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3.1

Introduction

1.
The nine steps presented below in Veterans Health Administration (VHA) language represents a systematic approach to establishing a Green Environmental Management System (GEMS) at VHA facilities.  Because healthcare organizations are replete with management systems, most of these steps will be very familiar to VHA management staff.  Committee work, audits, action plans, and continual improvement activities fill the days of most healthcare managers.  Only Steps 3 and 4 require activities that will be unfamiliar the first year, and Step 8 will likely be accomplished by contract.  The concepts supporting these steps appear in Section 2.

2.
Before describing the nine steps to establish a successful Green Environmental Management System (GEMS), a clarification of roles and responsibilities may be useful:

Veterans Integrated Service Network (VISN) Director - The Network Director is responsible for the development, coordination, implementation and evaluation of a GEMS at each VHA facility.  

VISN Safety Manager/Industrial Hygienist - The VISN Safety Manager/Industrial Hygienist reviews and evaluates the GEMS at all VHA facilities within the Network.  

Medical Center Director - The Medical Center Director is responsible for the development and implementation of a GEMS program that addresses all VHA facilities under the control of the Medical Center.  The Director must:

· Appoint a GEMS Coordinator.

· Establish a GEMS Committee. 

· Demonstrate commitment and provide resources and oversight necessary for an effective GEMS program.

· Ensure that environmental responsibilities are contained in position descriptions and performance measures developed for supervisors, managers and other appropriate personnel.

· Ensure that a system is in place to identify all costs associated with GEMS.

Key Operations Managers - Key Operations Managers have broad control of systems and operations of the facility (i.e., Chief of Safety/Industrial Hygienist, Chief of Engineering, Chief of Acquisition and Materials Management, Chief of Environmental Management Services, Chief of Facilities Management Service, Chief of VA Police/Security, etc.).

GEMS Coordinator - The GEMS Coordinator is responsible for coordinating with the VA Medical Center (VAMC) staff, the community and regulatory agencies and ensuring that GEMS addresses all applicable regulations and standards.  This position is typically assigned to the Chief Engineer, Facility Safety Officer, Industrial Hygienist or the Chief of Safety.

Operating Unit Managers - The Operating Unit Managers are responsible for participating in the GEMS, including planning, training and implementation.

3.2
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Step 1 - Appoint GEMS Coordinator and Designate a GEMS Committee

The VA environmental policy should be reviewed as a guide in developing the GEMS program (see Section 5B).


GEMS Coordinator  - A GEMS Coordinator will be appointed at each VAMC to ensure that the requirements of GEMS are established, implemented and periodically reviewed in accordance with ISO 14001.  The GEMS Coordinator participates in most activities of the GEMS Committee, serving as technical consultant on ISO 14001 and environmental compliance.  The VAMC will document this responsibility in a job description of the GEMS Coordinator (see sample position description, Enclosure 3-1).  The GEMS Coordinator is referred to as “Environmental Representative” in ISO 14001.


GEMS Committee - The GEMS Committee is a multi-disciplinary committee established to coordinate and oversee the GEMS.

a.
GEMS Committee Membership - The membership of the GEMS Committee should be specified in the VAMC GEMS Policy and should include:

· Chairperson (Senior management empowered to act on behalf of the facility.)
· GEMS Coordinator

· Representatives from:

Nursing

Infection Control

Facilities Engineering

Environmental Management Service

Safety/Industrial Hygiene

Acquisition and Material Management (Contracting and Logistics)




Laboratory





Research

Pharmacy

· Support services as needed/requested from:

VA Fire Department

Area Emergency Manager (if available)
Critical Operating Unit Managers

Public Affairs Officer

Nuclear Medicine (Radiation Safety Officer)
Fiscal

Education

b.
The GEMS Committee should report to, or have a very close liaison with, the facility Environment of Care Committee or Safety Committee.

c.
Functions of the GEMS Committee include:

· Develop an action plan and timeline for establishment and implementation of the GEMS, with the goal of full implementation by December 2005.

· Identify significant environmental aspects.

· Approve GEMS Implementing Procedures (Section 5B1) and Operational Procedures (Section 5B2) that address significant aspects developed by the Operating Units, Services or GEMS Committee. 

· Assign roles and responsibilities of Operating Unit Managers and Key Operators/Managers included in the GEMS.

