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BACKGROUND, INTRODUCTION AND
PROBLEM STATEMENT

A GUIDELINE DOCUMENT FOR THE APPLICATION OF AN APPROPRIATE
EMS FOR GREENER GOVERANCE WITHIN DWAF.

1.1 INTRODUCTION

As a result of the ongoing development of stringent environmental legislation
there is a greater need for compliance and hence a requirement for sound
environmental management practices.

In an effort to streamline existing procedures so as to ensure compliance with
environmental legislation, the Department of Water Affairs and Forestry (DWAF)
is in the process of developing an environmental management framework.

In developing the environmental management framework, various environmental
management tools will be developed and refined for incorporation into the
framework. One of the tools to be developed will be that of an environmental
management system (EMS).

1.2 PROBLEM STATEMENT

Currently, the EMS is perceived by some in the Department as "yet another
environmental management tool", which will accomplish objectives similar in
nature to many of the initiatives already underway. Furthermore the
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2
EMS THE THEORY: ORIGIN, PHILOSOPHY AND
EVOLUTION OF AN EMS

2.1 INTRODUCTION, DEFINITION AND INTENT

An EMS "is a system, one which includes all the practices, processes and
procedures that an organization implements to ensure that from an environmental
point of view, its activities, products and/or services are effectively managed.
Through a continual cycle of planning, implementation, review and improvement,
an EMS helps an organisation to effectively address its environmental
responsibilities" (Environment Canada, 2000:2.3).

The International Organization for Standardization (ISO) defines an EMS' as an
integral part of an organization's overall management system which includes the
structure, responsibilities, practices, procedures, processes and resources for
implementing environmental policies, objectives and targets
(SABS ISO 14004, 1996:v).

The EMS provides the structure by which specific activities related to
environmental protection and compliance can be efficiently carried out. An
effective management system is central to the avoidance of environmental
degradation, in so much as it pulls together all the other tools and strategies for
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the avoidance of risks and provides a framework for a clear and focused approach
to environmental improvement (Wilkinson, 2001:4).

2.2 BACKGROUND, ORIGIN AND EVOLUTION OF EMS

2.2.1 Oriain of EMS

"Environmental management systems or as is commonly termed EMSs, were
developed in response to public and market pressure. These systems attempt to
assist in developing and operating orderly environmental management practices in
organisations and businesses" (CMC, 2000:3).

According to Potgieter (2001:1), an EMS is thus a licence to operate and a means
to ensure that an international trade barrier does not exist.

The emphasis here is upon market related pressures as a result of increasing
environmental awareness, globally.

This must be viewed within the context of supporting legislation, which is
increasingly stringent and the need to demonstrate compliance in this regard. Here
too international pressures are being brought to bear, particularly through Agenda
21 (considered as the blueprint of sustainable development) and other related
treaties and conventions. Together, legislation, market related forces and other
pressure groups form the drivers for the ongoing development and evolution of the
EMS.

2.2.2 Elements of an EMSand the link to Qualitv Systems

It is generally agreed that the most widely applied type of EMS is that which is ISO
14001 based, the underpinning philosophy being four basic principles, namely
Plan-Do-Check-Act, which had its foundation in quality related systems, referred to
as TOM of which the Deming Cycle is best known (Potgieter, 2001 :3).

The Deming Cycle was developed prior to the ISO 14001 based EMS in response
to the need for quality control and customer satisfaction. Today the EMS
incorporates the same plan, do, check, act philosophy as follows:

The "policy" precedes the aforementionedphases as follows:
· Environmental policy
· Planning (plan).
· Implementationand operations (do).
· Checking and corrective action (check).
· Management review (act).
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Continual

Improvement

Figure 2: The Life Cycle of ISO 14001
(Adapted from SABS ISO 14001, ISO/TC207/SCI,SABS 1996:vi).

