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1. INTRODUCTION

This chapter introduces you to environmental management
ideas, and the use of ISO 14001. It explains how you can use
this book to help you implement an EMS in your business.

1.1 Why environmental management? Why ISO 14001?

For the last 20 to 30 years, environmental management within
businesses has grown as a discipline. It is no longer just
environmental pressure groups who care about the
environment; it has become a mainstream political issue and a
topic that most people have an opinion about.

Although climate change is the topic that springs to most
people’s minds when thinking about environmental issues, it's
not the only issue. Others include loss of areas such as tropical
rainforests and coral reefs, desertification (desert areas growing
rapidly), lack of clean water, air pollution, use of limited natural
resources, and pollution of water and land. In addition, there
are local environmental issues that affect us every day, such as
pollution from industry, waste, traffic, noise, dust, and other
nuisances.

Billions of dollars’" worth of research by universities and other
institutes has expanded our knowledge of how people can
impact the environment. We know so much more now than we
did, say, 10 years ago. And, it seems like the more we
understand, the more we have to worry about!

This research leads to generally accepted theories, which
become mainstream knowledge in society, institutions, and
pressure groups like Greenpeace. Pressure is then exerted on

13
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governments to enact legislation or regulations to control or
manage environmental impacts.

Businesses are therefore hit by both regulatory requirements
from governments, and social pressures. These pressures are felt
either directly through sales, or indirectly through shareholder
requirements or other customer demands.

The reality is that for businesses to operate today, your personal
views on whether climate change is happening or not are as
irrelevant as whether you think businesses should pay taxes or
not.

Environmental management is now a requirement for most
businesses, whether you like it or not.

The good news is that in most cases, a good Environmental
Management System will contribute to your business. Not just
because it means you will win the contract with the customer
who requires ISO 14001 certification, but also because good
environmental management is about working smarter, wasting
less, using less, and reducing costs.

ISO 14001 is an international standard that was developed not
only to provide a standard against which different businesses
can demonstrate their environmental credentials, but also to
provide all types of businesses with a model and framework to
follow to help them manage environmental issues.

The ISO 14001 standard provides a very useful and
comprehensive guide on how to wunderstand what
environmental issues matter to your business, how to go about
reducing the likelihood of being exposed to any possible
environmental problems, and how to gain the most benefit to
your business from environmental management. It will work
together with other management systems, and while allowing
you to focus on the important environmental issues.

14



Introduction

The other benefits to your business come through what your
own people think about working for you. There is evidence that
businesses with a good environmental reputation will find it
easier to recruit new staff, particularly younger staff. Many
businesses have successfully used environmental issues to
engage with staff in a way that they never could before with
such uninspiring topics as quality or financial controls.

So, ISO 14001 and environmental management doesn’t need to
be just another bureaucratic pile of paperwork. It can be
something that really helps the business, in both the short term
and the long term. Done the right way, it can change a
business’ future for the better, and hopefully help the rest of
our futures, too.

1.2 Basic environmental management principles

Environmental management is not too difficult to understand if
you can get past all the jargon and terminology. The
environment itself is often broken down into three “media”:

e Land - the soil. Impacts include land contamination from
chemicals.

e Air — the atmosphere. Impacts include CO, emissions,
dust emissions, solvent emissions, etc.

e Water - rivers, groundwater and aquifers, lakes, streams,
seas, oceans. Impacts include the use of water, and the
pollution of water.

When we think about environmental impacts, we think about
how these three media are affected by our business activities
and processes.

15
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These three media, in turn, support habitats. Habitats are the
different types of places that plants and animals live, for
example grasslands, rivers, forests, coral reefs, and rainforests. A
habitat is also where people live: a house, street, or town.

When we think about environmental impacts, we also think
about how these habitats are affected.

Later, in section 8.5, we will look at the model called “Source-
Pathway-Receptor,” which describes three parts to how an
environmental impact can occur. You don’t need to be able to
understand the science behind how this happens to achieve
good environmental management. You just need to be able to
understand that impacts can occur whenever something is taken
from the environment or put into the environment.

It's important to remember that every business will have some
sort of impact on the environment, even if it is just having the
lights turned on, or electricity to power a laptop.

Applying environmental management to your business is not
about comparing yourself to other industries and saying, “Look
at how bad they are,” and being satisfied that there is nothing
you need to do. The point of environmental management is to
improve what you do and to reduce your environmental
impacts, no matter how insignificant you think they might be
compared to those of bigger industries.

