Step 5) Check Your Emergency Procedures/Plans to Ensure Conformance to EMS
Requirements

Check ...
e Have you reviewed environmental operations and activities for potential emergency situations?

e Are personnel trained and aware of their roles and responsibilities during an emergency?
e Do you conduct emergency drills and document the results?

-

e A systems approach can successfully integrate environmental and security considerations into
everyday business operations. Roles and responsibilities are defined based upon activities related to
your priority risks and vulnerabilities, empowering employees to analyze, control, and mitigate impacts
related to their daily work. These designations can also be utilized to control and monitor access to
critical areas and processes within a facility that relate to operations identified in vulnerability
assessments. In essence, employees throughout an organization take on a real sense of ownership for
emergency response in their daily responsibilities and within the organization as a whole.

COACH’'S CORNER

e Evaluate the effectiveness of your emergency response plans on a regular (at least annually) basis by
conducting drills and exercises. Ensure that all emergency response actions are reviewed and
documented.

e Make emergency response plans available, easily accessible, and clearly understood by everyone who
might need them. Effective training and well communicated plans will help prevent and minimize
potential environmental impact that could occur as a result of the accident or emergency.

¢ Invite local emergency response agencies into your branch for emergency reviews and drills. Local
responders need to know the layout and any changes to operations of your facility. In addition,
response agencies can assist you in developing and updating your response plans.

e Don't focus just on response - focus on how to prevent accidents and emergencies in the first place.

e Don't start your emergency preparedness and response procedures/plans from scratch. Build on what
you currently have in place for responding to emergencies and accidents.

e Emergency response is also a large part of the OHS. Ensure integration. (Drainage Services Branch)
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PHASE 4: CHECKING

In this phase, you will define and document methods that your branch will use to verify that
your EMS is effective and functioning as you intended. The check, an EMS audit or review,
is a tool that you will periodically use to identify any flaws or weaknesses in your EMS. This
information can help you assess how well your EMS is performing and help your
organization continually improve. As part of the audit process, your organization will take
corrective actions on any EMS “findings” to make sure that nonconformities are examined
for root causes, corrected, and prevented from re-occurring. Based on the City of
Edmonton’s two-year implementation cycle, the activities in this phase can be comfortably
accomplished in about five months.

Here’s a checklist of the requirements in this Phase:

Phase 4 EMS Requirements (5 months)
Monitoring and Measurement \/
Evaluation of Compliance \/
Nonconformity, Corrective Action & Preventative Action \/

Control of Records \/

EMS Internal Auditing \/
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3.11 Monitoring & Measurement

(An element of Phase 4 — Checking)

- Monitoring & Measurement -
- Evaluation of Compliance -

The Purpose of this EMS element is to:
0 Monitor and measure the performance of your EMS, including your significant
aspects, objectives and targets, legal compliance and operational controls.
The Result of this EMS element is:
o A procedure (EMS Document) to control monitoring and measurement activities that
affect your significant environmental aspects and compliance requirements.
Before You Begin this EMS element:

o Complete your significant aspects and impacts analysis.

Key Section Terms

Baseline — The starting point from which the meeting of an objective is to be measured. Establish
“normalized” baselines to accurately measure how your branch’s environmental performance could change
over time. Normalized baselines will measure your actual environmental performance changes rather than
changes in production, customer demand, or other non environmental related factors.

Environmental Aspect — Element of an organization’s activities, products or services that can interact with
the environment. Aspects = Causes

Environmental Management Program (EMP) — A structured program with a set of specific identifiable
actions (an “action plan”) providing the direction for EMS objectives and targets to be obtained and tracked.
Your plan should assign tasks, resources, responsibilities, and timeframes for achieving your objectives
and targets.
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Environmental Objective — An overall environmental goal based on an established environmental policy,
that an organization sets itself to achieve. Wherever possible, environmental objectives should be
quantified to facilitate the evaluation of environmental performance and the measurement of progress
towards specific environmental targets.

Environmental Target — A detailed performance requirement, quantified where practicable, that arises
from the environmental objectives and that needs to be set and met in order for the objective to be
achieved.

Key Characteristic — An element of an operation or activity that can be measured or evaluated for
environmental performance of objectives and targets.

Performance Indicators — Measurement tools, selected by management that can be used to support the
evaluation of environmental performance in relation to a specific target. Performance indicators may be
adjusted to meet specific management needs or as necessary to ensure progress towards specific
environmental targets.

|ISO 14001 Requirements (Standard 4.5.1, Monitoring and measurement)

The organization shall establish, implement and maintain a procedure(s) to monitor and measure, on a
regular basis, the key characteristics of its operations that can have a significant environmental impact.
The procedure(s) shall include the documenting of information to monitor performance, applicable
operational controls and conformity with the organization’s environmental objectives and targets.

The organization shall ensure that calibrated or verified monitoring and measurement equipment is used
and maintained and shall retain associated records.

|ISO 14001 Requirements (Standard 4.5.2, Evaluation of compliance)

45.2.1: Consistent with its commitment to compliance, the organization shall establish, implement and
maintain a procedure(s) for periodically evaluating compliance with applicable legal requirements.

The organization shall keep records of the results of the periodic evaluations.
4.5.2.2: The organization shall evaluate compliance with other requirements to which it subscribes. The
organization may wish to combine this evaluation with the evaluation of legal compliance referred to in

4.5.2.1 or to establish a separate procedure(s).

The organization shall keep records of the results of the periodic evaluations.

City of Edmonton EMS Handbook 104
SECTION 3: Step-by-Step Guide
Checking Phase




Introduction — Monitoring & Measuring

So far, you've identified your significant environmental aspects, set objectives and targets, and conducted a
review of your operations and services to identify applicable regulatory and other requirements. You have
also put procedures and work instructions (operational controls) in place to ensure that your environmental
issues (i.e., significant aspects) are managed. The next step is to monitor and measure your progress in
meeting your objectives and targets, and assess your compliance toward meeting your regulatory
requirements.

Monitoring and measuring allows you to track your environmental performance and improve efficiency by
managing what you do. Remember, you can't manage what you can't measure! The results of your
objectives and targets and other environmental efforts are easier to demonstrate when current and reliable
data are available and referenced against a defined baseline. These data can help you demonstrate the
value of the EMS to top management, as well as to other interested parties such as your local community.
In this section you will develop ways to:

Identify key characteristics of operations and activities that can have significant impact
Track performance (including progress in achieving your objectives and targets)
Monitor conformance with operational controls

Calibrate and maintain monitoring equipment

Periodically evaluate your compliance with applicable laws and regulations

In developing your monitoring and measuring process, you are encouraged to:

e Start with a relatively simple monitoring and measurement process, looking at your legal requirements
and significant aspects. It is OK to start small and build over time as you gain experience in evaluating
your performance.

e Select performance indicators that will provide the information you need to make effective decisions
about your EMS.

e Don't forget about on-site and off-site contractors that calibrate and/or maintain equipment that is
within your identified significant operations and services.

Avoid monitoring and measuring everything. Start with what is required by law and then examine your
objectives and targets. Don't collect data for data’s sake!

Step-by-Step Guide for Monitoring and Measuring Your Key
Environmental Activities

Step1) Determine What You Currently Monitor and Measure
Step 2) Identify What You Need to Monitor and Measure to Determine How Your EMS is Performing
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Step 3) Assess Compliance and Track Your Environmental Performance

Step 4) Develop an EMS System Procedure for Monitoring and Measurement
Step5) Check Your Monitoring and Measurement Procedure for EMS Conformance
Step6) Communicate Progress and Performance

Step 1) Determine What You Currently Monitor and Measure

Examine your fenceline operations and services (i.e., scope of your environmental management system)
and determine what you are currently monitoring and measuring. Your environmental regulations are a
good place to start, since these requirements typically include monitoring, measuring, (permit limits, etc.)
and reporting components. How well do these measurements serve your EMS purposes? What additional
monitoring or measuring might be needed as your branch continues to move beyond compliance?

Step 2) Identify What You Need to Monitor and Measure to Determine How Your EMS
Is Performing

Your branch will track data and information collected through your EMS on a continuing basis, to determine
whether and how your branch is achieving its environmental objectives and targets and to properly manage
your significant aspects. Information collected by monitoring and measuring your key environmental issues
can help make this determination and answer the questions: Is your EMS being carried out as planned? Is
your branch achieving its commitments and its objectives and targets? What information is most valuable?

To determine what you need to monitor and measure, identify branch operations and services that affect
your environmental performance. What are the key characteristics of the operations, services and related
equipment and how do you measure these characteristics to ensure proper performance?

Let's return to the sanitary sewer overflow (SSO) significant aspect example again and make a sample list
of the operational controls, key characteristics, monitoring and measurement methods, and calibration
needs for operating and maintaining wastewater pump stations.

on Cleaning
Sewer Mainlines

# of cleanings per
month

Census Data

Emergency Monthly
Generator Operating
Operations and Reports
Maintenance

Operation with Significant Operational Key Monitoring or Equipment &
Significant Aspect Controls Characteristics Measurement System
Environmental of Operation or Methods Calibration
Aspect Activity Needs
Operate and Sewer System Pump # of Alarms Measure Flow Meters
Maintain Pump Overflows (SSOs) | Maintenance Quantities
Stations Manuals Flow per Capita SCADA
Monitor Lift
Work Instructions | # of overflows Stations
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Consider selecting a combination of process and outcome measures that are appropriate to your branch.
Environmental measurement can be a combination of process and outcome measures. In other words, you
may want to consider measurements that assess “how” you are doing something as well as measurements
for “what” is produced.

e Outcome measures look at results of a process or activity, such as the amount of waste generated or
the number of spills.

e Process measures look at “upstream” factors, such as the number of employees trained on a topic.

For example, using the SSO significant aspect example above, an outcome measure would be the number
of overflows per year and a process measure could be the number of cleaning or maintenance activities
completed per month to prevent line blockage and that would consequently reduce the chance for an
overflow event.

REMEMBER: Start by looking at what's regulated and then look at the significant aspects and objectives
and targets that you identified earlier.

REMEMBER: Remember to track and record your EMS benefits, especially the ones realized from our
objectives and targets. These will make an impression with management as you move forward with your
EMS.

Also consider what other organizations have deemed the “three keys to success”:

1. Evaluate the information that you collect for value. If you are going to spend the time and resources to
collect it, make sure that it is useful.

2. Include top management and other decision makers in setting up what you will monitor and measure.
Checking in with them will help you identify what you need to measure to provide meaningful results
and maximize the benefits you'll receive from your EMS.

3. Remember your external stakeholders as you determine what to monitor and measure.

Step 3) Assess Compliance and Track Your Environmental Performance

An EMS requires you to periodically evaluate your compliance with applicable laws, regulations and other
requirements. In practice, most organizations go through some form of compliance audit and this can be
done either by internal staff or by an outside organization. While the compliance audit is generally a way to
determine if you are actually in compliance, you should also use it as a way of determining if your
organization is well suited to address instances of noncompliance should they occur. In other words, are
you able to effectively manage compliance as well as audit for it?

When determining if you are effectively managing compliance, you should use this opportunity to make
sure that proper procedures are in place to respond to instances of noncompliance, determine the root
causes of noncompliance, and make any changes to your system to help ensure that the noncompliance
does not recur. Effective compliance management is an essential part of an EMS.
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Once you know what to measure and what indicators you will use, assess and track your objectives and
targets so you know how well they are performing. Remember to have regular checks on the progress of
your objectives and targets and report the results to top management.

Remember to also assess and track your significant aspects. Keeping track of your significant aspects will
let you know how well they are managed (being controlled) and also provide you with a baseline for
potential future objectives and targets.

For example, have operational controls (procedures, work instructions, etc.) been documented for each of
your significant aspects? Have employees been trained on any changes to emergency preparedness and
response plans? Are your training records up to date and documented? Do employees whose work
involves significant aspects understand their roles and responsibilities?

A Word on Calibration

As part of meeting your monitoring and measurement requirements, you will need to document calibration
requirements and dates for equipment used in areas where you identified significant aspects, where you
set objectives and targets, and in areas where you have compliance requirements. For example, calibrated
equipment could include gauges used to monitor stack air emissions or a pH meter used to measure
effluent water quality. Make sure a regular schedule is in place to calibrate the equipment and make sure
you retain your calibration records. Remember, some equipment may be calibrated offsite, so make sure
the vendor supplies you with a copy of the records. Don't forget about the maintenance manuals that come
with your equipment. They may contain calibration and/or measurement methods for your equipment. In
addition, your equipment may have calibration procedures set by the manufacturer that must be followed.

Step 4) Develop an EMS System Procedure for Monitoring and Measurement

When you're satisfied that your process for monitoring and measuring conforms to the EMS requirements,
document the process setting out how your branch will monitor and measure, on a regular basis, the key
characteristics of its operations that can have a significant environmental impact. As with all EMS
procedures, this procedure needs to clearly define what, who, when, how, and where.

As well, you will need to develop system procedures for evaluating compliance with applicable legal

requirements as well as applicable requirements to which your branch subscribes.

See Appendix A for a Sample of Monitoring and Measuring Procedures and Evaluation of
Compliance Procedures
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Step 5) Check Your Procedures for EMS Conformance

Check to see if your procedure is working according to your plan. Here are some questions to investigate:
Check:

e Have you identified operations and activities associated with significant environmental aspects, legal
requirements and environmental objectives?

Have you completed a review of your legal compliance status?

Have you identified what needs to be monitored and measured?

Have you decided what performance indicators/metrics are appropriate?

Have you established a schedule for monitoring and measuring?

Have you reviewed what equipment needs to be maintained and calibrated?

Do you communicate performance information to management on a regular basis?

Step 6) Communicate Progress and Performance

Communicate and record the progress and performance of your objectives and targets to top management
and to staff. Management needs to know if resources are appropriate for what you want to accomplish and
if you are on track with your environmental goals.

Remember: Employees respond best to information that is meaningful to them. Putting environmental
information in a form that is relevant to their function and work area increases the likelihood they will act on
the information.
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3.12 EMS Internal Auditing

(An element of Phase 4 — Checking)

EMS Internal Auditing

The Purpose of this EMS element is to:
0 Establish an effective EMS internal audit program to continually evaluate and improve your EMS
system.
The Results of this EMS element are:

0 An EMS audit procedure (EMS Document) that covers scope, frequency, methods and
responsibilities.

0 A mechanism for EMS internal audit results (EMS Record) to be reported to management for the
purpose of management review.

0 An EMS Internal Audit Schedule/Plan that covers all elements of the EMS requirements.
0 Agroup of trained EMS internal auditors identified and available to conduct EMS internal audits.
o Internal audit documentation, including checklists, reporting documents (e.g., an internal audit
report), and summary documents (EMS Records) to review and follow-up on the results of audits.
Before you Begin this EMS element:
0 Implement all elements of your EMS.

o Conduct EMS employee awareness and understanding training for all staff to prepare them for the
internal audit process.
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Key Section Terms

Audit Finding - A discovery of lack of conformance to the requirements of an (ISO 14001-based) EMS
criteria/checklist. All audit findings must be resolved as found during the internal audit or through a formal
EMS process of corrective and preventative action.

Corrective Actions — As a result of the audit findings, corrective action reports (CARSs) are assigned to all
nonconformances to correct EMS deficiencies as they occur. CARSs track an audit finding, assigning tasks
to be completed, responsibilities, and timeframes.

EMS Audit — A planned and documented review performed in accordance with a documented audit
procedure for the purpose of verifying, through interview and an evaluation of EMS documents and
records, conformance with the applicable elements of your EMS.

EMS Auditor — A qualified and trained individual who conducts EMS audits. Each EMS Auditor should
attend documented training that presents the requirements of a standard (e.g., ISO 14001) EMS and of
your organization’s EMS audit procedure and discusses their roles in an EMS internal audit.

EMS Lead Auditor — A qualified and trained individual who plans, organizes, and directs your
organization's EMS internal audits. The EMS Lead Auditor is the leader of your EMS audit team and will
report audit findings and observations to management.

Major Nonconformance — A deficiency in meeting the requirements of an EMS. One or more of the 17
elements of the EMS which are not addressed (e.g., no system procedure) or implemented (e.g., a number
of employees are not aware that you have an Environmental Policy).

Minor Nonconformance - A finding that leads to a failure to conform completely with an EMS element, but
is not considered to be a breakdown in your system. (e.g., for example, a number of employees were
overdue on their EMS refresher training.

Observation — A recognition of something done incorrectly or an area of concern. While not a major or
minor nonconformance with an EMS requirement, if done correctly it could strengthen the EMS or if done
incorrectly, could potentially cause a system failure. Remember to also document positive observations —
things you are doing well.

System Procedure — An EMS (ISO 14001) required document that establishes purpose, scope, roles &
responsibilities, the tasks to be completed, and where and how the associated records and documents are
maintained.
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|ISO 14001 Requirements (Standard 4.5.5, Internal Audit)

The organization shall ensure that internal audits of the environmental management system are conducted
at planned intervals to

a) determine whether the environmental management system
1) conforms to planned arrangements for environmental management including the requirements of
this International Standard, and
2) has been properly implemented and is maintained, and

b) provide information on the results of audits to management.