2.3 EVOLUTION OF THE EMS, TOWARDS A SUSTAINABLE
MANAGEMENT SYSTEM (SMS)

2.3.1 Introduction

In striving towards Greener Governance, a Sustainable Management System
should be developed so as to comply with legislation and associated sustainable
development requirements.Whilst it is true to state that an ISO 14001 based EMS
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3
EMS THE THEORY:
DRIVERS FOR THE DEVELOPMENT OF EMS IN
SOUTH AFRICA WITH PARTICULAR REFERENCE
TO THE PUBLIC SECTOR
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TABLE 1: SUMMARY OF DWAF'S PRIORITY ENVIRONMENTAL FUNCTIONS
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In carrying out their mandate in respect of water resources management, there are
several national laws that demands specific requirements of the Department
(OWAF), and other water management institutions (RSA, 2002:34) a

The departmental legislation (enabling legislation), which guides these core
functional areas, follows, as indicated by (RSA, 2001 :17).
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4
EMS THE THEORY:
A COMPARISON OF VARIOUS ENVIRONMENTAL
MANAGEMENT SYSTEMS

4.1 INTRODUCTION
\ .

Having established the origin and "triggers" for the development and evolution of
the EMS, various EMS standards are reviewed; where after deductions will be
made as to their respective strengths and weaknesses.

Environmental Management System standards such as the International
Standards Organisation, ISO 14000, the British Standard for Environmental
Management Systems, BS 7750 and the EU Eco-Management and Audit
Scheme (EMAS), have been developed to provide organisations with a
framework to implement an EMS within their organization. These standards are
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The logo may be used on:
Validated environmental statements (version 2)
Validated information (version 2)
Letterheads (version 1)
Information advertising participation in EMAS (version 1)
Adverts for products, activities and services (only under circumstances that
ensure that there is no confusion with environmental product labels)
The logo shall not be used:
On products or their packaging.
In conjunction with comparative claims concerning other products, activities or
services.

[J Summary

EMAS is thus a regulation from the EU, which incorporates the elements of ISO
14001 but goes beyond it with regard to public disclosure of information. Like ISO
14001, it is a voluntary scheme (Aspects International, 2001: AI 030301).

Figure 5: EMAS,the original life cycle
(Adapted from course material, presented by Aspects International, 2001).
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Figure 6: EMAS and the incorporation of the ISO 14001 Life Cycle
(Adapted from course material, presented by Aspects International, 2001).
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Figure 7: EMAS, the Final Configuration
(Adapted from course material, presented by Aspects International, 2001).
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4.5 Comparison of Various EMS Standards

TABLE 2: A COMPARISON OF VARIOUS EMS STANDARDS
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ISO14001Elements: ISO14001 as 7750 EMAS IEMS IS310

Environmental Polley

. Appropriate for Regardedas being Regarded as being Initiallyindustry, then As part of International Applicableto all
activities, products appropriate for all suitableforall scope broadened, to standards, applicableto organisations.
and services organisations. organisations,at the time. includeallorganisations. all.

I

. Commitment to Commitmentto continual Commitmentto continual Requiresparticipantsto As partof ISOstandards, Requiresa commitment
continual improvementand Improvement. committhemselves to a commitmentto to continualimprovement
Improvement and Prevention of pollution. continualimprovement. continualImprovement. as far as is economically
Prevention of achievable.
pollution.

. Compliance with Compliance,not Does not laydown Compliance Compliance Seems to exceed other
legislation I performancebased. requirements standards regarding
(environmental Forenvironmental environmental
performance) performancebeyond performance

compliancewith requirements.Containsa
applicablelegislationand commitmentto
regulations. sustainabilityof the

naturalenvironment,
compatiblewitheconomic
sustainability of the
oraanlsation.

. Framework for Determined by Requires the organisation Objectives and targets As with ISO standards. Objectives and targets
targets and organization to specify its identified and are made publicly
objectives environmental objectives performance against available.

"nn r.nn!;AnIIAnt t"rnAt!; these reviewed.
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ISO 14001 Elements: ISO 14001 as 7750 EMA5 IEM5 15310

at all levelswithin the
organisation
Providesfor the setting
and publicationof
environmentalobjectives.

. Is documented, Is documented, As with ISOstandards.
Implemented and implementedand
maintained and maintainedand
communicated to communicatedto all
all employees. employees.

. Available to public Policy availableto public Policyavailable to public Policyavailable to public. ISOstandards,policy Goes beyond policy, refer
Goes beyond policy, refer availableto public. also to Communication.
also to Communication.