There are two different types of environmental impacts that
your business can have:

e Direct — your business activities directly cause the impact,
for example the release of emissions from a chimney,
spillage of chemicals into a river, etc.

e Indirect — it's because of your business that the impacts
occur, but you don't do it yourself, for example CO,

16



Introduction

emissions from electricity generation. You use the
electricity, but the electricity company releases the CO,.

One key principle of good environmental management is to
understand what you are responsible for. There are three levels
of responsibility, and each require a different response:

Control — this is where you or your business have direct
control over what happens, and you can make decisions
that will change what happens. For example, you can
control what your staff do, or what your contractors do.

Influence — this is where your business can exert some
influence over what happens, and can try to make
change happen somewhere else. For example, you can
influence what your suppliers do, or what your customers
do.

Prepare — this is where your business has no control or
influence at all, but would need to prepare for or
respond to an incident to prevent it from causing an
environmental impact. An example might be illegal
dumping of waste on your site, where you have no
control to prevent it from happening, but will need to
deal with the consequences. Another example might be
how you prepare to respond to changes in the climate,
such as flooding.

It is more common for you to have control over your direct
impacts, although you can have control over indirect impacts as
well. In the example of using electricity, you can control your
electricity use, although the impact is indirect.

Good environmental management principles say that you
control what you can, influence what you can, and prepare for
what you can’t control or influence.

17
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1.3 Purpose of ISO 14001

There is a section of the ISO 14001 standard that is not very
often read. It's the “Introduction” section, and the reason it's
not read very much is because it doesn’t contain any
requirements for the business. It has no clauses to follow or
obligations to comply with.

It does, however, set out the aims of an Environmental
Management System, and it's well worth looking at.

During my work with many different businesses | have found
that a good way to explain the purpose of ISO 14001 is that it
aims to ensure that your business:

e is not caught out by any legal requirement or anything
else you said you would do

e benefits from reducing its impact on the environment
(including short- and long-term financial benefits)

e reduces its risks due to poor environmental management

These are the three key aims of your Environmental
Management System and, ultimately, of the ISO 14001
standard. All the other clauses of the standard are the
mechanisms by which you achieve these three things.

However, ISO 14001 isn't a list of environmental standards that
your business has to achieve. People often make the mistake of
thinking that ISO 14001 isn’t for them because they won't be
able to do everything it requires. In reality, the standard does
not mandate things like: “You must recycle all your waste,” or
“You must reduce your electricity use,” or “You must not use
hazardous chemicals.” Instead, it's a framework that you can
apply to any business, and use it to decide what you want to

18
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improve, with a greater understanding of the benefits to your
business.

The benefit of ISO 14001 is that it can be used by any business,
as opposed to certificates like Eco-labels or standards like FSC,
which only apply to certain businesses. It is also written in a way
that you are in control of the scale and pace of the
improvements you make. It sets out a very logical way to
understand more about the business and environmental issues,
covering a range of potential issues and helping you to
determine the risks and opportunities. It's then up to the
business to decide how it responds to these risks and
opportunities.

The other great advantage to using ISO 14001 is that it is
designed to integrate into other business processes. So, if you
have a Quality Management System based on ISO 9001, there
will be many common requirements. You don’t need to develop
one whole Environmental Management System separate from
your Quality Management System; you can simply integrate
many of the processes.

The final selling point of ISO 14001 is that is doesn’t tell you so
much what to do, but more what you should achieve. It leaves
options open for you to decide the best solution to comply with
the different clauses, depending on how they best fit into your
business. For example, you should have a way to make sure
people are competent. How you do this is up to you.

1.4 Who should read this book?

Now you have decided that ISO 14001 is right for your business,
and you are ready to implement the standard; however, we just
explained that the standard is a framework and you are free to

19
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decide how to meet the different requirements. So, what does
that look like?

This book was written for people who are new to environmental
management, or new to implementing ISO 14001. You might
have experience with the standard, but not necessarily with
delivering an ISO 14001 project within a business. The book was
written primarily for small and medium businesses, but you
might also be part of a business, division, or department within
a larger corporation. For those in corporations, you need to be
aware of corporate tools or processes that you might need to
follow, instead of — or in addition to — some of the solutions
presented in this book.

The book was written for those of you who will take
responsibility for driving the development of environmental
management in your business. It aims to give you an
explanation of what is typically required by the standard, taking
technical terminology and “Standard Speak” and interpreting it
into something understandable. With more than 25 years as an
environmental manager and as a certification auditor, | can
explain what to expect from your certification audits, and what
you need to have in place not only to keep the auditor happy,
but to benefit your business, as well.

