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ANALYSIS OF FORT SAMPLE ENVIRONMENTAL MANAGEMENT SYSTEM AGAINST ISO 14001
EXECUTIVE SUMMARY

Fort Sample is responsible for enhancing Army operational readiness by effectively managing and conserving environmental resources, ensuring compliance, and supporting global environmental stewardship.  As part of this ongoing responsibility Fort Sample must ensure it meets the requirements of Section 401 (a) of EO 13148, Greening the Government Through Leadership in Environmental Management (April 2000), which requires all federal agencies to perform a self-assessment using a recognized Environmental Management System (EMS) framework as a benchmark.  HQDA has chosen ISO 14001 as the benchmark EMS framework.

Accordingly, this report analyzes the current environmental program established by Fort Sample policy directives, instructions, and guidance against the ISO 14001 EMS Standard.  This report identifies the similarities, as well as the gaps, between Fort Sample’s Environmental Program and ISO 14001 to illustrate relative levels of alignment and conformance. Based on an analysis of the findings, the Fort Sample Environmental Program does not fulfill the majority of requirements of a conforming ISO 14001 EMS.  Selected key areas of enhancement necessary for full conformance to prescribed EMS guidelines include:  

· Commitment and Policy – Fort Sample must develop a draft EMS policy.

· Planning – Fort Sample has not identified the environmental impacts of their documented aspects, established objectives and targets based on the identified impacts, or established programs to achieve established objectives and targets. 

· Implementation and Operation – Fort Sample has designated a specific management representative for EMS but has not yet defined and documented roles, responsibilities or authorities for EMS implementation.  Fort Sample must develop and implement EMS training programs and responsibilities, procedures for internal communication and receiving, documenting and responding to communication from external interested parties, and EMS document control.

· Checking and Corrective Action – Fort Sample has a strong checking and corrective action programs through the Environmental Compliance Audit System (ECAS).  Procedures for monitoring and measurement, nonconformance and corrective and preventive action and environmental auditing are outlined in the ECAS.  The ECAS, however, is a compliance-driven program.  Fort Sample must revise the ECAS to make it more performance and quality-driven vice compliance-driven.  Fort Sample must also develop procedures for identification, maintenance and disposition of environmental records.

· Environmental Management Review – Fort Sample must develop procedures and implement those procedures for top management review of the EMS.

A summary of the Fort Sample EMS review findings and observations is provided in the table on page 15 of this report.


ANALYSIS OF FORT SAMPLE ENVIRONMENTAL MANAGEMENT SYSTEM AGAINST ISO 14001

1.0  BACKGROUND:    The U.S. Army is responsible for enhancing Army operational readiness by effectively managing and conserving environmental resources, ensuring compliance, and supporting global environmental stewardship.  As part of the this ongoing responsibility in this area, Fort Sample must ensure it meets the requirements of the series of new Executive Orders (EOs) for the “Greening of Government” and incorporate them into future Fort Sample environmental compliance and pollution prevention programs.

Of particular relevance, Section 401 (a) of EO 13148, Greening the Government Through Leadership in Environmental Management (April 2000), requires all federal agencies to perform a self-assessment using a recognized Environmental Management System (EMS) framework as a benchmark.  HQ AMC has chosen ISO 14001 as the AMC benchmark EMS framework.  ISO 14001 is an international standard that provides an organization with an EMS framework to proactively manage its environmental responsibilities and reduce its environmental impacts.

Accordingly, this report analyzes the current environmental programmatic infrastructure established by Fort Sample policy directives, instructions, and guidance against ISO 14001 EMS.  This report identifies the similarities between Fort Sample’s Environmental Program and ISO 14001 to illustrate relative levels of alignment and conformance.  Additionally, areas of nonconformance or “Gaps” between existing Fort Sample programs and the provisions of ISO 14001 are highlighted.

Specific objectives of the analysis encompass the following:

· Identify the level of alignment and conformance of Fort Sample’s Environmental Programs with the elements of ISO 14001.

· Evaluate the results of the Fort Sample EMS review to understand possible conflicts between existing Fort Sample environmental requirements and ISO 14001.

