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Introduction



The U.S. Environmental Protection Agency - Region 4 (EPA) conducted an Environmental Management Review (EMR) at the U.S. Department of Agriculture (USDA), Agricultural Research Service (ARS), Richard Russell Research Center in Athens, Georgia and the Tifton Research Center in Tifton, Georgia on April 10 – 13, 2006.  The review was conducted at the request of ARS in accordance with the EPA’s Revised Environmental Management Review Policy and Guidance for Federal Facilities, issued in April 2001.  

As described by the EPA policy: “An EMR is an evaluation of an organization’s environmental program and management system to determine the extent to which the entity has developed and implemented specific environmental protection programs and plans which, if properly managed, should ensure regulatory compliance and progress towards environmental excellence.”

The EMR was based on the International Organization of Standards (ISO) Environmental Management System (EMS) 14001 (Environmental management systems – Specifications with Guidance for Use, ANSI/ISO 14001-2004).  The major components of the ISO EMS are as follows:  

· Environmental Policy;

· Planning (environmental aspects/impacts, legal and other requirements, objectives and targets, environmental management programs);

· Implementation (roles and responsibilities, training, communication, EMS document control, emergency preparedness and response);

· Checking and Corrective Action (measurement and monitoring, EMS nonconformance and corrective actions, records/reports, EMS audits); and

· Management Review.

These steps are repeated over and over again in a cycle so that the last step, conducting management review, will lead to new ideas and recommendations that then become the starting point for renewed management commitment to the environmental policy.

The EMR team toured the facility, conducted on-site interviews, and reviewed documents supplied by the Russell and Tifton Research Centers to determine how well their EMSs conformed to these five principles.  This report is based on observations of the EMR team at the facilities from April 10 - 13, 2006.  It is based on information that staff voluntarily provided to the EMR Team and is not independently verified through third parties or other regulatory bodies.  It is not an environmental audit or inspection report. Therefore, conditions not identified during the review may exist.  Facility management is encouraged to pursue continual environmental improvements, corrective and preventive actions, solicit and consider the views of interested parties, and use diagnostic tools to maintain and improve the facility's overall environmental performance.

Facility Information – Russell Research Center

The Richard B. Russell Research Center is a major research facility of the ARS.  The Center is comprised of seven research units whose missions are as follows: 

· Defining and mediating the development of antimicrobial resistance in bacteria that pose a risk to human health.

· Discovering the physiological and endocrinological factors regulating fat cell development and function, sexual maturation and subsequent reproduction in swine. 

· Eliminating or reducing bacterial pathogens during poultry production so that poultry products are less likely to transmit food-borne disease to consumers. 

· Reducing the presence of human food-borne pathogens on raw and cooked poultry meat and egg products and optimizing processing efficiency and quality of the finished poultry products. 

· Determining the relationship between structure, nutritional value, and quality for plant and food products. 

· Providing the technology to reduce or eliminate hazards of naturally occurring toxins of fungal or plant-fungal origin in corn, cereal and forage grasses that adversely affect poultry, livestock or human health, and thereby lower the value of these agricultural commodities. 

· Determining and minimizing the bacterial contamination of shell eggs and improving the quality and efficiency of egg processing. 

Facility Information – Tifton Research Center


ARS research at the Tifton Research Center encompasses broad subject areas including: surface and ground water quantity and quality, agrichemical/pesticide management, irrigation and water use management, hydrologic modeling, erosion processes, riparian and watershed management systems; maize, peanut, sorghum, forage and turf breeding and management for improved quality, pest resistance and production efficiency and germplasm enhancement; nematode, weed, and disease management systems for agronomic and horticultural crops; IR-4 nematode, pathogen, insect and weed management projects in minor and specialty crops; IR-4 pesticide use and food safety on minor crops and ornamentals; genetic and cultural methods for managing pests; use and management of animal wastes as associated with water quality (dairy, swine, poultry), plant resistance to insects and aflatoxin contamination; and insect biology and management systems for voracious and mobile insects pests. 