This book can also be used if you are an auditor, especially an
internal auditor, to understand more about what you should
expect to find in a good EMS. It provides advice on how to
conduct internal audits, but you can also refer to different
sections to understand what the clauses of the standard really
expect from the business.

If you are a CEO or CTO, this book is also a good way to
understand what sort of commitment is required to implement
ISO 14001. For many businesses, it is a CEO, Chairperson,
Executive, or Non-Executive Director who first voices the idea of

20
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ISO 14001 implementation. This book is an excellent way to
understand how to turn that initial thought into reality in your
business, including what it might cost and what benefits you
will likely see in return.

This book is also useful to those who have more experience in
environmental management, because the changes in the I1SO
14001:2015 version are explained throughout this book. In
addition to containing a section dedicated to understanding the
changes, the book was written to reflect what the new standard
requires and how to implement the changes.

Consultants will also find this book useful, because of its
explanation of the changes to the ISO 14001:2015 standard,
and because it not only explains what should happen, but it also
provides ideas and techniques for how to make those things
happen. This will help you guide your clients through some of
the human issues they might encounter when trying to drive
change, in addition to the technicalities.

Although the book guides you through the certification process,
you can use this book whether you are planning certification or
not. Maybe you just want to benefit from better environmental
management, and from implementing a really good EMS.

1.5 How to read this book

Chapters 3 through 10 of this book were written to guide you
through the implementation of an ISO 14001-based EMS. They
are arranged in a logical sequence, based on the order in which
it makes most sense to carry out different stages of your project.
They were not written in the same way that the standard was
written, but in the best way to implement an EMS in your
business. You can use the sequence of the sections in this book
to plan your EMS implementation project.
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Each section takes you through the purpose, and looks at
inputs, options, and decisions you need to make. These sections
also include documentation that is helpful or essential to have in
place. Sections provide information on what you will be
expected to do, and other options about how you might go
about implementing your EMS. Case studies are used to explain
the options, or to highlight certain benefits.

Each chapter ends with a list of “Success Factors” describing the
results that you can expect to achieve after you have finished
implementing the changes described in each section. These are
described as outcomes — i.e., what you should see happening if
things are working well. You can use these as a measure of
whether you think you are on track and can progress, or
whether more work is needed.

Chapter 11 of the book helps guide you through the
certification process, if you intend to go through certification.
Chapter 12 looks at specific issues around integration with other
standards, for those who operate with other standards, and
Chapter 13 looks at how to transition from the old ISO
14001:2004 standard to the new 2015 version, for those with
Environmental Management Systems already in place.

The appendices provide lots of additional information you will
find useful for your EMS.

1.6 What this book is not

This book is not a ready-made environmental manual that you
can take and use in your business. It also does not serve as a list
of documents you need to write. This book goes through a
logical process of implementing a good and effective EMS, and
by working through it, you will achieve all the requirements of
the ISO 14001 standard.
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This book doesn’t provide templates for every policy, procedure,
or tool that you will need. It does tell you what documents you
will need, how to go about developing them, how to involve
others, and how best to go about implementing them. In some
cases, there are suggestions and examples of what other
businesses would typically have in place.

This book will not give you technical answers to environmental
issues, such as what equipment to use or what software to buy.
Chapter 9 does, however, cover the typical sort of
environmental issues you might need to deal with, depending
on your business, and the things you should be thinking about.

1.7 Additional resources

e |SO 14001 online courses — free online courses teaching
you the basics of ISO 14001, how to implement the
standard, how audits work, etc.

e ISO 14001 downloads - free documents including
checklists, guidance, and white papers.

e Conformio - a cloud-based document management
system (DMS) and project management tool focused on
ISO standards.

e ISO 14001 Documentation Toolkit — a set of all the
documentation templates that are required by ISO
14001, with expert support included for the
implementation.

e Official ISO webpage — here you can purchase an official
version of the ISO 14001 standard.
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2. WHAT EXACTLY IS ISO 140017

This chapter provides more details on the ISO 14001 standard,
and explains what to expect from the certification process. It
helps you decide how best to use the standard in your business.

2.1 The most popular environmental management
standard worldwide

ISO 14001 is an international standard published by the
International Organization for Standardization (ISO), and its
official name is “ISO 14001:2015 Environmental Management
Systems — Requirements with guidance for use.” Being an ISO
standard means it had to go through a voting process —
members of ISO are national standardization bodies, and for a
standard to be published the majority of members have to vote
for this standard. In effect, this means that most of the countries
in the world have accepted this as the leading international
standard.

