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Note: This template is intended only as a guide for installations to use in developing their own procedures.  Installations should add, delete, and/or modify the language and structure as necessary in order to meet the needs of their individual EMS programs.

1. 0 Purpose and Scope

The purpose of this procedure is to identify the significant environmental aspects of the activities, processes, and/or services associated with (Installation Name) in order to set objectives and targets for (Installation Name)’s Environmental Management System (EMS).  The objectives and targets for significant environmental aspects will then be achieved through the implementation of Environmental Management Programs (EMPs).

This procedure will be applied to all activities, processes, and/or services within the scope of the EMS that have aspects that are under the direct control or influence of (Installation Name). It is applied equally to those aspects within the scope of the EMS at (Installation Name) that may originate from external sources.

This procedure also satisfies the requirement in Section 4.3.1 of ISO 14001 for identifying environmental aspects.

2.0 Definitions

The following definitions are meant to help explain terms used throughout this procedure.  

Activities, Products, and Services:  Term used to encompass the everyday activities of an installation.  Includes, but is not limited to: training on ranges; munitions testing; construction and renovation of real property; manufacturing activities; commercial services, such as dry cleaning, photo processing, etc.; wash rack operations; grounds maintenance; vehicle maintenance; etc. 

Cross Functional Team:  Team of facility personnel representing various installation activities and tenants selected by the Garrison Commander to serve as EMS experts and representatives for the various functional areas on the installation.  The team’s responsibilities are to gather, organize, and disseminate information; develop EMS procedures; advise, coordinate, facilitate, and monitor EMS implementation; and perform the gap analysis.
Environmental Aspect:  An element of an activity, process, or service that can interact with the environment. (Note: The environmental aspect of an activity is that part of the activity that creates a possibility for an environmental impact.  As such, it is equivalent to the concept of hazard, in safety, which is also defined as the mere possibility of a negative event.)

Significant Environmental Aspect:  An environmental aspect that has, or can have, a significant environmental or mission impact (i.e., one that can potentially cause a significant environmental or operational impact.).

Environmental Impact:  Any change to the environment, whether adverse or beneficial, wholly or partially resulting from the facility’s activities, processes, or services. (Note: A potential environmental impact is equivalent to the concept of risk, in safety, which assigns a probability and consequence to the possible negative event that may result from a hazard.)
3.0 Procedure

The following approach will be utilized by (Installation Name) Environmental Management Division personnel, in coordination with the Cross Functional Team (CFT), to identify the significant environmental aspects associated with installation activities, processes, and/or services.

3.1  Define/Identify Activities, Operations, Products, and Services

Initial identification of activities, products and services will begin with the EMS Management Representative (EMSMR) and CFT identifying every organization that resides on the installation.  From there a designated Environmental Program Manager (EPM), or an equivalent from each of the organizations, will be contacted to help create a baseline of the activities, products and services that are within the scope of the EMS, and that have the possibility of interacting with the environment together with their environmental aspects and potential impacts.  Each activity will have one or more aspects associated with it; likewise, each activity and aspect will have one or more environmental impacts assigned.

The baseline list, in spreadsheet format, will include activities, products, and/or services that exhibit aspects that will be further considered for their significance by the EMSMR and CFT.  Any aspects that result from activities, products, or services controlled or influenced by the installation or tenant will be evaluated for significance.  In addition to identifying each activity and aspect, the baseline list must also include information on the potential environmental impact(s) associated with each activity.  

A number of sources may contain relevant and applicable information that can be used by the EPMs to assist in the development of the baseline list.  These sources include, but are by no means limited to: installation operation plans; records of emergency response activities or environmental release incidents; environmental impact statements; range assessments; permit applications; etc.  

Regardless of the information gathered from these sources, experienced personnel will need to supplement the collected information with additional data.  (Installation Name) will collect this additional data by:

· Brainstorming – Functional managers with a detailed knowledge of (Installation Name)’s specific activities, operations, processes, and services will be assembled.  This brainstorming team will meet to review (Installation Name)’s operations and reflect upon the likely sources of environmental implications (the aspects).  Daily installation activities will be considered first, followed by activities that occur on a less frequent basis.  Functional managers assembled for the brainstorming will include at a minimum:  the Air Program Manager with information on the installation’s Clean Air Act permits and air emissions inventory; the Directorate of Public Works and the Hazardous Waste Manager with information on the installation’s hazardous waste and materials management and inventory; and range control personnel with knowledge of (Installation Name)’s operational range activities.

· Facility Walk-through – A physical walk-through of all areas and operations serves as a visual “trigger” to ensure that activities that should be included in the analysis are not inadvertently overlooked.  Typically, the walk-through team would visit each work area within (Installation Name) and visually identify all of the activities, operations, processes, and services that could contribute environmental aspects.  After the walk-through, the team would compare its list of “contributors” against the initial list and make necessary adjustments.  This effort requires that sufficient time be allowed for a thorough survey of all installation activities.  