· Provide input to the development of a formalized implementation plan, where necessary, to address EMS gaps and facilitate system integration.

2.0 ANALYSIS  The discussion below describes the conformance and nonconformance of the Fort Sample Environmental Program relative to the specifications of the International Organization for Standards (ISO) 14001 standard.

2.1 ENVIRONMENTAL POLICY

ISO 14001 requires: 

Top management shall define the organization’s environmental policy and ensure that it:

a) Is appropriate to the nature, scale and environ​mental impacts of its activities, products or services;

b) Includes a commitment to continual improvement and prevention of pollution;

c) Includes a commitment to comply with relevant environmental legislation and regulations, and with other requirements to which the organization subscribes;

d) Provides the framework for setting and reviewing environmental objectives and targets;

e) Is documented, implemented and maintained, and communicated to all employees; 
f) Is available to the public.
CONFORMANCE – Fort Sample has an environmental program in place.  However, they do not have an environmental policy and therefore are not in conformance to this element of the standard.

NONCONFORMANCE – Fort Sample must develop an environmental policy.  Once Fort Sample develops and issues an environmental policy that meets requirements a-f above; Fort Sample will be in full conformance with this ISO 14001 requirement.

2.2 PLANNING

2.2.1 Environmental Aspects
ISO 14001 requires: 

The organization shall establish and maintain (a) procedure(s) to identify the environmental aspects of its activities, products or services that it can control and over which it can be expected to have an influence, in order to determine those which have or can have significant impacts on the environment.  The organization shall ensure that the aspects related to these significant impacts are considered in setting its environmental objectives.

The organization shall keep this information up‑to‑date. 

CONFORMANCE - Fort Sample is not in conformance to this element of the standard. 

NONCONFORMANCE – Fort Sample has not developed an EMS and therefore has not identified its aspects and impacts.  Fort Sample must first develop a procedure for identifying and ranking their aspects and then implement that procedure to identify their significant aspects.

2.2.2 Legal and Other Requirements 

ISO 14001 requires:

The organization shall establish and maintain a procedure to identify and have access to legal and other requirements to which the organization subscribes, that are applicable to the environmental aspects of its activities, products or services. 

CONFORMANCE - Fort Sample is not in conformance to this element of the standard.  

NONCONFORMANCE – Fort Sample must develop a procedure to explain how they identify legal and other requirements.  The procedure should also identify how they maintain access to those legal and other requirements.  After the procedure is developed, they should develop the list (sometimes called a register) of all of their legal and other requirements.  

2.2.3 Objectives and Targets 

ISO 14001 requires:
The organization shall establish and maintain documented environmental objectives and targets, at each relevant function and level within the organization.

When establishing and reviewing its objectives, an organization shall consider the legal and other requirements, its significant environmental aspects, its technological options and its financial, operational and business requirements, and the views of interested parties

The objectives and targets shall be consistent with the environmental policy, including the commitment to prevention of pollution. 

CONFORMANCE - Fort Sample is not in conformance to this element of the standard.  

NONCONFORMANCE – Fort Sample has not developed its objectives and targets to support the EMS.  A procedure should be developed that explains the process of developing objectives and targets including review frequency and points of contact. Fort Sample should use its list of significant aspects as well as its list of legal and other requirements to develop the list of objects and targets.

2.2.4 Environmental Management Program(s)

ISO 14001 requires:

The organization shall establish and maintain (a) program(s) for achieving its objectives and targets.  It shall include:

a) Designation of responsibility for achieving objectives and targets at each relevant function and level of the organization;

b) The means and time frame by which they are to be achieved.

If a project relates to new developments and new or modified activities, products or services, program(s) shall be amended where relevant to ensure that environmental management applies to such projects. 

CONFORMANCE – Fort Sample is not in conformance to this element of the standard. 