Audit programme(s) shall be planned, established, implemented and maintained by the organization, taking
into consideration the environmental importance of the operation(s) concerned and the results of previous
audits.

Audit procedure(s) shall be established, implemented and maintained that address
The responsibilities and requirements for planning and conducting audits, reporting results and
retaining associated records,
The determination of audit criteria, scope, frequency and methods.

Selection of auditors and conduct of audits shall ensure objectivity and the impartiality of the audit process.

Introduction — EMS Internal Auditing

Once your branch has established its EMS, verify its effectiveness. The process of reviewing and verifying
your EMS through an internal audit is critical and key to improving your system.

An EMS internal audit is a tool that your branch will use periodically to identify where things are working
well and where improvements are needed. This information will help you assess how well your EMS is
performing. The internal audit is a documented review of whether your branch is doing what it said it would
do to manage its environmental issues and whether it is doing so effectively. An EMS internal audit is
conducted by your branch’s employees to determine your conformance with the ISO 14001 Standard.

Your EMS internal audit is a snapshot in time. It evaluates your documents, procedures, and records and
reviews their implementation effectiveness and consistency. The audit looks at your branch’s planned
activities for meeting its objectives and targets and controlling its significant aspects. It also looks for signs
of management’s commitment to the environmental policy and the EMS, and awareness and competency
among all employees.

Your EMS internal audit can accomplish several things, including:

e [t lets you know if the EMS elements are being implemented as planned.
e It gives employees practice in being audited.
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It gives audit teams a chance to practice their auditing skills.

It reinforces everyone’s involvement and responsibility in your EMS.

It's a teaching tool to get employees to understand each element of the EMS.

It's an important tool to measure how your system is or is not continually improving.

It's a “find, fix, and prevent” opportunity to identify weaknesses in procedures and work instructions
before they become a documented part of your EMS.

Sep-by-Step Guide to EMS Internal Auditing

Step1) Select and Train EMS Internal Auditors

Step 2) Determine EMS Audit Scope and Frequency
Step 3) Prepare Staff for Your EMS Internal Audit
Step 4) Conduct an EMS Desktop Review

Step5) Conduct an EMS Internal Audit

a. Hold an Opening Meeting

b. Audit for EMS Conformance

c. Report EMS Audit Findings
Step 6) Develop a System Procedure for Conducting EMS Internal Audits
Step7) Check the EMS Internal Audit Procedure for EMS Conformance

Step 1) Select and Train EMS Internal Auditors

Your own qualified and trained employees are the best people to conduct an internal audit. If possible, train
at least two people as EMS internal auditors, with one as the lead auditor. This will allow your auditors to
work as a team. This also allows audits to take place when one auditor is unavailable. Your auditors should
be objective, and not audit his/her own areas of operation or service. For example, if your lab manager is
one of your internal auditors, he/she should not be auditing your laboratory operations.

Your EMS internal auditors require training in order to be effective reviewers of your EMS. City of
Edmonton auditors will receive a two-day EMS Audit Overview and five-day EMS Lead Auditor training.

Auditor Credentials:

Independent of the areas being audited

Has an understanding of relevant laws and regulations
EMS training

An understanding of audit process and procedures
Good communication skills

An attention to detail

Step 2) Determine EMS Audit Scope and Frequency

Next, determine how often you want to conduct your internal audits and determine your audit scope. Al
programs and elements of your EMS should be audited every year. Audit your entire EMS at one time each
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year or break your review into specific elements for more frequent audits, where you would review a
sampling of elements every quarter, but still audit all EMS elements within a year.

To determine the scope and frequency of your EMS internal audits, consider the environmental importance
of the activities and the results of your previous audits. For example, you may want to focus audit efforts on
significant aspect areas and activities or your objectives and targets, as well as on the findings from your
previous EMS audits. This will direct your EMS audits to the most important areas for potential
improvement.

A sample EMS audit scope and schedule is shown below. Review your entire EMS at least every year,
beginning with a review of all EMS elements during your first internal audit. Then, consider conducting a
sampling of EMS elements every quarter, as shown in the schedule below. Also, remember that your EMS
internal audits can be integrated with other reviews you currently conduct (e.g., environmental, health and
safety, quality, or security audits, etc.).

Sample EMS Audit Scope and Schedule

For an Example of Internal Audits Conducted Every Quarter)
ISO 14001: 2004

01/2005 | 04/2005 | 07/2005 | 10/2005 | 01/2006
4.1 General Requirements *
4.2 Environmental Policy * * *
N N
431 Environmental aspects * * * * *
4.3.2 Legal and other requirements * * *
4.3.3 Objectives, targets & programmes * * * * *
441 Resources, roles, responsibility & Q * *
authority
4.4.2 Competence, training & awareness * * *
443 Communication * * *
4.4.4 Documentation * * *
445 Control of documents * * *
4.4.6 Operational control * * * * *
447 Emergency preparedness & response * * *
|
451 Monitoring and measurement * * *
452 Evaluation of compliance * * * * *
453 Nonconformity, corrective action & * * * * *
preventive action
454 Control of records * * *
455 Internal audit * * *

Previous findings of nonconformance * * * * *
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Your EMS Lead Auditor will be tasked with completing an audit plan to determine the scope of each of
your internal audits. The following should be included in each audit plan:

a statement of the audit objectives

an identification of the specific elements being audited

a review of any special emphasis or focus (e.g., corrective actions from previous EMS audits)
references to appropriate plans, procedures, or requirements documents

a timetable for the audit

an identification of the Audit Team and the members assigned rolls

audit materials such as checklists, questionnaires, etc.

Step 3) Prepare Staff for Your EMS Internal Audit

You've developed an EMS internal audit scope and agreed on an audit schedule. You are ready to begin
and so are your internal auditors. Your job as lead EMS auditor is to support the audit function by preparing
your managers, employees, and all documents and records. All of these should be readily available to your
audit team according to a prearranged audit schedule.

In advance of the audit, prepare management by:

e Reviewing their EMS responsibilities

e Rehearsing the type of questions that the auditor might ask

e Organizing and tracking corrective actions that the audit identifies

¢ Indicating on managers’ calendars suggested times for the pre-audit meeting to review the audit scope,
plan and schedule, and the closing meeting to share audit findings

e Encouraging them to be visible, involved, and available for the months of preparation preceding the
registration audit

Prepare employees by:
e Emphasizing the “find, fix, and prevent” opportunity the audit provides
e Reviewing the environmental policy and confirming the role it has in employees’ daily activities

e Reviewing significant aspects, objectives and targets with relevant department managers and folks on
the front-line

e Rehearsing the types of questions that an auditor might ask them (you may want to use the checklist
you developed in the internal audit)
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e Reviewing EMS roles and responsibilities

Prepare documents and records by:

Ensuring they are current, easily retrievable, and controlled according to your document control procedures
See Appendix A for an example EMS Audit Checklists, Plans, and an Audit Report Template

Keys to success in conducting your EMS audit include:

e Streamline the EMS internal auditing process to be understandable for employees. Don't make the
process too lengthy or complicated.

e Perform an internal audit of your EMS system and processes—not individuals.

e Make the EMS internal audit process positive—identify the good things and compliment people—as
well as identify the opportunities for system improvements.

If your contractor and temporary employees work in operations and services that your organization
identified as significant, they should understand what is expected of them during your internal EMS audits.
For example, temporary and contractor staff should understand the basics of your EMS Policy, what
operations and services have significant aspects, and the environmental goals your branch is looking to
achieve.

Step 4) Conduct an EMS Desktop Review

An EMS “desktop” or document review is a review of written EMS policies, procedures and records that is
developed before you conduct your full EMS internal audit and interview personnel. The desktop review is
conducted to provide the audit team with a “snapshot” overview of an organization’s EMS elements and
how they fit together. A desktop review also provides the audit team with a first look at an organization’s
EMS and how the system elements fit with your current environmental programs and will therefore increase
the efficiency of your full EMS internal audit.

Step 5) Conduct an EMS Internal Audit

Step 5a) Hold an Opening Meeting

Before you begin your internal audit, conduct an EMS opening meeting with management and relevant
staff. During the meeting, go over: 1) the members of the audit team and introduce the team leader;

2) review the audit scope and the checklists/questionnaires that will be used; and 3) the audit schedule.
Also, leave time at the end for questions. This meeting will help set the stage on what to expect for your
employees and management.
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Step 5b) Audit Your System for EMS Conformity

Check your EMS by touring the site and observing the operations and services within your fenceline. While
on-site, your audit team will want to review work practices and operations, interview employees, and
examine procedures, documents and records. Although not a requirement, it's important to use an EMS
audit checklist/protocol to conduct your EMS internal audit. The checklist provides your audit team with
typical ISO 14001 language, and audit tips and suggestions to ensure that all EMS elements and their
requirements are covered and reviewed. Besides, it's a great tool to ensure consistency!

Step 5c) Report EMS Audit Results

As your audit team conducts and finalizes your internal EMS review, they will be taking notes, making
observations, documenting audit findings, and writing up (if applicable) findings of nonconformance. Audit
findings are typically documented and noted in a final report as either: 1) observations (i.e., suggestions for
improvement or a note on something done well); or 2) nonconformity.

Nonconformities are discrepancies in your EMS that require attention through a corrective action, non-
fulfillment of a requirement. Corrective Action Reports (CARs) will be noted by the lead auditor and/or
environmental management representative (EMC). CARs should include the discrepancy and the
timeframe, and the person(s) responsible for bringing the discrepancy back into EMS conformance.

Examples of Nonconformance:

¢ No external/internal communication procedure

e Emergency preparation procedure exists, but is not posted

e A number of employees are not aware that you have an Environmental Policy

An EMS nonconformance requires a documented corrective action. An observation is a recognition noted
during the audit that a system element may lead to a nonconformance; or if done correctly, could
strengthen your EMS.

Examples of Observations
e Procedures that are long and difficult to follow
e Poor housekeeping

More on documenting, managing, and closing out nonconformant EMS audit findings can be found in this
Handbook in the next Section on Nonconformance and Corrective and Preventative Actions.

Step 6) Develop a System Procedure for Conducting Your EMS Internal Audits

Document your internal audit process in a system procedure that clearly defines what you'll do, roles and
responsibilities, when they'll do it, how the information will be communicated, and where the information will
be stored. This documented procedure will be a consistent, easily accessible, and clear guide for ensuring
that this important element of your environmental management system is carried out according to your
plans.

See Appendix A for an example EMS Internal Auditing Procedure
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REMEMBER: Documenting a procedure is not enough to satisfy the EMS requirement and the audit team.
It's critical to put the procedure into practice in your branch — to implement it and do what you say you will
do. Within a few months it's time to verify that your procedure is working well, and if necessary, make any
improvements.

Step 7) Check the EMS Internal Audit Procedure for EMS Conformance
Here are some questions to investigate regarding your EMS internal audit procedure:
Check:

Have you determined who will be conducting your EMS Internal Audits?

Are they qualified and trained?

Do you have an EMS audit program that verifies the conformance of your EMS?

Are EMS findings of nonconformance documented?

Are corrective and preventative actions implemented for audit findings of past nonconformance?
Are audit checklists and reports maintained as EMS records?

Are audit results communicated to management?
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3.13 EMS Nonconformity and

Corrective/Preventative Actions
(An element of Phase 4 — Checking)

EMS Nonconformity and Corrective/Preventative Actions

The Purpose of this EMS element is to:
o Implement a Corrective and Preventative Action (improvement) process that will identify and
manage problems identified in your EMS.
The Results of this EMS requirement are:

o A Nonconformity and Corrective and Preventive Action procedure (EMS Document), that identifies,
tracks and closes out corrective and preventative actions.

o Corrective and Preventative Action Reports (EMS Records).

Before you Begin this EMS element:

o Develop formal (e.g., audits) and non-formal (e.g., employee suggestions) methods to identify
nonconformances or areas that require improvement within your EMS.

Key Section Terms

Audit Finding - The discovery of a lack of conformance to the requirements of an EMS (I1SO 14001-
based) criteria/checklist. All audit findings must be resolved as found during the internal audit or through a
formal EMS process of corrective and preventative action.

Corrective Actions — As a result of the audit findings, corrective action reports (CARSs) are assigned to all
nonconformances to correct EMS deficiencies as they occur. CARs track an audit finding, and assign
tasks to be completed, responsibilities, and timeframes.

Corrective Action Request (CAR) — A report form to identify, track and manage corrective actions.

EMS Audit — A planned and documented review performed in accordance with a documented audit
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procedure for the purpose of verifying, through interview and an evaluation of EMS documents and
records, conformance with the applicable elements of your EMS.

Nonconformity — Non-fulfillment of a requirement.

Observation — A recognition of something done incorrectly or an area of concern. While not a major or
minor nonconformance with an EMS requirement, if done correctly it could strengthen the EMS or if done
incorrectly, could potentially cause a system failure.

Preventive Actions — A proactive approach to managing actions that are assigned to any EMS
nonconformance made that will prevent potential environmental issues before they occur.

Root Cause — Underlying reason that led to or may lead to an EMS nonconformance. For example, if a
group of employees were not following a procedure, the underlying cause could be that they were not
properly trained on the procedure or that an updated procedure was not communicated to them.

System Procedure — An EMS required document that establishes an element’s purpose, scope, roles &
responsibilities, the tasks to be completed, and where or how the associated records and documents are
maintained.
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1SO 14001 Req uirements (Standard 4.5.3, Nonconformity, corrective action &

preventive action)

The organization shall establish, implement and maintain a procedure(s) for dealing with actual and

potential nonconformity(ies) and for taking corrective action and preventive action. The procedure(s) shall

define requirements for

a) defining responsibility and authority for handling and investigating nonconformance, taking action to
mitigate any impacts caused and for initiating and completing corrective and preventive action.

b) investigating nonconformity(ies), determining their cause(s) and taking actions in order to avoid their
recurrence,

c) evaluating the need for action(s) to prevent nonconformity(ies) and implementing appropriate actions
designed to avoid their occurrence,

d) recording the results of corrective action(s) and preventive action(s) taken, and

e) reviewing the effectiveness of corrective action(s) and preventive action(s) taken.

Actions taken shall be appropriate to the magnitude of the problems and the environmental impacts
encountered.

The organization shall ensure that any necessary changes are made to environmental management
system documentation.

1SO 14001 ReqUirementS (Standard 4.5.4 Control of records)

The organization shall establish and maintain records as necessary to demonstrate conformity to the
requirements of its environmental management system and of this International Standard, and the results
achieved.

The organization shall establish, implement and maintain a procedure(s) for the identification, storage,
protection, retrieval, retention and disposal of records.

Records shall be and remain legible, identifiable and traceable.

Introduction — EMS Nonconformity and
Corrective/Preventative Actions

What is an EMS Nonconformity? A nonconformity is the audit term used to describe one or more EMS
requirements that have not been addressed (e.g., no procedure) or have not been implemented (e.g.,
employees not following a procedure) within your branch’s defined EMS fenceline.
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Examples of nonconformity include:

¢ No external/internal communication procedure
e Emergency preparation procedure exists, but is not posted
e A number of employees are not aware that you have an environmental policy

Step-by-Step Guide to Nonconformity and Corrective and
Preventative Action

) Identify EMS Nonconformity
) Identify Root Causes and Prevent their Reoccurrence
) Implement Corrective and Preventative Actions
Step4) Update and Communicate EMS Corrective and Preventative Actions
) Develop a System Procedure for Nonconformity and Corrective and Preventative Actions
) Check Your Nonconformity and Corrective and Preventative Action Procedure for EMS
Conformance

Step 1) Identify EMS Nonconformities

EMS nonconformities (potential problems or areas requiring improvement) can be initiated in a number of
ways, including through:

e audit findings;
e suggestions from employees (e.g., from working with day-to-day operating procedures); and
e monitoring your significant environmental issues.

To manage your EMS nonconformities, identify and investigate your EMS deficiencies, determine their root
causes, and implement corrective and preventative actions to manage them and verify their effectiveness.
A corrective and preventative action program will do this for you.

See Appendix A for an example Corrective/Preventative Action Request/Report (CPAR)

Contractor and temporary employees should understand what is expected of them during your internal
EMS audits. Therefore, if an EMS audit finding is found within their operation or service at your facility, they
need to understand their roles and responsibilities in correcting the nonconformities (finding), and
preventing the EMS audit finding from reoccurring.

REMEMBER: Nonconformities can also be identified outside of an EMS audit. Anyone in your branch can
identify and report findings and make recommendations. This should be encouraged. Find ways to get
employees involved in the EMS improvement process — whether formally or informally (for example, via
suggestion boxes, contests or incentive programs).
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Step 2) Identify Root Causes and Prevent their Reoccurrence

While many corrective actions may be “common sense,” look beneath the surface to determine why the
problems occurred in the first place. Many organizations use the term “root cause” in their corrective and
preventative action processes. By determining the root causes of your nonconformities, you are simply
looking past the most obvious or immediate reasons to determine why it occurred.

For example, a new procedure was recently updated by the document control center to include an EMS
initiative to recycle oil and grease. However, it was noted on the most recent EMS internal audit that
employees in maintenance were not disposing of their oils and greases properly. So how would you
determine the root cause of this nonconformance?