Observations and Recommendations


Both ARS facilities have taken important steps in the development of their EMSs, including:  developing environmental policies; identifying environmental aspects; beginning the process of defining EMS roles and responsibilities; and preparing standard operating procedures.  The need for a strong EMS at these facilities is underscored by the diversity and size of chemical inventories within the research laboratories.  Although the facilities have taken steps to minimize the environmental risks associated with the hazardous materials used in research, the laboratories represent a potentially vulnerable area of operation that must be continuously controlled through training, inventory management, standard operating procedures, and regular oversight.  Management should take the following steps to continue implementing their EMSs: 

· Finalize documentation associated with environmental aspects, objectives, and targets;

· Prepare action plans that identify responsible parties, milestones, methodology for achieving environmental objectives and targets; 

· Develop and deliver facility-specific environmental training to appropriate staff; 
· Develop a process for conducting periodic EMS audits; and 

· Ensure that senior management regularly assesses the effectiveness and suitability of the EMS and revises it as necessary.

The following matrix provides more specific observations and recommendations organized by each of the ISO 14001 principles to help these ARS facilities develop and improve their EMSs. These recommendations are suggestions, not requirements.  The recommendations are intended to initiate discussion on what EMS developments will best help the facilities implement comprehensive working EMSs to enable staff to strive for and achieve continual improvement in environmental management.

ARS Russell and Tifton Research Centers EMR Response Matrix

	ISO Element
	Observations/

Examples
	Recommendation
	Response to Recommendation
	Response Status

 (EPA use only)

	4.2 Environmental Policy
	Tifton & Russell:

Both facilities have environmental policies containing commitments to compliance, pollution prevention (P2), and continual improvement.   The policies have been signed by top management and have been distributed to some staff (e.g., lab supervisors). 
	Tifton & Russell:

Disseminate the policy to all staff.  Post the policy in locations where there is considerable foot traffic and consider other alternatives for widening its distribution (e.g., public website posting). 
	
	(


	4.3.1 Environmental Aspects
	Tifton: 

The second-tier criteria (e.g., financial resource availability, feasibility) evaluation process to pare down the list of significant environmental aspects was not documented.

----------------------------------------- 

Russell:

Significant aspects were not documented, nor was the process through which they are identified.  Activities that received the highest numerical ranking were not associated with significant aspects.
	Tifton: 

Document the second-tier criteria and evaluation process used to pare down the list of significant aspects.

Consider integration of second-tier criteria into first-tier criteria for streamlined significant aspect evaluation process.  

----------------------------------------- 

Russell:

Document the significant aspects.

Document the process through which significant aspects are identified.

If an activity receives a high environmental impact rating but is not designated as significant, document the rationale for this decision.  Management should review and approve this rationale and accept/reject this proposal (before the goals, objectives, and targets are identified).
	
	(
(
(
(
(

	4.3.3 Objectives and Targets
	Tifton: 

Terminology used in some documentation was inconsistent with definitions outlined in the Manual; specifically, “goals” was used in place of “targets.”  The EMS Manual did not include the goals, objectives, and targets, 

or a direct reference to them; targets are maintained in a separate document.  The connection between the targets and the significant environmental aspects was not evident in the EMS Manual or other EMS documentation (e.g., “Goals”)

The link between the targets and associated regulatory requirements was not developed.

----------------------------------------- 

Russell:

The terms “goals” and “objectives” were not used in a consistent manner.  Several targets were not measurable (e.g., Continuation of RRC’s Recycling Program).  The significant aspects were not clearly linked to goals, objectives, and targets.  The process for identifying goals, objectives, and targets was not documented.
	Tifton: 

Ensure that terminology is consistent throughout documentation; ISO-14001 definitions may be used as a guide, but are not required.

If goals, objectives, and targets are maintained in a separate document, include a direct reference to the location/title of the document in the EMS Manual.

Ensure that for each target, the significant environmental aspect is clearly cited.

Ensure that for each target, the regulatory requirement(s) is clearly cited, where applicable.

----------------------------------------- 

Russell:

Define “goals” and “objectives.” 

Be consistent in organization/ designation of “goals” and “objectives.”

Update/change all “goals” to reflect a measurable target (e.g., a quantifiable change, Yes/No).

Ensure that all goals, objectives, and targets are directly linked to significant aspects in a transparent manner.
	
	(
(
(
(
(
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	4.3.4 Environmental Management Program
	Tifton & Russell:

The facilities do not have environmental management programs in place for achieving their objectives and targets.
	Tifton & Russell:

Prepare an “action plan” for achieving environmental objectives and targets.  The plan should specify: 1) who within the organization is responsible for achieving the objectives and targets; 2) the expected completion dates; and 3) the means and measures of achievement. 
	
