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Introduction

The purpose of this guide is to provide the Environmental Management System (EMS) Team and others participating in NCR’s EMS with a better understanding of the following basic questions:

· Why do we have an EMS?

· What is an EMS?

· What does NCR’s EMS look like?

· What is my role within the EMS framework?

Why do we have an Environmental Management System?

All Executive Office Agencies are required to use EMS as the primary management approach for addressing environmental (including energy and transportation) risks/liabilities/programs (E.O. 13423, “Strengthening Federal Environmental, Energy, and Transportation Management”). GSA has implemented an EMS in Central Office, as well as in NCR and Region 9, and plans on implementing EMS in all regions. NCR chose to integrate Occupational Safety and Health Fire Protection, and Life Safety into our EMS. 
What is an Environmental Management System?

The Environmental Management System is not a computer program, but a set of processes and practices that can assist Divisions/Branches/Individuals in GSA NCR better manage its environmental aspects (potential risks). An EMS is not intended to be a burden on those working and cooperating within one, but to create a situation where we manage our aspects as One GSA. 

An EMS is a framework adopted by an agency to synchronize efforts for meeting our environmental (including energy and transportation), health, and safety goals. An EMS’s purpose is to link up Divisions/Branches/Individuals who have environmental, safety, or health (ESH) responsibilities in order to reduce duplicate effort and increase the resources available to those who have ESH responsibilities. A fully implemented EMS provides the necessary resources, guidance, and forums to increase the effectiveness of our agency’s environmental management. 
You could think of an EMS as an “environmental working group” in NCR that reports successes, areas for improvement, goals, needs, etc. to the NCR’s Executive Team at least once a year…
… or an “environmental guild” that provides a forum for Divisions, Service Centers and Branches to work cooperatively to meet shared Environmental (including Energy and Transportation), Health and Safety Goals. 
The following sections will provide you with a basic overview of NCR’s EMS. The major topics to be discussed include: environmental management programs (EMPs), Environmental Management System Team (EMS Team), Upper Management’s role, and the environmental (including energy and transportation), health, and safety management role of everyone in NCR. 
What does NCR’s EMS Look Like?

Environmental Management Programs: 
An environmental management program (EMP) is a program that includes combined goals, efforts, and requirements across business lines on a specific environmental topic; in an EMS, this topic is called an aspect. An aspect is a “risk,” “cause,” or the possibility that an environmental interaction (positive or negative) may occur. Aspects have impacts or the “effect” of the aspect’s management on the environment. You can have positive and negative impacts… 
An example of an aspect is hazardous waste. If hazardous waste is thrown in the municipal trash or poured down a drain (i.e. not properly disposed of), it can have a negative impact to human health or the environment. If hazardous waste is recycled by a qualified and licensed contractor, it creates a positive impact because you are reducing the risk of hazardous waste harming human health and the environment along with recycling the materials for future use. 
Environmental Management Systems are designed to manage aspects, because they are the root cause of potential environmental interactions. By managing aspects, we are proactively addressing potential environmental risks in NCR because we are dealing with the root cause, not the effects. If an aspect poses a large risk, it is considered a significant aspect. We create environmental management programs (EMPs) to manage significant aspects. 
In GSA NCR we have identified the need for 18 Environmental Management Programs (EMPs) to manage significant aspects including:

· Energy Consumption; 
· Water Consumption; 
· Solid Waste and Recycling;
· Hazardous Waste and Materials; 
· Asbestos; 
· Storage Tanks; 
· Drinking Water; 
· Indoor Air Quality; 
· Lead; 
· PCBs; 
· Subsurface Contamination; 
· Radon; 
· Storm Water; 
· Waste Water; 
· NEPA/Historic Preservation;
·  Sustainable Design;
·  Occupational Safety and Health; 
· Fire Protection and Life Safety

If a new aspect is identified and believed to be significant, an EMP will be created to manage this potential risk. If an aspect is no longer seen as significant, or even a potential risk (suppose we get to a point where there is no longer any PCBs in our buildings), we can document that this aspect is no longer applicable to the region and stop actively managing the program. 
You may ask, “Don’t we already have programs in place to manage these different topics?”  Even if the answer is “yes,” we may not always coordinate with the appropriate offices and people who also spend time on the same topic. By creating EMP Teams, we can make sure that all parties who have a significant role in managing a particular aspect in all of our branches/divisions/business lines are working cooperatively (or at least not creating a duplicate effort) on achieving their shared goals.
For example, we currently have a Water Consumption program that focuses on reducing water consumption inside our buildings based out of Maintenance and Energy. We also have a program to reduce water consumption in our landscapes that’s based out of the Safety, Environment, & Fire Protection Branch. There may be other programs that look into this topic as well, possibly in Property Development, Leasing, or Delegations. Even if there is not a program in place in these divisions/branches, there is a part of their operations that affects water consumption in the Region. For example: 

· Property Development manages the design, and construction of our buildings. They could specify the use of water efficient fixtures in new construction and renovation (including, but not limited to waterless urinals, low flush toilets, and other water saving products). This would create a more water efficient building to start with, thus lessening the need for future retrofits of more water efficient fixtures saving, water, time, and money.
· Realty Services creates lease agreements, and also addresses tenant improvements to leased space. What if an agency is trying to meet their water reduction goals and wants to include water reduction tenant improvements in their new lease? If they were able to work with their reality specialist who partners with Maintenance and Energy they could not only find a solution to the tenant’s needs, but could also report the water savings for our agency as well. 

