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1.0
PURPOSE:

This plan is designed to describe the Commander’s strategy for meeting the following requirements:

a. To comply with DoD’s EMS implementation policy that requires all installations to “complete a written EMS implementation plan”.

b. To establish and maintain a plan that details the key actions required for Fort Sample to satisfy the implementation requirements of E.O. 13148, Army/DoD policy and ISO 14001.  It will include the scope for implementation, key actions required as determined by the gap analysis, defined milestones, available resources, and organizational responsibilities for implementing a mission-focused, ISO 14001–conformant EMS.

2.0
SCOPE OF EMS IMPLEMENTATION:

Fort Sample is included on the Army’s “appropriate facility listing” for EMS implementation.  As such, EMS implementation will encompass the entire installation.  The EMS implementation requirements in this plan apply to all installation missions, facilities, tenants, contractors and activities.  The surrounding communities, regulators and other interested parties will be notified of the installation’s EMS efforts and encouraged to become participants in and/or contributors to the process.

3.0
GAP ANALYSIS RESULTS:

A gap analysis was conducted to determine the extent to which existing installation policies, standard operating procedures (SOPs), environmental programs and related document/records systems conform to the applicable elements of the ISO 14001 standards.  The results of this analysis (attached file below) were reported to the Garrison Commander.  They were also used as a guide by the EMS Management Representative (EMSMR) and Cross Functional Team (CFT) for developing the Fort Sample EMS Implementation Plan.

Based on an analysis of the findings, the Fort Sample Environmental Program does not fulfill several requirements of a conforming ISO 14001 EMS.  A summary of the Fort Sample EMS gap analysis findings and observations, including a qualitative ranking against the ISO 14001 EMS Standard, is provided in Table 1 on the following page.
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4.0
Key Actions to be completed:

Key areas of enhancement necessary for full conformance to prescribed EMS guidelines are included in Table 1 below.

Table 1

	EMS Element
	Key Actions To Be Completed
	Summary Evaluation

	Commitment and Policy
	· Fort Sample must develop and implement an environmental policy.  
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	Planning


	· Fort Sample must identify their aspects and impacts, establish objectives and targets based on identified aspects and impacts, develop programs to achieve those established objectives and targets, and establish procedures to identify and maintain access to legal and other documentation relevant to the EMS.
	[image: image3.wmf]

	Implementation and Operation
	· Fort Sample has designated a specific management representative for EMS but must still define 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 Performance Assessment System (EPAS). The EPAS is a compliance-driven program.  Fort Sample must revise the EPAS 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


Although, not prescribed by Army policy or ISO 14001, Fort Sample will develop and maintain a detailed project schedule that includes all of the major tasks and sub tasks required for successful implementation.  The schedule will include anticipated performance dates and required resources.  (The detailed implementation schedule can be found as an embedded link at the end of this document.)

5.0
ROLES AND RESPONSIBILITIES:

5.1
Garrison Commander (GC): The GC has overall responsibility for the implementation of EMS, but has delegated authority to the designated EMSMR for executing the process. The GC will be actively involved in management reviews and approval of EMS programs.

5.2
EMS Management Representative (EMSMR): The EMSMR will manage and oversee the EMS implementation effort and arrange training, guidance and assistance. The EMSMR is responsible for getting the EMS program off the ground. The EMSMR will also serve as the leader of the EMS cross functional team.

5.3
Cross Functional Team (CFT): The CFT’s will serve as EMS experts and representatives for the various functional areas on the installation.  Their responsibilities are to gather, organize, and disseminate information; develop EMS procedures; and advise, coordinate, facilitate, and monitor EMS implementation; and perform the gap analysis.

5.4
Environmental Quality Control Committee (EQCC): The EQCC will provide installation-wide oversight and support to the EMS implementation effort. Specifically, the EQCC will meet with the GC to discuss EMS issues to include EMS implementation efforts, discuss results from the gap analysis, review and revise the environmental policy statement. The EQCC will devote staff to revise the installation’s environmental policy to reflect EMS implementation efforts.

5.5
Installation Personnel: The installation personnel will be responsible for implementing EMS programs. They will provide the essential, ground-floor level information that directs EMS priorities and carry out the initiatives to comply with environmental laws, reduce mission/environmental impacts and to achieve conformance with ISO 14001 standards. Installation personnel will notify their superiors of any environmental issues or concerns relating to their programs, so they can be brought to the attention of the CFT and EMSMR for review and action.

5.6
Contractor Support: ABC Consulting will be contracted to provide overall EMS implementation support.  ABC personnel will facilitate overall EMS implementation to include providing initial awareness training, document control and overall organizational support.  Their support is required through FY06.