The following activities must be included in the baseline list of activities, processes, and/or services prepared by installation EPMs:

· Those activities that have obvious regulatory or other requirements;

· Those activities that have visible impacts on the environment; and

· Those activities that may not have visible impacts, but are known to potentially cause harm to the environment or human health.

The following activities do not need to be included in the baseline list of activities, processes, and/or services prepared by installation EPMs:

· Those activities that have minor and temporary impact on the environment;

· Those activities that have been previously declared by qualified, competent experts to be insignificant; and

· Those activities that do not satisfy any of the criteria as outlined above.

3.2  Define/Identify Aspects and Impacts

Once the baseline spreadsheet of activities, products, and services and their associated environmental aspects and impacts is completed, it is provided to all program managers of (Installation Name)’s Environmental Management Division (EMD) and the cross functional team, for review.  The program managers will review this baseline list against existing environmental programs to determine its accuracy and provide feedback on baseline environmental aspects.  EMD will also assist the EMSMR and CFT in refining the description of each of the potential environmental impacts associated with the aspects identified in the baseline list.  

The aspects related to activities, products, and services that should be cataloged include both those that can be directly controlled as well as those that can be influenced.  It is important to remember that these aspects are only those from the organization’s activities, products, and services that fall within the scope of the EMS.  The determination of aspects is made by following a sequence of questions:  

1) What is the scope of the EMS?  

2) What are the activities, products, and services within that scope?  

3) What are the aspects of these activities, processes, and services?  

4) Which of these aspects can be directly controlled?  

5) Which of these aspects can be influenced?  Those that can neither be directly controlled nor influenced should not be included in the EMS.

(Installation Name) will identify and address any impacts that may have a cumulative effect.  This is especially important because a large number of different activities, processes, or services may produce a common impact. Individually, the impacts from these activities may be low, but in some cases, the cumulative impact may be significant. 

3.3 Determining Significance

There are multiple ways to determine the significance of aspects.  They range from brainstorming to numerical scoring aspects.  Appendix A provides an example of a numerical rating system that is further explained in the U.S. Army EMS Implementers Guide. 
Note: Installations need to determine the methodology that will be used to determine significance and place that methodology here.
3.4 Distribution of Findings

Once the spreadsheet identifying significant aspects has been updated it will be sorted by organization and distributed to the appropriate program manager for review and comment.  Once comments have been received, the EMSMR will incorporate revisions and will then be responsible for finalizing the list.

The finalized list of significant environmental aspects must be staffed up the appropriate chain of command for approval by the Garrison Commander.  Once approved, this list will serve as the primary input to the EMS Procedure for Setting Objectives and Targets.

3.5 Review of Identified Activities and Associated Aspects

This procedure will be reapplied at least biennially to maintain the currency of the EMS, and to ensure that the (Installation Name) EMS identifies and adequately addresses all activities and their associated significant aspects.  

3.5.1
Evaluating New/Modified Activities, Processes, and/or Services

Whenever a new activity, product, and/or service is initiated, or an existing activity, product, and/or service is modified, the appropriate Directorate or Tenant of (Installation Name) will route information on the new or modified activity, product, or service to EMD for an evaluation to ascertain if any significant environmental aspects have been introduced and/or modified. 

Additionally, (Installation Name)’s National Environmental Policy Act (NEPA) coordinator, or an equivalent, will route pertinent information on new or modified projects to the EMD for an evaluation to ascertain if any significant environmental aspects have been introduced and/or modified, and to make necessary adjustments in the EMS.

Newly identified significant aspects will be added to the EMS in accordance will all applicable EMS procedures.

3.4.2
Evaluating Aspects from External Sources

This procedure is also applied to aspects that originate from external sources (e.g., suppliers).  Significant environmental aspects at (Installation Name) that originate from such sources shall be managed like all other significant environmental aspects.  (Installation Name) may exercise its influence over those aspects by taking steps to notify those external parties to mitigate any aspects that may reasonably be mitigated at the source. Where no such influence is deemed to exist, or where mitigation at the source is infeasible, (Installation Name) will address such aspects in the installation’s EMS.  While these products may originate with external sources, they must still be from activities, processes, and services that fall within the scope of (Installation Name)’s EMS.

4.0 Records

The EMSMR is responsible for maintaining the records that result from this procedure.  These records may include, but are not limited to: 

· Spreadsheets listing all of (Installation Name)’s activities, processes, and services; their associated environmental aspects; and their associated potential environmental impacts. The spreadsheets should be split into significant and non-significant impacts and grouped by aspect. Aspects with regulatory or other legal requirements are noted as such. 