Planning

. Procedure to InitialReview,voluntary. EnvironmentalReview, InitialReview
Identify now voluntary, includes And SWOTanalysis,as
environmental identificationof all part of recommended
aspects and environmentalaspects "multi-pronged
Impacts. with a significant approach".

environmentalimpact.
. Legal and other The organisationshall Requiresestablishment EMAS placesspecial As with ISOstandards.

requirements establishand maintaina of proceduresto record significanceon (amongst The more stringentof the
procedure to identifyand all legislative,regulatory others) legal compliance. two standards(ISO
have access to legaland and other policy 14001and ISO 9000)
other requirementsto requirementsand codes and their associated
which the organisation (to which the organisation clauses, is applied.
subscribes,that are subscribes)applicable to
applicable to the the environmental
environmentalaspectsof aspects of its activities,
its activities, productsor productsand services.
services.

. Objectives and These are determinedby The performance
targets the organisation. objectivesand targets are

made publiclyavailable.. Environmental The organisation shall Maintain a programme for As with ISO standards.

programme establish and maintain a) achieving objectives and The more stringent of the
programmes for targets. This Includes the two standards (ISO
::ar.hiA\linnit nhiAr.tivA tiA"inn::ltinn nf 14nn1 ::Inti I() !:Innm
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ISO14001 Elements: ISO 14001 BS 7750 EMAS IEMS IS 310

and targets. Itshall responsibility for and theirassociated
include: achievingthe targets. clauses, applies.
a) Designationof

responsibility
b) The means and

time frame by which
they are to be
achieved.

Implementation and responsibility

. Structure and

I I I I

responsibility
(resources). Training, The organisation shall Makes provision for As with ISO standards.
awareness, identify training needs. It training procedures to be The more stringent of the
competence shall require that all in place to ensure that two standards (ISO

personnel,whose work contractorshave an 14001 and ISO 9000)
may create a significant understandingof EMS and their associated
impact upon the requirements. clauses,applies.
environment,have
receivedappropriate
training. It shall establish
and maintainprocedures
to make its employeesor
membersat each
relevant level,aware of
the aforementioned.. Communication The organisation shall Provides for the As regards external As with ISO standards. The production of a
establish and maintain establishment of communication, there The more stringent of the publicly available report is
procedures for procedures for receiving, should be open dialogue two standards (ISO required. The report must
a) Internal documenting and with public and Interested 14001 and ISO 9000) be produced no less

communication responding to parties. Concerns should and their associated frequently than once
between the various communications (internal be identified. An clauses, applies. every three years. The
levels and functions and external) concerning important component is report must include
of the organisation. environmental effects the public statement and details of complaints

b) Receiving, (impacts). the verification thereof. relating to non-conformity,
documenting and The public statement is etc.

responding to Similar to ISO 14001 an audit report, which will This regarded as a radical
relevant receive independent requirement in that it
communication from endorsement. forces an organisation to
.."tArn",' intAr.."t..ti tii"r.ln"A infnrm",tinn nth..r
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ISO14001 Elements: ISO14001 BS 7750 EMAS IEMS 15310

parties. than that whichwillshow
it ina good light.

In addition to this,
mentionis made of the
performanceobjectives
and targets beingmade
Dubliclvavailable.. Environmental The organisationshall AswithISOstandards.

management establish and maintain The morestringentof the
documentation information,inpaper or twostandards (ISO

electronicform,to 14001and ISO9000)
a) Describethe core and theirassociated

elements of the clauses, applies.
management
system and their
Interaction.

b) Providedirectionto
related
documentation.. Document control The organizationshall

establish and maintain
procedures forcontrolling
alldocuments requiredby
this International
Standard to ensure that:
a) Theycan be

located.
b) Reviewed
c) Currentversionsare

available
d) Obsolete

documents are
retainedfor
legallknowledge
DUrDOSes.. Operational control The organisation shall As with ISO standards.

identify those operations The more stringent of the
and activities that are two standards (ISO
associated with the 14001 and ISO 9000)
identified significant and their associated
Anvirnnmp.nt1 ..np.r.t.. in clauses, applies.
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ISO 14001 Elements: ISO 14001 BS 7750 EMAS IEMS IS 310

I I line with its policy, I I
obiectivesand targets.. Emergency The organisation shall As with ISO standards.

preparedness and establish and maintain The more stringent of the
response procedures to identify two standards (ISO

potential for and respond 14001 and ISO 9000)
to accidents and and their associated
emergency situations, clauses, applies.
and for preventing and
mitigating the
environmental impacts
that may be associated
with them. The
organisation shall make
provision for revising and
reviewing these.

