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Introduction

The Massachusetts Department of Environmental Protection received a grant from the U.S. Environmental Protection Agency to promote compliance and environmental stewardship  through the development of (1) municipal ‘environmental stewards’ and (2) Environmental Management Systems (EMSs).  The program’s intent was to test alternative ways to promote compliance and environmental stewardship in municipal operations.

Municipal participants were asked to:

· Commit to the development of an EMS or to use EMS tools in a project 
· Identify an ‘environmental steward’
· Participate in training workshops
· Measure environmental progress and gains
· Apply the lessons learned from the program to other municipal operations
Municipal participants were provided:

· Grant funds for consultant support and/or staff time
· Mentors
· EMS training and technical assistance

Key Questions

There were several key questions this program was trying to answer.  These included:
· Can municipalities apply and benefit from EMS tools even if they are not developing a ‘full’ EMS?

· Does it make a difference if participants are from rural communities, suburbs, or large cities?

· Can different types of operations support each other in learning as a group?
· Does providing grant money promote attention to compliance and environmental stewardship in municipalities?
· Does providing mentors help?

· Can ‘environmental stewardship’ spread across departments?

· How long should a program be?  How long does it take to develop a functioning EMS?

· What mix of training and technical assistance works?

· What are the obstacles to developing an EMS or applying management system tools?

· What are the most important factors for success?
The following sections include reflections, lessons learned, and recommendations.
Can municipalities apply and benefit from EMS tools even if they are not developing a ‘full’ Environmental Management System?  
YES.  The program was designed for municipalities who were interested in developing either an EMS or projects using EMS tools.  The result was a mix of participants who were committed to improving their community’s compliance and environmental stewardship but varied greatly in their familiarity and interest in EMS or EMS tools. (See Attachment A for a list of participants and Attachment E for a list of deliverables.)
Lessons Learned:
Some participants were able to follow the EMS process (Natick is preparing for ISO 14001 certification in 2007).  Others developed EMSs, procedures and manuals to improve their operations (e.g., Newton, Walpole, Lowell, New Bedford, Barre, Lenox).  Some developed their stewardship projects using EMS tools while others completed their projects without applying EMS tools.

Individual projects were improved through the use of EMS tools (e.g., applying significance criteria to the results of an assessment in a school using the Massachusetts Healthy Schools Checklist; identifying goals and objectives; developing a list of legal and other requirements; writing down procedures and roles and responsibilities).  

All participants noted increased awareness, communication and buy-in within and across departments.  One participant noted that the process motivated people to take more pride in their operations and be interested in changing and improving the way things were done.  The process also lead to support for capital improvements as well (e.g., new lift in the DPW yard). 
However, one of the most important elements of the ‘Plan-Do-Check-Act’ management system cycle, checking back through internal audits or assessments, did not occur in specific projects during the program.  Even among those developing EMSs, only Natick went through a cycle of internal auditing.   

Recommendation:  In future thinking about strategies or programs to improve municipal compliance and environmental performance, clarify the purpose and the role of the tools that government agencies are promoting.

Does it make a difference if participants are from rural communities, suburbs or large cities?
NOT CLEAR.  Participants in the program included rural communities, suburbs, and cities.  The ones who seemed to have an easier time in applying management systems and tools were smaller cities or towns where there were clear lines of responsibility, a motivated senior management, and a history of working cooperatively across departments and functions.
Lessons Learned:  The size of the community may not matter as much as senior management commitment, the ability of ‘champions’ to effect change and/or concerns about potential enforcement.  Obstacles in large cities include over-lapping responsibilities and authorities in multiple departments while rural communities are challenged by the lack of dedicated staff and programs.  It should be noted that progress made with the rural participants was facilitated by the role that the regional planning agencies played in the program.
Recommendation:   Because similar departments or personnel in large cities, smaller cities, large suburban towns and rural communities face very different challenges than their counter-parts, strategies for tailor compliance assistance, EMS training and the  promotion of environmental stewardship should be tailored to municipalities based on their size, location and common issues.
Can different types of operations support each other in learning as a group? 

IN THIS CASE, NO.  The original design of the program included a peer-to-peer learning environments and support system.  The participants came from a variety of municipal or regional agencies (public works, office of the town administrators, health, schools, and regional planning agencies).  We did not experience the bonding and support within this group that had been expected and promoted.