ISO 14001:2015 is the third version of the standard. It was
originally published in 1996, and then revised in 2004 before its
current revision in 2015. The standard was developed by ISO TC
207, a committee made up of representatives from around the
world. These are leading experts in this field — you could
consider it to be a consensus of leading environmental
management experts; therefore, this is not a lone product from
just one author.

One of the features that differentiate this standard from other
environmental management frameworks/standards is that an
organization can become certified by an accredited Certification
Body, and will therefore be able to prove its compliance with
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this standard to its customers, partners, owners, and other
stakeholders. Many companies have already gone through the
certification process — here you can see the number of
certificates issued in the last 10 years:

TOTAL I1SO14001 Certificates Worldwide

350000
300000

250000

200000
150000
100000

50000 I
0

2005 2006 2007 2008 2009 2010 2011 2012 2013 2014 2015

Figure 1: Number of ISO 14001 certificates issued in last 10 years
(source: ISO Survey 2015)

ISO 14001 is recognized worldwide as the most important and
widely used Environmental Management System standard,
becoming the equivalent to environmental management of
what ISO 9001 is to quality management.

Z
%Free tool tip. This ISO 14001 Foundations Course will explain
all the basics of the standard.
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2.2 HowdoesISO 14001 work?

Those people who are new to the standard often believe that
ISO 14001 is going to tell them all the things they have to do to
save the environment. It's often seen as being either prescriptive
and setting out in detail what the business will have to do, or as
an open door to making changes that are going to be bad for
the business. I've been in board meetings where people have
banged on the desk and shouted that ISO 14001 certification
will cost millions of dollars and ruin the business. In fact, ISO
14001 certification for one such company led to it winning one
of its single biggest contracts.

There is often a misconception that the standard will force the
business into making commercially damaging changes. There's
an idea that the standard will prescribe to the business that they
have to do certain things, like recycling, or using less electricity,
or stopping the usage of some materials, or —I even heard once
— donate money to Greenpeace.

In truth, ISO 14001:2015 does none of these things.

The standard leaves the decisions to the business. It was
designed specifically to help businesses, and to contribute to
their success. The best way | have heard it described was that
“the decision to achieve ISO 14001 certification was a business
decision based on enlightened self-interest.”

But, how does an internationally recognized Environmental
Management System standard work if it's up to the company to
make the decisions? What can be “standard” about that? The
answer is that the ISO 14001 standard, like other management
system standards, is a framework of processes that businesses
adopt and develop to suit their particular circumstances. It uses
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the outcomes of these processes to help a business manage its
risks and opportunities.

Why isn't it prescriptive? Wouldn't it be easier it if just told us
what to do? Well, the standard is designed to be used by any
organization in the world. So, it's not just for commercial
businesses, but also government bodies, charities, even social
clubs — everything from a nuclear power station to a sandwich
shop. Imagine the range of different environmental issues there
are across all the organizations that could use it? It would be
vast. The standard would never work if it tried to be prescriptive
to every possible situation.

So, the standard is a framework of processes that can be used
by any type of organization, and out of these processes your
business can understand what environmental issues are relevant,
and then set the priorities and level of response, depending on
how it wants to manage these risks and opportunities.

The key to understanding what ISO 14001 is, is to recognize that:
e Your business will have an impact on the environment.

e Depending on what your company does, it may have
legal obligations.

e Depending on other commitments your business has
made, it may have other obligations.

e There will be interested parties with a view of your
organization’s environmental issues who can affect your
business.

Not managing any one of these things in the best possible way
could pose a risk to the success of your business. Not making
the most of potential opportunities by managing these
elements could mean that you lose out. Either is bad for
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business. The standard is designed to help you make sure this
doesn’t happen.

Environmental issues often exist because of bad decisions,
either by management teams, managers, or individuals. This
means everyone in the business needs to make the right
decisions every time in order to prevent such issues. Therefore,
the standard sets out all the mechanisms and processes to
make sure environmental issues are managed properly
throughout your organization, and not just by the
Environmental Manager.