· Documentation of the method used to ascertain which environmental aspects are significant. 

· Documentation of any legal and other requirements as applicable. 

Refer to (Installation Name)’s EMS Procedure for Documentation and Records Management for further details on document retention.

Appendix A Determining Significance of Aspects.

Once (Installation Name) has identified all environmental aspects and impacts associated with its activities, processes, and/or services a determination as to the level of significance for each impact will be made.  Because the relative significance of an impact can vary widely from operation to operation there are no mandatory guidelines for determining significance.  However, (Installation Name) will employ a numerical rating system for determining the significance of each identified environmental impact.  (Installation Name) will take into consideration the following criteria when evaluating an impact’s potential for harm:

Criteria for Scoring the Likelihood of Impact Occurrence
	Scoring Scale
	Likelihood Considerations

	5 = Continuous (Ongoing or Daily)

4 = Frequent (Weekly)

3 = Infrequent (Monthly)

2 = Seldom (Quarterly)

1 = Unlikely (Yearly or Longer)
	· Frequency of the activity.  How often is this activity repeated?

· Frequency of the Aspect.  How often does the environmental aspect occur given the frequency of this activity?

· What is the probability that any one instance of the environmental aspect will result in an environmental impact?
· What programs and controls are currently in place that reduce the likelihood of this impact from occurring?  


The question that should be asked when applying the criteria above is: How often will this impact occur for this activity given the effectiveness of current controls and management programs that are in place?  We are evaluating the frequency or likelihood of the impact occurring, not the frequency of the activity that is causing the impact.
Criteria for Scoring Environmental Impacts 
	Environmental Impact Scale

(i.e., If the impact were to actually occur, what would be the severity?)
	Environmental Impact Considerations

These general characteristics should be taken into account when determining environmental impact 

	5 = Severe / catastrophic – very harmful or potentially fatal; great effort to correct and recover

4 = Serious – harmful but not potentially fatal, difficult to correct but recoverable

3 = Moderate – somewhat harmful, correctable

2 = Mild – little potential for harm

1 = Insignificant – trivial harm / consequence
	· Hazard: The relative hazard that the impact may have on the environment (e.g. including attributes such as toxicity, exposure routes in the environment, mobility of a compound in the environment, persistence or bioaccumulation, etc.).
· Quantity: Generally the amount of the agent causing the impact (e.g. quantity of pollutant emitted, gallons of water consumed, etc).
· Duration: Pertains to the length of time that the environmental impact will be felt by affected entities (e.g. noise impacts are generally short term while contamination of an aquifer with lead or perchlorate generally creates a long-term impact).
· Geographic Boundaries: Reflects the size of the physical area in which the impact occurs (e.g. a 10 gallon diesel spill may affect a few cubic feet of soil while contamination of a local river with sediment or pollutants may impact the ecosystem of an entire watershed).

· Proximity of impact to people or sensitive environmental receptors or targets: consider the closeness of the impact to sensitive environmental receptors such as those listed below:
· Cultural resources: Threatens (i.e., mild or moderate), disturbs / damages (i.e., serious) or destroys (i.e., severe) historic properties, cultural landscapes, cultural items, archeological resources, Indian sacred sites, cemeteries, etc.

· Natural / ecological resources: Threatens (i.e., mild or moderate), alters (i.e., moderate or serious) or destroys (i.e., severe) sensitive natural and ecological resources such as wetlands, threatened & endangered species, critical habitats, sole source aquifers, etc.

· People: Poses acute (i.e., severe), chronic (i.e., serious or moderate), or temporary (i.e., mild or insignificant) risks to human health because of the impact’s proximity to schools, public stakeholders, troops, hospitals, housing, recreational areas, drinking water, etc.


The questions that should be asked when applying the criteria above are: If the impact occurs, what will be the probable environmental impact, given existing programs and controls, from among those listed?  Which severity factor listed in the left column of the table above best characterizes the magnitude of these consequences?  
Risks to mission will be determined using one of the following tables depending on where the activity occurs.  The first table, titled Criteria for Scoring Training Impact on Army Training Ranges, will be used to determine impacts associated with activities occurring on (Installation Name)’s training ranges.  The second table, titled Criteria for Scoring Mission Impacts (Non-Training Range), will be used to determine mission impacts for activities occurring in the cantonment area.
Criteria for Scoring Training Mission Impact on Army Training Ranges
	Training Impact Scale

(i.e., If the environmental impact were to actually occur, what would be the training impact?)
	Training Impact Considerations

These general training restrictions should be taken into account when determining the training impact score.

	5 = Loss of ability to accomplish training (Automatically Significant)
	· Training Area Restrictions - Range / training lands off-limits to training activities.

