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Training Agenda

Day 2
EMS Implementation Step-by-Step
Primary chronological steps to EMS development and implementation

Walk-through the major EMS components, how to develop, and provide
examples

“Environmental Aspects” Workshop: Identifying Environmental
Aspects & Impacts and Defining Significance
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EMS Implementation
Step-by-Step

>
BURNS \MSDONNELL

12/15/2020




12/15/2020

Steps to EMS Implementation

Determine our Goals for EMS

Conduct Gap Analysis

Determine the Scope and Context of the EMS

Obtain Commitment from Leadership i1

1t
Build an Implementation Team %) ~—JSTEP
; ) [FiRsT
Set the Environmental Policy (l\} [FrE
Establish Documentation System = /\/ [Take
Identify Compliance Obligations — == 1TUST
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Steps to EMS Implementation

Identify Risks, Opportunities, Aspects & Impacts
Establish Environmental Objectives
Develop Procedures & Operational Controls
Implement EMS Training
Conduct EMS Audits

Implement Corrective Actions
Complete Management Review
ISO 14001 Registration (optional)
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Step 1 - Determine Goals for EMS
Why do we want to implement EMS?
What do we want to get out of it?
Do we want to achieve ISO 14001 certification?
Vi
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Step 2 - Conduct Gap Analysis

Compare existing environmental systems with the
requirements of ISO 14001

What do we have that can be incorporated in our EMS?

Existing environmental programs
Other management systems, documentation

What'’s in practice, not just documented
Can be formal or informal process

Provides a baseline
Helps to establish implementation plan and level of effort
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Step 3 - Determine the Scope & Context

Is this EMS for a single site or for a greater organization?

What organizational units and functions are included?
What are the physical boundaries?
What activities, products, and services are included?

Are there any portions of the organization to be excluded?

What are the relevant external and internal issues?

Who are the organizations interested parties, and what are
their needs/expectations?
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Example Internal & External Issues

Environmental conditions related to climate, air quality, water
quality, land use, existing contamination, natural resource
availability, and biodiversity, that can either affect the org’s
purpose or be affected by its environmental aspects.

External cultural, social, political, legal, regulatory, financial,
technological, economic, natural, and competitive
circumstances.

Internal characteristics or conditions of the organization, such
as its activities, products, and services, strategic direction,
culture, and capabilities (i.e., people, knowledge, processes,
systems).
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Example Internal & External Issues

+ Internal Issues:
» Mining and mineral processing operations
« Corporate compliance obligations, requiring maintenance of 1SO 14001
certification
« Employees

« External Issues:
« Regulatory requirements/compliance obligations
« Location in a state/local area with stringent environmental regulations
Proximity of facility property to residential areas
= NGOs and Tribal entities
« Customer expectations
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Example Interested Parties/Expectations

Needs and Expectations Compliance
Internal  1SO 14001 certification, Yes
compliance, financial health,
cost sustainability and
competitiveness.
Facility Employees Internal  Compliance, safe workplace,  Yes
financial health

Regulatory agencies External  Compliance with regulations,  Yes
communication

External  Corporate responsibility No

ST S M External  Compliance, financial health No
(SR T LT M External  Corporate responsibilty,
compliance, pollution prevention

Extenal ~ Corporate responsibility, No.
compliance, pollution prevention,
financial health

Q
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Step 4 - Obtain Commitment from Leadership

= Commitment from top management is essential for a
successful EMS

- Top management is required to demonstrate leadership
and commitment with respect to the EMS

- Leadership is ultimately responsible for the EMS

- Present business case based on your specific needs, goals,
circumstances

- Gap assessment can help provide information on plan, level
of effort, and benefits

>
BURNS \MSDONNELL

12




Step 5 - Build an Implementation Team

12/15/2020

Establish a cross-functional team with members from key
functions of the organization

A cross-functional team will be able to provide insight on
various processes

Meet regularly

Build ownership of the EMS
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Step 6 - Set the Environmental Policy

Establish Environmental Policy demonstrating the
organization’s intentions related to environmental
performance.

Must be established by top management and include the
following commitments:

Commitment to protection of the environment, including prevention
of pollution

Commitment to fulfill compliance obligations

Commitment to continual improvement of the EMS to enhance
environmental performance.
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Example Environmental Policy

Sally’s Salads is committed to sustainable growth and preserving the quality
of the environment by managing our environmental footprint as defined in
our Environmental Management System.