Lessons Learned:  Factors that limited the group’s peer-to-peer learning included: different interests, experiences, and levels of authority and decision-making, uneven attendance by municipal ‘champions’ in training workshops due to location or other issues, and uneven participation in conference calls.  It should be noted that all training workshops included guest speakers or panelists with EMS experience but that the workshop participants listened and learned most from the ones who were in similar operations (i.e., schools connected to other schools’ experiences, DPWs with other DPWs).
Recommendation:  Tailor strategies and work with groups that are either from one sector or are within one community.
Does providing grant money promote attention to compliance and environmental stewardship in municipalities?

YES.  The program offered relatively small amounts of funding ($10,000—17,000) to each participant.  This funding was used to pay for staff time spent on the project and/or consultants.  There was a general understanding that if it had not been for the direct funding, most municipalities would not have participated and may not necessarily have focused on compliance issues or promoted environmental improvements and stewardship in their departments.  
The funding was most useful when it matched a municipality’s existing interests and needs while supporting and expanding its ongoing commitment to compliance, pollution prevention and better management.  Issues arose, however, where one department was the recipient of the grant but the work itself involved another department (e.g., a health department receiving a grant but the work involved schools or public works department who may not have been aware of, interested in, or getting the fiscal benefits from the grant).
The process increased awareness of the regulatory status and requirements for a facility (in one case, a DPW yard realized that they were classified as an LQG but were in fact operating as a VSQG and then corrected their classification).  The Natick water facility avoided $40,000 in costs because a documented EMS standard operating procedure alleviated the need for back-up equipment (a regulatory requirement).

Real and tangible improvements in compliance and ‘best practices’ included: 
· Getting permits for school boilers that should have had them but did not

· Developing an SPCC plan for a DPW operation

· Getting permits for the transport of waste oil

· Developing stormwater management plans for DPW operations

· Developing an IPM plan for school recreational fields

· Removal of asbestos-containing tiles as part of a Supplemental Environmental Project by a private company in a consent order with DEP

· Discovery and fixing of a gas leak on the roof of a school building (teachers had complained about indoor air quality and headaches but it was not until a team used the Healthy Schools Checklist that the leak was discovered)

· Improved storage and management of dark room chemicals in a school
· Diversion of sawdust from a school carpentry shop for use is animal bedding

· Partnership with an area spa to use towels that would otherwise have been disposed of as cleaning rags in schools

· Plans for upgrading gymnasium lights to be more energy efficient

· Identification and addressing of compliance issues at garages and storage areas

Lessons Learned:  Small amounts of money can be leveraged to effect change in municipalities to increase their awareness or management of their environmental obligations or opportunities to go beyond compliance.  Grants are most useful when they help fund or provide resources to the people with control over the work and behaviors that are being evaluated and changed.
Recommendations: 
· Consider continuing supporting these kinds of efforts but with larger funding levels, more selectivity in grant recipients, more commitments by the recipients, and some kind of cash match.  
· Require that the proposed grant recipient has the authority and ability to effect the changes in operations and behaviors.

Does providing mentors help?   
YES and NO.  
Mentors were assigned to each participant.  Concerns about the use of private company mentors had been raised in DEP during implementation planning.  Therefore mentors included 5 DEP staff, one public university EMS manager, the head of an ISO-14001 certified regional wastewater district, a DEM employee with EMS experience, and a former employee of a public college with EMS experience.  Of all the mentors, only 3 were involved over a long period of time.  In one case, the only real progress and environmental results could be reasonably linked to the persistence of a DEP mentor.  (Mentor-related issues are included in Attachment B.)
Lessons Learned:  
· Experiences outside this program have shown that mentoring can be a powerful tool in improving compliance, developing EMSs, and pursuing sustainability initiatives. 

· In the ongoing debate about whether mentors should be assigned or chosen, experiences in this program suggest that it is better to have ‘mentees’ choose their mentors.  

· In spite of all the effort and commitment by DEP mentors, the perceptions about the dual role of mentor and regulator affected the ability of DEP staff to be fully engaged as mentors.
Recommendations:  Government agencies should continue to promote mentoring as well as peer-to-peer learning but (1) encourage choosing one’s mentor rather than assign; (2) include private sector mentors; and (3) do not put staff from a regulatory agency in the position of mentors.
Can ‘environmental stewardship’ spread across departments?

YES.
This program (1) highlighted the work of environmental stewards who may already have existed in municipalities; (2) raised the profile of those working on environmental issues; and (3) raised awareness of environmental obligations as well as opportunities.
While EMSs did not spring up everywhere or jump from department to department, the program’s effect and influence did spread through the environmental stewards identified in the program.
Examples include (1) Natick’s expanded role of its compliance officer and environmental steward under this program from the water treatment plant to conservation commission, schools and other departments (see newspaper article in Attachment C) and (2) Newton’s work with more operations in its public works department as well as with school facilities management.