Checking and corrective action

. Monitoring and The organisation shall As with ISO standards.
measurement establish and maintain The more stringent of the

documented procedures two standards (ISO
to monitor and measure, 14001 and ISO 9000)
on a regular basis, the and their associated
key characteristic of its clauses, applies.
operations and activities
that can have a
significant impact on the
environment. This
includes calibrated
equipment and a
documented procedure.. Non-conformance The organisation shall As with ISO standards.

and correction establish and maintain The more stringent of the
procedures for defining two standards (ISO
responsibility and 14001 and ISO 9000)
authority for handling and and their associated
investigating non- clauses, applies.
conformance, taking
action to mitigate any
impacts caused and for
initi"tinn "nli /'.nmnl..tinn
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ISO14001Elements: ISO14001 BS7750 EMAS (EMS IS310

correctiveand preventive
action.. Records The organisationshall AswithISOstandards.
establishand maintain The more stringentof the
procedures forthe twostandards (ISO
identification, 14001and ISO9000)
maintenanceand and theirassociated
disposition of clauses, applies.
environmentalrecords.. EMS audit Audit frequency not Frequency every 3 years Frequency very 3 years, As with ISO standards.
quantified. Scope - Audit - those with potential to EMAS evolved to place The more stringent of the
of the areas specified. damage once a year. emphasis upon auditing. two standards (ISO

Allparts of organisation. 14001 and ISO 9000)
and their associated
clauses, applies.

Management review The organisation's top This shall address the As with ISO standards.
management shall at possible need for The more stringent of the
Intervals that it changes to the policy and two standards (ISO
determines, review the objectives, in the light of 14001 and ISO 9000)
environmental changing circumstances and their associated
management system, to and commitment to clauses, applies.
ensure its continuing continual improvement.
suitability, adequacy and
effectiveness. The review
shall address the
possible need for
changes to policy,
objectives and other
elements of the EMS, in
light of the audit results,
changing circumstances
and a commitment to
continual improvement.
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The table (with the exception of the IEMS) represents the standards which according to Welford (1996:59), were
known to the "English speaking world" at the time and applicable to all organisations.Subsequently BS 7750 was
superseded by ISO 14001, IS 310 became a little known standard and the concept of integrating ISO based
standards, known as IEMS became known and is today becoming increasinglypopular. Refer also to the footnote
regarding ISO 18000. The comparison of these standards in tabular form is considered important in gauging an
appropriate EMS for DWAF, particularly as these standards are benchmarked against the ISO 14001 elements,
which is the best-knownand most accessiblestandardfor application.

No sector specific standards are included in this table, although a comparison of ISO 14001 with the FSC
(Forest Stewardship Council) standard is reflected in a table in Chapter Seven: Application of EMS: national case
studies. This comparison is important in view of the fact that DWAF is applying for FSC certification for its forestry
sector. This chapter and associated deductions made had an important bearing upon the type of environmental
management system, which is recommended in Chapter Nine.
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ISO 14001 Elements: ISO 14001 BS 7750 EMAS IEMS IS 310

Other I comment This is the most widely BS 7750 was rewritten in EMAS, a voluntary With regard to an IEMS, Intended to compliment
known and applied 1994, to make it more scheme, evolved in the more stringent of the the Irish series of quality
standard, and is thus compatible with EMAS. response to drafts of BS ISO 14001 and ISO 9000 management system
used as a benchmark. 7750, to give much (quality) clauses is standards and took

greater emphasis upon applicable. The quality inspiration from the EU's
the need for auditing standard is generally EMAS.
against backdrop of EMS. more stringent than ISO
EMAS and BS 7750 are 14001.

thus complementary.
The Environmental Note the references to
Review along with the NaSA in the past, which
public statement and the was not clause based.
verification thereof, were Increasing use is now
the main differences being made of ISO
between ISO and EMAS. 18000.
Since EMAS was revised
(for a second time) the Refer also to footnote,
Environmental Review is regarding ISO 18000.
now a voluntary
requirement.
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5
PERCEIVED SHORTCOMINGS ASSOCIATED WITH
ENVIRONMENTAL MANAGEMENT SYSTEMS
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5.1 INTRODUCTION

A number of shortcomings pertaining to the application of EMSs have been
identified through literary research. These shortcomings are viewed within the
context of what an EMS attempts to achieve as a tool, which strives toward
sustainable development,

What follows is a list of shortcomings identified by Welford (1996) and the
EPA (2001), regarding ISO 14001 based EMSs, where after a number of
sustainability criteria selected by Wilkinson, are used to grade an ISO 14001
based EMSas to howcompliantit is in terms of these criteria and thus by
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implication how successful the EMS is as a tool for achieving sustainable
development through greener governance.