We commit to:

e Protect the environment and prevent pollution through our business
practices and maintaining facility operational controls.

e Compliance with environmental laws and meeting other requirements

we subscribe to as part of our business operations.

Continually improve our environmental performance by setting facility

objectives.
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Step 7 - Establish Documentation System

Determine where EMS documents will be stored, how
accessed, how controlled, how protected

Preferably electronic

Can be on shared network drive, SharePoint, Intranet

Establish document control, update, and approval process

Determine format for manual, procedures, forms, etc.
Start putting a revision date on EVERYTHING
If using existing documents, can reference, not recreate
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EMS Documentation System - Example
Environmental - 1SO14001_2
@ new document or drag files here
v D Name Modified
BURNS \MSDONNELL
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Step 8 - Identify Compliance Obligations

Identify and have access to the ==
compliance obligations related to " ReuURENENTS

environmental aspects. oL REGULKTIONS
How do the compliance s NCE

W do p POLICK EBMPUR“GE , @
obligations apply to the o e e
organization? =2 o
Organization must maintain STANDARDS TRANSPARENCY
documentation of its compliance
obligations.
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Identify Compliance Obligations

Compliance Obligations (formally Legal & Other
Requirements) include:

Federal (EPA, OSHA, DOT, ...)
State (State environmental laws)
)

Other (Corporate, Industry, Trade, Customer, etc...)

Local (City, County, .
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Compliance Obligations -
Documentation Examples

Recurrent Task List / Compliance Calendar

Requirements and when they are due

Excel, Outlook, etc.

Legal Register/ Compliance Table

Listing of regulatory requirements per environmental
aspect category and how they apply
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Recurrent Task List Example
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Legal Register Example

Comprance Registr (Reguiatory e

BURNS \MEDONNELL

12/15/2020

22

Step 9 - Identify Risks, Opportunities, Aspects,
Impacts

Risks & Opportunities
Determine risks and opportunities and document those that need to
be addressed
May be documented in various elements of the EMS including:

Aspects/Impacts

Compliance Obligations ‘. 0
Objectives \ |
Operational Controls 5 n
Corrective/Preventive Actions
Management Review
Continual Improvement
BURNS \\MEDONNELL
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Risks & Opportunities - Example

One organization maintains Risk &
Opportunities register to document risks and
opportunities on an ongoing basis.

These items can demonstrate continual
improvement that isn’t necessarily tied to
Objectives.

Also provides a mechanism to track
recommendations an opportunities for
improvement that aren’t necessarily “findings.”

BURNS \\MEDONNELL
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Risks & Opportunities Register Example

12/15/2020

List of Risks and Opportunities for Continual Improvement

[E—
e
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7152020 comppes W
e e v

oot o e s oo

sty the flling 15014001:2015 section:
opoortunites.

Fotort Rovon oy
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Determine Environmental Aspects & Impacts

Identify aspects associated with an organization’s products,
activities, and services, considering a life cycle perspective.

Take into account changes, abnormal conditions, and
emergency situations

Develop criteria of significance and identify significant
environmental aspects (SEAs)

Communicate SEAs in the organization
Document aspects, impacts, criteria, SEAs

\g
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Step 10 - Establish Environmental Objectives

Establish objectives— take into account the significant
environmental aspects, compliance obligations, and risks
and opportunities.
Objectives shall be:

Consistent with the Environmental Policy

Measurable and Monitored
Communicate the Objectives to the organization
Objectives must be documented and kept up-to-date

>
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Planning to Achieve Objectives

What will be done? ‘\
What resources will be required? "‘“
Who will be responsible? \0“
When will it be completed? ?‘QQQ\Q

How will the results be evaluated?
?e‘\‘)‘“\
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Environmental Objective Form Example
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Environmental Objectives

Objectives should be approved by top management.
Objectives and action plans should be documented and
communicated.

Performance against objectives should be reported regularly.

Objective goals can be adjusted, as needed, with changing
circumstances, but MUST document why.

Objectives should be SMART.

>
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MART
SMART Objectives

Specific: What exactly are we trying to achieve?

Some questions to ask when determining objectives are WHY is this important, WHERE the
improvement takes place, WHAT are the conditions and limitations involved?

GoALs

Measurable: Define the physical manifestation of the objective; define concrete
evidence. Determine what will be tracked and how often to measure progress.
What are the metrics that can demonstrate effectiveness?

Attainable: Don’t over commit. Set a target that is reasonable and attainable.
Also consider available resources, time, and costs associated with attaining the objective.

Relevant: Why does this matter?