In other communities, awareness of environmental awareness, compliance and responsibilities across departments increased.  Examples include (1) Lowell’s Health Department’s work on indoor air quality at schools that involved an individual school, public works department and school district; (2) Westford’s work on an integrated pest management plan that affected the school, water department, parks and recreation department and sports leagues; and (3) Walpole’s continuing joint efforts between the health and public works departments.
Lessons Learned:  When senior management, municipal employees and the public value it, environmental stewardship can and does spread across operations, departments and municipalities With so many other competing issues and demands for time and resources, environmental stewardship expands best when it is perceived as the way every day business is done, has a visible economic benefit, and/or improves the health and safety of workers.
Recommendations:  
· Wherever and however state and federal agencies can, affirm and recognize good practices and behaviors at the municipal level.  Most environmental stewards do battle every day to keep up awareness, commitment and motivation.  Some kind of acknowledgement (not approval or blessing) helps them affirm the need and value to continue to stay on top of compliance and to improve operations through procedures, training and audits.
· Communicate cost savings/avoidance as a result of environmental stewardship.

· Continue outreach to municipalities about compliance, pollution prevention, and management systems but center the outreach around municipal problems rather than by government programs.
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How long should a program be?  How long does it take to develop a functioning EMS?

IT DEPENDS.
The original design included a 12-18 month time frame to develop an EMS or apply EMS tools in stewardship projects.  For several, this became 24 and then 36 months as the participants’ projects or efforts changed.  Progress was uneven; people got stuck and then became unstuck.  When it was clear that not all participants were moving along at the same pace or that several of the projects were evolving, efforts were made to adjust and work individually with participants rather than through large workshops.  However, we at the UMass Lowell EMS Service Program did not set strict enough deadlines with participants and did not follow up well enough with projects that were adrift for awhile.
Lessons Learned: While it is possible to develop an EMS or project within 12-18 months, this was not the case because (1) lack of clarity about the scope of some of the efforts; (2) overlapping authority and responsibilities for the EMS or project within some of the municipalities; (3) an extremely severe winter that squeezed out any extra time DPWs had to spend on developing systems; and (4) serious fiscal issues that resulted in staff reductions, reorganizations and potential privatization of public works operations.
Recommendations:  
· Set reasonable deadlines for this kind of training and capacity development.  
· Resist the temptation to extend because some participants are just on the verge of a break through to success.  
· Conclude the program and then develop case studies on successes as they occur. 
What mix of training and technical assistance works?

MORE DIRECT TECHNICAL ASSISTANCE 

The original design called for 4-5 workshops developed by the UMass Lowell EMS Service Program with minimal direct technical assistance other than through conference calls.  It was assumed that participants would be able to participate fully in the workshops and complete work in between workshops on their own and with the support of their mentors. 
The UMass Lowell EMS Service Program delivered 5 workshops (9/17/02, 12/4/02, 4/10/03, 10/2/03, 5/5/04) located in the Town of Natick.  We also provided an 2 additional workshops (6/4/03, 1/6/04) in the western region of the state to accommodate the participants in that part of the state and to provide additional support to the schools (Amherst, Lenox) that joined the program late).  Four ‘all-hands’ calls and three calls for mentors only were held.
In the Spring of 2004, a strategy of focused direct technical assistance was developed for those participants who needed it.  Three additional meetings were held for the Lowell project, including work on aspects, impacts and identification of significant aspects with members of the school and public works staff with responsibilities for the facility.  (Heidi O’Brien from DEP also accompanied the school on a walk-through using the Healthy Schools Checklist.)  Additional activities included a visit to the Amherst health department and an audit of the Natick water treatment plant’s EMS on 11/8/04.  (A second internal audit will be lead by an auditor in the UMass Lowell EMS Service Program on 11/9/06.)
Several participants were contacted with the offer of a meeting with their teams and/or senior managers.  Not all participants took advantage of this option.

Again, we at the UMass Lowell EMS Service Program could have done a better job at setting deadlines for and following up on specific deliverables with projects that were adrift.

Lessons Learned: Group workshops are not enough, especially when there is uneven attendance by participants. Face-to-face visits with municipal teams and their senior managers make a big difference.  Technical assistance with deadlines and more accountability help.
Recommendations: 
· Incorporate lots of direct technical assistance and ‘hand-holding’ into these kinds of efforts.

