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EXFCUTIVE SUMMARY

The Environmental Management System (EMS) Project establishes a comprehensive Laboratory
system for planning, implementing, monitoring and assessing environmental issues at BNL.
This system will enhance environmental management at BNL by adopting the tenets of the ISO
14001 Standard and increasing emphasis on compliance assurance, community outreach and
pollution prevention. To maximize effectiveness and minimize resource expenditures, the EMS
will be implemented at BNL within the framework of Integrated Safety Management (ISM) and
integrated with other related BSA initiatives. The project has been initiated to satisfy the
EPA/DOE Memorandum of Agreement (MOA) and the DOE/BSA contract commitments. It has
been designed to achieve success in DOE-BHG annual audits and meet the expectations of BSA,
DOE, EPA, and the community. This EMS Project Management Plan attests to BNL’s
commitment to comply with applicable regulations, prevent pollution, and continuously improve
the Laboratory’s environmental performance.

The scope of this EMS project in year one includes developing an institutional, laboratory-wide
program that provides the basic requirements and a set of effective and efficient operational
practices for environmental management of BNL operations. Initial implementation will be done
in three pilot facilities: Reactor Operations, Waste Management Division and the RHIC Project.

The lessons learned from the pilot facilities will be incorporated into the institutional EMS and
deployed throughout the remaining Directorates in year two. The Laboratory as a whole shall
“self-declare conformance”, and upon DOE approval, facilities with a high potential to impact
the environment shall become “certified” to ISO 14001 Standard by the end of FY00. During
year three, the project will transition to the respective line managers and Management System
Owner for maintenance and improvement, and is closed-out when the Laboratory successfully
completes the third annual audit required by the EPA/DOE MOA.

The EMS project is being implemented using a project management approach with requisite
controls to ensure satisfactory completion of milestones and commitments. The total cost
estimate for the EMS Project is $2.74 M over the life of the project (2.5 years: 6/98-12/00).
Anpnual costs to maintain the EMS Program are estimated to be $0.4 M. The project cost is
distributed between Line Department Support, $1.75 M, Overhead Department Support, $0.38
M, and Project Management Support, $0.61 M.

Revision #1, 09/21/99
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INTRODUCTION

This project management plan presents the requirements, planning, organization, and management
system that will be used by Brookhaven National Laboratory (BNL) to identify, direct, control, and
report the scope of work included in the Environraental Management System (EMS) Project. The
EMS Project Management Plan (PMP) has been prepared to implement the requirements of the DOE-
EPA Memorandum of Agreement (MOA) with regard to establishing a system to manage
environmental matters at BNL. The EMS system has been developed within the framework of a site-
wide integrated Environment, Safety and Health Management system in accordance with the ISO
14001 Standard and with enhanced emphasis on compliance assurance, community outreach, and
pollution prevention at BNL. Successful implementation contributes to the critical outcomes
established by BNL as the most important deliverables in the next 3-5 years. This project is directly
related to the following two 1999 critical outcomes:

BNL will conduct all work and manage its facilities with distinction, fully integrated with and
supportive of the science, technology, and clean-up missions, while being fully protective of
workers, users, the public, and the environment (Critical Outcome 3.0, Operational
Excellence).

- BNL will be an exemplary environmental steward through safe and aggressive environmental
clean-up, efficient waste management and effective communication of the environmental health
of the Laboratory (Critical Outcome 4.0, Iinvironmental Stewardship).

By enhancing emphasis on community outreach, the EMS project also contributes to the success of the
following critical outcome:

BNL will be recognized as a community asset, a good neighbor, and a valued employer
(Critical Qutcome 2.0, Communications and Trust).

PROJECT PLAN DESCRIPTION

The EMS Project Plan establishes the criteria by which the EMS Project will be managed. This plan
does not include provisions in the MOA to implernent the process evaluations and environmental
regulations training, nor the annual audit components of the MOA. The effort associated with
development and implementation of the process evaluations and environmental regulations training is
the subject of the Process Evaluation PMP. The DOE-BHG is directly responsible for management
and implementation of the annual audit program requirements specified in the MOA, however this
project plan does include the tasks associated with hosting and developing corrective actions for the
first three of five annual audits. The tasks, schedule, and resource estimates contained within this PMP
will be maintained current. Any changes to the management of this project will be incorporated as
changes to this project plan via the Baseline Change Control Process. This PMP contains the
following sections:
- Section 1 - Program Goals and Objectives: This section provides a summary of the basis for
the Environmental Management System Project, the goals and objectives of the project effort,
and a summary scope description.

- Section 2 - Management Organization and Responsibilities: This section identifies the project
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organization (incremental and contributed resources), authorities, accountabilities, roles, and
responsibilities established to achieve the project goals and objectives. This section provides
the organizational breakdown structure which is the responsibility matrix for the project work
breakdown structure (WBS).

- Section 3 - Project Baseline: This section describes the project work breakdown structure,
scope, cost, schedule baselines, project milestones, and deliverables.

- Section 4 - Project Control System: This section outlines the management system used to
monitor and control project implementation and performance. This support provides control of
the “commercial quality” of the project.

- Section 5 - Project Support: This section describes the indirect support requirements necessary
to assure the “technical quality” of the project.

- Section 6 - Project Transition and Closeout: This section describes the activities necessary to
ensure that the effort put forth to complete this project has been effectively transitioned to
permanent organizations.

PROJECT BACKGRQUND

In May 1997, the U. S. Environmental Protection Agency (EPA) conducted a multi-media audit of
BNL. The findings of this audit resulted in the EPA Region II Administrator and the U. S. Department
of Energy (DOE) Office of Energy Research Director voluntarily signing a MOA on March 23, 1998.
This MOA requires DOE (and BNL) to establish and perform four environmental initiatives,
Environmental Regulations Training, Facility-Wide Process Evaluations, Environment Management
System Audits, and Environmental Management System Implementation.

In the agreement, the Phase III provisions require that DOE conduct five annual audits at BNL starting
in 1998 (the requirements of the audit are detailed in Attachment 2 of the MOA, Environmental
Management Systems Audit Agreement). The purpose of these audits is to gauge the progress of BNL
in implementing an effective Environmental Management System (EMS). The DOE Brookhaven
Group (BHG) has lead responsibility for implementing the annual audit requirements. The specific
elements which will be audited include the ISO 14001 Standard, DOE Integrated Safety Management

System (ISM) principles, and additional criteria for compliance assurance, community outreach, and
nonnhnn prevention. These elements are defined as the basis for the BRNL EMS in Attachment 2A of

ddunavil P [2=29)

the MOA, Elements of BNL Environmental Management System and will be 1mplemented by BNL.
The sections of the MOA that pertam to Phase III (annual audits and the EMS program elements) are

included for reference in this project plan as Appendix 1.

Brookhaven Science Associates (BSA) commitment to DOE, independent of the MOA, is to fully
integrate ISO 14001 1mp1ementat10n with the development and implementation of ISM. The
DOE/BSA contract also requires BSA to: (1) recommend operations that should pursue third-party
registration (to ISO 14001) by end of FY 1998; (2) obtain third-party registration by the end of FY
2000 in the program areas having a high potential to impact the environment, as approved by DOE;
and (3) “self declare” conformance to ISO 14001 for the Laboratory as a whole by mid FY 2000. The

ISO 14001 requirements are provided in Appendix 2.
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The DOE-BHG followed up the MOA with correspondence to BNL outhmng their commitment to
implement the EMS and requested that this effort be implemented using a project management
approach. Dr. Kenneth C. Brog, Assistant Laboratory Director for ESH/Q, has been assigned Level 1
responsibility and accountability for the EMS; Ms. Susan L. K. Briggs has been appointed Project
Manager. In response to the BSA commitment to DOE, the voluntary EPA/DOE MOA, and request by
DOE-BHG, this project management plan has been developed.

PURPOSE

The EMS project establishes a comprehensive Laboratory system for planning, implementing,
monitoring and assessing environmental issues a: BNL. This system will enhance environmental
management at the BNL by implementing the requirements of the ISO 14001 Standard with increased
emphasis on compliance assurance, community outreach and pollution prevention. To maximize
effectiveness and minimize expenditures of resources, the EMS will be implemented at BNL within the
framework of ISM and other related BSA initiatives such as Integrated Assessment (IAP), Performance
Based Management System (PBMS), Standards Based Management System (SBMS), Training and '
Qualification System (T&QS), Strategic Communications, and Integrated Planning. Table 1 identifies
the interdependence of the BNL Management Systems and the respective EMS program elements.

The scope of this project includes developing an institutional laboratory-wide EMS program that
provides the basic requirements and a set of clearly delineated, effective and efficient operational
practices for environmental management at BNL. The institutional system will be augmented by
facility level and project level protocols if needec! to further describe how specific requirements,
authorizations and controls necessary for operating the facility, performing work or conducting
scientific research and development (R&D) projects are implemented. A graphical representation of the
BNL EMS as embedded within the ISM model is provided in Figure l1a. A pictorial description of how
the EMS will be deployed at BNL is shown in Figure 1b. By integrating the requirements of this
project with the new BSA Initiatives, BNL will institute an EMS that meets the expectations of BSA,
DOE, EPA, and the community, and will complement DOE-BHG’s responsibility to meet schedule
requirements for the annual audits specified in thie MOA.

PROJECT GOALS

The overall goal of this three-level integrated approach to implementing an EMS at BNL is to ensure
protection of the environment, regulatory compliance, and continuous improvement in environmental
stewardship. This project will also contribute to achieving the Laboratory’s cntlcal outcomes and
performance objectives. The specific goals of the EMS project are:

- Establish a Laboratory EMS that conforms to the ISO 14001 Standard. .

- Integrate the requirements of this EMS into the related BSA Management System Initiatives.
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EMS Integration with BSA Management Systems

Integrated Safety
Management & Phase II
Process Evaluations

— Aspects & Impacts

— Operational Control

— Monitoring & Measurement

— Compliance Assurance

— Pollution Prevention

Strategic Communications

— Communications
— Community Outreach

Training & Qualification

— Training, Awareness &
Competence

Integrated Monitoring
— Monitoring & Measurement
— Records

Standards Based
Management

— Legal & Other Requirements
— EMS Documentation

— Document Control

Performance Based
Management

— Structure & Responsibilities
— Objectives & Targets

Integrated Planning

— Environmental Management
Programs

Integrated Assessment

— Environmental Audits
— Compliance Assurance
— Management Review
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- Enhance ISO requirements for compliance assurance, pollution prevention, and commumty
outreach.

- Establish a process for nominating organizations that should pursue ISO 14001 registration.

- Obtain ISO 14001 registration for selected organizations.

- Provide lessons learned on EMS implementation for other DOE facilities.

- Self declare conformance to the ISO 14001 Standard for the Laboratory organization by FY
2000.

- Contribute to the achievement of BNL’s critical outcomes for Operational Excellence,
Environmental Stewardship, and Communications and Trust.

1.3.2 PROJECT OBJECTIVES

The project objective is to enhance environmental performance through the development and

implementation of an EMS. This project supports the performance objective for “Establishing the

organizational and systems related infrastructurz for ES&H and related management systems” that is

related to the critical outcome on Operational Excellence. To establish this system, the project will

focus on the following principles:

- define the environmental policy and ensure management commitment

- forrnulate a plan to fulfill the environmental policy

- ° develop capabilities and support mechanisms to achieve the environmental policy

- establish performance objectives and targets,

- measure, monitor, and evaluate the Laboratory’s environmental performance

- review and continually improve the EMS, to improve the Laboratory’s overall
environmental performance.

The project will begin by establishing key institutional level (Laboratory-wide) EMS program
requirements, initiating implementation in pilot facilities, training senior management and select
personnel involved in EMS 1mp1<=mentat10n and preparing for the first of five annual independent
audits.

The EMS Project will accomplish the following specific objectives during this last three months of FY

1998: :

- Integrate EMS requirements for external communications into Strategic Communications Plan.

- Review adequacy of the BNL Emergency Plan and institutional level protocols and mcorporate
EMS requirements for Emergency Preparedness and Response as needed.

- Integrate EMS requirements, with enhanced emphasis on compliance assurance, into the Self-
Assessment program of the IAP Initiative.

- Integrate EMS requirements on Aspects & Impacts, Operational Controls, Monitoring and

' Measurement, and Pollution Prevention into Phase II Project Evaluation Project.

- Perform a gap analysis of pilot facility and laboratory programs.

- Initiate EMS implementation in three facilities.

- Develop model implementation plan for pilot facilities.

- Identify training requirements for EMS Project and deliver to Pilot Implementation Teams.

- Initiate associations with professional EM(S organizations.
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ASSUMPTIONS AND CONDITIONS

The following are assumptions that have been used to formulate the technical basis for the above
project goals and objectives. The assumptions have been identified as:

Critical: criteria that must be satisfied in order to conduct this project.
Resource: criteria applied to labor, funding, and costs.
Schedule: criteria applied to project logic, duration, and timing.

CRITICAL ASSUMPTIONS

The scope of the project addresses the requirements listed in (I) the BSA/DOE contract (page
25, section (f) Commitments of the Contractor, subsection (2) ISO 14001) and (I) DOE/EPA
MOA, Attachment 2A, Elements of Brookhaven National Laboratory’s Environmental
Management System.

The Laboratory Director commits to the implementation of the BNL EMS on the schedule
dictated by the DOE/BSA contract and EPA/DOE MOA.

The Assistant Laboratory Director (ALD) for ESH&Q approves the project plan and supports
the EMS Project Manager with guidance, oversight, and assistance as required.

Resources required to implement this project will be formally assigned and/or committed to the
project manager by cognizant line management. B

The criteria for the Phase II Process Evaluation Project for “highest priority” processes will be
the basis for identifying the Phase II1 EMS requirement for “identifying aspects that can have
significant impact”, and thereby establish the foundation for the BNL EMS.

The Phase IT Process Evaluations shall provide the technical information at the facility/project
level to satisfy the EMS requirements for identifying environmental aspects, impacts,
operational controls, legal and other requirements, monitoring and measurement, and pollution
prevention.

DOE BHG will interface between EPA and BNL on Phase IIIl MOA matters.

DOE-BHG defines the scope and criteria for each of the annual audits required by the MOA
consistent with the current version of this project plan and in consultation with the EMS Project
Manager.

Level 1 Managers (Associate/Assistant Laboratory Directors) will appoint a management
representative on EMS for their directorate who shall serve as the focal point for the EMS
Project Manager, support the Laboratory EMS and the EMS Project Plan, and be responsible
for coordinating EMS implementation within their Directorate.

BSA Initiatives (such as Integrated Assessment, SBMS, PBMS, Strategic Communications, and
Integrated Planning) will be designed with EMS requirements mcorporated and will be
scheduled and implemented to meet EMS time constraints.

The EMS Project Manager is a stakeholder in other BSA Initiatives and Laboratory programs
that are related to EMS requirements, provides technical expertise on these requirements,
makes recommendations for integrating the requirements, and provides input on
procedures/protocols developed with respect to EMS requirements.

Support organizations with lead responsibilities in EMS elements will complete
implementation on a schedule consistent with the project objectives.

Line implementation of the BNL EMS will be on a schedule dictated by this project plan.
PNNL SBMS will be transported to BNL and adopted or customized for use at BNL on a
schedule consistent with the EMS milestones.

Revision #1, 09/21/99
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- EMS project personnel will evaluate the costs and benefits of the Laboratory self- -declaring
conformance to ISO 14001 versus registering to the standard.

RESOURCE ASSUMPTIONS

- Resource estimates for line implementation of the EMS Program Requirements assume that
each ALD establishes an EMS Program within their Directorate that is consistent with the
Institutional EMS program requirements and uniformly implemented in the
Departments/Divisions that they manage. The following additional assumptions were made:
AGS operates under the RHIC EMS Program, Community Involvement/Pubhc Affairs operates
under the Director’s Office EMS Prograra.

- The EMS Project Manager is dedicated to this project full time and has the following resources
assigned and/or contributed to complete the tasks on the schedule dictated by this project plan:
- Direct support: secretarial, project controls, environmental expertise, information

management, and consultant services. '

- Incremental resources for training programs and consultant services.

- Contributed resources matrixed to the EMS Project Manager from the following support
organizations: the Central Training Office, the Quality Management Office, the
Independent Oversight Office, and the Environmental Services Division.

- Contributed resources from Line Management: Each ALD contributes resources needed
to implement the EMS within their Directorate and provide input during the
development of the Institutional level EMS Program Requirements.

- Project personnel and EMS Implementation Team members shall maintain cost accounting of
resources required to implement the EMS and report these to the EMS Project Manager to
enable refinement of estimates for subsequent facilities.

- Resource estimates included in this project plan are for the development of the Institutional
Program, project controls and management, guidance and facilitation for pilot facility
programs, internal and external communications initiatives, EMS specific training programs,
coordination of project/program assessment activities, and project staff MST.

- ECRs will be available to perform process evaluations, assist line on technical aspects of EMS
deployment, and pilot facilities will be completed first.

- Integrated Monitoring Initiative will include an environmental monitoring database designed to
store both facility and environmental monitoring data in all matrices.

- MOA requirements for Community Outreach will be developed and implemented by the Public
Affairs/Community Outreach Directorate via the Strategic Communications Plan.

- MOA requirements for Pollution Prevention will be implemented by the Phase II project and by
the BNL P2 Program.

- Costs specifically related to the incremental effort needed to integrate EMS requirements into
new BSA Initiatives (such as identifying and communicating EMS requirements; review and
approval of deliverables) are included in the project costs, however the costs associated with the
implementation of the BSA Initiatives themselves are not. For example, costs/resources
associated with updating SBMS with EMS Program Documents will be borne by the SBMS
project; resources to conduct Process Evaluations will be borne by the Phase II project.

- Facility and project level resources assigned to the EMS project are not committed to other
initiatives that conflict with EMS priorities or compete for limited resources.

- Facility EMS Implementation Teams will be trained using EMS project funds.

Revision #1, 09/21/99
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- Facility resources will be available to 1mplement the scheduled tasks in the Facility EMS
Implementation Plan.

- Estimates were provided by EMS project team members and a selection of scientific
department staff based on related experience. The resources required for Laboratory wide
deployment were estimated as follows:

- Estimate tasks and resources required to perform tasks,

- develop a base program estimate for both administrative and technical
divisions/departments,

- adjust for numbers of employees and number of high priority processes in each
division/department. (Estimates will be refined as the project progresses if needed.)

- The estimated cost of the EMS project does not incorporate efficiencies that will be pursued
during project implementation, such as use of DOE Audit in Year 3 to accomplish registration
process for selected facilities, use of DOE sponsored assistance for EMS tasks in the project

plan, etc.
SCHEDULE ASSUMPTIONS

- There is no schedule or cost provision for any rework of EMS program development based on
. DOE or EPA comment or audit findings. The implementation of the Integrated Assessment
System, a multi-level internal assessment program to self-examine, self-identify, and self-
correct, will mitigate any substantive comment or finding that could impact schedule.

- Work on the EMS project will commence as follows: Project Initiative on 5/15/98, Pilot
facility implementation on 7/1/98, Institutional Program Development on 7/1/98, EMS Project
Staff will start on 7/1/98, Phase II Process Evaluations for pilot facilities on 8/1/98, Laboratory
Deployment (through balance of Directorates) on 7/1/99.

- Program requirements for the Institutional EMS program will be defined by 4/30/99. Pilot
Facility program implementation will be complete by 9/1/99.

- Schedule dates were determined by published plans for BSA initiatives and availability of
resources, and developed to accommodate operational schedules. Changes to these published
schedules will impact the EMS project schedule.

- Facilities with a high potential to impact the environment, as approved by DOE, complete EMS
registration before the end of FY 2000; RHIC Project complete registration by end of FY 1999.

- The Independent Oversight Office will provide independent assessment of the following EMS
programs using qualified auditors on the schedule dictated by this project plan: pilot facilities,
Institutional Program, selected facility/project programs.

- The Laboratory will complete the EMS implementation by 7/00 and self declare conformance
to ISO 14001 by end of F'Y 2000.

1.5 OUT YEAR SCOPE SUMMARY

PI‘OJ ect scope for FY 1999 includes:
Perform a gap analysis.

- Incorporate environmental performance objectives and performance measures (ISO Objectives
and Targets) for FY 1999 into Level 1 and Level 2 Roles, Responsibilities, Authorities and
Accountabilities (R2A2).

- Approve and Disseminate BNL Environmental Policy.
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Procure Internal EMS Auditor Training Course and deliver to the initial target audience.
Procure EMS Overview Training Course and deliver to Level 1 through 3 Line Managers.
Complete EMS Description Document and EMS Manual and publish in Standards Based
Management System.

Develop facility deployment task list.

Draft FY 2000 Environmental Performance Objectives and Performance Measures
Establish EMS Structure and Responsibility (R2A2 for all remaining staff.)

Develop Environmental Management Program action plan for FY 2000.

Develop Institutional EMS Program Requirements to laboratory via SBMS.

Deliver EMS monitoring and compliance requirements for integration into Facility Use
Agreements template.

Enhcmce Trmmng Policy and Procedures with EMS requirements.

Revise General Emn]n\rpp Trairnng and contractor vendor orientation.

Deliver EMS reqmremenu for Document Control and Records Management nonconformance
and calibration for integration into Standards Based Management System requirements.
Deliver EMS monitoring and reporting requirements for integration into Integrated Monitoring
Initiative.

Complete EMS Implementation in Pilot facilities.

Develop EMS Communications Pian

Initiate EMS implementation through Laboratory Directorate.

Perform Self-Assessment of EMS Project.

Coordinate Independent Assessment of Institutional EMS Program.

Coordinate Independent Assessment of Pilot Facility EMS Program.

Deliver EMS Overview, Internal Auditor, EMS Implementation training courses as Facilities
initiate implementation.

Host BSA Corporate Assessments or other mdenendent audits as scheduled.

Host DOE-BHG Year 1 Audit.

Partirinate in Prafecsional EMS nrcrnfn?minnc

L GLUVIPGLY L1l L2 VAWODIVILAL LiVio ol AN LoS.

Procure ANSI-RAB accred1ted reglstrar.

Obtain ISO 14001 R Acsxauauuu for RHIC Project fa

environment.

PI'OJ ect scope for FY 2000 includes:

Conduct Management Review Process for site-wide EMS Program.

Develop FY 2001 Environmental Performance Objectives and Performance Measures
Complete EMS implementation in balance of Laboratory Directorates.

Complete Facility Level EMS Documentation in SBMS

Continue deployment of EMS Communications Plan

Develop continuing environmental training program.

Perform self-assessment of EMS Project.

Coordinate Independent Oversight Assessment of EMS Program in selected facilities and

projects.
Host DOE-RHG Year 2 Audit

AAUDE A NS A TASAL 4 Cal & FARLL.

Host BSA Corporate Assessments or other independent audits as scheduled.

Self-declare conformance to ISO 14001 for Laboratory.

Register select facilities to ISO 14001.
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Project scope for FY 2001 includes:

- Transition program responsibilities to line organizations and management system owners.

- Establish program improvement guidance.

- Deliver continuing environmental training.

: Assess line management ownership of their EMS program, including continuous improvement
respounsibilities.

- Write final Project Report and closeout project.

- Host DOE-BHG Year 3, third party independent audit.

PROJECT TRANSITION ISSUES

The work performed under this project plan contributes its fair share to achieving the Laboratory
critical outcomes, and as such serves the ESH&Q Directorate, the scientific and support directorates,
and the Laboratory as a whole. It is envisioned that responsibility for the specific processes, products
and services developed and delivered as requirements in either the Institutional EMS, the facility EMS
programs, or the project programs, will transition to the respective Directorate, Department or
Division, or Principal Investigator for implementation. It is also envisioned that responsibility for
maintenance and continuous improvement of these program elements will be transferred to the
respective management system owner as referenced in Table 1, BNL Management System and the
Respective EMS Program Elements.

MANAGEMENT ORGANIZATION AND RESPONSIBILITIES

This project is organized to ensure project goals and objectives are achieved in a resource efficient
manner and that the deliverables meet the requirements specified by the key stakeholders. The project
organizational relationships are shown in Figure 2.

ORGANIZATIONAL RESPONSIBILITIES

PROJECT STAKEHOLDERS

The key project stakeholders are those who have specified the requirements and expectations for this

project, and those that will implement the product developed by this project. The stakeholders will
judge the level of project success. These stakeholders are:

Revision #1, 09/21/99
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ESH&Q Assistant Laboratory Director
Ken C. Brog

E.A. Zimmerman

|_ Environmental Setvices Division '

I_ EMS Project Manager
Susan L.K. Briggs

EMS Technical Assistant ||
{Consultants)

EMS Trainer
Beth Schwaner

Administrative Assistant 1
Arlean Van Slyke

Gompuling Support
{Consultants}

Project Conlrols
Al Macintyte

Technlcal Editor
Sarah Howard

I

Inslitulional EMS Program Development

Pilot Facllity implem entation Teams

Factlity/Project Implem entation Teams

1
BSA Management Syslem Initlatives

Susan L.K. Briggs Management Representalive on EMS Management Representative on EMS Project Managers
Quality Management Office || RHIC Project n Environmental Management Phase It Process Evafuations
Steve Stein Steve Musolino A.M. Tops George Goode
Environm ental Protection Office | Basic Energy Sclences _j Integrated Assessment
Bub Luw Cpaiations W. . Gasey Doug Ports"*
Lori Bower
Emergency Planning Team High Energy & Nuclear Physics
Sheila Bubka Quality Management A. Gl Performance Based Management
Dave Passarelio Doug Poris**
RHIC Direclorate***
Training €d Lessard | | Slandards Based Management
Jim ticar John Searing
Lite Sciences
] Waste Managemant Divsion Jim Bullis
Tom Grleve Integrated Safety Management
Applied Sclence & Technology Larry Kimmel
John Bocclo
Procedures/Training Training & Quatification
Phil Hartrington | ESH&A Q Beth Schwaner
g E.A. Zimmerman
Operalions - n Strategic Communications
NOTES: Malt La Barge 1 Directors Ofice and CIGPA Bab Kinkead
’ . M. Sue Davis
. . Qualily Assurance Integrated Planning
* Rich Travis, as of 11/99 Roy Lebel Finance & Adminisiration Steve Maloney
. . . [ Ken Mohring
** in transition; full time, as of 11/99 1 Reactor 0pela|‘lons ] Integrated Monitoring
Doug Poris | Facliily & Operations E.A. Zinmerman
*%% in transition Bill Chaloupka
Quality Management
Rich DeRocher
Rev 2, 9/99
Training
Bruce Lein
|| Environmental Compliance Representatives
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- The Environmental Protection Agency, Region II.
- The Department of Energy, BHG.
- The Laboratory Director and the Integration Council.

As the Laboratory Directorates are ultimately paying for the EMS program costs (both directly and
mdirectly), it is important that this project provide a resource and schedule efficient operation which
assures effective program implementation, value-added benefits to the science and Laboratory
programs, and contribution to achievement of the critical outcomes.

In addition to the organizational responsibilities outlined below, specific task responsibilities for EMS
program implementation, both in a lead or support role and at the institutional or facility level, will be
carried out in accordance with the responsibility matrix provided in Table 2.

2.1.2 EMS PROJECT MANAGER
The EMS Project Manager plans, coordinates, and directs project execution, including technical
direction, project development and administration and change control. The project manager is
dedicated full time to this project and is responsible for the technical quality, day to day management
and control/reporting of the project activities as outlined in this project management

plan. The EMS project manager is accountable to the Director of ESH&Q, through the ESD Division
for the implementation of the EMS project.

The EMS Project Manager is responsible for the following:

- Defining the Institutional EMS Program costs, schedule baselines, and technical requirements.

- Developing the project management plan to guide project implementation.

- Controlling project baselines and providing overall project direction and guidance on EMS
implementation.

- Preparing reports of project status and project performance to Laboratory management and
DOE-BHG. (As there are no specific reports required by Attachment 2A of the MOA, the EMS
project manager may provide, or the EPA may request, information on the EMS design,
implementation, or progress. The EMS Project Manager will coordinate a timely response in
the spirit of cooperation, as long as it does not interfere with achieving project objectives.) -

- Incorporating project improvements and corrective actions into the project management plan.

- Administering project configuration management and project transition/closeout.

EMS PROJECT TEAM

The project team consists of the EMS Project Manager, the management system owners/project
managers for each of the related BSA initiatives, the ALD Management Representatives on EMS, and
project support personnel assigned to the EMS project. Management system owners/project managers
on the BSA initiatives are responsible for completing commitments to the Institutional EMS program
as defined by the project scope, cost and schedule baseline

Revision #1, 09/21/99
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TABLE2. REQUIREMENTS AND RESPONSIBILITY MATRIX (CONT.)

| oye .
Facility Project
Institutional Level Program Level Program
EMS BNL Support Organization Management System Project Managers Mgmt.
EMS Proj Rep on
Requirements Staff | QMO | EP | EPT | Legal | ISMS | Ph2 | IAMS | PBMS | SBMS | Comm | IMO | TQMS EMS | ECR | PI
- Document X X X X X
Contro!
- Operational X X X X ) X X X
Controls :
- Emergency X X X X X ' X X
Preparedness
CHECKING &
CORRECTIVE
ACTION . )
- Monitoring & X X X X X X X X X X
Measurement
- Nonconf. & X X X X X
Corrective/
Protective.
Actions
- Records X X X X X X X X
- Environmental X X X X X X
Audits :
- Management X X X X X
Review

Key: EMS = =Environmental Management System; QMO = Quality Management Office; EP = Environmental Professionals (from Environmental Protection
Office and Waste Management Division); EPT = Emergency Planning Team, ESH Services Division; ISMS = Integrated Assessment Management System; PH2
= Process Evaluation Process; IAP = Integrated Assessment Program; PBMS = Performance Based Management System; SBMS = Standards Based Management
System; Comm = Sirategic Communications Initiative; IMO = Integrated Monitoring Office; TQS = Training and Qualification Management System; ECR =
Environmental Compliance Representative; and PI = Principal Investigator.
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assignments. The ALD management representatives serve as a focal point for the EMS Project
Manager and are responsible for facilitating EMS implementation within the facilities and projects in
their directorate in conformance with the Laboratory EMS Project Plan, including collecting cost
accounts of EMS implementation. Project suppoit staff are responsible for executing their assigned
tasks on the schedule agreed to and specified in this project plan.

Project team members will meet with the EMS Project Manager, either one-on-one or as a group when
necessary, on a periodic basis (bimonthly during first six months, monthly thereafter) to report on
milestone progress, revise planning or request chinge control where required, and discuss corrective
actions when needed. Bimonthly meetings will bz scheduled for the EMS Project Team to mest,
discuss implementation strategies, problems encountered, and events or activities related to EMS.

Pilot Facilitv and Directorate EMS Implementation Teams

[

(0]

|9

(=)}

The ALD and Management Representative on EMS, in consultation with facility managers, will
establish an implementation team to expedite the Phase II process evaluations and to facilitate EMS
implementation in their facilities. The management representative will follow a standard project
implementation plan that has been customized to address facility “gaps” to guide EMS implementation
within the Directorate..

The pilot facility working groups will be given opportunities to provide input on the Institutional EMS
Program as it is being developed. Implementation teams can conserve resources by coordinating the
development of EMS program requirements and sharing program deliverables with the other facilities.
Prototypes developed by the pilot facilities will be available for other Directorates to use.

LABORATORY ESH/Q DIRECTORATE

The EMS project has been developed on behalf of the Laboratory to establish 2 management system
that will ensure environmental protection, regulatory compliance, and continual improvement in
environmental stewardship. This system resides in the ESH&Q Directorate, Environmental Services
Division, but responsibility for implementation, maintenance, and improvement belongs to each ALD.
The Director of ESH&Q is accountable to the Laboratory Director for the EMS program development
and will provide oversight, guidance, and assistance to the EMS Project Manager, through the ESD
Manager, to ensure project objectives are accomplished.

ASSOCIATE AND ASSISTANT LABORATORY DIRECTORS

The ALD’s are responsible to commit the resources needed to implement the BNL EMS within their
line organizations. These Level 1 managers shall appoint a Management Representative on EMS to
serve on the Project Team and facilitate implemertation of the EMS in the Departments/Divisions
within their directorate. Most importantly, the ALD shall support and exhibit ownership of the
Laboratory EMS and the EMS Project Plan objectives, and be responsible for EMS implementation
and environmental performance in the facilities ar.d projects within their line organization.

Revision #1, 09/21/99
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DEPARTMENT OF ENERGY - BHG

DOE-BHG is the focal point for interface between EPA and BNL. They are responsible for assigning
their own resources to review and monitor EMS project progress. DOE-BHG is responsible for
defining the scope, criteria and providing the resources for each of the annual audits required by the
MOA. The audit scope shall be consistent with the current version of this project plan and be

developed in consult wrth the BNL EMS Project Manager. DOE-BHG shall minimize the impacts of

external assessments to the EMS -nrnlpr'f schedule bv Pnnrd'mahno the audit scone to nrevent

! WWosiAY AviVaeD yewe SVISGAARAT Uy WOVL v oMUY WU A Y wadt

redundancy, combining planned assessments to minimize resource expenditures to the extent practical

Aoacthla A= T (s - lhac ha sdantfad +h AAQ b A Al PE,
and possioiC. T, 4. UTANZEIN nas oecil identified as the EMS yxu_, eCt yumt of contact in DCE-BHG.

EPA Region II will support timely reviews of submittals in conformance with the Audit Agreement,
Attachment 2 of the MOA and in a manner that does not impede EMS project objectives and
schedules. Even though there are no specific requirements for EMS reporting in Attachment 2A of the
MOA, the EMS project manager may provide, or the EPA may request, EMS design, implementation,
or progress information. The EPA Region II will accommodate a timely response in the spirit of
cooperation and in a manner that minimizes interference with achieving other EPA program objectives.
Mr. Y. Menczel has been identified as the EMS project point of contact in EPA- Region II.

PROJECT MANAGEMENT STAFFING, COMMUNICATION AND APPROVALS

PROJECT STAFFING

Susan L. K. Bnggs will serve as the PrOJect Manager for the EMS prOJect She will report to ESD
Manager D A, lemerrnan 311(1 ummatmy to UIC I'U.AJ IOI' EDH&Q, nennem \_, DIO‘I UIICLL bU.ppUIl
for administrative assistance, A. Vanslyke; project controls, A. MacIntyre, contributed through Office
of Management Services; information management; and environmental professional with EMS and
regulatory compliance expertise will be identified. Support may be augmented using contracted
personnel. The level of support required for each of these postings is based on the schedule and tasks
identified in this project management plan. The funding for these positions will be an incremental

resource that is formally assigned to the EMS project manager.

The management system owners/project managers for BSA initiatives and support organization
personnel from the Quality Management Office, Independent Oversight Office, Environmental

Services Division, Emergency Services Division, and CIGPA have lead roles in the development,

enhancement. or imnlementation of EMS nrmprf elements. These resources will be acmg-npri to the

AGUIVWLXIWLIV, Vi Jiviliviiva Aol

project via commitment authorizations.

Lastly, each ALD shall appoint a Management Representative on EMS and an implementation team to
coordinate mplérﬂeﬁtduon of EMS P rrograiu r\cqurremems in the ueparunems and Divisions in their
line. These personnel will be matrixed to the EMS Project Manager to complete their respective tasks
identified in this project plan. These resources will be assigned to the project via commitment
authorizations.

Revision #1, 09/21/99
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PROJECT COMMUNICATIONS

Formal written communication with DOE-BHG will be made through the ALD for ESH&Q to the
EMS Project Manager. Communications or agreements that can potentially affect the project baseline,
scope, budget or schedule shall be documented in writing. A formal change control system is
identified under Baseline Change Control.

Formal written communications with the EPA, Suffolk County Department of Health Services, New
York State Department of Environmental Conservation, or other regulatory agencies on the EMS
project will be made through and by DOE-BHG. Communications or verbal agreements that can
potentially affect the project baseline or regulatory status of the project must be handled and processed
through the DOE-BHG project contact.

Information on the EMS Project will be communicated to the news media by the Public Affairs Office
after consultation with the EMS Project Manager. Communications with other pertinent stockholder
groups or professional organizations can be made either by the Public Affairs Office or directly by the
EMS Project Manager.

An overview of the frequency, notifications, and approvals for internal and external communications
on the EMS project is provided in Table 3. —

PROJECT APPROVALS

The ALD for ESH&Q shall approve the EMS Project Plan. The EMS Project Manager shall approve,
baseline changes, and Institutional EMS related clocumentation prior to delivery to Laboratory
management and DOE-BHG. The Management Representative on EMS shall approve all Directorate
level action plan, and procedures developed to satisfy EMS program requirements. The Management
Representative on EMS, in consult with their ALD, shall approve all status reports and environmental
performance reports submitted to satisfy requirements set forth in this project plan. All subcontracts to
perform scheduled tasks will be approved by the EMS Project Manager. A program management
approval matrix is shown in Table 4.

PROJECT BASELINE INFORMATION
SCOPE BASELINE
The following sections provide summary descriptions of the scope of work for the EMS Project. The

work elements are described in accordance with the project Work Breakdown Structure (WBS), as
shown in Figure 3. The project WBS dictionary is included as Appendix 3. -

Revision #1, 09/21/99
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TABLE 3 - COMMUNICATION MATRIX

Reported To
Internal External
Initiated Mgmt. | EMS Mgmt." | EMS DOE | EPA
B Impl. | Rep | Project System | Project | ESD | ESHQ | ALD | Lab | BHG | EMS
y Team | EMS | Support | Project | Mer. Mgr | ALD Dir. | POC | POC
Personnel | Megr. *
Implemen— ) 2 5 5 4 6 6 5 6 8 8,9
tation Team
Mgmt. Rep. 2 . 3 3 3 5 |6 4 |1 6 8,9
on EMS ’
EMS
5 3 - 3 3 6 6 6 8 8,9
Project s
Support
Personnel
Mgmt. 6 3 3 . 4 5 |s 5 |s 6 8,9
System
Project Mgr,
EMS
5 3 3 4 - 2 5 1 1 4 9
Project Mgr.
ESD Mgr. 5 5 5 4 2 - 5 5 5 5 9
ii}gQ 5 5 5 5 1 5 - 5 5 5 5
ALD 5 1 5 5 5 5 5 - 5 5 8.9
Lab 5 5 5 5 5 5 .
- 5 .
Directors* > ° ' 3

Key: 1= Quarterly; 2 = Weekly; 3 = Bi-weekly; 4 = Monthly; 5 = As Needed; 6 = Requires notification of EMS Project
Manager; 7 = Informal 8 = Only with EMS Project Manager Approval; and 9 = Only with DOE-BHG Concurrence.