Develop objectives that are relevant to your organization and mean something to your team
and location. Engage employees where possible.

Timely: Set a defined timeline that is realistic.
Can be for a year or can be for a longer period of time.

BURNS \MEDONNELL
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Step 11 - Develop Procedures & Operational
Controls

The EMS should include documented information necessary
for the effectiveness of the EMS
EMS Manual

Not required, but can help show overall framework of EMS and direct
to other documents.

EMS Procedures
What processes do we want to be documented procedures?

Documented procedures help promote consistency and continuity
and can serve as a training tool

Procedures should be designed in a way to prevent error and ensure
consistent results

\g
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Operational Controls

Can include engineering controls and procedures

Processes to manage environmental aspects and risks and
help to ensure compliance

Processes for management of change

Processes for procurement and management of contractors,
including communication of requirements

Controls to ensure environmental requirements are
addressed in design/development (if applicable)

Provide info regarding impacts associated with
transportation, delivery, use, end-of life, or final disposal of
products (if applicable)

>
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Example Procedures & Operational Controls

Section #2: Hazardous Waste Storage, Labeling

Process Wastewater Treatment

BURNS \MEDONNELL
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Step 12 - Implement EMS Training

Identify training needs e
Conduct training
General awareness of the EMS e (]
Task specific training 74 % % \
Ensure employees (and contractors) are
competent to perform required tasks.

General communication of the EMS throughout
process is also very important.

\g
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Training Needs Matrix Example

12/15/2020

Applicable Personnel/ |Records Maintained

Training Frequency Job Function By
EMS Awareness Initial Al employees HR
1SO 14001 Internal
Auditor Training Initial EMS Internal Auditors EMS Coordinator
Emergency Evacuation
[ Training Annual All employees Safety
Spill Training Annual |Spill Response Team Environmental
Storm Water Pollution |
|Pr i Annual Finishing Plant, Dye House |Environmental
I 1 T
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Step 13 - Conduct EMS Audit(s)

12/15/2020

Develop audit team; use

qualified internal or external
resources.

Develop audit plan, schedule,
tools.

Select auditors and conduct

audits to ensure objectivity and

impartiality in the audit process.

Document the audit and report

results to Leadership

37

Compliance Evaluation

Evaluate compliance with
compliance obligations,
usually through a compliance
audit

Typically a separate audit

from the EMS audit

valuation
OUTSTANDING
0|

] ver” | e i
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Step 14 - Implement Corrective Actions

Determine the cause of each nonconformity

Could this happen again?

Could it occur in some other process?
Take action to control and correct it
Determine proper corrective action for each nonconformity
to prevent recurrence
Implement the action
Review the effectiveness
Document this process

39
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Step 15 - Management Review

throughout the year.

improvement

Specific outputs must also be discussed/documented

Top management must review the EMS at planned intervals

Should be at least annual, but can consist of a series of meetings

Need to have a process for management review and ensure
all required inputs are addressed

Review the EMS, changes, status of performance, trends,
resources, communication, and opportunities for

\J
BURNSN’ISDONNELL

12/15/2020

40

Management Review Example

Agenda ltems:
The INPU

2) The status of acions rom previous management rviews;
5 Changes n
1. extemal and ntemalssues tht re elevant o he EMS.

3. significant environmentalaspects
4. rsks and opportuniios

&) The extent o which envicnmental objctives have boon achioved

9

nonconformites and corscive actons

moritoring and measurement resuls
fulment of s compliance abligaions

auditresuts

&) Adequacy of resources.

a) Opportunites for contiual mprovement
The OUTPUTS of the management review shallinclude:
1 "

2 Decisionsreate o cominual improvement opportunities
3 Eus,
4. Actons, i necded. when envronmentl objectives have not been achived

6. Any implcation fr tho satagi droclon oftho organizaton.
Plant Manager Sign-Of (see below)

\g
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Management Review Example

a) The status of actions from previous

Documentiput Discussion Acton Reauied Responsiity
< e A sy s Tt an ST AT o e Gabar |+ NoTolow vt
Previos Management lfacive EMS at e facity al e i Tequrement T80 s e,
Review Outpn Coformanca v SOVAIHI 2015(E)snd
Document 102019 faty equiements
+ Watr and Energ rductonopporunles are |+ St 1A Loadership Team mustdive |« Joo St
Idenfadin Targets and Oecivs et reducon efors
dotumens
N €|
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Management Review Example

b} Changesin:
1. external and internal issues that are relevant to the EMS
2. need f interested parties,
3. significant environmental aspects
4. risks and opportunities

Docamant nput Discussion Action Reguired Responsiiiy

Exeml

NOVs NoNOV snco last Managomont Reviow None

LN DEQ vsi on Octaber 22,2020 Pending oceipt o DEQ roport no NOV's Jos Smith
opocted

swppp Jos Smith

spce clercal updares
None Jos Smith

©12)

P R Fm—
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Step 16 - ISO 14001 Registration (optional)

Conduct registration audit
EMS must go through at least one complete cycle prior to
the Stage 2 audit.
Respond to nonconformities.
Achieve successful recommendation for registration.
Maintain and continually improve management system.