· Include face-to-face meetings with teams and senior managers a requirement rather than as an option.

· Include and adhere to tighter deadlines.

· Adjust traditional EMS training to training on problem-solving with EMS tools. 

· Include auditing very early in the process to get people used to the idea rather than waiting towards the end.


What are the obstacles to developing an EMS or applying management system tools?

Several obstacles stand in the way of municipalities adopting and maintaining a ‘Plan-Do-Check-Act’ cycle to improve compliance and environmental excellence.  These include:
· Unfamiliarity with management systems: It is difficult to grasp what a management system is and what it will get a municipal department or facility.

· Familiarity with planning but not checking back: Everyone has been involved in some kind of strategic planning and budget requests but setting specific goals and then checking back to see how well goals are being met is typically omitted.

· Lack of senior management support: Without the interest and support of senior managers (i.e., DPW directors, school superintendents and principals, town managers), it is very difficult to build a management system aligned with training, procedures, resources, and audits or ‘look backs’.

· Lack of authority, influence and effectiveness of ‘champions’ or environmental stewards.

· Immediate needs trump longer term investments in a management system: The time to develop procedures, training, communication links and an overall management system is squeezed out by day-to-day operational and fiscal brush-fires. 

What are the most important factors affecting success?

Factors affecting success are:
· Senior management support.

· Motivation to excel as well as to avoid embarrassment and penalties from enforcement.  

· Effective champion or environmental steward who has the right mix of authority, influence, and ‘standing’ in an organization.

· A history or culture of working cooperatively across department lines.

· Keeping focused.

· Belief that investing in and supporting systems is important rather than putting out fires over and over again.

· Training and technical assistance that is focused and directed towards the needs of individual participants as well as the group as a whole.


Attachment A: Participants

	Focus
	DPWs
	Schools
	Other

	EMS 
	· New Bedford

Fenceline: City Yard (central DPW facility)

· Newton 

Fenceline: 2 DPW garages 
· Walpole

Fenceline: DPW garage

· Franklin Regional Council of Governments
Fenceline: DPWs in

Colrain, Leverett, Orange, 

Sunderland


	· Amherst

Fenceline: School

· Barre

Fenceline: Quabbin Regional School District

· Lenox

   Fenceline: Middle and High Schools


	· Natick

Fenceline: Water Treatment Plant



	‘Project’ 
	Stormwater P2 Plan:

· Berkshire County Regional Planning Commission:

Stormwater P2 Plan:  Adams informing Dalton, Lanesborough, Mt. Washington

· Everett (withdrew from program)

    Fenceline: Storm  

    drains/catch basins


	· Lowell Indoor Air Quality Assessment    Fenceline: Lowell High School


	· Westford: IPM

Fenceline:  Veterans’ Memorial Complex



Attachment B: Notes from Mentor-Only Conference Calls 
Core of the mentor/mentee relationship is contact, communication and trust.  The “heart of an EMS” are confidence, trust, and relationship.

Level and type of involvement of mentors: This varied greatly and includes:

· Accompanying project manager on visits/ ‘inspections’ of municipal facilities.

· Providing information and access to information as needed.

· Making connections between the municipality and other agencies.

· Being available if needed.

· Educating the municipality about EMS.

· Sharing experiences as an EMS practitioner.

· ‘Intervention’ if needed with management.

· Making periodic calls to check on status.

· Being part of a team that walked through a school and used the Healthy Schools Checklist.

· Participating in smaller meetings to develop lists of significant aspects and impacts.

Issues identified by mentors:  

· Not being called upon because the project is going well. 

· Not being called upon or responding to inquiries/calls they make to the municipalities.

· Municipal project manager working on other priorities with little time for the stewardship program.

· Municipal contact not being in a position to manage project most effectively.

· Lack of buy-in by others in the municipality.

· Lack of or change in focus of projects.

· Operational realities, setbacks and resource constraints 
· Concern about trust with mentors who wear the regulatory hat

Brainstorming of activities a mentor should perform:

· Participate in meetings.

· Participate in developing work products.

· Help the team keep focused (e.g., indirectly help facilitate a meeting to focus).

· Provide information on EMS, web sites, EMS experiences.

· Be a ‘project proponent’.

· Be knowledgeable about EMS (it was noted that in this program, many of the mentors do not have prior experience with EMSs and are learning alongside their mentees).

