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Introduction

Federal government agencies are required by Executive Order 13148, entitled “Greening the Government Through Leadership in Environmental Management,” to develop and implement by December 31, 2005, environmental management systems at all appropriate* agency facilities.  The text of Executive Order 13148 and a description of its sections are attached as Enclosure 1-1 and Enclosure 1-2, respectively.

*Note:
All VA Medical Centers are considered to be appropriate facilities.  Multi-campus VA Healthcare Systems are considered to be a single appropriate facility.  Other VHA facilities, such as Community Based Outpatient Clinics, are considered part of their affiliated VAMC for the purpose of developing an environment management system.

This Guidebook is designed to help the Veterans Health Administration (VHA) facilities develop and implement an environmental management system.  VHA is naming their environmental management system the Green Environmental Management System (GEMS).  Properly implemented, a GEMS program can improve productivity and advance environmental protection and performance in a cost effective manner.  It can elevate VHA environmental management practices to the “best in class” in ways that will be recognized by stakeholders inside and outside of VHA.

The most familiar form of an environmental management system is outlined in the 14001 Standard established by the International Organization for Standardization (ISO).  This standard, entitled “Environmental Management System Standard,” states that environmental management systems are “that part of the overall management system which includes organizational structure, planning activities, responsibilities, practices, procedures, processes and resources for developing, implementing, achieving, reviewing and maintaining the environmental policy.”  Although there are other standards for environmental management systems, such as the Environmental Protection Agency’s (EPA’s) CEMP (Code of Environmental Management Principles), ISO 14001 is becoming widely adopted by the private sector throughout the United States and internationally.  Many federal agencies are also considering the principles of ISO 14001 in the development of their environmental management systems.  More detailed information on ISO 14001 and CEMP will appear later in this Introduction.
1.1

What is an Environmental Management System?

An environmental management system is a systematic approach to ensuring that a hospital’s or a facility’s environmental activities are well managed in all organizations.  Because an environmental management system focuses on management practices, it can operate at facilities of widely varying size, complexity and missions, whether they are offices, laboratories, facilities or agencies.  An environmental management system can provide managers with a predictable structure for management, assessment and continual improvement of the effectiveness and efficiency of their environmental activities.  An environmental management system approach builds in periodic review by top management and emphasizes continual improvement instead of crisis management.

The systematic nature of the environmental management system allows an agency to focus on management implementation and take a more inclusive and proactive view of environmental protection.  By demonstrating improved environmental performance, an environmental management system can open the door to improved relations with regulators, stakeholders and the public.  By itself, an environmental management system does not guarantee performance or compliance.  Environmental management systems must be continually reviewed and improved to ensure compliance and to advance environmental and mission goals.

Each VA medical center needs to adapt its environmental management system to address its particular goals, activities, budgets, missions, conditions and stakeholders; “one size does not fit all.”  Developing an environmental management system rarely requires beginning from scratch.  Many VHA facilities will find they have many of the environmental management system elements already in place.  As facilities develop their environmental management systems, they will undoubtedly note that their management of the Joint Commission on Accreditation of Healthcare Organizations (JCAHO) Environment of Care requirements follows a process very similar to that of an environmental management system.  A formal environmental management system can help draw together the numerous program elements having environmental responsibilities that are typically found at VHA facilities.  This will help produce a clearly defined environmental program and an integrated framework for environmental activities.
1.2

Code of Environmental Management Principles (CEMP)

The CEMP is a set of five broad environmental management principles developed by EPA to address all areas of environmental responsibility.  CEMP provides federal agencies with a framework for developing environmental management systems at government facilities.  The principles and supporting performance objectives are intended to serve as guideposts for organizations intending to implement environmental management programs or improve existing ones.  The organization is expected to create operational programs and procedures to fulfill its commitment to the principles.  EPA modeled the CEMP on common elements found in a number of environmental management system standards but with a stronger emphasis on sustainable development and regulatory compliance.  The CEMP (published on October 16, 1996, 61 Federal Register 54062) was developed in coordination with other federal agencies, as required by Executive Order 12856, “Federal Compliance with Right-to-Know Laws and Pollution Prevention Requirements.”

The five CEMP Principles are as follows:

1.
Management Commitment:  The agency makes a written top-management commitment to improve environmental performance by establishing policies that emphasize pollution prevention and the need to ensure compliance with environmental requirements.

2.
Compliance Assurance and Pollution Prevention:  The agency implements proactive programs that aggressively identify and address potential compliance problem areas and utilize pollution prevention approaches to correct deficiencies and improve environmental performance.