NONCONFORMANCE – Fort Sample has not established the Environmental Management Programs (EMPs) that describe how the established objectives and targets with be achieved.  A procedure should also be developed that clearly describes the EMP development process, how often they will be reviewed, and what information will be included in an EMP.   Environmental management programs shall identify the means, time-frames and those responsible for achieving associated objectives and targets. Responsibility should also be clearly identified.
2.3 IMPLEMENTATION AND OPERATION

2.3.1 Structure and Responsibility

ISO 14001 requires:

Roles, responsibility and authorities shall be defined, documented and communicated in order to facilitate effective environmental management.

Management shall provide resources essential to the implementation and control of the environmental man​agement system.  Resources include human resources and specialized skills, technology and financial resources.

The organization’s top management shall appoint (a) specific management representative(s) who, irrespective of other responsibilities, shall have defined roles, responsibilities and authority for:

a) Ensuring that environmental management system requirements are established implemented and maintained in accordance with this International Standard;

b) Reporting on the performance of the environmental management system to top management for review and as a basis for improvement of the environmental management system. 

CONFORMANCE – Fort Sample is partially in conformance to this element of the standard as they had designated a specific management representative for EMS but has not yet defined roles, responsibilities or authorities for EMS implementation.

NONCONFORMANCE – Fort Sample must define roles, responsibilities and authorities for EMS implementation and reporting on EMS performance.  

2.3.2 Training, Awareness and Competence 

ISO 14001 requires:

The organization shall identify training needs.  It shall require that all personnel, whose work may create a significant impact upon the environment, have received appropriate training.

It shall establish and maintain procedures to make its employees or members at each relevant function and level aware of:

a) The importance of conformance with the environmental policy and procedures and with the requirements of the environmental management system;

b) The significant environmental impacts, actual or potential, of their work activities and the environmental benefits of improved personal performance;

c) Their roles and responsibilities in achieving conformance with the environmental policy and procedures and with the requirements of the environmental management system, including emergency preparedness and response requirements; 

d) The potential consequences of departure from specified operating procedures.

Personnel performing the tasks, which can cause significant environmental impacts, shall be competent on the basis of appropriate education, training and/or experience. 

CONFORMANCE – Fort Sample is not in conformance to this element of the standard as they have not developed an EMS awareness and training program.

NONCONFORMANCE – Fort Sample must develop EMS awareness and training programs.  

2.3.3 Communication

ISO 14001 requires:

With regard to its environmental aspects and environmental management system, the organization shall establish and maintain procedures for

a) Internal communication between the various levels and functions of the organization;

b) Receiving, documenting and responding to relevant communication from external interested parties.

The organization shall consider processes for external communication on its significant environmental aspects and record its decision. 

CONFORMANCE – Fort Sample is not in conformance to this element of the standard as they have not developed internal communication procedures or procedures for receiving, documenting and responding to external communication.

NONCONFORMANCE – Fort Sample must develop and follow their internal communication procedure and their procedure for receiving, documenting and responding to external communication.  
2.3.4 Environmental Management System Documentation 

ISO 14001 requires:

The organization shall establish and maintain information, in paper or electronic form, to:

a) Describe the core elements of the management system and their interaction; 

b) Provide direction to related documentation. 

CONFORMANCE – Fort Sample is not in conformance to this element of the standard as they have not developed the necessary EMS documentation to meet this element. 

NONCONFORMANCE – Fort Sample must develop its EMS and document and describe the core elements of the management system.  This can be done in an EMS manual, an EMS web site, or by other methods.      

2.3.5 Document Control 

ISO 14001 requires:

The organization shall establish and maintain procedures for controlling all documents required by this International Standard to ensure that:

a) They can be located;

b) They are periodically reviewed, revised as necessary and approved for adequacy by authorized personnel;

c) The current versions of relevant documents are available at all locations where operations essential to the effective functioning of the environmental management system are performed;

d) Obsolete documents are promptly removed from all points of issue and points of use, or otherwise assured against unintended use;

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

Documentation shall be legible, dated (with dates of revision) and readily identifiable, maintained in an orderly manner and retained for a specified period.  Procedures and responsibilities shall be established and maintained concerning the creation and modification of the various types of document. 

CONFORMANCE – Fort Sample is not in conformance to this element of the standard as they have not established procedures for document control.