· Perhaps to remind them of their commitments/reports due, schedules?

Other issues identified in the discussion:

· The fine line between being a champion, mentor, and consultant and the need to be aware of what role the mentor is playing.

· DEP mentors playing two roles, one as a mentor while representing DEP as a regulatory agency.

Attachment C

The Boston Globe 

Town plans to keep its environment officer on job 

By Alison O'Leary Murray, Globe Correspondent   
February 20, 2005 
NATICK - Bob Bois's three-year term as Natick's environmental compliance officer may be over, but town officials are planning to keep him, saying he has done a lot to make the town ''greener."
When Bois started the job in 2001, the town was still smarting over a $400,000 fine levied by the Environmental Protection Agency for dumping hazardous waste at the town's public works facility.
Bois, a former state environmental worker, was hired as part of a settlement with the EPA that included a number of environmental projects the town had to complete. All the projects have been completed -- and more.
''Having someone with his expertise has saved us money," said Town Administrator Philip Lemnios. Lemnios said Bois had done a range of projects, from recycling old books at the library, which saved the town disposal costs, to changing procedures at the water treatment plant. Bois was originally hired for a three-year term, but Lemnios said Bois will remain in his position.
Andrea Simpson, senior enforcement counsel for the EPA, said Natick was one of many communities caught with environmental violations in the past few years. While many were fined, she said she was unaware of any others required to hire a compliance officer.
''We're happy with the results" of the agreement with Natick, Simpson said, noting that few other towns have been as environmentally friendly as Natick has, with Bois's help.
Some of Bois's other ideas have included recycling the sand used on icy streets so it can be used as topsoil; limiting the number of paint colors allowed at school buildings, which reduces the quantity of paint the School Department buys and the amount that must be thrown away; and recycling the antifreeze in town vehicles.
Mary Ellen Dunn, director of fiscal and management services at the School Department, said Bois had also worked with the high school science department to establish procedures for storage of chemicals and encourage greater use of ''microlabs," where classes use ''drops of chemicals instead of beakers-full."
Bois's efforts are also drawing wider notice. The EPA wants to share his work at the water treatment plant with other communities.
At the plant, he has devised a way to use less toxic chemicals to treat water, and he established a training program that will reduce risk to employees.
Town officials say Bois has made environmentalism more appealing while working alongside town employees who bore the stigma of the original fine for improper handling of hazardous waste. They also say he has saved the town approximately $100,000.
Not everyone greeted him with open arms initially, Bois acknowledged. 
''They didn't know what to expect," he said. ''But after a while I was viewed as part of the solution, not part of the problem."
Along the way, Bois also took over the part-time duties of the town's conservation agent, which he likens to the work he did for the Department of Environmental Protection for 25 years. He called it a ''natural fit."
Town officials have nothing but praise for his approach. 
''He's done these things in a team environment with the relevant departments and helped educate all of the people in the process," said Lemnios.
Attachment D: Successful Development of an EMS: A Self-Assessment Tool 

Draft, UMass Lowell EMS Service Program, 2/17/06

Many factors determine how successful an organization will be in developing and implementing an Environmental Management System: management commitment, internal capacity, familiarity with systems ‘thinking’ and approaches, employee understanding of operations, and resources.

The following self-assessment tool will help you evaluate what areas or issues could either support or stand in the way of an EMS.

Circle the answer to each question, note the score, and then plot the answers on the attached ‘spider diagram’ to assess what strengths and challenges your organization will have in developing and implementing an EMS.

A. 
How committed is senior management to developing and implementing an EMS?

   1
   
 2
          3
    
    4
           5





Not
         Somewhat   Committed
Very
     Extremely committed

committed     committed


committed









Score:_______

B.
What is the primary motivation in developing an EMS?  (Check all that apply)

 Regulatory agency(ies) are making us because of past compliance issues.


 It’s mandated (e.g., by an executive order).  

 Senior management thinks it’s a good idea.

 We have grant money.

 We want to reduce or avoid costs.

 We want to improve internal management and communication.

 We want to improve our public image.

 We want to be leaders.

  We are/will be experiencing a lot of retirements and want to document procedures before employees retire.

1=one of the above 
2=two or more of the above 
   3=three or more of the above

4=four or more of the above 
5=five or more of the above













Score:_______
C.
Does your organization have an Environmental Compliance Officer, Director of Environmental Health and Safety, or Sustainability Director?

