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	Procedure Title:
	Setting Objectives and Targets (ESHMS #3)



1.0 Purpose:  The purpose of this procedure is to provide guidance on setting objectives and targets for the Environment Safety and Health Management System (ESHMS) at (AGENCY) Headquarters and sites (henceforth site(s)).
2.0 Scope:  This procedure is to be used when setting objectives and targets for ESH.  Objectives and targets are set for all significant environmental aspects and safety and health hazards and may also be set for elements of the ESHMS such as training, internal auditing, employee awareness, etc.  A list of (AGENCY) ESH objectives and targets serves to set the desired direction to satisfy (AGENCY)’s commitments and obligations for ESH.  This list provides sites with guidance for establishing priorities and for setting their own complementary objectives and targets.  Headquarters will maintain (AGENCY)’s list of objectives and targets.  The sites’ objectives and targets must be set to align with and complement those of (AGENCY).  (AGENCY) can only achieve its ESH objectives and targets if the sites achieve theirs.  Sites may include objectives and targets for unique aspects and hazards that are not listed at the (AGENCY) level.  Each site maintains its own list of ESH objectives and targets.
3.0 Setting Objectives and Targets:  Objectives and targets are set for each significant aspect and hazard, and may be set for elements of the ESHMS, or to maintain a previously attained level of achievement for a given aspect, hazard or element of the ESHMS.
Objectives and targets are not set for “non-significant” environmental aspects and safety and health hazards.

3.1 Management Programs:  ESH Objectives and targets are achieved through the implementation of Environmental Management Programs (EMPs) and Occupational Safety and Health Management Programs (OSHMPs) and are included within the documentation of those programs.  Objectives and targets are also summarized in a listing that is compiled and maintained by the ESHMS Coordinator or other site member that has been given this responsibility (See Appendix H).

Although any number of EMPs and OSHMPs may be required to achieve the objectives and targets, it is also possible for one EMP or OSHMP to address multiple objectives and targets.  Multiple objectives and targets may also be set for the same significant aspect or hazard.

3.2 Targets: Targets are levels of achievement that are necessary and intermediate for the achievement of objectives.  Targets can provide performance metrics in cases where objectives cannot be quantified.  For example, where an objective is to develop a plan to replace hazardous chemicals with less hazardous substitutes, the first target may be to complete a draft plan within six months; the second target may be to finalize the substitution plan within one year.  Completion time for these targets is the metric by which performance is measured.

Targets need not be specified where it is sufficient to specify the objective alone. Where appropriate, the ESHMS implementation team sets targets for each objective to further define the incremental steps necessary to achieve the objectives. Targets often include the dates when they are to be achieved.

3.3 Considerations for Setting Objectives and Targets:  Objectives and targets must be consistent with the commitments in the ESH Policy (e.g., prevention of pollution; compliance; protection and continual improvement of employee health and safety; effective employee participation; and continual improvement of the ESHMS) and must take into account the legal and other requirements as well as the significant aspects and hazards.  Furthermore, in setting objectives and targets, those responsible will consider:

· The views of interested parties,

· The views of employees through the employee representative or direct employee involvement in the planning process,

· Priorities as determined through the analysis of aspects and hazards,

· Measures for system improvements to eliminate or control in a sustained manner the underlying causes and contributing factors associated with safety and health risks,

· The site’s technological options, and
· The site’s financial, operational and organizational requirements.
Other considerations in setting objectives and targets include quantification and time frames.  Whenever possible, objectives will be set in quantitative terms with specific time frames for their accomplishment to facilitate performance monitoring and trends analysis.  Although preferable, quantification is not a requirement when setting objectives.  Sites will set objectives for significant aspects and hazards irrespective of their suitability to be quantified.  In some cases, quantification may not be possible because an aspect or hazard may not have been previously measured, and therefore there is no baseline against which to measure performance.  In these cases, the first cycle of measurements will act as a baseline against which to quantify future performance.
3.4 Progress Indicators:  Sites will establish leading and lagging progress indicators (measures) when setting objectives and targets and will include these within the Management Program documentation.  These indicators will be set for targets and for objectives when feasible.  These may include performance indicators for environmental or ESH performance, compliance, pollution prevention, and for those elements of the ESHMS that have objectives and targets.  Performance indicators will be tracked in the EMPs and OSHMPs to ensure that objectives and targets are on track for completion within the specified timeframes.
Progress towards achieving the objectives and targets shall be sufficient over time so that the end goal can be met in accordance with the timeline specified in the EMPs and OSHMPs.  This is important for demonstrating that the ESHMS is being effective in achieving all its intended purposes, most importantly, the achievement of the objectives and targets set for ESH.

3.5 Review and Modification of Objectives and Targets:  The CFT or ESHMS Coordinator will review, modify and reset objectives and targets at appropriate intervals to reflect efforts to achieve continual improvement.  Modifications will also be made to reflect changing information and conditions that impact schedule or attainment. These objectives and targets will then be presented to management for review, input and concurrence. Management applies financial, operational, and organizational considerations to approve the recommended objectives and targets.  After this, the objectives and targets become the formal ESH objectives and targets of the site.
4.0 Records:  The ESHMS Coordinator or other designated member of the CFT will create and maintain records that pertain to the setting of ESH objectives and targets. These records will include:
·  A list of ESH objectives and targets (See Appendix G),
·  The views of interested parties and employees, if any,
·  The performance indicators associated with the objectives and targets,
·  Records of any other relevant information used for setting objectives and targets (e.g. employee participation; consideration of technological, financial, and organizational factors).
4.1 Employee Access to Records:  Management will provide employees with access to all records associated with setting ESH objectives and targets.  This information may be provided through the ESHMS Manual or through other documentation maintained by the ESHMS Coordinator, or other designated member of the CFT.
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