· Oversee the development and maintenance of the GEMS.

· Ensure that all employees have received appropriate training as required by the GEMS.

· Establish and track the accomplishment of targets and objectives.

· Oversee an annual evaluation of the effectiveness of the GEMS, and report the results to the facility director for approval and/or action.

Step 2 – Train GEMS Committee
While all the facility and VISN staff with GEMS responsibilities needs training, the GEMS Committee will be trained first so they can develop, monitor and continually improve the GEMS.  The GEMS Committee training will include GEMS Awareness Training.  The competency training should also incorporate a GEMS implementation course that focuses on the follow-through of the gap analysis process.  A sample GEMS Awareness Training Program PowerPoint presentation is provided on the CD-ROM (Section 6, Enclosure 6-6); it can be modified as appropriate to meet the needs of a particular facility.  A sample training policy for GEMS appears in Section 5B1.

Step 3 – Conduct GEMS Gap Analysis

Note that this review is of the management system for conformance with the GEMS standards.  It is not a regulatory compliance audit; that will come later.  For instance, in a GEMS review, if an unlabeled hazardous waste container is discovered, the auditor will determine what variance of GEMS element(s) led to that condition.  It may be that the container labeling Standard Operating Procedure (SOP) was not followed or was not appropriately written, or the training program was not implemented as planned.  Any of these findings will become gaps to close in the corrective action plan.  In a regulatory compliance audit, this same unlabeled hazardous waste container will simply be an item on the list of deficiencies (reference Section 2, Paragraph 2.16).

A review of the current environmental management system should be conducted initially to determine any gaps in the program in relation to recognized environmental standards and criteria.  The GEMS review can be conducted by a trained GEMS auditor from outside the facility, such as VISN staff or EPA staff conducting an Environmental Management Review, or a contract ISO 14001 auditor.  An internal audit team with training may also conduct a review.  The GEMS Gap Analysis Tool to conduct these reviews appears as Enclosure 3-2 to this Section.

The purpose of the GEMS review is to produce a gap analysis to help the facility understand what it is already doing in terms of the requirements for GEMS, and to identify ways to build on existing programs and activities.  VHA facilities will find that they are already performing many of the GEMS activities, and they must only “fill in the gaps” between what they are already doing and what needs to be done to establish their site-specific GEMS.  The primary purpose of GEMS is to bind together existing programs and activities so that efficiency, effectiveness, performance and cost-effectiveness for the entire facility can be improved.  Building on existing programs becomes even more important when facilities are faced with diminishing resources and being asked to “do more with less” (see GEMS Gap Analysis Program Review, Section 5B1, Document 5B1-12).

The GEMS Committee will establish procedures to evaluate the effectiveness of the developing environmental program using criteria consistent with the ISO 14001 model (reference Enclosure 3-2, GEMS Gap Analysis Tool).

Once GEMS is implemented, many facilities are likely to realize a high return on their GEMS investment through an improved “risk profile” that reduces the costs associated with regulatory compliance, health and safety, incident response and cleanup of contaminated sites.  Improved public opinion and employee satisfaction can also be achieved.  A gap analysis is designed to answer the following questions:

· How well are the organization and its environmental programs performing?

· What standards of environmental performance does the organization hope to achieve?

· What are the gaps between objectives and performance?

· What existing programs and activities can serve as the best foundation for improved environmental performance?

After the initial gap analysis, it should be repeated periodically to guide the GEMS Committee toward full implementation.  After GEMS is fully implemented, periodic gap analyses keep GEMS on track and serves to document its status.

Step 4 – Identify Significant Environmental Aspects



The GEMS aspect templates will be completed by Operating Units, and the Operating Units will forward them to the GEMS Committee.  The GEMS Committee will evaluate the reports from the Operating Units to identify significant environmental aspects.  A list of Operating Units, along with sample environmental aspects templates, appear in Section 4 of this Guidebook.  These are examples only and should be edited to reflect the specific Operating Units, environmental aspects and impacts at each medical center.

    Figure 3-1:  Process to Evaluate Environmental Aspects
Figure 3-2:  Some Useful Definitions

Environmental Aspect - Element of the Operating Unit’s activities and services that can interact with the environment.  An environmental aspect signifies the potential for an environmental impact.  Environmental impacts and aspects include both positive and negative events, such as recycling paper and leaking drums.   