· Delegated agencies also are required to reduce water consumption. Delegations play a major role in working with Delegated Agencies and the rest of GSA NCR to complete plumbing and fixture upgrades to reduce water consumption in their facilities. 
By integrating all parties together and working as a part of a Water Consumption Environmental Management Program Team the team can make sure that the above parties are sharing information, resources, and are working cooperatively to provide a larger benefit to GSA NCR, our tenants, and the environment. 

Environmental Management Programs have an EMP Program Lead who is chosen to synchronize and coordinate efforts on that topic for the region. The program lead is not necessarily the supervisor for all other GSA-NCR employees working on that aspect. Rather, they are the main point of contact for inquiries, and will assist in coordinating efforts between different groups on that topic. The teams can individually determine how often they want to meet and work together. 
Water Consumption Environmental Management Program Team

With all of these programs, it is necessary to have a framework adopted by NCR to have all of these groups talking and working together…

The goal of the Environmental Management System is to do just that. 

NCR’s Environmental Management System Team:
The EMP Leads will meet periodically to discuss the goals, issues, or concerns they and the other members of their program teams are experiencing along with addressing Environmental Management System wide goals, issues, or concerns. They join up to form the Environmental Management System Team (also known as the Cross Functional Team). The EMS Team is an interdisciplinary group of EMP Leads and other interested associates who not only meet periodically to discuss regional environmental management program efforts, but are also responsible for coordinating efforts between different groups who have similar goals and programs. For example, the Safety and Health EMP Lead may be working with his/her group on an awareness campaign of workplace risks.  The other EMP teams may have ideas to contribute to this campaign and could be willing to help the Safety and Health EMP Team with the campaign, so the EMS Team provides a forum to both discuss what you are working on, and to also create partnership opportunities with other EMP teams. 
NCR’s Environmental Management System Team


So who is directing and coordinating EMS efforts? The EMS is run by the EMS Team members and their corresponding EMP teams. In order to provide assistance on EMS wide goals, issues, or concerns NCR has an EMS Coordinator who is familiar with the EMS standards, requirements, deadlines, etc. The EMS Coordinator is the regional champion and facilitator of the program, not the manager. 
You can think of the EMS Coordinator as the EMS’s Environmental Management Program Lead. They will track progress of the system, and make sure that EMS requirements like Internal Audits, Management Reviews, and other EMS activities and actions are scheduled and accomplished. They will also work with other GSA regional EMS Coordinators to discuss initiatives and to identify partnership opportunities across regions. There may be some instances where regions are working on the same goals or requirements, and can work together to increase efficiency and ease the administrative burden of duplicate efforts across regions.

Upper Management’s role:
Upper Management (TheExecutive Team) supports and champions the EMS. They assist the EMS Team with garnering support for the system in the region by being able to highlight their commitment to the system’s success when going out to talk to new groups about it as well as being able to highlight the importance to groups already participating to continue their efforts… because Upper Management said so!  
Upper Management is also a consumer of EMS information. Through the EMS, Upper Management will be more informed about environmental responsibilities within the agency. Upper Management is required to be updated and informed about the status of objectives (long term vision for a particular EMP) and targets (short term measurable goals to create that long term vision). The EMS Coordinator and team members are required to provide at least an annual Management Review (a high level discussion about the progress, results and needs for the system). Generally, this happens after an internal audit (review of the system at least once a year to identify areas for improvement). During the Management Review, team members also discuss opportunities for improvement along with ideas and requests Upper Management may have for the upcoming year. 
So What is My Role if I’m not involved in an EMP or EMS Team?
Even if you are not involved directly in the system through participation on an EMP or the EMS Team, you still have a role in the EMS in NCR. Everyone in the region has some environmental (including energy and transportation), health, or safety responsibility. You have the choice to telecommute, or use public transportation to get to work, and you can turn the lights off or power down electronic equipment when they are not needed. Also, if you see a situation that seems like a waste of environmental resources (leaky faucet), or a health or safety concern you can protect others by reporting the problem to the appropriate person to address the issue. 

There are many requirements for employees who may not think of themselves as needing to be aware of environmental issues. If you have a credit card or participate in any procurement there are regulatory requirements to seek environmentally preferable products. Everyone has the ability to influence the effectiveness and success of our environmental stewardship in the region and is an important member of our Environmental Management System. 
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See (http://www.gsa.gov/ncrems) for the most updated version. (Last Updated 4/23/08)