2.3 WhatlIS0O 14001 is not - The most common myths

There are many myths spoken about ISO 14001, which often
become the main stumbling blocks that prevent businesses
from seriously considering ISO 14001, let alone implementing
it. The most frequent and common myths surrounding I1SO
14001 are:

“The standard requires XYZ.” Often, people will use their
knowledge of environmental issues, perhaps from outside the
business or from other businesses, and tell you that the
standard will require “all our waste to be recycled” or “you
won't be able to put X down the drain anymore” or “we’ll
have to buy expensive energy-efficient lights.” This might be
what happened elsewhere, but that doesn’t mean you'll make
the same decisions.

“The environmental team / facilities team / health and safety
team can handle it.” It's a misconception that ISO 14001 only
applies to one department or to one person in the business.
Environmental management is affected by many parts of the
business’s operations, activities, and decisions. No single team
is responsible for them all; therefore, no single team could ever
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control them all. Implementation will involve different people
from different departments working together, and from
different levels of the organization.

“We can implement it in a few months.” Of course, anything is
possible, given the right amount of effort and budget!
However, most businesses find a balance, and will give
themselves more time to plan and implement an ISO 14001
project. More time can be given to ensuring budgets are
agreed, people are on board with the project, and any changes
are planned and managed.

“The standard is all about documentation and bureaucracy.”
Good environmental management is about you having control
over what happens in your business. As with any management
discipline, documentation forms part of how you manage the
business, but it's not the only way you manage things. Some
documentation is mandated by ISO 14001, but it's very limited.
In truth, on the whole, the level of documentation and
bureaucracy depends on how you want to implement the
standard.

“We just need to have an Environmental Policy.” This is an
important document required by ISO 14001, but not the only
mandatory document you will need to have in place. Chapter 8
tells you more about what documents you must have in place.

“We only need to do this to get the certificate.” Getting the
certificate is a factor you need to consider, for example, if it's
required by a big customer. But, why are you being asked to
get the certificate? What is driving this need? What does it
mean for your business? Using ISO 14001 will help you
understand this. In most cases, getting the certification is far
less important to the business than the benefits it will realize
from implementing a good Environmental Management
System.
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“1SO 14001 will cost too much money.” We'll look at costs
more in Chapter 3; however, in most cases, deciding how
much is spent on implementing ISO 14001 is mainly up to you.
There are some costs that can’t be avoided, for example, the
cost of external certification audits. But, decisions as to how
much and how quickly money gets spent are left to the
business to make. However, implementing the standard does
mean that you can become a lot more aware of the benefits or
costs of different decisions. It could be that with this new
information, you may well end up making different decisions
about spending than you would now.

“1SO 14001 doesn’t apply to a business like ours.” Wrong! The
standard was written to be applicable to any business. Any
business can benefit from using the standard, even if it doesn’t
go through to getting certification. You don’t need to be a
major industrial plant with smoking chimneys to use ISO
14001, or to benefit from it.

2.4 Where does environmental management belong?

There is no right or wrong answer to this. However, one of the
most  successful models suggests that environmental
management belongs at the very top of the organization, with
delegation through the line management of the organization.
Line management is then supported by people with more
technical knowledge. In the example on the next page, the
Environmental Advisor provides support to the Managing
Director (MD), and the Directors of other departments.
Environmental management then remains a responsibility of
each Director, delegated down to their managers and so on.

30



What exactly is 150 140017

Environmental
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Director
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Figure 2: Example of environmental management organizational chart

The benefit of the model above is that it maintains responsibility
with the people who are responsible for the different business
activities.

One common mistake is for the business to nominate someone
within the business, for example the existing Health and Safety
Manager or Facilities Manager, to take responsibility for
implementing ISO 14001. They often do not have the authority
or decision-making powers to implement the changes needed.
This will result in conflicts of interest and delays to
implementation.

A more successful model is to assign different responsibilities to
different people within the business, where they already have
similar responsibilities. For example, if you have an HR
department that is responsible for training needs analysis and
competency processes, then environmental requirements could
be built into it. Or, if you have a purchasing department, they
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could be responsible for the environmental requirements of
purchasing.

Advice for environmental management can come from someone
within the business who has the right competencies, or from an
outside source, such as a consultant. Ideally, they will work
alongside managers and others with responsibilities and help
them understand what they need to put in place. Often,
however, specialists or consultants may be tempted to take too
much control and responsibility, and try to fix it all themselves to
make it “easier” for other managers. This might be treated as a
positive in the short term, but in the longer term it makes it
more difficult to maintain the management system when that
support is taken away. One way to tackle this is to choose a
consultant who works to develop the competency and
understanding within the business, to make sure that they can
step away at some stage, without everything coming to a stop.