Environmental Impact - Any change to the environment or to the health or safety of people, whether adverse or beneficial, wholly or partially resulting from the operating unit’s activities or services.


Environmental Objective - Site-specific goal that the medical center sets for itself to achieve.  Objectives are selected from the significant aspects and are consistent with the environmental policy.  Example:  Waste reduction.

Environmental Target - The measurable elements of the environmental plan, including a measure of the objective (such as 10% reduction of waste) and a timeframe for achievement (such as by the end of the fiscal year).

Significant Environmental Aspect - An environmental aspect that has or can have a significant environmental impact.


Significant Environmental Impact - A significant actual or potential change to the environment, wholly or partially resulting from the organization’s activities or services.

Operating Unit Activity - A recurring activity or series of activities that is performed by the Operating Unit in the accomplishment of its mission, including emergency management.

See Section 2 for an in-depth discussion of these concepts.

Figure 3-3:  Recommended Steps for Identifying Significant Aspects
1.
The GEMS Committee will distribute the appropriate sample environmental aspects template from Section 4, along with instructions for completion and scoring guidelines (Section 4.2), to each Operating Unit in the facility.  The Operating Units will identify the environmental aspects impacted by their operations and activities, and return the completed template to the GEMS Committee.  The sample below is from an Engineering Operating Unit.

	Activity or Service
	Aspect
	Impact
	Compliance
	Risk
	Frequency of Activity
	VAMC Control
	TOTAL SCORE

	Outdoor Vehicle and Equipment Washing.
	Chemicals In Runoff Water.
	Runoff Enters the Storm Water System.
	2
	2
	2
	4
	10

	Parts Washing:

-Washer Fluid

-Washer Filter
	Disposal of Washer Fluids.

Disposal of Filter.
	Disposal of Hazardous/ Regulated Waste in Municipal Landfill.
	3


	0


	4


	4


	11



	Fertilizer Applications. 
	Use and Disposal of Fertilizers.
	Unnecessary Use and Improper Disposal.
	1
	0
	1
	2
	4

	Snow Removal and De-icing.
	Application of De-icing Materials to Icy Roads and Walkways.
	Runoff Enters the Storm Water System.
	3
	0
	2
	2
	7


2.
The GEMS Committee will evaluate the templates of all the Operating Units and identify significant environmental aspects.  A form like the one below will be useful to document the decisions.

	Operating Unit
	Aspect
	Aspect Evaluation Score
	Significant Aspect

 Yes                     No

	ICU
	Medical Waste
	14
	X
	

	ICU
	Isopropyl Alcohol Use
	6
	
	X

	Engineering
	Fuel Storage
	16
	X
	


See Section 5, Document 5B1-1, for a sample written procedure and Section 4 for sample templates and scoring and ranking documents.

Step 5 – Establishing Operational Controls                                 (Develop, Publish and Distribute GEMS Policies and SOPs)

The GEMS Committee will develop the Medical Center Memorandum (see Section 5B) covering GEMS policy, and the implementing procedures (see Section 5B1), and reference or attach the supporting policies and standard operating procedures (SOPs) for significant aspects (see Section 5B2).  (Note that most of the GEMS implementing procedures [Section 5B1] are discussed in one or more of the Nine Steps.)

The GEMS Committee will ask the Operating Units to develop the SOPs to maintain operational control of the significant aspects identified by the GEMS Committee in Step 4.  The GEMS Committee will review all SOPs of significant aspects to ensure that they are consistent with the GEMS policies and procedures.  The GEMS Committee will oversee the elimination of any discrepancies between the GEMS policies and procedures by coordinating the revision of these documents or changing behavior.  If there are existing Operating Unit SOPs that do not score out as involving significant aspects, the Committee will determine that those procedures will not be managed within the GEMS.  For those aspects scored significant where no operational controls exist, the Committee will task the Operating Units to prepare it.

The GEMS Committee shall establish procedures for communication of GEMS policies (see Section 5B1) throughout the organization.  The GEMS Committee will also establish procedures to review feedback from the Operating Units.  Operating Unit managers should regularly report the results of implementation to the GEMS Committee in accordance with the monitoring and measuring procedure (see Section 5B1, Document 5B1-10).  Reports should include:

· Overall status of the GEMS implementation.

· Compliance with Environmental Regulations.