Included in this chapter are a number of observations made by the OAG regarding
difficulties experienced in developing countries when implementing an EMS or
National Environmental Strategy (NES), as these strategies can be implemented
by environmental management systems.

5.2 PERCEIVED SHORTCOMINGS IDENTIFIED BY WELFORD

These include the following:

. Discrepancies in application of EMS (ISO 14001)
It is stated that despite the fact that many organizations use similar steps in
developing an EMS, there is a great discrepancy in the quality of the respective
EMSs applied by different organizations in terms of their ability to mitigate
environmental impacts and integrate environmental management into the
organisation (Welford, 1996:47).

. Settina own taraets and obiectives for environmental performance:
Due to the fact that an organization sets its own environmental objectives and
targets for improvement its environmental performance can improve as little or
as much, as fast or as slow as iUikes.

According to Shayler et al. (quoted by Welford, 1996:28), it is suggested that
the targets an organization sets itself through an EMS might represent
"environmental tokenism" rather than a solid commitment to decreasing
environmental impacts. Therefore a self-regulated EMS does not guarantee
significant improvements in performance and in environmental terms it could
be argued that EMSs are fundamentally flawed.

. Auditina and environmental performance:
Welford (1996:53), indicates that the auditing process of the EMS is concerned
mainly with the audit of the system rather than auditing actual environmental
performance per se.

. Lack of data pertainina to threshold values versus compliance:
It is noted that EMS standards do not set specific limits upon energy or
resource consumption, levels of emissions, or level of performance, other than
those based on national compliance, nor is there a requirement within their
framework to tackle all of the organisation's environmental effects and the
standards only require a commitment to continual environmental improvement
and do not aim for environmental protection (Welford, 1996:53).
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"Therefore, it is theoretically possible for an EMS to be developed by an
organization and the standards satisfied, when the organization has an
appalling record in environmental terms, by achieving minimum levels of
compliance and demonstrating a commitment to continuous environmental
improvement, however small that may be" (Welford, 1996:54).

. Possible smokescreen and marketina plov?
It is also noted that many organizations will find the EMS standards useful as a
motivating factor and as a framework to initiate environmental management
and many see them as a toolbox to facilitate this.

However, within this context it was stated that an EMS does not provide
guarantees or assurances to clients, shareholders and the public, that
organisational impacts are being minimized. It is thus argued that organizations
may use the EMS standards as a marketing device and a smokescreen to
pacify concerns regarding environmental performance, instead of as a catalyst
for cultural change within the organization in order to provide real and
significant improvements in environmental performance (Welford, 1996:54).

· Institutional factors:

Reference is made to the organizational factors, which can limit the
effectiveness of an EMS (Welford, 1996:52).

According to Welford (1996:36), the EMS approach in general has been
criticized as not going far ~nough in environmental terms, in that they are
defensive, bureaucratic and do not provide an adequate framework to tackle
urgent environmental issues and work towards sustainable management
practices" .

5.3 EPA: 3RD PARTY AUDITING, OBSERVATIONS AND PERCEIVED
ISSUES

5.3.1 Background

The following observations are extracted from the aforementioned document, the
main purpose of this document was to investigate the need and benefits in having
3rd party auditing of ISO 14001 based EMSs. As a result, the deductions
concentrate solely upon auditing related problems. It is hoped that these will serve
to highlight potential problems in this area, which can once identified be overcome
in the design of the proposed EMS.

ISO 14001 has developed guideline documents providing general requirements for
bodies that offer EMS conformity assessments and registrations. These
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documents include ISO 14004, which is an EMS guidance document and three
auditing standards: ISO 14010, ISO 14011 and ISO 14012 (EPA, 2001:64).

What follows are a number of points, which indicates differences between EMS
audits and other audits.

5.3.2 Different Types of Audits

. EMS Auditina versus Compliance Auditina
A third-party EMS audit is not a compliance audit. Yet if properly conducted, an
EMS audit can provide verifiable evidence that an effective compliance-
management system is in place to prevent non-compliance, to detect and
correct non-compliance situations promptly and to prevent recurrences
(EPA, 2001 :3). Compliance audits and EMS audits have different yet
intersecting purposes. The former are designed to ensure that an organization
complies with all regulatory requirements (EPA, 2001 :36). EMS audits seek to
make certain that an organization's EMS conforms to the ISO 14001 standard.
The standard requires an organisation to commit to legal and regulatory
compliance and to demonstrate that it has a continuously improving EMS that
will effectively implement and fulfil its commitment to compliance.

