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The EMS pilot project at the Tech Center is one of two EMS pilots undertaken by the FAA to comply with Executive Order 13148 (E.O. 13148). This pilot is targeted for completion by end-of-year 2002.

  Pilot Tasks

The Tech Center EMS pilot has been sub-divided into the following tasks:

· Task 1.    Defining the scope of the EMS

· Task 2.  Preparing the activities spreadsheet. (This includes information on: operations, activities, processes, environmental aspects/impacts, regulatory requirements, and objectives and targets.)

· Task 3.  Structuring environmental management programs (EMPs). This includes detailing responsibilities, resources, timelines, and operational controls.

· Task 4.  Drafting the EMS procedures required by the ISO 14001 international EMS standard.

· Task 5.  Briefing employees on the EMS.

· Task 6.  Training and conducting an EMS audit.

· Task 7.  Conducting a management review of the status of the EMS and making recommendations for continual improvement.  

Pilot Timeline

The timeline for the Tech Center EMS pilot is dependent on two major factors:

       1. The time required for Tech Center staff to absorb the concepts and requirements for an EMS approach to environmental care.

       2. The time available to the Tech Center staff to devote to this project given their on-going operational duties and responsibilities.

Despite these constraints and realities there is an expectation that this pilot will be completed by end-of-year 2002. If current commitments and conditions hold, we will be on the following schedule for the tasks enumerated above:

          Tasks                                                            Start (2002)                  Completion  (2002)

1. Defining EMS Scope                                         January 7                     April 12

2. Prepare Activities Spreadsheet                       March 1                        July 26

3. Structure EMPs                                                  June 3                           September 27

4. Draft EMS Procedures                                      August 1                      October 11

5. Employee Awareness Briefing                        October 1                     October 31

6. Conduct EMS Audit                                          November 1                November 3

7. Conduct Management Review                        December 3                 December 20                   

Task Descriptions

Each of the tasks in the pilot contributes to the development and implementation of an EMS that will comply with E.O.13148 and will also conform to the requirements of ISO 14001, the international environmental management standard:

Task 1: Defining the EMS Scope. 
An EMS addresses the significant environmental conditions and contingencies within the authority of the organization that is implementing that system. Given that this is a pilot implementation whose purpose is to validate the EMS approach and learn lessons that may apply to other FAA installations, the scope has been specifically customized to provide the optimum value to FAA. Consequently, the operational activities at the Tech Center that come under this EMS will be as follows:

                    1. Construction

                    2. Research and Development

                    3. Center Operations

                    4. Superfund Activities

Execution: The scope of the EMS pilot was determined primarily by   environmental staff at the Tech Center with assistance from AEE 200 and advice from contractor’s EMS experts. Considerations for this decision included factors such as the resources available including staff time, the deadline for the project, and most importantly, the need to structure the pilot so that it would be meaningful to other FAA facilities.    

Task 2. Prepare the Activities Spreadsheet.

The EMS is designed to address significant environmental conditions and contingencies (significant environmental aspects). This can only be assured by including all operations, activities, processes, products, and services that have such conditions and contingencies. The spreadsheet simply lists all of these as they are identified and associates relevant information such as the nature of the environmental condition (aspect), the potential environmental impact, whether the impacts are considered significant, any regulatory requirements that apply, and the objectives and targets that have been set for managing the environmental conditions (aspects).

Execution: The activities spreadsheet is being compiled through a collaborative effort of Tech Center environmental staff and contractor assistance:

         1. Tech Center staff provides input on activities, operations and processes at the Tech Center including environmental aspects, impacts, and regulatory requirements.

         2. Contractors guide the collection of information and prepare the spreadsheet with the inclusion of objectives and targets for the significant environmental aspects.

         3.  Tech Center staff review the matrix and complete any missing information.

         4. Contractors review the spreadsheet for completeness and for conformity to the requirements of ISO 14001. 
Task 3. Structure EMPs.

Environmental management programs (EMPs) are simply the means to be used to achieve the objectives and targets set in the EMS for the environmental conditions and contingencies.  As such, they specify resources, timelines, responsibilities, and operational controls to provide for the attainment of those objectives and targets. The pilot will use a template format for EMPs to ensure that all requisite information is included in the EMPs to be defined.

Execution: EMPs will be defined to cover all objectives and targets in the EMS:

         1. Contractors will collect information from Tech Center staff on existing environmental programs.

         2. The information on existing programs as well as information from the spreadsheet will be transferred to EMP templates by contractors.

         3. Tech Center staff will review the EMP templates prepared by contractors and insert appropriate information in fields that are incomplete.