2.5 Forwhich type and size of company is ISO 14001
intended?

As mentioned above, ISO 14001 is intended for every type of
organization, not just businesses. It's also intended for all sizes
of organizations. There are all sorts of organizations that use I1SO
14001, from hotels to government departments, airports,
schools, shoemakers, industrial factories, and power stations.

The most common industries achieving I1SO 14001 certification
in 2015 were, in order: construction, basic metal and fabricated
metal products, electrical and optical equipment, wholesale and
retail trade, and repairs of motor vehicles, machinery, and
equipment.

The geographical spread of ISO 14001 covers the globe. There
are 175 countries that have at least one site with ISO 14001
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certification. Of these, the largest number of ISO 14001 sites is
in China, followed by Japan, and then the UK. Regionally, the
largest number of ISO 14001-certified sites can be found in East
Asia and Pacific, followed by Europe, then Central and South
America, North America, Central and South Asia, and the
Middle East and Africa.

2.6 Short history of ISO 14001

Environmental management, as a discipline, has been around
for hundreds of years, from farming through to controls over
smoke. The first concepts of Environmental Management
Systems for industries were developed in the mid-19" century,
after it was seen that industries could not only damage the
environment, but also the people who rely on that environment.
In 1987, a report by the United Nations identified the need for
environmental management more globally. This was followed by
a meeting of governments in Rio de Janeiro known as the Earth
Summit in 1992. Government commitments to environmental
protection were starting to become a mainstream political
agenda.

In 1992, the British Standards Institute published BS7750, a
standard for Environmental Management Systems. In 1993, the
International Organization for Standardization (ISO) established
TC 207, a new technical committee to develop an international
EMS standard. The first ISO 14001 standard was issued in 1996,
using some ideas from BS7750.

The standard was revised in 2004, with relatively minor changes
to text and structure. In 2015, the standard was revised again
with more substantial changes. These changes were driven by
the International Organization for Standardization’s decision to
create a standard format for all management system standards
(e.g., Quality, Information Security, etc.). This resulted in Annex
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SL, which defined a High-Level Structure (HLS) — a 10-point
framework that ISO management system standards should be
developed against. This was in response to a business request to
make management systems easier to connect together. Sharing
a common framework means different management systems
can be integrated more easily. (You can see a detailed
explanation of the differences between the 2004 and 2015
revisions of the standard in Appendix C.)

ISO 14001 is one of a suite of standards and guidance
documents that make up the ISO 14000 series. Others include:

e guidance related to ISO 14001 — the ISO 14004 guidance
document

e SO 14031 - Environmental performance evaluation

e the ISO 14020 series (ISO 14020 to 1SO14025) covering
Eco-labeling

e the ISO 14040 series (ISO 14040 to ISO 14049) covering
Life Cycle Assessment

2.7 The structure and main clauses of the standard

The ISO 14001 document contains a Forward, Introduction, and
then 10 chapters. These are followed by Annex A - Guidance,
and Annex B - Comparison with ISO 14001:2004. Finally, there
is a Bibliography and an Index of Terms.

The mandatory clauses of the standard are in chapters 4
through 10. However, it is well worth reading the Introduction
to better understand the purpose of the standard.
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Chapters 1 to 10 follow the High-Level Structure (HLS)
mentioned above. These are:

1. Scope — explains that this standard is applicable to any
type of organization.

2. Normative references — refers to ISO 14001 as a standard
where terms and definitions are given.

3. Terms and definitions — provides explanations of terms
and definitions used in the standard.

4. Context of the organization — part of the Plan phase in
the PDCA cycle, defines requirements for understanding
internal and external issues, interested parties and their
requirements, and defining the EMS scope.

5. Leadership — part of the Plan phase in the PDCA cycle,
defines top management responsibilities, setting the roles
and responsibilities, and contents of the top-level
Environmental Policy.

6. Planning — part of the Plan phase in the PDCA cycle,
defines  requirements for assessing risks and
opportunities, compliance obligations, environmental
aspects and impacts, setting environmental objectives,
and developing plans.

7. Support — part of the Plan phase in the PDCA cycle,
defines requirements for availability of resources,
competences, awareness, communication, and control of
documents and records.

8. Operation — part of the Do phase in the PDCA cycle,
defines the implementation of operational controls,
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lifecycle thinking, procurement, and outsourced services.
This section also covers emergency plans.

9. Performance evaluation — part of the Check phase in the
PDCA cycle, defines requirements for monitoring,
measurement, analysis, evaluation, internal audit, and
management review.