1=No

3=In process of hiring

5=Yes


Score:_______

D. 
Does your organization currently have environmental, health and safety programs in place? (e.g., recycling, waste reduction, P2, environmentally preferable purchasing, health & safety training) 

1=No
     2=A few
3=Some
4=Several 
5=Many
Score:_______

E.
How often do employees work on cross-functional teams (i.e., teams made up of people with different responsibilities and in different levels)?

1=Never    2=Sometimes   3=Often    4=Very often   5=All the time
 Score:_______

F.
How often do employees communicate and work with others outside their own unit?

1=Never    2=Sometimes   3=Often    4=Very often   5=All the time
 Score:_______

G.
How familiar is your agency with Environmental Management Systems, ‘systems thinking’ or approaches?

   1
   
 2
          3
    
    4
           5





Not
         Somewhat       Familiar 
Very
     Extremely familiar

familiar         familiar


familiar









Score:_______

H.
How familiar is your organization with what environmental requirements apply to its operations and whether or not it is in compliance?

   1
   
 2
          3
    
    4
           5





Not
         Somewhat       Familiar 
Very
     Extremely familiar

familiar         familiar


familiar









Score:_______

I. Does your organization currently collect information on environmental measures (e.g., waste generation, water consumption, energy consumption, emissions)

1=No

3=Maybe

5=Yes



Score:_______
J.
What resources will be made available to develop the EMS?

1= Haven’t decided yet.

2= Team with project lead to be named later,

3= Team plus effective ‘Champion’ who has influence in the organization.

4= Team + effective ‘Champion’ plus consultant or mentor with EMS experience.

5= Team + effective ‘Champion’ + consultant or mentor plus support by regional or national trade association.










Score:_______

 Example of a visual representation of a completed Self-Assessment Tool: In this case, management support is low and should be focused on if an EMS is to be successfully developed and implemented.    
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2

3

4

5

Management Support

Motivation

Internal Capacity

Existing Programs

Teams

Communication

Famimiliarity with EMS

Knowledge of Environmental

Requirements

Environmental Information

Resources

SCORE



Overview of Self-Assessment Tool Linking Survey Questions with Capacity Issues

Draft, UMass Lowell EMS Service Program, 2/17/06

	 Capacity Issue
	#
	Question
	Range
	Score

	Management

Commitment & Motivation


	A.
	How committed is senior management about developing and implementing an EMS?


	1=Not committed

2=Somewhat committed

3=Committed

4=Very committed

5=Extremely committed


	

	
	B.


	What is the primary motivation in developing an EMS?  Check all that apply:

 Regulatory agency(ies) are making us because of past compliance issues.


It’s mandated (e.g., by an executive order).

 Senior management thinks it’s a good idea.

 We have grant money.

 We want to reduce or avoid costs.

 We want to improve internal management and communication.

 We want to improve our public image.

 We want to be leaders.

 We are or will be experiencing a lot of retirements and want to document procedures before they leave.
	1=one of the above

2=two or more of the above

3=three or more of the above

4=four or more of the above

5=five or more of the above

	

	Internal Capacity
	C.
	Does your organization have an Environmental Compliance Officer, Director of Environmental Health and Safety, or Sustainability Director?
	1=No

3=In process of hiring

5=Yes
	

	
	D.
	Does your organization currently have environmental, health and safety programs in place? (e.g., recycling, waste reduction, P2, environmentally preferable purchasing, health & safety training)
	1=No

2=A few

3=Some

4=Several 

5=Many
	

	
	E.
	How often do employees work on cross-functional teams (i.e., teams made up of people with different responsibilities and in different levels)?


	1=Never.

2=Sometimes

3=Often

4=Very often

5=All the time
	

	Internal Capacity, cont’d
	F.
	How often do employees communicate and work with others outside their own unit?


	1=Never.

2=Sometimes

3=Often

4=Very often

5=All the time
	

	Familiarity with EMS and ‘Systems’ Approaches


	G.
	How familiar is your agency with Environmental Management Systems, ‘systems’ thinking or approaches?


	1=Not familiar

2=A little familiar

3=Familiar

4=Very Familiar

5=Extremely familiar


	

	Understanding of Operations


	H.
	How familiar is your organization with what environmental requirements apply to its operations and whether or not it is in compliance?


	1=Not familiar

2=A little familiar

3=Familiar

4=Very Familiar

5=Extremely familiar
	

	
	I.
	Does your organization currently collect information on environmental measures (e.g., waste generation, water consumption, energy consumption, emissions)
	1=No

3=Maybe

5=Yes
	

	Resources and Organizational Support


	J.
	What resources will be made available to develop the EMS?


	1=Haven’t decided yet.

