be assessed against development of the EMS, but should be charged to normal operating expenses since expenditure is mandated by the size of poor historical performance.

Lucent initially set aside about $1.5 million to bring 12 business sites under a single EMS.  All the money was not used and funds were repaid in less than two years due to increased performance and risk reduction as a result of the EMS implementation.  Lucent estimates that reducing the environmental effects of business has saved in the high tens of millions of dollars.  Identification of pollution prevention opportunities has allowed Lucent to reduce water use by a billion gallons a year, reduce energy usage to eliminate the generation of 50,000 metric tons of CO2, and eliminate hazardous waste generation through the use of less toxic chemicals.

Lucent began implementing this EMS five years ago and is now working to continually identify aspects and set targets for improvement, moving from compliance to pollution prevention and into sustainability.
7.0
Nortel

Nortel (Northern Telecom) is another MNC that has recognized the benefits of implementing an EMS.  Currently nine of Nortel's manufacturing sites are ISO 14001 certified and other Nortel facilities around the world, including USA and Canada, are working toward registration.  Nortel's commitment to continual improvement in environment, health, and safety is demonstrated through certification to ISO 14001 and BS 8800 (British Standard on Occupational Health and Safety Management Systems).

Nortel has developed an EMS that is consistent with ISO 14001 and has implemented it at several of their facilities, many of which have achieved ISO certification.  Nortel has also established formal procedures for implementing its EHS Audit Program, which includes an audit of the EMS.  Nortel is required to conduct thorough internal environmental audits 12 times a year and has decided to conduct a management review of the total system once a year.  The audit determines whether the EMS conforms to the standard and is properly implemented and maintained.  The findings are documented and considered in management reviews.  The company has also developed database solutions to deal with the information generated by its EMS.  Company policy states that wherever possible, EMS audits should be performed at the same time as ISO 9000 audits.  It also states that auditors should have adequate training.  However, in the past, the company has used chosen to use external consultants to help with the identification of environmental impacts, and has found that it saves time and proves more reliable.

Nortel first evaluated the practicality of ISO 14001 through a pilot project at the Monkstown, Northern Ireland manufacturing facility.  In the course of implementing ISO 14001 at this 1200 employee facility, Nortel installed an automatic energy management system controlling the boilers, resulting in annual savings just under one million dollars.  Economic benefits have also been seen at Nortel's Galway facility where annual savings exceed $90,000 due to increasing recycling, reducing energy consumption, and reusing packaging.  Nortel has also developed an “Environmental Performance Index,” which is designed to provide a consistent measure of environmental performance for the company and allow year-to-year comparisons to be made.
8.
Toyota
Toyota Motor Corporation has plans to obtain certification to ISO 14001 for all domestic (Japanese) and major overseas operations by the year 2000.  Under this system, four production plants in Japan and four other overseas operations received ISO 14001 certification.

Toyota became the first Japanese automobile manufacturer to achieve ISO 14001 certification in the product design and development field when it obtained registration for its Product Environment Management System in 1998. Toyota's Product Environment Management System promotes the design and development of vehicles that reduce the burden on the environment in their use and disposal phases, which are believed to have the largest environmental impacts.  The system is based on six objectives that led to ISO 14001 certification for Toyota Motor Corporation's design and development divisions:

· To improve fuel efficiency;

· To reduce exhaust emissions;

· To reduce external noise;

· To reduce CFC use by using alternative coolants;

· To reduce lead, mercury, cadmium, and other heavy metal use; and

· To increase recycling.

Design and development will proceed within the context of these goals.  Toyota also aims to cooperate with technology transfer programs of international agencies by offering support for environmental technology and sending personnel and instructors to overseas locations.  The Product Environment Management System will be applied to the development of a series of new models, planned for the near future.  Currently, Toyota reuses/recycles 75 percent by weight, of vehicles.

In addition to design and development operations, Toyota has obtained certification to ISO 14001 for many of its production plants in Japan and overseas.  Toyota Motor Manufacturing North America is implementing ISO 14001 and states that this will encourage all team members to focus on the environment.  Team members are already integrally involved in determining standards and policies in areas such as quality and safety.