Thus, ISO 14001 does not per se require an organization to maintain
compliance. In fact EMS auditors are neither trained not expected to serve as
compliance auditors (EPA, 2001 :36). It is further stated that compliance
auditors typically limit their responsibility to determining compliance or non-
compliance. Unlike EMS auditors, they do not take responsibility for assuring
that effective management systems are in place to prevent recurrence of
violations. In principle, compliance audits are considered more straightforward
than EMS audits, in that it is the auditor's task to determine compliance with
specific regulations (EPA, 2001 :37).

Whilst in contrast, EMS audits require the auditor to make more subjective
decisions and this is less straightforward. It is the auditor's duty to determine
conformance or non-conformance to all elements of the ISO 14001 standard
within the organisation's defined scope of operations. As such auditors must
ensure that an adequate system is in place to assure regulatory compliance, to
correct non-compliance and to prevent future non-compliance. As stated, "This
key difference is perhaps the most misunderstood fact in the debate over the
purpose and effectiveness of the ISO 14001 standard" (EPA, 2001:37).

Compliance audits and EMS audits also use different measures to gauge
success. The success of a compliance audit is based on the number of non-
compliance findings identified, while the success of an EMS audit is based on
the clarity and accuracy of the findings identified. A third party EMS audit,
including ISO 14001 certification, cannot be characterized as an environmental
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compliance inspection or performance assessment. Rather it is predicated in
part on the organisation's own goals and objectives for its EMS, including its
commitment to an effective system for fulfilling regulatory compliance. In
addition, the scope of an EMS audit differs significantly from the scope of a
compliance audit. The range of applicable regulations, as well as the
processes and pollution sources subject to them, determine the parameters of
a compliance audit. An EMS audit, however may encompass either the full
range of a facility's activities, processes, functions and products that have
significant environmental aspects and impacts, or it may be limited to a defined
subset of them as chosen by the company, as well as the environmental goals,
objectives, and targets set by the company (EPA, 2001 :37).

5.3.3 Purpose and Scope of EMS Audits

· Purpose and Scope of ISO 14001 Based EMS Audits:

In contrast to financial audits of publicly traded business, EMS auditing remains
a voluntary, internally driven practice for better managing an organization's
environmental responsibilities and impacts (EPA, 2001 :34).

ISO 14001 requires implementing organizations to make at least three policy
commitments, these being to:
· Compliance;
· Prevention of pollution; and
· Continual improvement.
The standard's definition of these commitments in turn influences how auditors
assess whether an EMS conforms to ISO 14001 (EPA, 2001 :78).

· Commitment to Compliance
ISO 14001's intent and definition with regard to "commitment to compliance"
are relatively straightforward. Organizations are required to commit to
compliance with all applicable laws and regulations of the country in question
as well as other mandates, to which they have voluntarily agreed
(EPA, 2001 :78). Although supposedly straightforward, various problems in this
regard arise such as "auditor confidentiality".

As stated "a frequent criticism of ISO 14001 is that an organisation may be out
of compliance with regulatory requirements, but still in conformance with the
standard". Although the standard promotes compliance, EMS audits - unlike
compliance audits - are designed to promote conformity only with ISO 14001's
requirements for EMSs. That is, the EMS must promote continual improvement
in compliance, but the organization does not necessarily have to be in total
compliance at the time it receives registration. Nor does the EMS auditor have
to verify that the organization is in compliance with all regulatory requirements
(EPA, 2001 :82).

Guideline document for the application of an appropriate EMS for Greener Governance within D WAF - Geraldine J Munro - 2004

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



67

. Prevention of Pollution
The standard defines
companies "flexibility"
(EPA, 2001 :78).

"prevention of pollution" very broadly, allowing
in interpreting the kinds of pollution methods

The fact that ISO 14001 requires organizations to commit to prevention of
pollution but does not specify how they should achieve it, is regarded as
problematic (EPA, 2001 :85). The EMS auditors assess an organization's
commitment to prevention of pollution primarily on a case-by case basis,
relative to the targets and objectives that the firm itself sets in its EMS
(EPA, 2001 :86), which again eludes to the problem of an organisation
determining it's own objectives and targets and associated extent of
improvement.

