Hierarchical, Organization-focused
Environment Safety and Health Management System (ESHMS)

Implementation Guidance

Hierarchical ESHMS Implementation Steps

Below is guidance on the key steps for agencies to follow to implement hierarchical, organizational-level Enterprise ESHMS. 
HIERARCHICAL ENTERPRISE ESHMS

The hierarchical, organization-focused Enterprise ESHMS (henceforth ESHMS) is designed so that its various structural blocks are developed and implemented at the most logical, effective and efficient points from agency headquarters, through sub-units, down  to each facility where the environmental aspects and safety and health hazards (henceforth aspects and hazards) occur and need to be controlled and otherwise managed to mitigate or prevent potential environmental impacts and safety and health incidents from occurring.  The major structural blocks of the hierarchical, organization-focused ESHMS include: 

·  The agency environment, safety and health (ESH) policy statement that is applicable to all agency units and facilities.
·  An agency set of generic ESHMS procedures to be used by agency units and facilities (ESHMS #1 – 12, 14)
·  An agency set of ESHMS tools and templates for structuring and implementing the ESHMS by agency units and facilities (Appendices A, B, C, D, E, F, G, H, I, J, K, L, M,)
·  An agency program (including procedure) for ESHMS internal audits (ESHMS #13) 

·  An agency set of ESH objectives, targets and metrics designed to achieve compliance with regulatory and executive order requirements (Appendix G)
·  Agency programmatic EMPs and OSHMPs that address agency objectives and targets (Appendices I, J) 

·  Detailed site EMPs and OSHMPs for the applicable aspects and hazards at each relevant unit or facility (Appendices I, J)
·  Periodic ESHMS internal audits and management reviews at agency headquarters and at each facility (ESHMS #13 and 14) 

ESHMS IMPLEMENTATION STRATEGY     

The ESHMS is defined and implemented in two parts, the first part for the agency headquarters (HQ); the second part for the agency facilities.  At the headquarters level, the agency defines its ESH Policy and specifies the common ESHMS tools and templates to be used by sub-units and facilities.  Most importantly, HQ also sets the overarching ESH objectives and targets to be achieved through the collective efforts of all agency sub-units and their facilities. 

Elements of the ESHMS are described below in the two parts, those that are implemented at HQ and those that are implemented at sub-units and facilities: 