· Activity Restrictions - Driving, digging positions, use of smoke, etc., off limits due to environmental restrictions.  (The activity cannot occur due to environmental

restrictions.)
· Intensity Restrictions - Number of times an activity may be repeated is restricted due to environmental restrictions.  (An activity may be performed, but the number of times in a given period is limited by environmental restrictions.)
Duration Restrictions - Environmental restrictions limit how long an activity may be performed.  (An activity may occur, but the length of time each activity can be performed is limited by environmental or other restrictions.)
· Permanent Deactivation of the Range - Range or training land removed from active use due to environmental issues.

· Temporary Rehabilitation of the Range - Loss of total range or training land temporarily for the purposes of rehabilitation (UXO, scrap cleanup).

· Mission Essential Task List (METL) Accomplishment - Environmental Restrictions that prevent training METL tasks to standard, or force METL tasks to be trained at another installation or training site.

· The Availability of Alternative Facilities / Ranges – Training can occur on a tactically equivalent range.
· Introduction of Procedures That Are Non Standard and Incompatible with Mission Training Plans (MTP) – Environmental restrictions or requirements cause “work arounds” or introduce behaviors that are not compatible with training requirements.
· Future Training Restrictions – Will lead to restrictions of known or potential future missions (i.e., post transformation, new weapon systems, future restationing of units, etc.).
· Costs – Diversion of missions of dollars to fund mitigation of environmental issues.

· Personnel - Diversion of mission personnel as labor to mitigate environmental issues.

	4 = Serious training restrictions / impacts (Automatically Significant)
	

	3 = Moderate training restrictions / impacts
	

	2 = Minor training restrictions / impacts
	

	1 = Insignificant training restrictions / impacts
	

	0 = No training restrictions / impacts
	


Criteria for Scoring Mission Impacts (Non-Training Range)

	Mission impact severity scale

	5 = Loss of ability to accomplish critical mission or near mission failure.

	4 = Severely degraded mission capability or serious mission restrictions.

	3 = Moderate mission restrictions.

	2 = Minor mission impacts or restrictions.

	1 = Insignificant mission impacts or restrictions; alternative courses of action are available.

	0 = No mission impacts or restrictions.


The questions that should be asked when applying the criteria above are: If this environmental impact actually occurred, what would be the probable training or mission impacts from among those listed in the tables?  Which severity category listed in the table best characterizes the magnitude of these consequences?  
Criteria for Regulatory Impact
	Regulatory Impact Scale

	5 = Regulated – mandated by a Federal, host nation, state or local government agency (Automatically Significant).

	4 = DoD / Army policy – required by Army / DoD regulation or policy.

	3 = Regulated in the future – not currently mandated by a government agency, but is either under published proposal or approaching a regulatory threshold.

	2 = Army-Wide Best Management Practice or Guidance

	1 = Facility Best Management Practice

	0 = No Applicable Requirements


The question that should be asked when applying the criteria in the criteria above: If this environmental impact actually occurred, what would be the regulatory impact?  

Criteria for Scoring Community Concerns
	Community Concern Scale

(i.e., If the environmental impact were to actually occur, what would be the community response?)
	Community Concern Considerations

These general considerations should be taken into account when determining the community concern score.

	4 = Public anger / lawsuits
	· Lawsuits

· Obstruction efforts

· Number and scope of community complaints

· Negative / positive press coverage

· Citizen generated congressional or regulator interest

· Level of constructive interaction with the community

	3 = Serious community concern
	

	2 = Some community concern
	

	1 = Community is unconcerned but could easily become concerned
	

	0 = Community not likely to become concerned
	


The question that should be asked when applying the criteria above is: If this environmental impact actually occurred, what would be the likely community response?
Significance Score = (Likelihood x Environmental Impact) + (Likelihood x Mission Impact) + Regulatory Impact + Community Concern

Two of the factors – environment and mission – are given extra prominence in the analysis by weighting their contribution to the overall significance score for a given aspect. This is done by multiplying the impact value for each of these two factors by the likelihood that the impact will occur. Likelihood refers to how often an environmental impact is expected to occur. It incorporates the frequency of the activity, the frequency of the environmental aspect, and the probability that an impact will occur with each repetition of the aspect.

The overall significance score represents a relative ranking of the environmental impacts with the installation establishing an installation-specific cutoff score. Those aspects above the cutoff score are labeled significant and must be considered when establishing objectives and targets.  (Refer to the EMS Procedure for Setting Objectives and Targets. 

Separately, there are three criteria tests for determining significance of impacts at (Installation Name).  If ANY of the below three criteria are met, the aspect will be considered automatically significant: 

· The calculated impact score is greater than the installation determined cutoff score.  (Installation Name) has set the cutoff score at (XX).

· The mission impact score is “4” or “5.”

· The regulatory impact score is “5”.
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