· Continual Improvement
What is meant by "continual improvement" also creates different expectations
about what ISO 14001 and the associated EMS auditing is designed to deliver.
It is stated, "Some would like to believe that it requires improvements in
environmental performance, but the standard simply requires continual
improvement of an organisation's EMS (EPA, 2001 :78). The concept raises
difficulties associated with performance and conformance. Organisations may
thus demonstrate continual improvement through setting and achieving ever
more stringent objectives, broadening the scope of their EMS, or reducing or
enhancing the efficiency of environmental management. An organisation that
fails to demonstrate continual improvement of its EMS does not conform to the
standard (EPA, 2001 :82).

Thus by definition, continual improvement implies a temporal process in which
measurable changes occur over time. Generally, EMS auditors hold companies
to this commitment by conducting surveillance audits to see that firms are
addressing issues uncovered in previous audits, setting increasingly ambitious
objectives and demonstrating efforts to meet them (EPA, 2001 :87).

· Continual Improvement and Prevention of Pollution:
The allegation is made that whilst ISO 14001 instructs auditors how to examine
an EMS for regulatory compliance systems in a straightforward way, in areas
such as prevention of pollution and continual improvement, the standard is
"intentionally ambiguous" (EPA, 2001 :85).

Thus it is alleged that "ISO 14001" architects deliberately designed the
standard and its supporting guidance on prevention of pollution in such a way
as to refrain from prescribing what specific actions constitute the term"
(EPA, 2001 :85). In fact it is stated that "continual improvement" and "prevention
of pollution" are areas where there exists a deep chasm between various
ISO 14001 Technical Committee (TC) national authors. The ISO 14001
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standard contains deliberate ambiguity on what constitutes prevention of
pollution. Additionally, continual improvement is defined as referring to
improving an organization's EMS, not its environmental performance. These
ambiguities create uncertainty about how auditors should apply objective
criteria and whether conformity assessment should be conducted uniformly for
all organizations that apply for EMS registration (EPA, 2001:10).

5.3.4 Elements other than scope of audit, which are regarded as
problematic

. 3RDPartv Verification and Associated Expectations of Stakeholders:
ISO 14001 provides participating organizations the option of using
independent, third party registrars to verify that their EMSs conform to the ISO
14001 standard and lead to improvement over time (EPA, 2001:1).

What became evident from the document in question is the fact that through
increasing awareness and interest in the ISO 14001 standard, a number of
stakeholders have different expectations, as demonstrated in the following
paragraph.

Third party EMS registration and auditing are subject to conflicting and in some
cases inappropriate expectations on the part of business, government
agencies, environmental groups, the public, and sometimes even members of
the registration and auditing community. Some environmental groups perceive
third-party certification and EMS auditing to be at worst, a business-controlled
- and therefore not a credible substitute for compliance verification, or at best,
as another "environmental cop" (EPA, 2001 :2). Given such conflicting and in
some cases, inappropriate expectations, it is imperative that all interested
parties understand how EMS auditing is similar to and distinct from, other
forms of environmental auditing, other. types of auditing in general and public
policies designed to provide public recognition or other regulatory benefits
(EPA, 2001 :3).

It is further stated that there is a need to distinguish EMS audits from other
forms of auditing. Attention is drawn to other audits, such as financial audits
and compliance audits, as possible models for EMS audits.

· Auditina and public disclosure
ISO 14001 only requires public disclosure of a firm's environmental policy
statement, not data on its environmental performance or key EMS information
(EPA, 2001 :3). EMS auditing is considered by many as largely a voluntary
initiative by business for business. However it is stated that the EMS
registration and auditing system is designed to ensure conformity and

Guideline document for the application of an appropriate EMS for Greener Governance within D WAF - Geraldine J Munro - 2004

--



69

adherence to the international EMS standard. Thus it also is intended to
provide assurance of conformity with ISO 14001 to stakeholders who are
external to, the audited organization (EPA, 2001 :34).

As noted ISO 14001 acknowledges that EMSs address the environmental
needs of a broad range of interested parties and the society at large, unlike the
financial auditing model. ISO 14001 only requires public disclosure of a firm's
environmental policy statement. It leaves to the discretion of the adopting
organizations the decision whether to make public their environmental
performance data and if so which ones and in what form (EPA, 2001 :33). This
practice of non-disclosure for EMS data contrasts with the requirements for
public release of financial statements.