         4. Contractors will review the completed EMP templates for conformance to the requirements of ISO 14001.

         5. Contractors will advice Tech Center staff on the most efficient and effective manner of incorporating the information on the EMP templates into their existing environmental programs. Where programs are non-existent, contractors will provide advice on structuring and implementing new programs needed to achieve the objectives and targets of the EMS.    

Task 4. Draft EMS Procedures.

An EMS is a structured framework for environmental care that relies on consistent behavioral patterns and awareness from all members of the organization. Consequently, certain procedures that ensure consistent and reliable institutional responses are integral to an EMS approach. The ISO 14001 standard prescribes some seventeen procedures that need to be drafted and implemented as components of the EMS. For some of these, it is merely a matter of modifying existing procedures. In some cases, no modifications will be necessary. In other cases, we will need to draft brand new procedures.

Execution: EMS procedures will be drafted to ensure the smooth operation of the EMS and to conform to the requirements of ISO 14001.

         1. Contractor will provide sample procedures as models for use at the Tech Center.

         2. Contractor will work with Tech Center staff to review their existing procedures and make recommendations on changes to conform to the samples provided. 

         3. Tech Center staff will make appropriate changes to their existing procedures and prepare new procedures that are needed to conform to ISO 14001.

         4. Contractor will review the completed procedures to ensure they will satisfy the needs at the Tech Center and that they conform to ISO 14001.    

Task 5.  Employee Briefings on EMS.

Implementation of an EMS involves the greater involvement and awareness of all employees in an organization, not just those that are in the environmental shop. We will conduct awareness briefings for employees so that they will:

· Appreciate the general nature of the EMS and FAA’s goals with respect to its use.

· Have knowledge of the Environmental Policy of the Tech center.

· Have knowledge of their roles if their assigned work brings them into contact with significant aspects.

· Have knowledge of immediate steps to take in case of an environmental emergency.

· Have some appreciation for how their work may impact the environment.

Execution: Employee briefings will be conducted either through face-to-face group sessions or through a video or a computer-based module. Whichever medium is chosen, the duration is likely to be between 30 minutes and one hour. Contractor will work with Tech Center staff to select the most appropriate medium and will craft the message to be delivered. The preparation of a video or computer-based module will be the responsibility of the Tech Center, should one of those be selected as most appropriate.    
Task 6. Conduct an EMS Audit.

An EMS must also include a periodic EMS Audit. The organization must have a trained audit team, audit procedures, and an audit program to satisfy the requirements of ISO 14001. Consequently, we will conduct EMS audit training for those individuals   designated as internal EMS auditors. We will then assist them in preparing, conducting and reviewing one EMS audit. The audit procedures and audit program will have been drafted as part of the EMS procedures in task 4, above.

Execution: The internal EMS audit will be preceded by the training of internal EMS auditors. The Tech Center will select individuals to be trained to conduct such audits.

         1. Contractor will conduct a training session for the selected internal EMS auditors.

At the end of this session, the participants will receive certificates that they have been trained to conduct internal EMS audits.

         2. Contractor will assist the audit team in preparing and conducting the first EMS audit at the Tech Center. 

         3. The Tech Center audit team will complete the audit, prepare the audit report, and follow-up on actions to close open items from the audit.

         4. Contractor will review the entire audit cycle, make recommendations, and ensure that the conduct and completion of the audit satisfies ISO 14001 requirements.

Task 7. Conduct a Management Review.

An EMS must also include a management review step that gives the organization’s top management the opportunity to review the status and effectiveness of the EMS so that they can take corrective action and allow movement towards continual improvement of the EMS. Preparation for the review will follow the procedure for management reviews.

Execution: A management review is the last requirement for an EMS to conform to ISO 14001.

         1. Contractor will assist the EMS management representative at the Tech Center in structuring the management review, its contents and in selecting the required participants.

         2. Tech Center staff will organize the management review, prepare the information to be shared with top management, take minutes during the review and prepare the record of minutes for the meeting including any recommendations from top management for enhancing the EMS.

         3. Contractor will review the conduct of the meeting, the exchange of information during the meeting, and the record of minutes. Contractor will make recommendations, to ensure conformance to ISO 14001.  

Having completed all seven tasks, the Tech Center will be in a position to hire a third-party Registrar to be officially certified as conforming to ISO 14001, or it can elect to make its own self-declaration of conformity to that standard. This decision can be made later in the year as we get close to completing the above tasks. In any case, the Tech Center experience will be summarized so that other parts of the FAA will benefit from their experience.