3.
Enabling Systems:  The agency develops and implements the necessary measures to enable personnel to perform their functions consistent with regulatory requirements, agency environmental policies and its overall mission.

4.
Performance and Accountability:  The agency develops measures to address employee environmental performance and ensures full accountability of environmental functions.

5. Measurement and Improvement:  The agency develops and implements a program to assess progress toward meeting its environmental goals and uses the results to improve environmental performance.

1.3

ISO 14001 Environmental Management Systems – Specification with Guidance for Use

Increased interest in systematic management of environmental programs in the 1990s resulted in the development of international consensus standards related to environmental management systems.  The ISO 14000 series has been developed under the auspices of the International Organization for Standardization (ISO).

The ISO 14000 series includes Standard 14001 for environmental management systems.  The benefits of using the ISO 14001 standard as a model for environmental management systems include: 

· Increased efficiency and reduced costs.

· Reduced liabilities.

· Enhanced compliance.

· Enhanced reputation and public image.

The ISO 14001 approach to environmental management systems establishes procedures, programs and operations that are designed to inspire environmental ethics in an organization.  The ISO 14001 standard is based on the Plan-Do-Check-Act model; it is operational and process oriented, and addresses the following principles:  

1.
Continual Improvement.  ISO 14001 establishes a framework that relies on process management and continual improvement of processes.  Continual improvement ensures that processes do not stagnate - that they remain appropriate for continual use under the changing circumstances of operation.  Continual improvement should remain a requirement of a facility’s environmental management system even when the desired level of environmental performance is reached.  New opportunities for improvement can be explored.

2.
Prevention of Pollution.  ISO 14001 encourages facilities to avoid the creation of pollution as a means of managing its environmental programs.  Pollution prevention strategies range from source reduction to product substitution and recycling.  The ultimate objective is to engineer pollution prevention features into products, design and operational processes in the beginning that will result in decreased production of pollutants and the attendant reduction in operating costs.

3.
Employee Involvement.  Maximizing the benefits accrued by an organization resulting from implementation of an environmental management system depends to a significant extent on employee involvement in the environmental management system process.  To promote the foregoing, the ISO standard states that the key elements of the environmental management system must be implemented at “each relevant function and level of the organization.”  For example, the expectation of ISO 14001 is that individual employees have an in-depth understanding of their facility’s operation as it relates to environmental requirements.

4.
Top Management Visibility and Leadership.  ISO 14001 states that upper level management visibility and leadership are essential elements of a facility’s environmental management system.  The reason that this is an important part of an environmental management system is that any attempt to change an organization’s culture to embrace environmental stewardship without strong leadership from the top would likely end in failure.  The high level of employee involvement that is required to successfully change organizational culture will not happen unless management itself becomes involved, committed and visible.

5. Integration.  ISO 14001 states that the procedures, programs and operational controls that are applied to the myriad risks and exposures (e.g., health and safety, security) that an organization normally faces can be tailored as parts of one integrated system to include environmental management.  The process prescribed by ISO 14001 lends itself to the creation of integrated programs to manage risks from different sources.  This simplifies the management of all risks, provides built-in efficiencies and can potentially reduce costs.  Behavioral change and improved operational techniques that deal with environmental risks can also promote behavioral change in areas such as health and safety.

An ISO 14001 environmental management system includes the following elements:

1.
Policy Statement - Endorsed by top management.  (Sample VA Medical Center policy, Green Environmental Management Systems (GEMS), is located in Section 5B.)

2.
Planning - Identifying how operations impact the environment, setting goals and targets for reducing impacts, tracking legal and other requirements, and developing systems for environmental management.

3.
Implementation and Operation - Assigning roles and responsibilities, training, communication, documentation and emergency preparedness.

4.
Checking and Corrective Action - Establishing ways to monitor, identify and correct environmental problems.

5.
Management Review - Focused toward continual improvement.

1.4

Summary

This Guidebook is designed to assist VHA facilities in developing and implementing a Green Environmental Management System (GEMS).  By following the processes discussed in the guidebook, VHA facilities will be able to develop a GEMS that meets the requirements of EO 13148 and results in overall improvement in the management of operations.  The pending VHA policy (Enclosure 1-3) that will direct facilities to develop and implement GEMS will be provided to facilities upon publication.  All tools, samples and references to produce a fully compliant GEMS are contained in this Guidebook.  Additional references with abstracts are provided in Section 6, Technical References, for use in developing facility specific GEMS.
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