9.0
General Motors

In 1994, General Motors and the Coalition for Environmentally Responsible Economics (CERES) endorsed each other's environmental principles as consistent, holding General Motors publicly accountable for continuous environmental improvements.  General Motors is currently developing and implementing a global EMS model based on ISO 14001.  In addition to the ISO 14001 components, General Motors' EMS contains additional requirements which emphasize environmental performance, cost reduction, and increased frequencies of activities such as auditing.  General Motors expects its global EMS to provide a framework to support environmental cost reduction and improved environmental performance, to meet stakeholder expectations, and to bring regulatory flexibility and competitive advantage.  All General Motors manufacturing sites expect to receive ISO 14001 certification by December 2001.

General Motors has also announced that it will require all of its suppliers to be certified to the ISO 14001 Standard by December 31, 2002. With this announcement the world’s largest automaker joined Ford Motor Company in requiring that its supply chain have an EMS that conforms to an international standard. GM believes that implementing an effective EMS will enhance any company's ability to accomplish long term business objectives.  The new requirement applies to all supplier facilities that have significant environmental involvement, and to those GM suppliers under current or future contracts that extend, or would be written to extend, beyond 2002. GM notes that the requirement for an EMS should not be considered in terms of the EMS being a replacement for existing resource conservation and pollution prevention programs already in place at supplier facilities.  Worldwide Purchasing will accept documentation of third-party certification to ISO 14001 or registration to EMAS as a demonstration of EMS implementation.  Third party confirmation is strongly preferred.  GM also will accept a written declaration by a responsible executive that a site is operating under an EMS that is in conformance with ISO 14001.
10.0
Polaroid Corporation

Polaroid established its first corporate environmental policy in 1977.  Ten years later, in 1987, the Polaroid Corporation experimented with the development of an EMS that focused on pollution prevention.  The Polaroid EMS established as a company-wide performance goal the reduction of chemical use and waste by 10% per year over a five-year period.  In order to measure progress towards achieving the goal, the company developed an environmental accounting system.  Each of Polaroid’s divisions was required to use the accounting system to track the quantity and treatment of the 1400 materials used by the company.  The EMS proved successful for the first three years of the program, but reached a point of diminishing returns with the company experiencing difficulty in achieving its performance goal.  This period coincided with a time of declining profits during which company management found it difficult to justify the expenditures needed to achieve the 10% annual reduction goal.  Since that time, both the company performance objectives and the accounting system have been relaxed, and the environmental management program has been replaced by one that focuses more narrowly on compliance issues.
The corporate environmental policy is applicable to all organizational units worldwide.  It was revised in 1996 to reflect the company’s continuing efforts to identify and assess the environmental consequences of each part of their operations.  It also recognizes the importance of developing and maintaining standards of performance that not only comply with laws and regulations, but are consistent with corporate environmental values.  Environmental protection is identified as being the responsibility of each individual at Polaroid.  The company acknowledges environmental protection as an appropriate cost of doing business.  Key elements of the corporate environmental policy are:

· Consideration and assessment of the environmental impact of all business decisions.

· Recognition of the finite character of natural resources, and corporate responsibility to make optimum use of them through conservation, recovery and recycling.

· Designing products and processes to minimize environmental effects, including the reduction and elimination of harmful emissions at their source.

· Making ultimate disposal decisions with the objective of not overloading public facilities and natural ecological systems.

The company has expanded the original scope of its environmental policies to include areas such as toxic use and waste reduction, product stewardship, and endorsement of the principles of the CERES.