6.0
Resourcing implementation:

6.1
Initial Implementation Funding

Fort Sample already has many of the elements of an EMS in place.  However, initial implementation funding requirements to integrate these elements into a formal EMS have been identified and programmed through the Environmental Program Requirements (EPR) system (Reference page III-13 of the current EPR Policy and Guidance (February 2002)).  Program Budget Guidance (PBG) has been given to Fort Sample providing for environmentally appropriated, VENC funding in the amounts of 100k in FY04, 100k in FY05 and 40k in FY06.  Since HQDA implementation funding is limited to these years, Fort Sample will focus on completing implementation efforts by the end of FY06.  Initial implementation funding will cover the EMSMR’s salary and contractor support from ABC Consulting in FY04 - FY06.

6.2
Sustainment Funding

Beyond FY06, funding requirements for EMS sustainment will be derived from Installation BASEOPs account.  Sustainment funding is expected to be minimal, covering a portion of the EMSMR’s salary.  No other significant recurring expenses are expected with sustaining the EMS program.

6.3
Internal Labor Requirements

A full time position for the EMSMR will be included in the Garrison organization beginning in FY04.  This position will be focused on EMS implementation across the installation through FY06.  It is expected that this position will continue in a sustainment mode indefinitely.  See sections 6.1-6.2 for the planned funding resources for this position.

In addition, the eight CFT members will spend approximately 200 hours per year (~10%) over FY04-FY06.  They will spend this time serving as EMS experts and representatives for the various functional areas, developing procedures, assisting with training, etc.  After initial implementation is completed, their labor requirements will decrease significantly to approximately 60 hours per year in a sustainability mode.  

Although everyone on the installation will have some role to play in EMS implementation, the labor requirements will be minimal, and in most cases be transparent beyond the EMSMR and CFT members.

7.0
Implementation Schedule and Milestones
Although the Army does not require full conformance to the ISO 14001 Standard until FY09, Fort Sample has established a goal of full implementation of EMS by September 30, 2006.  Table 2 below includes applicable Fort Sample implementation milestones.  Recurring management reviews will monitor implementation progress against these milestones.

Table 2

	Fort Sample Target
	Fort Sample Implementation Milestones

	NLT July 1, 2003
	Begin Implementation  - Identification of EMS Management Representative and Cross Functional Team. (Fort Sample Metric)

	NLT September 30, 2003
	Develop an ISO 14001–conformant environmental policy statement, consistent with the Army EMS action memorandum, signed by the Commander (DoD Metric)

	NLT January 30, 2004
	Complete an installation-wide EMS gap analysis with appropriate documentation, signed by the Commander. (DoD Metric)

	NLT March 30, 2004
	Complete a written EMS implementation plan with defined dates, identified resources, and organizational responsibilities for implementing a mission-advancing, ISO 14001–conformant EMS, signed by the Commander. (DoD Metric)

	NLT September 30, 2004
	Compile a prioritized list of environmental aspects. (DoD Metric)

	NLT January 30, 2005
	Provide awareness-level briefings on the Army’s EMS to all appropriate installation personnel. (DoD Metric)

	NLT February 28, 2005
	Complete identification of installation wide objectives and targets.  (Fort Sample Metric)

	NLT March 30, 2005
	Complete at least one management review in accordance with the installation’s documented policy for recurring internal EMS management reviews. (DoD Metric)

	NLT September 30, 2006
	Self-declaration of conformance with the ISO 14001 standard shall be completed. (Army Metric) Note: Fort Sample does not intend to pursue third party registration at this time.


A more detailed project schedule of tasks, timeframes and resources is maintained by the EMSMR and can be found in the Microsoft Project file below. (Note that this project schedule is voluntary and not required by Army policy or ISO)
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		Task		Resources		Start Date		Finish Date

		(1) Select the EMSMR		GC[20%]		1-Jul-03		1-Jul-03

		(2) Coordinate with EQCC and Select CFT		EMSMR,GC,ABC Consulting,EQCC		14-Jul-03		7-Aug-03

		Determine the major functional areas across the installation		EMSMR,Cross Functional Team,ABC Consulting[50%]		14-Jul-03		16-Jul-03

		Send Correspondence to leaderhsip of major functional areas describing the initiative and soliciting volunteers		GC[10%]		16-Jul-03		30-Jul-03

		Select CFT Members		GC[20%]		1-Aug-03		7-Aug-03

		(3) Orient and Train the CFT in EMS Implementation		EMSMR,ABC Consulting		23-Jul-03		11-Aug-03

		Obtain appropriate HQDA training materials		EMSMR[50%]		23-Jul-03		7-Aug-03

		Present training materials  to CFT		EMSMR[30%],ABC Consulting		7-Aug-03		11-Aug-03