· Corrective and Preventive Action Plans (Section 5B1, Document 5B1-11).

The following format may be used for documenting the review and updating of the SOPs:

	Operating Unit
	Activity
	Significant Aspect
	SOP Title and Number
	Date of Review
	Date of Last Update

	Infection Control
	Environmental Rounds
	Medical Waste Disposal
	
	
	

	Environmental Mgmt. Service
	Environmental
	Medical Waste Disposal
	
	
	

	EMS
	Collection and Disposal of Medical Waste
	Medical Waste Disposal
	
	
	


Step 6 – Setting and Achieving Objectives and Targets

From the list of significant aspects, the GEMS Committee selects a few for demonstrating continual improvement.  Continual improvement is determined by success in achieving the objectives (a site-specific environmental goal, such as reducing hazardous waste) and measurable targets (such as 10 percent reduction) by the target date (end of FY).  A plan for how to achieve the objectives and targets may include new or revised operational controls, such as new procedures or the purchase of new equipment or materials.  The targets, objectives and plan for achieving them should appear in the GEMS Committee meeting minutes.  Results of periodic monitoring of the progress toward achieving the targets and objectives will be reported in the GEMS Committee meeting minutes.  The report of the Annual Program Effectiveness Review that appears in the GEMS Committee meeting minutes at the end of each year (Step 9) includes an evaluation of achievement of the targets and objectives.
Objectives and targets should be meaningful and achievable.  Occasionally, the GEMS Committee may find that a target that was set cannot be achieved.  As soon as that is confirmed, the GEMS Committee should adjust the target or select a new one to achieve.  The goal is not perfection but rather continual improvement.

Two to five targets and objectives supporting the continual improvement of GEMS should be developed by the GEMS Committee and reported to the facility Environment of Care Council or Safety Committee where they will serve to monitor some aspects of the Environment of Care (EOC) program as required by JCAHO EOC Standards.  VHA medical centers are accustomed to measuring and monitoring the hazardous materials management program and reporting monthly, quarterly and annually to the facility EOC or Safety 

Committee.  The GEMS targets and goals element will fit nicely into the existing monitoring system, which can be expanded to cover not just hazardous materials management, but the entire GEMS program.  See a sample written plan for Setting and Achieving Target and Objectives in Section 5B3.
The annual Waste Minimization and Compliance Reports submitted by each facility to Environmental Programs Service (181C) provides the opportunity for tracking and trending some features of its environmental performance.  These reports should provide some ideas for environmental objectives and targets at the facility level.  To view the FY ‘02 Waste Minimization and Compliance Report summarizing the national data, see Enclosure 1-5 in Section 1.

Step 7 – Train Staff on GEMS Policies and SOPs

The recommended training for all facility and VISN staff is outlined in Enclosure 3-3, VHA Environmental Training Program Plan, and Enclosure 3-4, GEMS Training Needs Assessment.

Training resources are identified in Section 5, Document 5B1-5, VHA Environmental Training Program Plan, and include training programs that are being developed nationally by VHA and will be announced as they become available.  Other sources are Environmental Protection Agency (EPA) Regional Offices, state environmental agencies and contractors.  Many of the training programs identified in the Enclosures are already being used at medical centers for specific requirements such as those for underground storage tank (UST) monitoring for operators, which is usually given by the manufacturer of the USTs.  

JCAHO Environment of Care Standards, Occupational Safety and Health Administration (OSHA), EPA regulations, and VHA Handbook 7701.1 address the requirements for documenting training.  Generally they require the training records to include date of training, name and qualification of trainer, topics covered, names and social security numbers of attendees.  Some media-specific regulations of the federal EPA or state environmental agencies have further requirements for training documentation, which should be confirmed during the compliance audit.

The facility should develop a training program tailored to its particular needs.  The training program should provide sufficient education to the employees to ensure that the GEMS is operating at the highest level.  Training should include emphasis on the following:

· The importance of conformance to the policy.

· Recognition of significant aspects identified by the GEMS Committee.

· Individual roles and responsibilities regarding GEMS implementation and operation.

· Consequences of nonconformance.

· Environmental Awareness Training of Employees, including New Employee Orientation.

· Annual reporting requirements.

Training status should be monitored, and refresher courses should be available periodically.