Polaroid uses three primary methods to measure the environmental performance of its operations:  an internal health, safety, and environmental audit program; an environmental scorecard that tracks major instances of noncompliance; and a toxic use and waste reduction program that provides information on a per unit of production basis.  In 1997, the company’s film assembly operation in the Netherlands became the first Polaroid operation to achieve certification to ISO 14001.
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ACRONYMS

AAC


Air Armament Center

AAP


Army Ammunition Plant

ABC


Activity Based Costing

ADM(IE)

Assistant Deputy Minister (Infrastructure and Environment) 

AETC


Air Education and Training Command

AIMD


Aircraft Intermediate Maintenance Department

APIC


Army Performance Improvement Criteria

ASD


Alternative Service Delivery 

ASOG


Air Support Operations Group


BRAC


Base Realignment and Closure Act

BSI


British Standards Institution

BX


Base Exchange

CEC


Commission on Environmental Cooperation
CEMP


Code of Environmental Management Principles

CEQ


Council on Environmental Quality

CERCLA

Comprehensive Environmental Response, Compensation and Liability Act

CERFA

Community Environmental Response Facilitation Act

CF

Canadian Forces

CINCUSNAVEUR
Commander-in-Chief, US Naval Forces Europe

CMA


Chemical Manufacturer’s Association

CMS


Compliance Management System

COMNAVACTUK
Commander Naval Activities United Kingdom


CSG


Council of State Governments

DCRS


Document Control and Records System

DfE


Design for the Environment

DLA


Defense Logistics Agency

DND


Department of National Defence

DoD


Department of Defense

DoDIG


Department of Defense Inspector General

DOE


Department of Energy

DOI


Department of the Interior

EA


Environmental Assessment

ECAMP

Environmental Compliance and Management Program

ECAS


Environmental Compliance Assessment

ECE


Environmental Compliance Evaluation

EIS


Environmental Impact Statement

EMAS


Eco Management and Audit Scheme

EMD


Environmental Management Department

EMR


Environmental Management Review

EMS


Environmental Management System

EMSA


EMS Agreement

EMSIP


EMS Incentives Project

EO


Executive Order

EPA


Environmental Protection Agency

EPCRA

Emergency Planning and Community Right-to-Know Act of 1986

EQA


Environmental Quality Assessment

ESH


Environmental Safety and Health

FAA


Federal Aviation Administration

FONSI


Finding of No Significant Impact

FRPTR

Federal Real Property Transfer Regulation

FTA


Federal Transit Administration


GETF


Global Environment & Technology Foundation

GIS


Geographic Information Systems

GSA


General Services Administration
HMMP

Hazardous Materials Management Plan

IAWG


Interagency Working Group on EMS/ISO 14000

IPR


In-Progress Review

ISMS


Integrated Safety Management System

ISO


International Organization for Standardization


IVRP


Incidental Violations Response Policy

LAP


Load, Assemble and Pack


MCB


Marine Corps Base

MNC


Multinational Corporation

MOD


Ministry of Defence 

MSWG

Multi-State Working Group on Environmental Management Systems

NADEP

Naval Aviation Depot

NAEM


National Association for Environmental Management 

NAES


Naval Air Engineering Station

NAS


National Aerospace Standard

NASA


National Aeronautics and Space Administration

NATO/CCMS

NATO Committee on the Challenges of Modern Society

NCP


National Oil and Hazardous Substances Pollution Contingency Plan

NDEMS

National Database on Environmental Management Systems

NEIC


National Enforcement Investigations Center

NELP


Navy Environmental Leadership Program

NEPA


National Environmental Policy Act

NETI


National Enforcement Training Institute

NHS


National Health Service

NIST


National Institute of Standards and Technology

NPS


National Park Service

NS


Naval Station

NTTA


National Technology Transfer and Advancement Act of 1995

NUWC

Naval Undersea Warfare Center

OB/OD

Open Burning/Open Detonation

ODUSD(ES)
Office of the Deputy Under Secretary of Defense (Environmental Security)

OEBGD

Overseas Environmental Baseline Guidance Document

OECD


Organization for Economic Cooperation and Development

OMB


Office of Management and Budget

OPPT


Office of Pollution Prevention and Toxics

P2


Pollution Prevention

P2OA


Pollution Prevention Opportunity Assessments

PPA


Pollution Prevention Act of 1990

PX


Post Exchange

RAB


Restoration Advisory Board

RCRA


Resource Conservation and Recovery Act

RDT&E

Research, Development, Test and Evaluation

RIF


Reduction in Force

RIPP


Regulatory Innovation Pilot Program

SDS


Sustainable Development Strategy

SEP


Supplemental Environmental Project

SGP


Strategic Goals Program

SOW


Statement of Work

TQM


Total Quality Management

TRI


Toxic Release Inventory

USAREUR

United States Army Europe

USD(AT)

