DEPARTMENT OF THE NAVY
OFFICE OF THE CHIEF OF NAVAL OPERATIONS
2000 NAVY PENTAGON
. WASHINGTON. D.C. 20350-2000

IN REPLY REFER TO

5090
er N451G/1U595502

J0k 20 200

From: Chief of Naval Operations
Subj: ENVIRONMENTAL MANAGEMENT SYSTEMS (EMS)

Ref: (a) Executive Order 13148, Greening the Government
through Leadership in Environmental Management,
of 21 Apr 2000

Encl: (1) Draft Navy Policy for Environmental Management System
(EMS) Implementation
(2) Proposed Plan for EMS Requirements Determination and
Submission

1. Reference (a) requires Federal agencies to implement an EMS
at all appropriate facilities by 31 December 2005. BAn EMS is a
management structure for controlling the impact of an
organization’s products, services, and processes on the
environment. A properly developed EMS provides a framework for
organizing and managing environmental programs within the
context of the installation's organization and mission.

2. We are currently working to develop Navy policies that will
ensure effective implementation of reference (a) at appropriate
installations. Your participation is essential to our success
in this endeavor. Enclosure (1) is a draft Navy Policy for EMS
implementation. EMS implementation may require additional
resources. We must be positioned to capture new funding
requirements and address them in the Program Objective
Memorandum (POM) for Fiscal Year 2004. Therefore, we have
provided enclosure (2) as a proposed plan for requirements
determination and submission during the annual Baseline
Assessment Memorandum (BAM) development process.

3. Request your review and comments on enclosures (1) and (2).
Please provide your comments on both documents to this office by
9 August 2001.

4. In addition, to better understand the extent of formal EMS
implementation in the Navy at this time and to assist us in
planning, please provide information on any EMS implementation
currently underway within your claimancy. For each Navy
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activity that has undertaken EMS implementation (including DoD
EMS Pilot Study participants) identify:

a. type of EMS framework chosen (e.g., ISO 14001, generic
EMS) ;

b. approach chosen (e.g., incremental (describe sections of

the organization selected) oxr across the entire

installation) ;

status of implementation;

resources invested (in-house and/or contractor);

e. specific products or documents developed to support the
EMS (e.g., self-assessment, central EMS document,
document control instruction)

f. challenges faced and how they were overcome;

g. tangible benefits observed to date.

Q2 Q

This information should be provided with your comments on the
Navy policy and funding guidance by 9 August 2001.

5. The point of contact for EMS implementation is Ms. Tami

McVey. Ms. McVey can be reached at DSN 664-5411, commercial
(703) 604-5411, FAX (703) 602-2676, or via e-mail at

mcvey.tami@hg.navy.mil.
- e : - .
MfLLIAM G. MATTHEIS

By direction
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{(continued next page)
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NAVY POLICY ON
ENVIRONMENTAL MANAGEMENT SYSTEM (EMS) IMPLEMENTATION

It is the policy of the U.S. Navy that the environmental
protection programs at appropriate Navy shore installations (as
defined below) will be structured around a framework known as an
Environmental Management System (EMS). The EMS shall meet the
requirements of Executive Order 13148, “Greening the Government
Through Leadership in Environmental Management” and demonstrate:

¢ Public commitment by senior leaders to environmental
compliance, pollution prevention, and continual improvement
of the management system;

¢ Integrated planning, including goals and targets for
reducing environmental impacts and supporting mission
priorities;

e Operations to assure attainment of those goals and targets,
and training to assure individual competence and
responsibility;

e Procedures for self-evaluation and corrective action,
including priority inclusion of identified needs in budget
processes;

e Periodic review of the management system by senior
leadership, with recommendations for improvement and
publication of the review; and

¢ Commitment to sharing information with external
stakeholders on environmental performance against goals,
objectives and targets.