The Green Environmental Management Systems Brochure (included as a binder cover pocket insert to this Guidebook and also as Enclosure 3-5) was designed to supplement the facility-training program.  It should be reproduced and given to all managers, so that the information can be shared with all staff at monthly section/department meetings.  As an additional tool, GEMS should be added as an element in New Employee Orientation, and the GEMS brochure reproduced and distributed to all incoming staff at that time.  A sample GEMS Awareness Training Program is in Section 6, Enclosure 6-6 (on CD-ROM).

Step 8 – Conduct Environmental Compliance Baseline Audit

Once the GEMS is designed and reviewed for gaps, medical center memoranda and SOPs written, and training has been conducted, it is time to conduct a thorough multimedia regulatory compliance audit addressing federal, state and local environmental regulations.  The purpose of this audit is to determine the compliance status of the facility and address any non-compliance issues.  The auditor will produce a report of non-compliance items (violations), which the GEMS Committee will address with a corrective action plan for immediate compliance and a tracking mechanism to report progress.  The audit may instigate the identification of additional significant aspects that require SOPs and targets or monitoring by the GEMS Committee.

Compliance audits are usually conducted by external experts, which can include contractors and experts from other federal agencies, but can be done by internal experts.  

Scope:  The regulatory compliance audit should cover all environmental regulations impacting the medical center and include those promulgated by the federal EPA, state environmental agencies and local regulatory entities.

Audit Tools:  The Environmental Compliance Guidebook, Book 6B in the VHA Safety Guidebook Series, published in 2003, is a multimedia guide to federal EPA regulations affecting VHA medical centers.  Some compliance assistance materials are available from federal and state regulatory agencies.

(See Concepts, Section 2, paragraph 2.13; and Section 5, Document 5B1-10, Monitoring and Measuring Compliance).

Step 9 – Annual Program Effectiveness Review and Report

The final step in developing your GEMS is the Annual Program Effectiveness Review, which must cover at least these four elements:

· Status Report on the regulatory compliance program, specifically the completion of previous corrective or preventive actions resulting from any compliance audits or inspections.
· Status Report on GEMS implementation, specifically the completion of preventative and corrective actions resulting from the GEMS gap analysis.
· Review of the accomplishments of the Targets and Objectives.  This answers the questions “Were the objectives and targets met?  If not, why not?  What corrective actions were established?”
· Committee recommends adoption of new targets and objectives for the upcoming year and proposes changes in the GEMS and/or improvements in the compliance program based on findings of the GEMS gap analysis and compliance audit.
To maintain continual improvement, suitability and effectiveness of your environmental management system, the Director is tasked to review and evaluate the environmental management system at defined intervals.  The GEMS Committee should carry out this preliminary review with policy and program assessment and recommended changes to objectives and targets.  It will determine the suitability of the environmental management system in relation to changing conditions and information.  The GEMS Committee will present their review, conclusions and recommendations to the Medical Center Director for review, comment and approval.  (See Section 5, Document 5B1-13, GEMS Procedure for Annual Program Effectiveness Review and Report, for a sample procedure and sample committee report.)

Congratulations on completing the Nine Steps of implementing GEMS!  Now note that the process of GEMS is cyclical and continual improvement requires revisiting Steps 3-9 of GEMS on a regular basis.
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The GEMS implementing procedures will specify the frequency of re-visiting each of these steps.
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Overview of the process:


There is a procedure describing how significant environmental aspects are identified in order to determine where the organization can focus its attention to accomplish the most with the least effort and resources (see Section 5, Document 5B1-1).  This involves a process starting with identifying legal and other requirements (see Section 5, Document 5B1-2) applicable to the activities of each Operating Unit; then Operating Units identify and score the impacts they have on the environment.  The GEMS Committee reviews the results of the scoring by the Operating Units and verifies that it is consistent with significant aspects procedures.  The Committee then identifies significant aspects and asks the Operating Units to submit operational controls (such as procedures) for all significant aspects.  The GEMS Committee then reviews all the operational controls for each significant aspect to ensure there is agreement and consistency within each program and across Operating Units (Step 5).  This process, as well as the gap analysis (Step 3), will determine if the current SOPs reflect the actual practices.  Finally, gaps between written procedures and actual practice will be addressed as action items for updates to the SOPs or changes in actual procedures, possibly requiring retraining (Step 7). 
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