You would perform a check of the potential sources or causes of nonconformance,

e Was the procedure updated with the new recycling initiative? Yes.
e Were all employees in maintenance trained and was the new procedure communicated? Yes.
e Were they using the most current procedure? No.

In this example you find that even though employees were trained on the new procedure, employees were
still using a hard copy procedure that was outdated and that did not include the updates on recycling. It's
important to find the cause of the nonconformance in order to fix it and prevent it from reoccurring.

Typical causes of EMS nonconformities include:

Poor communication

Faulty or missing procedures

Equipment malfunction (or lack of maintenance)
Lack of training

Lack of understanding of an EMS requirement
Not following an EMS requirement

Step 3) Implement Corrective and Preventative Actions

Correct, prevent and manage the nonconformance until it is corrected. This is done through a
Corrective/Preventative Action Request/Report or CAR.

A CAR identifies and describes the EMS nonconformity, the action items needed to implement the
correction, the person(s) responsible for implementing and tracking the correction, and the timeframes for
completion. A CAR is an EMS record and documents and tracks corrective actions until the action items
from the nonconformance are completed by the established timeframes.

NOTE: Completed CARs are EMS records that need to be traceable to an operation or activity and
maintained for review.

EXAMPLE: Corrective/Preventative Action Request/Report
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A. Area/Branch

Audit Date: Auditor(s):

Auditee(s): Date:

B. Description of Non-Conformity: C. Root Cause Analysis
Audit Criteria:

Applicable ISO 14001 Element

D. Corrective Action:

Date of Implementation:

E. Preventative Actions:

Date of Implementation:

F. Verification of Completion:

Date of Verification

Auditor (signed): Date:

Step 4) Update and Communicate EMS Corrective and Preventative Actions

Update and communicate what you have learned. Based on your root cause review, you may need to
update, train, and communicate procedures and work instructions, establish new programs, calibrate
equipment, etc.

Let's look back at our example in which the personnel in maintenance were not recycling their oils and
greases. It was determined through identifying the nonconformance root cause that the employees in
maintenance were using an outdated procedure. As part of updating and communicating the completion of
this particular CAR, and to prevent this nonconformance from occurring again: 1) make sure that the
document control center “manages” (see section on EMS document and records) all hard copy procedures
and work instructions; and 2) communicates and trains the changes to maintenance employees. In
addition, as part of “institutionalizing” this or other corrective actions, inform management so that your EMS
improvements will become the new way to do things in your day-to-day operations. For example, from now
on, the document control center will put a stamp or footer on all hard copy procedures with the following
language: “If printed, this document is obsolete. See an employee from the Document Control Center for
the most current version.”
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Step 5) Develop a System Procedure for Nonconformity and Corrective and
Preventative Action

Document your process for nonconformance and corrective and preventative action in a system procedure
that clearly defines what you'll do, roles and responsibilities, when they'll do it, how the information will be
communicated, and where the information will be stored. This documented procedure will be a consistent,
easily accessible, and clear guide for ensuring that this important element of your EMS is carried out
according to your plans.

See Appendix A for a sample Nonconformity and Corrective and Preventative Action Procedure

Step 6) Check Your Nonconformity and Corrective and Preventative Action Procedure
for EMS Conformity

About two or three months after you have documented and implemented your Nonconformance and
Corrective and Preventative Action procedure, check to see if it is working according to your plans.
Here are some questions to investigate:

Check:

e Do you have a procedure for identifying, managing, tracking, and completing (closing) EMS
nonconformity?

e Does your process include identifying the root cause and assigning responsibilities and timeframes for
completing the corrective actions?

e Do you document and record your corrective actions?

e Do you have a procedure to prevent nonconformities from reoccurring?
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? COACH’'S CORNER

e Follow a "find, fix, and prevent" approach for smaller issues rather than go through documenting
nonconformities. If you're unsure which approach to follow you can start by documenting every finding
and filling out a corrective action request (CAR) and then scale back at a later date. Remember, an
EMS is about continual improvement.

e Focus on correcting and preventing problems. Preventing problems is cheaper than fixing them after
they occur (or after they reoccur).

e EMS nonconformities should be analyzed to detect patterns or trends. Identifying trends allows you to
anticipate and prevent future problems as well as identify things going well.

e Be sure that your corrective & preventive action process specifies roles and responsibilities and
schedules for completion for Corrective Action Reports (CARS).

e Designate employees from the areas where the nonconformities occurred as the ones responsible for
implementing their corrective and preventative actions. These personnel will be the best at identifying
appropriate corrective and preventative actions, and the process will get them involved in the EMS.

e Review your EMS progress regularly and follow up to ensure that corrective actions taken are effective.
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PHASE 5: MANAGEMENT REVIEW

In this phase, your branch will take the opportunity to assess your EMS performance and
judge the suitability, adequacy, and effectiveness of the system. As part of this review, your
EMS Team will consider, through dialogue with senior management, new organizational
goals. This phase is an opportunity for top management to review and fine-tune your EMS
and make course corrections, if needed. Top management will determine whether the EMS
is functioning as you intended, where additional resources may need to be allocated, if your
environmental policy is appropriate or needs to be revised, and if your branch’s objectives
and targets are on track. If you are using a two-year cycle, the activities in this phase can be
comfortably accomplished in about one month.

Here’s a checklist of the requirements in this Phase:

Phase 5 EMS Requirements (1 month)

Management Review \/
Organizational Goal Assessment ‘/

Apply Lessons Learned for Continual Improvement \/
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3.14 Management Review

(An element of Phase 5 - Management Review)

Management Review

The Purpose of this EMS element is to:

e Establish a management review system to check the effectiveness and adequacy of the EMS.

The Results of this EMS element are:

e Identification and confirmation of a group of key management level personnel who will attend
scheduled management review sessions.

e Development of a management review procedure (EMS Document) that addresses the requirements of
the EMS and is appropriate and effective to your organization's operations and services.

e Establishment of a schedule, agenda, and meeting notes (EMS Record) for your management reviews.

Before you Begin this EMS element:
e Establish an EMS internal audit and corrective action system.

e Establish all elements of your EMS.

Key Section Terms

EMS Audit — A systematic, documented verification process of objectively obtaining and evaluating an
organization's EMS to determine whether or not it conforms to the environmental audit criteria predefined
by the organization and applicable standards (i.e. the ISO 14001 Standard).

Continual Improvement — The principle of continual improvement, as fundamental to the 1ISO 14001
Standard, is intended to ensure that an organization does not simply adopt an EMS, or other Plan-Do-
Check-Act based management system, for cosmetic purposes and thereby remain static. Continual
improvement is the process of enhancing a management system to achieve improvement in overall
performance and effectiveness in line with the organization's management policies.
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Environmental Policy — Statement by the organization of its intentions and principles in relation to its
overall environmental performance which provides a framework for action and for the setting of its
environmental objectives and targets.

Environmental Objective — Overall environmental goal, arising from the environmental policy, that an
organization sets itself to achieve, and which is quantified where practicable. Objectives are based on
specific significant aspects.

Environmental Target — Detailed performance requirement, quantified where practicable, based on an
organization's defined environmental objectives and that must be met to achieve those objectives.

|ISO 14001 Requirements (Standard 4.6, Management review)

Top management shall review the organization’s environmental management system, at planned intervals,
to ensure it s continuing suitability, adequacy and effectiveness. Reviews shall include assessing
opportunities for improvement and the need for changes to the environmental management system,
including the environmental policy and environmental objectives and targets. Records of the management
reviews shall be retained.

Input to management reviews shall include

a) results of internal audits and evaluations of compliance with legal requirements and with other
requirements to which the organization subscribes,

communication(s) from external interested parties, including complaints,

the environmental performance of the organization,

the extent to which objectives and targets have been met,

status of corrective and preventive actions,

follow-up actions from previous management reviews,

changing circumstances, including developments in legal and other requirements related to its
environmental aspects, and

h) recommendations for improvement.

D O O

The outputs from management reviews shall include any decisions and actions related to possible changes
to environmental policy, objectives, targets and other elements of the environmental management system,
consistent with the commitment to continual improvement.

Introduction — Management Review

The management review is the final element in your EMS cycle (“Act”). It's an opportunity to review the
effectiveness of your EMS with top management and fine-tune your EMS and make course corrections.
Top management will help determine whether the EMS is functioning properly, where additional resources
need to be allocated, and if the environmental policy is appropriate or needs to be revised. The
management review provides opportunities for continual improvements to be implemented into the system.
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The management review element provides the opportunity for constructive dialogue with management to
judge the suitability, adequacy, and effectiveness of the EMS. Seize the opportunity to reflect upon your
organization’s environmental policy and commitment to continuous improvement. Are resources, both time
and monetary, being strategically employed? Are there any course corrections that need to be made? Are
you on the right path to efficiently and effectively meeting your organization’s EMS objectives and targets?

Step-by-Step Guide to Management Review

Step1) Determine When and What to Review

Step 2) Identify Who Should Attend Your Management Review

Step 3) Document Accomplishments and Follow-up Actions

Step4) Develop an EMS System Procedure for Management Review
Step5) Check Your Management Review Procedure for EMS Conformance

Step 1) Determine When and What to Review

Schedule your Management Reviews at appropriate intervals, typically after your EMS internal audits, to
check on the progress of your objectives and targets, but at least annually. Determine a management
review frequency that will work best for your branch.

What to Review

There is a wide range of information you can report to management. Decide with your Core Team the
appropriate information to communicate. Present the information to management so it is easily understood
without overloading them with details.

Use objective information from internal audits and other “checks.” Focus on performance and not on
process or procedures. You might consider providing some information (e.g., status on meeting EMS
objectives and targets, etc.) to management before the meeting. Since the EMC is the communication “link”
between the organization's EMS activities and management, it is his/her responsibility to pull the
information and materials together to allow management to conduct an adequate and constructive review.
However, as with all EMS activities, this is a team effort. Work together with your Core Team and other
personnel to ensure that everyone is on the same page and that information flows laterally and from the
top-down and the bottom-up.

Here are some of the questions your management review may wish to consider:

Did we achieve our objectives and targets? If not, why not?

Is our environmental policy still relevant to what we do?

Are we applying resources effectively?

Are our procedures clear and adequate? Do we need other controls or to modify any?
Are we monitoring our EMS (e.g., via EMS audits)?
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What do the results of those audits tell us?

What other changes are coming? What impacts (if any) will these have on our EMS?
What stakeholder concerns have been raised since our last review?

How are stakeholder concerns being addressed?

Similarly, you will want to review the following information as part of the management review:

Audit results - EMS and compliance status

External communications

Progress on achieving objectives and targets

Progress towards or achievement of environmental performance measures

Reports of emergencies, spills, other incidents and/or accidents

Status of corrective actions

Results of action items from previous management review meetings

Policy revision based on EMS effectiveness and suitability

Changing circumstances (e.g., changes in operations or services, new customers, etc.)

NOTE: Your EMC is responsible for gathering the meeting information, agenda topics, planning,
scheduling, etc. for management reviews.

Step 2) Identify Who Should Attend Your Management Review

Make sure you get managers involved that can make key decisions regarding your EMS. You identified top
management earlier in the implementation process. Are these the same people you will have in
the management review meeting?

Two kinds of people should be involved in the management review process:

e People who have the right kind of information/knowledge
e People who can make decisions about the organization and its resources (top management).

Based on the experience of other organizations that have implemented EMSs, it would be appropriate for
your Management Review to include the Branch Manager, Directors (especially within areas where
objectives and targets were set), and the EMC.

Step 3) Document Accomplishments and Follow-up Actions

EMS progress and updates from implementing the EMS can be reported back to management in the
monthly “good news” stories or in other creative ways. During management review meetings, make sure
that someone documents and records what issues were discussed, what decisions were reached, and
follow up on action items and responsibilities.
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Step 4) Develop EMS System Procedures for Management Review

When you're satisfied that your process for conducting management review conforms to the EMS
requirements, document the process in a system procedure. As with all EMS system procedures, it needs
to clearly define what, who, when, how, and where.

See Appendix A for a sample Management Review Procedure

Step 5) Check Your Management Review Procedure for EMS Conformance

Check ....

e Are management reviews scheduled on a regular (at least annual) basis?

e Does the management review check for the effectiveness of the EMS based on policy, objectives &
targets, previous audits, changes to operations, etc.?

e Are management reviews documented and recorded? Are action items tracked?

? COACH’'S CORNER

e Communicate and review with top management to find out what they would like to see in order to
assess the EMS. If the meeting is relative to management, they will continue to be more engaged and
committed to the EMS.

¢ Provide top management with just a summary of the EMS. Top management are “big picture” people
and do not need a lot of detail during the management review meetings.

o Ensure that all levels of management (division, line managers, etc.) participate in management review
meetings.

e In Drainage Services we only include the 4 environmental reps from the four sections, the
Environmental Clerk, the Communications Officer, the Directors and the Manage at an annual meeting.
It was not necessary to include others, in our case. People are very busy. Although we are trying to
achieve buy in, don't ask for more time than necessary. Annually is frequently enough — quarterly
management meetings are too much and not necessary. (Drainage Services Branch)

e Remember to track and document your EMS performance and benefits to management on a regular
basis. How well you are reaching your environmental goals, avoiding accidents, and saving money is
very important to management as they develop plans and allocate resources.
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e Don't limit your management reviews to annual meetings. Consider having management reviews every
quarter to give management an update and to check the progress of your EMS.
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Section 4
Third Party Registration

What this Section Will Cover:
What this Section Will Cover:

EMS Registration

Why Organizations Choose Third-Party Registration

The Benefits of Third-Party Registration

Step-by-Step Overview of a Third-Party Registration Process
The Keys to Selecting a Third-Party Registrar

The Costs and Typical Timeline of Third-Party Registration

The Keys, Lessons Learned and Things to Avoid when Considering Third-Party
Registration
e FAQs
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Key Section Terms

ISO 14001 - The standard protocol (requirements document) in the ISO 14000 series that specifies the
necessary elements of an EMS.

Auditor — Person with the qualifications to conduct an EMS audit.
Conformity — To verify an organization's EMS to a specified standard (ISO 14001).
Registrar — A third-party organization that awards the EMS certification.

Registration — A recognized validation that an EMS has passed an accredited independent, third-party
audit.

Self-Declaration — An internal review of conformance to all elements of an EMS. EMS self-declaration is
an organization's statement that it conforms with all elements of the ISO 14001 Standard.

Surveillance — A scheduled sampling of EMS elements to maintain a third-party registration.

Third-Party — An independent EMS auditor that is qualified to conduct EMS audits.

Introduction — EMS Registration

Now that you have conducted your EMS Internal Review and Management Assessment within your branch,
you are ready for a third-party audit of your EMS that will qualify you for ISO14001 certification.

EMS third-party registration provides a check that an organization has met the requirements of an 1ISO
14001 EMS and has demonstrated a commitment to environmental management and improvement.
Furthermore, public organizations have achieved a number of benefits from EMS implementation and
registration/certification, including public (local community) recognition and managing environmental issues
in a more consistent way. This section describes the process and benefits of having your facility go through
a third-party review based on the ISO 14001 International EMS Standard.

Internal benefits of a EMS third-party registration include:

e Assures that EMS system elements are in place and working as expected
e Protects the investment made in the EMS

e Keeps management's and staff's attention on the EMS

External Benefits of a EMS Third-Party Registration:

e Provides credibility and commitment to external stakeholders
e Improves relationship with regulators

e Supports national and provincial EMS programs
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What is Third-Party Registration?

Third-party registration is an independent review and recognized validation of an organization's EMS. An
organization can meet the objectives and requirements of an 1ISO 14001 EMS either through self-
declaration or through third-party registration. Many public organizations that have chosen third-party
registration have experienced a greater level of credibility with their communities and outside stakeholders
because of the independent review.

NOTE: Implementing an ISO 14001 EMS does not require third-party registration. However, many
organizations, including have experienced benefits from obtaining third-party registration.

Third Party Registration Audit Regulatory Compliance Audit
Looks for system elements and Looks for regulatory violations
linkages

Based on verifying that the 18 elements | Based upon meeting applicable
of an EMS are institutionalized environmental laws and regulations

Focuses on employee interviews and Focuses on individual operations and
document review outputs

An ISO 14001-based EMS registration is valid for three years. Once completing the registration, an
organization can choose to have an EMS surveillance (sampling) audit every six months or every year, but
must have all elements of an (ISO 14001) EMS audited at least every three years to maintain third-party
registration.

A successful third-party review of an organization's EMS can help maintain a system's integrity, establish
credibility, and inspire greater confidence in external stakeholders (e.g., the public, regulators,
governments, and other organizations); third-party registrars act independently and review an
organization's EMS in an unbiased manner.