* Laboratory Director and Deputy Directors

Revision #1, 09/21/99
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TABLE 4 — AFPROVAL MATRIX

Mgmt | Mgmt EMS . DOE-
Items Requiring Rep System | Project EMS | ESD BHG
Approval : EMS | Proj. Support Proj. | Mgr ESH/Q | ESH | Public | Pointof
Megr. Personnel | Mg ALD - | Legal | Affairs | Contact
Budget
Submittal/Estimates 2 3 2 1 2. 2
Project Management Plan 3 3 3 5 2 1
Subcontracts 9 1
PMP Baseline Changes 2 2 2 1 1 2 2
EMS Documentation:
(Procedures, Directives,
Records)
Institutional Level 1 1 1
Facility Level 1 2 2 2
Project Level 1 2 2 2
Bi-Monthly/Quarterly
Reports 1 3 1 1
Presentation or
Correspondence 2 2 1 2 2 2 2 2
(Sensitive/External*)
Presentation or
Correspondence 2 2 1
(Other/Internal*)

*These are minimum requirements, management may request additional approval authority.
Key: 1 = Primary Approval; 2 = Concurrence; and 3 = Review Only

Revision #1, 09/21/99




Figure 3
EMS Work Breakdown Structure

EMS PROJECT INITIATION

Assign Project Manager

Review Scope of EMS Project

Develop Project Plan

Obtain Management Commitment

Establish EMS Project Team

Establish Project Budget Account

ESTABLISH INSTITUTIONAL EMS

Establish Environmental Policy (ISO 4.2)
Establish Environmental Aspects/Impacts (ISO 4.3.1)
Establish Legal & Other Requirements (ISO 4.3.2)

1.1
1.2
1.3
1.4
1.5
1.6

2.1
2.2
23

24
2.5
2.6
2.7
2.8
2.9

2.3.2
235
2.3.6

2.3.7

develop BNL Requirements Management system
identify baseline of applicable BNL Legal & other requirements
augment protocol for Environmental Requirements
2.3.6.1 establish internal communications for legal & other requirements
2.3.6.2 Establish mechanism to maintain Requirements Management
system up to date -
Establish Environmental & Waste Subject Areas in SBMS
2.3.7.3 EPO/WMD: Adopt/revise FIFTEEN E Subject areas
2.3.7.3.1 NEPA
2.3.73.2 Underground Injection Control
2.3.7.3.3 Liquid Effluents
23734 Pollution Prevention/Waste Minimization
2.3.7.3.5 ’ Drinking Water
2.3.7.3.6 Non-Radioactive Airborne Emissions
23737 Radioactive Airborne Emissions
2.3.7.3.8 " Notification of Unexpected Releases
2.3.7.3.9 Environmental Monitoring
2.3.7.3.10 Toxic & Hazardous Material Storage
'23.7.3.11  Oil's & PCBs
2.3.7.3.12 Medical Waste
2.3.7.3.13 Low Level Radioactive Waste
2.3.7.3.14 Mixed Waste
2.3.7.3.15 Hazardous Waste

Establish Objectives and Targets (ISO 4.3.3)

Establish Environmental Management Program (ISO 4.3.4)
Establish EMS Structure & Responsibility (ISO 4.4.1)

Establish Training, Awareness and Competency (ISO 4.4.2)
Establish Communications (ISO 4.4.3; EPA Community Outreach)
Establish EMS Documentation (ISO 4.4.4)

29.1
29.2
293
294
295
2.9.6

Create EMS Management System Document

Review & approve EMS Management System Document
Create EMS Manual

Review & approve EMS Manual

Create EMS Index

Review & approve EMS Index



2.10 Establish Document Control (ISC 4.4.5)
2.11 Establish Operational Control (ISO 4.4.6)
2.12  Establish Emergency Preparedness and Response (ISO 4.4.7)
2.13  Establish Monitoring and Measurzment (ISO 4.5.1, Compliance Assurance 2b)
2.14 Nonconformance & Corrective/Preventive Action (ISO 4.5.2, Compliance
Assurance 3b & 3e)
2.15 Records (ISO 4.5.3)
2.16 Environmental Auditing (ISO 4.5.4; Compliance Assurance 3a, 3c, 3d, 3e)
2.17 Management Review (ISO 4.6)
Develop Facility EMS Pilot Program
3.1 PREPARATIONS FOR PILOT FACILITIES
3.2  Deploy EMS at Pilot Facilities
3.2.1 RHIC
3.2.2 Waste Management Division: WMD
3.2.3 Reactor Operations
Deploy EMS Communication Program
4.1  Develop EMS communications plan
4.2  Implement EMS Communication Plan
4.3  Participate in Professional EMS Organizations (trigger)
EMS TRAINING
5.1  Identify training needs for EMS Project
5.2  Provide Internal Auditor Training Course
5.3  Provide EMS Implementation Course
5.4 PROVIDE LEAD AUDITOR TRAINING COURSE
5.5  Provide EMS Overview Course
5.8 DEVELOP GENERAL EMPLOYEE ENVIRONMENTAL TRAINING
5.9 UPDATE GET & CONTRACTOR VENDOR COURSE W/EMS
INFORMATION
Assess Laboratory EMS Program
6.1  Develop identification method for ISO-registered candidate facilities
6.2  Perform Project Self Assessment
6.3  Perform Internal Independent Assessment of EMS Program
6.4  Host Batelle Corporate Assessment of EMS Program, as scheduled
6.5  Host DOE Independent Audits (trigger)
6.6 OBTAIN ISO REGISTRATION
Deploy Institutional EMS
7.1  Deploy Policy
7.2  Deploy Aspects/Impacts
7.3  Deploy Legal & Other Requireme: nts
7.4  Deploy Objectives/Targets
7.4.1 Develop Guidance Document for EMS Performance Measures Process
7.4.2 Issue Performance Measures Guidance on SBMS Subject Area
7.43 Review FY99 Performance Objectives/Measures Process
7.4.4 Monitor ESD/WMD FYO00 Goal Development
7.4.5 Develop, Implement & Document Process for Developing Lab "E" Obj &
Targets
7.5  Deploy EM Program
7.5.1 Establish Institutional FY 99 EM Program
7.5.2 Integrate MSIP Environmental Program Initiatives
7.5.3 Deploy CY 99 Pollution Prevention Program



10

7.5.4 Deploy CY 00 Pollution Prevention Program
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7.5.6 Develop Labwide System to Track Environmental Projects & Activities

via OMS/MP

7.5.7 Integrate tracking/reporting process of "E" projects with CCATs/IIMS

7.6  Deploy EMS Structure & Responsibility
7.7  Deploy Training, Awareness and Competency
7.8  Deploy Communications
7.9 Deploy EMS Documentation
7.10 Deploy Document Control
7.11 Deploy Operational Controls
7.12  Deploy Emergency Preparedness & Response
7.13  Deploy Monitoring & Measurement
7.14  Deploy Nonconformance & Corrective/Preventive Action
7.15 Deploy Records
7.16 Deploy Environmental Auditing
7.17 Deploy Management Review Process
7.18 Facility Deployment
7.18.1 APPLY LESSONS LEARNED FROM PILOTS
7.18.2 EM Directorate: EM
7.18.3 Facility & Operations: FO
7.18.4 Basic Energy Sciences: BES
7.18.5 RHIC Directorate: RHIC (CAD/AGS)
7.18.6 Life Sciences: LS
7.18.7 Applied Science & Technology: AS&T
7.18.8 Environment, Safety, Health & Quality: ESH&Q
7.18.9 Directors Office: DO/CIG&PA
7.18.10 Finance & Administration: FA
7.18.11 High Energy Nuclear Physics: HENP
Improve Program
8.1 Improve Institutional EMS Program
82  Improve EMS Program
8.3 IMPROVE ENVIRONMENTAL TRAINING PROGRAM

Transition/Closeout Project

9.1 write final project report

9.2  Develop Project Transition and Closeout Plan

93  revise R2A2

PROJECT SUPPORT

10.1 Track & Report Progress (over 2.5 years)

10.2  provide bi-monthly status reports to management (TRIGGER)
10.3  administer change control of Project Plan

10.4 provide quarterly reports to DOE (TRIGGER)

10.5 provide periodic reports to EPA
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EMS PROJECT INITIATION (WBS 1.0)

This WBS work element provides for the administrative and planning activities for the EMS Project.
Specifically the activities addressed in this Project Initiation WBS are: -

- Assignment of Project Manager ,

- Review scope and requirements for BNL EMS and potential for mtegratlon into other BSA
initiatives

- Development of EMS Project Management Plan

- ‘Obtaining BSA commitment in terms of project approval, resource assignments, and funding

- Establishment of EMS Project Team

- Establish Project Budget Account

The EMS Project Manager shall serve as the primary point of contact and shall be responsible for the
overall project direction, integration and milestone completion. The EMS project team shall be
comprised of both assigned personnel and matrixed support to the project. The assigned project
support personnel include an administrative assistant, project controls assistant, environmental
professional on EMS and regulatory compliance, and computing support. The level of support
required for each of these personnel is based on the schedule and tasks identified in this project
mahagement plan. The project also requires matrixed support to either develop and/or implement the
program requirements identified in this project. (Refer to Table 2 for the areas of responsibility.)
These areas of support are:

BNL Support Organization Personnel, including:

- Project Team Trainer from Central Training Office (CTO)

- Quality Engineering staff from Quality Management Office

- Environmental Professionals from Environmental Services Division; and Waste Management
Division

- Emergency Planner from Emergency Services Division — Emergency Planning Team (EMSD-
EPT)

Project Managers on BSA Initiatives, including:
- Phase II Process Evaluations

- Integrated Safety Management

- Standards Based Management

- Integrated Assessment Program

Performance Based Management

- Integrated Planning

- Strategic Communications

- Training and Qualification Management System
- Integrated Monitoring

Facility Implementation Teams, including:

- Management Representative on EMS

- Support personnel, such as operations personnel, ESH Coordinator, Quality Representatlve and
Training Coordinator, as determined by the Management Representative

Revision #1, 09/21/99
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The deliverables associated with this WBS element include an EMS Project Charter and Project
Management Plan, commitment authorizations, and budget /account codes for the EMS project.

INSTITUTIONAL EMS PROGRAM S$2.0

This element involves the development of the BNL EMS program that provides the basic requirements
and set of effective and efficient operational practices for environmental management at BNL for
implementation in all facilities and projects at the laboratory. The EMS program elements include:
- Environmental Policy '

- Environmental Aspects and Impacts

- Legal and Other Requirements

- Objectives and Targets

- Environmental Management Programs

- EMS Structure and Responsibility

- Training, Awareness, and Competency

- Communications

- EMS Documentation

- Document Control

- Operational Controls

- Emergency Preparedness and Response

- Monitoring and Measurement

- Nonconformance & Corrective/Preventive Actions

- Records

- Environmental Auditing

- Management Review

The overall strategy for developing the institutional program is to integrate the EMS requirements into
the BSA management system initiatives being implemented at BNL. Where specific BSA initiatives
have not been identified, existing BNL programs will be enhanced to incorporate the EMS
requirements. '

EMS project personnel will be responsible for communicating the EMS requirements, providing
technical assistance, tracking progress, reviewing and approving the documented deliverables (SBMS
documents such as Management System Description program descriptions, Subject Areas, or other
documents, procedures, or records) to ensure conformance to the EMS requirements.

The project managers for the BSA initiatives, or support personnel for existing BNL programs, are
responsible for incorporating the EMS requirements into the respective laboratory management system.
The assigned project manager is also responsible for developing program description documents,
subject areas and other documents as required by the EMS, in a format compatible with the BNL
Standards Based Management System (SBMS).

All organizational units at BNL, including the pilot facilities, will be provided opportunities to review,
test, and comment on the draft institutional programs.

Revision #1, 09/21/99
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At the conclusion of this work activity, BNL shall have a documented institutional EMS program as

- required by ISO 14001 that is integrated in the management systems established at the laboratory and
conforms to EMS criteria in the MOA. Activities to implement the institutional EMS are covered
under WBS 3.0, Develop Facility EMS Pilot Program and WBS 7.0, Deploy Institutional EMS. A
summary of the specific strategy proposed, support personnel, and deliverables for each program
element is provided below.

3.1.2.1 ENVIRONMENTAL POLICY

The strategy for developing the BNL Environmental Policy is to build on the work accomplished under
the Management System Improvement Program (MSIP) WBS 1.3.10.2, Environmental Mission,

Vision, Values. The ESD Manager will be responsible for delivering an approved laboratory
Environmental Stewardship policy that meets the requirements of ISO 14001 and is consistent with
other Laboratory management policies. EMS Project personnel will be responsible for publishing and
communicating the approved environmental mission, vision, and values statement.

3.1.2.2 ENVIRONMENTAL ASPECTS AND IMPACTS

The strategy for identifying the activities, products or services (aspects) which have the potential to
significantly impact the environment, both negatively and positively (impacts) is to build on the
analysis conducted under the Phase II Process Evaluation Project and integrate the process with the
ISM initiative. The Phase II project has established criteria for the “highest priority” processes. These
processes will be used as a basis for significance and. thus to defining the scope of the EMS project and
establishing the foundation for the BNL EMS program. A SBMS subject area will be developed to
describe the process for identifying environmental aspects that can have a significant impact. The ISM
Initiative will establish a process or facility and project level controls, through the work planning
facility use and experimental safety reviews, for “analyzing ESH hazards/impacts” and keeping the
information up to date in SBMS. Each project manager will be responsible for developing and
documenting the respective procedures and protocols. EMS project personnel will be responsible for
documenting the aspects and impacts procedures in SBMS.

3.1.2.3 LEGAL AND OTHER REQUIREMENTS

Three activities are included in this WBS: development of the BNL Requirements Management
System, Phase II project identification of requiremer.ts related to specific processes, and development
of environmental “subject areas” in SBMS.

The strategy for developing the BNL Requirements Management System is to adopt the PNNL
Requirements Management System, and adapt it to BNL. A team made up of the environmental
professionals from SBMS and Legal will be responsible for developing this system. The deliverables
will include the subject area document describing the: process and a listing of applicable environmental
regulations.

The Phase II project will make regulatory determinations for each of the processes evaluated. The
project manager will document the regulatory determiination process including applicable compliance
requirements.

Revision #1, 09/21/99
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Subject areas in the SBMS provide the requirements basis and associated procedures and records that
must be implemented to comply with the Laboratory program requirements (comparable to the BNL
ESH Standards and SEAPPMs). The strategy for developing the SBMS environmental compliance
subject areas is to adopt the PNNL subject areas, customize as needed for applicable BNL
requirements and operations, and develop subject area documents when no PNNL one exists.

Environmental professionals in ESD and WMD, with input from line personnel, will be responsible for
dpvplnnma the cnhmrt areag in their memﬁ, c areas of experﬁse,

3.1.2.4 OBJECTIVES AND TARGETS

The EMS requirements for objectives and targets will be integrated into the BNL Integrated Planning
(TP) System and Performance Based Management System (PBMS) for establishing Laboratory critical
outcomes, objectives, and performance measures. The strategy is to establish a process team headed
by the IAP/PBMS Project Manager that includes line personnel, environmental professionals, and
EMS Project personnel. The team will develop a process to establish annual objectives/performance

measures. It w111 include a method to review environmental aspects/impacts, evaluate current

performance and identify stakeholder issues, incorporate a process for flowing down requirements to

relevant levels in the orgamzatlon and ensure con51stency with the environmental policy and pollutlon
.prcvcuuuu The PBMS pLUJ €Ct manager will be r xcapuuawu: for uuuu.lucut.ulg the process and
associated procedures developed. The ESD personnel will be responsible for implementing the process
and documenting the annual objectives and targets. The team will also participate in the process.of
developing FY00, and FYO1 performance objectives and measures

3.1.2.5 ENVIRONMENTAL MANAGEMENT PROGRAM

The strategy for developing the Laboratory Environmental Management Program (i.e., an action plan

+ 1-\. fl‘\ 1 ‘\‘ f. I“ na#r\rmonr\n T™man 3 s (opw 1
to achieve the annual objectives and performance measures) will be to integrate the EMS requirements

into the Integrated Planning System established at BNL. This systern will be developed under the
direction of senior LaooratOfy managemert. mcy‘ elements of the Process will include review of
Laboratory objectives and targets, current operational plans and initiatives (including the MSIP
Environmental Program initiatives), regulatory commitments, and Pollution Prevention opportunities.
The process will assign responsibility, actions and time frame for achieving objectives and targets. It
will establish a tracking process, as well a mechanism for revising the action plans for new projects or
changes in existing projects. The team will be responsible for developing and documenting the
process. The Environmental subject matter experts, PBMS and IP staff will also be responsible for

establishing the annual Institutional EM Program.

3.1.2.6 EMS STRUCTURE AND RESPONSIBILITY

The EMS Steward will establish a Working Group, comprised of EMS project manager, ESD and
WMD managers, and the management representatives on EMS to develop the EMS structure,
associated responsibilities, and reporting requirements. Mechanisms for reporting EMS status and
environmental performance will be addressed. The EMS Steward will be responsible for obtaining
manacement annroval and documentine them in the SBMS as a management system degcrmt]on
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document.
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* 1,2.7 TRAINING, AWARENESS, AND COMPETENCY
j
The EMS requirements for this program element will be integrated into the BNL Training and
ﬂlmliﬁraﬁnn Qvefem (TRrﬂQ\ The T&ﬂq m'nipr'f manager fnopﬂmr with the EMS nrm'prf trainer will
be responsible for updatmg the BNL TraJmng Pohcy, procedu:es and related documents as needed to

flant tha TAAQ 1 anll th A
reflect the EMS training requirements, specifically the job hazards/training requirements matrix, job

training assessments, and competency reqmrements They will also be respon51ble for developmg a
General Employee Environmental Protection Training course. Material from this course will be used
to revise the BNL General Employee Training and Contractor/Vendor Orientation courses. The T&QS
project manager will be responsible for coordinzting the execution of these tasks and documenting this
management system in SBMS.

3.1.2.8 COMMUNICATIONS

The strategy for implementing this EMS program element is to integrate EPA requirements for

community outreach and ISO requirements for communications into the BNL Strategic
Communications Initiative develnned by Community Involvement, Government, Public Affairs

(CIGPA) Directorate. The deputy for CIGPA will be responsible for coordinating the execution of

4T +aals +ahlichi o that maate ENICQ 1 3 v 1 T
these tasks, establishing a process that meets EMS requirements, and delivering documented internal

and external communications procedures for inclusion in the SBMS as needed. The Directors Office
will be responswlc for cbtdoubm.ug, uuuu.xucuuu;, and corm‘n"u.mcaung the Laboratory y-w1uc
correspondence and commitments tracking system used, among other things, to track requests for
information on environmental issues. The EMS project personnel will provide assistance and technical
expertise on EMS program requirements. Each Management Representative on EMS will establish a
channel for replying to external requests for environmental information related to their facilities. The
process for internally communicating legal and other requirements will be established by the SBMS
Project Manager as part of the Requirements Mznagement System. Communication of specific
regulatory requirements will be augmented by technical assistance provided by the Environmental

Specialists in ESD and WMD.
3.1.2.9 EMS DOCUMENTATION

The EMS Project personnel will create the docwmnents needed to satisfy the requirements of the BNL
CRMS Nacnment Hierarchy for EMS. This documentation will include an EMS Manual (nrncrmm
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‘ descnp’uon) document and the EMS Management System description document. The EMS Manual
describes the core elements of the BNL EMS, its interdependence on other management systems, and
the institutional level documents, procedures and records that support the EMS. The EMS Manual will
be compiled using the documents submitted by e¢ach of the project managers responsible for the
Institutional EMS program elements. The EMS Management System Document will be developed in
conformance with SBMS requirements. After the EMS project is implemented in each of the
Laboratory Directorates, this EMS Manual will e amended to include the facility and level

documentation for each Directorate, thus reflecting the BNL EMS document hierarchy.
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3.1.2.10 DOCUMENT CONTROL

The existing Laboratory program for Document Control will be enhanced and revised to reflect the
EMS SBMS requirements. The QM Office will provide support personnel to establish a working
group of Quality Representatives and line personnel to review and either adopt or adapt the PNNL
Document Control System. The QM Office will be responsible for facilitating the working group and
delivering a written Document Control system for incorporation into SBMS.

3.1.2.11 OPERATIONAL CONTROLS

Three activities are included in this EMS program element: Phase II identification and evaluation of
the adequacy of operational controls (both administrative and engineering controls) and pollution
prevention opportunities, development of the ISM system for “identifying and implementing controls”,
and enhancement of the Pollution Prevention (P2) Program.

The Phase II project manager will be responsible for documenting the processes used to identify and
evaluate operational controls and pollution prevention opportunities. The EMS Project Manager will
be responsible for incorporating these processes and supplier/contractor requirements for operational
control into BNL EMS procedures in a manner consistent with the ISM system. The ISM Project
Manager will be responsible for updating the work planning documentation, as needed, in SBMS to
reflect EMS requirements for operational controls. The Pollution Prevention Program Manager will be
responsible for updating and enhancing the Laboratory P2 program to reflect the Phase II process,
documenting the P2 program in SBMS, and orchestrating the implementation of the P2 opportunities
identified. Lastly, the EMS project personnel will be responsible for coordinating the integration of
these projects.

3.1.2.12 EMERGENCY PREPAREDNESS AND RESPONSE

The existing Laboratory Emergency Program will be enhanced and revised to incorporate the EMS
requirements. Support personnel from the Emergency Services Division, Emergency Planning Team,
will review the applicable PNNL subject areas and existing BNL response protocols (i.e., ESH
Standards, Spill Response procedures and, BNL Spill Prevention and Control Plan). The Emergency
Planning Team will be responsible for integrating these protocols and the EMS requirements into the
Laboratory Emergency program, documenting the EMS requirements for Emergency Preparedness and
Response in the SBMS format, and updating the associated Laboratory Emergency Program
documents as needed (i.e., the BNL Emergency Plan, ESH Standards, and Emergency Training
Program).

3.1.2.13 MONITORING AND MEASUREMENT

Five activities included in this WBS are: enhancement of the Laboratory Environmental Monitoring
Program, evaluation of the applicability of the Phase II project, incorporation of monitoring
requirements into the design of the Integrated Monitoring database, enhancement of the BNL
equipment calibration program, and establishment of a lab-wide system to report periodically on
environmental performance measures. The EMS requirements for measuring performance related to
objectives and targets and evaluating regulatory compliance are covered under WBS 2.4 and 2.5 and
WBS 2.16, respectively. :
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The Laboratory Environmental Monitoring Program will be reviewed and revised to ensure adequate
sampling and analysis of facilities and projects that have the potential to impact the environment in
order to incorporate EMS requirements for monitoring and measurement. The ESD and the Integrated
Monitoring project manager will be responsible for developing and documenting the Laboratory
program requirements in a format that is compatinle with SBMS.

The Phase II project includes processes to make regulatory determinations and identify assessment,
prevention and control requirements. EMS project personnel and Phase II project manager shall
review these processes with respect to EMS monitoring and measurement requirements to determine
how these processes satisfy the EMS requirements, and if so, document the protocols in SBMS.

The Integrated Monitoring Initiative, which has the responsibility to integrate and enhance the BNL
database for environmental data will incorporate the EMS requirements for monitoring and
measurement into the design of the database to ersure facilities have the capability to access their data
on a timely basis. While the database is in its development phase, ESD shall provide semiannual
reports of monitoring results to line personnel.

The existing Laboratory Calibration program will be enhanced and revised to reflect EMS and SBMS
requirements. The QM Office will provide suppert personnel to establish a working group of Quality
Representatives and line personnel to review and either adopt or adapt the PNNL calibration program.
The QM Office will be responsible for facilitating the working group and delivering a Calibration
System document for incorporation into SBMS.

The strategy for monitoring and reporting progress on the annual environmental objectives and
performance measures will be to integrate the EMS requirements into the Integrated Planning System
established at BNL. This system will be developed under the direction of senior Laboratory '
management. Key elements of the process will include tracking and reporting progress on the critical
outcomes, objectives and performance measures. The IP staff are responsible for establishing the

annual Institutional EM Program.
3.1.2.14 NONCONFORMANCE AND CORRECTIVE/PREVENTIVE ACTION

The existing Laboratory program for Nonconform.ance & Corrective/Preventive Action will be
enhanced and revised to reflect the EMS requirements and SBMS. The QM Office will provide
support personnel to establish a working group of Quality Representatives and line personnel to review
and either adopt or adapt the PNNL “Resolving Quality Problems” subject area. The QM Office will
be responsible for facilitating the working group znd delivering a system document that meets the EMS
critenia for nonconformance & corrective/preventive action and SBMS requirements.

3.1.2.15 RECORDS

The existing BNL and PNNL programs for records management shall be reviewed and a system
developed for SBMS. This task will be performed by the Document Control working group
established by the QM Office. Requirements for electronic records will be addressed. Identification of
environmental records will be provided by the environmental professionals of ESD and documented in
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each of the environmental compliance subject areas. Other records required by ISO 14001 shall also
be identified in the respective subject areas.

3.1.2.16 ENVIRONMENTAL AUDITS

The strategy for developing the BNL EMS Audit element will address both an EMS and a regulatory
compliance component. The requirements for the EMS audit will be based on the ISO 14001 standard;
the requirements for the regulatory compliance audit will be based on the EPA Environmental
Leadership Program (ELP) Compliance Audit Guidelines. The Integrated Assessment project manager
will be responsible for developing the self-assessment program requirements that include EMS and
regulatory compliance audits, and documenting in SBMS. The EMS project staff shall develop the
subject area for environmental assessments in SBMS. Technical assistance will be provided by the
environmental professionals, quality management staff, and EMS project personnel.

3.1.2.17 MANAGEMENT REVIEW

The strategy for developing this EMS element is to integrate the requirements for Management Review
with the requirements for Performance Based Management System, Integrated Assessment Program
and Integrated Planning initiatives. The project manager for these initiatives will be responsible for the_
overall structure and requirements for these systems and documenting them in SBMS. The EMS

project staff shall develop the subject area for environmental assessments in SBMS. EMS project
personnel will provide technical assistance and the EMS project manager will be responsible for
conducting the Laboratory EMS Management Reviews in FY 99-01.

FACILITY EMS PILOT PROGRAM (WBS 3.0)

It will include the following:

- management support, both commitment and resources;
- adoption of the institutional EMS requirements; and

- project management and reporting activities.

98]
It
[FS)

Pilot programs will be used in the EMS project for the following three reasons:

- Enable facilities with a high potential to impact environment to expedite implementation and
prepare for ISO registration.

- Provide line management input on the Institutional EMS program requirements as they are
being developed.

- Develop case studies for EMS implementation and prototypes for Laboratory wide application.

Two facilities were recommended for the pilot program and one facility volunteered: Waste
Management Division, Reactor Operations and RHIC Project, respectively. A uniform strategy for
implementation was developed to facilitate deployment in the pilot facilities and eventual transferal to
the balance of the laboratory. The implementation plan includes the following key elements:

- Obtain management commitment and establish an EMS Team

- Perform a gap analysis (at the facility level) and develop action plan

- Complete Phase II process evaluations and implement corrective action plan

- Test the Institutional EMS program requirements and provide feedback for improvement
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- Implement Institutional EMS program

- Deploy Communications plan in their facilities

- Develop facility specific training program: and train employees
- Assess readiness

- Procure registrar and obtain ISO registration.

The EMS Implementation Team, headed by the Management Representative on EMS, will be

responsible for the pilot program implementation. Activities include:

- Establishment of an EMS Implementatior. Team R2A2

- Development of facility implementation strategy for the Institutional EMS Program
requirements

- Performance of gap analysis and development of facility action plan

- Coordination of EMS and Phase II process evaluation implementation

- Interface with facility personnel responsible for related BSA initiatives; development of facility
level EMS documentation

- Revision of facility training program and admuustratlon of employee training

- Participation in assessments (self assessment and independent assessments) and follow-up
activities

- Procurement of ANSI-RAB registrar for ISO registration

The EMS project personnel will provide technical assistance to ensure success, including:

- EMS implementation guidance, reference materials, cost accounting protocol, and prototype
training program

- EMS communication campaign

- Facility EMS documentation review and approval

- Independent assessment coordination (Independent Oversight Office, DOE, BSA Corporate)

- ISO registration support

EMS COMMUNICATIONS PLAN (WBS 4.0)

An EMS communications campaign will be deve.oped and implemented to ensure employee awareness

of the BNL EMS initiative and to share EMS infcrmation with external stakeholders, including EMS

professional organizations. A communications plan will be developed for the EMS Project. CIGPA

personnel are responsible for providing technical assistance in the development of the EMS

Communications Plan, coordinating and implementing external communications, and publishing

laboratory wide internal communications. EMS Project personnel are responsible for performing the

following activities:

- Develop and document EMS Communications Plan

- Develop and distribute EMS brochures and posters.

- Provide EMS updates and technical expertise to CIGPA staff for internal and external
publication

- Develop and deliver EMS presentations to Laboratory personnel, EMS professional
organizations, and external stakeholders
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EMS TRAINING (WBS 5.0)

EMS training will be provided in three general areas:
- EMS Awareness

- Job specific training

- Specialized EMS training

A general employee Environmental Protection Training course will be developed to provide an
overview of the BNL EMS with particular emphasis on the ISO 14000 requirements, compliance
assurance, roles, and responsibilities, and pollution prevention. Segments of this course material will
be used to revise existing awareness training programs such as General Employee Training and
Contractor/Vendor Orientation, (WBS 3.1.2.7) . This course material will be delivered to all BNL
employees, contractors, guests and visiting scientists in a manner that is effective and efficient.

In addition, EMS Overview Training will provide background on the structure of an ISO 14001 EMS,
convey BNL’s environmental policy, and provide an overview on BNL’s EMS Impiementation
strategy. The target audience is Level 1-3 Line Managers and ESH professionals.

Job specific training will be developed to train operations personnel whose job has the potential to
impact the environment. (refer to WBS 3.1.3, Prepare for Training (Pilot Facility) Employees, and
WBS 3.2). Facility personnel will develop the training program using a generic format and prototype
provided by the EMS project trainer. The learning objective is to provide the target audience with
knowledge of environmental impacts associated with their job, the consequences of these impacts (both

positive and negative), and their responsibility to prevent, respond, and mitigate the occurrence of these

impacts. Opportunities to reduce or eliminate the potential impact through pollution prevention and
waste minimization techniques will also be addressed.

Lastly, EMS project personnel, the Management Representative on EMS and his/her implementation

teams will be provided training specific to their EMS project implementation responsibilities. Two

training courses that are appropriate for this target audience are:

- EMS Implementation Training for facility EMS Team members and EMS Project personnel

- Internal Environmental Auditor Training for Management Representatives on EMS (or
designee) and select environmental professionals in ESD, IO staff, and QM staff

The option of procuring Internal Auditor Training and EMS Overview training courses with the
optional Train-the-Trainer program will be considered to enable the delivery of training with
implementation of EMS in each facility at minimum cost. The EMS Implementation Training course
will be based on existing training materials, such as those provided by EPA and the National Science
Foundation or other EMS consultants. The EMS Project trainer will be responsible for coordinating
the EMS training activities during EMS project implementation.

EMS PROGRAM ASSESSMENTS (WBS 6.0)

Several mechanisms will be employed to assess the readiness of the BNL EMS program. In addition to
the Gap Analyses (refer to WBS 3.2, Deploy EMS Pilot Facilities and 7.18, Facility Deployment) and
the program for Self Assessment that will be implemented in the pilot program and facility/project
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programs(refer to WBS 3.1.2, Prepare for Assessment Activities; 3.2, Deploy EMS at Pilot Facilities;
and 7.18, Facility Deployment), this element provides for the following assessments:

- EMS Project Self-Assessments

- BNL Independent Assessment of Institutional EMS program

- BNL Independent Assessment of Pilot prog-ams

- BNL Independent Assessment of Directorats EMS program

- BSA Corporate Oversight Assessment

- DOE Phase IIT Audits

- ISO Registration Audit for select facilities (-efer to 3.1.3)

- Others, as other DOE audits

The EMS Project Manager will be responsible for conducting annual self assessments of the EMS
Project, coordinating the BNL independent assessments of the Institutional program, the pilot
programs, and the Directorate EMS program; and hosting all external audits of the EMS program
during the tenure of the EMS project. The Independent Oversight Office and/or external consultants
will conduct the above mentioned BNL independent assessments. BSA Corporate Oversight
Assessments will be coordinated through the Director’s Office. DOE Phase III Audits, as required by
the EPA/DOE MOA, will be coordinated by DOE-BHG. The third year audit will be used as the
independent audit for the Laboratory to self-declare conformance to ISO 14001. ISO registration
audits will be coordinated through the EMS Project Manager, however the facilities requiring
registration will pay for the costs of these audits, unless DOE-BHG agrees to have the third year audit
(required by the MOA) conducted by an ISO accrecited registrar. In this case the cost of the audit will
be borne by DOE-BHG. Each assessment will be documented and a corrective action plan will be
developed for any finding or non-conformance identified.

The EMS project manager will be responsible for scoping the BNL audit; the auditors will be
responsible for writing the audit report; and the EMS project manager will be responsible for writing
the corrective action plan with input from the respective project managers and management
representatives on EMS.

To satisfy BSA/DOE contract requirements, the EMIS project personnel in conjunction with the BNL
NEPA coordinator will develop an identification process for nominating facilities that should pursue
ISO registration. This process will be documented and the candidate facilities submitted to DOE for
approval.

INSTITUTIONAL EMS PROGRAM DEPLOYMENT (WBS 7.0)

Deployment of the EMS Program throughout the Laboratory will be initiated in the second year of the
project, after the Institutional Program requirements are established and the pilot projects are complete.
The degree to which each Department/Division adopts or adapts the Institutional EMS shall determine
the costs of implementation. By developing a uniform management system for each Directorate,
augmented with facility specific procedures only as required, implementation costs can be reduced.
Development of a uniform management system for each Directorate will also increase the likelihood
that the systeras will conform when evaluated by an independent assessor. Therefore, it is proposed
that each ALD establish an EMS within their Directorate that is consistent with the Institutional EMS
Program requirements and uniformly implemented in the Departments/Divisions that they manage.

Revision #1, 09/21/99



)
ya—y
o0

1S}

BNL EMS Project Management Plan 36

The approach used will follow the pilot program format (refer to Section 3.1.3), incorporating lessons

learned by these pilot facilities. However, the following activities are not performed in this phase of

the project implementation:

- Test and provide feedback in Institutional EMS Program (opportunities will be available to the
facilities again during the Program Improvement phase)

- Develop job specific training program

- Procure registrar and obtain ISO registration.

EMS project personnel will be responsible for providing technical assistance to the facilities and
projects and reviewing EMS documentation. Facility and project personnel will be responsible for
implementing the institutional EMS program, documenting facility/project specific EMS
documentation, training employees, and implementing ail related BSA management system initiatives.

EMS PROGRAM IMPROVEMENT (WBS 8.0)

Specific program improvement activities that will be performed during implementation of the EMS
project include:

- Review and revision of significant environmental aspects/impacts
- Review and revision of objectives and targets

- Lessons learned from pilot facilities

- Development of continuing environmental training program.

- Rev1ew and revision of Institutional EMS program requirements
- Tanlanac to the BNT EMS Webgite with additional EMS weh page

raesv S,
envuonmental database queries.

EMS Proj ect personnel are responsible for coordinating the improvement initiatives during the EMS

pf@_] ect 1mplemen[auon I‘UIUIC 1mpr0vemen[s Wlll DC me I'CSpODSlDHlIy OI tne BIVID Management
System Owner.

EMS PROJECT TRANSITION/ CLOSEOUT (WBS 9.0)

The activities associated with this element include transition of responsibility from EMS project
personnel to management system owners and line management, and development of final project
report. EMS project personnel will be responsible for revising R2A2 as requlred and writing the final
project report.
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not be changed without the concurrence of the EMS Project Manager as prescribed in the Baseline
Change procedure. The milestones will be used for control and reporting within the schedule baseline
for the project. The model used to estimate project resource requirements at the facility level is
included as Appendix 4. A detailed schedule is used for internal purposes only by EMS project
personnel to guide deployment of the project, however, all Level III and lower milestones are subject
to change by the designated lead that is assigned to the task.

MILESTONE COMMITMENTS

The scheduled milestone commitments are listed on the Milestone Control Log, Figure 5. The
milestone dates listed in the control log are based on the schedule baseline developed for the project.

PROJECT DELIVERABLES

Deliverables for this project consist of Plans, EMS Documentation, and Progress Reports. These
specific deliverables are listed below.