		(4) Conduct the Self Assessment		CFT,EMSMR		19-Aug-03		22-Aug-03

		(5) Meet with the EQCC or senior leader advisory group		EMSMR,CFT[50%],GC[50%]		5-Sep-03		8-Sep-03

		(6) Prepare the EMS implementation plan		EMSMR[80%],CFT[40%]		8-Sep-03		12-Sep-03

		(7) GC approves the implementation plan		GC[10%]		1-Oct-03		1-Oct-03

		(8) Hold EMS implementation kickoff meeting		GC[25%],EQCC[25%],Cross Functional Team[50%],ABC Consulting,EMSMR		15-Oct-03		15-Oct-03

		(9) Identify mission focus		DPT-M,EMSMR,CFT		23-Oct-03		12-Dec-03

		Develop an inventory of all units and organizations to be interviewed		DPT-M[10%],EMSMR[50%],CFT[20%]		23-Oct-03		21-Nov-03

		Select the interviewers and prepare for the interviews		DPT-M,EMSMR,CFT		29-Oct-03		29-Oct-03

		Notify leaders and ECOs to be interviewed		EMSMR		3-Nov-03		3-Nov-03

		Conduct the interviews		DPT-M[10%],EMSMR[50%],CFT[20%]		12-Nov-03		3-Dec-03

		Determine the installation's top mission priorities / anticipated missions		DPT-M[10%],EMSMR[50%],CFT[20%]		8-Dec-03		12-Dec-03

		(10) Develop/Revise and sign installation environmental policy statement		CFT,GC,EQCC		18-Aug-03		8-Sep-06

		Draft Environmental Policy Statement		EMSMR,EQCC[10%]		18-Aug-03		20-Aug-03

		Staff the policy to the Garrison Commander		EMSMR[20%],EQCC[10%]		21-Aug-03		1-Sep-03

		Staff the policy to major tenants and key subordinates		GC[10%]		2-Sep-03		29-Sep-03

		Publish policy / make available to the General Public		EMSMR		30-Sep-03		30-Sep-03

		Review and Revise Policy as appropriate		CFT,GC,EQCC		6-Sep-04		8-Sep-06

		(11) Plan and conduct EMS awareness training		EMSMR,ABC Consulting		12-Jan-04		15-May-06

		Meet with the Inst training managers / develop training plan		EMSMR[75%]		12-Jan-04		14-Jan-04

		Develop Appropriate Training Packages		EMSMR[20%],ABC Consulting[80%]		19-Jan-04		27-Feb-04

		Develop and document the procedure for determining personnel req training		EMSMR[20%],ABC Consulting[20%]		1-Mar-04		4-Mar-04

		Schedule and initiate awareness training		EMSMR,ABC Consulting,DPT-M		6-Apr-04		15-May-06

		(12) Initiate EMS documentation		Cross Functional Team[10%],EMSMR[80%],ABC Consulting[80%]		11-Aug-03		22-Aug-03

		(13) Develop EMS document control procedures		Cross Functional Team,EMSMR,ABC Consulting		17-Sep-03		15-Dec-03

		Coordinate with DOIM, PAO and Security regarding Intranet options		Cross Functional Team[20%],EMSMR[40%],ABC Consulting[20%]		17-Sep-03		30-Sep-03

		Data Mgt System Development and Testing		ABC Consulting[70%]		6-Oct-03		28-Nov-03

		Available to installation users via the Fort Sample Intranet		DOIM		15-Dec-03		15-Dec-03

		(14) Establish communication procedures		EMSMR,Public Affairs Office		28-Apr-04		17-Jun-04

		Develop procedure for internal and external communications		EMSR[50%],Public Affairs Office[50%]		28-Apr-04		6-May-04

		Staff with PAO, Legal and Security offices		EMSR[10%]		6-May-04		17-Jun-04

		(15) Compile legal and other requirements		EMSMR[40%],ABC Consulting[80%],Inst Legal Staff[40%]		10-May-04		3-Jun-04

		Coordinate with Legal Office		EMSMR		10-May-04		24-May-04

		Develop a procedure to compile and maintain all legal and other environmental requirements		EMSMR[40%],ABC Consulting[80%]		26-May-04		3-Jun-04

		(16) Identify all mission and installation activities, products and services		EMSMR,ABC Consulting,CFT		1-Jun-04		30-Jul-04

		Review appropriate ARTEPs, METLs, A-76 and ABC documentation		CFT[20%],EMSMR[60%],ABC Consulting[60%]		1-Jun-04		30-Jun-04

		Conduct Site visits - interviews of process owners		CFT[40%],EMSMR[40%],ABC Consulting[40%]		5-Jul-04		30-Jul-04

		(17) Identify the environmental aspects of your inst. Activities, products & services		CFT[20%],EMSMR[20%],ABC Consulting[20%]		7-Jun-04		22-Oct-04