Step-by-Step Guide to EMS Registration

1) Select a Registrar

2) Prepare Staff for EMS Third-Party Registration Audit

3) Have an EMS Desktop Review Conducted (pre-registration audit)
4) Support the EMS Third-Party Registration Audit

5) Follow-up on the EMS Third-Party Registration Audit

Step 1) Select a Registrar

How should you go about selecting a registrar to externally verify your EMS? And what should you look for
in a registrar? What about costs?
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A recent survey of U.S. wastewater facilities that went through the ISO 14001 certification process
indicated the following factors as being the most important in selecting their registrars:

e Public, utility, chemical and wastewater sector experience (i.e., hand’s on industry experience).
Comfort with the auditor; personality of the auditor relating to staff; staff level comfort and friendliness
with the auditor (i.e., shirt and tie — NO; blue jeans and boots — YES).

Good price for services received

Knowledge of how public entities are set up and operate

The added value expected from the registrar through the registration process

Technical and auditing expertise of the registrar staff

You might want to consider a scoring system, similar to the following, as a means of choosing your third-
party registrar:

e Registrar’s experience conducting ISO Registration Services (20 Points)

e Registrar's experience conducting ISO Registration Services for public agencies, particularly
wastewater treatment agencies (20 points)

e Qualifications and experience of assigned lead auditor(s) (20 points)

e Match of registrar’s auditing philosophy with our EMS policy, goals, and objectives (20 points)

e Registrar's experience and reputation for satisfactory work, judgment, integrity, and reliability. (Used
Reference Checks) (20 points)

e Overall cost of the proposal (20 points)

Step 2) Prepare Staff for EMS Third-Party Registration Audit

Congratulations! You've made the decision that a third-party registration of your EMS makes good business
sense. You've interviewed several registrars, and have decided on one company that best suits your
branch. You've signed a contract, developed an audit plan and agreed on an audit schedule. You are ready
to go and so are the auditors. Generally, when the auditors arrive they will have a tight schedule of
documents to review, people to interview, reports to write, and audit results to discuss. Your job is to
support the audit function by preparing your managers, your employees, and your documents and records.
All of these should be readily available for the auditors according to the prearranged audit schedule.

Well in advance of the audit, prepare management by:

e Reviewing their EMS responsibilities

e Rehearsing the type of questions that the auditor might ask them

e Preparing them to organize and track corrective actions that the audit identifies (i.e., how the
organization will respond to nonconformances if found)

e Indicating on managers' calendars suggested times for the pre-audit meeting to review the audit scope,
plan and schedule, and the closing meeting to share audit findings

e Encouraging them to be visible, involved, and available for the months of preparation preceding the
registration audit

e Freeing up the Environmental Management Representative to accompany auditors on their rounds
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Well in advance of the audit, prepare employees by:

e Emphasizing the "find, fix, and prevent" opportunity the audit provides

e Reviewing the environmental policy and confirming the role it has in employees’ daily activities

e Reviewing significant aspects, objectives and targets with relevant department managers and the front-
line

e Rehearsing the type of questions that the auditor might ask employees (you may want to use the
checklist you developed in the internal audit)

e Reviewing EMS roles and responsibilities

Well in advance of the audit, prepare documents and records by:

e Ensuring they are current, easily retrievable, and managed according to your document control
procedures

See Appendix A for sample Questions That Auditors Might Ask Managers & Employees

Step 3) Have an EMS Desktop Review Conducted (Pre-Registration Audit)

An EMS “desktop” or document review, required for an EMS registration audit, is a review (by a third-party)
of EMS policies, procedures and records before the third-party auditor comes onsite to conduct a full EMS
audit and interview personnel. Some auditors prefer to conduct this onsite in conjunction with other audit
activities. The desktop review is conducted to provide the auditor a "snapshot" overview of an
organization's EMS elements and how they fit together. A desktop review also provides the auditor with a
first look at an

organization's EMS and how the system elements fit with your current environmental programs and will
therefore increase the efficiency of the third-party on-site audit. An EMS desktop review will benefit the
organization by assuring that key documents and records are in place and accessible.

Step 4) Support the EMS Registration Audit
Support an EMS registration audit by:

e Providing facilities (i.e., place to work, etc.) required for the third-party audit team to be effective and
efficient.

e Providing access to on-site areas and systems to interview personnel and retrieve documents and
records.

e Cooperating with the audit team so that the EMS third-party audit objectives will be achieved.

Step 5) Follow-up on the EMS Registration Audit

Once the third-party audit has been completed, the audit team will review the findings so that the
organization will have a clear understanding of the audit team's findings. One of the following
recommendations will then be given:
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Recommend registration: certification is immediately issued and the organization is added to the public
register.

Recommend registration after corrective actions: nonconformities or "find, fix, and prevent" issues were
found and will be corrected within a prescribed time period that is agreed upon by both the auditing
organization and the branch.

Recommend onsite re-audit: one or more findings of major nonconformities were found or enough minor
nonconformances were identified by the third-party audit to show system inconsistencies.

Remember that this is a find, fix, and prevent management system. A finding of a major nonconformance is
unlikely since you've had the third-party auditor(s) conduct a desktop review and you've prepared your
staff. Use your own internal EMS audits and the third-party audit as an opportunity to improve your EMS.

Activities/Timeline of EMS Initial Reqgistration Process

Development and solicitation of RFP or Qualifications - average one to two months
Interviewing, Negotiations and Selection - average one month

Arrangement of Audit Schedule - average one month

Pre-Review (Desktop Audit) - average one to two months

Registration Audit - average three days

These tasks take place sequentially.

Frequently Asked Questions about ISO 14001 Third-Party
Registration

Q. What is the difference between the terms "registration” and "certification?"

A. In common usage and even in publications, the terms are used interchangeably. The distinction can be
made that you "register" a management system and "certify" to a product standard but this distinction is
rarely noted in the world of ISO 14001. Even the Standard refers to "certification/registration.” In Canada,
the term “registration” is most commonly used.

Q. What happens if | disagree with a finding made by the registrar?
A. As noted above, accredited registrars are required to have procedures or policies to address dispute
resolution. Ask your registrar about this process before the audit begins.

Q. What happens if the auditor finds a regulatory noncompliance during the registration audit?

A. Good question! First of all, it does not mean that you have automatically failed the audit. If your registrar
identifies a noncompliance, RAB says that you may still become registered if your EMS addresses such
noncompliances and when taken into consideration, the noncompliances do not indicate a major
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nonconformance with ISO 14001 requirements. The auditor is not there primarily to determine if you are in
compliance, but rather to determine if you are adequately managing your compliance obligations as part

of your EMS. The best way to ensure that your EMS is adequately managing compliance issues is to: 1) Be
knowledgeable about all federal, provincial, and local environmental and legal requirements; 2) Undertake
periodic assessments of your own compliance; 3) Have procedures in place to identify and respond to
instances of noncompliance, including procedures to identify the root causes of noncompliance to

ensure they do not reoccur. Your accredited registrar is required to have methods for handling and
reporting any discoveries of noncompliance so be sure to ask how they would handle this situation if it
arises.

Q. Once | have successfully completed the audit and become registered to ISO 14001, what is next?

Are follow-up audits required?

A. Yes, follow-up audits, called surveillance audits, are required and are another strength of the third-party

audit system. The required surveillance after you achieve registration is another strength of the third-party

system. Surveillance helps to ensure that your EMS stays in conformance with ISO 14001 and that it is

continually improving. Under RAB's requirements you have two options for surveillance:

1. Asix-month surveillance cycle with no re-audit after three years, or

2. Anannual surveillance with a re-audit after three years. With either option, the number of audit
days/year is the same, except for the re-audit. For example, you can choose to have your auditor on
site for two days once a year or for one day twice a year. There are pros and cons for each option.

Q. Can I lose my registration?
A. Yes you can, but if you diligently address all issues identified during the surveillance audits in order to
maintain and improve your EMS, this is unlikely to occur.
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? COACH’'S CORNER

e Keep in mind that a third-party EMS conformity review is not a compliance audit. Prepare and keep
staff on their toes, but realize that this review is to assist you in meeting your EMS goals on continuous
improvement.

e Be flexible. Don't stress over on-site recommendations during the EMS third-party registration audit.
The auditor should allow ample time to modify and close out any minor or major nonconformities.

e Prepare the Steering Committee, EMS Team, branch supervisors and frontline employees concerning
questions that could arise during the third-party audit. The frontline level employees need to
understand that they do not need a textbook answer for a question. Simply tell them to answer
questions in their own words.

e Make "cheat sheets” for the employees (i.e. post the significant aspects, impacts, objectives, targets,
environmental policy, and emergency procedures in all departments). This allows the employees a
venue of discussion with the auditor if they cannot remember the details. The employee can show the
third-party auditor the bulletin board information.

e ook for ISO 14001 third-party auditors with operations-specific and public sector credentials and
experience.

e Look for registrars that have a Board of Directors and a mechanism to give feedback on their auditing.
Sometimes, auditors can be inflexible and difficult to work with. Discuss this with their review board or
the auditing organization they work for.

= Don't be afraid to disagree with the auditor and stand up for your program if you feel what you have
done meets the requirements of the standard.

= Contact other organizations that have been successful in passing their third-party registration audit for
information and documentation examples, so that you learn from the experiences of other
organizations.

= Keep it simple! This is particularly true for your environmental aspect identification and for how
you determine environmental significance. If you have a complicated aspect analysis system, third-
party registration may be harder to maintain.

= Only have one current procedure available for what you do! Remove old documents before your third-
party audit.

= When the third-party auditors come out to review your EMS, make sure to stress to employees that the
auditors are not auditing them, but auditing a system.
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Section 5

Maintaining Your EMS

Congratulations! You have developed an EMS at your branch and have successfully completed the initial audit
of your system. You have established a clear policy that sets the stage for your EMS, thoroughly analyzed your
environmental “footprint,” and set measurable objectives and targets for your EMS. You have also trained your
employees on their responsibilities under the EMS, modified a number of operational procedures and controls,
performed an internal audit of the system, and conducted at least one management review. It is now time to
maintain and update the EMS foundation that you put in place.

As part of maintaining and improving the groundwork that you put in place, you will be testing, reviewing, and
updating your EMS policy and procedures, continuing to train and communicate with employees and the public,
reviewing your environmental impacts, and checking and improving your system through internal audits and
management reviews. Also, you will continue to maintain the enthusiasm and buy-in from employees, the public,
and management by tracking and reporting on the performance and benefits of your EMS. The following table
presents the stages of EMS development, from developing and implementing your system, to engraining the
EMS as the way you do business.

Beginning Deploying Maturing
EMS Under Development EMS Registered & In EMS as a Business Practice
Conformance
Timelines 0-2 years 2-5 years 5+ years
Goals Develop an EMS - build on policies, Strengthen linkages among the EMS Continue to define and meet stakeholder
procedures, and programs that are in elements Needs
place
Demonstrate the performance and (cost) Achieve/maintain high level of
Complete initial third party audit benefit of the EMS, both internally and to environmental performance and
key stakeholders demonstrate real business value
Activities Strengthen compliance and other Use the EMS to integrate and align Improve efficiency through process
programs existing programs and systems: improvement
e Streamline systems
Understand ISO 14001 requirements and equality/health & safety e Consolidate documentation
the systems approach e Asset Mgmt.,QualServ
) eresource allocations Include EMS and other environmental data
Learn how to communicate the EMStothe | o gperational controls in the strategic planning process and in
public; train employees einformation and support systems daily business decisions
- . - etraining
Building foundation policies, procedures, «communication and reporting Ongoing tracking of nonconformities with
and programs emphasis on prevention (“find, fix, and
Continue to develop and enhance metrics | Prevent’).
for EMS and other performance tracking . . X X
Corrective/preventive action process is
well established.
Characteristics Energy/resource intensive Corrective (and particularly preventive) High level of management involvement

Management provides resources, but
direct involvement may be limited

Use available or very simple metrics to
measure EMS performance

action processes in development

EMS is still being refined

Focus is still on the present, not the future
EMS is becoming part of the business
process

Cultural change starting

Management understanding and use of
EMS in key decisions increases

EMS serves as a launch pad for new
environmental initiatives

Use of environmental metrics is well
established, metrics continue to improve,
and clearly support business goals

Linkages within the EMS and with other
management systems are well established
and understood

Cultural change continues as the EMS
becomes the way the organization does
business

City of Edmonton EMS Handbook
SECTION 5: Maintaining Your EMS

142




EMS requires continuous maintenance, like painting the Golden Gate Bridge!”

Charles Labatiuk, Waste Manageement Branch

Appendix A: Tool Kit

Example:  Fenceline Statement( Scope of Branch's EMS) ...............

Example:  Gap Analysis ..........ccovviviiiiiiii i,

Example: Implementation Plan (Project Charter) ....................

Example:  Branch Environmental Policy ...............cccoevvviiiinnnn,

Example: (Procedure) Development & Maintenance Environmental Policy ...
Example:  (Procedure) Identifying Legal and Other Requirements ..............
Example: Listing of Legal & Other Requirements

Example:  Summary of Legal & Other Req. Listed by Primary Env. Aspect ...
Example:  Process Flow Diagram ..........cooovvviiiiiiiiii i
Example:  (Procedure) Identifying & Ranking Aspects/Impacts ...................
Example:  Summary of Environmental Aspects and Impacts .......................
Example:  (Procedure) Setting Objectives and Targets .........cccocevvieiiiiniennnennn.
Example:  Summary of Branch Objectives and Targets .............ccccvviinennn
Example:  Environmental Management Program ...............cceeevveinnnnn,
Example:  (Procedure) EMS Employee Training Procedure ..............ccevvevene.
Example:  EMS NEWSIEer .......vvi oo i
Example:  (Procedure) Internal / External Communications ..........................
Example:  (Procedure) Document Control .................

Example: EMS Manual ........................

Example:  (Procedure) For Developing and Maintaining Operational Control ..............
Example:  Operational Control Procedure

Example: (Procedure) Emergency Preparedness and Response

Example:  (Procedure) Monitoring and Measuring ............cccooeeeevevvinnnnn.
Example:  (Procedure) EMS Audit .........ccooooviiiiiiiiiiii e
Example:  EMS Audit Checklist ..o
Example:  EMS AUt Pan .....ooooiiii
Example:  EMS Audit Report Template .........ccoeeviviiiiiiiiiiiii e,
Example:  (Procedure) Corrective and Preventive Action ..........................
Example:  Root Cause Analysis Form

Example:  Nonconformance Report Log

Example:  Corrective/Preventative Action Request/Report (CPAR) ...............
Example:  (Procedure) Management REVIEW ..........ccoceeireerieeviiiriiiiiinnnnn,
Example:  Questions that Auditors Might Ask Management and Staff ...........
ISO 14001 StANAAI ... ..vvie ettt
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Example

Fenceline Statement

(Scope of Branch’s EMS)

The following is the Statement of Scope that was
developed by the Waste Management Branch
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SCOPE OF WASTE MANAGEMENT BRANCH
ENVIRONMENTAL MANAGEMENT SYSTEM

The scope of Waste Management Branch Environmental Management System
(WMB EMS) includes work performed by the three sections of the Branch:
Collection Services, Engineering Processing & Disposal and Community
Relations & Strategic Planning.

Collection Services (residential waste and recyclables)

Collection Services provides cost effective and efficient collection service to
approximately 152,000 single family residences and 123,000 multi-family units.
All single family residence and approximately 32,000 multi-family units receive
manual curb-side collection service. The remaining multi-family units receive
automated front-load bin collection service. Manual curb-side collection service is
equally divided between City crews and contractor crews. Automated front-load
bin collection service is provided by City crews and contractor crews
administered by the Waste Management Branch.

Collection Services activities include:

= Collection — single family dwellings receive manual collection on a rotating
schedule every five working days April to October and every eight working
days November to March. The fleet includes mid-size, compact size or large
size manual side-load collection vehicles. Total residential waste collected in
2003 was 207,453 tonnes.

= Kennedale Transfer Station — Smaller vehicles empty waste into semi- trailers
for transportation to the Edmonton Waste Management Centre (EWMC).

= Litter — service 840 receptacles throughout the City along major roadways.

= Recycling Depots — manage over 20 depots located throughout the City.
Depots promote the recycling of source separated fiber and containers.

= Eco Stations — accept household hazardous waste (HHW) free of charge,
recyclables free of charge, refuse for a fee and paint for exchange. Stations
opened in 1995 and 2000. Various companies are contracted to process
recyclable HHW such as motor oil, glycol, fluorescent tubes, wet cell
batteries, propane tanks, computers and lumber. Remaining HHW is bulked
and sent to Swan Hills Waste Treatment Centre for disposal.

= Commercial waste collection — on a user fee basis, businesses generating
small amounts of non-hazardous waste can contract for City service. The
WMB currently has 1095 commercial waste accounts.
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= Administration of collection contracts — Major contracts include Capital
Environmental Resource Inc., Waste Management of Canada and BFI.

Engineering, Processing & Disposal

Engineering Processing & Disposal (EPD) is responsible for the processing and
disposal of residential and commercial waste and recyclables at the EWMC.
Representing over $250 million in capital investment and located on 225 ha at
Clover Bar, the EWMC is world renowned for its integrated waste management
facilities. The EWMC is the culmination of the 1994 Waste Management
Strategic Plan and is focused on waste diversion from landfill.