Plans:
- EMS Project Management Plan
- Facility EMS Action Plans

EMS Documentation:

- EMS Manual

- EMS Management System Description Documents (as per SBMS format)

- Facility EMS Documentation Index

- Facility specific procedures and records, as necessary, to satisfy EMS documentation
requirements '
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EPA PHASE liI:
EMS Project Level | Summary Schedule

9/99
1998 1999 2000 2001
iD wBs Task Name Duration Start Finish aiJazfa3[as[at[azfa3]as[aiJaz[a3]a4 [aiaz[a3[q4 | Qi
o (o EPA PHASE Il 1053 days| Thu 1/1/98| Tue 1/1/02 M 1
1 1 EMS PROJECT INITIATION 178.2 days Tue 4/28/98| Thu 12/31/98 128 ':' 12131 :
35 {2 ESTABLISH INSTITUTIONAL EMS 219 days Wed 7/1/98 Fri 4/30/99 ."-'1 : 4[33‘:
249 |3 Develop Facility EMS Pilot Program 30days|  Wed 798| Thuoisois| . ':' ors0
v ' l ; :
427 |4 Deploy EMS Communication Program 781 days Thu 1/1/98| Mon 12/18/00 p— : : " 12118
479 15 EMS TRAINING 388 days| Mon 7/13/98 Fri123189) 13 @ 1 2/37'
513 |6 Assess Laboratory EMS Program 951 days| Mon 5/25/98 Tue 1/1/02 5125 ' - 4— 1
, v H
598 |7 Deploy Institutional EMS 744 days Mon 3/9/98 Mon 1/1/01 H : : n .
1244 |8 improve Program 456 days Mon 3/15/99| Thu 11/30/00 3“35‘ . 11130
1270 {9 Transltion/Closeout Project 132 days Mon 7/3/00 Mon 1/1/01 713 "3 n
1276 |10 PROJECT SUPPORT 639 days Mon 8/3/98 Mon 1/1/01 8/.’1 ' "
Task I Rolled Up Critical Task IER—
Task Progress meeeemmmmmms  Rolled Up Milestone ',I‘
Critical Task Baseline Summary
Critical Task Progress Senamsmmmmmm  Rolled Up Baseline
Project: EPA PHASE 1l Baseline Rolled Up Baseline Milestone <>
Date: Mon 9/20/99
Milestone * Rolled Up Progress
Baseline Milestone <> Split
Summary ~ External Tasks
Rolled Up Task e Project Summary
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ragye 1 i 1
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EPA PHASE Ili:

EMS Project Level Il Summary Schedule

9/99
1998 1999 2000 2001
) WBS Task Name Duration Stant Finish at[a2[a3fad4{a1]az[asJa4[atJaz[a3a4 [ar1 [az[a3]ad [
o |0 EPA PHASE 1l 1053 days| Thu 1/1/98| Tue 1/1/02 " 1
1 1 EMS PROJECT INITIATION 178.2 days Tue 4/28/98% Thu 12/31/98 128 .—:__' 12131
2 1.1 Assign Project Manager 13.2 days Tue 4/28/98 Fri 5/15/98 128 ' 5“5’
5 1.2 Review Scope of EMS Project 53.33 days Frl 5/1/98 Wed 7/15/98 o " 715
— T 2on]
11 1.3 Develop Project Plan 100 days Mon 6/1/98] Sun 10/18/98 61 .:' 1@)/18
18 (14 Obtaln Management Commitment 128 days Wed 7/8/98 Thu 12/31/98 718 H 1231
23 15 Estabiish EMS Project Team 85.6 days Fri 6/5/98 Fri 10/2/98 6/5 ':‘:1—0?2
29 1.6 Establish Project Budget Account 75 days Thu 6/18/98 Wed 9/30/98 618 .—_—. 91::’0
M 17 M3; PROJECT INITIATED Odays| Thu12/31/98| Thu 12/31/98 <>k 12031
3B |2 ESTABLISH INSTITUTIONAL EMS 219 days Wed 7/1/98 Fri 4/30/99 7 /-'1 : 2 /33’
36 |21 Establish Environmental Policy (ISO 4.2) 22 days Mon 11/2/98 Tue 12/1/98 1172 ' 1211
41 {22 Establish Environmental Aspects/impacts 77days| Mon 117298  Tue 2/16/99 "5
~ __(1Is04.3.1) 12 218
51 (23 Establish Legal & Other Requirements 108 days Mon 11/2/98 Wed 3/31/99 )
{150 4.3.2) iz H 331
8t (24 Establish Objectives and Targets (ISO 85 days Mon 11/2/98 Frl 2/126/99 i
433) ’ 112 “ 2/26
97 |25 Establish Environmental Management 86 days Fri 1/1/99 Fri 4/30/99 i
Program (1SO 4.3.4) m h 4/30
112 |2.6 Establish EMS Structure & Responsibility 65 days Mon 11/2/98 Fri 1/29/99 i
(1ISO 4.4.1) iz " 128
123 |27 Establish Training, Awareness and 85 days Mon 11/2/98 Fri 2/26/99 i
Competency (ISO 4.4.2) 2 .I;" 2126
129 |28 Establish Communications (ISO 4.4.3; 85 days Mon 11/2/98 Sun 2/28/99 "
EPA Community Outreach) ne 2028
136 |29 Establish EMS Documentation (ISO 4.4.4) 110 days| Mon 11/30/98 Fri 4/30/99 11130 “ 4130
143 |2.10 Es(ab_llsh Document Control (ISO 4.4.5) 88 days Thu 10/1/98 Sat 1/30/99 1011 “ 1130
149 |2.11 Establish Operatlonal Control (1SO 4.4.6) 108 days Mon 11/2/98 Wed 3/31/99 112 ” 3131
165 {2.12 Establish Emergency Preparedness and 131 days Mon 8/3/98 Mon 2/1/99 H
Response (IS0 4.4.7) 813 n
176 1213 Establish Monitoring and Measurement 151 days Mon 8/3/98 Frl 2/126/99 83 H 2126
(ISO 4.5.1, Compllance Assurance 2b) _
198 {214 Nonconformance & Corrective/Preventive 154 days Wed 7/1/98 Fri 1/29/99 m H 129
Action (ISO 4.5.2, Compliance Assurance
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EPA PHASE lll: '
EMS Project Level Il Summary Schedule

9/99
1998 1999 2000 2001

D wBs Task Name Duration Start Finish at|a2[a3Jasfai[a2[a3[asfarfaz[a3]as (a1 Jaz[a3 a4 [ai
208 |2.15 Records (I1SO 4.5.3) 183 days Wed 7/1/98 Thu 3/11/99 n ﬁ a1 :
223 |2.16 Environmental Auditing (IS0 4.5.4; 75days| Mon112/98] Fri 2712790 "

Compllance Assurance 3a, 3c, 3d, 3e) Mz 212
236 |27 Management Review (ISO 4.6) 75 days Mon 11/2/98 Fri 2112/99 112 " 2112
248 [2.18 M2: INSTITUTIONAL EMS PROGRAM 0 days Fri 4/30/99 Fri 4/30/99 * 4/30

COMPLETE o
249 3 Devetop Facility EMS Pilot Program 330 days Wed 7/1/98 Thu 9/30/99 7 .—‘-__:“__w 9150
250 |3.1 PREPARATIONS FOR PILOT FACILITIES 219 days Wed 7/1/98 Fri 4/30/99 m .:4— ;
264 13.2 Deploy EMS at Piiot Facilities 330 days Wed 7/1/98 Thu 9/20/00 ) ':' 9,30
265 (3.2.1 RHIC ) 289 days Wed 7/1/98 Thu 8/5/?9 71 ':_' 8/5
318 322 Waste Management Division: WMD 267 days|  Tue9/1/98|  Fri9/3/99 on '———;—_v o3
372 1323 Reactor Operations 286 days Tue 9/1/98 Thu 9/30/99 o .:' ori0
427 |4 Depivy £MS Cunmunicaiion Frogram 781 days Thu i/1/98 | Mon 12/18/0U H : " 12118
428 (4.1 Develop EMS communications plan 151.73 days Frl 7/31/98 Fri 2/26/99 7131 .:" 2126 H
434 4.2 implement EMS Communication Plan 767 days Thu 1/4/98| Tue 11/28/00 : w 11128
472 (43 Participate In Professional EMS 654days| Mon 6/29/98| Mon 12/18/00 v : : :

Organizations (trigger) 6/29 H " E 12/18
479 {5 EMS TRAINING 388 days Mon 7/13/98 Fri 12/31/99 713 . - 1231 .

v

480 |5.1 tdentify training needs for EMS Project 56.47 days Tue 7/14/98 Wed 9/30/98 7114 " 9,é0 :
482 15.2 Provide Internal Auditor Training Course 286 days Tue 9/1/98 Thu 9/30/99 gﬁ’v : vlé'/ao
488 15.3 Provide EMS Implementation Course 366 days Mon 7/13/98 | Tue 11/30/99 713 . : *-1 130
494 154 PROVIDE LEAD AUDITOR TRAINING 88 days Thu 10/1/98 Fri 1/129/99 ; :

COURSE 101 H 1129 :
498 |5.5 Provide EMS Overview Course 300 days Mon 7/13/98 Tue 8/31/99 7113 . am’
504 |56 M3: PILOT PORJECT TEAMS TRAINING Odays| Wed3/31/99|  Wed 3/31/99 * 3131 :
505 |57 M3: BALANCE OF PROJECT TEAM 0 days Fri 12/31/99 Fri 12/31/99 * 12134

TRAINING
506 |5.8 DEVELOP GENERAL EMPLOYEE 219 days Fri 1/1/99| Sun 10/31/99 " H 10’31

ENVIRONMENTAL TRAINING
512 |58 UPDATE GET & CONTRACTOR VENDOR 44 days Sat 5/1/99 Tue 6/29/99 511 6/29 ,

COURSE W/EMS INFORMATION |




EPA PHASE IlI:

EMS Project Level il Summary Schedule

9/99
1998 1999 2000 2001
ID WBS Task Name Duration Start Finish aifazja3Jad[a1Ja2]a3Ja4[a1Ja2JasTas a1 Ja2]ea] a4 [ai
513 (6 Assess Laboratory EMS Program 951 days Mon 5/25/98 Tue 1/1/62 5128 - - % ii
514 6.1 Develop identification method for 48 days Mon 7/27/98 Wed 9/30/98 “
1SO-registered candidate faciiitles 2z 9’30
525 16.2 Perform Project Selt Assessment 542 days Tue 8/15/98 Sat 9/30/00 s ' : qg 130
533 |63 Perform Internal Independent Assessment 131days| Mon 1/4/98|  Thu 7/1/99 - . - :
of EMS Program . ik
539 |64 Host Batelle Corporate Assessment of 880 days Tue 9/1/88 Tue 1/1/02 H:
EMS Program, as scheduled o Y
546 |6.5 Host DOE Independent Audits (trigger) 656 days Mon 5/25/98| Wed 11/15/00 525 ' s
570 {6.6 OBTAIN ISO REGISTRATION 421 days Mon 3/1/89 Fri 9/29/00
508 |7 Daploy Institutional EMS "744days|  Mon 3/8/98 Mon 1/1/01
599 |7.4 Deploy Policy 0 days Frl 1/29/99 Fri 1/29/99
600 7.2 Deploy Aspects/impacts 198 days Mon 2/1/99{ Sun 10/31/99
604 |7.3 Deploy Legal & Other Requirements 478 days Mon 3/1/99| Sun 10/31/99
612 (7.4 Deploy Objectives/Targets 530 days Tue 6/30/98 Frl 6/30/00
622 |15 Deploy EM Program i 662 days | Wed 7/1/98 Mon 1/1/01
653 {7.6 Deploy EMS Structure & Responsibllity 20 days Mon 1/4/99 Frl 1/29199 4 1129
655 (7.7 Deploy Training, Awareness and 278 days| Tue 10/13/98 " "Sun 10/31/99 10113 - 105,31
Competency i : :
656 |7.8 Deploy Communications 0 days Fri 2/26/99 Fri 2/26/99 ;
657 [7.9 Deploy EMS Documentation 101 days Mon 3/1/88 Thu 7/15/99 ';3“ 7/1'”
667 |7.10 Deploy Document Control 1 day Wed 6/2/99 Wed 6/2/99 ':"%12 . 82
669 17.11 Deploy Operational Controls 198 days Mon 2/1/98| Sun 10/31/99 ym 10/31
672 (7.12 Deploy Emergency Preparedness & 412 days Mon 3/9/98 Thu 9/30/99 H__——_—___. o 130
Response :
677 1713 Deploy Monitoring & Measurement 198 days| Thu12/31/98} Thu 9/30/89 12131 ':ﬁ 9,30
683 |7.14 Deploy Nonconformance & 1 day Wed 6/2/99 Wed 6/2/99 .:. i
Corrective/Preventive Action : 612 . 612
685 |7.15 Deploy Records 1 day Wed 6/2/99 Wed 6/2/99 ':'SIZ . 6!2
687 |7.16 Deploy Environmental Auditing 67 days Wed 7/1/98 Thu 10/1/98 m 10“

Page 3 of 5




EPA PHASE Ili:

EMS Project Level Il Summary Schedule

9/99
1998 1999 2000 2001
D WBS Task Name Duration Start Finish at]az2fasfa4[aiJaz]a3[ad[ai[az] @3] a4 [ai [az [Q3 [ a4 | aF

688 |7.17 Deploy Management Review Process 331 days Thu 7/1/199 Fri 9/29/00 ':." 1 129
695 |7.18 Facllity Deployment 314 days Wed 4/28/99 Sat 7/1/00 4/28 "———ﬁ m
1243 }7.19 M1: LABORATORY SELF-DECLARES 0 days Sat 9/30/00 Sat 9/30/00 i <>

CONFORMANCE T0 1SO 5 930
1244 |8 Improve Program 456 days Mon 3/45/99| Thu 11/30/00 31{5‘
1245 8.1 Improve Institutional EMS Program 456 days Mon 3/15/99| Thu 11/30/00 31{5‘ *. 11130
1262 |8.2 Improve EMS Program 177.47 days|  Wed 3/1/00| Tue 10/31/00 ':‘-3“ P— 1 o131
1265 18.2 IMPROVE ENVIRONMENTAL TRAINING 176 days Mon 4i3/66| Thu 11/30/00

PROGRAM . ?/3W w 11/30
1270 |9 Transition/Closeout Project 132 days Mon 7/3/00 Mon 1/1/01 { :

73 .:' 7
1271 |94 write final project report 65days| Tue10/3/00]  Mon 1/1/01 :
|

1272 {9.2 Develop Project Transition and Closeout 131 days Mon 7/3/00| Sun 12/31/00

Plan
1273 |9.3 revise R2A2 65days| Mon 10/2/00]|  Fri 12/29/00
1274 19.4 M3: EMS PROJECT TRANSITIONED/ FINAL Odays| Sun 12/31/00( Sun 12/31/00

REPORT COMPLETED
1275 |10 PROJECT SUPPORT 639 days Mon 8/3/98 Mon 1/1/01
1276 110.1 Track & Report Progress (over 2.5 years) 634 days Mon 8/3/98( Mon 12/25/00
1277 [10.2 provide bi-monthly status reports to 520 days| Mon 11/30/98| Tue 11/28/00 |

management (TRIGGER)
1278 110.3 administer change control of Project Plan 529 days| Mon 11/30/98| Tue 11/28/00
1279 |10.4 provide quarterly reports to DOE 529 days| Mon 11/30/98| Tue 11/28/00

{TRIGGER)
1280 |10.5 provide periodic reports to EPA 534 days| Mon 11/23/98| Tue 11/28/00
1281 110.6 M1: PROJECT COMPLETE: EMS 0 days Mon 1/1/01 Mon 1/1/01)

OPERATIONAL
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9/99
Task maesessmmams  Rolled Up Critical Task [T
Task Progress emsessssmmay ~ Rolled Up Milestone ,Q
Critical Task ZZZZ7727777272777)  Baseline Summary
Critical Task Progress _ Rolled Up Baseline
S’a ‘:E%::Q;;?;;}SE m Baseline Rolled Up Baseline Milestone <>
Milestone +* Rotled Up Progress [
Baseline Milestone <> Split
Summary _ External Tasks 5 3
Rolled Up Task Ssssmes———  Project Summary PR———
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EPA PHASE Ili:

EMS Project Summary Critical Path

9/99
1998 1999 2000 2001

1D wBs Task Name Duration Start Finls az2]asasfat]az]as]a4[at]az[a3]ads]|at[az]as[a4

o 10 EPA PHASE 1l 1053 days| Thu 1/1/88| Tue 1/1/02 - i -

11 EMS PROJECT INITIATION 178.2days| Tue4/28/98| Thu 12/31/98

35 |2 ESTABLISH INSTITUTIONAL EMS 219 days Wed 7/1/98 Fri 4/130/99 m
249 |3 Develop Facility EMS Piiot Program  330days|  Wed7/1/98|  Thu 9/30/99 | .::' 0/30
427 |4 Deploy EMS Communication ProgramA T 781 days Thu 1/1/98 | Mon 12/18/00 * w 12118
479 |5 EMS TRAINING 388 days Mon 7/13/98 Fri 12/31/99 3 T v 1”3?’ )
513 |6 Assess Laboratory EMS Program 951 days Mon 5/25/98 Tue 1/1/02 .7 ~
598 {7 " Deploy Institutional EMS 744 days Mon 3/9/98|  Mon 17101 q - 1”_:'
599 |7.1 Deploy Policy 0 days Frl 1/29/99 Fri 1/29/99
600 7.2 Deploy Aspacts/impacts o 198 days Mlon 211/081 Sun 10/31/00 2“-é—"—_ﬁ %10131
604 |7.3 Deploy Legal & Other Requirements 178 days|  Mon 3/1/99| Sun 10/31/98 3,-;';” 1 o031
612 |74 Deploy Objectives/Targets 530 days Tue 6/30/98 Fri 6/30/00 . wao
622 |7.5 Deploy EM Program 662 days Wed 7/1/98 Mon 1/1/01 4 .:ﬁ "
653 [7.6 Deploy EMS Structure & Responsibility 20 days Mon 1/4/99 Fri 1/29/99 m:' 4429
655 177 - Deploy Training, Awareness and Competency 278days| Tue 10/13/98| Sun 10/31/98| .. @ 4 5313 1
656 17.8 Deploy Communlications 0 days Fri 2/26/99 Frl 2/26/99
657 |7.9 Deploy EMS Documentation 101 days Mon 3/1/99 Thu 7/15/99 F:’”j "15-§'
667 |7.40 - Deploy Document Control 1day! Wed6/2/98|  Wed 6/2/89 mz W
669 |7.11 Deploy Operational Controls 198 days Mon 2/1/99| Sun 10/31/99 mh 5510,31
672 |7.12 Deploy Emergency Preparedness & Response 412 days Mon 3/9/98 Thu 9/30/99 ﬁ. 9;}30
677 17.13 Deploy Monitoring & Measurement 198 days| Thu 12/31/98 Thu 9/30/99 12131 ':“ 9;30
683 |7.14 Deploy Nonconformance & Corrective/Preventive Action 1 day Wed 6/2/99 Wed 6/2/99 " 62 . 6/%2
685 17.15 Deploy Records 1 day Wed 6/2/99 Wed 6/2/99 ':!EIZ . 6/%2
687 |7.16 Deploy Environmental Auditing ) 67days|  Wed 7/1/98|  Thu 10/1/98| , %/1 '

[ e e S




EPA PHASE IiI:
EMS Project Summary Critical Path

9/99
1998 1999 2000 2001
ID wBS Task Name Ouration Start Finish az2]asfad[ar{az[a3]as]|ai[az]a3]as[ai[az[a3]aa
688 {7.17 Deploy Management Review Process 331 days Thu 7/1799 Fri 9/29/00 -l YTV _—
o l"f*’?—ﬁ"v LT
695 |{7.18 Facitity Deployment 314 days Wed 4/28/99 Sat 7/1/00 4Ii28 —‘—-' m
696 |7.18.1 APPLY LESSONS LEARNED FROM PIL . )
oTs 145.47 days| Wed 4/28/99 Frl 11/12/99 4i28 " 112
702 |7.18.2 EM Directorate: EM 266 days Thu 7/1/99 Sat 7/1/100 M .::' 7
756 17.18.3 Facility & Operations: FO 266 days Thu 7/1/199 Sat 7/1/00 " .:———j m
810 }[7.18.4 Basic Energy Sciences: BES 266 days Thu 7/1199 Sat 7/1/00 " .::' It
864 |7.18.5 RHIC Directorate: RHIC (CAD/AGS) 266 days Thu 7/1/99 Sat 7/1/00 m '::;i“
865 |7.18.5.1 Project Planning: RHIC (CAD/AGS) 87 days Thu 7/1/99 Fri 10/29/99 m " :10[2‘
866 |7.18.5.1.1 *Establish EMS Team/R2A2 y 87 days Thu7/1/99 |  Fri 10/20/99 m
867 |7.185.12 Eslablish Cost Accounting System 87 days|  Thu7/1/99|  Fri 10729799 " |ﬂ7 . ‘5)/29
868 |7.18.5.1.3 Define facllities/projects included in deployment - 87 days Thu 7/1/99 Fri 10/29/99 7 i 4 0 129
869 ]7.18.5.1.4 Conduct Gap Analysis 87 days Thu 7/1/99 Fri 10/29/99 7 1 8,29
870 |7.18.5.1.5 *Review Phase Il Evaluation 87 days Thu 7/1/99 Fri 10/29/99 7 :
871 |7.18.5.1.6 Develop Action Plan for WBS 2.0, Program ] 87 days Thu 7/1/99 Fri 10/29/99 71
- Implemeniation .
872 |7.185.1.7 M3:RHIC (CAD/AGS) PROJECT PLANNING 0 days Fri 10/29/99 Fri 10/29/99
... COMPLETED -
873 17.18.5.2 PROGRAM IMPLEMENTATION: RHIC (CAD/AGS) 195 days Mon 9/6/99 Tue 5/30/00 o
874 |7.18.5.2.1 Environmental Policy 195 days Mon 9/6/99 Tue 5/30/00
875 |7.18.6.2.2 *Aspects and Impacts 195 days Mon 9/6/99 Tue 5/30/00
876 |7.18523 o Legal & Olher Requirements 195days|  Mon9/6/99|  Tue 5/30/00
877 |7.185.2.4 “Objectives and Targets 195 days Mon 9/6/99 Tue 5/30/00
878 }7.18.5.2.5 *EM Program 195 days Mon 9/6/99 Tue 5/30/00
879 |7.18.5.2.6 EMS Structure & Responsibility 195 days Mon 9/6/99 Tue 5/30/00
880 |7.185.2.7 Training and competency 195 days Mon 9/6/99 Tue 5/30/00
881 |7.18.5.2.8 Communications 196 days Mon 9/6/99 Tue 5/30/00




EPA PHASE Ili:
EMS Project Summary Critical Path

9/99
1998 1999 2000 2001
D WBS Task Name Duration Start Finish az[a3[as4]Q1]az]as]ad |[at]az]a3]ad]ai[az]as]as
882 |7.18.5.2.9 *EMS Documentation 195 days Mon 9/6/99 Tue 5/30/00 9 I& 4130
883 17.18.5.2.10 Document Control 195 days Mon 9/6/99 Tue 5/30/00 ol 130
884 |7.18.5.2.11 Operational Contro! 195 days Mon 9/6/99 Tue 5/30/00 ok 130
885 |7.185.2.12 Emergency Preparedness and Response 195 days Mon 9/6/99 Tue 5/30/00 ok // 130
V777774
886 (7.18.5.2.13 *Monitoring and Measurement 195days|  Mono9/6/99|  Tue 5/30/00 o : 130
887 (7.18.5.2.14 " NCR and Corrective/Preventalive Action 195 days Mon 9/6/99 Tue 5/30/00 o H 5130
77777,
888 (7.1852.15 Records 195 days Mon 9/6/99 Tue 5/30/00 otk / Ly 5130
777 /
889 {7.18.5.2.16 Environmentalt Audits 195 days Mon 9/6/99]  Tue 5/30/00 orb ,///5/ | 5130
890 |7.18.5.2.17 Management Review 195 days Mon 9/6/99 Tue 5/30/00 o g /5// L 5130
7/
891 17.18.5.2.18 Integrate EMS wiin Directorate 185 days Mon 9/6/99 Tue 5/30/00 ot // 5130
(777777 ¥ N
892 |7.18.5.2.19 M3: Program lmplementation Complete: RHIC 0 days Tue 5/30/00 Tue 5/30/00 i i *- 120
(CADIAGS) i)
893 |7.18.5.3 TRAINING: RHIC (CAD/AGS) 198 days Thu 7/1/199 Thu 3/30/00 m 130
894 |7.18.5.3.1 EMS Team Training 198 days Thu 7/1/99 Thu 3/30/00 7 130
895 |7.18.5.3.2 *General Environmental Protection Training 198 days Thu 7/1/99 Thu 3/30/00
T v—5{3/30
896 |7.18.5.3.3 Job Specific EMS Training 198days|  Thu7/1/99|  Thu 3/30/00 ™ o ///S |30
897 |7.18.5.3.4 EMS Management Overview Training 198days| © Thu7/1/99|  Thu 3/30/00
" pzzzzzz3772|3130
898 |7.18.5.3.5 internal EMS Assessor Training 198 days Thu 7/1/99 Thu 3/30/00
M pzzizzz7774| 3130
899 ]7.18.5.36 Update Records 198 days Thu 7/1/99 Thu 3/30/00 U g //i (3130
900 |7.18.5.3.7 M3: EMS Training Completed: RHIC (CAD/AGS) 0 days Thu 3/30/00 Thu 3/30/00 : 3130
901 {7.18.5.4 Communicate EMS Initlative: RHIC (CAD/AGS) 220 days Thu 7/1/99 Frl 4/28/00 428
902 |7.18.54.1 Conduct Division Kickoff Meeting 220 days Thu 7/1/99 Fri 4/28/00 M gz 277 4128
903 17.18.5.4.2 Give EMS presentations 220 days Thu 7/1/99 Fri 4/28/00 1 ///5/// a8
904 |7.185.4.3 Provide Status Updates to Management 220 days Thu 7/1/99 Fri 4/28/00
Y g7z 7727722-4138
905 ]7.18.5.4.4 Brief staff on upcoming audits 220 days Thu 7/1/99 Fri 4/28/00 ,
N wzizz77777-4148

[ SR Y




EPA PHASE Iii:
EMS Project Summary Critical Path

9/99
1998 1999 2000 2001
D WBS Task Name Duration Start Finish a2|asfa4]at]az]as]ad|at]az]a3]as]a1]az]a3]as
906 |7.18.5.4.5 M3: Communicate EMS Initiatives Completed: RHIC 0 days Fri 4/28/00 Fri 4/28/00 128
(CAD/AGS) : . '

907 |7.18.5.5 ASSESS READINESS: RHIC (CAD/AGS) 180 days Fri 10/29/99 Sat 7/1/00 {or29 i
908 |7.18.5.5.1 " *Execute Environmental Self Assessment 23days| Wed5/31/00 Fri 6/30/00
909 |7.18552 | Participate in /O Office Assessment 24days| Wed 5/31/00 sat 7/1/00
910 [7.18.5.6.3 Participate in DOE Annual Audit 24 days Fri 10/29/99 Tue 11/30/99 10/29 @ 113

%
911 |7.18554 M3: EMS DEPLOYED AT RHIC (CAD/IAGS) 0 days Fri 6/30/00 Fri 6/30/00 J4ér30
912 |7.18.5.6 Project Support: RHIC (CAD/AGS) 265 days Thu 7/1/99 Fri 6/30/00 . ™ m 6130
913 |7.18.5.6.1 Track Projsct Performance Measures (costs/schedule) 265days| Thu 7/1/99 Fri 6/30/00 7 130

777777 /fj
914 |7.18.5.6.2 Report Progress (monthly; EMS Project Mgr & Mgmt) 265 days Thu 7/1/99 Fri 6/30/00 7 130
i ///E/// 77

915 |7.18.6.6.3 Administer change control of Facility implementation Plan 265 days Thu 7/1/99 Fri 6/30/00 m - 7 6130

7772787,
916 |7.18.5.6.4 Altend EMS Project Meelings 265 days Thu 7/1/99 Fri 6/30/00 M g, ,// - 6130

77
917 17.18.56.5 M3: PROJECT SUPPORT COMPLETED: RHIC 0 days Fri 6/30/00 Fri 6/30/00 . _’* 6/30

(CAD/AGS) H

918 |7.18.6 Life Sclences: LS 266 days Thu 7/1/99 Sat 7/1/00 " ' ' m
972 |7.187 Applied Sclence & Technology: AS&T " 266days|  Thu 71198 Sat 7/1/00 m §- : ¥
1026 |7.18.8 - Environment, Safety, Heaith & Quality: ESH&Q 266 days Thu 7/1/99 Sat 7/1/00 m . : . m
1080 (7189 | 7 Directors Ofiice: DO/CIGEPA 266 days Thu 7/1/99 Sat 7/1/00 " : W m
1134 |7.18.10 Finance & Administration: FA 266 days Thu 7/1/99 Sat 7/1/00 ‘7” . : . ™"
1188 |7.18.11 High Energy Nuclear Physlcs: HENP 266 days Thu 7/1/99 Sat 7/1/00 m . : . m
1242 |7.18.12 M2: EMS FACILITY DEPLOYMENT COMPLETE 0 days Sat 7/1/00 Sat 7/1/00 +<>—.‘I' 1
1243 |7.19 M1: LABORATORY SELF-DECLARES”CONFORMANCE TO ISO 0 days Sat 9/30/00 Sat 9/30/00 l’<> 9/30
S e 456 days| Mon 3/15/99]| Thu 11/30/00 I W 1130
1270 |9 Transition/Closeout Project 132 days Mon 7/3/00 Mon 1/1/01 " .:' "
1275 {10 PROJECT SUPPORT 639 days Mon 8/3/98 Mon 1/1/01 13‘ : : . M

Danad Af R
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EMS Level 1 Milestones

Milectnne Danalen Anteemlf@aleoad et

WBS No. WTESETEY Descr!pt!on paseuine ACwiarocneauisa Completed

Level Finish ‘ Finish PR
6.1.10 1 M 1: Coniract Recommendation io DOE for Faciiities with high iikeiihood of env. impact 9/30/98 9/30/98 Yes
6.5.3.3 1 M1: Year 3 DOE Independent Audit performed 9/26/00 9/26/00 No
6.6.3 1 M1: EMS Facilities Registered (RO, EM, BLIP, RHIC Dir.) 9/29/00 9/29/00 No
7.19 1 M1: LABORATORY SELF-DECLARES CONFORMANCE TO ISO _ 9/30/00 9/30/00 No
1Q.6 1 M1: PROJECT COMPLETE: EMS OPERATIONAL 1/1/01 1/1/01 No

milestone_log9-99.xls

9/20/99




EMS Level 2 Milestones

MilnctAann - m a 2 e s . s s

WBS No “"l'.‘:v‘;“ Description u:; e:::e Actua:;:s::aulea Completed
6.5.1.3 2. M2: Year 1 DOE Independent Audit Performed 10/30/98 10/30/98 Yes
14.4 2 M2: COMMITMENT AUTHORIZATIONS COMPLETED 12/31/98 12/31/98 Yes
2.18 2 M2: INSTITUTIONAL EMS PROGRAM COMPLETE - 4/30/99 4/30/99 Yes
3.2.164 2 M2: RHIC PILOT IMPLEMENTATION COMPLETED 7/1/99 8/5/99 Yes
6.6.2.1.3 2 M2: RHIC Obtains ISO 14001 Registration 7/1/99 8/5/99 Yes
32254 2 M2: WMD INDEPENDENTLY VERIFIED AS CONFORMING TO 1SO 14001 9/1/99 9/3/99 Yes
32264 2 M2:WMD PILOT IMPLEMENTATION COMPLETED 9/1/99 9/3/99 Yes
32355 2 M2: RO INDEPENDENTLY VERIFIED AS CONFORMING TO 1SO 14001 9/1/99 9/30/99 No
32364 2 M2: RO PILOT IMPLEMENTATION COMPLETED 9/1/99 9/30/99 No
6.5.2.3 2 M2: Year 2 DOE Independent Audit Performed 10/6/99 10/6/99 No
7.18.12 2 M2: EMS FACILITY DEPLOYMENT COMPLETE " 7/1/00 7/1/00 No
66223 | 2  |M2:RO Obtain ISO 14001 Registration 9/29/00 9/29/00 No
6.6.2.3.3 2 |M2: EM Obtain ISO 14001 Reaistration 9/29/00 Q/20/00 “No
6.6.2.4.3 2 |M2: RHIC Directorate Obtain ISO 14001 Registration 9/29/00 9/29/00 No
6.6.253 2 M2: BLIP Obtain ISO 14001 Registration o 9/29/00 9/29/00 No
mitestone_log9-99.xIs 9/20/99



EMS Level 3 Milestones

milestone_log8-99.xis

" ! Actual or
'WBS No. Mlll.e:stone Description Ba.s e'lme Scheduled | Completed
evel Finish )
Finish
1.35 3 M3: EPA PHASE il PROJECT APPROVED: Project Charter 9/1/98 9/1/98 Yes
7.5.4.4 3 M3: CY 00 POLLUTION PREVENTION PROGRAM ESTABLISHED 10/6/98 10/6/98 Yes
1.3.6 3 M3: Present Project Plan to DOE 10/18/98 10/18/98 Yes
2.1.3 3 M3: EMS POLICY APPROVED/DOCUMENTED 11/2/98 12/1/98 Yes
1.7 3 M3: PROJECT INITIATED 12/31/98 12/31/98 Yes
2.15.3 3 M3: Records PROCEDURE ESTABLISHED 1/14/99 1/14/99 Yes
2.6.10 3 M3: EMS STRUCTURE & RESPONSIBILITY ESTABLISHED 1/29/99 1/29/99 Yes
2.14.3 3 M3: NONCONFORMANCE & CORRECTIVE ACTION PROCEDURE ESTABLISHED 1/29/99 1/29/99 Yes
4.2.1.5 3 M3: INSTITUTIONAL EMS POLICY DEPLOYED 1/29/98 1/29/99 Yes
2.10.5 3 M3: EMS DOCUMENT CONTROL ESTABLISHED 1/30/99 1/30/99 ‘Yes
2.12.10 3 M3: EMERGENCY PREPAREDNESS REQUIREMENTS ESTABLISHED 2/1/99 2/1/99 Yes
2.16.5 3 M3: AUDITING & COMPLIANCE ASSURANCE PROTOCOLS ESTABLISHED 2/12/99 2/12/99 Yes
2.17.6 3 M3: MANAGEMENT REVIEW PROTQCOLS ESTABLISHED 2/12/99 2/12/99 Yes
2.2.9 3 M3: ENVIRONMENTAL ASPECTSAMPACTS ESTABLISHED 2/16/99 2/16/99 Yes
7.5.2.6 3 M3: MSIP INITITIVES INTEGRATED 2/26/99 226199 Yes
24.8 3 M3: OBJECTIVES & TARGETS ESTABLISHED 2/26/99 2/26/99 Yes
2.5.7 3 M3:ENVIRONMENTAL MANAGEMENT PROGRAM ESTABLISHED 2/26/99 2/26/99 Yes
2.7.5 3 M3: TRAINING, AWARENESS. & COMPETENCY REQUIREMENTS ESTABLISHED 2/26/99 2/26/99 Yes
2.13.10 3 M3: MONITORING & MEASUREMENT PROTOCOLS ESTABLISHED 2/26/99 2/26/99 Yes
4.1.5 3 M3: EMS COMMUNICATIONS PLAN ESTABLISHED 2/26/99 2/26/99 Yes
2.8.6 3 M3: EMS COMMUNICATIONS PROCEDURE ESTABLISHED 2/28/99 2/28/99 Yes
2.15.5 3 M3: RECORDS PROTOCOL ESTABLISHED 3/11/98 3/11/99 Yes
7534 3 M3: CY 99 POLLUTION PREVENTION PROGRAM ESTABLISHED 3/26/99 3/26/99 Yes
5.6 3 M3: PILOT PORJECT TEAMS TRAINING 3/31/99 3/31/99 Yes
2374 3 M3: LEGAL REQUIREMENTS ESTABLISHED 3/31/99 3/31/99 Yes
2.11.6 3 M3: OPERATIONAL CONTROL GUIDANCE DOCUMENT ESTABLISHED ™ 3/31/99 3/31/99 Yes
3.2.1.4.3 3 M3: RHIC EMS COMMUNICATIONS ESTABLISH:ZD 4/1/99 4/1/99 Yes
7512 3 M3: FY 99 EM PROGRAM ESTABLISHED 4/1/99 4/1/99 Yes
3.21.1.8 3 M3: RHIC PROJECT PLANNING COMPLETED 4/30/99 4/30/99 Yes
6.2.3 3 M3: FY 99 EMS SELF-ASSESSMENT COMPLETI:D 5/17/99 5/17/99 Yes
6.3.1.3 3 M3:INDEPENDENT AUDIT COMPLETED 5/31/99 5/31/99 Yes
3.2.21.9 3 M3: WMD PROJECT PLANNING COMPLETED 6/29/99 6/29/99 Yes
7.9.4 3 M3: EMS DOCUMENTATION REQUIREMENTS ESTABLISHED 7/15/99 7/15/99 Yes
3.2.1.26 3 M3: RHIC PROGRAM IMPLEMENTATION COMPIETED 7/30/99 7/30/99 Yes
32153 3 M3: RHIC READINESS ASSESSMENT 7/30/99 7/30/99 Yes
32137 K M3: RHIC EMPLOYEES TRAINED 7/30/99 8/1/99 Yes
3.2.237 3 M3: WMD EMPLOYEES TRAINED 8/19/99 8/19/99 Yes
3.2.243 3 M3:WMD COMMUNICATIONS ESTABLISHED 8/31/99 8/31/99 Yes
3.2225 3 M3: WMD PROGRAM IMPLEMENTATION COMPI_ETE 9/1/99 9/3/99 Yes
3.23.1.8 K] M3: RO PLANNING COMPLETED 9/1/99 9/30/99 No
3.2.3.26 2 M3: RO PROGRAM IMPLEMENTATION COMPLETE 9/1/99 9/30/99 No
3.2.3.3.7 2 M3: RO EMPLOYEES TRAINED 9/1/99 9/30/99 No
32343 2 M3: RO COMMUNICATIONS ESTABLISHED 9/1/99 9/30/99 No
7.13.5 3 M3: SITEWIDE MONITORING PLANS INCLUDE EMS MONITORING REQUIREMENTS 9/1/99 9/30/99 No
717.1.2 3 M3: FY 99 MGMT REVIEW CONDUCTED 10/29/99 10/29/99 No
7.18.2.1.7 3 M3:EM PROJECT PLANNING COMPLETED 10/29/99 10/28/99 No
7.18.3.1.7 3 M3:FO PROJECT PLANNING COMPLETED 10/29/99 10/29/99 No
7.18.4.1.7 3 M3:BES PROJECT PLANNING COMPLETED 10/29/99 10/29/98 No
7.18.5.1.7 3 M3:RHIC (CAD/AGS) PROJECT PLANNING COMPLETED 10/29/99 10/28/99 No
7.18.6.1.7 3 M3:LS PROJECT PLANNING COMPLETED 10/29/99 10/29/99 No
7.18.7.1.7 3 M3:AS&T PROJECT PLANNING COMPLETED 10/29/99 10/29/89 ! No
7.18.8.1.7 3 M3:ESH&Q PROJECT PLANNING COMPLETED 10/29/99 10/29/99 | No
7.18.9.1.7 3 M3:DO/CIGEPA PROJECT PLANNING COMPLETED 10/29/99 10/29/98 No
7.18.10.1.7 3 M3:FA PROJECT PLANNING COMPLETED 10/29/98 10/29/99 No
7.18.11.1.7 3 M3:HENP PROJECT PLANNING COMPLETED 10/29/99 10/29/99 No
7.23 3 M3: EMS ASPECTS/IMPACTS REQUIREMENTS DELIVERD TO ISM 10/31/99 10/31/98 No
7.3.4 3 M3: Institutional Legal Requirements Deployed 10/31/99 10/31/99 No
8.1.54 3 M3:IMPROVEMENTS TO INSTITUTIONAL EMS PROGRAM COMPLETED 10/31/99 10/31/99 No
5.7 3 M3: BALANCE OF PROJECT TEAM TRAINING 12/31/99 12/31/99 No
7.18.2.3.7 3 M3: EMS Training Completed: EM 3/30/00 3/30/00 No
7.18.3.3.7 3 M3: EMS Training Completed: FO 3/30/00 3/30/00 No
7.18.4.3.7 3 M3: EMS Training Completed: BES 3/30/00 3/30/00 No
7.18.5.3.7 3 M3: EMS Training Completed: RHIC (CAD/AGS) 3/30/00 3/30/00 No
7.18.6.3.7 3 M3: EMS Training Completed: LS 3/30/00 3/30/00 No
7.18.7.3.7 3 M3: EMS Training Completed: AS&T 3/30/00 3/30/00 No
7.18.8.3.7 3 M3: EMS Training Completed: ESH&Q 3/30/00 3/30/00 No
7.18.9.3.7 3 M3: EMS Training Completed: DO/CIG&PA 3/30/00 3/30/00 No
9/20/99



EMS Level 3 Milestones

milestone_log9-99.xIs

. . Actual or
WBS No, | Miestone Deseription Baseline | g heduled | Completed
. wvel Finish .
Finish
7.18.10.3.7 3 M3: EMS Training Completed: FA 3/30/00 3/30/00 No
7.18.11.3.7 3 M3: EMS Training Completed: HENP 3/30/00 3/30/00 No
7.5.8 3 M3: FY 00 EM PROGRAM ESTABLISHED 4/1/00 4/1/00 No
7.18.2.4.5 3 M3: Communicate EMS Initiatives Completed: EM 4/28/00 4/28/00 No
7.18.3.4.5 3 M3: Communicate EMS Initiatives Completed: FO 4/28/00 4/28/00 No
7.18.445 3 M3: Communicate EMS initiatives Completed: BE'3 4/28/00 4/28/00 No
7.18.54.5 3 M3: Communicate EMS Initiatives Completed: RH.C (CAD/AGS) 4/28/00 4/28/00 No
7.18.6.4.5 3 M3: Communicate EMS Initiatives Completed: LS 4/28/00 4/28/00 No
7.18.7.4.5 3 M3: Communicate EMS Initiatives Completed: AS&T 4/28/00 4/28/00 No
7.18.8.4.5 3 M3: Communicate EMS initiatives Completed: ESIH&Q 4/28/00 4/28/00 No
7.18.9.4.5 3 M3: Communicate EMS Initiatives Compieted: DO'CIG&PA 4/28/00 4/28/00 No
7.18.10.4.5 3 M3: Communicate EMS Initiatives Compieted: FA 4/28/00 4/28/00 No
7.18.11.4.5 3 M3: Communicate EMS Initiatives Completed: HENP 4/28/00 4/28/00 No
6.2.6 3 M3: FY 00 EMS SELF-ASSESSMENT COMPLETED 5/1/00 5/1/00 No
7.18.2.219 3 M3: Program Implementation Complete: EM 5/30/00 5/30/00 No
7.18.3.2.19 3 M3: Program Implementation Compiete: FO 5/30/00 5/30/00 No
7.18.4.2.19 3 M3: Program implementation Complete: BES 5/30/00 5/30/00 No
7.18.5.2.19 3 M3: Program Implementation Complete: RHIC (CAD/AGS) 5/30/00 5/30/00 No
7.18.6.2.19 3 M3: Program implementation Complete: LS 5/30/00 5/30/00 No
7.18.7.2.19 3 M3: Program implementation Complete: AS&T 5/30/00 5/30/00 No
7.18.8.2.19 3 M3: Program implementation Complete: ESH&Q 5/30/00 5/30/00 No
7.18.9.2.19 3 M3: Program Impiementation Complete: DO/CIG& 2A 5/30/00 5/30/00 No
7.18.10.2.19 3 M3: Program Impilementation Complete: FA 5/30/00 5/30/00 No
7.18.11.2.19 3 M3: Program Implementation Compiete; HENP 5/30/00 5/30/00 No
7.18.2.5.4 3 M3: EMS DEPLOYED AT EM 6/30/00 6/30/00 No
7.18.2.6.5 3 M3: PRQJECT SUPPORT COMPLETED: EM 6/30/00 6/30/00 No
7.18.3.54 3 M3: EMS DEPLOYED AT FO 6/30/00 6/30/00 No
7.18.3.6.5 3 M3: PROJECT SUPPORT COMPLETED: FO 6/30/00 6/30/00 No
7.18.4.5.4 3 M3: EMS DEPLOYED AT BES 6/30/00 6/30/00 No
7.18.46.5 3 M3: PRQJECT SUPPORT COMPLETED: BES 6/30/00 6/30/00 No
7.18.5.54 3 M3; EMS DEPLOYED AT RHIC (CAD/AGS) 6/30/00 6/30/00 No
7.18.5.6.5 3 M3: PROJECT SUPPORT COMPLETED: RHIC (CAD/AGS) 6/30/00 6/30/00 No
7.18.6.5.4 3 M3: EMS DEPLOYED AT LS 6/30/00 6/30/00 No
7.18.6.6.5 3 M3: PROJECT SUPPORT COMPLETED: LS 6/30/00 6/30/00 No
7.18.7.5.4 3 M3: EMS DEPLOYED AT AS&T 6/30/00 6/30/00 No
7.18.7.6.5 3 M3: PROJECT SUPPORT COMPLETED: AS&T 6/30/00 6/30/00 No
7.18.854 3 M3: EMS DEPLOYED AT ESH&Q 6/30/00 6/30/00 No
7.18.8.6.5 3 M3: PROJECT SUPPORT COMPLETED: ESH&Q 6/30/00 6/30/00 No
7.18.9.54 3 M3: EMS DEPLOYED AT DO/CIG&PA 6/30/00 6/30/00 No
7.18.9.6.5 3 M3: PROJECT SUPPORT COMPLETED: DO/CIG&PA 6/30/00 6/30/00 No
7.18.10.5.4 3 M3: EMS DEPLOYED AT FA 6/30/00 6/30/00 No
7.18.10.6.5 3 M3: PROJECT SUPPORT COMPLETED: FA 6/30/00 6/30/00 No
7.18.11.5.4 3 M3: EMS DEPLOYED AT HENP 6/30/00 ©6/30/00 No
7.18.11.6.5 3 M3: PROJECT SUPPORT COMPLETED: HENP 6/30/00 6/30/00 No
7.17.22 3 M3: FY 00 MGMT REVIEW CONDUCTED 9/28/00 9/28/00 No
] M3: ENVIRONMENTAL TRAINING IMPROVEMENMNTS 9/28/00 9/29/00 No
M3: EMS PROJECT TRANSITIONED/ FINAL REFORT COMPLETED 12/31/00 12/31/00 No
9/20/99
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BNL EMS Project Management Plan 57

Progress Reports:

- Bimonthly status reports to the ESD Manager

- Bimonthly meetings with DOE-BHG

- Quarterly status update meetings with BNL, and DOE-BHG Senior Management

COST BASELINE

The cost baseline for this project is the application of dollars (cost) to scope (WBS) and schedule for
the EMS Project effort. The cost baseline for the EMS Project is predicated on the estimated time and
resources required to develop an Institutional EMS Program and to deploy this program and related
EMS activities throughout BNL. The cost baseline is represented in Tables 5a-5e.