NONCONFORMANCE – Fort Sample must develop document control procedures and implement these procedures.  

2.3.6 Operational Control 

ISO 14001 requires:

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

a) Establishing and maintaining documented procedures to cover situations where their absence could lead to deviations from the environmental policy and the objectives and targets;

b) Stipulating operating criteria in the procedures; 

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

CONFORMANCE – Fort Sample is not in conformance to this element of the standard, as they have not established procedures for operational control.

NONCONFORMANCE – Fort Sample must develop procedures, work instructions, checklists, and other such tools that are necessary for workers to achieve the objectives and targets to reduce the potential impact on the environment. 

2.3.7 Emergency Preparedness and Response 

ISO 14001 requires:

The organization shall establish and maintain procedures to identify potential for and respond to accidents and emergency situations, and for preventing and mitigating the environmental impacts that may be associated with them.

The organization shall review and revise, where necessary, its emergency preparedness and response procedures, in particular, after the occurrence of accidents or emergency situations.

The organization shall also periodically test such procedures where practicable
CONFORMANCE – Fort Sample has a documented and approved spill and emergency response plans in place and drills to review and revise procedures accordingly.

NONCONFORMANCE – The Fort Sample System conforms to this element of the standard. 

2.4 CHECKING AND CORRECTIVE ACTION

2.4.1 Monitoring and Measurement 

ISO 14001 requires:

The organization shall establish and maintain documented procedures to monitor and measure, on a regular basis, the key characteristics of its operations and activities that can have a significant impact on the environment.  This shall include the recording of information to track performance, relevant operational controls and conformance with the organization’s environmental objectives and targets.

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

The organization shall establish and maintain a documented procedure for periodically evaluating compliance with relevant environmental legislation and regulations
CONFORMANCE – Fort Sample is partially in conformance to this element of the standard as they had procedures for monitoring and measurement of their compliance program as outlined in the Environmental Compliance Audit System (ECAS).

NONCONFORMANCE – The ECAS is a compliance-driven program.  Fort Sample must revise the ECAS to make it more performance and quality-driven vice compliance-driven.  These revised ECAS procedures for monitoring and measuring the EMS must be incorporated in Fort Sample’s EMS program when it is developed.

2.4.2 Nonconformance and Corrective and Preventive Action 

ISO 14001 requires:

The organization shall establish and maintain procedures for defining responsibility and authority for handling and investigating nonconformance, taking action to mitigate any impacts caused and for initiating and completing corrective and preventive action.

Any corrective or preventive action taken to eliminate the causes of actual and potential nonconformances shall be appropriate to the magnitude of problems and commensurate with the environmental impact encountered.

The organization shall implement and record any changes in the documented procedures resulting from corrective and preventive action.
CONFORMANCE – Fort Sample is partially in conformance to this element of the standard as they had procedures for nonconformance and corrective and preventive action as outlined in Fort Sample’s ECAS program.

NONCONFORMANCE – Fort Sample must revise the ECAS program to be more performance and quality-driven.  Fort Sample will then need to incorporate these revised procedures for nonconformance and corrective and preventive action into their EMS program, when it is developed.

2.4.3
Records 

ISO 14001 requires:

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

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

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

CONFORMANCE – Fort Sample is not in conformance to this element of the standard, as they do not have procedures in place for identification, maintenance and disposition of environmental records.

NONCONFORMANCE – Fort Sample must develop and implement procedures for identification, maintenance and disposition of environmental records.  

2.4.4
Environmental Management System Audit 

ISO 14001 requires:

The organization shall establish and maintain (a) program(s) and procedures for periodic environmental management system audits to be carried out, in order to

a) Determine whether or not the environmental management system

1) Conforms to planned arrangements for environmental management including the requirements of this International Standard; and

2) Has been properly implemented and maintained; and

b)
Provide information on the results of audits to management.

The organization’s audit program, including any schedule, shall be based on the environmental importance of the activity concerned and the results of previous audits.  In order to be comprehensive, the audit procedures shall cover the audit scope, frequency and methodologies, as well as the responsibilities and requirements for conducting audits and reporting results
CONFORMANCE – Fort Sample is partially in conformance to this element of the standard as their procedures for environmental audits are outlined in the ECAS.