EWMC facilities owned and directly operated by the WMB:

e Scale-house — waste screening, material weighing and routing, records
Clover Bar Transfer Area — residential waste, recycling and HHW drop site
Clover Bar Sanitary Landfill — residential, commercial, institutional waste
Dry Waste Landfill — inert or non-putrescible waste
Wood Waste Area — Christmas tree mulching
Operations Building — weed control, odour & groundwater monitoring
Administration Building — offices, classroom and lecture theatre
Leachate Treatment Plant — pre-treatment of leachate prior to tertiary
treatment at the City of Edmonton’s Gold Bar Wastewater Treatment Plant
e Clover Bar R & D Building — research and technology demonstration
e Closed Landfills (Beverly, Southside and Frontier Farms)

Facilities owned by the WMB but operated by others:
e Materials Recovery Facility (MRF) — processes residential recyclables.
Operated by Waste Management of Canada.
e Edmonton Composting Facility (ECF) — composting of residential waste and
biosolids. The operation of the ECF, the GORE Composting System and the
Compost Curing Site is contracted to EarthTech Canada Inc.

*Non-WMB City facilities located at the EWMC:
e Concrete/Asphalt Recycling Facility (Transportation & Streets)
e Biosolids Recycling Facility (Drainage Services).
e Diesel fueling station (Mobile Equipment Services).

* Independent facilities or operations located at the EWMC:
¢ Landfill Gas Recovery and Treatment Plant (EPCOR)
e Contaminated Soil Recycling Facility (WasteCo)

These facilities are not under the WMB'’s direct or indirect control and are outside
the scope of the WMB EMS. However, as they are integrally related to WMB
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work and in physical proximity to WMB facilities, the aspects and impacts of
these facilities have been determined and they have been included in the EWMC
emergency evacuation plan.

Facilities with their own EMS in place include the MRF, Biosolids Recycling
Facility and the Landfill Gas Recovery and Treatment Plant.

Community Relations & Strategic Planning

Ensuring that residents receive timely information about WMB services, this
group focuses on public education designed to increase participation in reduce,
reuse and recycle programs. Dialogue is fostered with residents to adapt to their
changing needs and concerns. The Community Relations group lends support to
all Branch initiatives.

Community Relations & Strategic Planning is responsible for:

e Information — promote WMB activities through information brochures, annual
reviews and pamphlets, website, advertising and promotional events, facility
tours, open houses, community events and compost education centres.

e Media relations — issue timely news releases, identify and place newsprint
and trade/specialized media ads, conduct media interviews.

e Waste Hotline — four staff receive approximately 5,000 calls per month.

e School education program — In partnership with the Edmonton Public School
Board, over 10,000 Edmonton area students visit the EWMC each year and
receive in-class presentations.

e Master Composter/Recycler Program — Training program for volunteers who
in turn commit to promote composting and recycling within their communities.
Over 400 Master Composter/Recyclers have graduated since 1991.

e Strategic planning — provide input to the department business plan. Research
and update the waste management strategic plan.

e Internal communications — keep WMB employees informed by means such as
the Branch newsletter Under the Lid and e-Bulletins.

Recognition for the success of Community Relations & Strategic Planning was
received on June 9, 2004 when the WMB was awarded an Emerald Award for
environmental excellence in the Education category by the Emerald Foundation
for Environmental Excellence.

Not included in WMB EMS:

e Collection vehicles as they are purchased, maintained and administered by
the Mobile Equipment Services Branch.

e Two corporate offices, Office of the Environment and Office of Energy
Management

e The independent not-for-profit organization, the Edmonton Waste
Management Centre of Excellence (EWMCE).
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WASTE MANAGEMENT BRANCH WORK
LOCATIONS

Office of the Manager

The Manager of the Waste Management Branch, Director of Special Projects,
Administrative Assistant and Liaison Officer are located in Century Place (9803 -
102A Avenue).

Collection Services (residential waste and recyclables)

Collection Services is located at the Kennedale Administration Building (12802 —
58 Street). This is the work location for the Director of Collection Services, the
General Supervisor of Collection, the Supervisor of Multi-family and Contract
Services, Recycling and Collection Foremen, the Safety and Training Officer,
Municipal Waste Inspectors, the Office Administrator, the Multi-family
Coordinator, the Forecasting Assistant, the Purchasing Records Coordinator, a
Receptionist/Payroll Clerk and a Productivity Statistician.

There is also a Foreman, Recycling Quality Control Officer and other staff
located at the Southside Eco Station (5150 — 99 Street). Another Foreman and
other staff are located at the Northwest Eco Station (11440 — 143 Street).

Engineering, Processing & Disposal (EPD)

EPD staff is located at Century Place (9803-102A Avenue) and at the Edmonton
Waste Management Centre (13111 Meridian Street).

Century Place

Staff located at Century Place includes the Director of Engineering, Processing &
Disposal, Administrative Supervisor, Senior Environmental Engineer, Project
Engineer, Engineering Technologists, Clerical Support and Receptionists.

Edmonton Waste Management Centre (EWMC)
The EWMC comprises a number of different sites (refer to map).

The General Supervisor of EWMC Operations is located at the Administration
Building (Site #100), as well as a GIS Technologist, a Landfill Billing Clerk, a
Clerical Assistant, Receptionists and an Operations Analyst.

Several scale house attendants work in the scale house (Site #200).
The Operations Centre (Site #300) is the work location of the Supervisor of

Operations and a Monitoring Technologist. Several equipment operators also use
this building as a base.
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The Clover Bar Research & Development Centre (Site #310) is the work location
of the Senior Environmental Engineer, Project Engineer, Engineering Co-op
student(s) and contract staff.

The Edmonton Composting Facility (ECF — Site #500) is the work location for the
General Supervisor of Composting Operations and the Composting Operations
Technologist.

The Administrator of Contracts works at the Materials Recovery Facility (MRF —
Site #600).

Community Relations & Strategic Planning

The majority of Community Relations & Strategic Planning staff is located in
Century Place. This includes the Director of Strategic Planning & Community
Relations, Education Programs Coordinator, Environmental Programs
Coordinator, two Public Information Technicians, Marketing Coordinator,
Backyard Compost Interpreter and four Waste Hotline staff.

Two Education Officers are located at the Administration Building (Site #100) of
the EWMC.
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WASTE MANAGEMENT BRANCH
STAFFING 2004

The Waste Management Branch has 158 FTE (full time equivalent) permanent staff.
During the summer months, approximately 30 non-permanent waste collectors are hired
on a full-time or a part-time basis to assist in handling the peak waste volumes.
Permanent employees in the WMB sections are:

Engineering, Processing & Disposal — 40

Strategic Planning & Community Relations — 15

Collection Services: Administrative & Eco Station staff — 35
Collection staff — 68

WASTE MANAGEMENT BRANCH
ORGANIZATIONAL STRUCTURE

[ Manager, Waste Management Branch ]

Collection Services Engineering, Processing & Disposal Community Relations & Strategic
Planning
¢ waste collection ¢ Material Recovery Facility o Community relations
e recycling collection e processing of recyclables e Waste Hotline
¢ Recycling depots e Edmonton Composting Facility e School programs
e Eco Stations ¢ Clover Bar Landfill
¢ Edmonton Waste Management
Centre
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Example

Gap Analysis

The following is the summary of a Gap Analysis performed
for the Waste Management Branch by “AMEC Earth and
Environmental Limited”.
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APPENDIX B — Waste Management Branch — ISO 14001 Initial Gap Analysis

Element

Sub-element

g
A
T

m\ wc

Comments

Environmental
Policy

Not applicable

Currently, there is no branch specific
environmental policy that contains
the requirements of the ISO system.
There is a Corporate Policy, although
the Corporate Policy does not meet
all requirements of the 1ISO 14001,
section 4.2.

Environmental
Planning

Environmental
Aspects

A formal aspect/impact analysis has
not been completed for all activities,
products or services of the Branch.
Impact analysis have been conducted
however for various activities or
facilities that are carried out or
managed by the Branch, therefore
personnel are well informed of issues.

Legal and Other
Requirements

Copies of some legal requirements
are available at various locations
throughout the Branch (eg.,
Kennedale, EWMC and Century
Place. Require a formal process for
access to all requirements. Also need
to review documents to ensure that all
requirements are covered.

Objectives and Targets

Formal objectives/targets are set with
respect to environmental performance
for the Waste Management Branch.
Only minor modifications would be
necessary so that current systems are
conformant to 1ISO 14001.

Environmental
Programmes

Will require improvement with
respect to standardised record
keeping. Only minor modifications
will be required.

Implementation
and Operation

Structure and
Responsibility

Formalization and communication of
environmental responsibilities is
required for job positions. There is
no designated environmental
management system representative.
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Element

Sub-element

- >0,

wn ~ wc

Comments

Training, Awareness
and Competence

This system is well developed,
however, procedures should be
developed for the assessment of
environmental training requirements
of individuals.

Communication

A communication network is
established for external interested
parties. In addition, there is also an
internal communication system. The
Public Education Group is a good
resource for the effective
communication of EMS principles
during the development or
implementation of the system.

Environmental
Management System
Documentation

EMS manual is required. There may
also be some modifications required
to existing environmental
documentation, eg., Landfill
Operations manual, Ecostation
Procedures.

Document Control

Document control procedures are in
place for some types of documents.

In general however, document control
procedures will have to be better
communicated and utilized for
effectiveness. There are no document
control procedures in place for certain
types of documents or forms, e.g.,
Collector Training Manual,
Ecostation Manual, Spill reporting
procedures, spill reporting form.

Operational Control

The Clover Bar Landfill Procedures
as well as the southside Ecostation
procedures were in the process of
being updated. Some procedure
development will be necessary to
meet the requirements of the ISO
14001 Standard.
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Element

Sub-element

- >0,

m\ wc

Comments

Emergency
Preparedness and
Response

At the time of the gap analysis, the
Clover Bar Landfill Manual was
under development. Mutual
assistance program is in place.
Procedures that deal with
environmental impacts as a result of
the emergency do not exist for all
scenarios. Not all responsibilities in
an emergency are clearly identified
for all personnel.

Checking and
Corrective
Action

Monitoring and
Measurement

Documented procedures must be
developed for the key characteristics
of the Waste Management Branch’s
operations and activities that can have
a significant impact on the
environment. Procedure development
will be required for some activities,
e.g, environmental sampling.

Non-conformance and
Corrective and
Preventive Action

Procedures related to this function are
in place for some aspects of the
Branch’s activities. Require that the
procedures be formalized and
documented.

Records

Environmental filing system is not
well developed. No one has clear
responsibility for maintaining
records. City archives also has a role.

EMS Audit

Element requires development.

Management
Review

Not applicable

Element requires development.

Notes: * SAT- Satisfactory, 2N/I — Needs Improvement, 3 U/S — Unsatisfactory

Source: EMS Gap Analysis, AMEC Earth and Environmental Limited, March 2001
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Example

Gap Questionnaire

The following questionnaire is to used by the Branch Core
Team when conducting its GAP analysis.
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GAP - Questionnaire

City of Edmonton’s ISO 14001 Environmental Management System
Standard 4.1 GENERAL YIN
1. Has the branch defined and documented the scope of its environmental management system?

2. Isthe definition of “scope” fully documented?

3. If established and maintained, has the branch shown continual improvement to its environmental
management system.

Standard 4.2 ENVIRONMENTAL POLICY YN
4. Has the branch’s top management defined the branch’s environmental policy?

5. Has top management ensured that the branch’s environmental policy is appropriate to the nature,
scale and environmental impacts of its activities, products and services?

6.  Does the environmental policy include a commitment to continual improvement and prevention of
pollution, including a commitment to comply with applicable legal requirements and with other
requirements to which the branch subscribes that relate to its environmental aspects?

7. Does the environmental policy provide a framework for setting and reviewing environmental
objectives and targets?

8.  Isthe environmental policy documented, implemented and maintained?

9. Isthe environmental policy communicated to all persons working for or on its behalf?

10. Is the environmental policy available to the public?

Standard 4.3.1 ENVIRONMENTAL ASPECTS YN
11. Has the branch established, implemented, and maintained a procedure to identify the environmental
aspects of its activities, products, and services that it can control and those that it can influence?

12.  Has the branch taken into account planned or new developments, and new or modified activities,
products, and services in order to determine those aspects that have or can have a significant
impact on the environment, i.e., significant environmental aspects?

13.  Has the branch ensured that the aspects related to these significant impacts are considered in
establishing, implementing, and maintaining its EMS?

14.  Does the branch document this information and keep it up-to-date?

Standard 4.3.2 LEGAL & OTHER REQUIREMENTS YIN
15.  Has the branch established and maintained a procedure to identify and have access to the
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GAP - Questionnaire

City of Edmonton’s ISO 14001 Environmental Management System

applicable legal requirements?

16.  Has the branch identified and reviewed other requirements to which the branch voluntarily
subscribes related to its environmental aspects?

17.  Has the branch determined how these requirements apply to its environmental aspects?

18.  Have legal and other requirements been taken into account in establishing, implementing, and
maintaining the EMS?

Standard 4.3.3 OBJECTIVES, TARGETS & PROGRAMMES YN

19.  Has the branch established, implemented, and maintained documented environmental objectives
and targets at relevant functions and levels within the branch?

20.  When establishing and reviewing its objectives and targets, has the branch taken into account
applicable legal requirements?

21.  When establishing and reviewing its objectives and targets, has the branch taken into account its
significant environmental aspects?

22.  When establishing and reviewing its objectives and targets, has the branch considered its
technological options?

23.  When establishing and reviewing its objectives and targets, has the branch considered its financial,
operational and business requirements?

24.  When establishing and reviewing its objectives and targets, has the branch considered the views of
interested parties?

25.  Are the branch’s objectives and targets consistent with the environmental policy, including the
commitments to prevention of pollution, compliance to applicable legal requirements, and other
requirements to which the branch subscribes, and to continual improvement?

26. Has the branch established, implemented and maintained a programme for achieving its objectives
and targets, including designation of responsibility for achieving objectives and targets at relevant
functions and levels, and the means and time-frame by which they are to be achieved?

Standard 4.4.1 RESOURCES, ROLES, RESPONSIBILITY AND AUTHORITY YN

27.  Have the roles, responsibility, and authorities been defined, documented, and communicated in
order to facilitate effective environmental management?

28.  Has management ensured the availability of resources essential to establish, implement, maintain,
and improve the environmental management system?
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GAP - Questionnaire

City of Edmonton’s ISO 14001 Environmental Management System

29.

Do these resources include human resources and specialized skills, branch infrastructure,
technology and financial resources?

30.

Has top management appointed a specific management representative who, irrespective of other
responsibilities, has defined roles, responsibilities, and authority for ensuring that an EMS is
established, implemented, and maintained in accordance with ISO 14001:2004

31.

Has top management appointed a specific management representative who, irrespective of other
responsibilities, has defined roles, responsibilities, and authority for reporting to top management on
the performance of the environmental management system for review, including recommendations
for improvement?

Standard 4.4.2 COMPETENCE, TRAINING & AWARENESS

YN

32.

Has the branch ensured that all persons performing tasks for or on its behalf that have the potential
to cause a significant environmental impact are competent on the basis of appropriate education,
training or experience?

33.

Has the branch maintained appropriate records of education, training, and experience?

34.

Has the branch identified training needs associated with its environmental aspects and its
environmental management system?

35.

Has the branch established, implemented, and maintained a procedure to make persons working for
or on its behalf aware of the importance of conformity with the environmental policy and procedures
and with the requirements of the EMS?

36.

Has the branch established, implemented, and maintained a procedure to make persons working for
or on its behalf aware of the significant environmental aspects and related actual or potential
impacts associated with their work and the environmental benefits of improved personal
performance?

37.

Has the branch established, implemented, and maintained a procedure to make persons working for
or on its behalf aware of their roles and responsibilities in achieving conformity with the requirements
of the EMS?

38.

Has the branch established, implemented, and maintained a procedure to make persons working for
or on its behalf aware of the potential consequences of departure from a specified procedure?

Standard 4.4.3 COMMUNICATION

YIN

39.

With regard to its environmental aspects and environmental management system, has the branch
established, implemented, and maintained a procedure for internal communication between the
various levels and functions of the branch?
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GAP - Questionnaire

City of Edmonton’s ISO 14001 Environmental Management System

40.  With regard to its environmental aspects and environmental management system, has the branch
established, implemented, and maintained a procedure for receiving, documenting, and responding
to relevant communication from external interested parties?

41. Has the branch decided whether to communicate externally about its significant environmental
aspects and documented its decisions?

42. If the decision was to communicate externally about significant environmental aspects, has the
branch established and implemented a method for this external communication?

Standard 4.4.4 DOCUMENTATION YIN
43.  Does the branch’s EMS documentation include environmental policy, objectives and targets?

44.  Does the branch’s EMS documentation include a description of the scope of the EMS?

45.  Does the branch’s EMS documentation include a description of the main elements of the
environmental management system and their interaction and reference to related documents?

46.  Does the branch’s EMS documentation include documents, including records, required by 1ISO
14001:2004?

47.  Does the branch’s EMS documentation include documents, including records, determined by the
branch to be necessary to ensure the effective planning, operation, and control of processes that
relate to its significant environmental aspects?

Standard 4.4.5 CONTROL OF DOCUMENTS YIN
48.  Has the branch established, implemented and maintained a procedure to approve documents for
adequacy prior to issue?