Project performance will be determined using Earned Value—the calculated value of work
satisfactorily completed based on a target plan. Measuring earned value involves three key mdacators
- BCWS, or Budgeted Cost for Work Scheduled

- BCWP, or Budgeted Cost for Work Perforrned

- ACWP, or Actual Cost for Work Performed

By tracking BCWS, BCWP, and ACWP over time, past spending and schedule trends for the project,
as well as a forecast of future costs, will be obtained. A database of EMS tasks and accounting
provisions made to document the ‘as-built’ time required to complete an EMS task will be applied in
an earned value format and used to forecast the ‘to-go’ time for remaining tasks. An eamned value
curve will be produced periodically to forecast schedule and resource progress for the EMS Project.
The eamed value assignments for the key project tesks is provided in Tables 6a — 6d.

MONTHLY COST PROJECTIONS
The monthly cost requirements for the scope and schedule baseline are in included in Figure 6.

BASIS OF ESTIMATE

Project costs were estimated based on the activities planned for each task of the WBS. The resource
assumptions identified in section 1.4 were applied. The estimates used for the

Institutional Program Requirements have been provided by the personnel expected to perform the
activities. The Management Representatives on EMS at the pilot facilities developed a generic
implementation plan with specific tasks and associated resources estimates assigned. These estimates,
validated by personnel in a scientific department, were used to develop a model for estimating the costs
for Laboratory wide deployment. The model took into account whether the facility was administrative
or technical in nature in calculating a base program estimate. Facility specific factors related to the
number of employees (for estimating general training and emergency drill resource requirements) and
the number of high priority processes (for predicting additional time needed to address operational
controls and facility specific training) were also included. Details of the cost estimates associated with
the facility implementation plan are included in Appendix 4. However, actual cost accounting
information on which to base these estimates is limited and therefore these estimates could contain an
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EPA Phase lll: Environmental Management System

’R vll

es by Fiscal Year

‘Table 5b

v ;“‘* RESOURCE DESCRIPTION FY1998  FY 199q FY 2000{ FY 2001| TOTALS
ot COMMITMENT AUTHORIZATION SUPPORT $88,1204  $987,851] $1,031,000| $28,000 $2,134,071) .
: 1) OVERHEAD STAFF $30,1200  $236,151 $91,000] $28,000) $385,271)

2) FACILITY SUPPORT $58,0000  $751,7000  $940,000 sl $1,749,700

DIRECT PROJECT SUPPORT $30,000]  $331,384]  $222,000f $25,00 $608,384]

TOTALS: $118,120] $1,319,239 - $1,253,000| $53,oooi $2,743,355
Broolthaven

National Lahoratory' 3
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EPA Phase Il Environmental Management System
Resource Detail: Facility Support

Table Se

RESOURCE DESCRIPTION Fisssl  Fy1sssl  FY2000 FY 2001 TOTALS
DEPARTMENT SUPPORT (WORKGROUP! $13.0000  $24,700 $0 $0 $37,700
PILOT FACILITIES $45,000(  $414,000 $0 $0 $459,000

RHIC ' $24,000]  $117,000 $0 $0] $141,000]

HFBR $11,000]  $154,000 $0 $0] $165,000
WASTE MGMT DIVISION $10,000]  $143,000 $0 $0 $153,000
FACILITY OPERATIONS so]  $57,0000  $170,000 $0 $227,000
' LIFE SCIENCES so|  $320000  $94,000 $0 $126,000
HIGH ENERGY PHYSICS sof  $57.0000  $174.000 $0 $231,000
BASIC ENERGY & SCIENCES so]  s3ro00]  $112,000 $0 $149,000
APPLIED SCIENCE & TECHNOLOGY sofl  $50,000] . $148,000 $0 $198,000
ESH&Q sof  $27.0000  $80,000 $0 $107,000
COMMUNICATIONS sof  $22,0000  $70.000 $0 $92,000
FINANCE 8 ADMINISTRATION so|  $3t000]  $92,000 $123,000

Brookhavern
National Laboratory’ 6
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uncertainty of +/- 30%. The project has been designed to collect actiral cost data in order to revise and
refine the estimates if necessary depending on the results of the pilot phase.

COST ESTIMATION METHOD

The estimation method used to predict project costs was based on the WBS established for the project
‘and the activities described to complete the scheduled goals, objectives, and milestone commitments
and deliverables. An integrated resource loaded schedule was then prepared from current cost pricing
data and project staffing requirements to develcp the spending plan for the project. Resources were

priced using a mean labor rate of 100K/year which includes indirect cost of general and administrative
burdens. The resource estimates to maintain program in the out years is 400K/year.

TABLE 6a
EMS Project Controls

Level 1 Earned Value - EMS Project Implementation Plan
Work Tasks . TASK VALUE (%) Cost Estimate ($K)
Institutional Program 15 180
Requirements
Pilot Facility Deployed 15 478
Communication Initiatives 5 48
Training Initiatives - 5 41
Program Assessed 20 42
Institutional Program ' 35 1,329
Deplovyed & Improved
Project Management 5 626
TOTAL 100 2,744

PROJECT MANAGEMENT CONTROL SYSTEM

The project management control system that will be used for the EMS project consists of those project
controls and related tools which collectively monitor and forecast progress against technical and
project objectives. A critical project control assumption is that department resources are identified and
matrixed to the EMS Project Manager for development of the Institutional EMS program development
and implementation of facility specific and/or project specific EMS programs. This project plans
assumes that resources and expenditures necessary to support implementation of this project will
be “committed” to the project manager via Commitment Authorizations which will be endorsed
by Associate/Assistant Laboratory Director. This plan will specifically identify the amount and
time frame for resource expenditures. Those project support expenditures which include the project
manager, project controls, secretarial, and suppo:t services as identified here-in will be proposed,
approved, and established in a unique cost account for project tracking. The primary goal of this
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management system is to ensure planning and implementation of the project work scope is performed |
in a technically competent yet cost- and schedule-effective manner.

TABLE 6b
EMS Project Controls

Level 2 Earned Value - Institutional Program Requirements
Work Tasks TASK VALUE (%) Costs ($K)
Environmental Policy 5 4
Environmental Aspects & 10 7.8
Impacts
Legal & Other 20 83.0
Requirements
Objectives and Targets 5 8.4
Environmental Management 5 2.5
Programs
EMS Structure & _ 2.5 5
Responsibility
Training, Awareness & 25 8.7
Competency
Communications 2.5 9
EMS Documentation 10 4
Document Control 2.5 8.7
Operational Controls 5 10.0
Emergency Preparedness & 2.5 5.9
Response
Monitoring & Measurement 5 30.6
Nonconformance & 5 5.6
Corrective/Preventive
Actions
Records 2.5 9
Environmental Auditing 10 2.5
Management Review 5 2.7
TOTAL 100 179.5
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TABLE 6¢
EMS Project Controls
Level 2 Earned Value — Facility Deployment
Work Tasks TASK VALUE (%) Percentage of Costs (%)*
Project Planning : 5 6.8
Program Implementation 40 31.7
Train Employees 10 18.5
Communicate EMS 10 7.2
Initiative
Assess Readiness 25 22.7
Project Support 10 13.2
TOTAL 100 100

*Facility deployment costs are specific to the Directorate.

TABLE 6d.
EMS Project Controls
Level 2 Earned Value - Institutional Program Deployment
Work Tasks TASK VALUE (%) Costs (SK)
Legal & Other 5 2.4
Requirements
Obijectives & Targets 15 6.2
Environmental Management 15 7.9
Program
Training Initiatives 15 41
Communication Initiatives 10 48
Emergency Preparedness & 10 13.8
Response
Management Review 10 3.7
Project Assessment 15 42
Initiatives
Program Improvement 5 15.4
TOTAL 100 180.4

Revision #1, 09/21/99
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The management control system is designed to relate cost and schedule progress against a standard
“work unit”. The work units for the EMS project are the individual EMS program requirements of ISO
14001 (incorporating the EPA enhancements). Each work unit is a “direct charge” to the project and
includes all specific costs required to develop and implement the individual EMS program
requirements. The costs and schedule of the EMS project will be controlled at both the Institutional
and Facility level. Indirect charges to the project will consist of project management and project
support for performance of:

- chahhc}nno clear communication channels for renortine on the nroject resour

SYEUALSLLIE MALAL VULLILLAMIAILELITVAL VAGRLLINAS A AbpUldally VAL Wi Pl

C
project manager and project controls staff to ensure accurate progress r reporting and timely

ey

uuu.ﬁvauuu fUl uuxulsthatxcu mmxaswuxbul. Pla.u.tuug a.ud UAC\-!UIJULI

- Usmg the WBS to define the project in detailed, manageable packages of work for establishing
leLHIllCdJ., COSL, dIl(.l bcncutue SCOpC to UC PCI'J.UI'IIICQ

- Establishing and communicating roles, responsibilities, authorities and accountabilities to the
project team.

- Providing an accurate, timely, and consistent method of accounting and assessing work
performed and project status against planned work.

- Ensuring timely evaluation and analysis of project data by the project team to assist the project
manager in identifying and resolving problems or changes to established baselines.

- Enabling control of project changes and timely preparation and initiation of project change
requests to minimize the interruption of work performed.

COMMITMENT AUTHORIZATION

Commitment authorization will consist of an approved resource allocation form from each directorate

that imaliidas the inditvidvialsa Aecionatad ta Aavalan and jmmnlamant tha EAMQ nracoram within the
uliatl ul\lluuCQ Uic AILULVIULLCU.D UUalsuaLvu w UUVUIUP allul u.ul.JI.CLJ..lCJ.LL UJD LolViw Pluslmll VY 1LR1R11 UiV

facilities/projects in the Directorate along with the estimated hours, cost, and schedule for task
performance. The agreement forms the basis of partnering between Project Manager and the
Laboratory Directorate. After completion of each EMS program element by the Directorate working
group, the EMS program deliverables will be submitted for review and tracking along with the
identification of hours required for performance.

All deviations in planned/authorized work shall be approved in advance by the respective ALD and
EMS Project Manager.

PROJECT REPORTING

Successful achievement and monitoring of project goals and objectives will be through regular
communication nFnrmprt nprf'nr-manm:- variance to baseline aecnmnrmnq along with a nrmeormn or

VN iiilAsveridvAuiviL Vi

forecast of actual proj ect data applied to balance of project activity. This commumcatlon is critical for

tha mraiant and atalr-alhAaldare ta ancnirataly nnderctand and affant the status and nerfarmance af the

-ul\-r P].Uj LUl dliU SldDVIIVIUIILIO LV dbvvllglivl Yy WllUvi ota@llu dllu dallivwl Wlv otaluos allu IJUL AVillldllvie UL Wiiw

project.
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STATUS REPORTS (INTERNAL)

PI‘O_]eCt support personnel will provide bimonthly status updates on their milestone progress for the first
six months of the project and monthly for the remaining six months.. This status update should address
the following as applicable:

- A description of any issues that the Project Manager should be made aware, that may impact
cost or schedule, should be included for insertion in the EMS project bimonthly report.

- A summary statement of progress, and notification of any potential Baseline Change Proposal
(if necessitated, an updated schedule, estimate, milestone schedule, and revised WBS dictionary
if affected.)

- The milestone deliverables for the assignec. EMS program element.

- A summary of hours spent in the assigned 'WBS element.

- An explanation of variances.

Discussion of problems and corrective actions planned or taken.
The EMS Project Manager shall present a summary of this information to the ESD Manager

A project review will be held on altemate months. The EMS project team members and support
personnel will present and review project status and review scheduled project activities for the
upcoming two months. .

EMS Project Team members are required to submit completed milestone deliverables for each EMS
program element to the project manager as soon as they are completed. It is important that the actual
hours be tracked in order to be able to refine the base estimate and forecast. Project management
personnel will update the project database to reflect the status of completed tasks.

BIMONTHLY AND QUARTERLY STATUS UPDATE MIEETINGS

Bimonthly meetings with the DOE-BHG EMS Point of Contact will be held to facilitate
communication of project progress. Quarterly meetings will be conducted with BNL Senior
Management, DOE-BHG, ALDs and Department/Division Managers of respective implementing
organizations, and EMS project personnel. These meetings shall provide an assessment of the
following:

- Progress highlights

- Milestone progress

- Cost summary

- Major problems or concerns

- Corrective Actions.

- Variances for cost and schedule.

PERFORMANCE MEASUREMENT AND REPORTING

Actual work progress will be routinely monitored and compared to established cost, schedule and
technical baselines to determine if significant deviations are occurring from planned work and if these
deviations will impact project deliverables or milestones. To accomplish this, the following activities
will be conducted by project controls personnel:

- Track project progress and compare against baseline data on a bimonthly-monthly basis.
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- Provide variance analysis based on Budgeted Cost of Work Scheduled for each EMS program
element.
- Monitor trends in cost and schedule variance to determine need for corrective action or revised

sactimate ratec
W LdAALGE LW L LW

- Report exceedances of variance threshold and changes in estimate at complete to EMS Project
manager

- Provide summary reports on the BNL and DOE management at bimonthly and quarterly
meetings.

BASELINE CHANGE CONTROL

This project plan including all attachments represents the project baseline for conducting the EMS
project. As is the case for most projects, during the course of the project the potential exists for the
project scope, resources, and schedule to change considerably as assumptions, parameters, or
nerformance change. This nrmect nlan has been established to insert the annronnate management

control points into the project process in order to identify the scope changes or project trends as soon as

noscible and rectifv them (1f nacsibhle) by talline action ta enecceccfirllly addrace the chanage The
FVUOLU‘\I, il ANL LV\JLA*J CAAWLLL \“r IJVQUAUAV VJ ‘wull& AW VAV LL VS UuVUUDULNLJ VAL WOWD WAW VAAU-AA&V A LA

baseline change process identifies what magmtude of scope, resource, and schedule change necessitates
__approval by project participants or stakeholders. It is the duty of the project manager to keep the
stakeholders informed and included in the decision making process and effectuate legitimate changes

to the project baseline.
CHANGE IDENTIFICATION AND PROJECT VARIANCES

Typically, the baseline change driver is the technical scope and scope assumptions. However, this
project will be driven by the extent to which the current institutional and facility programs need to be
modified, documented, and implemented to conform to the BNL EMS requirements. In addition, there
is a lack of experience and documented cost estimates for implementing an EMS at a DOE facility, -

specifically a natlonal laboratory. Therefore conﬁdence in the resource estimate is initially limited but

and imnlementation nhases as cost accounting

unll imnrave ac the nrolect nroorecces 1into
LV r"lv\' ullylvmvl*\-“blvll yLAu\JVU il WL “VV\IWAI-AMb
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systems are implemented.

‘:r
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2

Also, since BSA is deploying several new initiatives to improve ESH performance yet has not resource
loaded them in tandem through the line organizations, there is a potential for competing priorities on
the staff whose expertise has been identified and are expected to be committed to this project. This
further limits the confidence of the resource estimates put forth in this project plan. Lastly, the degree
to which SBMS can be readily transferred to BNL and used for EMS documentation will affect the
resource estimates provided. Therefore, an aggregate resource and schedule indicator for
“performance” shall be included in the change identification and notification sequence.

A Baseline Cbang > P DO

matrix provided in ’fable 7. The criteria for submittidg a BCP for approval in accordance with the

anove mentianed anthan
GQUU Vv lllwiiiiviiva {97

g to the management authorization
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PROJECT RISK AND MITIGATION STRATEGIES

Two specific risks have been associated with the successful implementation of this project: resource
limitations and BNL’s standing in the community.

TABLE 7 - EMS PROJECT MANAGEMENT APPROVAL MATRIX
Project Quarterly Baseline | Baseline | Baseline
Category Management | Performance | Change: Change: Change:
Classifications MOA Plan Reports CAT1 CAT2 CAT3
Category 1: DOE/EPA X X
Category 2: BNL ESH/Q
ALD X X X X
Category 3: BNL x
Project Manager/ALD * X * *
TABLE 8- BASELINE CHANGE CRITERIA
Category Criteria
- Changes in the intent of the MOA
1 - Any requested change to the 5 Level 1 Milestones (M1)

- Notification if schedule forecast indicates a greater than two month slip to any
Level 1 Milestone

- All criteria contained under Category 1
- Any requested change to the 15 Level 2 Milestones (M2)
- Notification if schedule forecast indicates a greater than one month slip to any
Level 2 Milestone
- Notification if resource forecasts projects greater than 20% over TEC (Total
Estimate at Completion)

budget

- Project manager: All criteria contained under Categories 1 and 2
Any requested change to the 114 Level 3 Milestones (M3)
- Facility Manager/ALD: Notification if facility/project effort is not supporting the

facility implementation plan and/or the overall EMS project schedule.
- Facility Manager/ALD: Notificaticn if project staff account is forecast over

As mentioned in Section 1.4, Assumptions and Conditions, the project is constrained in terms of time '

schedule and technical scope. The EPA/DOE MOA indirectly sets the timeline on EMS

implementation by specifying the annual audit scaedule, scope, and complete system audit in year
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three of the MOA. This MOA also sets the technical scope by specifying the criteria and elements of
the BNL EMS. Further definition of the technical scope and timeline associated with this project are
reflected in the BSA/DOE Contract. It requires ISO 14001 registration for facilities that have a high
potential to impact the environment and self-declaration of conformance to the standard for the
Laboratory as a whole in FY 2000. The remaining variable to ensure completion of the project scope
and deliverables is allocation of resources. BNL is currently under serious budgetary resource
limitations at this time, and must rely on current staff to implement this project. At the same time,
BSA is deploying several new initiatives focused on ESH improvement, each of which requires
commitment of staff resources and may introduce conflicting priorities and competition for the limited
staff with environmental expertise.

This constraint will be mitigated by implementing project management controls, including
establishment of communication and reporting mechanisms, to enable the project manager to remain
current with the project progress and affect change as necessary. Commitment authorizations shall be
used as a mechanism to clearly communicate roles, responsibilities, deliverables, and estimated
resource commitments between the EMS project manager and line managers of support staff working
on this project. To the extent possible, milestones can be adjusted to accommodate short-term resource
limitations. In addition, a cadre of external consultant services will be pursued to provide backup
resources when milestone adjustments cannot be made for tasks identified in the critical path.

The second risk associated with this project is related to the criticism of BNL’s environmental
stewardship during the last two years. BNL must succeed in implementing an effective EMS and
improving its environmental performance. To assure success, Laboratory management has committed
to accomplishing the critical outcomes, of which implementation of this EMS is one. In addition, the
project plan has used an integrated management approach to build EMS requirements into the design
and deployment of related Laboratory management systems such as Integrated Safety, Standards Based
Management, Performance Based Management, Integrated Assessment, and others. This will enable
the Laboratory to institutionalize the values of environmental stewardship. Lastly, the pursuit of ISO
registration will enable the Laboratory to quell the concerns expressed about environmental
management in their facilities through independent verification and ensure the sustainability of these
efforts.

PROJECT SUPPORT
ES&H

No specific ES&H hazards or controls are required for the development and implementation of the
BNL EMS. '

QUALITY ASSURANCE

A graded approach will be used to apply QA requirements of DOE Order 5700.6¢, Quality Assurance,
to the EMS project. The applicable QA requirements that are addressed in this project plan include:

- Program, i.e., this project plan.
- Training and Qualification of EMS personnel
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- Improvement

- Records

- Management Assessment
- Independent Assessment

RECORDS MANAGEMENT

Records for the BNL EMS will be identified, controlled,.and dispositioned in accordance with the

reauirements and nrotocols develoned as nart of the Institutional level EMS nrooram elements EMS

WY ML WAL VALY WUL LIV VVAO UV T VIV VU GO O Wl Gl ARSIt WUIVILIGL AV YV Wl adViao vasxmu WAIWLALWAALY Lal YWD

Documentation (WBS 2.9), Document Control (WBS 2.10), and Records (WBS 2.15). The SBMS
Project Manager will establish and execute the control procedures for the EMS hierarchy of docurnents
maintained in SBMS.

SAFEGUARDS AND SECURITY

No specific Safeguards & Security measures are 1equ1red for the development and implementation of
the BNL EMS.

SUBCONTRACTS AND PROCUREMENT

Subcontracting is required and or anticipated* for the following types of services:

- EMS Overview Training Program for Senior Managers

- Internal Environmental Auditor Training Program for select support and facility staff
- Train the Trainer program for Internal Environmental Auditor Training Course

- Train the Trainer program for EMS Overview Training

- Regulatory Updates Service*

- RAB-ANSI Registrar for ISO 14001 registration

- Technical assistance

Standard BNL subcontracting and procurement procedures will be followed in the purchase of these
services. All contracts associated with EMS Program implementation shall be approved by the EMS
Project Manager.

PROJECT PERFORMANCE SELF-ASSESSMENT AN EVALUATION

Several mechanisms shall be used to assess the project performance in order to evaluate its success.

These mechanisms include:

- Technical Review of EMS Project Plan

- “Project Self Assessments including: (1) quarterly project management performance measures
in terms of milestone completion and schedule adherence, and (2) annual performance
measures of customer satisfaction with EM(S deliverables and project support (3) internal
assessment of program conformance

- BNL independent assessment of Institutional EMS to measure conformance to the elements and
criteria listed in Attachment 2A of the MOA

- BNL independent assessment of Pilot Facilities EMS to measure conformance to the elements
and criteria listed in Attachment 2A of the MOA
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- ISO Registration Audit for Pilot Facilities

- Periodic BSA Corporate Oversight of the EMS Project Plan and Implementation progress

- DOE Phase III Annual Audits to gauge the progress and adequacy of the BNL EMS, including
an independent third party audit of the entire EMS and Laboratory wide implementation to self-
declare conformance to ISO 14001.

PROJECT CLOSEOUT

A transition plan leading to project closeout will be developed to effectively transfer responsibility
from the EMS project manager to the responsible management system owner.

Staff who are involved with this project will be released and reassigned to their respective line
managers when the deliverables they are responsible for are received, reviewed and approved. -
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Unuted States
<ovironmental Protection Agency

L
m;:’ Region 2 ‘

United States ‘
~Department of Energy
Forrestal Building

AN 1000 Independence Avenue; SW
New York, N.Y. 10007-1866 - " Washington, DC 20585

APPENDIX 1

MEMORANDUM OF AGREEMENT
BY AND BETWEEN THE .
UNITED STATES ENVIRONMENTAL PROTECTION AGENCY
AND THE UNITED STATES DEPARTMENT OF ENERGY

This memorandum of agreement confirms the understandings reached by and between
the United States Environmental Protection Agency (“EPA”™) and the United States
Department of Energy (“DOE") regarding the operation and environmental
management of the Brookhaven National Laboratory (“BNL”) in Upton, New York. It
1s both EPA’s and DOE’s objective that the BNL be operated so as to maintain ful]
compliance with applicable environmentzl requirements, and to protect the ’
environment and the health and safety of the workers at the facility and the geperal
public. : '

While DOE, as a generator of hazardous waste at BNL, is subject to various legal
requirements (such as.the requiremen: found at 40 C.F.R. § 262.11 or 6 N.Y.CR.R. §
372.2(a)(2), directing every generator of solid waste to determine if that waste
copstitutes a hazardous waste), the commitments described below extend beyond such
requirements and include a voluntary initiative on the part of DOE. The goal of these
voluntary undertakings is to enhance environmental management at BNL through the
development and implementation of aa Environmental Management System (“EMS™)
that is focused on environmental compliance and emphasizes pollution prevention.

DOE will, in godd fzith and in an expeditious manner, compiete the Phase II and
Phase [II provisions and schedules set forth in the two atachments to this
memorandum of agreement. DOE has agreed to complete the Phase I site-wide
process and activity evaluation and to conduct Phase 111 periodic audits of BNL’s
EMS.




2

The elements of the Phase II work and Workplan are set forth in Attachment 1, and the
elements of the Phase [T work are detailed in Attachment 2. Phase II overall activities
are scheduled to begin on or before January 1, 1998, and high Priority process reviews
are scheduled to be completed within one year of the signing of this MOA. Other
process reviews are scheduled to be completed by February 28, 2000. DOE will
conduct Phase ITI activities (i.e. annual audits beginning in 1998) in accordance with
the schedule specified in Attachment 2.

DOE’s completion of the work in accordance with the provisions and schedules of the
attachments to this memorandum remains the responsibility of DOE, and DOE agrees
that it shall inform its management and operating contractor for BNL of this
memorandum and its accompanying attachments, and shall further undertake 21l that is
necessary for said contractor to fully carry out the provisions and schedules of said
attachments. -

This memorandum and its accompanying attachments may be modified with the

written consent of both EPA and DOE. DOE or EPA may abrogate this memorandum
or agreement by providing to the other party sixty (60) days written notice of its intent
to do so. Further, if either DOE or EPA is unable to meet a deadline specified in either
attachment, it shall, as soon as it learns that a deley will occur, notify in writing the
other party of the delay, the reasons therefor and when it expects to provide the

" submission in question (g.g., report, record or comments). If any deadline is missed,
such delay shall not automatically extend any later deadiines; for any subsequent late
submissions, the notice provision concerning a belated submission discussed in this -
paragraph 1s also to be followed.

EPA and DOE acknowledge that this memorandum is not intended to serve as a listing
of available rights or remedies, and it is not intended to create any nights or remedies.
Nor is this memorandum intended to supersede or otherwise negate any conditions or
requirements of any eventual formal agreement or decree, administrative or Jjudicial,
EPA and DOE might enter concerning this mater.

EPA and DOE agree that nothing herein is intended or is to be construed to permit
either signatory, or the respective entity on whose behalf each is signing, to enforce
- any of the provisions of this memorandum or the attachments hereto.




Nothing herein is intended or is to be construed to prejudice EPA’s right to enforce
any applicable law with regard to the operation of the BNL, and nothing herein is
intended or is to be construed to prejudice DOE’s right to assert any defense under
applicable law in any action EPA might bring in a court of competent _]unsdlcnon to
enforce any legal requirement with regard to the operation of BNL.

AGREED TO AND ACCEPTED ON

T ATEC
BEHALF OF THE UNITED STATES

ENVIRONMENTAL PROTECTION"

AGENCY, REGION II

AGREED TO AND ACCEPTED ON
BEHALF OF THE UNITED STATES
DEPARTMENT OF ENERGY

Jeanne M. Fox

Regional Administrator
United States Environmental
Protection Agency, Region I

Dated: March 23, 1998
Upton, New York"

© Martha Krebs, Director

Office of Energy Research
United States Department of Energy

Dated: March 23. 1998
Upton, New York
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Attachment 2

Environmental Management Systems Audit Agreement
I Goals

The goal of this agreement is to develop a five-year audit program whereby the Department of
Energy (DOE) can gauge the progress of the Brookhaven National Laboratory (BNL)' in
mplememmz an effective Environmental Management System (EMS) which is designed to
assure full compliance with regulatory requirements and to provide for continuous improvement
in environmental stewardship. The audit process described below is structured to include three
phases with specific progressive objectives for each phase. DOE’s goals for the first two audits
(Phase 1) are to provide BNL with constructive feedback on EMS implementation progress, and
1o comument on the soundness and completensss of BNL’s planned improvements for future
years. The goal of the third audit (Phase 2) is to (a) independently assess the entire EMS to
deterznine whether its implementation by BNL meets the criteria defined in Attachment 24 of
this Agreement, and (b) to identify any issues that may require further improvements or
evaluations. Itis the goal of BNL and DOE to have a fully implemented EMS in place prior to
the third year audit. The gozls of the last twe audits of this program (Phase 3) are to verify that
the EMSHs being maintained, and that continuous improvement has been institutionalized.

1L Objectives

This agreement is for five (5) annual audits of BNL’s progress in implementing an EMS, and
conforming with the criteria icentified in Artachment 2A. The first two audits will be conducted
by the DOE and/or its consultants. The third audit will be conducted by an independent third
party contracted by the DOE. Audits durning the fourth and fifth years again will be conducted by
the DOE and/or its consultants.

AL Audit Years 1 and 2 (1998 and 1999). The following are the objectives of the first
two audits to be conducted by the DOE and/or its consultants:

. To verify progress on tiose elements addressed by BNL's EMS Plan
contained in the Management Systems Improvement Program (MSIP)
Plan for that zudlt year; ,

2. To evealuate, where systems have been implemented, conformance to the

criteriz specified in Aftachment 24; and
3. To review and commer.t on the EMS Plan for the following years. This

will be dene by confirming that the Plan addresses previously identified
management system improvement nezds and by validating, through field

The use of "BNL” refzs 0 Gie management ind dperating conwacior ior USDOE at the Brookhaven Nadonal Labartory

or the facilicy isetll



sampling, that the critical systems needs have been identified and inciuded
~ in the EMS Plan.

B. Audit Year 3-(2000). Tne‘_objective of the third year audit is to have a
comprehensive third party review and assessment of BNL's EMS primarily to
determine the following:

1. Whether the EMS conforms to the criteria specified in Attachment 2A:
2. Whether the EMS has been properly implemented; and
3. If there are areas that require further improvement or evaluation.

C. Audit Years 4 and 5 (2001-2002). The final two audits will be conducted by the
DOE and/or its consultants to determine the following:

Vhether the EMS conforms to the criteria specified in Attachment 24;
Whether the EMS has been properly implemented;

If there are areas that require further improvements or evaluation; and
To assess whetber the EMS is being properiy maintained and whether 2
posture of continuous improvement has been achieved.

LY R

III.  Agreement

Beginning in 1998, the DOE agrees to conduct and/or contract for third-party auditors to conduct
the annual EMS audit at BNL in accordance with the provisions identified below for five (5)
consecutive years. General provisions are identified in Section IV. For the third year, the
additional provisions identified in Section V also apply. The DOE agrees to allow the
Environmental Protection Agency (EPA) representatives, and representatives of the state and of
local governments, to observe all EMS audits specified in this agreement, and have zccess to all
related docunentation. DOE agrees to bref interested outside parties prior to, and upon
completion of, each audit. DOE agrees to provide copies of this agresment to these agencies and
to all third-party auditors before they are retained 1o conduct any of the audits required by this
Attachment 2. This Attachment is incorporated by reference into the cover Memorandum of
Agreement between EPA Region II and DOE.

IV.  General Provisions for all EMS Audits

A. 'DOE agrees o plan anc conduct, or have conducted, each EMS audit, except for
the audit to be conducted in the third vear. The third zudit will be conductes v
an independent third party in accord with these generzi provisions, as well zs
those described in Section V. All audits wiil be conducted in accordznce with
these general provisions, using ISO 14010 and 14011 2nd ASTM Provisional
Standard 12-93 es supplemental guidance. Each zudit’s objectives will be as
stated in Section [] above. Each audit will encompass an evaluation of the



adequacy of implementation, from top managemént down, throughout each BNL
Directorate, or its successor, Lo identify where further improvements should be
made to the EMS. With respect to determining conformance with the criteria of .
Attachment 24, the auditors will assess the following:

1. Whether there is a defined program or planned task for the EMS element:
2. Whether the program or task has been implemented, is being maintained ’
and to what extent; 7
Whether the program or task, including employee training, is effectively

. achieving its intended performance;

4, Whether BNL is effectively communicating environmental requirements -
to affected parts of the organization, including visiting scientists/
researchers; and,

5. Whether there are observed deviations from BNL's written requirements
or procedures. ’

L

DOE will ensure that the audi-ors performing the EMSAaudi'ts, required by this
agreement, sa,ti;fy the requirements of ISO 14012. DOE will identify any and all
site-specific training requirements for the auditors so they can effectively znd
safely conduct the required audits and will ensure thet their training is completed
prior to conducting the audit.

DOE agrees to prepare and provide to EPA for review and comment an Audit
Plan for each EMS audit at BNL; the Plan will be provided by March 31 of each
vear. The Plan will include 2 schedule for completing the audit reports and will
include the items listed below. EPA agrees to send any comments to be
considered by DOE within six:y (60) days of the submission of the Audit Plan.
DOE agress that the following items will be identified in each Audit Plan:

Audit eriteria. scope, and objectives; ‘
Areas, functdons and locations to be audited which are priorities, and why;
Audit procedures, including root cause determinations for identified non-
conformances;

Auditors and demonstrate that their qualifications satisfy the requirements
of ISO 14012. The plan will specifically address how ObjeC:iVil:V and
independence will be ensured for auditors who are DOE'employ'ees;

The schedule for conducting and compieting the audir;

The date the audit report will be completed: and,

Successive zudit plans. after the first audiy, also will include a review and
evaluation of the implementation of the Action Plan (see Section IV E) for
the previous audit.

[ R N
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DOE agrees to precare, or have prepared. an Audit Report for each audic. DOE

-
2



agrees that each Audit Report will be completed and provided to the EPA before
the end of the calendar year in which the audit was conducted. EPA agrees to
provide any comments to be considered by DOE within sixty (60) days of
submission of the Audit Report. As a minimum, each Audit Report will: -

Identify the audit tearns’ members;

State when the on-site audit was conducted;

Present the results of the evaluation, as required under Section IV 4,

atove, and delineated in each respective Audit Plan;

4. Present the results of root-cause analyses for observed nonconformances
and deficiencies; and,

3. Make recommendations for EMS improvements, including training.

G N

DOE agrees to prepare or have prepared an Action Plan which will respond to

. each respective Audit Report’s recommendations for EMS improvements. In

each Action Plan, DOE agrees to do the following:

I. Address each finding (i.e., observed nonconformance or deficiency) in the

respective Audit Report, and state how it will be addressed;

Identify plans to address broader issues arising from individual findines

(1e., address root-causes identified for specific non-conformances or )

address facility-wide issues); and,

3. Identify for each recommendation in the Audit Report those it intends to
implement and/or plans to implement with modificatiori(s). DOE agrees
to explain in its Action Plan the rationale for not implementing
recommended changes to the EMS.

(8]

DOZ agrees 10 provide the Action Plan to EPA within sixty (60) cays after preparing or
receiving the Audit Report. EPA agrees to provide any comments to be considered by
DOE within sixty (60) days of submission of the Acticn Plan.

Additional Provisions for the Third Year Independent Third-Party EMS Audit

A

DOE will artange for, and fund, an indepencent, third-party EMS zudit in the
third year of this five-year audit agreement. in lieu of the DOE EMS audit, as
described by the general provisions-of this Agresment 2nd defined by Section [V
A, above. The scope of the audit will be determined by the third-party auditor(s)
based. in part. on the results of the previous audits and in consultation with DOE
and EPA. DOE agress that the third-party auditors will mest the quzlifications
criteria and Taining requirements specified in Section IV B of this agresment.
The auditors will prepare the Audit Plan to address the general provisions listed in
Section IV A, atove. DOE zgress 10 provide copies of this agreement to all third-
party auditors berore tiey are retained to conduct the audits. EPA agress o



provide any comments to be considered by DOE within sixty (60) days of
submnission of the Audit Plan.- The Plan will be prepared a qd. provided in
accordance with Section [V C, above.