		(18) Identify the environmental impact of each aspect		CFT[20%],EMSMR[20%],ABC Consulting[20%]		14-Jun-04		29-Oct-04

		(19) Identify the significant environmental aspects		CFT[20%],EMSMR[20%],ABC Consulting[20%]		21-Jun-04		19-Nov-04

		(20) Develop or revise installation environmental management programs		CFT[40%],ABC Consulting[70%],EMSMR[70%]		22-Dec-04		4-Mar-05

		(21) Establish environmental objectives and targets		EQCC		29-Nov-04		13-Jan-05

		Meet with CFT to review significant aspects		EQCC,CFT		29-Nov-04		29-Nov-04

		Identify preliminary environmental objectives		EQCC[30%],CFT[30%],EMSMR[50%]		29-Nov-04		10-Dec-04

		Identify appropriate targets for achieving each objective		EQCC[30%],CFT[30%],EMSMR[50%]		10-Dec-04		23-Dec-04

		Staff and gain approval from EQCC or GC		EMSMR[10%]		23-Dec-04		13-Jan-05

		(22) Describe structure and responsibilities		CFT[20%],ABC Consulting[80%],EMSMR[80%]		7-Mar-05		22-Jun-05

		(23) Develop SOPs and work practices for activities associated with significant activities		CFT[20%],ABC Consulting[10%],EMSMR[20%]		8-Apr-05		28-Feb-06

		(24) Identify and fulfill environmental competency based training requirements for all installation personnel		EMSMR[50%],ABC Consulting[10%],DPT-M[50%]		2-Nov-05		27-Jun-06

		Meet with the Inst training managers / develop training plan		EMSMR		30-Jun-05		30-Jun-05

		Develop Appropriate Training Packages		Cross Functional Team[10%]		1-Jul-05		14-Oct-05

		Develop and document the procedure for determining personnel training requirements		EMSMR		17-Oct-05		21-Oct-05

		Field Targeted competency training		CFT[10%]		1-Nov-05		30-Jun-06

		(25) Establish monitoring and measurement procedures		CFT[10%],ABC Consulting[10%],EMSMR[50%]		1-Aug-05		31-Aug-05

		(26) Establish procedures for maintaining EMS records		CFT[10%],ABC Consulting[10%],EMSMR[30%]		13-Apr-05		18-May-05

		(27) Develop and review emergency preparedness and response documents and procedures		CFT[10%],EMSMR[30%],ABC Consulting[10%]		5-Sep-05		30-Nov-05

		(28) Establish procedures for nonconformance and preventative and corrective actions		CFT[10%],ABC Consulting[10%],EMSMR[40%]		4-Jul-05		22-Jul-05

		(29) Conduct Internal EMS Audits (EPAS)		CFT		2-Aug-04		11-Aug-06

		(30) Conduct EMS Management Reviews		EQCC		14-Jan-04		31-Aug-06

		Make Determination of "Self Declaration Status		EMSMR,CFT		15-Sep-06		15-Sep-06

		EMS IMPLEMENTATION COMPLETION GOAL				29-Sep-06		29-Sep-06

		Total External Costs - ABC Consulting
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GAP 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 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 existing 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 must identify the environmental impacts of their documented aspects, establish 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 must define and document 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 Performance Assessment System (EPAS).  Procedures for monitoring and measurement, nonconformance and corrective and preventive action and environmental auditing are outlined in the EPAS.  The EPAS, however, is a compliance-driven program.  Fort Sample must revise its internal auditing procedures 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 environmental stewardship.  Implementation of a mission-focused EMS will allow Fort Sample to ensure it meets the requirements of Executive Orders 13148, while mitigating risks to the installation mission.


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.  The Army has chosen ISO 14001 as the 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 that 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 will 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 Performance Assessment System (EPAS).


NONCONFORMANCE – The EPAS program that is in place is primarily compliance-oriented.  Fort Sample’s internal auditing procedures must be revised so that the EPAS focuses more on EMS performance and EMS conformance.  These revised EPAS 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 EPAS program.


NONCONFORMANCE – Fort Sample must revise the EPAS 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 EPAS.


NONCONFORMANCE – A procedure and process for auditing the EMS is not in place. The environmental audit procedures in the EPAS 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 Performance Assessment System (EPAS).  Procedures for monitoring and measurement, nonconformance and corrective and preventive action and environmental auditing are outlined in the EPAS.  The EPAS, however, is a compliance-driven program.  Fort Sample must revise the EPAS 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 Performance Assessment System (EPAS).


· The EPAS is a compliance-driven program.  Fort Sample must revise the EPAS 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

		[image: image8.wmf]

		Substantial Conformance
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		Partial Conformance
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		Nominal Conformance
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		Non-Conformance
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