2=Team with project lead to be named later,

3=Team plus effective ‘Champion’ who has influence in the organization.

4=Team and effective ‘Champion’ plus consultant or mentor with EMS experience.

5=Team and effective ‘Champion’ and consultant or mentor plus support by regional or national trade association.
	


Attachment E:
List of Deliverables from Municipal Grant Recipients
	Grant Recipient
	Deliverables

	Amherst


	Status reports

	Barre


	Environmental Policy, EMS Manual for Quabbin Regional School District  

	Berkshire County Regional Planning Commission

	Examples of Environmental  Stewardship in Four Berkshire Towns,

4Draft SWPPPs  (Adams, Dalton, Lanesborough, Mt. Washington); 1 Transfer Station SWPPP, 1 Parks Department BMP Plan

Workshop on Phase II compliance 



	Franklin Regional Council of Governments 

	Colrain (Highway Garage, Fire Department):  MSDS Manual,  Environmental Regulatory Guide, SOP Guide, EMS and Environmental Action Plan
Orange (Highway Garage, Fire Department): MSDS Manual,  Environmental Regulatory Guide, SOP Guide,  EMS and Environmental Action Plan
Leverett (Highways Garages, Fire Department):  MSDS Manual,  Environmental Regulatory Guide, SOP Guide,  EMS and Environmental Action Plan
Sunderland (Highway Garage, Fire Department): EMS and Environmental Action Plan



	Lenox


	Draft EMS Plan for Lenox Middle and High Schools (policy, objectives and targets, action plans)

	Lowell


	Lowell High School EMS Implementation


	Natick


	EMS Guide in accordance with ISO 140001 standard with associated SOPs, operational controls, records and standards

	New Bedford


	Status reports

	Newton


	EMS Guide (fenceline, policy, roles & responsibilities, aspects & impacts, objectives & targets, EMS documentation, audit procedures, environmental management plans)
Compliance Notebook for Municipal Vehicle Garage

Operations Guide for Municipal Vehicle Garage  (SOPs)

Records Management System

Training Plan for Municipal Vehicle Garage

Master Calendar

	Westford


	Outdoor Integrated Pest Management Plan—Veterans’ Memorial Complex

	Walpole
	Policy Statement, Written procedures 


Overall ‘take-aways’ from the program include: 


It takes time to create a mind-set that proactively addresses compliance issues, pursues pollution prevention and strives towards ‘beyond compliance’ environmental excellence.





EMS approaches and tools discover compliance issues, opportunities to improve performance, and gaps in responsibilities, procedures, training, and measurement 





Successful development of EMSs or the use of management system tools depend on: 


Support and commitment of senior management


An effective champion


Engaged employees


Communication and coordination across departments





Enforcement and/or the threat of enforcement are still very strong motivators in capturing attention and changing behaviors.





Rather than promoting EMS as a general tool, it may be more effective to start with existing or potential problems and show how EMS tools could help fix or prevent them. 





Many municipalities are committed to being better environmental stewards but state and federal regulatory ‘silos’ can be overwhelming and get in the way.





Small grants and the provision of support services can go a long way to improve compliance and spread environmental stewardship in municipalities.





When municipalities develop management systems and tools to stay on top of their environmental obligations and opportunities, compliance improves and the need for government oversight and direct oversight and enforcement decreases.














Successful














Newton DPW Policy





The City of Newton Department of Public Works is committed to maintaining environmental awareness by complying with all rules and regulations, ensuring pollution prevention and continually expanding and improving its environmental programs in all phases of its operations and in all places where it conducts business.  We will integrate environmental stewardship into our everyday activities by furnishing guidance and training to all our employees and empower them to take an active role to ensure our policy is carried forward in a responsible manner.  We will be aware of our environmental conditions, understand our environmental impact and follow standard operating procedures.  We will communicate our policy to other departments as well as residents.  We embrace our motto, Excellence Thru Safety.





Environmental compliance with all rules and regulations and exceed if possible.


X-out old notions and practices and institute best management practices for today’s environment. 


Communicate efficiently, effectively and timely to our workforce and residents alike.


Empower the workforce to participate in establishing and continually improving our new policy.


Lead the community in environmental awareness.


Live up to our community image in terms of health and safety.


Environmental impacts review of our operations in areas of air quality, groundwater and pollution prevention.


Need to maintain relationship with regulators.


Create a sustainable environment for future generations.