B. The mdcpende nt thu'd parry audltors wul prepare a comprehenswe Audxt Repon
accord with the Audit Plan schedule. EPA agre.s to provide any comments to be
considered by DOE within sixty days (60) of submission of the Audit Report
DOE agrees that the Audit Report will contzin the following:

1. Results of the program and evaluations of activity evaluations as described
in Secdon IV D, Itemns 1 through 5; and,

2 Arezs Afraoncem that mert Girther revewr Ar svaliratimm Far mmsama o1
- ML Ui LUAALTAL Wias dhndivamiatl devisyy OF SYauuaulnl 10T poteniual
envu'onme regulatory impacts in the Judqement the independent
third-perty auditors.
C. DOE agrees to prepare, or have prepared, an Action Plan which will respond to

the Audit Report. In the Action Plan, DOE agress to do the following:

1. 7 Address each finding (i.e., observed nonconformance or deficiency) in the
audit report and state how it will be addressed;

Identify nh‘mc 1o address broader issues arisin

L0CHRL Y picadls (U alllllSLon Uivalll CS drlsia

9

ne
(e, adc:ress root causes identified for specific non-conformances
address Iacuuyv'v‘v‘mc issues ), and,

Identify for each recomrnendation in the Audit Report these it intends to
implerment and/or plans to implement with modification(s). DOE agrees
to include 1n its Action Plan an explanation of its rationale for not

implementing recommended changes to the EMS.

ITem wmadividual 1l dmi’s
=
or

(93]

DOE agrees to provide the Action Plan to EPA within sixty (60) days after re cexvmg the Audit
Report. EPA agress tn nrovide 2nv comments to be considered by DOE wAthin sivry (AN dave ~F
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submission of the Action Plan.
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Attachment 2A

Elements of Brookhaven National Laboratory’s Environmental Management System
1. Introduction

Brookhaven National Laboratory's (BNL's)! approach for managing environmental matters is
embedded within a site-wide integrated system for Environment, Safety and Health (ES&H). .
BNL’s Integrated Environment, Safety and Health Management Systern (IESHMS) will be 2
single, defined management system that integrates ES&H requirements into work planning and
operational processes to effectively protect workers, the public, and the environment, and to
comply with regulatory requirements. The elements of BNL's IESHMS are derived from the
following sources:

A. The philosophies, principles and requirements of the DOE’s Integrated Safety
Management System Policy (DOE P 450.4);

B. The International Organization for Standardization (ISO) specifications and
guidance for Environmental Management Systems (EMS) (ISO 14001 Standard);
and

C. There will be enhanced emphasis on compliance assurance, pollution prevention

and community outreach.

The DOE’s Integrated Safety Management System (ISMS) Policy (P 450.4) and ISO 14001 are
incerporated by reference to this attachmen:; the key elements of these are given in Sections I and -
I, respectively. Section IV discusses the elements for enhanced focus on compliance assurance,
pollution prevention and community outreach. Together these elements will form the basis of
BNL’s EMS, and compose the criteria for auditing the BNL EMS for the purpose of this
agreement.

II. The Department of Energy Integrated Safety Management System

The Integrated Safety Management System Policy, which is consistent with, and complements,
ISO 14001, is based on seven Guicing Principles and five Core Functions, describec below:

A. | The Seven Guiding Principles form the conceprual framework that characterizes
the principles, programs, and disciplines that zre essential elements of a sound

1 The use of "BNL" refers to the managemém and opemating contractor for USDOE at the Brookhaven National Laboratery
or the facility iwelfl.



ES&H management system. These principles, as they relate to BNL, are:

~3

Line Management Responsibility for ES&H. BNL’s Line Management
1s directly responsible for protecting workers, the public, and the
environment.

Clear Roles and Responsibilities. Clear and unambiguous lines of
authority and responsibility for ensuring environmental, safety, and health
protection will be established and maintainec by BNL at al] organizational
levels, including its contractors.

Competence Commensurate with Responsibilities. BNL personnel will
possess the experience, knowledge, skills, and abilities that are necessary to
discharge their responsibilities.

Balanced Priorities. BNL will effectively allocate resources for
environmental, safety, and health programs, and operations. Protecting
workers, the public, and the environment will be a priority 2t BNL
whenever activities are planned and carried out.

Identification of ES&H Standards and Requirements. Before work is
started, BNL will evaluate the associated environmental, safety, and health
hazards; an agreed-upon set of requirements and standards for environment,
safety and health will be established which, if properly implemented, will
adequately assure that workers, the public, and the environment are
protected from adverse consequences.

Hazard Controls Tailored to Work Being Performed. BNL will tailor
administrative and engineering controls to prevent and mitigate
environmental, safety, and health hazards from work being performed.

Operations Authorization. BNL will establish and agree upon the
environmental, safety, and health conditions and requirements to be
satisfied for cperations to be initiated and conducted at BNL.

The five ES&H management Core Functions defined in DOE P 450.4, supported
by the Guiding Principles, provide the necessary framework for work at BNL that
could potentially affect workers, the public, or the environment. These Core
Functions are:

[N I

(83

. Define Scope of Work
. Anzlyze the Environmental, Safety, and Health Hazards
. Develop and Implement Cortrols for Environmental. Safety, and Health Hazards

4. Perform Work within Controls

5

. Provide Feedback and Make Continuous Improvements



III.  The International Organization for Standardization, Env1ronmenta1 Management
Systems

An EMS is defined in ISO 14001 as “...the art of the overall management system that includes
organizational structure, planning activities. responsibilities, practices, procedures, processes, and
resources for developing, implementing, achieving, reviewing and maintaining the environmental
policy.” BNL's EMS will be based upon specifications and guidance for the following five ISO
14001 EMS elements:

A

BNL'’s top management will define the BNL's environmental policy [4.2]>

BNL will formulate a plan to fulfill the environmental policy, which will include -
the following [4.3]:

1. Environmental aspects and impacts [4.3.1]
2. Legal and other requirements [4.3.2]
3. Otjectives and targets [4.32.3]

4. Environmental managemeat program [4.3.4]

BNL will implement the plar and operate in 2 manner that achieves the plan’s
objectives and targets [4.4]:

1. Structure and responsibility {4.4.1]

2. Training, awareness and competence [4.4.2]

3. Communicaticn [4.4.3]

4. Doctmentation of Environmental management system [4.4.4]
5. Document control [4.4.5]

6. Operational control [4.4.6]

7. Emergency preparedness aad response [4.4.7)

BNL will have the following systems for checking the performance of its
environmental programs, assuring compliance with regulatory reguirements and
assuring timely corrective actions and reporting (4.5]:

1. Monitoring and measurement [4.5.1]

2. Nonconformance and corrective and preventive action [4.5.2]

”
~ Numbess in brackezs {] refer to criteria in ISO 1200..
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3. Records [4.5.3]
4. Environmental management system audit [4.54]

E. At predetermined intervals, BNL's top management will review the EMS to ensure
its continuing suitability, adequacy and effectiveness [4.6].

IV.  Enhanced Emphasis on Compliance Assurance, Pollution Prevention and Community

Qutreach

BNL will enhance the overall management of ES&H with explicit focus on compliance assurance,
poliution prevention, and community outreach.

A. Complfance Assurance: BNL’s emphasis on compliance essurance will specifically
encompass the four following elements:

1.7 Planning. BNL will establish appropriate programs and procedures to
accomplish the following:

a.

Icentify, interpret, track and effectively communicate environmental
requirements to BNL employees, visiting researchers, experimenters
contractors, and service providers. The scope includes prospectively
identifying and obtaining information about changes and proposed
changes in environmental requirements, and incorporating those
changes into the EMS; and,

?

Anticipate, identify, implement, track, and complete activities
necessary to meet legal and other requirements zssociated with the
environmental impacts of its operations.

2. Implementing and Operation Control. BNL will:

a.

Integrate regulatory requirements into facility operations, including
those of on-site contractors; and,

Ensure that environmental reports required by federal and state
regulations and policy are routinely prepared and submitted, as
appropriate, on a timely basis.



3. Checking and Making Corrective Actions. BNL will implement self-
assessment and corrective action programs which ensure the followin g:

a. Assess operations;

b. Report incidents and non-compliance; investigate them and follow-
up;

c Implement and coordinate compliance audits;

d. Identify and address root causes;

e Provide prompt and complete foliow-ups; and

f Assign organizational j:ersonnel responsibilities.

4. BNL will maintain a positive and proactive relationship with regulatory
agencies. '

Pollution Prevention Program. 3NL will develop an internal program for
preventing, reducing, recycling, reusing, and minimizing waste and emissions,
including procedures to substitu:e materials. The program will include mechanisms
for identifying candidate materizls to be considered by this program. As part of this
program, BNL will develop objectives and targets for pollution prevention and track
progress.

Community Outreach. BNL'’s environmental policy statement will reflect BNL's
commitment to provide outreack: to the community. The environmental policy
statement will be widely distributed and easily accessible throughout the facility and
the surrounding community. BNL will have procedures and will demonstrate how it
solicits, receives, documents, and responds to external communications regarding
its environmental aspects and its environmental management system.
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et At A A A at N

iSO {ihe intemational Organization for Standardization) is a worigwide fed-
eration of national standards bodies (ISO membe: bodies). The work of
preparing Intemational Standards is nommally caTied out through 1SO
technical committees. Each member body interested in a subject for which
a technical committee has been established has the right to be represented
on thal committee. international organizations, govemmental and non-
govermnmental, in fiaison with 1SO, also take part in the work. 1SO colizb-
orates closely with the Intemational Electrotechnical Commission (IEC) on

all matters of electrotechnical standardization.

Draft intemational Standards adopted by the technical commitiees are cir-
culated to the member bodies for voting. Publication as an Intemational
Standard requires approval by at least 75 % of the member bodies casting

a vote-

international btancaru SO 14 was prepare d Dy Techinical Commitiee
ISO/TC 207, Environmenta/ maq@gem nt, S bcommittee SC 1, Environ-
mental managerment systems.

Annexes A, B and C of this Intemational Standard are: for information onty.
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‘introduction

Organizations of all kinds are increasingly concemed to achieve and dem-
onstrate sound environmental performance by controlling the impact of
their activities, products or services on the environment, taking into account
their environmental policy and objectives. They do so in the centext of in-
creasingly stringent legisiation, the development of economic policies and
other measures to foster environmental protection, and a general growth of
concem from interested parties about envircnmental matters including
sustainable development.

Many organzations have undenaken environmenta! “reviews” or “audits” to
assess their environmental periormance. On their own, however, these
‘reviews” and “audits” may not be sufficient to provide an organization with
the assurance that its performance not only meets, but will continue to
meet, its legal and policy requirements. To be effective, they need to be
conducted within 2 structured management system and integrated with
overall management activity.

Intematicnal Standards covering environmental management are intended
to provide organizations with the elements of an effective environmental
management system which can be integrated with other management re-
quirermnents, to assist organizations to achieve environmental and economic
goals. These Standards, like other [ntermnztional Standards, are not in-
tended to be used to create non-tariff trade baniers or to increase or
change an arganization's legai obligations.

This International Standard specifies the requirements of such an environ-
mental management system. It has been writlen to be applicable to all
types and sizes of organizations and to accommodate diverse geographi-
cal, cultural and social conditicns. The basis of the approach is shown in
figure 1. The success of the system depends on commitment from all
levels and functions, especially from lop management. A systern of this
kind enables-an-organization to establish, and assess the zffectiveness of,
procedures to set an environmental policy and objectives, achieve coan-
farmance with them, and demanstrate such conformance te others. The
overall aim cf this Intemational Standard is to support envircnmental pro-
tection and prevention of pollution in balance with socio-economic needs. it
should be noted thar many of the requirements may be addressed cencur-
rently or revisited at any time.

There is an important distinedon between this specification which descrives
the requirements for certification/registration and/cr self-declarztion of an
organizatien’s envircnmental management system and a non<certifiable
guideline intended to provide generic assistance 10 an organization for im-
plementing or improving an environmentzal management system. Environ-
mental management encormpasses a full range of issues including those
with strategic and compatitive implications. Demonstration of successiul
implementation cf this International Standard can be used by an organ-
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ization to zssure interested parties that an appropriate environmental man-
agement system is in place.

/i

Continual improvement

Envirenmental policy

Management review Z

Planring

implementation

Checking 3 3ng speraticn

correcrive acrion

Figure 1 — Environmental management System model for this
Intermational Standard

Guidance on supporting environmental management techniques will be
contained in other intemational Standards.

This International Standard contains only those requirements that may be
objectively audited for certification/registration purposes and/or seif-
declaration purposes. Those organizations requiring more general guid-
ance on a broad range of environmental management system issues
should refer to ISO 14004:1996, Eavironmental management systems —
Generzal guidefines on principles, sysiems and supporting techniques.

It should be noted that this Intemationa! Standard does not estzablish absol-
ute requirements for environmental performance beyond commitment, in
the policy, to compliance with applicable legislation and regulations and to
continual improvement. Thus, two organizations camying out similar ac-
tivities but having different environmental performance may both comply
with fts requirermnents.

The acoption and implermnentation of a range of environmental rmanagement
techniques in a systematic manner can contribute to optimal outcomes for
all interestec parties. However, adoption of this intemational Standard wil!
not in itself guarantee optimal environmental outcomes. I order to achieve
environmental objectives, the environmental manageme-t system should
encourage crganizations to consider implementation of the best available
technology, where appropriate and where economically viable. In addition,
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the cost effectiveness of such technology should be fully taken into zc-
count.

Tnis Intemational Standard is not intended to address, and does not in-
clude requirements for, aspecis of occupational heafth and safety man-
agement; however, it does not seek to discourage an organization from
deveioping integration of such management systemn elements. Neverthe-
less, the cenfication/registration process will only be applicable to aspects
of the environmental management system.

This Intemational Standard shares common management system princi-
ples with the ISO 9000 series of quality system Standards. Organizations
may elect to use an existing managemernt system consistent with the
SO S00Q0 series as a2 basis for its environmental management system. it

red H H (4 -~ alasmamenbs &
should be understeod, however, that the application of various elements of

the management systern may differ due to different purposes and different
interested parties. While quality management systerns deal with customer
needs, envircnmental management systems address the needs .of a broad

range of interested parties and the evolving needs of society for environ-
nial ;.rr\?n.-ﬁnn

mena: rintiutin. —

The environmental management system requirements specified in this In-
ternational Standard do not need to be established independently of exist-
ing management system elements. In some cases, it will be possible to

comply with the requirements by adapting existing management system
elements.
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Environmental management systems — Specification with

guidance for use

1 Scope

This Intemational Standard specifies requirements for
an envircnmental management system, to enable an
organization to formulate a poiicy and objectives tak-
ing into account legislative requirernents and infor-
mation about significant environmental impacts. It
applies to those environmenta! aspects which the or-
ganization can control and over which it can be ex-
pected to have an influence. It does not itself siate
specific environmental performance criteria.

This Intemationa! Standard is applicable 10 any or-
ganizaticn that wishes to

a) implement, maintain and improve an environ-
mental management system;

b) assure itself of its conformance with its stated
environmental policy;

c) demonstrate such conformance to others;

d) seek certification/registration of its envirenmental
management system by an extemnal organization;

e) make a self-determination and szlf-declaration of
conforrnance with this intemationz! Standard.

All the requirements in this Intemational Standard are
intended to be incorporated into zny envircnmental
management system. The extent of the application will
depend on such factors as the environmental policy of
the organization, the nature of its activities and the
conditions in which it operates. This .Intemational
Standard also provides, in annex A, informative guid-
ance on the use of the specification.

The scope of any applicaticn of this Intemaztional
Standard must be clearly identified.

NCTE — For ezse of use, the subclause of the specitication
ang annex A have related¢ numbers; thus, for example,

_ envircnment

4.3.3. and A.3.3 both deal with environmenta! objeciives
and targets, and 4.5.4 and A 5.4 both deal with enviren-
mental management sys:em audit

2 Normative references

There are no normative references at present.

3 Definitions

For the purposes of this Intemational Standard, the
following definitions apply.

3.1

continual improvement

process of enhancing the environmental management
system to achieve improvements.in overall environ-
mental performance in line with the organization's en-
vironmental policy

NOTE — The process need not take place in all areas of
activity simultaneously.

3.2 —

surroundings in which .an organization operzaies, in-
cluding air, water, land, natural resources, flore, fauna,
hurmars, and their interrelation

NQOTE ~— Surroundings in this context extend frcm within an
crga-zzauon 10 the glabai system.

3.3

environmental aspect

element of an organization's activities, oroduc:s or
services that can interact with the environment

NOTE ~ A significant environmentzl asgect is an enviren-
mental aspect that has or c2n have a signficant environ-
mental impacs.
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3.4

environmental impact

any change to the environment, whether adverse or
beneficial, wholly or partially resulting from 2n organ-
_ization's activities, products or services

3.8

environmental management system

the part of the overall management system that in-
cludes organtzational structure, planning activities, re-
sponsibilities, practices, procedures, processes and
resources for developing, implementing, achieving,
reviewing and maintaining the environmental policy

3.6 .
environmental management system audit

2 systematic and documented verification process of
objectively obtaining and evaluating evidence to de-
termine whether an organization's environmental
management system conforms to the environmental
management system audit criteriz set by the organ-
ization, and for communication of the results of this
process to management

3.7

environmental objective

overall environmenta goal, arsing from the environ-
mental policy, that an organization sets iself to
achieve, and which is quantified where pracicable

3.8

environmental performance

measurable resuits of the environmental management
system, relzted to an organization’s control of its envi-
ronmental aspects, based on its environmental policy,
cbjectives and targets

3.8

environmental policy

statement by the organization of &ts intentions and
principles in relation to fis overall environmental per-
fermance which provides 2 framework for action and
for the setting of its environmental objectives and tar-
gets

3.10 ‘
environmental target

detailed performance requirement, quantified where
practicable, applicable to the organization or pans
thereo!, that arises from the environmenta! objectives
and that needs to be set and met in order to achieve
those cbijectives

3.1

interested party

individual or group concemed with or affected by the
environrnental periormance of an organization

eSO

3.12

organization

company, carporation, firm, enterprise, autherity or
institution, or part or combination therect, whether in-
corporated or not, public or private, that has its cwn
functions and administration

NOTE — For crganizations with more than one operating
unit, a single operating unit may be defined as an erganiz-
ation.

3.13

prevention of poliution

use of processes, practices, materials or products that
avoid, reduce or control poliution, which may include
recyding, treatment, process changes, control
mechanisms, efficient use of resources and material
substitution

NOTE — The potential benefits cf prevention of poliution
include the reducon of adverse environmental impacts,
improved efficiency and reduced costs.

4 Environmental management system
requirements

4.1 General requirements

The organizzticn shall establish and maintain an en-

" vironmental management systern, the requirements of

which are deseribed in the whole of clause 4.

4.2 Environmental policy

Top management shall define the organization's er-

virenmental policy and ensure that

~Ta)  is appropriate to the nature, scale and environ-
————memal impacts of its achvities, products or sar-

vices;
b} includes 2 commitment to continual improvement
and prevention of poliution;

€) includes a commitment to comply with relevant

envircnmental legislation and reguiations, and
with cther requirements 1o which the organizaticn
subscribes;

d) provides the fremework for setting and reviewing
envirenmental objectives ang targets;

e) is cocumented, implemented and maintained and
communicated to all employees;

f) is available to the public.
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4.3 Planning

431 Environmental aspects

The organization shall establish and maintain (a) pro-
cedure(s) to identify the environmental aspects of its
activities, products or services that it can control and
over which it can be expected to have an influence, in
order to determine those which have or can have
significant impacts on the environment. The organ-
ization shail ensure that the aspects related 1o these
significant impacts are considered in setting its en-
vironmental objectives.

The organization shall keep this information up-to-
date.

4.3.2 legal and other requirements

The organization shall establish and maintain a pro-
cedure to identify and have access to legal and other
requirements {o which the organization subscribes,
that are apglicable to the environmental aspects of its
activities, products or services.

4.3.3 Objectives and targets

The organization shall establish and maintain docu-
mented environmental objectives and targets, at each
relevant function and level within the organization.

When establishing and reviewing.its objectives, an
crganization shall consider the legal and other re-
quirements, its significant environmental aspects, its
technological options and its financial, operational and
business requirements, and the views of interested
parties.

The objectives and targets shail be consistent with the
.environmental policy, including the commitment to
prevention of pollution.

4.3.4 Environmental management programme(s)

The organization shail establish and maintain’(a) pro-
gramme(s) for achieving its objectives and targets. It
shall include

2) designaticn of responsibility for achieving objec-
tives and targets at each relevant funcion and
level cf the organization;

b) the means and time-frame by which they are to be
achieved.

#f 2 project relates to new developments and new
or modified. activities, products or services, pro~
gramme(s) shall be amended where rzlevant to en-
sure that environmental management applies to such
projects.
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4.4 mplementation and operation

4.4.1 Structure and responsibiitty

Roles, responsibility and autherities shall be defined,
documented and communicated in order to facilitate
effective environmental management.

Management shall provide resources essential to the
implementation and controi of the environmental man-
agement system. Resources include human resources
and specialized skills, technology and financial re-
sources. '

The organization's top management shall appoint (a)
specific management representative(s) who, irrespec-
tive of other responsibilities, shall have defined roles,
responsibifities and authority for

a) ensuring that environmental management system
requirements are established, implemented and
maintained in accordance with this intemational
Standard;

b} reporting on the performance of the environmental
management system to top management for re-
view and as a basis for improvement of the en-
vironmental management system.

4.42 Training, awareness and competence

The organization shall identify training needs. It shall
require that all personnel whose work may crezie a
significant impact upon the environment, have re-
ceived appropriate training.

1t shall establish znd maintain procedures to make its
employees or members at each relevant function and
level aware of

a) the importance of conformance with the environ-
mental policy and procedures and with the re-
quirements of the environmental management
system;

b) the significant environmental impacts, actual or
potential, of their work activities and the environ-
mental benefits of improved personal perform-
ance; :

c) their roles and respensibilities in achieving can-
formance with the environmental policy and pro-
cedures and with the requirements of the
environmental management sysiem, inclucing
emergency preparedness and response regquire-
ments; ’

d) the potential consequences of depariure from
specified operating procedures.

Perscane! pericming the tasks which can cause sig-
nificant environmental impacts shall be competent on
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the basis of appropriate education, training and/er ex-
perience.

4.4.3 Communication

With regard to its environmental aspects gnd. environ-
mental management system, the organization shall
establish and maintain procedures for

a) internal communication between the various
levels and functions of the organization; ;

b) receiving, documenting and responding to rei-
evant communication from extemal interested
partes.

The organization shall consider processes for external
communication on #s significant environmental as-
pects and record fts decision.

4.4.4 Environmental management system
documentation

The organization shall establish and maintain inform-
ation, in paper or electronic form, to

a) describe the core elements of the management
system and their interaction;

b) provide direction to reiated documentation.

' 4.4.5 Document control

The organization shall establish and ma_intain pro~
cedures for controliing all documents required by this
international Standard to ensure that

a) they can be located;

b) they are pericdically reviewed, revised as necess-
ary and approved for adequacy by authorized
personnel;

c) the cument versions of relevant documents are
available at all locations where operagons essen-

tial to the effective functioning of the environ-

mental managemen! system are periormed;

d) obsolete decuments are promptly removed frgm
all points of issue and points of use, or ctherwise
assured against unintended use;

e) zny obsolete documents retained for legal apd/or
knowledge preservation purpeses are suitably
identified.

Documentation shall be legible, dated (with cates of
revisicn) and readily identifiable, maintained in an or-
derty manner and retained for a specified period. Pro-
cedures and responsibilities shall be established and
maintained conceming the creation and modification of
the various types of document.
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4.4.6 Operational control

The organization shall identify those operations and
activities that are associated with the identified signifi-
cant environmental aspects in line with its policy, ob-
jectives and tzrgets. The organization shall pian these
activities, including maintenance, in order to ensure
that they are carried out under specified conditions by

a) establishing and maintaining documented pro-
cedures to cover situations where their zbsence
could lead to deviations from the environmental
policy and the objectives and largets;

b} stipulating operating criteria in the procedures;

¢} establishing and maintaining procedures related
to the identifiable significant environmental as-
pects of goods and services used by the organ-
ization and communicating relevant procedures
and requirements to suppliers and contractors.

4.4.7 Emergency preparedness and response

The organization shall establish and maintain pro-
cedures to identify potential for and respond to acci-
dents and emergency sftuations, and for preventing
and mitigating the environmental impacts that may be
associated with themn.

The crganization shall review and revise, where nec-
essary, s emergency preparedness and responsa
procedures, in particular, alter the occurmrence of acci-
dents or emergency situations.

The organization shall also periodically test such pro-
cedures where practicable.

4.5 Checking and corrective action

4.5.1 Monitcring and measurement

—The—organization shall establish and maintain docu-

mented procecures {o monitor and measure, on a
regular basis, the key characteristics of fts operations
and. activities that can have a significant impas: on the
environment. This shall include the recording of
informaticn to track perforrnance, relevant operational
controls and conformance with the organization's en-
virenmental objectives and targets.

Manitoring equipment shall be calibrated and main-
tained and records of this process shali be retained
according to the organization's procedures.

The organizaticn shall establish and maintain a docu-
mented procedure for pericdically evaluating compli-
ance with relevant environmental legisiation and
regulations.
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452 Nonconformance and corrective and
preventive action

The organization shall establish and maintain pro-
cedures for defining responsibility and authority for
handling and investigating nonconfermance, taking
action to mitigate any impacts caused and for inftiating
and completing corrective and preventive action.

Any corrective or preventive zction taken to eliminate
the causes of actual and potential nonconformances
shall be appropriate to the magnitude of problems and
commensurate with the environmental impact encoun-
tered.

The organization shall implement and re-cgrd any
changes in the documented procedures resulting from
corrective and preventive action.

4.5.3 Records

The organization shall establish and raintain.pro-
cedures for the identification, maintenance and dispo-
sition of environmental records. These records shall
include training records and the results of audits and
reviews, :

Envircnmental records shall be legible, identifiable and
traceable to the activity, product or service involved.
Environmental records shall be stored and maintdined
in such a way thal they are readily retrievable and
protected agairst damage. deterioration or loss. Their
retention times shall be established and recorded.

Records shall be maintained. as appropriate to the
systemn and to the organuzation. to demonstrate con-
formance to the requirements of this Intemational
Standard.

4.5.4 Environmental management system audit

The organization shalt esiadlish and maintain (a) pro-
gramme(s) and procedures tcr pericdic environmental
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management system audits to be carmied out, in order
to :

a) determine whether or not the environmental man-
agement system.

1) conforms to planned amangements for en-
vironmental management including the re-
quiremnents of this Intemational Standard; and

2) has been properly implemented and main-
tained; and

b) provide information on the results of audis to
management.

The organization's audit programme, including any
schedule, shall be based on the environmental import-
ance of the activity ccncemed and the resutts of pre-
vieus audits. In order to be comprehensive, the audit
procedures shall cover the audit scope, frequency and
methodologies, as well as the responsibilities and re-
quirements for conducling audits and reporting resuilts.

4.6 Management review

The organization's top management shall, 2t intervals
that # detemines, review the environmental manage-
ment system, to ensure its continuing suitability, ad-
equacy and effectiveness. The management review
process shall ensure that the necessary infoermation is
Collected to allow management to carry out this
evaluation. This review shall be documented.

The management review shall address the possible
need for changes to policy, objectives and other el-
ements of the environmental management system, in
the light of environmental management system audit
results, changing circumstances and the commitment
10 continual improvement.
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Annex A
(informative)

Guidance on the use of the specification

This annex gives additional information on the re-
quirements and is intended to avoid misinterpretation
of the specification. This annex only addresses the
environmental management system requirements con-
tained in clause 4.

A.1 General requirements

It is intended that the impiementation of an environ-
mental management system described by the speci-
fication will result in iproved environmerital perform-
ance. The specification is based on the concept that
the organization will periodically review and evaluate
its environmental management system in order to
identity opponunities for improvement and their im-
plementatior. Improvernents in its environmental
management system are intended to result in ad-
ditional improvements in environmental performance.

The environmental management system provides a
structured process for the achievement of continual
improvement, the rate and extent of which will be de-
termined by the organization in the light of economic
and other circumstances. Although same improvement
in environmental performance can be expected due to
the adoption of a systematic approach, it should be
understood that the envircnmental management sys-
tem is a tool which enables the organization to achieve
and systematically control the level of environmental
performance that it sets itself. The establishment and
operaticn of an environmental management system
will not, in ftself, necessarily result in an immediate re-
duction of adverse environmental impact.

An organization has the freedom and flexibility to de-
fine its boundaries and may choase to implement this
International Standard with respect to the entire or-
ganizaton, or to specific operating units or activities of
the organization. If this !ntemational Standard is im-
ptemented for a specific operating unit or activity, poi-
icies and procadures developed by other parns of the
organization can be used to meet the requirements of
this Intemational Standard, provided that they are
applicable to the specific operating unit or actvity that
will be subject to it. The leve! of detzail ard ccmplexity
of the environmental management system, the extent
of documentation and the resources devoted to it will
be dependent in the size of an organization and the
nature of its activifes. This may be the case in particu-
lar for small and medium-sized enterprises.

Integration of environmental matters with the overali
management system can contribute to the effective
implementation of the environmental management
system, as well as to efficiency and to clarity of roles.

This Intemational Standard contains management
sysiem requirements, based on the dynamic cyclical
process of “plan, implement, check and review”.

The system should enable an organtzation to

a) establish-an environmental policy appropriate to
tself;

b} identify the environmental aspects arising from
the organization's past, exsting or planned ac-
tivities, products or services, to determine the en-
vironmental impacts of significance;

c) identify the relevant legisiative and reguiatory re-
quirements;

d) identify priorties and set appropriate environ-
mental ebjectives and targets;

" e) establish a structure and (a) programme(s) to im-

plement the policy and achieve objectives and
targets;

f) faciitate planning, control, monitoring, corrective
action, audiing and review activities te ensure
both that the policy is complied with and that the
environmental management system remains ap-
propriate;

g) be capable of adapting to changing circum-
stances. )

‘A2 Environmental policy

The environmental poficy is the driver for implernenting
and improving the organization's environmental man-
agemer systern so that it can maintain and potentially
improve its environmentzl performance. The policy
should therefore reflect the cecmmitment of top man-
agement to compliance with applicable laws and con-
“inual improvernent. The policy forms the basis upon
which the organization sets its objectives and targets.
The policy should be sufficiently clear to be capable of
being understood by intemal and external interested
parties and should be periodically reviewed and re-
vised to reflect changing conditions and information.
Its area of application should be clearty identifiable.
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The organization's tcp management should define and
document its environmental policy within the context of
the environmental policy of any broader corporate
body of which it is a part and with the endorsement of
that body, if there is one.

NOTE — Top management may consist of an individual or
group of individuals with executive responsibiity for the or--
ganization.

A.3 Planning

A3.1 Environmental aspects

Subclause 4.3.1 is intended to provide a process for
an organizaticn to identify significant environmental
aspects that should be addressed as a priority by the
organization's environmental management system.
This process should take into account the cost and
time of undertaking the analysis and the availability of
reliable data. information already developed for regu-
latery or other pufposes may be used in 1his process.
Organizations may also take into account the degree
- of practical control they may have over the environ-
mental aspects being considered. Organizations
should determine what their environmental aspects
are, tzking into account the inputs and outputs as-
Sociated with their current and relevant pasi activities,
products and/or services.

An organization with no existing environmental man-
agement system should, initially, establish its current
position with regard to the environment by means_of 2
review, The aim should be to consider all environ-
mental aspects of the organization as a basis for es-
tablishing the environmental management system.

Those crganizations with operating environmental
management systems do not have to undertake such
a review.

The review should cover four key areas:

a) legisiative and regulatery requirements;

b) an identification of significant environmentai as-
pects; g

¢) an examination of all existing environmental man-
agement practices and precedures;

d) an evaluation of feecback from the investigation
of previous incidents.

In alt cases, consideration should be givep to normal
and abnormal cperations within the organization, and
to potential emergency conditions. .

A suitable approach 1o the review may include check-
fists, interviews, direct inspection and measurement,
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results of previous audits or other reviews depending
on the nature of the activities.

The process to identify the significant envircnmental
aspects associated with the activities al operating
units should, where refevant, consider,

a) emissions to air

b) releases to water;

¢) waste management;

d) ' contamination of land;

e} use of raw materials and natural resources;

)  other local environmental and community issues.

This process should consider normal operating con-
drions, shut-down and start-up conditions, as well as
the realistic potential significant impacts associated
with reasonably foreseeable or emergency situations.

The process is intended to identify significant en-
vironmental aspects associated with activities, prod-
ucts or services, and is not intended to reguire 2 de-
tailed life cycle assessment. Organizations do not
have to evaluate each product, component or raw
material input. They may select categories of activi-
ties, products or services o idenifiy those aspects
most likely to have a significant impast.

The control and influence over the environmental as-
pects of products vary significantly, depending on the
market situation of the organization. A contracior or
supplier to the organization may have comparatively
litte control, while the organization responsible for
preduct design can alter the aspects significantly by
changing, foer example, a single input material. Whilst
recognizing that organizations may have limited con-
trol over the use and dispesal of their ‘products, they
should consider, where practical, proper handling and
disposal mechanisms. This provision is not intended
change or increzse an organisation's iegal obligations.

A.3.2 lLegaland other requirements

‘Examples of other requirements to which the organ-

ization may subscribe are

2) industry codes cf practice;
D) agreements with public authorities;

c) non-regulatory cuidelines.
A.3.3 Objectives and targets
The objecives should be specific and targets sheuld

be measurable wherever practicable, and where 20~
propriate take preventative measuras into acsount.
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When considering their technological optiens, an or-
ganization may consider the use of the best available
technoiogy where economicaily viabie, cost-efiective
and judged appropriate.

The reference to the financial requirements of the or-
ganization is not intended to imply that organizations
are obiiged io use environmenial cost-accounting
methodologies. )

A.3.4 Environmental management
programme(s)

The creation and use of one or more programmes is a
l{n\l element to the successhl |mnlpmnm=hnn of an
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envzronmental management system. The programme
should describe how the organization's objectives and
targets will be achieved, including time-scales and
personne! responsible for implementing the organiz-

ation's anvimnmental nolicy. This programme may be
auon's environmentai poucy. pregamme n

subdivided to address specific elements cf the organ-
ization's operations. The programme should include
an environrmental review for new acﬁviﬁes.

The programrme may include, where annmnnafﬂ and
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practical, consideration of plannmg. desxgn, pre-
duction, marketing and disposal stages. This may be
undertaken for both current and new activities, prod-
ucts or services. For products this may address
design, materials, n_rgd_ucugn processsas, use and uiti-
mate dspo‘sal For installations or s.gnxﬁant modifi-
cations of processes this may address planning, de-
sign, construction, commissioning, operation and, at
the appropriate time determined by the organization,
decommissioning.

A.4 Impliementation and operation

A.4.1 Structure and responsibility

— o men

The successhdl in mpler IE'
management system

employees ©of the orgamzanon. Enwronmental re-
sponsibilities therefore should nat be seen as confined

to the environmenta! funcuon, but may also include
ather areas of an arczanizauon, such as operational
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management or staff functions other than environ-
mental.

This commitment should begin at the highest levels of
management Accordingly. top management should
establish the organization's environmental policy and
ensure that the environmentz! managernent system is
implemented. As pant of this commitment, the top
management should designate (a) specific manage-
ment representative(s) with defined resoonsibility and
authority for implementing the envircnmental man-
agement system. In large or complex organizations
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there may be miore than one designated representa-
tive.-in small or medium sized enterprises, these re-
sponsibiities may be undertaken by one individual.
Top management should also ensure that appropriate
resources are provided to ensure that the environ-
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mental management system is implemented and
maintained. It is also important that the key environ-
mental managernent system responsibiiies are well
defined and communicated 1o the relevant personnel.

A.42 Training, awareness and competence

The organization should establish and maintain pro-
cedures for identifying training needs. The organiz-
ation should also require that contractors working on
its behalf are able to demonstrate that their employees
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Management should determine the leve! of experi-
ence, competence and training necessary 1o ensure
the capability of personnel, especxall hose canying

Nt ennmialiand o demmemamdal manacem ‘
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A43 Communication

Orormmipadimm s  ob b o Sme mam

Crganizatisns should uup e a pf“C&dU|= WCU Te-
ceiving, documenting and responding to relevant in-
formation and requests from interested parties. This
procedure may include 2 dialogue with interested par-
ties and consideration of their relevant concems. In

some f-w-nme?annne raenonens o intarsstad nartics’
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concems may include relevant information about the
environmental impacts associated with the organiz-
ation's operations. These procedures should also
address necessary communications with public
authorities regarding emergency pianning and other
relevant issues.

A.4.4 Environmental management system

.documentation

The level of detail of the documentation should be suf-

ficient to describe the core elements of the environ-
mental management system and their interaction and
provide direction on where to obtain more detailed in-
formation cn the operation of specific parts of the en-
vironmental management system. This documentation
may be integrated with documentation of other sys-
tems xmplemented by the orgamzancn It does nct
ve to be in the form of a sin gl’c manual.

Related documentation may include

a) process inforrmation;
b} corganizational charts;
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¢) intemal standards and operational procedures;

d) site emergency pians.

A.4.5 Document control

The intent of 4.4.5 is to ensure that organizations cre-
ate and maintain documents in a manner sufficient to
implement the environmental management system.
However, the primary focus of organizations should be
on the effective implementation of the environmental

management system and on environmental perform-
ance and not on a complex documentaton control

systerm.
A.4.6 Operational control

Text may be inciuded here in a future revision.

A.4.7 Emergency preparedness and
response

Text may be included here in a future revision.

A.5 Checking and corrective action
A.5.1 Monitoring and measurement
Text may be included here in a fuiure revision.

A.5.2 Noncenformance and corrective and
preventive action

In establishing and maintaining procedures for investi- '

gating and correcting nonconfermance, the organiz-
ation should include these basic elements:

a) identifying the cause of the nonconformance;

b) identitying and implementing the necessary cor-
rective action;

c) implementng or modifying controls necessary 1o
avoid repetition of the nonconformance;

d) recording any changes in written procedures re-
sulting from the corrective action.

Depending on the situaticn, this may be accomplished
raoidly and with a minimum cf formal planning or it
may be 2 more compiex and long-term activity. The
. associated documentation should be zppropriate to
the leve! of corrective action.

A.5.3 Records
Procedures for identification, maintenance and dis-

position of reccrds shouild focus on those records
needed for the mplementation and operaticn of the
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environmental management system and for recording
the exten! to which planned objectives and targets
have been met

Environmental records may include

g) mformation on applicable environmental laws or
other requirements;

b} complaint records;

€) training records;

d) process information;

e) product information;

f) inspection, maintenance and calibration racords;

Q) pertinent comtractor and supplier information:

h) incident reports;

) information on emergency preparadness anc re-
sponse;

j)  information on significant envircnmental aszecLs:
k) audh resuits;
)  management reviews.

Proper account should be taken of confidential busi-
ness informaton.

A.5.4 Environmental management system
audit

The audit programme and procedures should cover

2) the activities and areas to be considered in audits:

b) the frequency of audits;

c) the responsibilities associzted with managing and
conducting audits;

d} the communication of audt results;
e) auditer competence;
f) bhow audits will be conducted.

Audits may be performed by personne! from within the

organization and/or by external persons seleciec by
the organization. In either case, the persons conduct-
ing the audit should be in a2 position to do so imgar-
tially and objectively.