Results of the DOD EMS Pilot Study indicate the need for
flexibility in choosing the EMS framework that best supports the
mission and operational requirements at the installation.
Therefore, one particular EMS framework is not mandated;
however, Navy shore installations are encouraged to use the Navy
EMS framework described below. Other recognized EMS models and
principles include the Code of Environmental Management
Principles for Federal Agencies (CEMP), the International
Organization for Standardization Environmental Management System
Standard (ISO 14001), the European Union's Eco-Management and
Audit Scheme (EMAS), and the Malcolm Baldrige National Quality
Improvement Act criteria.

The Navy EMS framework is based on requirements found in
its overarching environmental instruction, OPNAVINST 5090.1B,

DRAFT Enclosure (1)
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the Environmental and Natural Resources Program Manual, and
incorporates principles embodied in CEMP and ISO 14001.
Guidance for implementing an EMS using the Navy EMS Framework is
currently being developed by CNO. The framework for the Navy
EMS, with its five major components and sixteen specific
elements, is:

Components Elements
Policy Policy Statement
Planning Requirements

Business and Work Practices, Processes,
Assets and Impacts (Aspects and
Impacts)

Pollution Prevention Opportunities

Objectives and Targets

Implementation Programs
Resources
Training
Documentation
Communication
Standard Operating Procedures
Emergency Procedures

Evaluation Problem/Cause Identification
Corrective/Preventive Action
Management Approval

Management Review Continuous Improvement

Each appropriate shore installation shall document its EMS,
develop a plan of action and milestones for EMS improvement, and
complete at least one management review by 31 December 2005.

The EMS document compiles key information necessary to
understand the environmental management system in place at the
installation. An “appropriate shore installation” is any
activity, facility or installation that has registered an
environmental requirement with EPA, or state or local regulatory
authorities. Examples are air, water, wastewater, storm water,
and hazardous waste permits or acknowledgement of hazardous
waste generation.

EMS implementation at appropriate shore installations will

be evaluated under the Navy'’s Environmental Quality Assessment
(EQA) Program as required by OPNAVINST 5090.1B, Chapter 20.

DRAFT Enclosure (1)
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Procedures for the assessments are provided in the EQA Guide,
issued 31 August 1999.

Mission-funded activities will not seek or fund third party
certification. A Working Capital Fund activity may pursue third
party certification only if it can demonstrate that third party
certification is a good business decision.

Requests for waivers to requirements not required by
Executive Order 13148 shall be submitted to CNO (N45) via the
chain of command. For such waivers, an activity must
demonstrate that the application of the requirements is
impractical or results in the expenditure of resources that are
not commensurate with the resultant benefits. Statutory
requirements shall not be waived.

DRAFT Enclosure (1)
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PROPOSED PLAN FOR ENVIRONMENTAIL MANAGEMENT SYSTEM (EMS)
REQUIREMENTS DETERMINATION AND SUBMISSION

Requirement

Navy EMS Implementation Strategy

Proposed New EPR Guidebook Project for POM-04
Funding Plan

Proposed New Training Courses

Uk W

Requirement

Executive Order 13148 (signed 21 Apr 00) requires each Federal
agency to implement an environmental management system at all
appropriate agency facilities based on facility size,
complexity, and the environmental aspects of facility operations
by 31 December 2005.

2.

Navy EMS Implementation Strategy

Much of what is needed for an EMS is already in place in the Navy
management system framework. Existing Navy policies, plus
innovative initiatives such as the Environmental Quality Assessment
Program and Environmental Quality Initiative, give Navy activities
the framework to build an effective EMS.

In order to demonstrate a formal and documented EMS is in place,
installations need to:

>

Complete a self-assessment to relate existing installation
policies, processes, practices, and procedures in place at the
installation to the Navy EMS components and elements or other
appropriate EMS model. This self-assessment may serve as the
installation's initial EMS Review.

Based on the results of the self-assessment, identify specific
actions with timelines needed to f£ill gaps identified in the
self-assessment and to improve the EMS.