Under Secretary of Defense (Acquisition and Technology)

USPS


United States Postal Service

UXO


Unexploded Ordnance

WR-ALC

Warner Robins Air Logistics Center
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Commission for Environmental Cooperation


Compliance Management Elements


Environmental Policy


Environmental Requirements


Objectives and Targets


Structure, Responsibility and Resources


Operational Control


Corrective/Preventive Action and Emergency Procedures


Training, Awareness and Competence


Organizational Decision Making and Planning


Document Control


Continuous Evaluation and Improvement





Benefits UK Government Organizations Can Expect From ISO 14001 Implementation


Reduced Environmental Impact


Compliance With Environmental Requirements


Increased efficiency and reduced costs


Improved Effectiveness of Existing Management Systems


Reduction in Energy and Resource Use


Waste Minimization


Better Management of Unforeseen Environmental Risks


Continuous Improvement in Environmental and Overall Performance


Enhanced Environmental Awareness and Public Involvement





UK Government Organizations


Implementing EMSs


Ministry of Defence


Her Majesty’s Custom and Excise


Department of Trade and Industry


Her Majesty’s Treasury


Department of Education and Employment





Elements of a CSG Policy Academy on EMS


Train state, national or business sector teams and NGOs on methodologies and protocols related to EMS development, implementation, assessment and operation.


Conduct research, dialogue, and information sharing programs on EMSs and the resources, monitoring strategies, oversight systems, and empowerment processes which support them.


Provide post-training technical assistance, technology transfer and other support for targeted national and international EMS programs and pilot projects.





Principle 4


EMS performance metrics can document improved environmental performance, which may enable regulatory agencies to achieve policy objectives more efficiently and improve communications with the public.





Principle 3


The quality of an EMS is linked to environmental performance achieved.





Principle 2


EMSs can serve as a supplementary tool that enables regulatory agencies to jointly achieve greater environmental protection.





Principle 1


EMSs should improve compliance with environmental laws, enable organizations to achieve performance beyond compliance with  legal requirements, and reduce environmental impacts from both regulated and unregulated activities.





NDEMS Preliminary Findings


EMS Use Embraced by Facilities of All Sizes


EMS Use Encourages Critical Self-Examination of Processes


Regulatory Compliance a Priority


Value of Multidisciplinary EMS Core Development Team


Pilot Project EMSs Focus on Compliance, Pollution Prevention





NDEMS Indicators


Environmental Performance


Environmental Conditions


Environmental Compliance


Costs and Cost Savings


Pollution Prevention


Interested Party Involvement





MSWG Member States


Arizona


California


Illinois


Indiana


Maine


Massachusetts


Minnesota


Missouri


North Carolina


Oregon


Pennsylvania


Texas


Wisconsin





Areas of Government Sector EMS Research


Do EMSs Provide an Efficient, Flexible Means of Addressing Regulated and Unregulated Environmental Aspects?


What is the Viability of a Tiered Approach to Environmental Regulation


Impact of EMS on Environmental Stewardship and Public Environmental Responsibility


EMS and Transparency of Environmental Information


Do EMSs Encourage Pollution Prevention, Minimize Need for Corrective Actions?


What is the Impact of Governmental Unit EMS Adoption?


Use, Competency and Integrity of Non-Government Auditors


How Does EMS Use Impact Regulator Workload and Efficiency?