A.6 Managementreview

In order to maintain centinual imzrovemen, suitzbiiity
and effectiveness of the environmenial managamant
system, and thereby its performance, the organiz-
ation's management should review and evajuzte the
environmental management sysiem at defined inter-
vals. The scope of the review should be ccmprenen-
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sive, though not ali elements of an environmental

the review process may take place over a period of
time.

o b o s PSP, SO —~ - L mke 2] ol
should be camied out by the level o
defined them.

Reviews should include
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b) the extent to which cbjectives and targets have
been met;
c) the continuing suiability of the environmental

, conclusions and recammendations
should be documented for necessary action.



Annex B
(informative)

Links between ISO 14001 and 1SO 9001

Tables B.1 and B.2 identify links and broad technical correspondences between ISO 14001 and ISO 5001 and vice
versa.

The objective of the comparison is to demonstrate the combinability of both systems to those organizations aiready
operating one of these International Standards and which may wish to operate both.

A direct link between subclauses of the two : ards has only been established if the two subciauses
are largely congruent in requirements. Beyond that, many detailed cross-connecions of minor relevance exist which
could not be shown here. .
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© iSO

‘Table B.1 — Correspondence between 1SO 14001 and 1SO 5001

| Management review

ISO 14001:1936 ISQ 9001:1994
General requirernents 4.1 4.2.1 ist sentence | Genera
Environmental policy 42 4.1.1 Quality policy
Planning
Environmental aspects 4.3.1 —_
Legal and other requirements 4.3.2 —1)
Objectives and targets ‘ 433 -2
Environmental management pro- 434 —
grarnme(s)
— 423 Quality planning
Impiementation and operation .
Structure and responsibility 4.4.1 4.12 Organization
Training, awareness and competence | 4.42 4.18 Training
Communication 4.5, -
Eavironmentai management system 444 42.1 without Genera!
— documentaton 1st sentence .
Document control 4.4.5 4.5 Document and dat= cantral
Operatonal contro! 4.4.6 422 Quality system procadures
4.4.6 433 Contract review
4.4.6 4.4 Design contro!
4.4.6 4.6 Purchasing
4.4.6 47 Control of customer-supplied product
4.4.6 48 Process control
4.4.6 4.15 Handling, storage, packaging, preser-
vation and delivery
4486 418 Servicing .
— 4.8 Product identification and traceability
Emergency preparedness and 4.4.7 -— ‘
respcnse
Checking and corrective action )
Monitoring and measurement 45.11stand 3rd | 4.10 Inspection and testing
paragrephs .
- 4.12 Inspection and test status
— 420 Statistical techniques
Menitoring and measurement 4.5.1 2rd pare- 4.11 Contro! of inspection, measuring and
graph test equipment
Nonconfarmance and corrective and | 4.5.2 1st part of 15t] 4.13 Cantrol of nonconforming product
preventive action sentence B
Nonconformance and corrective and 4.52 without 4.14 Corrective and preventive acion
preventive action 1st part of
1st sentence .
Records 453 4.16 Cantroi of quality records
Environmental management system 454 4.17 intemal quality audits
3audit
4.6 4.1.3 Management review

1) Legal requirements addressed in {SO 8001, 4.4.4,
2) Objectives addressed in ISO 8001, 4.1.1.
3) Communication with the guality stakeholders (customers..
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Table B2 — Correspondence between ISO 9001 and 1SO 14001

1SO 9001:1934

1SO 14001:19%6

Management responsibility

Quality policy 4.1.1 42 Environmental policy
—_ 4.31 Environmental aspects
-1 4.32 Legal and cther requirements
—_2) 433 Objectives and targers )
—_ 4.3.4 Environmental management pro-
gramme(s)
Organization 412 4.4.1 Structure and respensibility
Management review 4.1.3 4.8 Management review
Quality system
General 421 istsentence | 4.1 Ceneral requirements
4.2.1 without 1st 4.4.4 Environmental management system
sentence documentation
Quality system procedures 422 4.4.6 Operational control
Quality planning 423 -
Contract review 4.3 4.48 Cperational control
Design control 4.4 4.4.8 Crperational conmol
Document and data contro! 4.5 4.45 Document contrel
Purchasing 4.8 4458 Cperational control
Control of customer-supplied product 4.7 4.4.5 Operaticnal contral
Product identification and traceability 4.8 -
Process ccatrol 4.8 4.4.6 Operational control
inspection and testing 4.10 4.5.1 1stand 3rg Menitaring and measurement
paragraphs )
Centrol cf inspection, measuring and 4.11 4.5.1 2nd para- Monitoring and measurement
test equipment grach
Inspection and tes: status 4.2 —_
Contol of nenconforming product 4.13 4.52 1stpart of Nonconformance and comrective and
1stsentence { preventve acton '
Cormrective anc. preventve aciion 4.14 4.52 without Neonconfermance and correctve and
1stpart of creventive acion
1st sentence )
— 447 Emergency preparedness and response
Handling, storage, packaging, preser- 4.15 4486 Crerational conto!
vaticn and deiivery N
Conte! of quality records 4.186 4.5.3 Records
intemal quality audits 4.17 4354 Environmentzl management system
audit
Training 4,18 442 Trainmg, awareness znc competence
Servicing 4.1¢ 4.4.6 Cperational control
Statisticz! technicues 4.20 -
- - | ®e3 Cemmunication

1) Legal requirernents adcressed in ISO 2001, 4.4.4.
2) Objecives addressed in ISO §0G1, 4.1.1.
3) Communication with the quality stakeholders (customers).
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BNL ENVIRONMENTAL MANAGEMENT SYSTEM PROJECT

Work Breakdown Structure

1.0 EMS Project Initiation

This WBS describes the administrative and planning activities for the EMS Project,
which are described below. The EMS Project manager and the ALD ES&H/Q have
responsibility for completion of these subtasks. The deliverables associated with this
WBS element include:

o EMS Project Manager Roles, Responsibilities, Authorities, and Accountabilities
(R2A2)

Approved, resource Ioaded EMS Project Management Plan,

Approved Project Charter,

Approved commitment authorizations,

Authorized budget and account codes for the EMS project.

1.1 Assign Project Manager

The ALD for ES&H/Q will assign the EMS Project Manager and define his/her roles,
responsibility, authorities, and accountabilities.

1.2 Review Scope of EMS Project

The EMS Project Manager will study the BSA management initiatives, the drivers for the
BNL EMS (DOE/EPA Memorandum of Agreement and DOE/BSA Contract) and case
studies of EMS implementation at other sites. The project manager will establish a
point of contact with DOE-BHG and seek pilot facilities to participate in the EMS project.

1.3  Develop Project Plan

The EMS Project Manager will develop a draft project management plan, consistent
with DOE-BHG request and BSA expectaiion. After review and comment from BNL
subject matter experts and EMS project participants, the plan will be submitted to the
ALD ES&H/Q for approval.

1.4  Obtain Management Commitment
The ALD ES&H/Q will present an overview of the EMS Project to the Integration
Council. The EMS project manager will develop a Project Charter that includes an

overview of the project and resource requirement summaries. It will be submitted to the
ALD ES&H/Q and Laboratory Director for.approval and to Director of Budget for
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concurrence. The EMS Project Manager will develop commitment authorizations
describing the tasks, schedule, and level of support estimated required by BNL
departments/divisions to implement the EMS. These commitment authorizations will be
submitted to the respective ALD for approval.

1.5  Establish EMS Project Team

The EMS Project Manager will establish the EMS Project Team utilizing both assigned
personnel and matrixed support. The assigned project support personnel include an
administrative assistant, project controls assistant, project team trainer, environmental
professional on EMS and regulatory compliance, and computing support. The project
also requires matrixed support to either develop and/or implement the program
requirements. These include BNL Support Organizational Personnel, Project Managers
on related BSA Initiatives, and Pilot Facility Implementation Teams. As additional
directorates initiate implementation of an EMS, the EMS Project Team will be expanded
to include their implementation team members.

1.6  Establish Project Budget Account

The EMS Project Manager will resource load the EMS Project Plan using cost estimates
for completing the identified tasks. The respective EMS Project Team personnel will
provide estimates. The required resources for EMS deployment in the directorates will
be estimated using a model developed by the pilot facilities and the EMS Project
Manager. Input by scientific department personnel will be sought to validate the model
estimates. Final estimates will be generated using facility specific data. Once the EMS
Charter is approved, the EMS Project Manager will obtaln an account/budget line and
authorization from the BNL Budget Office.

2.0 Establish Institutional EMS Program Requirements

This WBS describes the tasks and assignments related to the development of the BNL
Institutional EMS program. The Institutional EMS Program defines the basic
requirements for environmental management at BNL and provides a set of effective and
efficient operational practices for implementation in all facilities and projects at the
Laboratory. The overall strategy for developing the institutional program is to integrate
the EMS requirements (the ISO 14001 Standard requirements and the EPA
requirements for compliance assurance, pollution prevention, and community outreach)
into the BSA management system initiatives being implemented at BNL. Where
specific BSA initiatives have not been identified, existing BNL programs wili be
enhanced to incorporate the EMS requirements.

EMS project personnel will be responsible for communicating the EMS requirements to
the Project Team members, providing technical assistance, tracking progress,.and
lastly, reviewing and approving the documented deliverables (process description
documents, procedures, records) to ensure conformance to the EMS requirements.
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The project managers (for the BSA initiatives) and support personnel (for the existing

RNl nroagrame) ara racennneibla for incnrnaratina tha EMQ ramrrirarmante intn the
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respective laboratory management system. The assigned personnel are also
responsibie for developing program documents, procedures and records as required by
the EMS, in a format compatible with the BNL Standards Based Management System
(SBMS). Lastly, assigned personnei are responsible for submitting the documents,
procedures, etc to the EMS Project manager for review and approval with respect to

conformance to ISO/EMS requirements.

The overall strategy used to develop the Institutional Program requirements will be to
establish a working group of representztive line personnel (supervisory and operations)
who, by virtue of their work are key customers and will be responsible for implementing

the requirements, This wnrkmn group will be auamented with subiect matter experts
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who wull provide the group wrth techmccll expertise on legal and other requirements

accnriatad with tha nraaram alamant Tha wnarkina Aarearim marmbiare will lha raanAanaiht
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for seekmg lnput from other affected operations personnel both within and outside their
direct line, their management (including their Department Chair/Division Manager and
ALD) and the pilot facilities implementation teams if needed. They will aiso be
responsible for providing these parties with opportunities to review, test, and comment
on the draft institutional program proceclures. The assigned lead is responsible for
coordinating the activities of the working group to ensure that the expected deliverables
are produced in conformance with the requirements of the BNL EMS on the timeframe

identified in the BNL EMS Project Schedule.

At the conclusion of this work activity, BNL shall have a documented institutional level

EMS nroaram that is intecirated in the management syvstems established at the
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Iaboratory and conforms to EMS criteria in the MOA. Activities to implement the
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WBS 7.0, Develop Institutional EMS. A summary of the specific strategy proposed,

suppor[ personner and deliverabies for each program element is provmeo below.
2.1  Establish Environmental Policy

The strategy for developing the BNL Environmental Policy is to build on the work
accomplished under the Management System improvement Program (MSIP) WBS
1.3.10.2, Environmental Mission, Vision. Values, and integrate it into the Laboratory
ES&H Policy. This was developed by a ‘working group of representative line personnel

with input from all levels of the organization (vna workshops ‘and employee survey) and

already renresents the | nlnnrnfnr\l consensus.

QHTUUY T U Do il I Qs S (VAP S R DAV R P

The EMS Project Manager is responsible for communicating 1SC requirements for EMS
Policy to the ES Mana ger. he ESD Manager will draft a proposed EMS policy that
meets tr‘le requirements of iSO 14001 and is consistent with other Laboratory policies
and work with the Laboratory Directorate to obtain approval.
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The final version of the Environmental Policy will be presented to the ISM Project
Manager for incorporation into the ESH Policy.

EMS Project personnel will be responsible for publishing it in the applicable sections of
the EMS Management System Description Document and making it available to the
public (through the EMS Website, SBMS, and publication in annual Site Environmental
Report).

2.2  Establish Environmental Aspects/Impacts

The strategy for identifying the activities, products or services (aspects) which have the
potential to significantly impact the environment, both negatively and positively is to
integrate the EMS requirements into the Phase Il Process Evaluation Project and the
ISM initiative. The Phase Il project has performed an inventory of processes at BNL
and has established criteria for “high priority” processes. This inventory will be used to
form the basis of “the organizations activities with environmental aspects” and the
criteria will be used as a basis for determining “significant impact”. Other compliance
criteria may be added as appropriate. The scope and applicability of the EMS project
will be defined as the Phase Il activities, products, and services that meet these criteria.
" The Phase Il Process Evaluations will provide the technical basis for the EMS Program.
Expansion of the scope and applicability of the EMS Program will be implemented
during the program improvement cycles.

A SBMS procedure will be developed to describe the process for identifying and
documenting environmental aspects that can have a significant impact.

The ISM initiative will establish work planning and control protocols for “analyzing ESH
hazards/impacts” at both the facility and project levels (such as facility use agreements,
experimental safety reviews, and work planning). EMS requirements for identifying
aspects that can significantly impact the environment will be incorporated into these
protocols, thereby keeping the baseline information provided by Phase Il up to date with
new processes and/or modifications to existing processes.

Each project manager (Phase || EMS and ISM) will be responsible for developing and
documenting the respective procedures and protocols. EMS project personnel will be
responsible for documenting the aspects and impacts in SBMS.

2.3  Establish Legal & Other Requirements

This element incorporates both the ISO requirement for Legal and Other Requirements
and the related EPA criteria under Compliance Assurance. Procedures and/or
documents created in these subtasks shall address both of these requirements.

The EMS Project Manager is responsible for communicatin'g ISO and compliance
assurance requirements to project team members working on this WBS.
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The SBMS Project Manager will develop a Requirements Management System. The
strategy for developing the BNL Requirements Management System is to adopt the
PNNL Requirements Management System and adapt it to BNL. The SBMS Project
Manager has the lead for defining and documenting the structure for the Institutional
Requirements Management System and customizing this system with BNL
environmental requirements. The environmental professionals from ESD will be
responsible for identifying the BNL specific requirements. The deliverables will include
a requirements management procedure (in SBMS format) and a list of applicable
regulatory requirements.

ESD Management and key personnel shall establish mechanisms for internal
communication with line personnel on regulatory requirements. These will include
process evaluation, facility use agreement, direct communication, and/or BNL web
intranet. The process developed shall ensure that there is a mechanism to enable
facility managers to be knowledgeable of legal and other requirements that apply to
their facility operation.

The SME in ESD and WMD shall develop a process for proactively identifying new
regulations and/or changes to regulations in order to evaluate the impact to Laboratory
operations and communicate any changes in requirements, including regulatory, to the
affected personnel in a timely manner. '

2.3.1 Establish Environmental Compliance Subject Areas in SBMS

Subject areas provide the requirement basis and identify the associated procedures and
records that must be implemented to comply with the Laboratory regulatory
requirements (comparable to the BNL ESH Standards and SEAPPMs). The strategy for
developing the SBMS environmental cornpliance subject areas is to adopt the PNNL
subject areas, customize as needed for applicable BNL requirements and operations,
and develop new subject area documenis when no PNNL one exists. Environmental
professionals in ESD will establish working groups of line personnel to develop these
subject areas. The deliverable includes “subject area” documents that conform with
SBMS format requirements, addressing he following environmental functional areas:
e NEPA

Underground Injection Control

Liquid Effluents

Pollution Prevention/Waste Minimization

Drinking Water

Non-Radioactive Airborne Emissions

Radioactive Airborne Emissions

Notification of Unexpected Releases

Environmental Monitoring

Toxic & Hazardous Material Storage

Oil's & PCBs

Medical Waste

Low Level Radioactive Waste
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¢ Mixed Waste
¢ Hazardous Waste

2.4  Establish Objectives and Targets

The EMS requirements far obiectives and targets wi o DN

T CiVio TSUHTITICTIW U UDjoulves u Ldlgclb Wlll UC IIILBgIdlUU HII.U LIIU DINL
Integrated Plannin (IP) and Performance Based Management System (PBMS) utilizing

_______ Y G A

the process to estabiish critical outcomes, performance objectives and performance

measures. The strategy is to establish a process team headed by the IP/PBMS Project

Managers that inciudes iine personnei, environmentai professionals, and EMS Project

personnel. The team will develop a process for addressing the following technical EMS

requirements:

e evaluating existing performance objectives/measures and contract performance
measures,

o revaewmn environmental asnectsllmnarts

. mcludmg a review of regulatory commitments & compliance assurance

roanir nte
lcqullt;lllcl Lo,

¢ including line personnel, regulator and stakeholder input, and

e ensuring consistency with the environmentai poiicy, poiiution prevention, and
continual improvement.

e communicating to line personnel,

The team will also include in this process a mechanism to address the following
administrative requirements:

e incorporating a process for flowing down requirements to relevant levels in the
nmnnwnhnn

. lncludmg a revision process
uluuumy an appluval process,
¢ including a trackmg/reportlng process

[ ]

The PBMS project manager will be responsible for documenting the process in a format
that conforms with SBMS requirements.

[The ESD Manager will be responsible for executing the process and documenting the
annual environmental objectives/measures when developing FY00 and FYO1
performance ob|ect|ves and measures- aSJparH)f WBS 7.4]

2.5 Establish Environmental Management Programs

The strategy for developing the Laboratory Environmental Management Program-(an
action plan to achieve the objectives) will be to integrate the EMS requurements |nto the
lntamratad Dlnnninn Cuectam actahlichad a2t RN Thao Intanaratad Diannina nraiact
lIILUHlGlUU ratni IH WYOLTTH UColVIRDIIOU Gl W VN, IIIU IIIKUHIGLUU t lallllllls 'JIUJUUL
manager will design a process for BNL that defines and documents the reqmrements for
identifying, impiementing, and tracking activities, schedule and costs of actions
necessary for the Laboratory to achieve its critical outcomes, objectives, and

performance measures.
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The Laboratory level process will addresses the following EMS technical requnrements

e covers the Laboratory environmental objectives and measures,

* addresses current operational plans and initiatives (including the MSIP
Environmental Program initiatives, ESH&I Planning process and department/division
planning processes), regulatory commitments, and Pollution Prevention
opportunities,

* incorporate a process to assign responsibility and identify the means and time frame
for achieving objectives and targets,
establish a tracking process & change control,

 establish a mechanism for revising the action plans to address new projects or
changes in existing projects.

The Management Planning project manager will be responsible for documenting the
process. The EMS Project Manager will cevelop and document a process for facilities
and projects to identify and document their EM programs (action plans to achieve their
Directorate specific environmental objectives). The process will meet the above
requirements and be compatible with the l.aboratory level to enable linking and tracking -
(as deemed appropriate by DP Manager).

[The ESD personnel will be responsible for establishing the FY99/00 Institutional EM
Program as part of WBS 7.5.]

2.6 Establish EMS Structure and Responsibility

The EMS Steward is responsible for establishing a working group comprised of ESD
and WMD managers and management representatives on EMS to develop the EMS
program structure, associated responsibilities, and routine reportlng on the Laboratory
~environmental performance.

The ESD Manager will be responsible for documenting these requirementé into the
appropriate EMS Management System Description Document(s) and obtaining
management approval.

EMS Project Team responsibilities and reporting requirements addressing the
frequency, content and format for reporting EMS progress including project performance
measures will be defined by the EMS Projzct Manager and documented in this EMS
PMP. : _—
[Deployment-of status reports to management are covered under WBS 10.0]

2.7  Establish Training, Awareness, and Competency

2.7.1 Update Training Policy and Procedures

The EMS requirements for this program element are intended to be integrated into the
BSA Initiative, Training and Qualification System (T&QS). The T&QS project manager,

with guidance by the EMS project trainer, will be responsible for adopting/adapting
either the PNNL T&QS or the BNL Training Policy and procedures and updating it to
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meet the EMS requirements for training, awareness and competency. Specific items to
be addressed include the competency requirements and updating the job
hazards/training requirements matrix with environmental hazard information. if the
T&QS has not been deployed, the responsibility for this task will lie with the BNL Central
Training Office. The T&QS project manager (or CTO Manager) is responsible for
documenting this management system and associated procedures in a format

compatible with SBMS.
2.8  Establish Communications

The strategy for implementing this EMS program element is to integrate EPA
requirements for community outreach and ISO requirements for communications into
the BNL Strategic Communications Initiative developed by Community Involvement,
Government, Public Affairs (CIGPA) Directorate. The EMS Project Manager is
responsible for communicating ISO requirements to CIGPA, reviewing the current
Strategic Communications Initiative for conformance to EMS requirements, and
providing assistance in the development of procedures required by the EMS. The
CIGPA is responsible for developing an External and Interal Communication procedure
that meets the requirements of EMS, implementing them at the Institutional Level, and
documenting them in a format compatible with SBMS. [Refer to WBS 4.0 for EMS

Proiect Communications Initiatives. 1
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Manager will provide technical assistance as needed to ensure this system meets ISO
requirements for receiving, respondmg, and tracking requests for information on

~ e

environmentai issues. The Directors’ Office is responsibie for documenting the system
in SBMS format.
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NOTE: The Management Representative on EMS will establish a channel for replying
to external requests for environmental information related to their facilities. [The process
for internally communicating legal and other requirements will be established by the
SBMS Project Manager as part of the Requirements Management System, with
technical assistance provided by the Environmental Specialists, refer to WBS 2.3.]
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g
e SBMS format requirements to the EMS Project Team members.

The ESD Manager will develop an EMS Management System Document and obtain
approval in conformance with SBMS requirements.
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An EMS program description document will be created to meet ISO 14001 requirements
for an EMS Manual. This document will cescribe the core elements of the BNL EMS, its
interdependence on other management systems, and include a “roadmap” to
institutional level environmental documents, procedures and records. The EMS Manual
will be compiled using the documentation submitted by each of the project managers
responsible for the Institutional EMS program elements. The EMS Project Manager is
responsible for creating this document and obtaining approval for SBMS.

The EMS Project Manager is responsible for reviewing all required EMS documents to
ensure conformance with ISO/EMS program requirements. The EMS Project Manager
or EMS Specialist in consult with the SBMS Project Manager will populate the
SBMS/EMS Hierarchy of documents with required EMS documents. The SBMS Project
Manager will be responsible for maintaining document control. .

2.10 Establish Document Control

The existing Laboratory program for Document Control will be enhanced and revised to
reflect the EMS requirements and SBMS. The QM Office will provide support personnel
to establish a working group of Quality Representatives and line personnel to review
and either adopt or adapt the PNNL Document Control System. The QM Office will be
-responsible for facilitating the working group and delivering a written Document Control
system compatible with SBMS.

2.11 Establish Operational Controls

The activities included in this EMS program element address the identification and
evaluation of adequacy of operational controls (both administrative and engineering
controls) and pollution prevention opportunities. The process developed in Phase
project will provide the basis for the ISM system for “identifying and implementing
controls”, and enhances the Pollution Prevention (P2) Program.

2.11.1 Establish Institutional Level Operational Controls Process

The EMS Project Manager will communicate ISO requirements to the ISM Project
Manager and review the work planning process. The ISM Project Manager will mtegrate

ISO Operational -Controls requirements;-and related Compliance-Assurance - - -~ -

requirements into the work planning process. The specific key elements to be included
in the process include:

Incorporate planning activities

Incorporate maintenance activities

Incorporate procedural requirements

Incorporate operating limits

Establish controls on goods and services procured for use, including documentation
of communications with suppliers/contractors.
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The ISM Project Manager shall document the Laboratory’s operational control process,
including the process for communicating controls on suppliers/contractors, in a format
compatible with SBMS.

2.11.2 Establish industrial (Facility) Requirements Management Process

The Phase |l project will make assessment, prevention and control evaluations for each
of the high priority processes. The Phase |l project manager will document the
assessment, prevention and control evaluation process (in SBMS format) for evaluating
the adequacy of operational controls and pollution prevention opportunities.. The
project manager will also be responsible for providing a list of processes evaluated

2.11.3 Establish Project Level Operational Controls Process

The EMS Project Manager will communicate ISO requirements to the ISM Project
Manager and review the experimental safety review process. The ISM Project Manager
will integrate ISO Operational Controls requirements, and related Compliance
Assurance requirements into the experimental safety review process. The specific key
elements to be included in the process include:
Incorporate planning activities

Incorporate procedural requirements
Incorporate operating limits

Establish controls on goods and services procured for use, including documentation
of communications with suppliers/contractors.

The ISM Project Manager shall document the Laboratory’s operational control process,
including the process for communicating controls on suppliers/contractors, in a format
compatible with SBMS.

2.11.4 Incorporate EMS Operational Controls into Facility Use Agreements

The EMS Project Manager will communicate ISO requirements to the ISM Project

Manager and review the process to establish facility use agreements. The ISM Project

Manager will integrate ISO Operational Controls and related Compliance Assurance

requirements into the facility use agreement process as needed. The process

developed shall ensure that there is a mechanismto-

¢ enable facility managers to be knowiedgeable of operational controls that apply to
their facility operation,

¢ link these applicable requirements to the facility use agreement (or other appropriate
mechanism)

¢ ensure users of the facilities are aware of the operational control requirements that
apply to the facility in which they work.

The ISM Project Manager shall document the Laboratory’s facility use agreement

process in a format compatible with SBMS.
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2.12 Establish Emergency Preparedness and Response

The EMS Project Manager will communicate ISO requirements on emergency
preparedness and response to the respective EMS Project personnel.

The existing Laboratory Emergency Program will be enhanced and revised to
incorporate the EMS requirements. Support personnel from the Emergency Services
Division, Emergency Planning Team, will review the existing BNL response protocols
(ie., ESH Standards, ESH Service Division-Environmental Protection Office Spill
Response procedure, BNL Spill Prevention and Control Plan, and occurrence reporting
systems. The Emergency Planning Team will be responsible for integrating these
protocols and the EMS requirements into the Laboratory Emergency program,
documenting the EMS requirements for Emergency Preparedness and Response in the
SBMS format, and updating the associated Laboratory Emergency Program documents
as needed (ie., the BNL Emergency Plan, EESH Standards, and Emergency Training
Program). The SBMS Project Manager is responsibie for documenting these systems
in the SBMS.

[Also related to this effort, and included in WBS 7.12, is the incorporation of facility level
requirements for Local Emergency Plans, revision of the Fire/Rescue Run books to
reflect any additional hazards identified during the Phase Il process evaluations, and the
review and testing (ie., drills) of Department. Local Emergency plans.]

2.13 Establish Monitoring and Measurement

The Laboratory Environmental Monitoring Frogram will be reviewed and revised to
provide facilities and projects with sampling and analysis requirements for processes
that have the potential to impact the environment thereby incorporating EMS
requirements for monitoring and measurement.

The process shall address the following technical elements:

o Timely compliance to monitoring/reporting requirements

¢ Monitering requirements for operations

e Records and reporting requirements

ESD and the Integrated Monitoring project ranager will be responsible for developing

and documenting the Laboratory program requirements in a format that is compatible - -

with SBMS. Deliverables include a SBMS subject area for environmental monitoring.

The Phase |l project includes processes to make regulatory determinations and identify
assessment, prevention and control requirements. EMS project personnel and Phase |l
project manager shall review these processes with respect to EMS monitoring and
measurement requirements to determine how these processes satisfy the EMS
requirements, and if so, the Phase |l Project Manager shall document the protocols in
SBMS.
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2.13.1 Dev'elop EIMS

The Integrated Monitoring Initiative, which has the responsibility to develop an
integrated database for environmental data under MSIP 1.3.10.3.9, will incorporate thé
EMS requirements for monitoring and measurement into the design of the database to
ensure facilities have the capability to access their data. The Integrated Monitoring
Project Manager shall document database descriptions addressing access, records
management, and data validation

2.13.2 Develop Calibration Standard

The existing Laboratory Calibration program will be enhanced and revised to reflect
EMS and SBMS requirements. The QM Office will provide support personnel to
establish a working group of Quality Representatives and line personnel to review and
either adopt or adapt the PNNL calibration program. The QM Office will be responsible
for facilitating the working group and delivering a Calibration System document for
incorporation into SBMS.

[The EMS requirements for measuring performance related to objectives and targets
and evaluating regulatory compliance are covered under WBS 2.4 and WBS 2.16,
respectively.]

2.14 Establish Nonconformance & Corrective/Preventive Actions

The existing Laboratory program for Nonconformance & Corrective/Preventive Action
will be enhanced and revised to reflect the EMS requirements and SBMS. The QM
Office will provide support personnel to establish a working group of Quality
Representatives and line personnel to review and either adopt or adapt the PNNL
“Resolving Quality Problems” subject area. The QM Office will be responsible for
facilitating the working group and delivering a system document that meets the EMS
criteria for nonconformance & corrective/preventive action and can be incorporated into
SBMS.

2.15 Establish Records

The approach that will be used to address thissEMS-element is to integrate these
requirements with the document control requirements and monitoring and measurement
requirements in order to develop one system to establish and maintain documents and
records, both hardcopy and electronic. The existing BNL and PNNL programs for
records management shall be reviewed and a system developed for SBMS. This task
will be performed by the Document Control working group established by the QM Office.
Technical expertise for identifying required environmental records will be provided by
the environmental professionals of ESD and documented in the respective subject
areas in SBMS. Requirements for electronic records will be addressed and
incorporated in the Integrated Monitoring Initiative as that program develops.
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2.16 Establish Environmental Auditing

This BNL. EMS Audit element will include both an EMS and a regulatory compliance
component. The requirements for the EMS audit will be based on the ISO 14001
standard; the requirements for the regulatory compliance audit will be based on the EPA
Environmental Leadership Program (ELP) Compliance Audit Guidelines. The
Integrated Assessment project manager will be responsible for developing the
overarching audit program requirements, integrating them in the self-assessment
program, and documenting the protocols and tools in SBMS. Technical assistance in
terms of procedures and EMS/Compliance Audit ‘tools” such as planning audits, training
assessors, investigating causal factors, and establishing appropriate corrective action,
and tracking closure of action items will be provided by the environmental professionals,
quality management staff, and EMS project personnel.

2.17 Establish Management Review

The strategy for developing this EMS element is to integrate the requirements for

Management Review into the Integrated Assessment Program®. The process will be

developed to address the follownng technlcal requirements:

o Establish frequency

o Identify performance data to be presented and evaluated

o Establish Management Review Report format and documentation requirements

o Establish guidance for assessing effectiveness, adequacy, and suitability of EMS,
and making recommendations to revise policy, objectives, or targets

The EMS project manager will be responsible for incorporating the requirements into
environmental assessment subject areas and documenting the systems in SBMS. EMS
project personnel will provide technical assistance.

3.0 Facility EMS Pilot Program

Three facilities will participate in the pilot programs: RHIC, WMD, RD. The pilot

program has been established for the following reasons:

+ Enable facilities with a high potential to impact environment to expedlte
implementation and prepare for ISO registration. -

+ Provide line management input on the [nstitutional EMS program requirements as
they are being developed.

o Develop case studies for EMS implementation and prototypes for Laboratory wide
application.

This WBS is comprised of four major elements: Preparations for pilot facilities, and
implementation plans for each of the three pilot facilities: RHIC, WMD, RD. The EMS
Project Team is assisting the pilot facilities in preparations for the development and
deployment of key EMS program elements. A uniform strategy for implementation was
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developed by the pilot facilities to facilitate deployment, maximize synergy in effort, and
test applicability for eventual transferal to the balance of the laboratory.

3.1 Preparations for Pilot Facilities

The EMS project personnel will provide technical assistance to ensure success in
development and deployment of the EMS Program in the pilot facilities.

3.1.1 Obtain Management Commitment

The EMS Project Manager shall contact the Environmental specialist and associated
ALD/Department Chair to provide an overview of the EMS Project and seek
participation in the pilot process. The deliverable is commitment by the
ALD/Department Chair to participate and support the EMS Project and assign a
Management Representative on EMS to serve as a point of contact on the EMS Project
Team.

3.1.2 Establish EMS Team

The EMS Project Manager will provide guidance and reference materials on EMS
Project Implementation to the Management Representatives on EMS in the following
areas:

e Gap Analysis

¢ Cost accounting

¢ Implementation Plan.

The EMS Project Manager will also establish a mechanism for the pilot facilities to have
an opportunity to review and test new EMS protocols developed in WBS 2.0.

3.1.3 Prepare for Employee Training

The EMS Project Trainer will develop a prototype lesson plan for use by the pilot
facilities for satisfying the facility specific training component of the EMS Training.
Facility personnel will develop the content for the module that pertains to the actual
work process/impact/controls/emergency response. The training will be piloted in
accordance with BNL Training policy. Deliverable: Prototype lesson plan and
guidance. e '

3.1.4 Guide Development of Facility EMS Procedures/Documents/Records

The EMS Project Manager will provide guidance and reference materials on EMS
Procedures/Documents/Records to the Management Representatives.

The EMS Project Manager wili also establish a mechanism for the pilot facilities to have
an opportunity to review and test new EMS protocols developed in WBS 2.0.
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3.1.5 Prepare Assessment Activities

The EMS Project Manager will establish a EMS Project Assessment schedule covering
the project progress, the Independent Oversight Office assessments, DOE Audits and
BSA Corporate Assessments. [Coordination and hosting of audits is covered under
WBS 6.0] '

3.2 Deploy EMS at Pilot Facilities

Three facilities will participate in the pilot programs: RHIC, WMD, and RD. A uniform
strategy for implementation was developed by the pilot facilities to facilitate deployment,
maximize synergy in effort, and test aprlicability for eventual transferal to the balance of
the laboratory. The following WBS reflects this uniform implementation strategy at
each of the three facilities.

3.2.1 Relativistic Heavy lon Collider Project (RHIC)
3.2.1.1 Project Planning

" This WBS includes the activities associated with the planning stage of EMS Project
implementation. It includes the following:

o Establish EMS Team/R2A2

Establish Cost Accounting System

Define Facilities/Projects (ie., organization) included within scope of project
Develop Implementation Plan

Conduct Gap Analysis

Conduct Phase Il Process Evaluations for high priority processes

Develop Action Plan for WBS 3.2.1.2, Program Implementation
Review/Test of Institutional Level Program Requirements, as appropriate

The Management Representative on EMS is responsible for coordinating the
completion of the above tasks. The expected deliverables include the identification of
the members of the facility EMS team, cost accounting system for tracking hours spent
on EMS tasks, a gap analysis report, an implementation plan (with action plan for WBS
3.2.1.2 completed). [The Phase |l process evaluations are being tracked as part of a
deliverable for the Phase |l PEP, and the description of the Facility organization will be
developed and documented in the EMS Manual appendix for the facility.].

3.21.2 Prégram Implementation

This WBS represents the actions required by the facilities to develop facility protocols or
revise existing facility protocols to conform to the BNL Institutional EMS Program
Requirements and the implementation of these procedures. This WBS will require the
Management Representative on EMS to Interface with facility personnel responsible for
implementing related BSA Initiatives, such as IAP, PBMS, Phase I, etc. WBS sub-
elements for each of the 17 ISO program elements will be developed by the
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Management Representative on EMS as needed depending upon the results of the gap
analyses.

A range of options exists for the facility to complete this WBS. They may choose to
adopt the Institutional Program in its entirety and eliminate any facility specific
procedures; they may choose to augment the Institutional Program with facility specific
procedures; or they may pick and choose the elements that will be adopted or
augmented. It is preferable that the facilities limit the number of additional procedures
to those necessary to describe the unique operation and maintenance of the equipment
and facility. The EMS Project Manager will also review and approve the facility
documentation required by the EMS Management System Hierarchy of Documents
(EMS Manual Appendix for facility, and facility index). The deliverable that is expected
in this WBS is an EMS Manual and Index describing how the facility has deployed the
Institutional EMS Program and indicating the procedures/documents/records which
support the deployment.

3.2.1.3 Train Employees

The Management Representative on EMS and training coordinator, with assistance
from the EMS Project Trainer, shall assign training requirements to all employees using
the EMS Project Job Training Assessments. The Management Representative on EMS
and Training Coordinator shall schedule and coordinate execution of the following
training courses:

¢ EMS Implementation Team Training

General Employee Environmental Protection Training

Jab Specific EMS Training

EMS Management Overview

Internal EMS Auditor

The deliverables from this WBS includes the following items:

"« assignment of facility personnel to EMS JTA’s

¢ job specific training modules

e training records entered into the Brookhaven Training Management System
database

3.2.1.4 Communicate EMS Initiative

Several initiatives are included in this WBS to ensure frequent and widespread
communication of the EMS Program and environmental performance throughout the
facility. The Management Representative on EMS shall design communication
initiatives that are conducive to their facility, including Division Kickoff Meeting and EMS
presentations on the project, program elements, performance, and status. These
communication efforts will augment the EMS Project Communications Initiatives. The
expected deliverable is a summary listing of actual communiqués in the monthly status
report.
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The Pilot facilities shall also participate in two lessons learned sessions scheduled
midway and at the end of the pilot phase, in order to discuss strengths and weaknesses
of the implementation process, and improve the process before laboratory wide
deployment.

3.2.1.5 Assess Readiness/Obtain Registration
3.2.1.5.1 Internal Audits

Several activities associated with assessment of the EMS Program will be coordinated
- by the Management Representative on EMS, including

¢ Self assessment

e Independent Oversight Audit of EMS Program

e Annual DOE Audit

The first two audits will be performed in accordance with the requirements of IAP. The
DOE-BHG area office in accordance with the requirements in the MOA will coordinate
the annual DOE Audit. The deliverable associated with this WBS is the final audit
reports, and corrective actions if necessary.

3.2.1.6 Project Support

This WBS includes activities associated with managing and controlling costs and
schedule associated with facility implemertation of the EMS. The Management
Representative on EMS will be responsible for tracking project performance measures
related to costs and schedule, reporting progress on project implementation on a
monthly basis to both their management and to the EMS Project Manger, and
administer change control of facility implernentation plan. The expected deliverables
are monthly progress reports and baseline change control forms, as required.

3.2.2 Waste Management Division (WML))
3.2.2.1 Project Planning

This WBS includes the activities associated with the planning stage of EMS Pro;ect

implementation. It includes the followmg‘—— = - —-
Establish EMS Team/R2A2 :

Establish Cost Accounting System

Define Facilities/Projects (ie., organization) included within scope of project

Develop Implementation Plan

Conduct Gap Analysis

Conduct Phase !l Process Evaluations for high prlonty processes

Develop Action Plan for WBS 3.2.1.2, Program Implementation

Review/Test of Institutional Level Program Requirements, as appropriate

Revision 1, 9/21/99 17



The Management Representative on EMS is responsible for coordinating the
completion of the above tasks. The expected deliverables include the identification of
the members of the facility EMS team, cost accounting system for tracking hours spent
on EMS tasks, a gap analysis report, an implementation plan (with action plan for WBS
3.2.1.2 completed). [The Phase ll process evaluations are being tracked as part of a
deliverable for the Phase |l PEP, and the description of the Facility organization will be
developed and documented in the EMS Manual appendix for the facility.]

3.2.2.2 Program implementation

This WBS represents the actions required by the facilities to develop facility protocols or
revise existing facility protocols to conform to the BNL Institutional EMS Program
Requirements and the implementation of these procedures. This WBS will require the
Management Representative on EMS to Interface with facility personnel responsible for
implementing related BSA Initiatives, such as IAP, PBMS, Phase Il, etc. WBS sub-
elements for each of the 17 ISO program elements will be developed by the
Management Representative on EMS as needed depending upon the results of the gap
analyses.