Environmentally Preferred Products commitment and expand on our Source Reduction Program and Team.





Track reporting procedures.


Help each other in the various divisions to adhere to the policy.


Reward ourselves for adhering to our policy.


Unanimous support for and from our community.





Solid and hazardous waste protocols expansion and development; buy recycled and source reduction techniques.


Auditing procedures reviews and develop new auditing procedures.


Foster good records management.


Emergency response protocol review and development.


Training and education for our workforce is key to a successful program.


Yield to continual improvement.









































At one point in the program, participants were asked to reflect and think about (a) what they were glad they, UMass Lowell and DEP had done and (b) what they wished had been done differently.  The results were:





Things you’re glad you did:


Working w/DPW Foremen	


Talked to lots of people


Interacted with other towns





Things you’re glad management did:


		Signed policy


		Funded capital improvements





Things you’re glad DEP and UMass Lowell did:


		Tools/ideas


		Network


		Discussions


		Facilitation/interventions in communities


		


Things you wish you had done differently:


Started earlier w/water guys


Out of gate earlier w/better understanding of political nuances


Narrowed the focus


Fenceline


Change in focus





Things you wish management had done differently:


	Supervision presence


	DPW management buy-in


	Taken this more seriously	


	Middle managers more supportive


	Deal with issues proactively





Things you wish DEP and UMass Lowell had done differently:


		More hands-on, detailed training


		More one-on-one


		Other training opportunities, leadership and other skill sets


		More of practitioners








Summary 


The Municipal Environmental Stewardship Program tested the idea of whether there were other ways to motivate municipalities to improve compliance and embrace environmental stewardship through EMSs and EMS tools.





The program showed that government agencies can leverage small amounts of funding to support municipal efforts to get on top of their environmental obligations and look for opportunities to improve their operations and overall management.





Did all participants successfully develop EMSs?  No.  





Did all participants successfully use EMS tools?  No.  





Did all participants learn about and use tools that they would normally never have used?  Yes.





Were these tools effective in their departments?  Yes.





Are all participants capable of maintaining compliance with all regulations all the time?  No. 





Did all participants learn more about their compliance status and obligations than before?  Yes.





Are they in better compliance than they were before the program?  Yes.





Are all participants fully embracing environmental stewardship both as a value and as a way of doing business?  No.





Did the program promote environmental stewardship in municipalities?  Yes.





Are they continuing with improved compliance and environmental stewardship?  Yes.






































Excerpts from a Final Report on a DPW garage:





Policy: Better Environmental Stewardship in Walpole through education and practices.





Achievements:


Storage built to be in compliance (more storage; proper storage of hazardous materials; rated fire room)


Better housekeeping: development of written storage procedures; listing of all disposal companies and contact numbers; written procedures for all control measures


Excessive hazardous materials no longer used removed from property by a licensed transporter and disposal facility.


Installation of berm on oil room door for oil containment.


Posting of emergency telephone numbers at oil room door and at all telephones.


Renting/cleaning of shop towels by an outside vendor.


For less toxic products were tried (aquisol degreaser 20/20, naturalizer degreaser, petroleum/solvent absorbent, and harvest fold degreaser)


Purchasing of quantities of products only as needed.


Storing only identifiable reused items on site.


Written procedures for disposal of waste products when reach a certain threshold.


Process established to recognize problems and deal with them.














� Participants in the program have continued to share their experiences with other municipalities, non-government organizations, and state/federal agencies.  This includes: 


Natick case study at � HYPERLINK "http://www.peercenter.net/case/studies/detail.cfm" ��http://www.peercenter.net/case/studies/detail.cfm�


Presentation by Madeline Snow (UMass Lowell EMS Service Program) at NEWMOA’s 9/28/05 New England Regional Environmental Summit; 


Presentations by Bob Bois (Natick) and Madeline Snow at the 6/22/06 APWA New England conference; 


Presentation by Denton Smith (Lenox) at the 11/17/04 Managing Environmental Issues in K-12 Schools symposium on the use of management systems to improve environmental health and safety in schools; 


Presentations by Madeline Snow and Lynn Rose (Newton consultant) at regional meetings of schools superintendents.


Continuing work by Lynn Rose with the Massachusetts association of school facilities managers.





� See � HYPERLINK  \l "D" ��Attachment D� for a self-assessment tool developed by the UMass Lowell EMS Service Program.  While the tool was developed under a separate EPA-funded project, it was influenced by experiences in the Massachusetts Municipal Environmental Stewardship Program.
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