Key Elements of the FAA Environmental Management System Review


Top Management Commitment and Support


Strategy, Policy and Goal Setting


Procedures and Action Planning


Environmental Organization and Structure


Roles and Responsibilities


Training and Awareness Programs


Performance Measures and Inspection/Verification Programs


Information Management Systems


Risk/Trend Analysis





NASA ISO 14001 Implementation


Preliminary Observations


Importance of Management Commitment


Complex Nature of NASA Operations


Potential for Significant Up Front Expenditures


Additional Training Requirements





Observations on EMS Implementation at


The Gaithersburg USPS Facility


Shift From Reactive to Proactive Management


Direct Employee Input Leads to Feeling of EMS Ownership, Greater Acceptance, Improved Implementation


Environmental Stewardship Improved


Standing with Regulators and Stakeholders Enhanced


Importance of Short, Easy to Understand EMS Documents





DOE ISO 14001 Lessons Learned


ISO 14001 Registration Costs are Reasonable


Contract Can Be Used as Vehicle for ISO 14001 Implementation


Fulfills CEMP, NTAA, DOE Internal Requirements


Integration of Environment, Safety and Health is Possible


Shifts Environmental Responsibility to All Employees


Enhanced Public Credibility and Trust


Individual Facilities Determine Whether to Seek ISO 14001 Certification 


Use Internal Expertise to Audit, Train Personnel 





Department of Energy Facilities Implementing an


ISO 14001 EMS


Hanford


Savannah River


Idaho National Engineering and Environmental Laboratory


Brookhaven National Laboratory*


Kansas City Plant


Nevada Test Site


Waste Isolation Pilot Project


West Valley


* Recently closed by Secretary Richardson





Potential EPA Regulatory Incentives Under H.R. 3448


Modify, Waive, or Replace Agency Rules, Requirements, Policies, or Practices


Use of a Tiered Regulatory Approach That Links Monitoring and Reporting Requirements to Environmental Performance


Extend Permit Terms, Expedite Issuance of Permits, or Provide Multi-Media Permits


Establish Facility-Wide Emission/Discharge Limits


Allow Third-Party or Self-Certification in Lieu of Frequent Regulator Inspection (Provided the Organization Has a Credible EMS in Place)


Employ Market-Based Strategies (Including Pollution Trading Credits) to Different Media.





Key Elements of a Compliance Focused EMS


Management Policies and Procedures


Organization, Personnel and Oversight of EMS


Accountability and Responsibility 


Environmental Requirements 


Assessment, Prevention, and Control 


Environmental Incident and Noncompliance Investigations


Environmental Training, Awareness, and Competence


Planning for Environmental Metrics 


Maintenance of Records and Documentation 


Pollution Prevention Program 


Continuing Program Evaluation and Improvement


Public Involvement/Community Outreach 





EPA Commitments Under the


Draft EMS Action Plan


Fully Integrate EMS Compliance Elements in Inspection, Enforcement, and Audit Programs


Promote Compliance Management Systems as Key EMS Element


Encourage EMSs as Supplemental Environmental Projects


Continue EMS Evaluation Programs


Development of Tools and Resources Needed to Support EMS Implementation





Draft EPA EMS Action Plan Goals


Promote Excellence in EMS Inside and Outside of EPA


Fuller Integration of EMSs Into Core Agency Programs


Promote Adoption of EMS Across Wider Range of Organizations





Aiming for Excellence Report


Promote Environmental Stewardship in Addition to Compliance


Use of Incentives to Encourage Movement Beyond Simple Compliance


Promote EMS Usage


Development of “Performance Track” to Reward Environmental Leaders





Conditions That Must Be Met for EPA Not to Seek (or to Reduce) Gravity-Based Penalties


Discovery of the Violation through an Environmental Audit or Due Diligence


Voluntary Discovery and Prompt Disclosure


Discovery and Disclosure Independent of Government or Third-Party Plaintiff


Correction and Remediation


Prevention of Recurrence


No Repeat Violations


Other Violations Excluded


Cooperation





Principles of CEMP


Management Commitment


Compliance Assurance and Pollution Prevention


Enabling Systems


Performance and Accountability


Measurement and Improvement





CEMP Definition of State of the Art EMS


The CEMP defines a state-of-the-art EMS as one that “ensures environmental performance will be considered as world-class or best-in-class by peers and stakeholders.”