A range of options exists for the facility to complete this WBS. They may choose to
adopt the Institutional Program in its entirety and eliminate any facility specific
procedures; they may choose to augment the Institutional Program with facility specific
procedures; or they may pick and choose the elements that will be adopted or
augmented. It is preferable that the facilities limit the number of additional procedures
to those necessary to describe the unique operation and maintenance of the equipment
and facility. The EMS Project Manager will also review and approve the facility
documentation required by the EMS Management System Hierarchy of Documents
(EMS Manual Appendix for facility, and facility index). The deliverable that is expected
in this WBS is an EMS Manual and Index describing how the facility has deployed the
Institutional EMS Program and indicating the procedures/documents/records which
support the deployment.

3.2.2.3 Train Employees

The Management Representative on EMS and training coordinator, with assistance
from the EMS Project Trainer, shall assign training requirements to all employees using
the EMS Project Job Training Assessments. The Management Representative on EMS
and Training Coordinator shall schedule and coordinate execution of the following
training courses:

e EMS Implementation Team Training ‘

General Employee Environmental Protection Training

Job Specific EMS Training

EMS Management Overview

Internal EMS Auditor
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The deliverables from this WBS includes the following items:

e assignment of facility personnel to EMS JTA’s

e job specific training modules

» training records entered into the Brookhaven Training Management System
database

3.2.2.4 Communicate EMS Initiative

Several initiatives are included in this WBS to ensure frequent and widespread
communication of the EMS Program and environmenta! performance throughout the
facility. The Management Representative on EMS shall design communication
initiatives that are conducive to their facility, including Division Kickoff Meeting and EMS
presentations on the project, program elements, performance, and status. These
communication efforts will augment the EMS Project Communications Initiatives. The
expected deliverable is a summary listing of actual communiqués in the monthly status
report.

The Pilot facilities shall also participate in two lessons learned sessions scheduled
midway and at the end of the pilot phase, in order to discuss strengths and weaknesses
of the implementation process, and improve the process before laboratory wide
deployment.

3.2.2.5 Assess Readiness/Obtain Registration
3.2.2.5.1 Internal Audits

Several activities associated with assessment of the EMS Program will be coordinated
by the Management Representative on EMS, including

o Self assessment

¢ Independent Oversight Audit of EMS Frogram

e Annual DOE Audit

The first two audits will be performed in accordance with the requirements of IAP. The
DOE-BHG area office in accordance with the requirements in the MOA will coordinate
the annual DOE Audit. The deliverable associated with this WBS is the fi nal audlt
reports, and correctlve actions if necessary.———- :

3.2.2.6 Project Support

This WBS includes activities associated with managing and controlling costs and
schedule associated with facility implementation of the EMS. The Management
Representative on EMS will be responsible for tracking project performance measures
related to costs and schedule, reporting progress on project implementation on a
monthly basis to both their management and to the EMS Project Manger, and
administer change control of facility implernentation plan. The expected deliverables
are monthly progress reports and baseline change control forms, as required.
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3.2.3 Reactor Operations (RD)
3.2.3.1 Project Planning

This WBS includes the activities associated with the planning stage of EMS Project
implementation. It includes the following:

e Establish EMS Team/R2A2

Establish Cost Accounting System

Define Facilities/Projects (ie., organization) included within scope of project
Develop Implementation Plan

Conduct Gap Analysis .

Conduct Phase Il Process Evaluations for high priority processes

Develop Action Plan for WBS 3.2.1.2, Program Implementation

Review/Test of Institutional Level Program Requirements, as appropriate

The Management Representative. on EMS is responsibie for coordinating the
completion of the above tasks. The expected deliverables include the identification of
the members of the facility EMS team, cost accounting system for tracking hours spent
on EMS tasks, a gap analysis report, an implementation plan (with action plan for WBS
3.2.1.2 completed). [The Phase |l process evaluations are being tracked as partofa
deliverable for the Phase Il PEP, and the description of the Facility organization will be
developed and documented in the EMS Manual appendix for the facility.]

3.2.3.2 Program Implementation

This WBS represents the actions required by the facilities to develop facility protocols or
revise existing facility protocols to conform to the BNL Institutional EMS Program
Requirements and the implementation of these procedures. This WBS will require the
Management Representative on EMS to Interface with facility personnel responsible for
implementing related BSA Initiatives, such as |AP, PBMS, Phase II, etc. WBS sub-
elements for each of the 17 ISO program elements will be developed by the
Management Representative on EMS as needed depending upon the results of the gap
analyses.

A range of options exists for the facility to complete this WBS. They may choose to
adopt the Institutional Program in its entirety and eliminate any facility specific
procedures; they may choose to augment the Institutional Program with facility specific
procedures; or they may pick and choose the elements that will be adopted or
augmented. It is preferable that the facilities limit the number of additional procedures
to those necessary to describe the unique operation and maintenance of the equipment
and facility. The EMS Project Manager will also review and approve the facility
documentation required by the EMS Management System Hierarchy of Documents
(EMS Manual Appendix for facility, and facility index). The deliverable that is expected
in this WBS is an EMS Manual and index describing how the facility has deployed the
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Institutional EMS Program and indicating the procedures/documents/records which
support the deployment.

3.2.3.3 Train Employees

The Management Representative on EMS and training coordinator, with assistance
from the EMS Project Trainer, shall assign training requirements to all employees using
the EMS Project Job Training Assessments. The Management Representative on EMS
and Training Coordinator shall schedule and coordinate execution of the following
training courses:

EMS Implementation Team Training

General Employee Environmental Prctection Training

Job Specific EMS Training '

EMS Management Overview

Internal EMS Auditor

The deliverables from this WBS includes the following items:
¢ assignment of facility personnel to EMS JTA's
e job specific training modules
e training records entered into the Brookhaven Training Management System
database

3.2.3.4 Communicate EMS Initiative

Several initiatives are included in this WBS to ensure frequent and widespread
communication of the EMS Program and environmental performance throughout the
facility. The Management Representative on EMS shall design communication
initiatives that are conducive to their facility, including Division Kickoff Meeting and EMS
presentations on the project, program elements, performance, and status. These
communication efforts will augment the EMS Project Communications !nitiatives. The
expected deliverable is a summary listing of actual communiqués in the monthly status
report.

The Pilot facilities shall also participate in two lessons learned sessions scheduled
midway and at the end of the pilot phase, in order to discuss strengths and weaknesses
of the implementation process, and improve-the process before laboratory wide
deployment.

3.2.3.5 Assess Readiness/Obtain Registration
3.2.3.5.1 Internal Audits

Several activities associated with assessment of the EMS Program will be coordinated
by the Management Representative on EMS, including

o Self assessment

¢ Independent Oversight Audit of EMS Program

¢ Annual DOE Audit
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The first two audits will be performed in accordance with the requirements of IAP. The
DOE-BHG area office in accordance with the requirements in the MOA will coordinate
the annual DOE Audit. The deliverable associated with this WBS is the final audit
reports, and corrective actions if necessary.

3.2.3.6 Project Support

This WBS includes activities associated with managing and controlling costs and
schedule associated with facility impiementation of the EMS. The Management
Representative on EMS will be responsible for tracking project performance measures
reiated to costs and schedule, reporting progress on project impiementation on a
monthly basis to both their management and to the EMS Project Manger, and
administer change control of facility implementation plan. The expected deliverables

are monthly progress reports and baseline change control forms, as required.

4.0 Deploy EMS Communications Program

An EMS communications campaign will be developeg and implemented to ensure
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~ external stakeholders, including EMS professional organizations.
4.1 Develop EMS Communications Plan

This WBS describes the activities required to develop a communications plan for the
EMS Project. The key element of this WBS is to identify the target audiences that need
EMS information and the type of information that they need. The following are the
internal/external stakeholders that are considered the target audience for the EMS
Project:

¢ Brookhaven Executive Roundtable

Community Advisory Committee

Community Groups
BNL Line Managers
Employees

Integration with the Laboratory’s overall Strategic Communication Plan is required, as
well as clear definition of responsibilities between the Community Involvement,
Government, Public Affairs Office (CIGPA) and the EMS project team. This integration
addresses the need to coordinate the Laboratory’'s initiatives with the EMS Project
Initiatives, avoid duplication of effort and avoid oversaturating the community groups
with requests to make presentations.

The CIGPA personnel are responsible for providing technical assistance to the EMS

Drnnnnt manager i in the Hn\lnlnnmnnf of the EMS Communications Plan. To the extent it

is consistent with the mission of the CIGPA and their Strategic Communications Plan,

N
[\
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CIGPA will implement selected EMS Comimunication tasks using technical expertise
provided by the EMS Project personnel. [zxamples include laboratory wide
communications via Bulletin Articles, and coordination of presentations with external
community groups. The EMS Project manager and EMS Specialist are responsible for
developing and documenting the Communications Plan, providing technical information
on the status, progress, and content of the EMS Project for any communications on the
EMS Project, and implementing the actions identified within the plan. The deliverable of

this WBS is the EMS Communications Plan. [Additional EMS communications not
specifically addressed in this WBS are included within the WBS 5, Provide EMS
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Training, and the WBS 10, Project Support (status reports).] ‘
4.2 Implement EMS Communications Plan

This WBS represents the activities that are performed to implement the
Communications Plan. These activities include

¢ Developing and giving EMS presentations, both internal and external.

o Coordinating a presentation(s) by independent ISO experts to BER, CAC, and LI
Business Community

Developing and distributing EMS posters

Developing and distributing EMS Progrram Brochures (Policy)

Developing and airing BNL EMS video

Providing Technical Expertise to CIGPA and others as required on a routine basis
for related communiqués, both internal and external.

¢ Participating in community outreach activities.

The EMS Project Manager and EMS Specialist, with assistance from the Management

Representatives on EMS, EMS Project Trainer, and CIGPA as needed, are responsible

for performing these activities. The deliverables associated with this WBS are:

o List of presentations given, dates and copy of material presented

» A Workshop/Conference at BNL on ISO 14001, targeted to BER, CAC, and LI
Business Community will be considered

e BNL EMS posters, brochures, and video
Routine publishing of internal and external communiqués (frequency determined in
Communications plan)

4.3 Participate in Professional EMS Organizations

Several professional organizations exist that provide support to organizations that are
implementing EMS. These organizations share lessons learned on implementation
experiences, promote SO 14001 in the US, and stay abreast of current issues
regarding ISO 14001 and EMS’s. Organizations that are targeted for participation
include:

o EFCOG ISO 14000 Working Group

e ANSI-RAB Council

e DOE Topical Committee on ISO 14000

o Multi-state Working Group
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e ASQ Energy & Environmental Division

The EMS Project Manager and EMS Specialist are responsible for participating in these

groups through participation on routine teleconferences, attendance at meetings, and

volunteer efforts on special interest groups. Other Project Team members will be invited
to participate to present and share their experiences as appropriate. The purpose of
this involvement is to represent BNL, gain experience and expertise in these areas, and
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promote BNL's activities to Il'”p ement an EMS and pursue iSO reQISIraIlon

The deliverable from this WBS inciudes active membership in these organizations,
presentations of BNL experiences implementing an EMS or lessons leamed to these
organizations, and presentations to the BNL EMS Project Team on highlights from
these interactions.

5.0 EMS Project Training

Everyone at BNL will receive some form of training on his or her environmental
responsibilities. The appropriate level of trauning will be determined based on an
employee’s potential to impact the environment when performing their job. EMS
training will be provided in three general areas: EMS Awareness, job specific training,
and specialized EMS training. This WBS speaks to tasks associated with defining
training requirements for the Laboratory population as a whole, and
developing/delivering the specialized EMS training. This specialized training is focused
in two areas: management training and project personnel training on EMS
implementation. WBS 5.5 references the training initiatives related to EMS Awareness
and job specific training and provides the linkages to the other WBS sections in which
they are fully described. The training described within this WBS, is augmented by (and

does not duplicate) the training provided by the Phase |l Process Evaluation Project that
addresses Environmental | aws and anulat!nnq or the existing RCRA/RAD Waste

training for waste generators.

NOTE: In addition to the training speciﬂc to the EMS project that is described above,
this WBS shows the linkages to other training initiatives that are placed in other sections
of this Project Management Plan because they were logically executed as part of other

WBS eiements. The responsibiiities and deiiverabies associated with these tasks are
described in the referenced WBS sections.

Job specific training will be developed to train operations personnel whose job has the
potential to impact the environment. (refer to WBS 3.1.3 for preparations on developing
facility training, 3.2.[1-3].3 for pilot facility training deployment, and 7.18. [2-11].3 for
laboratory training deployment). Facility personnel will develop the training program
with assistance on generic format and prototype provided by the EMS project trainer.
The learning objective is to provide the target audience with knowledge of
environmental impacts associated with their job, the consequences of these impacts
(both positive and negative), and their responsibility to prevent, respond, and mitigate

Revision 1, 9/21/99 24



the occurrence of these impacts. Opportunities to reduce or eliminate the potential
impact through poliution prevention and waste minimization techniques will also be
addressed.

5.1  Identify training needs for EMS Project Personnel

The EMS Project Trainer shall analyze thz job training requirements for an EMS (I1SO
and EPA requirements) and develop generic Job Training Assessments (JTA) which
identify the tasks and associated training for these generic positions. The deliverable is
the JTA’s. ‘

5.2  Provide Internal Auditor Training Course

This course provides training on ISO 14001 auditing requirements and techniques for
auditing an EMS in one’s own facility. The target audience is the Management
Representative for EMS and/or designated personnel who have responsibilities for
performing self-assessments within the Directorate, and selected staff from the QM
Office and Environmental Services Division who have responsibilities for providing
assessment services to the Laboratory departments. The EMS Project Trainer, with
assistance from the EMS Project Manager, shall identify the target audience for subject
course, evaluate the availability and applicability of vendor provided courses, and
procure a vendor to provide the course to the pilot facilities and initial target audience.
Procurement of a train-the-trainer capability will be explored as an option for future
delivery of the course. The Project Trainer will also coordinate and administer the
delivery of the course, including notificaticns, logistical arrangements for vendor,
attendance records, and student evaluations of the course. The evaluations will be
analyzed and if adequate, the course will be used for laboratory deployment of EMS
and the course will be given to the final target audience. If not adequate, the process
will be repeated and a new vendor and ccurse will be procured (and/or developed). The
deliverable for this WBS is a procurement specification, course materials, attendance
records entered in Brookhaven Training Management System (BTMS), and student
evaluations.

5.3  Deliver EMS Impiementation Training Course

This course provides an overview of the 150 requirements and guidance in how to apply
the requirements to existing programs in order to bring them into conformance with the
Standard. The EMS Implementation Training course will utilize existing training
materials, such as those provided by EPA and the National Science Foundation or other
EMS consultants, and are preferable if they provide a hands-on workshop format where
participants can participate in a gap analysis of their own program. The target audience
includes the EMS Project Personnel and the Facility EMS Implementation Teams. The
EMS Project Trainer, with assistance from the EMS Project Manager, shall identify the
target audience, evaluate the availability eind applicability of vendor provided courses,
and procure a vendor to provide the course to the pilot facilities and initial target
audience. Procurement of a train-the-trainer capability will be explored as an option for
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future delivery of the course. The Project Trainer will also coordinate and administer the
delivery of the course, inciuding notifications, logistical arrangements for vendor,
attendance records, and student evaluations of the course. The evaluations wiil be
analyzed and if adequate, the course will be used for laboratory deployment of EMS'
and the course will be given to the final target audience. If not adequate, the process
will be repeated and a new vendor and course will be procured (and/or developed). The
deliverable for this WBS is a procurement specification, course materials, attendance
records entered in Brookhaven Training Management System (BTMS), and student
evaluations.

54 |SO 14001 Lead Auditor Training

This course provides training to be a lead auditor on an EMS Audit Team. The course
will be given at BNL if there is interest in advanced training in EMS Auditing and funding
to support it. The target audience is select persons who either have interest in pursuing
professional development in this area, or personnel from facilities who are pursuing 1SO
registration. This course provides an overview of the ISO requirements and guidance in
how to apply the requirements to existing programs in order to bring them into
conformance with the Standard.

5.5 Deliver EMS Management Overview Training Course

This course provides an overview of BNL's EMS including the drivers, key elements,
deployment strategy and timetable, benefits, and management's role/responsibility in
the BNL EMS. The target audience is Level 1 — 4 managers, ESH Coordinators, and
the EMS Project Personnel and Facility EMS Working Groups. The EMS Project
Trainer, with assistance from the EMS Project Manager, shall identify the target
audience for subject course, evaluate the availability and applicability of vendor
provided courses, and procure a vendor to provide the course to the pilot facilities and
initial target audience. Procurement of a train-the-trainer capability will be explored as
an option for future delivery of the course. The Project Trainer will also coordinate and
administer the delivery of the course, including notifications, logistical arrangements for
vendor, attendance records, and student evaluations of the course. The evaluations will
be analyzed and if adequate, the course will be used for laboratory deployment of EMS
and the course will be given to the final target audience. If not adequate, the process
will be repeated and a new vendor and-course-will-be procured (and/or developed). The
deliverable for this WBS is a procurement specification, course materials, attendance
records entered in Brookhaven Training Management System (BTMS), and student
evaluations.

5.5 Milestone: Pilot Project Teams Training
5.7 Milestone: Balance of Project Team Training

5.8  Develop General Employee Environmental Protection Graining
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General Employee Environmental Training is designed to raise environmental
awareness, gain commitment to the environmental policy, and instill a sense of
individual responsibility. The EMS Project Trainer will be responsible for developing a
General Employee Environmental Protection Training course. The course is intended to
be Web based, address all the EMS training requirements, and documented and piloted
in accordance with BNL training policy. The deliverable for this WBS is a procurement
specification, course materials, attendance records entered in Brookhaven Training
Management System (BTMS), and student evaluations.

5.9 General Environmental Protectior Course

Once the General Environmental Protection course is finalized, the EMS Project Trainer
will except material from this course to be used to revise the BNL General Employee
Training and Contractor/Vendor Orientation courses (or others if deemed appropriate)
and providing it to the OSH Training Groap. The OSH Training Group is responsibie for
updating these courses (EMS Training is also referenced in WBS 5.0.] The deliverable
for this WBS is a procurement specification, course materials, attendance records
entered in Brookhaven Training Management System (BTMS), and student evaluations.

6.0 EMS Prograrﬁ Assessments

Several mechanisms will be employed to assess the BNL EMS program. First, this WBS
describes an assessment of BNL facilities potential to impact the environment for the
purpose of recommending those facilities to pursue full [SO registration. Second, BSA
is deploying an Integrated Assessment Program at BNL that the EMS Project will be
utilizing to assess the readiness of the EMS Program. Two mechanisms of assessment
described in that program directly apply to the EMS Project: Self-Assessment and
Independent Oversight. In addition, indeosendent corporate audits and DOE audits (as
required by the MOA) shall be performed annually. Lastly, the final assessment activity
for the EMS project will be the ISO Registration Audit for facilities seeking registration.
Other assessment activities included in other sections of the Project Management Plan
are:

e Environmental Auditing (WBS 2.16)

e Gap Analyses (WBS 3.1.2, WBS 3.2.[1-3].1 and WBS 7.18. [2-11].1)

e Facility Self Assessments (WBS-3:-4:5;WBS 3.1.6, 3.2.[1-3].5, 7.18.[2-11].5)

6.1  Develop ldentification Method for ISO-registered Candidate Facilities

To satisfy the first of three BSA/DOE contract milestones, the EMS Project Manager in
conjunction with the BNL NEPA coordinator will develop an identification process for
nominating facilities that should pursue ISO registration. A NEPA-based criteria will be
established to evaluate a facilities potential to impact the environment. Facility
managers, with technical expertise provided by environmental specialists will perform
the evaluation. These evaluations will be verified by independent evaluations by subject
matter experts and performance data of actual impacts. Those facilities that have a
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high potential to impact will be recommended to pursue full registration. A formal
recommendation will be submitted to DOE for approval. The NEPA Coordinator will be
responsible for coordinating the evaluation of the facilities. The EMS project manager
will be responsible for writing the report, seeking technical review of methodology,
obtaining management approval, and submitting the report to DOE-BHG. The
deliverable is the approved report submitted to DOE.

a2 Pa
A Y L~

The EMS Project manager shall perform project self-assessments as scheduled for FY
99 and FY 00. The deliverable is a self-assessment report for FY 99 and FY 00

respecitively.
6.3  Perform Internal Independent Assessment of EMS Program

The EMS Project manager will coordinate and host an independent assessment of the
EMS Program Documentation (Requirements Documents in SBMS) utilizing qualified
personnel from Independent Oversight Office (or other qualified source). Each
assessment will have the following required documentation:

o Assessment plan (or task order),

e Assessment report,

e Corrective actions for any finding or non-conformance identified.

The EMS project manager will be responsible for writing the audit plans; the auditors will
be responsible for writing the audit report; and the EMS project manager will be
responsible for performing the corrective action with input from the respective project
managers and management representatives on EMS. The deliverables for this WBS
are an audit plan, audit report, and corrective action if required.

The EMS Project manager will coordinate an independent assessment of the EMS
Program Implementation within the facilities. Refer to WBS 3.2.[1-3].5.1, and WBS
7.18.[2-11].5.1 for a description of responsibilities and deliverables.

At the conclusion of EMS Project Implementation and successful completion of
Independent Assessments by the Independent Oversight Office, the Laboratory will self
declare conformance to ISO 14001. —

6.4 Host BSA Corporate Oversight Assessment

BSA parent corporations, Battelle Memorial Institute and Stony Brook University, shall
at their discretion conduct annual reviews of the BNL.. It is assumed that the EMS
Program will be represented in the scope of such audits, and for the purpose of the
project plan is estimated that two audits per year will be conducted. BSA Corporate
Oversight Assessments will be coordinated through the Director’s Office. It is the
responsibility of the EMS Project Manager, and project personnel as appilicable, to host
the audit, provide documentation as requested, and develop a corrective action if
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required. To the extent possible, facility working groups that are in the implementation
phase of the EMS Project will be shielded:from auditors in order to minimize diverting
resources from implementation activities to host/respond to auditors.

6.5 Host DOE Independent Audits

This WBS identifies the tasks required by the EMS Project manager to host three DOE
Independent Audits as required by the EPA/DOE MOA, (referred to as Year 1 — 3
audits in the MOA). DOE Phase Ill Audits will be coordinated and paid for by the DOE-
BHG EMS Point of Contact. The EMS Project Manger will provide the current project
plan and schedule to BHG to assist them in developing the audit scope. The EMS
Project Manager is responsible for hosting the audit, performing a factual accuracy of
the audit report, and developing corrective action plans as required. No rework of any
EMS tasks have been considered in the resource estimate for this WBS because it is
expected that either internal assessments will self-identify any corrective actions
needed.

To mitigate one of the program risks identified in the Project Management Plan, the third
year audit will be used as an independerit verification that the Laboratory EMS Program
conforrns to ISO 14001. -

Depending on the DOE decision on BNL s recommendation regarding Milestone 1 of
the contract, this third year audit may also be used as the registration audit for facilities
that are pursuing registration to the [SO 14001 Standard. To that end, the EMS Project
Manager will work with BHG POC to coordinate this activity and/or develop a position
paper, if required, to justify the cost/benefit of DOE-BHG procuring a qualified registrar
to perform the audit.

This WBS also covers any tasks related o yet unplanned DOE Audits. The deliverables
expected by the BNL EMS Project personnel on this WBS are factual accuracy
comments and corrective action plans for each of three annual audits.

Year 4 and 5 assessments will be the responsibility of the EMS Management System
Owner.

6.6  Obtain ISO Registration R

This WBS represents the activities associated with preparing and coordinating the on
site registration audit. All ISO registration audits will be coordinated through the EMS
Project Manager, however the pilot facilities will pay for the costs of these audits, unless
DOE-BHG agrees to have the third year audit (required by the MOA) conducted by an
ISO accredited registrar. In this case, the cost of the audit will be borne by DOE-BHG.

6.6.2 Execute Registrar Procurement
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After successful completion of EMS implementation in their facility, the Management
Representative and EMS Project Manager will coordinate the ISO Registration Audit

- process with a third party registrar. The EMS Project Manager and/or EMS Specialist
shall develop the procurement specification for a Registrar, evaluate bids and choose a
registrar the deliverable is an ISO 14001 registrar contract. The deliverable is an ISO
Certificate for each of the following organizations:

6.6.2.1 RHIC

6.6.22 RO

6.6.2.3 EM Directorate
6.6.24 CAD

6.6.2.5 BLIP

7.0 Institutional EMS Program Deployment

Deployment of the Institutional EMS Program is comprised of two major efforts: first,
institutional level programs must be deployed as designed and documented in the EMS
Requirements Documents, and second, the balance of facilities must implement the
EMS program requirements. This WBS provides an overview of each of the seventeen
“elements and how BNL will deploy that element. In some cases, simple links to other
related activities within this project management plan will suffice in describing the
deployment of the requirements, in other cases descriptions of additional activities to
ensure implementation will be provided.

The maijority of the activities in this WBS relate to EMS implementation in the non-pilot
facilities at BNL. EMS deployment throughout the balance of the Laboratory will be
phased in, Directorate by Directorate. By developing a uniform management system for
each Directorate, augmented with facility specific procedures as required,
implementation costs can be reduced. In addition, a uniform management system
within each Directorate will increase the likelihood that systems conform, as determined
by an independent assessor. Therefore, it was proposed and accepted that each ALD
establish an EMS within their Directorate that is consistent with the Institutional EMS
Program requirements and be uniformly implemented in the Departments/Divisions that
they manage.

Facility implementation teams will beTesponsibie for implementing the institutional EMS
program, documenting facility/project specific EMS protocols, training employees, and
implementing all related BSA management system initiatives. EMS project personnel
are responsible for guiding the deployment of the institutional programs, providing
technical assistance to the EMS working groups, and approving required facility EMS
documentation.
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7.1 Deploy Policy

In addition to the activities associated with establishing the BNL Environmental Policy

(WBS 2.1), the Environmental Policy will be deployed through the Communications
initiatives (WBS 4.2) and the Training initiatives (WBS 5.8). :

7.2  Deploy Environmental Aspects/Impacts

In addition to the activities associated with establishing Environmental Aspects/Impacts

(WBS 2.2), the Aspects/impacts process will be reevaluated and improved as part of the
planned improvements 1o the institutional program {\_/\!RQ 8.1). In addition, EMS
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requnrements pertaining to identifying aspectsllmpacts will be delivered to the ISM
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uniform implementation.
7.3 Deploy Legal & Other Requiremerts

Legal and other requirements, once established, are required to be maintained and kept
up to date, triggering revisions to Institutional Program Requirements (ie., ESH
standards/subject areas) depending on the revision to the regulations. Under the
current staffing and capabilities of the Environmental Services Division responsible for
legal and other requirements, the mechanism to keep apprised on changing regulations

will be via a subcontract to a commercial (paralegal) firm. This WBS includes the
activities with procuring t this service. It includes developing a specification, requesting
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proposals, evaluatlng bids, and selectlng a vendor. The Environmental specuallsts in
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additional internal procedures are requnred to execute this service, ESD will develop
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them. The deliverabies are a specmcanon and a final contract for services and any
internal procedure needed.

7.4  Deploy Objectives/Targets
This WBS describes the activities associated with participating in the Laboratory wide

Critical Outcomes, Performance Objectives and Performance Measures process and
representing the interests of the EMS project to ensure that ISO/EMS requirements are

fulfilled. S

7.4.1 Develop Guidance Document for EMS Performance Measures Process
7.4.2 Issue Performance Measures Guidance on SBMS Subject Area

7.4.3 Review FY 99 Performance Objectives/measures Process

Due to the timing of the PBMS and Critical Outcomes process, the FY 99

objectives/targets process does not benefit from following an established ISO
conforming process (not scheduled for completion until 12/98). The PBMS Project
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manager is responsible for coordinating and facilitating the process to establish the FY
99 objectives/targets and documenting the final Institutional level performance
objectives/measures. The EMS project manager will review the proposed objectives &
targets and flow-down process to ensure that the goals of the BNL EMS are
represented (establishment of EMS, regulatory compliance, pollution prevention, and
community outreach). The expected deliverable is FY 99 objectives/targets that are
consistent with EMS goals.

7.4.4 Monitor FY 00 Performance Objectives/Measures Process

This cycle of deploying objectives/targets will adhere to ISO requirements. The EMS
Project manager and/or EMS specialist and Environmental specialists are responsible
for participating on a Laboratory working group that is coordinated and facilitated by the
Performance Based Management Project Manager or designee. The environmental
representatives are responsible for ensuring that the process to establish environment-
related objectives and targets is consistent with the ISO requirements. The PBMS
Project manager is responsibie for documenting the annual objectives and targets. The
EMS project manager is responsible for reviewing the objectives/targets and approving
that they meet the EMS Program requirements. The expected deliverable is the annual
institutional level environmental objectives and targets for FY 00.

7.4.5 Develop and Document Environmental Performance Objectives/Measures
Development Process

The Environmental Subject matter Experts are responsible for developing and
documenting a process for establishing annual performance objectives that: (1) meet
ISO requirements, (2) includes line input, (3) includes stakeholder interest, and (4)
supports the environmental policy commitments.

7.5 Deploy EM Program

The Environmental Management program will be deployed both at the facility level (refer
to WBS 3.2.[1-3].2) and at the institutional level. This WBS describes the activities at
the institutional level.

7.5.1 Establish Institutional FY 99E—M‘P{<ﬁagram

This WBS establishes the Institutional level EMS EM program by integrating and
prioritizing related environmental initiatives at BNL in support of the critical outcomes,
performance objectives and performance measures. Open MSIP compliance initiatives
are considered as well as new programs and initiatives such as Phase Il and Phase |l}
projects, Facility Review, and others. An action plan with milestones and target dates is
developed. The projects are incorporated into the Management Plan after obtaining
approval and resource commitment. Responsibility is assigned for tasks and activities,
and implementation is tracked and reports on its status are provided to management.
Project Managers are responsible for establishing project plans and seeking
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management approval. The Environmental Services Division is responsible for
establishing the operational plans for compliance initiatives. The Management Plan
project manager is responsible for integrating and tracking these project plans within the
Laboratory Management Plan. The expected deliverables are project charters, project
management plans, and commitment authorizations and/or ADS’ for authorized
environmental projects in FY 99.

7.5.2 integrate MSIP Environmental Program Initiatives

Environmental compliance initiatives identified in the MSIP but not completed shall be
integrated into the Laboratory Management Plan. The initiatives that are ongoing
include:

Historical Data Review (which is linked to the groundwater management plan)
Facilities Review

Environmental Radiation Protection

NY State Title V

Rad waste Liability Survey

The Management Planning Project Manager is responsible for transferring these
projects from the MSIP into the Management Plan. The assigned project manager for
each of these initiatives is responsible for re-authorizing the project (or terminating it)
and tracking it to completion. The expectad deliverable is a reassigned WBS and re-
authorized project charter/plan.

7.5.3 Deploy CY 99 Poillution Prevention Program

After establishment of the Pollution Prevention subject area in SBMS and completion of
the Phase Il high priority process evaluations, a P2 working group will be convened to
evaluate pollution prevention opportunities and establish CY 00 projects and actions to
take. The Phase |l Project Manager will be responsible for convening the working group
(ECRs, Line Managers, EMS Specialist, F2 Coordinator), evaluating potential projects, -
prioritizing the initiatives, and seeking funding and authorization for the CY 00 P2
projects. The expected deliverable is an action plan identifying P2 initiatives for CY 00.

7.5.4 Deploy CY 00 Pollution Prevention Program

After establishment of the Pollution Prevention subject area in SBMS and completion of
the Phase Il high priority process evaluations, a P2 working group will be convened to
evaluate poliution prevention opportunities and establish CY 00 projects and actions to
take. The Phase Il Project Manager will be responsible for convening the working group
(ECRs, Line Managers, EMS Specialist, P2 Coordinator), evaluating potential projects,
prioritizing the initiatives, and seeking funding and authorization for the CY 00 P2
projects. The expected deliverable is an action plan identifying P2 initiatives for CY 00.
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7.5.5. Establish Institutional FY 00 EM Program

This WBS establishes the Institutional level EMS EM program by integrating and
prioritizing related environmental initiatives at BNL in support of the critical outcomes,
performance objectives and performance measures in accordance with protocols
established under the Integrated Planning System. Open MSIP compliance initiatives
are considered as well as new programs and initiatives such as Phase Il and Phase i1l
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developed. The projects are incorporated into the Management Plan after obtaining
approval and resource commitment. Responsibility is assigned for tasks and activities,
and implementation is tracked and reports on its status are provided to management.
Project Managers are responsible for establishing project plans and seeking
management approval. The Environmental Services Division is responsible for
establishing the operational plans for compliance initiatives. The Management Plan
project manager is responsible for integrating and tracking these project plans into the
Laboratory Management Plan. The expected deliverables are project charters, project
management plans, and commitment authorizations and/or ADS’ for authorized
environmental projects in FY 00.

7.51 Develop Laboratory Wide System to Track Environmental Projects and
Activities via OMS-MP

This WBS links the compilation and tracking of Environmental Management Programs
to other initiatives within the PBMS and Integrated Planning System that support
environmental performance objectives and performance measures, such as
Communications and Trust, Operational Excellence and Environment and Clean-up to
enable alignment and balance in priorities and focused effort in key areas for
improvement. The Management Plan Project Manager is responsible for integrating
these initiatives in the BNL Management Plan. The respective project managers are
responsible for obtaining management authorization, and tracking and reporting on their
progress.

7.6  Deploy EMS Structure and Responsibility

In addition to the activities associated with establishing the BNL EMS Structure and
Responsibility identified in WBS 2.6, these requirements will be deployed in the
following related WBS: o

o the EMS Documentation element (WBS 2.9),

o Facility Deployment (WBS 3.2.[1-3].1 and WBS 7.18.[2-11].1),

e EMS Training Initiatives (WBS 5.0), and

e the laboratory-wide PBMS R2A2 process.
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7.7 Deploy Training, Awareness and Competency

In addition to the activities associated with establishing the EMS Program requirements
for Training, Awareness and competency (WBS 2.7), training initiatives are described in
detailed and/or linked to WBS 5.0.

7.8  Deploy EMS Communications

In addition to the activities associated with establishing the EMS Program Requirements
- for Communications (WBS 2.8), communications initiatives are described in detail in the
following WBS:

o Communications Initiatives (WBS 4.0’

e Facility Deployment (WBS 3.2.[1-3].4 and WBS 7.18.[2-11].4),

e The laboratory wide Strategic Communications Plan

7.9  Deploy EMS Documentation

In addition to the activities associated with producing the EMS Documentation (WBS
2.9). This WBS includes activities associated with using the EMS Web site as a
temporary storage while SBMS is createc|, and the approval steps for Laboratory EMS
documentation. Additional initiatives are described in detail within the Standards Based
Management System Project Plan regarding web page development, database queries,
and other documentation services provided by SBMS. The deliverables are EMS
subject areas, approved by the Laboratory Director and issued on SBMS.

7.9.1 Create EMS index

This document identifies facility level environmental documents, procedures and
records that are required by and used in the BNL EMS in an easy to reference index.
The index will be include the documents for the Institutional EMS program elements and
be linked to the Program Description Document.

As the EMS project is implemented in each of the Laboratory directorates, the EMS
Index will be amended to include the facility and/or project level documentation. The
EMS Project Team is responsible for contributing the information to create this
document; the EMS Specialist is responsible for compiling this into an index.

7.10 Deploy Document Control

In addition to the activities associated with establishing the EMS Document Control
requirements (WBS 2.10), additional related activities are described in detail in Facility
Deployment (WBS 3.2.[1-3].2 and WBS 7.18.[2-11].2). Request for QM system steward
to conduct raining will be deliverable.
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7.11 Deploy Operational Controls

In addition to the activities associated with establishing the EMS Program Requirements

for Operational Controls (WBS 2.11), additional related initiatives are described in detail

in the following WBS:

e Facility Deployment (WBS 3.2.[1-3].2 and WBS 7.18.[2-11].2).

o Phase Il Process Evaluation Project

¢ Integrated Safety Management Project (experimental safety review and work
planning)

In addition, EMS requirements pertaining to operational controls will be delivered to the
ISM Project Manager Work Planning Experiments Safety Review procedures to ensure
uniform implementation.

7.12 Deploy Emergency Preparedness and Response

As Phase Il high priority process evaluations are complete, the EMS Project Team
member from the EP Team will coordinate the evaluation of aspects/impacts and
operational controls information gathered during the Phase |l process and revisions of
the following as needed:

e F/R Run books

e Local Emergency Plans

e Local Emergency Plan ESH Standard

In addition, the EMS Project Team member from the EP Team shall coordinate the

execution of a drill with an environmental impact as the scenario. The EP Team

member is responsible for coordinating the drill with laboratory personnel and critiquing

the performance and lessons learned. The expected deliverables are:

e Revision of Run Books and LEPs as needed to reflect environmental scenarios, and

o Documented emergency drill critique with lessons learned and corrective actions as
applicable, including revised procedures.

Also included in this effort is the incorporation of facility level requirements for Local
Emergency Plans, revision of the Fire/Rescue Run books to reflect any additional
hazards identified during the Phase Il process evaluations, and the review and testing
(i.e., drills) of Department Local Emergency plans.

Related initiatives can be referenced in the Facility Deployment section of this WBS
(WBS 3.2.[1-3].2 and WBS 7.18.[2-11].2).

7.13 Deploy Monitoring and Measurement
This WBS includes the following tasks to ensure that current data reporting protocols
are executed as designed:

e update-environmental monitoring plan with new monitoring requirements,
e deliver EMS requirements to QMO for training on calibration subject area,
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e document the process for collecting ard reporting performance measure data, and
e develop facility monitoring data report.

In addition to the activities associated with establishing the EMS Program Requirements

for Monitoring and Measurement (WBS 2.13), additional related initiatives are described

in detail in the following WBS:

e Facility Deployment (WBS 3.2.[1-3].2 aind WBS 7.18.[2-11].2).

e Management Review (WBS 2.17 and 7.17)

* Integrated Monitoring Initiative

¢ Environmental Protection Office Envircnmental Monitoring Plan and the resultant
Site Environmental Report

7.14 Deploy Nonconformance and Corrective/Preventive Action

To ensure consistent implernentation, this task includes a request for the QMO to
conduct training on this subject area. In addition to the activities associated with
establishing the EMS Program Requirements for Nonconformance and
Corrective/Preventive Action (WBS 2.14), additional related initiatives are described in
detail in the following WBS:

e Facility Deployment (WBS 3.2.[1-3].2 and WBS 7.18.[2-11].2).

7.4 Deploy Records

To ensure consistent implementation, this task requests the management system
steward to conduct training on this subject area. In addition to the activities associated
with establishing the EMS Program Requirements for Records (WBS 2.15), additional
related initiatives are described in detail in the following WBS:

e Facility Deployment (WBS 3.2.[1-3].2 and WBS 7.18.[2-11].2).