Part 1.  The agency HQ portion of the ESHMS comprises the following elements:
1.  Agency ESH Policy.  There is no additional need for agency sub-units and facilities to create their own policy statements.  The agency statement suffices to satisfy all ESHMS requirements.  Maintenance of the statement is done at HQ.  As appropriate, each agency sub-unit and facility may adopt the ESH Policy by reference.
2.  Agency ESHMS Procedures.  ESHMS procedures are defined once for the entire agency.  Necessary variations for personnel names or unique organizational anomalies can be accommodated through minor changes by the sub-units or facilities.  Maintenance of the ESHMS procedures will be done by HQ.  Procedures that are customized by the lower units will be maintained by those units.  
3.  Agency Aspects and Hazards.  HQ will identify a common set of environmental aspects and hazards that include those most likely to be applicable to sub-levels and facilities.  Each sub-unit and facility will review this superset of environmental aspects and hazards and delete those that are not relevant and applicable to their own operations and add any to the list that are missing and are relevant and applicable.  Maintenance of this agency list will be done by HQ.  
4.  Agency ESH Objectives and Targets.   A list of agency ESH objectives and targets serves to set the desired direction to satisfy the agency’s commitments and obligations for ESH.  This list provides sub-units with guidance for establishing priorities and for setting their own complementary objectives and targets.  HQ will maintain the list of objectives and targets.  Each sub-unit will maintain its own complementary list of objectives and targets. 
5.  Legal and Other Requirements.  HQ will create and maintain the list of federal requirements the agency must comply with.  This will include all federal regulatory requirements, mandates from Executive Orders, organizational dictates and other commitments made by the agency.  Maintenance of this list is done by HQ.   Lower units will rely on this listing of requirements and will add to it those that are local (e.g., state and local requirements).  
6.  Agency Programmatic EMPs and OSHMPs.  HQ or sub-units may establish programmatic EMPs and OSHMPs for the significant aspects and hazards.  These programmatic EMPs and OSHMPs should specify various management details that will then serve to guide the creation of complementary EMPs and OSHMPs at the facility level.  The programmatic EMPs and OSHMPs address the federal requirements discussed above in (5).  Effectively, the actions to be taken to achieve the agency environmental objectives and targets are programmatically addressed in these HQ or sub-unit programs and then operationally addressed by the facilities.  
7.  HQ Awareness and Competence Training.  HQ may choose to create an ESHMS awareness training module that can be used by all lower units.  The content of this training should be generic in nature to satisfy all the basic requirements.  Should any lower unit desire to go further, they could simply add additional details to the module.  HQ will maintain this awareness training package. 
Competence training is directed at specific headquarters employees that manage or come into contact with significant aspects and hazards.  These individuals are identified and need to be trained by HQ to achieve an adequate level of competence to carry out their roles and responsibilities indicated for them in the HQ programmatic EMPs and OSHMPs.
8.  Templates and Tools.  HQ can customize and maintain a collection of useful tools and templates that all lower units may access to carry out various functions in the ESHMS.  These templates include the forms for organizing, executing and reporting on ESHMS audits, those for creating EMPs and OSHMPs, spreadsheets for aspects, hazards and activities analyses, etc.  They would also include guides to explain specific requirements of the ESHMS such as internal ESHMS audits.  (The templates provided in this package can serve this purpose.)  
9.  HQ Audits and Management Reviews.  HQ and sub-units will conduct internal ESHMS audits and management reviews of their portion of the ESHMS on a yearly basis.  (It is estimated that an audit of these ESHMS functions at can be accomplished in less than three hours.)  HQ will also organize and execute the ESHMS conformance audits at least every three years.  

Part 2.  The Sub-level or Facility (Facility) portion of the ESHMS comprises the following elements:
1.  Facility Aspects and Hazards.  Each sub-unit or facility’s list of significant aspects and hazards will be a subset of the HQ list of significant aspects and hazards.  It will include aspects and hazards from that list that are relevant and applicable to facility operations as well as others that are unique to facility operations and not represented in the agency list.  Each facility will maintain its own list of applicable environmental aspects and hazards.
2.  Facility Analysis of Activities, Aspects and Hazards.  The significance analysis of the aspects and hazards that are relevant and applicable at a facility is conducted by the facility.  Each facility needs to determine which of the HQ or sub-unit designated significant aspects and hazards are actually relevant, applicable and significant to its own operations.  
3.  Facility Objectives and Targets.  The facility’s objectives and targets must be set to align with and complement those set by HQ or its sub-unit parent.  The agency can only achieve its ESH objectives and targets if facilities achieve theirs.  Facilities may include objectives and targets for unique aspects and hazards that are not listed for the agency.  Each facility maintains its own list of ESH objectives and targets.
4.  Facility Requirements.  Each facility adds applicable regulatory requirements for the state and local levels, self-imposed requirements and any other commitments made by the facility.  Each facility maintains its own list of applicable local requirements.  These requirements are included in the facility’s EMPs and OSHMPs, as appropriate.
5.  Facility EMPs and OSHMPs.  Each facility establishes and maintains EMPs and OSHMPs for its own significant aspects and hazards.  These should be based primarily on the HQ or sub-unit programmatic EMPs and OSHMPs that specify various management details that are to be included in the facility-level EMPs and OSHMPs.  For those significant aspects and hazards that do not appear on the HQ list, the facility creates its own site-specific EMPs and OSHMPs, as appropriate.  
6.  Awareness and Competence Training.  Each facility will ensure that employees take the awareness training for ESHMS provided by HQ.  Should a facility decide to augment this training module, they can simply add to it what they deem necessary or useful.  The facility will maintain its additions to the basic awareness package from HQ.
Competence training is directed at specific employees that manage or are expected to come into contact with significant aspects and hazards.  These individuals are identified in the facility EMPs and OSHMPs and need to be trained by the facility to achieve an adequate level of competence to carry out their roles and responsibilities.  
7.  Facility ESHMS Audits and Management Reviews.  Each facility will conduct internal ESHMS audits and management reviews of its own portion of the ESHMS on a yearly basis.  

