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Introduction 

A n Environmental Management System (EMS) 
provides a process for organisations to address 

their environmental concerns by identifying and control- 
ling the activities that create significant adverse environ- 
mental effects. The EMS consists of procedures to allo- 
cate resources, assign responsibilities and ensure an on- 
going evaluation of work practices and policies, with the 
goal of improving environmental performance. 

The reasons for adopting a management system ap- 
proach to environmental performance can vary, but the 
priority issue to be resolved before embarking on EMS 
development is the question: What do I want to achieve? 
As Lewis Carroll so aptly wrote (in Alice Through the Look- 
ing Glass), "If you don't know where you're going, any road 
will take you there". Competition for overseas and do- 
mestic markets, and pressure from investors and/or pro- 
spective customers have led companies to adopt one or 
more of the recognised environmental certification sys- 
tems to demonstrate environmental performance compli- 
ance. But a flawed understanding of the management sys- 
tem approach may compromise their achievements if they 
are not certain what they are aiming for. 

In this article, I will talk about the key components 
of an Environmental Management System designed for 
the forestry sector, and how it can be used to improve busi- 
ness performance. 

Environmental Management Objectives 

The first step in developing an Environmental Man- 
agement System is defining your goals. It is just as viable 
to set up a management system to demonstrate certifiable 
practices as it is to use your system to improve waste dis- 
posal practices or reduce the risk of non-compliance with 
resource consent conditions. In some organisations, these 
goals are interchangeable. An EMS is a means of focussing 
on the process of continual improvement by stating the 
organisation's goals for all staff to understand, and by de- 
veloping standard procedures to assist staff and operators 
to reach those goals. 

The EMS should reflect, and be compatible with, 
existing efforts to achieve operational, financial, quality 
and safety goals. Management structure, responsibilities, 
practices, procedures and resources for implementing en- 
vironmental policies, objectives and targets can be co- 
ordinated with the systems already in place. In fact, if an 
organisation is already managing its environmental re- 
sponsibilities, there is likely to be a system already operat- 
ing. The organisation's task is to identify the practices 
that already affect environmental performance, and how 
incremental improvements can be encouraged. 

Key Principles for Effective Implementation 

A number of critical success factors have been iden- 
tified in the development and implementation of an effec- 
tive EMS. Advocates of the management system approach 
find that these elements are essential for successful imple- 
mentation. 

Prioritising environmentally responsible behaviour: 
Environmental management needs to be recognised as a 
high corporateiorganisation priority. If senior executives 
are not committed to environmental policy objectives and 
environmentally responsible behaviour, there is unlikely 
to be any improvement in environmental performance. It 
is essential that operators understand that the stated envi- 
ronmental goals may require changes in behaviour, and 
that recommendations for change to meet these goals will 
be welcomed. 

Communications: Change managers in an environmental 
role should establish and maintain communication with 
interested parties within and outside the business. Note 
that, having decided a number of organisational and envi- 
ronmental goals, the company also needs to determine 
what information to release to staff and operators, to regu- 
latory agencies, to its suppliers and customers and to the 
general public. Communications should reflect the or- 
ganisation's goals with respect to environmental perform- 
ance, and the reason for implementing an EMS. Commu- 
nication procedures to ensure consistency of purpose and 
continual improvement may include, for example, regu- 
lar on-site meetings between contractors and local coun- 
cil officers to demonstrate compliance with consent con- 
ditions, forming information networks among local con- 
tractor companies to discuss and share new ways to meet 
environmental standards imposed by customers or regu- 
latory agencies, operators publishing their environmental 
objectives, achievements and areas of risk in an annual 
performance statement, or environmental certification 
and/or verification established as a pre-requisite for joint 
venture partners. Any resolutions about the exchange of 
information will need to be incorporated into the EMS 
procedures. 

Environmental impacts: Identify any legislative require- 
ments, and any environmental issues associated with the 
business. What operations affect performance in these 
areas? 

Accountability and responsibility: Operators need to know 
who is accountable and responsible for the activities and 
resources which affect environmental performance. It is 
essential that the person with the responsibility for a task 
also has the authority to implement changes to the proce- 
dure. Positive change is likely only when it is clear who is 
responsible and who is accountable for performance out- 
comes. 

Resources: It  is essential that resources, including train- 
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ing, are provided at the appropriate levels to achieve the 
desired environmental performance goals. Staff must be 
stimulated to make changes to their practices, and will 
not modify existing behaviour if they are unaware of ap- 
propriate alternatives, or if they feel their input is not val- 
ued. Where preferred practices are identified, an effective 
EMS design ensures there is a process for ensuring that 
all staff are aware of the preferred practice and that its adop- 
tion is enforced. 

Monitor and Review: In order to assess the effectiveness of 
the EMS in improving environmental performance (or 
other goals), the company must regularly measure envi- 
ronmental achievements against the organisation's envi- 
ronmental policy, objectives and targets, and identify fur- 
ther areas for improvement. The monitoring phase of the 
EMS is where many of the benefits are derived. A man- 
agement system is designed to facilitate positive change, 
and if environmental targets are not being realised (or there 
is little evidence that progress in their direction is being 
made), the system is ineffective. The monitoring phase 
provides assurance that targcts arc being met (or not) and 
offers an opportunity to modify management procedures 
to achieve the desired outcomes. 

Once an organisation has developed an EMS that 
meets their requirements, their suppliers should also be 
encouraged to develop and implement management sys- 
tems and practices which will assist the organisation to 
achieve higher environmental performance targets. The 
environment doesn't start and stop at a fence line or a prop- 
erty boundary or when a service or product is sold. The 
establishment of an environmental information network 
can assist the replication and enhancement of an organi- 
sation's work practices on neighbouring properties and 
among their suppliers and customers. 

Enhancing the forestry sector's environmental 
performance 

The pressure to perform well is felt in all divisions 
of the forestry sector, but in no other area is performance 
measurement so nebulous as is 'sustainable environmen- 
tal management'. Almost every task undertaken in the 
forestry context has the potential to impact on environ- 
mental performance. Harvest planning for example, shapes 

decisions about how much of a catchment will be harvested 
and by what means (i.e. the level of soil disturbance an- 
ticipated). Scheduling the construction of new roads has 
a similar effect. Land managers are daily making choices 
about which areas to plant or re-plant, and whether the 
land preparation for planting includes the aerial applica- 
tion of herbicides, roller-crushing or V-blading. These 
choices affect the extent and 'plantability' of the site, and 
may also have indirect environmental effects such as the 
retention or destruction of native vegetation, discharge of 
chemicals to air and water, and soil compaction, which 
can affect the future plantability of the site and neighbour- 
ing sites. 

Over recent years a variety of performance measure- 
ment and verification certification systems have been de- 
veloped and subsequently been criticised for their inabil- 
ity to dictate a single means of achieving "environmental 
nirvana". Forest managers and operators today should be 
aware that an EMS is a management system that is devel- 
oped from, and fully integrated with, existing practices 
and values of an organisation. Environmental nirvana is 
not a regulated standard. To use an EMS to its full extent, 
each forestry company should be setting itself a challeng- 
ing environmental performance baseline, with regular re- 
views. Each organisation should be working to achieve 
higher environmental goals within its area of influence, 
and monitoring its own performance. Once the environ- 
mental goals for your organisation have been decided, an 
EMS is designed to assist you in achieving the environ- 
mental performance targets you have set yourself. 
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