¢ Integrated Monitoring Initiative

7.16 Deploy Environmental Auditing

In addition to the activities associated with establishing the EMS Program Requirements
for Environmental Auditing (WBS 2.16), additional related initiatives are described in
detail in the following WBS:

e Facility Deployment (WBS 3.2.[1-3}:5-a1d"WBS 7.18.[2-11].5).

e Assessment Initiatives (WBS 6.0)

* Integrated Assessment Program

7.17 Deploy Management Review

in addition to the activities associated with establishing the EMS Program Requnrements
for Management Review (WBS 2.17), additional related initiatives are described in detail
in the following WBS:

e Facility Deployment (WBS 3.2.[1-3].2 and WBS 7.18.[2-11].2).

e Performance Based Management System [nitiative
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Two cycles of management review will be performed during the project. The EMS
Project manager will coordinate with the Performance Based Management System
Project Manager and ALD for ES&H/Q annual reviews and reporting of the EMS
performance to the Integration Council. The EMS Project Manager will be responsible
for coordinating the reviews consistent with the EMS program requirements and
compiling related information. The PBMS will coordinate the compilation of
performance data related to the critical outcomes. The ALD ES&H/Q will be responsible
for conducting the Management Review meeting in a method consistent with the EMS
program requirements. The expected deliverables are two cycles of documented
management review minutes.

7.18 Facility Deployment
7.18.1 Apply Lesson Learned From Pilot Projects

This WBS references the lessons learned sessions (WBS 3.2.[1-3]4) conducted as part
of the Pilot facility Deployment and subsequent improvements made to the Facility
Implementation Plans that will be used to guide the deployment of the EMS throughout
the balance of the Laboratory. a

7.18.2 Template for Facility Deployment in Laboratory Directorates

Based on the lessons learned from pilot facilities, a generic task list was developed
identifying the tasks that were performed in order to develop and implement an ISO-
conforming EMS. This list provides the task description associated with each of the
Level IV WBS elements assigned to each of the Directorates to complete their EMS
implementation. In addition, this list was formatted in a manner that, when completed
and submitted in accordance with the reporting schedule, satisfies the progress
reporting requirements identified in the Project Support WBS. Refer to Table A for a
copy of the task list and a description of the required tasks.

Environmental Management Directorate

o Environmental Restoration Division Department (Elements of the following
implementation plan may vary due to the fact that this department will be merged
into a pre-existing, ISO Registered EMS Program established within the EM
Directorate),

* BGRR Project (Elements of the following implementation plan may vary due to the
fact that this project will be merged into a pre-existing, ISO Registered EMS
Program established within the EM Directorate)

7.18.21 Project Planning

7.18.2.2 Program Implementation
7.18.2.3 Train Employees

7.18.2.4 Communicate EMS Initiative
7.18.2.5 Assess Readiness
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Directorate: TABLE A Reporting Date:
Reporting Period:
SCHEDULED REVISED . ACTUAL
COMPLETION COMPLETION { COMPLETION
TASK ID TASK DESCRIPTION LEAD DATE COMPLETE DATE DATE Expended*
L o Bt . 10/30/99
1.1 Establish EMS Team/R2A2
1.2 Establish Cost Accounting System
1.3 Define facilities/projects included in pilot
1.4 Conduct Gap Analysis
1.5 Review Phase Il Evaluation
) Augment Tasks (section 2.0) with facility specific
1.6 Action Plan
5/30/00
2.1.1 post policy plague
review and revise (or purge) Div/Dept level documents
2.1.2 that refer to old ESH Policy
22 IAspectaAmpacts et s
Heview Phase Il Process Evaluations to determine
2.2.1 aspects/impacts
perform additional evaluations to ensure all processes
2.2.1.1 addressed
222 Review Facility Review ltems
disposition as either: phase |l process; labwide
program; facility review project; past activity;
2.2.2.1 operational activity
2.2.3 Execute BNL aspects/impacts procedure
Establish Div/Dept protocol/methodolgy for
224 maintaining up-to-date
Review all applicable subject areas, identify gaps
between current operations and requirements, and
225 make corrections to dept/div operations
review/revise (or purge) Div/Dept documents(ie., Work
planning & Ctrls;Exp. Safety Review; ESH Committee
procedures; etc) and incorporate Phase 1l process
evaluations and Aspects/Impacts procedure as
2.2.6 appropriate




Directorate:

Reporting Period:

Reporting Date:

TASKID

TASK DESCRIPTION

LEAD

SCHEDULED
COMPLETION
DATE

%
COMPLETE

REVISED
COMPLETION
DATE

ACTUAL
COMPLETION
DATE

Hours
Expended*

2.3.1

G2

Id tify/link}ciocuﬁient applivcvéble subje tarea for M
each Phase Il process and provide information into Ph
2 database

2.3.2

Coallate Div/dept specfic permit or regulatory
requirements/conditions documents

2.3.3

Subscribe to SBMS subscription service for all EMS
related documents/manuals

234

Assign responsibility/establish Div/Dept procedure for
managing updates/changes to requirements and
communicating within organization

235

communicate/distribute regulatory
requirements(subject areas) to relevant organizational
members

2.3.6

Review all applicable subject areas, identify gaps
between current operations and requirements, and
make corrections to dept/div operations

237

review and revise (or purge) Div/Dept level documents

2.4.1

that refer to legal/other requirements

Identify critical outcomes/objectives/measures
applicable to Div/Dept

2.4.2

Link CO/O/PM to significant aspects (phase I
process)

24.2.1

address policy commitments (compliance, pollution
prevention, cleanup, community outreach, and/or
continual improvement) as appropriate

2422

address needed E improvements identified during
Dept/Div self assessment

243

determine reasonable targets (quantity/timeframe) for
Div/Dept specific processes

Coordinate and integrate deployment of EMS

24.4

objectives/target with labwide process for CO/QO/PM




Directorate:

Reporting Date:

Reporting Period:
SCHEDULED. REVISED ACTUAL
COMPLETION % COMPLETION | COMPLETION| Hours
TASKID TASK DESCRIPTION LEAD DATE COMPLETE DATE DATE Expended*

Review all applicable subject areas (or other tab-wide
requirement document), identify gaps between current
operations and requirements, and make corrections to

245 dept/div operations
review and revise (or purge) Div/Dept leve! documents
246 that refer to objectives/targets

S

deve of: action blabhhsﬂto achieve o.bje;:'li\,/és/taL'qe‘ts

2.5.1
address Facility Review operational issues and Phase
2511 Il process evaluation issues
2.5.1.2 verify that dept/div objectives are addressed
2.5.1.3 obtain management and resource commitments
2.5.1.4 document action plans on EMP form(s)
Coordinate and integrate deployment of labwide
Management Planning process with EMS EM Program
2.5.2 action plans
25.2.1 incorporate business plans and ADS's
develop EM Pian for activities related to achieving
25.2.2 EMS Conformance
Review all applicable subject areas (or other lab-wide
requirement document), identify gaps between current
operations and requirements, and make corrections to
2.5.3 dept/div operations
review and revise (or purge) Div/Dept level documents
that refer to management planning of Environmental
25.4 activities
2.810 1 | Structiite Bhd Responisibllityiigr dbries B hiiat
assign responsibilities to staff as required by ISO
2.6.1 14001 (see cross matrix)
2.6.2 for EMS
Review all applicable subject areas (or other lab-wide
requirement document), identify gaps between current
operations and requirements, and make corrections to
2.6.3 dept/div operations




Directorate:

t

Reporting Period:

Reporting Date:

SCHEDULED REVISED ACTUAL
COMPLETION % COMPLETION | COMPLETION| Hours
TASK ID TASK DESCRIPTION LEAD DATE COMPLETE DATE DATE Expended*
review and revise (or purge) Div/Dept level documents
that refer to structure/responsibility of Environmental
2.6.4 activities
dept/div organization charts and documents to reflect
E and EMS structure/responsibility (ECR/EMS Rep,
2.6.4.1 elc
: R2A2 for dept/div staff to include EMS related
2.6.4.2 responsiblities and communicate appropriately
2.8 i Tralnie A AT i0%
2.7.1 assign n EMS JTAs to relevant personnel
incorporate E and EMS training requirements into
2.7.2 dept/div training program
verify competence of personnel based on their
satisfying education, training and/or experience
2.7.3 requirements
Review all applicable subject areas (or other lab-wide
requirement document), identify gaps between current
operations and requirements, and make corrections to
2.7.4 dept/div operations
review and revise (or purge) Div/Dept level documents
2.75 that refer to E training and qualification

establlsh'Dept/Dw contact point and responSIbllmes

2.8.1 for processing CCTS requests
2.8.2 acquire training on CCTS
T
1 >
establish internal communication channels (amongst B
2.8.3 people involved with significant aspects) for. o
2.8.3.1 legal requirements
2.8.3.2 structure and responsibilities
add "EMS Implementation- status & issues" to
2.84 managers meeting agenda




Directorate:

Reporting Period:

Reporting Date:

Review all applicable subject areas (or other lab-wide
requirement document), identify gaps between current
operations and requirements, and make corrections to

SCHEDULED REVISED ACTUAL
COMPLETION % COMPLETION | COMPLETION Hours
TASKID TASK DESCRIPTION LEAD DATE COMPLETE DATE DATE Expended*

2.8.5 dept/div operations
review and revise (or purge) Div/Dept level documents
2.8.6 that refer to communications
2.9.1 write facility specific appendix to BNL EMS Manual
292 write index of facility specific procedures
293 write list of organizational contacts for EMS elements
Review lab-level EMS Manual, identify gaps between
current operations and requirements, and make
294 corrections to dept/div operations’
review/revise (or purge) existing E program
2.9.5 description documents )
identify key Dept/Div E documents (associated with
significant aspects that need to be controlled)- -
2.10.1 procedures, program description documents, etc.
Review all applicable subject areas (or other lab-wide
requirement document), identify gaps between current
operations and requirements, and make corrections to
2.10.2 dept/div operations
execute Document Control subject area for key
2.10.3 Dept/Div E documents
review and revise (or purge) Div/Dept level documents
2.10.4 that refer to document control

:“)‘?‘.. ‘._._, ( ,;_l'v’:v ] 2 2
complete analysis of existing operational controls
(engineered and administrative) for each process that
has significant aspect and document on operational

2.11.1

control form




Directorate:

Reporting Period:

Reporting Date:

SCHEDULED HEVISED ACTUAL
COMPLETION % COMPLETION | COMPLETION| Hours
TASK ID TASK DESCRIPTION LEAD DATE COMPLETE DATE DATE Expended*
include references to existing procedures, training,
2.11.1.1  ]documents, etc
2.11.1.2 lidentify gaps and institute needed operational controls
identify and formally communicate requirements to
suppliers/contractors performing work on processes
2.11.2 that have a significant aspect
establish and maintain documented procedures as
2.11.3 required to ensure:
2.11.3.1 [compliance requirements are met
pollution prevention techniques are considered and
2.11.3.2 |performed
2.11.3.3__|operating limits and criteria are stipulated
requirements are communicated to suppliers and
2.11.3.4 |[contractors
Review all applicable subject areas (or other lab-wide
requirement document), identify gaps between current
operations and requirements, and make corrections to
2114 dept/div operations
review and revise (or purge) Div/Dept level documents
2115 that refer to operational controls
execute procedures (training, communications,
2.11.6 perform, etc)
421 | Emergenicy: Préparedness and Resbonse i
2121 Review Local Emergency Plan
verify conformance to ESH Standard And Spill
2.12.1.1 |Response Subject Area
incorporate actions required to prevent significant
2.12.1.2 |environmental impact
2.12.1.3 Jupdate postings as needed
identify and replenish supplies required to perform
2.12.1.4 |mitigative actions
2.12.2 Conduct drill with environmental consequence




Directorate:

Reporting Date:
Reporting Period:

SCHEDULED REVISED ACTUAL
» COMPLETION % COMPLETION | COMPLETION| Hours
TASKID TASK DESCRIPTION LEAD DATE COMPLETE DATE DATE Expended*

verify training status of LEC, 1st responders,
awareness, Emg Hesponse personnel and update as

2.12.2.1 |needed

Update run books with facility specific environmental
2.12.3 hazard information (from phase 2 evaluations)

Review ali applicable subject areas (or other lab-wide

requirement document), identify gaps between current

operations and requirements, and make corrections to
2.124 dept/div operations

review and revise (or purge) Div/Dept level documents
2.12.5 that refer to emergency preparedness and response

identify monitoring related to processes that can have
2.13.1 significant impact on environment

consider effiueni, emissions, usage, reieases, controi

equip efficiency, and tracking performance on
2.13.1.1 _|objectives/targets

determine responsible party (ESD/WMD, facility
2.13.1.2 |support, OPMPS, dept/div)

establish agreement (E FUA) for sample collection, '
2.13.1.3 [analysis and data reporting

suppott/implement agreement, review resuits, and
2.13.1.4 |make corrections when needed

identify calibration requirements (instrument, process,

frequency) for instrumentation used to monitor
2.13.2 effluents/emissions

determine responsible party (ESD/WMD, facility
2.13.2.1 |support, Instrumentation Group, dept/div)
2.13.2.2 |establish agreement for calibration and recordkeepin

support/implement agreement, review resuits, and

2.13.2.3

make corrections when needed




Direciorate: Reporting Date:
Reporting Period:

SCbHEDULED REVISED ACTUAL

COMPLETION % . COMPLETION | COMPLETION| Hours
TASK iD TASK DESCRiPTiON LEAD DATE COMPLETE DATE DATE Expended®

nnarntinne nnd ramnirvamanta and male
UpBIiauuiio anil icquirciuciing, arnw nian

2.13.3 dept/div operations

review and revise (or purge) Div/Dept level documents
that refer to monitoring/measurement and/or
2.13.4 calibration

narfarm racmilatory comn
penorm reguiatolry cemp

described in Environmental Asseséments Subject
2.135 Area (refer to #16)

Review all appllcable subject areas (or other Iab W|de
requirement document), identify gaps between current
operations and requirements, and make corrections to
2.141 dept/div operations

astablish nrocass and communicate re
e ae !

neibility for
101y 10!

GGG o UWUTO0 Qi LUNTT

cnn.
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2.14.2 ldentifylrlgand handling E NCR within Dept/Div

use NCR system todocument/track gaps in EMS

2.14.3 implementation
2144 incorporate CA/PA in procedure revisions
2.14.5 emphasize use of system to emplovees

review and revise (or purge) Dlv/Dept level documents
that refer to nonconformance & uuueuwwpwvenuve

2.14.6 actions

ldentufy key Dept/Dlv E records (assocua :

blglllllbdlll aspects that need to be contr
2.15.1 operational controls form]

Review all applicable subject areas (or other lab-wide
requirement document), identify gaps between current
operations and requirements, and make corrections to
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Directorate:

Reporting Date:
Reporting Period:

SCHEUULED HEVISED ACTUAL
COMPLETION % COMPLETION | COMPLETION| Hours
TASK ID TASK DESCRIPTION LEAD DATE COMPLETE DATE DATE Expended*
execute records management subject area for key '
2.15.3 Dept/Div E recoids

review and revise (or purge) Div/Dept level documents

2.15.4 that refer to records management
2016 S |EMSIAUdItS i2h 1 e
incorporate EMS/Regulatory Compliance audit into
2.16.1 Dept/Div Self Assessment Plan
2.16.2 conduct EMS audit
assign responsibility for Environmental Assessments
2.16.2.1 _Jand acquire training
document findings, communicate to management,
2.16.2.2 |identify corrections, and track to closure
2.16.3 conduct Regulatory Compliance audit (see item #13) 3%
assign responsibility for Environmental Assessments
2.18,3 1 land acouire training
document findings, communicate to management,
2.16.3.2 |identify corrections, and track to closure
Review all applicable subject areas (or other lab-wide
requirement document), identify gaps between current
operations and requirements, and make corrections to
2.16.4 dept/div operations
review and revise (or purge) Div/Dept level documents
2.16.5 that refer to environmental assessments/integrated
Review all applicable subject areas (or other lab-wide
requirement document), identify gaps between current
operations and requirements, and make corrections to
2.17.1 dept/div operations
2.17.2 compile information for management review meeting
217.3 conduct meeting for senior dept/div management
document decisions made and/or actions identified at
2.17.4 meeting




Directorate:

Reponting Period:

Reporting Date:

SCHEDULED REVISED ACTUAL
COMPLETION % COMPLETION | COMPLETION| Hours
TASK ID TASK DESCRIPTION LEAD DATE COMPLETE DATE DATE Expended*
incorporate Environmental Management Review
process with Integrated Assessment Program
2.17.5 (evaluation of performance)
review and revise (or purge) Div/Dept level documents
that refer to environmental assessments/integrated
217.6 assessment program
2381 |IntedratéiDiractorate EMS W i e e 0%
2.18.1 objectives and targets
2.18.2 EM program
2.18.3 structure and responsibility
2.18.4 training
2.18.5 EMS Documentation
2.18.6 Monitoring and Measurement
2.18.7 Environmental Assessments
2.18.8 Management Review
3/30/00
3.1 EMS Team Training
3.2 General Environmental Protection Training o
33 Job Specific EMS Training
3.4 EMS Management Overview Training
35 Internal EMS Assessor Training el
3.6 Update Records i
4/30/00
4.1 Conduct Division Kickoff Meeting
4.2 Give EMS presentations
4.3 Brief staff on audits
6/30/00
5.1 Execute Self Assessment
5.2 Participate in /O Office Assessment
5.3 Participate in DOE Annual Audit
5.4 Obtain Registration, (if required)




Directorate:

TASK ID

6.1

TASK DESCRIPTION

Track Project Performance Measures (costs/schedule)

LEAD

SC
COMPLETION

DATE COMPLETE

Report Progress (monthly; EMS Project Mgr, Mgmt,

6.2 Senior Mgmt) : :
Administer change control of Facility Implementation

6.3 Plan

6.4 Attend EMS Project Meetings

6.5

%

Reporting Date:

Reporting Period:
REVISED ACTUAL
COMPLETION | COMPLETION| Hours
DATE DATE Expended*

Provide status updates to Management

*This column provides a method for tracking hours expended on EMS tasks if timecards are not used.







7.18.2.6 Project Support

7.18.3 Facility and Operations Directorate
e Plant Engineering Division

¢ Safeguards and Security Division

e Central Shops

7.18.3.1 Project Planning

7.18.3.2 Program Implementation
7.18.3.3 Train Employees

7.18.34 Communicate EMS Initiative
7.18.3.5 Assess Readiness

7.18.3.6 Project Support

7.18.4 Basic Energy Sciences Directorate:
o Chemistry Department

e NSLS Department

o Center for Neutron Science

7.18.4.1 Project Planning

7.184.2 Program Implementation
7.184.3 Train Employees

7.18.4.4 Communicate EMS Initiative
7.1845 Assess Readiness

7.18.4.6 Project Support

7.18.5 RHIC Directorate

e CAD Department (Elements of the following implementation plan may vary due to
the fact that this is a new department (AGS and RHIC Project) will be merged into a
pre-existing, ISO Registered EMS Program established in RHIC Project),

e Semiconducting Magnet Division '

7.18.5.1 Project Planning

7.18.5.2 Program implementation
7.18.5.3 Train Employees

7.18.54 Communicate EMS Initiative
7.18.5.5 Assess Readiness

7.18.5.6 Project Support

7.18.6 Life Sciences Directorate
e Biology Department
» Medical Department

7.18.6.1 Project Planning

7.18.6.2 Program Implementation
7.18.6.3 Train Employees
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7.18.6.4 Communicate EMS Initiative
7.18.6.5 Assess Readiness
7.18.6.6 Project Support

7.18.7 Applied Science & Technology Directorate

e Department of Applied Science

o Department of Advanced Technology

e Economic Development and Technology Transfer

7.18.7.1 Project Planning

7.18.7.2 Program Implementation
7.18.7.3 Train Employees

7.18.74 . Communicate EMS Initiative
7.18.7.5 Assess Readiness

7.18.7.6 Project Support

7.18.8 Environment, Safety & Health/Quality Directorate

Emergency Services Division

Environmental Services Division —

Occupational Medicine Division

Radiological Control Division

Safety and Health Services Division

Independent Oversight Office

Performance Based Management and Integrated Assessment Program
Quality Management Office

Standard Based Management System and Integrated Safety Management Program
Training and Qualifications Office

7.18.8.1 Project Planning

7.18.8.2 Program Implementation
7.18.8.3 Train Employees

7.18.84 Communicate EMS Initiative
7.18.85 Assess Readiness

7.18.8.6 Project Support

7.18.9 Direétors Office
e Community Involvement & Public Affairs Directorate
¢ Directors Office

7.18.9.1 Project Planning

7.18.9.2 Program Implementation
7.18.9.3 Train Employees

7.18.94 Communicate EMS Initiative
7.18.9.5 Assess Readiness

7.18.9.6 Project Support
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7.18.10 Finance & Administration Directorate-
¢ Contracts & Procurement Division
Information Services Division

Budget Office

Administrative Support Division

Financial Services Division

7.18.10.1 Project Planning

7.18.10.2  Program Implementation
7.18.10.3  Train Employees

7.18.10.4  Communicate EMS Initiative
7.18.10.5  Assess Readiness/
7.18.10.6  Project Support

7.18.11 High Energy and Nuclear Physics Directorate
e Physics Department,

o Center for Accelerator Physics

¢ Instrumentation Division

7 18.11.1 Project Pianning

7.18.11.2  Program Implementation

7.18.11.3  Train Employees

7.18.11.4  Communicate EMS Initiative

7.18.11.5  Assess Readiness/

7.18.11.6 Project Support .

8.0 EMS Program Improvement
8.1  Improve Institutional EMS Program

This WBS describes the activities related to the following:

o - Evaluating need for policy changes, based on management review decisions and
expanded inventory of aspects/impacts

e Review/revision of Aspects/impacts protocol to incorporate balance of Phase Il
processes and assessment of natural resource usage (including land use) in impact
analysis

¢ Review/revision of Legal and Other Requirements to incorporate changes in
regulations in Environmental Standards/subject area documents

* Review/Revision of Objectives and Targets with respect to expanded inventory of
aspects and impacts

* Review/revision of management review process by seeking input from participants
and incorporating suggesting for improvement. :

The EMS Project Manager is responsible for coordinating the evaluation of each of the
above improvements and respective EMS Project Team member is responsible for
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revising the affected EMS documents appropriately. The expected deliverable is
revised EMS Documentation, as applicable.

8.2 Improve EMS Program

deployment to improve the EMS Progra . Institutiona

ravieand ne annlirahla tn incrAarnArata lae
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8.3 Improved Environmentai Training Program

The EMS Project Trainer will be responsible for developing a General Employee
Environmental Continuing Training course. The course is intended to be provided in an
effective and efficient medium, address revisions to regulatory and EMS requirements,
and documented and piloted in accordance with BNL training policy. Once the course is
finalized, the EMS Project Trainer will excerpt material from this course to be used to
revise the BNL General Employee Training and Contractor/Vendor Orientation courses
(or others if deemed appropriate) and providing it to the OSH Training Group. The OSH

Training Group is responsible for updating these courses. [Other EMS Training is also

AR A SR A S R A i | adaheoleth] O VI OOD

referenced in WBS 5. O]

The EMS Project Trainer will evaluate the transferability of the facility specific training
moduies, developed during laboratory deployment of the EMS, to the laboratory training
programs such as GERT/Radiation Worker | Course, or other related courses such as
HazCom, Lab Standard, etc. if appiicabie, the appropriate sections of the facility
specific lesson plans will be provided to the OSH Training Group who will be
responsible for updating these courses.

Future improvements of the EMS Program will be the responsibility of the EMS
Management System Owner.

9.0 EMS Project Transition/ Closeout

The activities associated with this element include transition of responsibility from EMS
project personnel to management system owners and line management, and
development of final project report. EMS project personnel will be responsibie for

revising R2A2 as required and writing the final project report.

A transition plan leading to project closeout will be developed to effectively transfer
responsibility from the EMS project manager to the responsible management system
owner. Including will be steps necessary to achieve site-wide 1SO registration by the
end of FY 01. The EMS Project manager, with assistance from EMS Project personnel,
is responsible for submitting a final project report and transition plan.

(9,
(98]
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Staff who are involved with this project will be released and reassigned to their
respective line managers when the deliverables they are responsible for are received,
reviewed and approved.

10. Project Support

Project support activities include the overall management and control of the project
including schedule, resources (personnel), and funding. This element also includes
reporting progress to the Laboratory Director through the ALD for ESH&Q, and to DOE-
BHG Point of Contact.

10.1 Track and Report Progress

Actual work progress will be routinely monitored and compared to established cost,

schedule and technical baselines to determine if significant deviations are occurring

from planned work and if these deviations will impact project deliverables or milestones.

To accomplish:this, the following activities will be conducted by Project Controls Support

personnel: : '

¢ Track project progress and compare against baseline data on a routine (bimonthly
for first six months, then monthly) basis.

¢ Collect level of effort and cost data as available in accordance with routine reporting
schedule and provide periodic variancz analysis based on Budgeted Cost of Work
Scheduled for each EMS program element.

¢ Monitor trends in cost and schedule variance to determine need for corrective action
or revised estimate rates.

* Report exceedances of variance thresnold and changes in estimate at complete to
ALD ESH&Q. :

During scheduled project status, update meetings, the project manager and support
personnel will present and review project status and review scheduled project activities
for the upcoming two months. Refer to WBS 10.2 and 10.4 for other project
performance reporting mechanisms.

The expected deliverable is routine (as scheduled) project controls reports. The EMS
Project Team members will be responsible for submitting timely reports on project
status and updating project management databases as appropriate. The EMS Project
Controls support personnel will be responsible for generating these reports. The EMS
Project Manager will be responsible for interpreting the data, acting on any variances,
and reporting status to management

10.2 Status Reports to Management
Successful achievement and monitoring of project goals and objectives will be through

regular communication of project performaince, variance to baseline assumptions, along
with a projection or forecast of actual project data applied to balance of project activity.
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This communication is important for the project and stakeholders to accurately
understand and affect the status and performance of the project.

Project team personnel will provide routine written summaries of their milestone
progress and a description of any issues that the Project Manager should be made
aware that may impact cost or schedule. This internal summary should consist of:
o Bullet list of project progress highlights,
o Notification to EMS Project Manager and/or project controls personnel of variance to
scheduled milestones. Also as determined by project controls staff,
e Baseline Change Proposal if necessitated, including updated schedule, estimate,
milestone schedule, and revised WBS dictionary if affected.
The milestone deliverables for the assigned EMS program element
A summary of hours spent in the assigned WBS element, in accordance with the
project baseline.
An explanation of variances.
Discussion of problems and corrective actions planned or taken.

These reports will be submitted by the Project Team personnel to the EMS Project
Manager in accordance with reporting schedule. The Project Manager will deliver the
EMS project report to the ESD Manager on a bimonthly schedule.

10.3 Administer Change Control of Project Management Plan

This project plan including all attachments represents the project baseline for
conducting the EMS project. As is the case for most projects, during the course of the
project the potential exists for the project scope, resources, and schedule to change
considerably as assumptions, parameters, or performance change. This project plan
has been established to insert the appropriate management control points into the
project process in order to identify the scope changes or project trends as soon as
possible, and rectify them (if possible) by taking action to successfully address the
change.

A Baseline Change Proposal (BCP) will be implemented according to the management
authorization matrix in the PMP. The baseline change process identifies what
magnitude of scope, resource, and schedule change necessitates approval by project
participants or stakeholders.

The Management Planning Project manager is responsible for developing a baseline
change procedure. The EMS project personnel are responsible for implementing that
procedure on tasks they are assigned when a baseline change is in order. The EMS
Project manager is responsible for approving and processing all baseline changes. The
expected deliverable is the required documentation as defined in the baseline change
procedure.
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10.4 Bimonthly Meetings/Quarterly Progress Reports to Management.

Bimonthly meetings with the DOE-BHG EMS Point of Contact will be held to facilitate
communication of project progress. Quarterly status updates will be held for DOE-BHG
and BNL Senior Managers (Level 0 — 2). These progress reports will include:

Progress highlights

Milestone progress

Cost summary

Major problems or concerns

Corrective Actions.

Variances for cost and schedule.

e & 06 o o o

The EMS Project manager is responsible for coordinating and delivering the reports on
the schedule established. The Management Representative on EMS is responsible for
contributing material for the meeting and delivering status updates on their directorates
progress as scheduled. The expected deliverable is the report.

10.5 Provide Periodic Reports to EPA/stakeholders

As requested, the EMS Project Manager, with assistance from EMS project personnel
as appropriate, will provide updates and/or overviews of the BNL EMS Project to the
extent that it does not impact project schedule and milestones. EPA updates will be
scheduled on a semi-annual basis. The expected deliverable is a record of the
presentation and a description of the audience members. All presentations with
EPA/stakeholders will be coordinated through DOE-BHG. The EMS Project Manager
will also notify the CIGPA.
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BNL EMS PROJECT
DIRECTORATE IMPLEMENTATION PLAN AND RESOURCE ESTIMATES

Resources (hrs)

Estimated Subtotal*

Adm Div Facility  [Pilot — [WBS Tasks, Assumptions, Adm Div
WBS|Description Base | Base Specific |[Only Comments, and Level of Effort Base Base
1|Project Planning -
. mgmt meeting; id team members; two
1.1|Establish EMS Team/R2A2 24 24 intro meetings
integrate with facility accounting; -
1.2|Establish Cost Accounting System 8 8 explain record keeping reqmts
define scope, applicability of EMSto |
1.3|Define facllities/projects included in pilot 8 8 facility operations/projects
customize prototype implementation
1.4{Develop Implementation Plan 32 32 plan
1.5|Conduct Gap Analysis 33 33 2 people/2days
evaliate rhase il recommendations
for incorporation into EMS
1.6]|Conduct Phase Il Evaluation 8 implementation plan
refine & focus implementation pian o
Develop Action Plan for WBS 2.0, based on gap analysis & Phase Il
1.7|Program Implementation 32 32 recommendations
Review/Test Institutional Level Program
1.8|Requirements 100Jassume 5 tests at 20 hrs per test $ 6850 |% 7,250
Program Implementation (facility &
2|project level) .
2.1lEnvironmental Policy 4 4 emails/training/div mtg $200 $200
2.2|EMS Planning o :
integrate w/ ISM (8 hrs); eval Phase Il
reports (2 hrs per process), inventory
' of all aspects (16 hrs), internal SOP
2.2 1{Aspects and Impacls 24 3212 *# proc (8hrs) _
integrate w/ ISM (8 hrs), inventory of
env reqmts (16 hrs), internal SOP
2.2.2[Legal & Other Requirements 24




BNL EMS PROJECT

DIRECTORATE IMPLEMENTATION PLAN AND RESOURCE ESTIMATES

Resources (hrs)

Estimated Subtotal*

wBS

Description

Adm Div
Base

Base

Facility
Specific

Pilot
Only

S Tasks, Assumptions,
Comments, and Leve! of Effort

Adm Div
Base Base

223

Objectives and Targets

16

16

4* # proc

integrate w/PBMS (8hrs), team with
ops/wkr/P2 to get buyin (4hrs per
process); EMS Team documents env
obj/targ & presents to mgmt (8hrs)

2.2.4

EM Program

16

36

6" # proc

integrate w/ PBMS & ISM (16 hrs),
internal SOP (Bhrs); workshop to
develop EM pgm plan (2 people from
each high priority process for 3 hrs,
including a SME); 4hrs prep for
workshop & 8 hrs for doct/approv
plan

$ 4,000}$ 9,400

2.3

EMS Implement and Operation

2.3.1

EMS Structure & Responsibility

16

1.5 * # proc

review R2A2 of prac personnel
(assume 3 positions per process@ .5

integrate w/ PBMS (8 hr), SOP (8 hr),|

23.2

Training and competency

1.5 * # proc

update training plan (12 hr) and JTAs
for high priority process personnel
(0.5 hrs per position, assuming 3
positions per process)

233

Communications

internal SOP (8 hr)

2.3.4

EMS Documentation

40

74

description of facility specific EMS
elements ( 40hrs) and directory of
EMS related documents (2 hrs per
EMS element * 17 elements= 34 hrs)

235

Document Contro!

12

internal SOP (8 hr) and id env

records (4hr)




BNL EMS PROJECT -
DIRECTORATE IMPLEMENTATION PLAN AND RESOURCE ESTIMATES

Resources (hrs) Estimated Subtotal*
Adm Div Facility [Pilot S Tasks, Assumptions, Adm Dlv
WBS|Description Base Base Specific [Only Comments, and Level of Effort Base Base

integrate w/ ISM (8hrs); internal SOP
for each process (8 hrs each);
evaluate supplier/contractor reqmts (8
hrs) & internal SOP for
2.3.6|Operational Control 16 2418* #proc | supplier/contractor reqmts (8hrs)

conduct drill {0.5 hr per empl plus 5
, hrs of ESS personnel); prepare for
Emergency Preparedness and : drill & post drill review (8 hrs); local
_2.3.7|Response ' ' 21 21]1.5# empl emerg plan review & revision (Bhrs) | $ 8,225} % 14,825

2.4]Checking and Corrective Action

integrate w/ISM & PBMS (16hrs); 1
SOP ior each high prionty process (8
hr) incorporating calib needs (2 hr)

2.4.1{Monitoring and Measurement 16 16]12 * # proc ' and data tracking method (2 hr)
2.4,2INCR and Corrective/Preventive Action 0 8 : internal SOP L
2.4.3|Records 0 8] internal SOP

integrate w/ 1AMS (8hrs); develop
schedule & protocol for env.

2.4 4]Environmental Audits . 20 20 Audits(12 hrs)

integrate w/PBMS (8hrs), 40 hrs to
prepare (20 hrs for administrative div
| lto prepare); 2 hr mgmt rev meeting
2.5|Management Review 40 60 1 with6 mgrs $ 3800]% 9,200

(2

Train Employees

assumes 4 in team (8hr implem
training; 24 auditor training (assume
‘ only 2 people in administrative div to
3.1|EMS Team Training 80} 128 be frained as auditor) :




BNL EMS PROJECT

DIRECTORATE IMPLEMENTATION PLAN AND RESOURCE ESTIMATES

Resources (hrs)

Estimated Subtotal*

Adm Div Facility ]Pilot WBS Tasks, Assumptions, Adm Div
WBS|Description Base | Base Specific - |Only Comments, and Level of Effort Base Base
: 1 hr training course for all employees,
General Employee Environmental - 8 hours to make notifications & track
3.2|Training 8 811 * # empl employee attendance
assumes 3 positions per process; 2 )
hr facility specific training course; and
4 hrs per position to document
2*(3%# proc) + competency; 16 hours to prepare
3.3|Facility Specific EMS Training 0 16}4*(3*# proc) facility specific training module
3.4|Update Records 2 4 enter env training records into BTMS | $ 10,850 | $ 19,550
4|Communicate EMS Initiative N ’
- prepare for Division mtg (8 hr); one hr
4.1]Conduct Division Kickoff Meeting 8 811*#empl meeting
' Mgmt Rep on EMS prepares
“|communiques for Div employees (4
communiques; 2 hrs preparation
4.2|Give EMS presentations 8 8 each)
Parlicipate in Lessons Learned
4.3|Workshop (2) 8 8 2 workshops at 4 hrs each
Provide Lessons Learned to Laboratory pilot facilities give presentations to
4.4|personnel Lab depts/div on lessons learned $ 7,550 |$ 7,550
5|Assess Readiness
2 auditors, 5 days for both
compliance and EMS audit, 10 days -
of ops personnel involvement; 10
days to prep and write report; 5 days
to respond (assume administrative
5.1|Execute Self Assessment 168 280 div conducts audit in 3 days)




BNL EMS PROJECT

DIRECTORATE IMPLEMENTATION PLAN AND|RESOURCE ESTIMATES

Resoiirces (hrs) Estimated Subtotal*
Adm Div Facllity — [Pilot |WBS Tasks, Assumphions, Adm Div
WBS|Description Base Base Specific |Only Comments, and Level of Effort Base Base
|2 auditors, 3 days for both
* Jcomptliance and EMS audit, 6 days of
ops personnel involvement; 6 days to
. prep and write report; 3 days to
5.2|Participate in I/O Office Assessment 168] 168 respond )
N 2 days of being audited; 1 day to
- 5.3|Participate in DOE Annual Audit 32 32 respond, 1 day for debriefings.
$30K registration costs; plus
preparations, previsit review, onsite
5.4|Obtain Registration ~ 320]audit, audit response. $18,400 | $ 24,000
6|FiojectSupport o ¢ 4 ¥ 4 o
_ 3 days per quarter to prepare 4 R :
Track Project Performance Measures reports plus 3 days to prepare final
6.1}(costs/schedule) 120 120 report
] 1 day per month to prepare 12
Report Progress (monthly; EMS Project ‘ monthly reports; plus 3 days {o
6.2|Mgr & Mgmt) 120 120 ___[prepare final report
Administer change control of Facility :
6.3|Implementation Plan 40 40 assume 10 changes at 4 hrs each $140001 % 14,000
. 52 hrsiproc;
TOTALS 1160]  1484]3.5 hrstemp | - 43¢] | $73,875 |8 105,975
*Resource estimates assume a generic
Directorate with 127 employees & 6 high
priority processes (the labwide mean)




BNL EMS PROJECT
DIRECTORATE/DEPARTMENT PROGRAM IMPLEMENTATION COSTS

¥ Facllity Pllot

proces | Specific Only |[TOTAL $$ For $$ for ALD
DEPT # empl [ses (hrs) | Base (hrs)* |(hrs) |[(hrs) Registr [Dept EMS [EMS Assumptions
RHIC 369 10| 18115 1484 436 3731.5] 30,000 $216,575| $ 216,575
REACTOR 103 8] 7765 1484)  436]  2696.5| 30,000] $164,825| $ 164,825
WMD 2 4 285| 1484 436 2205] 30,000{ $140,250| $ 153,300
ERD/MIO 30 3 261 1484 1745 $87,250 assume 3 processes
PE 387 14| 20825 1484 3566.5 $178,325) $ 226,450 '
SS 75 2 366.5 1484 1850.5 | $92,525 ' -
csS 96 5 596 1484 2080 $104,000|
CHEM 81 7 647.5 1484 21315  $106,575] $ 149,850
NSLS 173 5 865.5 1484 23495 $117,475 . I
AGS 326 8 1557 1484 3041 $152,050( $ 77,850 [assume merge w/RHIC
PHYSICS/CAP 236 4 1034 1484 2518 $125,900( $ 152,850
INSTR 50 7 539 1484 2023 $101,150
BIO 99 2 450.5 1484 19345 $96,725| $ 126,125 -
MED 64 7 588 1484 Figure5 | #VALUE!
DAS o 153 10| 10555 1484 T ) $0| $ 198,675
DAT 191 9] 1136.5 1484 $0
CCD/EDTT 85 297.5 1160 $0 T
ESHSD 147 1 566.5 1484 o $0| $ 107,425
QMO/io 5 17.5 1160 $0 -
OCC MED 23 80.5 1160 1240.5 $62,025
CIPA 32 112 1160 1272 ~ $63,600 $ 92,125 |assume part of DO
DCP/BUDGET/FIN SVCE 105 - 3675 1160 1527.5 $76,375| $ 122,925
TiD 46 3 317 1484 1801 $90,050
ADMIN SUPP 116 4 614 1484 2098 $104,900 o
DO/HR/LEGAL/INT AUDIT 163 570.5 1160 1730.5] $86,525
avg 1274 5.9 2186.4 #VALUE! [ § 71,559 B
TOTAL HOURS 41542 357795
TOTAL FTE 20.8 17.9
TOTAL DOLLARS #VALUE! | $1,788,975
*Operational facililies require 1484 hrs; administrative div requires 1160 hrs. |

Paoe 1