Develop an EMS document that compiles key information
necessary to understand the EMS in place at the installation.

Develop the inventory and risk assessment of business and work
practices, processes, assets and impacts (in other words,
aspects and impacts).

Identify goals, targets and objectives to focus improvement in
areas that have the greatest impacts on our ability to do the
mission and on the environment.
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» Complete and document a management review with senior
managers.

The Navy EMS Implementation Strategy consists of four parts:

1) FY 01: Build Framework (develop policy and guidance)

2) FY 02 & 03: Leverage and Enable (develop and deliver
training, tools and templates)

3) FY 04 & 05: Implement (document EMS/develop POA&M/complete
1 management review at installations by 31 Dec 05)

4) FY 06 and beyond: Continually Improve

3. Proposed New EPR Guidebook Project for POM-04

Initial Environmental Management System (EMS) Documentation
Support
- New project in Chapter 0 of EPR Guidebook for POM-04
- One-time project to be accomplished in FY 04-05.
- This support is intended to supplement in-house
resources.
- To provide installation personnel expert assistance in
their initial EMS implementation efforts including:
Completing the installation's self-assessment
Identifying actions to fill gaps and improve the EMS
Compiling the EMS document
Completing inventory of business and work practices,
processes, assets and impacts
o Identifying potential goals, targets and objectives

O O 0O

4. FundingﬁPlan

Fiscal Year O0l1:
— N45: Develop EMS policy and guidance.

— Installations and major claimants: Build POM-04 and
identify one-time startup requirements for FY 04 and 05
for self-assessment, EMS documentation, aspects and
impacts inventory, and EMS training.

Fiscal Year 02:

— N45: Develop training materials, tools and templates to
be used by installation teams responsible for building
documented EMS at their installations.
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Fiscal Year 03:

— NA45: Deliver training, tools and templates through
regional workshops to allow for maximum attendance by
installation personnel at minimum cost.

— Installations and major claimants: Participate in
regional training workshops.

Fiscal Years 04 and 05:

— N45: Centrally manage support to assist installation
personnel as they document their EMSs by answering
questions (call-in, web, email), offering suggestions,
identifying and sharing lessons learned, and managing
information exchange. Develop Train-the-Trainer EMS
Awareness course to be incorporated into the Navy
Training Plan.

— Installations execute POM-04 projects.

Fiscal Years 06 and beyond:

— Installations and major claimants: Operate and maintain
EMS with no additional resources provided.

5. Proposed New Training Courses

¢ How to Implement/Document Navy EMS
- For installation EMS Manager/Team responsible for
leading the installation's EMS Implementation effort
- Developed in FY-02/Delivered in FY-03
- Centrally-funded by CNO
- Road show delivered to Navy Concentration Areas
- Minimal costs to installation for time and travel
- 3-5 days in classroom
- Basically instructing from the EMS Guide
- Covers such things as:

¢ EMS concepts

e Navy EMS Framework-Components and Elements

¢ How to do a self-assessment

e How to document the EMS

e How to fill gaps

e How to develop inventory and assess risk

e How to develop goals, targets and objectives
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Train the Trainer EMS Awareness
- For installation personnel responsible for EMS
Awareness
- EMS Training, Awareness, and Communication is a
requirement of an EMS to ensure personnel can
effectively discharge their duties
- Need to develop in-house capability to tailor and
deliver appropriate training to personnel with various
functions in the organization
- Continuing requirement for training to support
turnover and new employees and when there are changes
in EMS policy, goals, targets and objectives ,and
procedures
- New for Navy Environmental Training Program
- CECOS-managed
- Developed in FY-02/FY-03
- Continual offerings
- 2-days in classroom
- Covers such things as:
e EMS Concepts
e Navy EMS Framework
e How to tailor training for installation-specific
EMS

e What is appropriate training for various levels
of the organization

e How to incorporate EMS Awareness into existing
training courses
¢ How to deliver effective training
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