Expected Benefits of a Sector-Based Approach to Environmental Protection


Integration of Multimedia, Sector-Specific Issues to Develop Environmentally Beneficial, Cost Effective Solutions


Promotion of Pollution Prevention


Prevention of Cross-Media Pollution Transfers


Accurate, Readily Accessible Environmental Data


Voluntary, Beyond Compliance Performance Goals


More Effective, Efficient Agency Operations - Permitting, Rulemaking, Policy Development, Compliance and Enforcement





StarTrack Program Criteria


Comprehensive Compliance Audit


EMS Audit


Third-Party Review of Audit Findings


Publicly Available Environmental Performance Report





Design for the Environment Principles


Incorporate Consideration of ESH Risks into Business Decisions


Evaluate Use of Cleaner Processes


Evaluate Use of Innovative Technologies


Evaluate Work Place Practices





Municipalities EMS Participants


Town of Londonderry, NH Public Works 


City of Lowell, MA Wastewater Treatment Facility 


Wayne County, MI Wastewater Treatment Facility 


City of Indianapolis, IN Public Works 


Massachusetts Corrections Institute – Norfolk 


City of Gaithersburg, MD Public Works 


Lansing, MI Board of Water & Light, Electric Generating Facility


City of Scottsdale, AZ Municipal Government 


New York City, NY Transit Authority/Capital Project Management





EMR Areas of Inquiry


Organizational Structure


Management Commitment


Staff Resources, Training, and Development


Formality of Environmental Programs


Internal and External Communications


Program Evaluation, Reporting, and Corrective Action


Environmental Planning and Risk Management





Project XL Criteria


Produce Superior Environmental Results


Provide Incentives to Both Project Sponsors and Regulators


Have Strong Stakeholder Support


Be Innovative and Use Pollution Prevention


Provide Easily Transferable Lessons Learned


Demonstrate Feasibility


Accountability Through Monitoring, Reporting and Evaluation


Avoid Shifting Burden of Environmental Risk





EPA Position on EMS Use


EPA supports and encourages:


The Use of EMSs That Focus on Improved Environmental Performance and Compliance, and Source Reduction (Pollution Prevention) and System Performance


The Development of Quality Data on EMS Performance 


EMS Development in an Open, Inclusive Manner With Stakeholders


Maintaining Accountability for Performance Outcomes Through Measurable Objectives


Public Availability of EMS Performance Data


Testing of EMSs to Assess their Impact on Performance





ISO 14001 Implementation at NADEP North Island 


Mature Pre-ISO Program – Strong Environmental Planning


Pre-ISO Program Weakness - Lacked Integration of Media Specific Programs


Strong Management Support for ISO 14001


Third Party Certified May 1999


Document Control and Record System Key Element of Program


Incremental Approach to Implementation


Realignment of Personnel Roles, Responsibilities Under ISO 14001


Additional Training Requirements


Improved Risk Reduction 


Improved Environmental Ethic Outside of Environmental Department


Better Integration of Environment in Decision Making





ISO 14001 Implementation at Radford AAP 


Mature, But Unformatted Pre-ISO Program 


Pre-ISO Program Weakness – Employee Awareness of Environmental Impacts of Operations 


Strong Army and Operating Contractor Management Commitment to ISO 14001 – Eventual Self-Certification Possible – Perceived Competitive Benefits


Incremental Approach to Implementation – Rolled Powder, Powerhouse, Bioplant Operation


Collateral Duty Responsibility for ISO 14001


Additional Training Requirements


Greater Effort and Time Commitment Than Expected


Improved Risk Reduction 


Cultural Resistance to Change


Better Integration of Environment in Decision Making





ISO 14001 Implementation at NAES Lakehurst 


Mature Pre-ISO Program 


Pre-ISO Program Weakness – Pollution Prevention, Employee Awareness of Environmental Impacts of Operations, Documentation 


Strong Management Commitment to ISO 14001


Self-Declare or EPA EMR Summer 2000


Fence-to-Fence Implementation 


Collateral Duty Responsibility for ISO 14001


Additional ISO Training Requirements


Significant Effort Developing SOPs


Improved Risk Management Reduction 


Cultural Resistance to Change


Better Integration of Environment in Decision Making


Expect Improved Regulator Relationship








ISO 14001 Implementation at Tobyhanna Army Depot


Mature Pre-ISO Program With Strong Pollution Prevention, Monitoring, Training Programs