ESHMS IMPLEMENTATION STEPS
	ESHMS

 Step
	Implementation Guidance

	A. 
	Make available the ESH Policy 
1. The agency ESH Policy must be issued (hardcopy or electronically) to all agency employees and to those that work on behalf of the agency.
2. The ESH Policy must be made available to the public.
3. Agency units and facilities adopt the Policy by reference; they need not have their own.
4. HQ maintains the ESH Policy. 
5. All agency employees need to be aware of the general content of the ESH Policy.   


	B. 
	Create and make available the generic ESHMS Procedures to be used by all facilities (Reference: ESHMS #1 – 14) 

1. ESHMS procedures can be defined once for the agency ESHMS and used by all sub-units and facilities.  

2. Necessary variations for personnel names or unique organizational anomalies can be accommodated through minor changes by the facilities.  

3. Maintenance of the ESHMS Procedures will be done by HQ.  

4. Procedures that are customized by a facility are maintained by the facility.  


	C. 
	Create and make available the generic ESHMS Templates and Tools to be used by all facilities (Reference:  Appendices A – M)

1. HQ may customize and maintain a collection of useful tools and templates that all lower units can access to carry out various functions in the ESHMS.  

2. These templates include the forms for organizing, executing and reporting on ESHMS audits, those for creating EMPs and OSHMPs, spreadsheets for aspects, hazards and activities analyses, etc.  

3. They would also include guides to explain specific requirements of the ESHMS such as internal ESHMS audits.  



	D. 
	Identify the significant environmental aspects and safety and health hazards to be managed through the ESHMS.  (Reference: ESHMS Procedure – Identification of Significant Environmental Aspects and Safety and Health Hazards (ESHMS #1))
· HQ will identify a common set of environmental aspects and hazards that include those most likely to be applicable to facilities.  Each facility will review this superset of environmental aspects and hazards and delete those that are not relevant and applicable to their own operations and add any to the list that are relevant and applicable.  
· Each facility’s list of significant aspects and hazards will be a subset of the HQ list of significant aspects and hazards.  It will include aspects and hazards from that list that are relevant and applicable to site operations as well as others that are unique to site operations and not represented at the agency level.

· The following guidance applies to both HQ and facilities:

1. Identify activities that have environmental aspects and safety and health hazards  (Reference: ESHMS #1)
2. Associate environmental aspects and safety and health hazards with applicable legal and other requirements (Reference: ESHMS Procedure – Legal and Other Requirements (ESHMS #2), Appendix F) and create the table as shown in the Appendix F sample.

· HQ will create and maintain the list of all agency-level requirements it must comply with.  This will include all federal regulatory requirements, mandates from Executive Orders, organizational dictates and other commitments made by the agency.  

· Each facility adds applicable regulatory requirements for the state and local levels, self-imposed requirements and any other commitments made by the facility.   
3. Associate environmental aspects with relevant activities and complete analysis for significant environmental aspects using “Aspects” table from Appendix D (Reference: ESHMS #1, Appendices A, B, F). 

4. Associate safety and health hazards with relevant activities and complete analysis for significant hazards using “Hazards” table from Appendix D (Reference: ESHMS #1, Appendices C, F).
5. Create the aspects/hazards spreadsheet as shown in the Appendix E sample by combining the results documented in the Appendix D tables for “Aspects” and “Hazards” respectively.


	E. 
	Set objectives, targets and performance indicators for the significant aspects and hazards.  (Reference: ESHMS Procedure – Setting Objectives and Targets (ESHMS #3))

· A list of agency ESH objectives and targets serves to set the desired direction to satisfy the agency’s commitments and obligations for ESH.  This list provides lower units with guidance for establishing priorities and for setting their own complementary objectives and targets.