10.Improvement — part of the Act phase in the PDCA cycle,
defines requirements for nonconformities, corrections,
corrective actions, and continual improvement.

Looking at these 10 different chapters, you can see that making
environmental management work in your business is not just a
matter of putting in place some environmental schemes or
projects. It takes a more comprehensive view of the business,
understanding what the environmental issues, regulations, risks
and opportunities are, and then getting various parts of the
business to manage environmental issues in the right way. It will
take coordination and the cooperation of your colleagues, as
well as the support of your senior management.

2.8 Introduction to the Environmental Management
System

Before we progress further, let's think about where
environmental management came from and what its purpose is.
Environmental issues originate from science and from research
that tell us about the impacts that humans can have on the
environment, from climate change to oil pollution, and from
mercury poisoning in polar bears to burning down rainforests. As
we understand more, governments and society expect a
response. That response comes through regulations and laws
designed either to penalize businesses when they cause a
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problem, or to persuade them financially to operate in a
particular way. Society influences businesses, for example as
consumers, shareholders, lobbyists, etc. Equally, a business is
made up of people, all of whom can, to a greater or lesser
degree, influence what happens in that business. These pressures,
legislation, regulations, expectations, and influences all pose risks
and opportunities to your business. Changes in the environment
because of climate change, loss of natural resources, and other
impacts can also pose a risk to your business.

Certification of an ISO 14001 Environmental Management
System is a statement that your business is capable of managing
all these issues responsibly and appropriately. It sets you apart
from the business next door that doesn’'t have ISO 14001
certification. Certification is an assurance to anyone interested
that your business is managing environmental issues.

The standard tells us that the aims of implementing an I1SO
14001 management system are that your business:

1. manages its obligations, both legal and any other
commitments it has made,

2. reduces its impact on the environment, and
3. improves its environmental performance.

If we look at the first of these three aims, the standard sets out
that the business should consider different obligations, both
legal and other commitments, covering:

e regulatory / legislative requirements
e other requirements the organization has to meet
e other requirements the organization has chosen to meet

e needs and expectation of interested parties
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Taking just regulatory / legislative requirements as an example,
we can create a list of the different processes that the standard
requires, to help us meet this aim. A similar list could be drawn
up for each of the three other headings.

A R —— 1 e
1.Manages its obligations, 1.Reduces its impact on the Limproves its
both legal and any other environmental

& environment.
commitments it has made. performance.

organization ha

-Regulatory / legislative requirements:

-- Include commitment to compliance in the policy

-- |dentify current legal requirements

-- Means to know what future legal requirements are

-- Plan response to future legal requirements (objectives, plans, etc.)

-- People (resources, competency)

-- Operational controls to maintain compliance

-- Check that legal requirements are being met (compliance evaluation)

-- Take actions to maintain compliance (corrective, preventative)

Figure 3: Processes needed for regulatory and legislative requirements.

We can do the same with the second aim of our management
system, reducing the impact on the environment. There are five
subheadings of issues we need to consider. If we take the
subheading of pollution incidents, the standard requires a list of
processes that should be in place to help us manage pollution
incidents, shown in figure 4.
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Limproves its
environmental

1.Manages its obligations,

1.Reduces its impact on the
both legal and any other environment.

commitments it has made,

performance.

; sImpacts from the simpacts from the
«Pollution simpacts from : = simpacts that
e % Gt use and disposal materials and >
incidents business activities suppliers have
of products resources used

-- Include commitment to prevent pollution in the policy
-- Identify the pollution risks

-- Put risk controls in place

-- Put the right people in place (resources, competencies)

-- Equipment (prevention)

-- Controls (prevention)

-- Emergency response (prevention)
-- Clean-up response (mitigation)

Figure 4: Processes needed to manage pollution incidents.

For the last of the three aims, improving environmental
performance, this applies to:

Setting and meeting objectives

Delivering actions

Monitoring performance

Taking actions to ensure performance objectives are met
Checks on performance (inspections, data)

Confirming compliance with obligations

Auditing the system

Looking for continuous improvement

The purpose of looking at the standard in this way, is that as we
look at the different processes that the standard requires, we
can see that they are there to serve the purpose of achieving the
three main aims.
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As a result, the business will achieve various benefits, like
reducing risks of breaking the law, not getting caught out on a
commitment it's made, not wasting resources, improving the
competency of its people, reducing costs, etc.