49.  Has the branch established, implemented and maintained a procedure to review and update as
necessary and re-approve documents?

50. Has the branch established, implemented and maintained a procedure to ensure that changes and
the current revision status of documents are identified?

51.  Has the branch established, implemented and maintained a procedure to ensure that relevant
versions of applicable documents are available at points of use?

52. Has the branch established, implemented and maintained a procedure to ensure that documents
remain legible and readily identifiable?

53.  Has the branch established, implemented and maintained a procedure to ensure that documents of
external origin determined by the organization to be necessary for the planning and operation of the
environmental management system are identified and their distribution controlled?
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GAP - Questionnaire

City of Edmonton’s ISO 14001 Environmental Management System

54.  Has the branch established, implemented and maintained a procedure to prevent the unintended
use of obsolete documents, and to apply suitable identification to them if they are retained for any
purpose?

Standard 4.4.6 OPERATIONAL CONTROL YIN

55.  Has the branch identified and planned those operations that are associated with the identified
significant environmental aspects consistent with its environmental policy, objectives, and targets to
ensure that they are carried out under specified conditions by ... establishing, implementing, and
maintaining a documented procedure to control situations where their absence could lead to
deviations from its environmental policy and objectives and targets?

56. Has the branch identified and planned those operations that are associated with the identified
significant environmental aspects consistent with its environmental policy, objectives, and targets to
ensure that they are carried out under specified conditions by ... stipulating operating criteria in a
procedure.

57.  Has the branch identified and planned those operations that are associated with the identified
significant environmental aspects consistent with its environmental policy, objectives, and targets to
ensure that they are carried out under specified conditions by ... establishing, implementing, and
maintaining a procedure related to the identified significant environmental aspects of products and
services used by the organization and communicating applicable procedures and requirements to
suppliers, including contractors?

Standard 4.4.7 EMERGENCY PREPAREDNESS & RESPONSE YIN
58.  Has the branch established, implemented, and maintained a procedure to identify potential
emergency situations and potential accidents that can have an impact on the environment?

59. Has the branch determined how it will respond to these emergency situations? Does a formal
written procedure exist?

60. Has the branch responded to actual emergency situations and accidents and prevented or mitigated
associated adverse environmental impacts?

61. Has the branch periodically reviewed and, where necessary, revised its emergency preparedness
and response procedures, in particular after the occurrence of any accidents or emergency
situations.

62. Has the branch periodically tested such procedures where practicable?

Standard 4.5.1 MONITORING & MEASUREMENT YIN

63. Has the branch established, implemented, and maintained a procedure to monitor and measure, on
a regular basis, the key characteristics of its operations that can have a significant environmental
impact?
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GAP - Questionnaire

City of Edmonton’s ISO 14001 Environmental Management System

64. Does the procedure include the documenting of information to monitor performance, applicable
operational controls, and conformity with the organization’s environmental objectives and targets?

65. Does the branch ensure that calibrated or verified monitoring and measurement equipment is used
and maintained and that associated records are retained?

4.5.2 EVALUATION OF COMPLIANCE YIN

66. Has the branch established, implemented, and maintained procedures for periodically evaluating
compliance with applicable legal requirements and other requirements to which the organization
subscribes consistent with its commitment to compliance?

67. Has the branch kept records of the results of its periodic evaluations?

Standard 4.5.3 NONCONFORMITY, CORRECTIVE ACTION & PREVENTIVE ACTION YN

68. Has the organization established, implemented, and maintained procedures for dealing with actual
and potential nonconformities and for taking corrective and preventive actions?

69. Have the procedures defined requirements for ... identifying and correcting nonconformities and
taking action to mitigate any environmental impact?

70.  Have the procedures defined requirements for ... investigating nonconformities, determining their
cause, and taking actions to avoid teir recurrence?

71.  Have the procedures defined requirements for ... evaluating the need for action to prevent
nonconformities and implementing appropriate actions designed to avoid their occurrence?

72.  Have the procedures defined requirements for ... recording the results of corrective and preventive
actions taken?

73.  Have the procedures defined requirements for ... reviewing the effectiveness of corrective and
preventive actions taken?

74.  Have actions taken by the organization been appropriate to the magnitude of problems and
environmental impacts encountered?

75.  Has the branch reviewed and implemented corrective and preventive actions taken and documented
any changes?

Standard 4.5.4 CONTROL OF RECORDS YIN

76.  Has the branch established and maintained records as necessary to demonstrate conformity to the
requirements of its environmental management system and of ISO 14001:2004 and the results
achieved?
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GAP - Questionnaire

City of Edmonton’s ISO 14001 Environmental Management System

77.  Has the branch established, implemented, and maintained procedures for the identification, storage,
protection, retrieval, retention and disposal of records?

78.  Are all records legible, identifiable, and traceable to the activity, product, and service involved?

Standard 4.5.5 INTERNAL AUDIT YIN
79.  Has the branch conducted internal audits of its environmental management system at planned
intervals?

80. Has the branch determined and ensured that its environmental management system ... conforms to
planned arrangements for environmental management including the requirements of ISO
14001:2004?

81. Has the branch determined and ensured that its environmental management system ... has been
properly implemented and maintained?

82.  Does the branch establish, implement and maintain audit programmes?

83.  Does the branch’s audit programme take into account the environmental importance of the relevant
operations and the results of previous audits?

84. Has the branch provided information on the results of its internal audits to management?

85. Do the audit procedures address ... responsibilities and requirements for conducing audits, reporting
results, and for maintaining associated records?

86. Do the audit procedures address ... the determination of audit criteria, scope, frequency and
methods?

87. Has the branch selected auditors and conducted its audits in a manner to ensure objectivity and
impartiality of its audit process?

Standard 4.6 MANAGEMENT REVIEW YIN
88. Does the branch’s top management review the environmental management system, at planned
intervals, to ensure its continuing suitability, adequacy, and effectiveness?

89.  Does the management review assess opportunities for improvement and the need for changes to
the environmental management system, including the environmental policy and environmental
objectives and targets?

90. Are records of the management reviews retained?

91.  Has the branch adequately addressed the required inputs to the management review process?
92. Do the outputs from the management review include any decisions and actions related to other
elements of the EMS, consistent with the commitment to continual improvement?

City of Edmonton EMS Handbook 162
SECTION 5: Maintaining Your EMS



Example

Implementation Plan / Project Charter

The following is a Project Charter that was developed by
the Waste Management Branch
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Creating an
Environmental Management System
for the Waste Management Branch,
City of Edmonton

1SO 14001

Project Charter

Project Manager, Charles Labatiuk Project Sponsor, Roy Neehall
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File Name

ISO 14001 — Waste Management Branch

Original Author(s)

Charles Labatiuk

Current Revision Author(s)

Charles Labatiuk

Versio | Date Author(s) Revision Notes

n

1.0 May 22, 2002 C. Labatiuk | First draft

2.0 July 29, 2002 C. Labatiuk | Second draft

3.0 March 21, 2003 | C. Labatiuk | Third draft

4.0 September 22, C. Labatiuk | Final draft
2004

City of Edmonton EMS Handbook
SECTION 5: Maintaining Your EMS

165



Table of Contents

L1l [8Tox {To] o OSSPSR ORPPTP 4
e (0] [T B Tol o] oSSR 5
GOAIS ANA ODJECTIVES ..ottt ettt se e b e e be st e b e e neenes 5
DEIIVEFADIES ... bbb b bbbt 5
Yol 0] oL TP U U UPPUPRTUPRUUPOPRS 6
e 0] [T = =T ol U [0 o TSP 7
g oY T=To A A o] o] 0= o o USSR 7
ProjJect Plan SUMIMAIY ......ccoiiiiiiiieiieie ettt sttt nb e anes 7
Project Management APProach ..........coo oo 8
Roles and ReSPONSIDIITIES. ..o 9

Appendix A Benefits of Municipal Government EMS Use
Appendix B Waste Management Branch - ISO 14001 Initial Gap Analysis
Appendix C  Responsibility for ISO 14001 Elements

City of Edmonton EMS Handbook 166
SECTION 5: Maintaining Your EMS



Introduction

An Environmental Management System (EMS) is a tool that will provide an organization with a
method to systematically manage environmental activities, products and services. An effective
EMS consists of a continual cycle of planning, implementing, reviewing and improving the
processes and actions that an organization undertakes to meet its environmental obligations.

The 1SO 14001 model has been chosen for Waste Management’s EMS. This model is
internationally recognized and is the City’s corporate standard for EMS development.

AMEC Earth and Environmental prepared an initial gap analysis report for the Waste
Management Branch (WMB) in March 2001. A summary of the results is presented in Appendix
A. Of the 17 elements in ISO 14001, 11 are already in place but require improvement and six
will require full development. The City of Edmonton purchased the Edmonton Composting
Facility from TransAlta Enterprises Corporation in July 2001. An initial gap analysis will be
completed for the Edmonton Composting Facility.

The primary motivations for an EMS in the Waste Management Branch (WMB) are to enhance
overall environmental performance and to show due diligence. There are many other benefits to
an EMS (Appendix B). Originally it was the intent of the Branch to self-declare. However, in
March of 2003 it was decided to pursue 1ISO 14001 registration. Registration to 1ISO 14001
provides additional public credibility to an EMS and is also a means of ensuring that an EMS is
maintained and it “doesn’t fall off the table”.

The steps to be undertaken in this project include:

1.0 Hire Consultant

2.0 Hold Kick-off meeting with Branch Manager and Directors

3.0 Perform initial gap analysis for the Edmonton Composting Facility (ECF)

4.0 Provide preliminary training for EMS Implementation Team and Branch

5.0 Develop an Environmental Policy for the WMB

6.0 Planning Portion of EMS: identify environmental aspects, legal & other requirements,
set objectives and targets and set up environmental management programs

7.0 Implementation Portion of EMS: identify structure and responsibilities, provide
training and awareness sessions and prove competency, communicate internally and
externally, set up EMS documentation, provide document and operational control and
ensure emergency preparedness and response

8.0 Train internal auditors

9.0 Checking and Corrective Action Portion of EMS: Monitoring and measurement, non-
conformance and corrective and preventative action, record keeping and internal
auditing

10.0 Management Review

11.0 Use existing communication methods to provide status reports to all WMB staff

12.0 Schedule regular meetings to provide status reports to Branch Manager and Directors

13.0 Determine need for a Compliance Audit and if necessary, conduct
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14.0 Apply for Pre-registration Audit
15.0 Apply for ISO 14001 Registration Audit

This Project Charter is the baseline document that represents the understanding between the

Project Sponsor and the Project Manager. The goals, objectives, approach, and deliverables, as
well as the project management processes that will be followed over the course of the project are

detailed in this Project Charter.

Project Scope

Goals and Objectives

Goals are defined as the higher level strategic direction and can be viewed as ‘what’ we want to

achieve and are not necessarily measurable.

Objectives are defined as the lower level tactical targets and detail how the project will be

evaluated. Objectives must be measurable.

Goals Objectives
e To obtain ISO 14001 e Complete 17 elements of EMS development
registration for the Waste e Train EMS internal auditors and set up auditing
Management Branch system
e Apply for Pre-registration Audit
e Apply for ISO 14001 Registration Audit

Deliverables

A number of deliverables will be produced to meet the goals and objectives.

Deliverable

Completion Date

Project Charter (initial draft)

May 22, 2002

Kick-off Meeting with Branch Manager and Directors

June 12, 2002

Hire Consultant

July 25, 2002

Orientation to EMS for Waste Management Branch

August 29, 2002

ISO 14001 Essentials training for EMS Implementation team

September 5, 2002

Complete Environmental Policy for WMB

August 8, 2002
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Conduct EMS Internal Auditor training
March 3 and 4, 2003

Complete Planning Phase of EMS development
October 31, 2003

Complete Implementation Phase of EMS development
December 15, 2004

Complete Checking and Corrective Action Phase of EMS
development including the Internal Audit May 15, 2005

Complete Management Review Phase of EMS development

June 30, 2005

Complete Pre-registration Audit
September 30, 2005

Complete Registration Audit
November 30, 2005

Scope

Functional Scope

The scope of this project is to develop an ISO 14001 model EMS for the Waste Management
Branch and to complete registration in 2004.

Organizational Scope

The EMS to be developed is intended for branch-wide implementation. This means an EMS will
be developed that will include each of the three areas in Waste Management — Engineering,
Processing & Disposal (EPD); Collection Services; and Strategic Planning and Community
Relations (SP&CR). Also involved will be the corporate Office of the Environment, Law
Branch, Mobile Equipment Services (garbage collection vehicles), and Gold Bar Wastewater
Treatment Plant (environmental monitoring programs).

A consultant will be hired to facilitate key meetings, provide training, review documents and
provide advice as required. The lead responsibility for EMS development will remain with the
Branch. Appendix C outlines individual responsibilities for each of the 17 EMS elements.

Financial Scope

Completion of the development of the EMS for Waste Management and 1SO 14001 registration
is planned for November 2005.

The estimated budget required is:

2002: $15,000
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2003: $50,000
2004: $35,000
2005: $25,000

The above budget includes consultant costs, training costs and registration costs. It does not
include in-house staff costs.

After 2005, the average annual external cost to maintain registration is expected to be $20,000.

Project Execution

Project Approach

An in-house implementation team will carry out much of the work required to achieve the
deliverables. A consultant will be used to facilitate key meetings, give advice based on previous
experience in implementing and auditing environmental management systems, to review
documents and to provide some of the training. The EMS manual will be developed in-house
and reviewed by the consultant. The advantage of developing the manual in-house is that
Branch staff will gain more knowledge and experience with EMS and the Branch will be
empowered to take ownership of the process. The disadvantage is that more time may be
required for in-house development. However, templates are available to assist in developing
EMS manuals.

The project will be managed with rigor to ensure that the deliverables are of a high quality and
available resources are optimally used.

Throughout the project, the emphasis will be on providing value-added summaries of the various
work products and deliverables, not on preparing voluminous written reports. Communication of
progress is key in managing expectations of all concerned.

Risks

e Takes more resources than originally anticipated
e Project is not completed or completion is delayed due to need for resources elsewhere
e Not all areas move at the same pace
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Project Plan Summary

Deliverable Completion Date
Project Charter (initial draft)

May 22, 2002

Kick-off Meeting with Branch Manager and Directors
June 12, 2002

Hire Consultant
July 25, 2002

Orientation to EMS for Waste Management Branch August 29, 2002

ISO 14001 Essentials training for EMS Implementation team | September 5, 2002

Complete Environmental Policy for WMB
August 8, 2002

Conduct EMS Internal Auditor training
March 3 and 4, 2003

Complete Planning Phase of EMS development
October 31, 2003

Complete Implementation Phase of EMS development
December 15, 2004

Complete Checking and Corrective Action Phase of EMS
development including the Internal Audit May 15, 2005

Complete Management Review Phase of EMS development

June 30, 2005

Complete Pre-registration Audit
September 30, 2005

Complete Registration Audit

November 30, 2005
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Project Management Approach

Status Reporting

Status reports will be provided to the Directors and the Waste Management Branch
Manager at meetings of the EMS Management Team.

Copies of the minutes from the monthly meetings of the EMS Implementation Team will
also be circulated to the EMS Management Team.
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Roles and Responsibilities

Role

Responsibilities

Assignment

Project Sponsor

Approves the Project Charter

With the assistance of the Project Manager,
resolves issues

With the assistance of the Project Manager,
approves changes

Reviews work products and approves deliverables
with the EMS Management Team

Accepts the new system

Roy Neehall

EMS e Develops Environmental Policy Roy Neehall, Bud Latta,
Management e Sets Objectives and Targets Connie Boyce, Leo Girard,
Team e Reviews status reports Ross Boutillier
e Performs Management Review at end of EMS
development Support:
e Reviews Environmental Programs set up by Donna Gray,
implementation team and modifies as required Charles Labatiuk
e Reviews EMS elements developed and modifies as
required
e Reviews and approves EMS manual
e Time Commitment: Approx. 0.5 day/month until
completion
Project Manager | e Develops and tracks the Project Charter Charles Labatiuk
e Develops legal and other elements
e Leads and motivates EMS Implementation Team Support:
e Keeps project focused on the objectives Scott Sembaluk,
e Provides performance feedback to team members Laila Ghai,
e Continually organizes and plans the project Karen Yeung
e Determines assignments — what will be
accomplished, by whom and how long it should
take
e Controls the day-to-day aspects of the project
e Manages issues, change requests and reports status
of the project to the Project Sponsor
e Time Commitment: Approx. 10 days/month until
completion
EMS e Identifies and prioritises environmental aspects - Branch Manager’s
Implementation | ¢ Develops Environmental Management Programs Office - Donna Gray
Team e Defines organisational structure and responsibility | - SP&CR —Karen
e Develops training plans and develops competency Drager
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measurement criteria

Develops internal and external communication and
awareness plan

Develops EMS documentation and document
control system

Develops Operational Controls

Develops Emergency Preparedness and Response
plans as applicable to environmental concern
Develops monitoring and measurement action
plans

Develops Corrective action plans

Develops records and auditing elements

Provide subject matter expertise as required
Assist in managing issues and change requests
Meets monthly

Time Commitment: Approx. 3 days/month until
completion

Administrative
Support — Rose
Bangen

EWMC - Sylvia Popik
EWMC Operations —
Erv Rehman

ECF - Jim Lapp

MRF — Terry
Mandziuk

Collections &
Waste/Field Inspectors
— Doug Sheremeta
Eco Stations — Miles
Melnyk
Safety/Training —
Mickey MacBeath
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APPENDIX A - BENEFITS OF MINICIPAL GOVERNMENT EMS USE

There are many benefits derived from implementing an EMS within a municipal government.
Such motivating factors include:

Improved efficiency of municipal operations and programs including:

1.1  Formalized procedures for monitoring and measuring activities.

1.2 Improved record-keeping and document control.

1.3 Improved and maintained corporate memory.

1.4  Systemic checks to ensure optimal operations and contribute to continual
improvement.

1.5 Identification of opportunities to improve operations.

1.6 Identify opportunities for cost savings through reduced material and energy
consumption.

1.7 Consistent and reliable documented procedures and work instruction.

1.8 Cost savings attributed to effective allocation of resources.

1.9  Effective environmental policies.

To ensure compliance with policies and regulatory requirements through:
2.1 Identify applicable statues and regulations and establish procedures to ensure
compliance.
2.2  Demonstrating due diligence and reducing liability.
2.3 Better-trained employees.