· Each sub-unit and facility’s objectives and targets must be set to align with and complement those of HQ.  The agency can only achieve its ESH objectives and targets if the sub-units and facilities achieve theirs.  Facilities may include objectives and targets for unique aspects and hazards that are not listed at the agency level.  

· The following guidance applies to both HQ and facilities:

1. Both HQ and facilities set objectives and targets for all their significant aspects and hazards as shown in Appendix H sample using the table in Appendix G (Reference: ESHMS #3, Appendices G, H)

2. Objectives and targets for a significant aspect or hazard must include those for compliance to legal and other requirements (Reference: ESHMS #2, ESHMS #3)

3. Objectives and targets may be set for elements of the ESHMS itself (e.g., training targets) (Reference: ESHMS #3), and

4. Objectives and targets may be set to maintain an already attained level of achievement assuming that it is at or above the requirement for compliance (Reference: ESHMS #3)  


	F. 
	Create management programs (EMPs and OSHMPs) to manage the significant aspects and hazards and to achieve the objectives and targets.
Actions to be taken to achieve the agency environmental objectives and targets are programmatically addressed by the HQ and/or sub-unit programs and operationally addressed by the complementary facility programs.   (Reference: ESHMS Procedure – Creating EMPs and OSHMPs (ESHMS #4))

· HQ or sub-units may establish programmatic EMPs and OSHMPs for the significant aspects and hazards.  These programmatic EMPs and OSHMPs specify various management details that will then serve to guide the creation of complementary EMPs and OSHMPs at the facilities.  

· Each facility establishes and maintains EMPs and OSHMPs for its own significant aspects and hazards.  These should be based primarily on the agency’s programmatic EMPs and OSHMPs that specify various management 
options to be included in the facility-level EMPs and OSHMPs.  For those significant aspects and hazards that do not appear on the HQ list, the facility creates its own site-specific EMPs and OSHMPs, as appropriate.  
1. Appendix I provides a template that can be populated with appropriate and relevant data for the environmental aspect to be managed either programmatically by HQ (or its sub-unit) or operationally by a facility (Reference Appendix I)

2. Appendix J provides a template that can be populated with appropriate and relevant data for the safety and health hazard to be managed either programmatically by HQ (or its sub-unit) or operationally by a facility (Reference Appendix J)

3. If for some reason, Appendices I or J are not convenient to use, then some care should be taken to ensure that the programs that are developed at least have the data elements contained in appendices I and J.  
4. Pre-existing programs for significant aspects or hazards should be brought into the ESHMS and restructured to conform to Appendices I and J or they should be augmented to include all the data elements in those appendices.
5. Pre-existing programs for non-significant aspects and hazards should also be brought into the ESHMS and conformed to the appendices.  If this seems unnecessary, then consideration should be given to terminating the existing program since the underlying aspect or hazard is not significant and therefore need not be managed under the ESHMS. 


	G. 
	Conduct ESHMS awareness and competence training (Reference: ESHMS #11)
1. HQ may create and make available the ESHMS awareness training module to the facilities that covers the topics in the Appendix K assessment (Reference: ESHMS #11, Appendix K).
2. Facilities make the ESHMS awareness training module available to facility employees and ensure that all employees do the training.
3. HQ ascertains who needs competence training and in what subjects, creates and delivers the training to the individuals selected.

4. Facilities ascertain who needs competence training and in what subjects, create and deliver the training to the appropriate individuals.  


	H. 
	Conduct ESHMS audits and management reviews (Reference: ESHMS #13, and 14)
1. HQ and sub-units should conduct internal ESHMS audits and management reviews of their portion of the ESHMS on a yearly basis.  HQ should also organize and execute the ESHMS conformance audits at least every three years.

2. Each facility conducts internal ESHMS audits and management reviews of its own portion of the ESHMS on a yearly basis.  