As we work through the remaining sections of this book, we
will look at how to go about putting these processes in place.
We will look at the technical requirements, but also at how to
successfully engage others into the changes you want to make.
We'll look next at some of these human factors that we want to
get right from the start.

In this book we talk about the Environmental Management
System (EMS), and generally you will hear people talk about it,
as if it is a living and breathing entity. However, it is worth
understanding that this is just a short way of saying: “all the
work we do as a business to better manage our environmental
issues.” In truth, the EMS is not one single, tangible thing;
rather, it is the huge variety of decisions, efforts, processes,
tools, and people that make up the “system to manage the
environment.”

2.9 1S0 14001 certification process

If you are familiar with the certification process for other
standards, you will already know how ISO 14001 certification
works, as it is the same for all standards.

Before you start, you should decide whether to ask your
Certification Body to undertake an optional gap analysis. This is
described in more detail in section 4.3.

The first official stage of the certification audit is to agree on the
scope with the Certification Body, and share certain information
with them, such as headcount, operations of the business,
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APPENDIX A - CHECKLIST OF
MANDATORY DOCUMENTATION
REQUIRED BY ISO 14001:2015

1. Which documents and records are required?

The list below shows the minimum set of documents and
records required by the ISO 14001:2015 revision:

ISO 14001:2015
Mandatory Documents
Clause

Scope of the Environmental Management
System 4.3

Environmental Policy 5.2

Procedure for Identification and Evaluation
of Environmental Aspects (including criteria 6.1.2
for determining the significance)

Environmental Objectives and plans for

achieving them 6.2.1
Operational Control Procedures 8.1
Procedure for Emergency Preparedness and 32

Response

ISO 14001:2015
Mandatory Records
Clause

Risks and opportunities that need to be
6.1.1
addressed
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Compliance obligations record 6.1.3,9.1.2
Competence records 7.2
Evidence of Communication 7.4
Monitoring Performance Information 9.1.1
Calibration Records for Monitoring &

) 9.1.1
Measurement Equipment
Internal Audit Program and Results 9.2.2
Management Review Results 9.3
Nonconformities and Corrective Action 10.2

These are the documents and records that are required to be
maintained for the ISO 14001 environmental management
system, but you should also maintain any other records that you
have identified as necessary to ensure your management system
can function, be maintained, and improve over time.

2. Commonly used non-mandatory documents

Other documents that are very often used are the following:

Non-Mandatory Procedures ISO 14001 Clause

Determining Context of the Organization

i 41,42
and Interested Parties
Competence, Training and Awareness
P  1raining W 72,73
Procedure
Evidence on EMS Communication 7.4
Procedure for Control of Documents and Records 7.5
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Procedure for Monitoring & Measurement 4.5.1
Procedure for Evaluation of Compliance T
(Legal & Other Requirements)

Procedure for Internal Audit 9.2

Procedure for Nonconformity and Corrective 10.2

Action

While ISO 14001 does not require that you document all of the
procedures, there are several processes that are mandatory to
have in place in order to create the required records that are
outlined in the first section. Remember these processes and
procedures are not required to be documented; however, many
companies choose to do so. One rule of thumb when deciding if
you want to document a process is this: if your organization
needs a written document to ensure consistency between
employees, then you should document it. In many cases this is
the best way to ensure that your environmental management
system is reliably implemented.

3. How to structure documents and records
Determining Context of the Organization and Interested Parties

This is a new requirement of the standard and it is a good idea
to document the process of determining the context and
identifying interested parties and their expectation since it is
done for the first time. This document should include all internal
and external issues to be considered as well as the process and
responsibilities for identification of interested parties and their
needs and expectations. Procedure for Determining Context of
the Organization and Interested Parties can be of great help in
implementation of these new requirements.
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A Straightforward Guide to Implementing an EMS in a Small
Business

Think and act like a consultant with this comprehensive,
practical, and step-by-step guide to ISO 14001 implementation.

Author and experienced environmental management consultant
Garry Cornell has written this book with one goal in mind: to
give you the knowledge and practical step-by-step process you
need to successfully implement ISO 14001. Without struggle,
stress and headaches.

v The plain English, step-by-step  handbook for
environmental management practitioners

How to start an implementation project
How to get the support of top management
How to structure the required documentation

How to meet the requirements of the revised standard

AN N N RN

What's involved in the certification process and the
criteria of certification bodies

v And much more...

Written in plain English, 7he /SO 14007:2075 Companion is a
step-by-step guide for normal people. Whether you're an
environmental management practitioner or new to the field, it's
the only book you'll ever need on the subject.
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