	(


	4.4.1 Structure and Responsibility
	Tifton: 

Roles and responsibilities could be defined with more detail to capture a broader base of responsibilities (e.g., the responsibilities related to the EMS Coordinator and EMS Committee members could provide more detail to capture the diverse responsibilities associated with these roles).  The process for environmental management accountability has not been defined or documented.

----------------------------------------- 

Russell:

Interviews with RRC staff revealed that many employees did not have a good understanding of roles and responsibilities associated with the EMS, including those that applied to their area or work.  Roles and responsibility were not clearly defined in a documented format

The roles and responsibilities did not capture the efforts and responsibilities for environmental management with the facility contractor (LSE).
	Tifton: 

Review and expand the roles and responsibilities to provide more detail.

Develop and document a process for accountability; first steps may include: identifying who is accountable for what; identifying forms of accountability available to the Committee; identifying appropriate means of enforcing accountability; and identifying opportunities for encouragement and rewards for positive actions related to the EMS.

----------------------------------------- 

Russell:

Ensure that roles and responsibilities are clearly defined, documented, and articulated to all responsible parties and staff who have job responsibilities that are relevant to the EMS targets.

Ensure that roles and responsibilities are identified, documented, and articulated to all contractors.

Document roles and responsibilities, including legal and regulatory requirements, and ensure that staff have access to the information.
	
	(
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	4.4.2 Training, Awareness, and Competence
	Tifton: 

EMS awareness training was not well received – interviews with staff throughout the facility confirmed that the level of EMS awareness and understanding was poor.  Training consisted solely of an online self-paced training.

----------------------------------------- 

Russell:

Interviews with staff revealed that training information was not retained.


	Tifton: 

Utilize the Tifton-specific EMS training to reintroduce EMS to staff.

Consider use of varied training techniques, in addition to online training (e.g., classroom training, tailgate sessions, laboratory meetings).

----------------------------------------- 

Russell:

Explore options for ARS (or RRC)-specific training; consider use of competency test for gauging awareness (training materials are available on the shared website from other ARS sites)

Consider varied training approaches, i.e., self-lead online training, tailgate sessions, classroom training, tailored for the audience.

Communicate with other ARS facilities to explore ARS-specific training alternatives.
	
	(
(
(
(
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	4.4.5 Document Control
	Tifton & Russell: 

Documents were well-organized and easily accessible (via shared website).  A review of documents indicated that regular updates occurred and changes were documented.  However, a process for reporting (e.g., Target achievement status, relevant facility-level updates) was not established.
	Tifton & Russell: 

Develop and document a process for reporting (updates at quarterly meetings are an acceptable interval for updates).


	
	(

	4.5.1 Monitoring and Measurement
	Tifton:

A process for monitoring was not fully developed nor was a schedule for measurement.

-----------------------------------------
Russell:

The process for monitoring was not documented or clearly defined (through committee notes are sufficient to document these reports; however, it is recommended that the reporting information be maintained in a separate file for ease of access).  The process for measurement was not documented or clearly defined.
	Tifton:

Review and expand the monitoring process and document the proposed process; consider details such as the schedule, what needs to be monitored, and where/how that information will be maintained.

Identify when measurement of targets will occur (e.g., quarterly, semi-annually, annually) and methods of evaluation; include these processes in the EMS Manual.

-----------------------------------------

Russell:

Develop and document processes for monitoring and measurement.  
	
	(
(
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	4.5.4 EMS Audits
	Tifton & Russell:

The facilities have not reached the point in the implementation of their EMSs that they have conducted any internal EMS audits, although there are a number of existing mechanisms that could support such audits.
	Tifton & Russell:

Incorporate EMS criteria into these existing mechanisms so as to develop a program for conducting internal and external EMS audits.


	
	(

	4.6:  Management Review
	Tifton & Russell:

The facilities have not reached the point in the implementation of their EMSs that they have conducted any formal EMS reviews by senior-level management.
	Tifton & Russell:

Establish a system for management review of the EMS to determine if they are meeting the environmental goals.  The reviews should be documented and occur on a regular schedule to be determined by senior management.  A significant component of the management review will be the results of the internal EMS audits discussed under 4.5.4 above.  
	
	(
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