NONCONFORMANCE – A procedure and process for auditing the EMS is not in place. The environmental audit procedures in the ECAS program will need to be revised to focus on the management system.  Fort Sample must then incorporate these revised procedures into their EMS program, when developed.  

2.5 MANAGEMENT REVIEW

ISO 14001 requires:

The organization’s top management shall, at intervals that it determines, review the environmental management system, to ensure its continuing suitability, adequacy and effectiveness.  The management review process shall ensure that the necessary information is collected to allow management to carry out this evaluation.  This review shall be documented.

The management review shall address the possible need for changes to policy, objectives and other elements of the environmental management system, in the light of environmental management system audit results, changing circumstances and the commitment to continual improvement. 

CONFORMANCE – Fort Sample is not in conformance to this element of the standard as they do not have procedures in place for top management review of the EMS nor does top management conduct a review of the EMS.

NONCONFORMANCE – Fort Sample must develop procedures for top management review of the EMS and then top management must follow this procedure by having periodic reviews of the system.  

3.0 CONCLUSIONS

Based on an analysis of the findings, the Fort Sample Environmental Program does not fulfill the majority of requirements of a conforming ISO 14001 EMS.  Selected key areas of enhancement necessary for full conformance to prescribed EMS guidelines include:  

· Commitment and Policy – Fort Sample must develop a draft EMS policy.

· Planning – Fort Sample has not identified the environmental impacts of their documented aspects, established objectives and targets based on the identified impacts, or established programs to achieve established objectives and targets.  

· Implementation and Operation – Fort Sample has designated a specific management representative for EMS but has not yet defined and documented roles, responsibilities or authorities for EMS implementation.  Fort Sample must develop and implement EMS training programs and responsibilities, procedures for internal communication and receiving, documenting and responding to communication from external interested parties, and EMS document control.

· Checking and Corrective Action – Fort Sample has a strong checking and corrective action programs through the Environmental Compliance Audit System (ECAS).  Procedures for monitoring and measurement, nonconformance and corrective and preventive action and environmental auditing are outlined in the ECAS.  The ECAS, however, is a compliance-driven program.  Fort Sample must revise the ECAS to make it more performance and quality-driven vice compliance-driven.  Fort Sample must also develop procedures for identification, maintenance and disposition of environmental records.

· Environmental Management Review – Fort Sample must develop procedures and implement those procedures for top management review of the EMS.

A summary of the Fort Sample EMS review findings and observations, including a qualitative ranking against the ISO 14001 EMS Standard, is provided in the table on the following page.

	EMS Element
	EMS Review Comments and Observations
	SUMMARY EVALUATION

	Commitment and Policy
	· Fort Sample has not developed or implemented an environmental policy.  
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	Planning


	· Fort Sample has not identified their aspects and impacts, established objectives and targets based on identified aspects and impacts, developed programs to achieve those established objectives and targets or established procedures to identify and maintain access to legal and other documentation relevant to the EMS..
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	Implementation and Operation
	· Fort Sample has designated a specific management representative for EMS but has not yet defined roles, responsibilities or authorities for EMS implementation.

· Fort Sample must develop EMS awareness and training programs, develop internal communication procedures and procedures for receiving, documenting and responding to external communication, develop procedures for document and operational controls and document their EMS when developed.
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	Checking and Corrective Action


	· Procedures for monitoring and measurement, nonconformance and corrective and preventive action and environmental auditing are outlined in the Environmental Compliance Audit System (ECAS).

· The ECAS is a compliance-driven program.  Fort Sample must revise the ECAS to make it more performance and quality-driven vice compliance-driven.

· Fort Sample must develop and implement procedures for identification, maintenance and disposition of environmental records.
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	Management Review (Continuous Improvement)
	· Fort Sample must develop and implement procedures for top management review of the EMS.
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	Overall System Evaluation
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	Full Conformance
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	Substantial Conformance
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	Partial Conformance
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	Nominal Conformance
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	Non-Conformance
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