Pre-ISO Program Weakness – Documentation and Written SOPs


Strong Management Commitment to ISO 14001


Eventual Fence-to-Fence Implementation 


Self-Declaration September 2000


Collateral Duty Responsibility for ISO 14001


Significant Effort Developing SOPs


Competition for Staff Time and Training Resources


Improved Tracking of Environmental Risks 


Better Integration of Environment in Decision Making





ISO 14001 Implementation at Letterkenny Army Depot


Open, Mature Pre-ISO Program – Excellent Rapport With Stakeholders


Pre-ISO Program Weakness – Document Control, Compliance Focused, Reactive in Nature and Written SOPs


Variable Support for ISO 14001 - Strong Upper Management , Shop Level Commitment, But Resistance at Mid-Level Management


Fence-to-Fence Implementation, Tied to Existing ISO 9000 System


RIF Slowed Progress of Implementation


Likely Self-Declaration - Possible Third Party Certification – Foreign Military Sales as Driver


Change in Environmental Roles, Responsibility for ISO 14001 Implementation


Improved Documentation - Regulator Attempt to Use EMS Documentation for RCRA Enforcement Purposes


Additional ISO Training Requirements





EMS Implementation at Eglin AFB


Implemented Tailored EMS, not ISO 14001


Strong Management Commitment for Participation in Pilot Study


Incremental Approach to Implementation – No Plans to Seek Certification


EMS Served to Formalize and Document Existing Environmental Program


Improved Document Control System – Most Difficult and Beneficial Aspect


EMS Incorporated Into Training Program


Little Impact on Overall Environmental Performance Other Than Positive Impact on Risk Management





ISO 14001 Implementation at NUWC Newport


Pre-ISO Program Characterized as Not Being Strong


Strong Management Commitment to ISO 14001


Fence-to-Fence Implementation 


Seeking Independent, Third-Party Certification – Pre-Assessment Spring 2000


Increased Employee Awareness of Environmental Impacts of Operations


Enhanced Interdepartmental Communication


Improved Environmental Planning


Web-based ISO 14001 Training Modules Developed


Significant Effort to Develop Clear Understanding of Standard, Document Control System, SOPs





EMS Implementation at Yuma PG


Pre-EMS Program Strengths – Compliance 


Pre-EMS Program Weaknesses – Performance Indicators, Document Control


Management Commitment Strong, Legal Staff Resistant to ISO 14001 – Hindered Extent of Implementation


Incremental Approach to Implementation – Environmental Office


Significant Effort to Communicate ISO Requirements Through Installation


Additional ISO-Specific Training Requirements


Development of SOPs and Implementation Will Continue 


Improved Document Control System





ISO 14001 Implementation at NUWC Keyport


Pre-ISO Program Strengths – Compliance Posture, Authority Given to Program Managers


Pre-ISO Program Weaknesses – Program Integration, Conflicting Goals, Level of Funding


Incremental Implementation of ISO 14001 - Environmental Division


RIF Has Hindered Implementation – Little Progress Made


No Plans to Seek Full Implementation – Resource Constraints


Implementation Has Improved Risk Management and Environmental Project Tracking





EMS Implementation at MCB Camp Lejeune


Strong, Proactive Pre-ISO 14001 Program


Strong Management Commitment to EMS 


Many Elements of ISO 14001 Already in Place


Chose to Strengthen Existing EMS Based on ISO 14001 Rather Than Implement


Will Not Seek Third-Party Certification


EMS Implementation Did Not Significantly Affect Risk Management or Relationships With Regulators and the Public


Additional Tool to Evaluate Operational Impacts, Assign Priorities


Integration of EMS With the Current Funding Class System Necessary Before Full Benefits Can Be Realized





ISO 14001 Implementation at Sheppard AFB


Strong Pre-EMS Program


Strong Management and Shop-Level Support for Implementation


Fence-to-Fence Implementation Planned


No Plans to Pursue Certification


ISO-Dedicated Staff Member, Collateral Duty Personnel


Turnover Rate of Environmental Staff a Difficulty 


Excessive Documentation Requirements


Increased Involvement of Shop Personnel and Use of Fall Out Funds for Pollution Prevention as Benefits