To improve relations with the community, private sector, and internally through:

3.1  Clearly established staff responsibilities and accountability.

3.2 Public confidence in governments’ environmental performance.

3.3  Management confidence.

3.4 Interdepartmental data sharing, cooperation and communication.

3.5 Improved relationships with the private sector operating in the community.

3.6 Empowered employees who have the ability to influence and contribute to the
management system.

3.7 The experience and lessons learned can be communicated to the community to
help educate the community of environmental issues and effective management of
environmental activities.

3.8  Efficient and effective services demonstrate responsible management.

3.9  Coordinated management of environmental issues.

To demonstrate environmental stewardship through:
4.1  Efficient use of resources with a focus on priority issues.
4.2  Continual improvement.
4.4  Heightened awareness of the environmental impact of activities.
45  Areduction in environmental problems.

Source: Industry Canada Municipal-orientated EMS Pilot Initiative
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APPENDIX B — Waste Management Branch — ISO 14001 Initial Gap Analysis

Element

Sub-element

gt
A
T

m\ wc

Comments

Environmental
Policy

Not applicable

Currently, there is no branch specific
environmental policy that contains
the requirements of the ISO system.
There is a Corporate Policy, although
the Corporate Policy does not meet
all requirements of the 1ISO 14001,
section 4.2.

Environmental
Planning

Environmental
Aspects

A formal aspect/impact analysis has
not been completed for all activities,
products or services of the Branch.
Impact analysis have been conducted
however for various activities or
facilities that are carried out or
managed by the Branch, therefore
personnel are well informed of issues.

Legal and Other
Requirements

Copies of some legal requirements
are available at various locations
throughout the Branch (eg.,
Kennedale, EWMC and Century
Place. Require a formal process for
access to all requirements. Also need
to review documents to ensure that all
requirements are covered.

Obijectives and Targets

Formal objectives/targets are set with
respect to environmental performance
for the Waste Management Branch.
Only minor modifications would be
necessary so that current systems are
conformant to ISO 14001.

Environmental
Programmes

Will require improvement with
respect to standardised record
keeping. Only minor modifications
will be required.

Implementation
and Operation

Structure and
Responsibility

Formalization and communication of
environmental responsibilities is
required for job positions. There is
no designated environmental
management system representative.
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Element

Sub-element

- >0

U)\ (AJC

Comments

Training, Awareness
and Competence

This system is well developed,
however, procedures should be
developed for the assessment of
environmental training requirements
of individuals.

Communication

A communication network is
established for external interested
parties. In addition, there is also an
internal communication system. The
Public Education Group is a good
resource for the effective
communication of EMS principles
during the development or
implementation of the system.

Environmental
Management System
Documentation

EMS manual is required. There may
also be some modifications required
to existing environmental
documentation, eg., Landfill
Operations manual, Ecostation
Procedures.

Document Control

Document control procedures are in
place for some types of documents.

In general however, document control
procedures will have to be better
communicated and utilized for
effectiveness. There are no document
control procedures in place for certain
types of documents or forms, e.g.,
Collector Training Manual,
Ecostation Manual, Spill reporting
procedures, spill reporting form.

Operational Control

The Clover Bar Landfill Procedures
as well as the southside Ecostation
procedures were in the process of
being updated. Some procedure
development will be necessary to
meet the requirements of the ISO
14001 Standard.
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Element

Sub-element

- >0

U)\ (AJC

Comments

Emergency
Preparedness and
Response

At the time of the gap analysis, the
Clover Bar Landfill Manual was
under development. Mutual
assistance program is in place.
Procedures that deal with
environmental impacts as a result of
the emergency do not exist for all
scenarios. Not all responsibilities in
an emergency are clearly identified
for all personnel.

Checking and
Corrective
Action

Monitoring and
Measurement

Documented procedures must be
developed for the key characteristics
of the Waste Management Branch’s
operations and activities that can have
a significant impact on the
environment. Procedure development
will be required for some activities,
e.g, environmental sampling.

Non-conformance and
Corrective and
Preventive Action

Procedures related to this function are
in place for some aspects of the
Branch’s activities. Require that the
procedures be formalized and
documented.

Records

Environmental filing system is not
well developed. No one has clear
responsibility for maintaining
records. City archives also has a role.

EMS Audit

Element requires development.

Management
Review

Not applicable

Element requires development.

Notes: * SAT- Satisfactory, 2N/I — Needs Improvement, 3 U/S — Unsatisfactory

Source: EMS Gap Analysis, AMEC Earth and Environmental Limited, March 2001
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APPENDIX C - Responsibility for ISO 14001 Elements

Sub-element Responsibility
Element
Environmental Not applicable Roy Neehall, Branch Manager
Policy
Environmental Environmental EMS Implementation Team
Planning Aspects

Legal and Other
Requirements

Charles Labatiuk, Project Manager
Review by Law Branch

Objectives and Targets

EMS Management Team

Environmental
Programmes

EMS Implementation Team

Implementation
and Operation

Structure and
Responsibility

EMS Implementation Team

Training, Awareness
and Competence

EMS Implementation Team

Communication

Connie Boyce, EMS Implementation
Team

Environmental
Management System
Documentation

Charles Labatiuk, EMS
Implementation Team

Document Control

EMS Implementation Team

Operational Control

EWMC - EP&D Section

Eco Station — Collection Services
Section

Collectors Manual — Collection
Services Section

Emergency Ross Boutillier, EMS Implementation
Preparedness and Team
Response
Checking and Monitoring and Charles Labatiuk, EMS
Corrective Measurement Implementation Team
Action
Non-conformance and | EMS Implementation Team
Corrective and
Preventive Action
Records EMS Implementation Team
EMS Audit Project Manager, EMS Management
Team
Management Not applicable EMS Management Team
Review
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Example

Branch Environmental Policy Statement

The following is the Environmental Policy Statement that
was developed by the Waste Management Branch
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Environmental Policy
Waste Management Branch
Asset Management and Public Works Department

The primary function of the Waste Management Branch is to provide waste and recyclable
collection, processing and disposal. We are committed to conducting our activities in an
efficient, environmentally sound, socially acceptable and fiscally responsible manner. Our
environmental policy is to:

Business Integration

e Make environmental considerations an integral part of our business activities and
planning processes;

e Set measurable objectives and targets that relate to our key environmental aspects;

Regulatory Compliance

e Take all reasonable steps to conduct our activities in compliance with relevant
environmental legislation and other environmental requirements, including any
requirements we have voluntarily adopted;

Prevention of Pollution and Resource Conservation

e Seek to avoid, reduce or control pollution;

e Demonstrate resource conservation where practical, including using recycled
products and renewable energy sources;

e Encourage prevention of pollution and resource conservation by our stakeholders;

Employees

e [Foster a culture of personal responsibility and respect for the environment among
employees;

e Provide employees with the knowledge and training to make environmentally sound
decisions;

Stakeholders

e Communicate openly with all interested parties on environmental issues and
concerns;
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e Foster a culture of personal responsibility and respect for the environment among
residents;

e Encourage our contractors and suppliers to enhance their environmental performance;

e Participate in the setting and adoption of environmental standards and in non-
governmental organizations such as industry associations;

e Advance the development and dissemination of sustainable waste management
practices and technology through the research and education activities of the
Edmonton Waste Management Centre of Excellence;

Continual Improvement

e Work continuously to improve the effectiveness of our environmental management
through periodic audits and reviews.

(signed)

Roy Neehall

Manager, Waste Management Branch
May 30, 2003
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Example

Environmental Policy Development &
Maintenance Procedure
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The following is the Environmental Policy Development &
Maintenance Procedure (EP-01) that was developed by
Drainage Services Branch:

1.0 Purpose

To develop and implement an environmental policy that commits Drainage Services to
performing its business activities in an environmentally responsible manner.

2.0 Scope

This procedure applies to the City of Edmonton - Drainage Services - Planning, Design
and Construction, Operations and Wastewater Treatment sections and the Drainage
Services Administrative Section.

3.0 Definitions

Continual Improvement: ~ The process of enhancing the environmental management
system to achieve improvements in overall environmental
performance in line with Drainage Services’ Environmental
Policy.

Environmental Manager: A specific management representative appointed by the
Drainage Services Manager, who has defined roles,
responsibilities and authority for:

a) ensuring that environmental management system
requirements are established, implemented and
maintained in accordance with the 1ISO 14001 Standard

b) reporting on the performance of the environmental
management system to top management for review and
as a basis for improvement of the environmental
management system

Environmental Policy: A statement made by Drainage Services, of its intentions
and principles in relation to the environmental aspects of its
business activities.
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Environmental The representative from each section responsible for
Representative: implementing and maintaining the 1ISO 14001 requirements

for that section. The Environmental Representative is the
leader of their section’s environmental team.

Environmental Team: A group of employees in each section responsible for

assisting the Environmental Representative in maintaining
the 1SO 14001 requirements for that section.

Prevention of Pollution: The use of processes, practices, materials or products that

avoid, reduce or control pollution.

Management Team: A team comprised of the Environmental Representatives

and the Manager of Drainage Services and the Directors for
Planning, Design and Construction, Operations and
Wastewater Treatment.

Manager and Directors: Manager of Drainage Services and the Drainage Services’

section Directors for Design and Construction, Planning,
Operations and Wastewater Treatment.

4.0 Responsibilities
1. The Manager of Drainage Services is responsible for signing and dating approved
versions of the Policy.
2. The Manager and Directors are responsible for:

(@) development and implementation of the Environmental Policy (Policy);

(b) ensuring that the Policy establishes a commitment to the prevention of
pollution, compliance with regulatory requirements and to continual
improvement;

(c) ensuring that the Policy is understood by all Drainage Services employees
and is communicated to all interested parties;

(d) ensuring that the Policy is reviewed and updated, as necessary to align with
Drainage Services’ commitment to sound environmental business practices;

(e) considering any comments from Drainage Services Employees on proposed
drafts;

(F) approving the final version of the Policy.

3. The Environmental Manager and Environmental Representatives are responsible
for:

(@) assisting in the review of the Policy;
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(b) circulating any proposed updates to the Policy for comment to appropriate
Drainage Services employees.

4. The Environmental Manager is responsible for:
(@) ensuring revisions to the Policy are posted;
(b) informing Drainage Services employees when revisions have been posted.
5.0 Procedure

A Policy Draft

Al.  The Management Team will assemble and discuss the format and content of the
Policy. The Policy must provide framework for setting and reviewing
environmental objectives and targets.

A2. The Management Team creates a draft of the Policy.

A3.  The draft of the Policy is circulated for review and comment to Drainage Services
employees.

A4.  The Manager and Directors consider any comments from Drainage Services
employees, make modifications as deemed appropriate and approve a final
version of the Policy.

A5.  The approved version of the Policy is signed and dated by the Drainage Services
Manager.

B. Communication of the Policy

B1.  The Policy is communicated to Drainage Services’ employees.

B2.  The Policy is made available to other business areas of the City of Edmonton and
to the public.

C. Policy Review

C1. The Manager and Directors will assemble at least once per calendar year to
review the Policy. The Policy will be updated whenever necessary to ensure
alignment with Drainage Services’ commitments to sound environmental business
practices.

C2.  Whenever the Manager and Directors propose changes to the Policy the
procedures set out above (A and B) will be followed.
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Example

Procedure: Identifying Legal and Other
Requirements
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The following is the Environmental Regulatory
Requirements Procedure (EP-03) that was developed by
Drainage Services Branch:

1.0

2.0

3.0

Purpose

To ensure that Drainage Services identifies, has access to and evaluates laws, regulations
and internal organizational requirements that apply to the environmental aspects of its
operations, activities and services.

Scope

This procedure applies to the City of Edmonton - Drainage Services - Planning, Design
and Construction, Operations and Wastewater Treatment sections and the Drainage
Services Administrative Section.

Definitions

Environmental Aspect: Element of Drainage Services’ operation or activity that can
interact with the environment.

Environmental Legislation: Legal statute promulgated by federal, provincial and
municipal governments that apply to the environmental aspects of Drainage Services’
operations and activities.

Environmental Manager: A specific management representative appointed by the
Drainage Services Manager, who has defined roles, responsibilities and authority for: a)
ensuring that environmental management system requirements are established,
implemented and maintained in accordance with this International Standard; b) reporting
on the performance of the environmental management system to top management for
review and as a basis for improvement of the environmental management system.

Environmental Representative: The representative from each section responsible for
implementing and maintaining the 1ISO 14001 requirements for that section. The
Environmental Representative is the leader of their section’s environmental team.
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Environmental Team: A group of employees in each section responsible for assisting
the Environmental Representative in maintaining the 1SO 14001 requirements for that
section.

Management Team: A team comprised of the Environmental Representatives and the
Manager of Drainage Services and the Directors for Planning, Design, and Construction,
Operations and Wastewater Treatment.

Manager and Directors: Managers of Drainage Services and the Drainage Services’
section Directors for Design and Construction, Planning, Operations and Wastewater
Treatment.

Regulatory Requirements: Federal, Provincial or Municipal statutes including acts,
regulations or bylaws.

4.0 Responsibilities
1. The Manager and Directors are responsible for:
(@) ensuring compliance with all Environmental Legislation;
(b) evaluating the potential impacts of Environmental Legislation on Drainage
Services’ operations and activities.

2. The General Supervisors are responsible for ensuring Drainage Services
employees understand the relevance of Environmental Legislation with regard to
their daily activities and providing training as required.

3. The Environmental Representatives are responsible for:

(@) ensuring the organization is aware of current Environmental Legislation;
(b) evaluating current environmental legislation.

4. All Drainage Services Employees are responsible for understanding the legal
obligations associated with the environmental aspects of their work.
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5.0 Procedure

A. Identification and assessment of legal requirements
The Environmental Representatives will track and identify applicable
environmental legislation.

B. Access to Legislation
Attachment EP-03A titled Environmental Regulatory Requirements for Drainage
Services lists Environmental Legislation applicable to Drainage Services.

C. Legal Obligation Awareness
The General Supervisors ensure their staff understand legal obligations.

D. Legislative Requirement Review

D1.  Attachment EP-03A titled Environmental Regulatory Requirements for Drainage
Services will be updated whenever necessary to ensure it reflects the most current
legislation.

D2.  As part of the Management Review, the Management Team will review additions
and changes to the Environmental Legislation associated with Drainage Services’
environmental aspects.

6.0 Attachments

1. Attachment EP-03A — Environmental Regulatory Requirements for Drainage
Services.
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Example

Listing of Legal & Other Requirements

The following listing of Legal & Other Requirements was
developed by the Waste Management Branch
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ENVIRONMENTAL LEGISLATION LISTING

The following lists identify the primary environmental laws and regulations that may apply to the
WMB'’s key environmental aspects/impacts resulting from our activities, products and services.
As noted at the start of this Chapter, the list is not exhaustive, and legal advice must be sought
to ensure all relevant legislation has been identified when a specific regulatory issue arises. In
the interests of keeping the regulatory documentation brief and focused, not all legislation listed
as potentially applicable has been reviewed in the regulatory summaries included in this
Chapter. The legislation summarized in this Chapter consists of those laws that are most likely
to have a direct effect on the WMB'’s key environmental aspects/impacts and overall
environmental management.

The currency of the legislation listed is identified before each list. Unless otherwise noted, the
legislation listed is as amended to the currency date.