\g
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Environmental Aspect

Definition 1SO 14001:2015

Element of an organization's activities, products or services
that interacts or that can interact with the environment.

11
e
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Environmental Impact

Definition: ISO 14001:2015
Change to the environment, whether adverse or beneficial,

wholly or partially resulting from an organization’s
environmental aspects.

(The change to the environment as a result of the aspect)

\J
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ASPECTS & IMPACTS
Aspects are the activities, products and
m services that can cause an environmental impact

L

HUMANS

NATURAL
RESOURCES

WATER

47

Environmental Aspects

Identify environmental aspects

Select what the organization can control/influence
Set significance criteria

Determine aspects with significant impacts

Keep up-to-date

Significant aspects must be taken into account in establishing,
implementing, and maintaining the EMS.

BURNS \\MEDONNELL
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Environmental Aspects

Getting started

- Utilize employees

- Examine the entire organization
- By department, by product, by process
- Create list of aspects that affect the environment
« Through flowcharting
« Through brainstorming
« Through evaluation of processes

\J
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Aspects: Inputs and Outputs

Major Activity / Operation:

Air Compressors

PROCESS STEPS

INPUTS

Power On

Encrgy Used
Elestricity

Lubricant

Filters

Water- chilked

(Various Processes)

PRODUCTS

Compressed Air

BY-PRODUCTS
—_—

Water Condensation
Heat- Recycled

Uscd Oil- recycked.
Filters- Landiilled

\g
BURNS \MSDONNELL

50

Aspects and Impacts

Organization

Activities
Products
Services

A
S
P
E
C
T
S

Environment

>
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Environmental Aspects and Impacts —
Basic Steps

- Identify environmental aspects

« Identify associated environmental
impacts

= Undertake “scoring” for each

- Allocate significance - threshold/
cut-off point

- Produce register of environmental
aspects and significant ENVIRONMENTAL

environmental aspects (SEAs) CONCERNS

BURNS \MEDONNELL
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Examples of Aspects

« Energy usage

+ Water consumption

- Raw material selection and usage
« Air emissions

- Wastewater

- Solid waste generation

- Aspects are the inputs and outputs
your activities and processes

\g
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Example Impact Categories
« Impacts to:
« Air Quality (AQ) Air
- Land Quality (LQ)
+ Water Quality (WQ)
« Natural Resources (NR)
+ Human Health (HH) Land
Water
BURNS \\MEDONNELL
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Tips

Identify aspects for each major

process/activity

Combine similar or like processes &
into one category, if the aspects are

the same He‘ p‘fU\

Identify aspects under normal, .
abnormal, and emergency T\ps
conditions

When in doubt, K.I.S.S.

\J
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Significance Scoring

Choose a significance scoring system to apply to aspects
Choose categories/scale for scoring
Examples: Frequency, compliance/regulatory, severity, etc.

Choose formula for calculating significance

\g
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Significance Scoring Example

Impact scored from 1 (least) to 5 (highest) for each criterion

Criteria categories

Frequency (F)

Severity (S)

Regulatory (R)

Community Concern (C)
Overall significance score (SS) is product of individual criterion
scores

FxSxRxC=SS

A “S” regulatory is automatically significant

>
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Environmental Aspects Workshop

Choose an example activity/operation.

List the environmental aspects (by input and output).
Identify the associated environmental impacts.

Rank the aspects for significance using the criteria provided.

Major Activity / Operations

PROCESS STEPS
s ot

12/15/2020
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Questions?
T
.
n_?
Christine Mayo ° Tara McCullen, CHMM

Senior Compliance
Specialist

Burns & McDonnell
Office: 470-231-1084
Mobile: 404-921-7726
crmayo@burnsmed.com

Regional Environmental
Services Manager

Burns & McDonnell

Office: 470-579-5715
Mobile: 678-938-4227
q tvmccullen@burnsmcd.com
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