No Improvement in Relationships With Regulators or Public


Better Integration of Environmental Issues in Decision Making Process





ISO 14001 Implementation at Fort  Lewis


Mature Pre-ISO 14001 Program – Compliance Focused


Pre-ISO 14001 Program Weakness – Not Well Integrated


Incremental Approach to Implementation – Public Works Department – Eventual Fence-to-Fence


Management Commitment to ISO 14001


Acceptance By Lower Level Personnel, Document Control and Records Management as Difficulties


Third-Party Certification Audit Set for August 2000 – CA and A-76 Processes as Drivers


Increased Awareness of Environmental Impacts of Operations by Process Owners


Improved Document Control 


Integration of Environmental Considerations into Decision Making


Improved Risk Identification and Management





ISO 14001 Implementation at Robins AFB


Strong Pre-ISO Program – Most Elements of ISO 14001 Already in Place


Strong Management Support for Implementation


Not Seeking Certification to ISO 14001


Implementation at All Organizations Except DRMO and Commercial Activities


Implementation Difficulties Included Educating Personnel on ISO, Obtaining Buy-In, and Document Control


Program Continuity Improved


Improved Compliance and Risk Management Reported


Strong Local Community, Regulator Support for ISO 14001





Management System Implementation at Fort Bliss


Adopted Army Performance Improvement Criteria (APIC) in 1995


Initial Strong Management Support for ISO 14001


Lack of Monetary Resources Setback ISO 14001 Progress


APIC Functions as Management System


APIC Implementation Reportedly Resulted in Cost Savings/Avoidance of $3 Million in 1997 and 1998 


Partial One Time ISO 14001 Implementation Costs of $76,700





ISO 14001 Implementation at NAS Whidbey Island


Strong Pre-ISO Program


Pre-ISO Program Weaknesses Included High Turnover Rate, Lack of Procedural Documentation


Initial Strong Management Support for Implementation


Original Intent Fence-to-Fence Implementation – Required by State for EMS Regulatory Incentive


Personnel and Funding Constraints Limited Eventual Extent of Implementation


No Plans for Certification 


Improved Resource Allocation, Planning, Document and Records Management


Increased Awareness of Environmental Impacts of Operations


Top Management Involvement in Environmental Decisions


Significant Effort to Implement - Funding, Time, Training, and Staffing Constraints


Difficulties Include Document Control, Corrective and Preventive Action. 





ISO 14001 Implementation at NAVSTA Mayport


Strong Pre-ISO 14001 Program – NELP East Coast Base


Pre-ISO 14001 Program Weakness – Information Dissemination at all Levels


Initial Plan for Fence-to-Fence Implementation; Chose Incremental Approach 


Collateral Duties Required for ISO 14001


Has Not Reached Implementation Stage – Mission Capabilities Upgrade within AIMD Delayed Initial Attempt, Desire for Clear CNO Guidance on Final Implementation Requirements


Communication of ISO Requirements More Difficult Than Anticipated


Pilot Study Has Not Affected Compliance Status, Risk Management, Pollution Prevention or Environmental Stewardship





EMR Report - Federal Facility EMS Strengths


Personnel Acknowledge Environmental Responsibilities and are Committed to Protecting the Environment


Environmental Performance Routinely Assessed


Agencies Participate in Cooperative Programs With Other Organizations


Environmental Considerations Generally Incorporated into Planning Process





EMR Report –Federal Facility EMS Areas of Improvement 


Lack Adequate Staff, Training Resources


Lack Formal Environmental Management Programs


Facilities Lack Specific Environmental Policies, Goals, Objectives and Targets


Lack Commitment to Environmental Performance Going Beyond Compliance


Work Being Performed Does Not Match Job Descriptions


Lessons Learned Not Effectively Shared Within Facility or Agency


Line Workers Allowed Little Input Into Policy Development


Tenant Organizations Not Held Responsible for Conforming With Environmental Requirements


Management Not Fully Aware of Tasks Being Performed to Minimize Environmental Impacts
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