4.01 Federal Legislation (Current to June, 2004)

n Canadian Environmental Protection Act, 1999, S.C. 1999, c. 33:
Chlorobiphenyls Regulations, SOR/91-152;

Export and Import of Hazardous Waste Regulations, SOR/92-637;
Interprovincial Movement of Hazardous Wastes, SOR/2002 — 301;
Ozone-depleting Substances Regulations, 1998, SOR/99-7;

e Storage of PCB Material Regulations, SOR/92-507;

Criminal Code, R.S.C. 1985, c. C-46;

Explosives Act, R.S.C. 1985, c. E-17:

e Explosives Regulations, CRC 1985, Vol. VI, c. 599;

n Fertilizers Act, R.S.C. 1985, c. F-10:
o Fertilizers Regulations, CRC 1985, c. 666;
n Fisheries Act, R.S.C. 1985, c. F-14:
e Fishery (General) Regulations, SOR/ 93-53;
. Hazardous Materials Information Review Act, S.C. 1987, c. H-2.7 (R.S.C. 1985, c. 24
(3 Supp.)):
o Hazardous Materials Information Review Regulations, SOR/88-456;
n Hazardous Products Act, R.S.C. 1985, c. H-3:

e Consumer Chemicals and Containers Regulations, 2001, SOR/2001-269;
e Controlled Products Regulations, SOR/88-66;
n Migratory Birds Convention Act, 1994, S.C. 1994, c. M-7.01:
e Migratory Birds Regulations, C.R.C. 1985, Vol. XI, c. 1035;
Navigable Waters Protection Act, R.S.C. 1985, c. N-22;
Nuclear Safety and Control Act, 1997, S.C. 1997, c. 9:
e General Nuclear Safety and Control Regulations, SOR/2000-202;
e Packaging and Transport of Nuclear Substances Regulations, SOR/2000-208;

n Pest Control Products Act, R.S.C. 1985, c. P-9:
e Pest Control Products Regulation, C.R.C. 1985, Vol. XIlI, c. 1253;
n Plant Protection Act, S.C. 1990, c. P-14.8:

e Plant Protection Regulations, SOR/95-212;
Species At Risk Act, S.C. 2002, c. 29;
Transportation of Dangerous Goods Act, 1992, S.C. 1992, c. F-19.01:
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4.02

4.03

e Transportation of Dangerous Goods (Clear Language) Regulation, SOR/2001-286;
and

The Kyoto Protocol to the United Nations Framework On Climate Change Convention,

December 11, 1997 (ratified by the Federal Government in December, 2002).

Federal Guidelines, Codes of Practice, Etc.

Guide for Reporting to the National Pollutant Release Inventory (These guides are
issued on an annual basis, along with reporting software. Access the guide for the
current reporting cycle at: http://www.ec.gc.ca/pdb/npri/npri_home_e.cfm).

CCME, 2003. Environmental Code of Practice for Aboveground Storage Tank (AST)
and Underground Storage Tank Systems;

CCME, 2000. Canada-wide Standards for Petroleum Hydrocarbons (PHC) in Soil;
CCME, 1999 (as updated). Canadian Environmental Quality Guidelines (note: includes
National Ambient Air Quality Objectives, Canadian Water Quality Guidelines, and
Canadian Soil Quality Guidelines);

CCME, 1996. Guidelines for Compost Quality;

CCME, 1996. Provisional Code of Practice for Management of Post-Use Treated Wood
Products;

CCME, 1992. Guidelines for the Management of Biomedical Waste in Canada;

CCME, 1992. National Classification System for Contaminated Sites;

Canadian Food Inspection Agency, 1996. Guidelines to the Fertilizers Act and
Regulations (2d. ed.); and

Health Canada, 1996. Guidelines for Canadian Drinking Water Quality (6" ed.).

Alberta Legislation (Current to October, 2004)

Climate Change and Emissions Management Act, S.A. 2003, c. 16.7 (will come into

force on proclamation);

¢ Specified Gas Reporting Regulation, (Final Draft dated August 5, 2004, not yet
introduced as a Regulation);

Dangerous Goods Transportation and Handling Act, R.S.A. 2000, c. D-4:

o Dangerous Goods Transportation and Handling Regulation, A.R. 157/1997;

Environmental Protection and Enhancement Act, R.S.A. 2000, c. E-12:

Activities Designation Regulation, A.R. 276/2003;

Administrative Penalty Regulation, A.R. 23/2003

Approvals and Registrations Procedure Regulation, A.R. 113/1993;
Conservation and Reclamation Regulation, A.R. 115/1993;

Designated Material Recycling and Management Regulation, A. R. 93/2004;
Disclosure of Information Regulation, A.R. 116/1993;

Electronics Designation Regulation, A.R. 94/2004 (in effect, October, 1, 2004);
Environmental Appeal Board Regulation, A.R. 114/93;

Environmental Assessment (Mandatory and Exempted Activities) Regulation, A.R.
111/1993;

Environmental Assessment Regulation, A.R. 112/1993;

Environmental Protection and Enhancement (Miscellaneous) Regulation, A.R.
118/1993;

Lubricating Oil Material Recycling and Management Regulation, A.R. 227/2002;
Ozone-depleting Substances and Halocarbons Regulation, A.R. 181/2000;
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Pesticide (Ministerial) Regulation, A.R. 43/1997;
Pesticide Sales, Handling, Use and Application Regulation, A.R. 24/1997;
Potable Water Regulation, A.R. 277/2003;
Release Reporting Regulation, A.R. 117/1993;
Substance Release Regulation, A.R. 124/1993;
Tire Designation Regulation, A. R. 95/2004; and
e Waste Control Regulation, A.R. 192/1996;
n Government Organization Act, R.S.A. 2000, c. G-10:
e Storage Tank System Management Regulation, A.R. 254/2000
Historical Resources Act, R.S.A. 2000, c. H-9
Livestock Diseases Act, R.S.A. 2000, c. L-15:
o Destruction and Disposal of Dead Animals Regulation, A.R. 229/2002;

n Municipal Government Act, R.S.A. 2000, c. M-26:

e Subdivision and Development Regulation, A.R. 43/2002;
. Natural Resources Conservation Board Act, R.S.A. 2000, c. N-3:

¢ Rules of Practice of the Natural Resources Conservation Board, A.R. 345/91;
n Occupational Health and Safety Act, R.S.A. 2000, c. O-2:

e Occupational Health and Safety Code Regulation, A.R. 321/2003;
e Occupational Health and Safety Regulation, A.R. 62/2003;

" Public Health Act, R.S.A. 2000, c. P-37:

¢ Nuisance and General Sanitation Regulation, A.R. 243/2003;
n Public Lands Act, R.S.A. 2000, c. P-40:

o Dispositions and Fees Regulations, A.R. 54/2000;
n Safety Codes Act, R.S.A. 2000, c. S-1:

e Administrative Items Regulation, A.R. 16/2004;

e Fire Code Regulation, A.R. 52/98;

e Private Sewage Disposal Systems Regulation, A.R. 229/1997;
n Water Act, R.S.A. 2000, c. W-3:

e Water (Ministerial) Regulation, A.R. 205/98;

o Water (Offences and Penalties) Regulation, A.R. 193/98;

n Weed Control Act, R.S.A. 2000, c. W-4;
e Weed Regulation, A.R.171/2001; and
- Wildlife Act, R.S.A. 2000, c. W-10:

o Wildlife Regulation, A.R. 143/97.

4.04 Provincial Guidelines, Codes of Practice, Etc.

. Alberta Environment, 2001. Alberta Soil and Water Quality Guidelines for Hydrocarbons
at Upstream Oil and Gas Facilities;

n Alberta Environment, 2001. Code of Practice for the Land Treatment and Disposal of
Soil Containing Hydrocarbons (Reference and Guidance Copy);

. Alberta Environment, 2001. Code of Practice for the Production of Alternate Fuel and

the Burning of Fuel Derived From Waste (Reference and Guidance Copy);
Alberta Environment, 2001. Release Reporting Guideline;
Alberta Environment, 2001. Risk Management Guidelines for Petroleum Storage Tank
Sites;

n Alberta Environment, 2000. Draft Secondary Containment Guidelines for Containers
and Above Ground Storage Tanks;
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4.05

4.06

4.07

Alberta Environment,
Certification Guidelines;

Alberta Environment, 2000.

2000.

Municipal Waste Management Facility Operator

Waste Management Information for Businesses that Store

Hazardous Waste and Hazardous Recyclables;

Alberta Environment, 1999.
Alberta Environment, 1996.

contractor);

Alberta Environment, 1996.
Alberta Environment, 1996.
Alberta Environment, 1996.

Alberta Environment,1996.
Containing Solid Wastes;

Alberta Environment, 1995.
Alberta Environment, 1994.
Alberta Environment, 1989.
Alberta Environment, 1988.
Alberta Environment, 1988.
Alberta Environment, 1983.

Surface Water Quality Guidelines for Use in Alberta;
Code of Practice for Asphalt Paving Plants (rubble crush

Code of Practice for Compost Facilities;

Code of Practice for Landfills;

Code of Practice for Pesticides;

Guidelines for the Remediation and Disposal of Sulphur

Alberta User Guide for Waste Managers;

Remediation Guidelines for Petroleum Storage Tank Sites;
Guidelines for the Disposal of Asbestos Wastes;
Guidelines for Land Treatment of Industrial Wastes;
Hazardous Waste Storage Guidelines;

Guidelines for Disposal of Sulphur Containing Solid Wastes

and Alberta Environment;and
Alberta Municipal Affairs, Safety Codes Council, 1999. Alberta Private Sewage Systems
Standard of Practice, 1999 Handbook.

Proposed Provincial Guidelines, Codes of Practice, Etc.

Alberta Environment, 2004.

2004).

Alberta Environment, 2001.

Specified Gas Reporting Standard (Final Draft, August,

Alberta User Guide For Waste Managers (Public and

Stakeholder Draft for Discussion);
Alberta Environment, (work in progress). Draft Standards for Landfills in Alberta; and
Alberta Environment, (work in progress). Draft Guidelines for Landfills in Alberta.

Municipal Bylaws (Current to October, 2004)

City Administration Bylaw #12005
Dutch EIm Disease Bylaw #11468;

Noise Bylaw #7255;
Nuisance Bylaw #10406;

Open Air Fire Bylaw #10874;

Penalties Bylaw #7083

Public Health Bylaw #5825;

Regulation of Work and Equipment Installation on City Lands #12846;

Sewers Bylaw #9425;
Sewers Use Bylaw #9675;

Surface Drainage Bylaw #11501;

Traffic Bylaw #5590;

Waste Management Bylaw #13777; and,

Weed Control Bylaw #6046.

Municipal Guidelines

City of Edmonton General Release Reporting Guidelines
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Example

Process Flow Diagram
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Example

Procedure: Identifying & Ranking
Aspects/Impacts

The following is the Environmental Aspects Procedure (ISO
14001, Element 4.3.1) that was developed by the Waste
Management Branch
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1. PURPOSE

This procedure is designed to:

« ensure personnel use a consistent approach to identify and list the environmental
aspects and impacts that may be associated with the WMB'’s activities, products and
services; and

e establish a framework for assessing the environmental significance of the WMB'’s
environmental aspects and impacts.

2. SCOPE

This procedure applies to all Waste Management Branch (“WMB”) personnel
responsible for reviewing and updating the WMB’s list of environmental aspects/impacts
(as set out in the responsibilities section of the procedure).

3. DEFINITIONS

3.01

3.02

3.03

3.04

3.05

3.06

“‘EMS” — means an “environmental management system.” An EMS is a
systematic, documented approach to managing and reducing the environmental
aspects/impacts that may be associated with the WMB'’s activities, products
and/or services.

“‘EMS Implementation Team” — the personnel defined under the WMB'’s ISO
14001 Project Charter as responsible for the identification and assessment of the
WMB'’s environmental aspects/impacts.

“EMS Management Team” -- the Branch Manager and Directors, identified under
the WMB’s ISO 14001 Project Charter as responsible to review and approve the
aspects/impacts listing developed by the EMS Implementation Team.

“Environmental Aspects” - are defined by the International Standards
Organization to mean any element of an organization’s activities, products or
services that can interact with the environment.

“Environmental Impacts” — are defined by the International Standards
Organization as any change to the environment, whether adverse or beneficial,
wholly or partially resulting from an organization’s activities, products or services

“Significant Environmental Aspects” — are defined as aspects that have, or can
have, a significant environmental impact as a result of their scale, severity,
probability and duration.

4. RESPONSIBILITIES

4.01 EMS Implementation Team to:

a) identify all of the WMB activities, products and services that have the
potential to interact with the environment;

b) list the environmental aspects associated with the WMB activities,
products and services;

C) determine the environmental impacts associated with the environmental
aspects listed (positive and negative);

d) ensure that the aspect/impact listings reflect normal operating conditions
as well as abnormal operating conditions such as emergencies or spills;
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4.02

e) review each aspect and the associated impacts to assess its
“environmental significance.” For the purposes of this Procedure,
environmental significance will be assessed by considering the scale,
severity, probability and duration of the environmental impacts; and

f) on an annual basis, or when the Branch activities, products or services
undergo significant changes, with the potential to change the interactions
with the environment, review the activities and aspects/impacts listed to
ensure they are current and reflect current operations.

EMS Management Team to:

a) review and approve the aspects/impacts lists developed by the
Implementation Team for their area;

b) review and approve the environmental significance scoring for the
aspects/impacts listing for their area;

C) identify the business considerations associated with each aspect/impact;

d) assess the aspects/impacts and the associated business considerations
and establish a priority for the aspects/impacts listed for their area; and

e) review and approve revisions to the aspects/impacts lists, including
significance rankings, business considerations and priorities on an annual
basis.

5. PROCEDURE:

5.01

5.02

5.03

5.04

5.05

The EMS Implementation Team members develop process flow diagrams and/or
listings for all of the WMB's activities, products and services in their area that
have the potential to interact with the environment (both positively and
negatively).

The EMS Management Team members review the process flow diagrams and/or
listings for their area and sign off that the diagrams and/or listings accurately
reflect the WMB’s activities, products and services.

Individual EMS Implementation Team members are selected as responsible to
review the activities, products and services diagrams and/or listings for their
area. The Team members prepare a summary table of the environmental
aspects and environmental impacts associated with the activities, products and
services in their area of responsibility. NOTE: to ensure consistency, the EMS
Implementation Team works from a list of common environmental aspects and
environmental impacts provided in the “Aspects Key” and “Impacts Key”.

In the development of the list of the WMB'’s aspects/impacts, EMS
Implementation Team members must also ensure that aspects/impacts
associated with abnormal operating conditions are also considered. In preparing
the summary tables, EMS Implementation Team members must ensure that the
operating conditions associated with the aspects/impacts are identified (e.g.
normal operating conditions, emergencies, upset conditions or other specified
forms of abnormal or unusual operating conditions).

After all of the WMB's activities, products and services have been listed, and the
associated environmental aspects/impacts have been identified, each aspect and
associated impacts is reviewed by the EMS Implementation Team to assess its
environmental significance. For the purposes of this Procedure, environmental
significance is assessed by assigning a score of 1 (being low significance) to 3
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5.06

(highly significant) for each of the following factors: scale, severity, probability
and duration of the environmental impacts. NOTE: to ensure consistency in
scoring, the EMS Implementation Team works from definitions and scoring

descriptions provided in the “Scale Key”, “Severity Key”, “Probability Key” and
“Duration Key".

The score of all the factors is added, to arrive at an overall Environmental

Significance (Env. Sig.). An initial priority rating is assigned as follows:

5.07

5.08

5.09

5.10

5.11

5.12

Env. Sig. = 12 Priority 1 (highest and most pressing priority)
Env. Sig. =8, 9, 10, 11 Priority 2

Env. Sig.=7, 8 Priority 3 (a medium priority)

Env. Sig. =5, 6 Priority 4

Env. Sig. =4 Priority 5 (low priority with a long timeline)

Once the significance of the environmental impacts has been assessed, the EMS
Management Team identifies any business considerations that may affect the
WMB's ability to address the environmental impact. In some cases, business
considerations such as the interests of stakeholders or legal/due diligence
requirements may increase the priority assigned to a particular environmental
impact. In other cases, business considerations such as difficulty in changing the
impact may reduce the priority assigned to a specific impact. NOTE: to ensure
consistency in the terminology used to describe business considerations, the
EMS Management Team works from a listing of business considerations
provided in the “Business Key”.

The EMS Management Team reviews the summary tables prepared by the EMS
Implementation Team, including the environmental aspects/listing, environmental
significance scoring, and any relevant business considerations the EMS
Management Team has identified. Based on this information, the EMS
Management Team establishes a priority ranking range from 1 to 5 for each of
the aspects/impacts identified in the summary tables for their area. Priority 1
represents a top and most-pressing priority, with a short response timeline, and
Priority 5 represents the lowest priority, with a long-term timeline.

A branch-wide summary table of all aspects/impacts identified as “Priority Ones”
is prepared by the EMS Project Manager.

All environmental aspects/impacts included on the branch-wide summary table of
Priority Ones aspects/impacts are to be considered when the WMB adopts their
annual environmental performance objectives and targets.

On an annual basis, or when the WMB’s activities, products or services undergo
significant changes with the potential to change the nature or scope of the
interactions with the environment, the EMS Implementation Team members
responsible for that area will review their diagrams and/or listings, and associated
environmental aspects/impacts listing and significance assessments and make
any revisions they consider necessary to ensure the documentation accurately
reflects any changes.

On an annual basis, or when the WMB's activities, products or services undergo
significant changes with the potential to change the nature or scope of the
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