A number of other issues associated with disclosure have been identified, such
as audit privilege laws:

· Audit privileQe laws:
An audit by its very nature is designed to find violations, i.e. when a company is
not in compliance. However making this information available to a third party
auditor may trigger legal consequences, such as immediate disclosure,
lawsuits and sanctions (EPA, 2001 :35). It is stated that "this issue is germane
to ISO 14001 registration practices, partly because it may influence the types
of information that businesses are willing to divulge to EMS auditors as part of
the registration process". As a result, in America some states have adopted
audit privilege and immunity laws, which grant businesses and other entities
"safe passage" to conduct self-audits and then disclose and correct any
violations. The laws are intended to create an incentive for regulated entities to
detect and correct non-compliance on an ongoing basis. The EPA has
however tried to dissuade state legislatures from adopting some versions of
these laws that may allow businesses to hide information about violations
rather than make them public (EPA, 2001 :35).

Moreover since 1995, EPA has initiated a series of policies to promote
compliance auditing, ranging from reduced penalties to increased rewards
such as public recognition.

· Performance.
Does not go far enough.

5.3.5 Auditing: Recommendations

According to the document in question, several areas were identified where the
current system should be strengthened to address present and future
challenges (EPA, 2001 :100). These included the following:

Guideline document for the application of an appropriate EMS for Greener Governance within D WAF - Geraldine J Munro - 2004

-- -- - -



70

· Continual Improvement:
It is stated that future revisions of ISO 14001 should consider such issues
as to how auditors should determine what pace of continual improvement in
an EMS is sufficient to warrant registration (EPA, 2001:10).

· ManaQementSystems Criteria:
Reference is made to the use of management systems criteria, to assess
how well a system for EMS registration is working, and not those geared
toward compliance auditing (EPA, 2001:40).

· Greater Transparency:
In America the ANSI-RAB has recognized the public stake in environmental
protection by creating the EMS Council, which includes government and
public interest group representatives. It is stated that the EMS registration
system would benefit from greater transparency.

· Reportinq Requirements:
There is an unresolved conflict of expectation about public reporting of
environmental performance indicators and outcomes. The ISO 14001
auditing system is often characterized as analogous to the financial auditing
system, yet it is different because ISO 14001 does not require public
disclosure of environmental performance results, unlike publishing a
company's financial statement. Under ISO 14001, the EMS audit is a
confidential report with regard to an organization's management, yet the
goal of an audit is to provide assurance of public certification and conformity
with a publicly available standard (EPA, 2001:101).

There is apparently a basic disagreement among the drafters of ISO 14001
about whether the auditing and registration process should be designed to
foster internal management improvements or to impart information to the
public. As already referred to, the resulting standard became a hybrid that is
useful to managers but less informative to the public and less clear about
what third party auditing and registration represents. This confusion
contrasts sharply with the openness of financial auditing and reporting
(EPA, 2001:101). In this regard the American US TAG state that
consideration should be given to public reporting of environmental and
social performance which can be addressed more explicitly as part of the
ISO 14001 documentation and certification process (EPA, 2001 :11).

Extensive public reporting on environmental and social performance has
developed concurrently with the ISO 14001 registration system. Some
models for these types of reports, such as the Global Reporting Initiative
(GRI), are now well developed. GRI attempts to find agreement among
businesses, environmental groups, accounting firms and others on
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guidelines for standardized environmental management and sustainability
reporting (EPA, 2001 :102).

· Accreditation Bodies And The Reqistration System
Finally a number of observations are made regarding the maintenance of a
strong and uniform registration system, these being:

~ To ensure effectiveness and credibility. EMS accreditation and
registration systems must develop strong norms of uniformity for
professional competence and standards and for the interpretations and
judgments of registrars and auditors in practice.

~ The auditor must audit against these requirements, not merely against
the organization's own goals, objectives, and targets. In short, an EMS
auditor must make a reasoned judgment that the firm is doing what it
claims, and that it is satisfying the requirements of ISO 14001
(EPA,2001:103).

~ Peer review and benchmarking is thus encouraged as is the use of ways
to promote greater uniformity in the selection of registrars based on
professional competence (EPA, 2001 :104).

~ It is stated that one of the best ways to promote the integrity of
ISO 14001 is to provide businesses (particularly small and medium
sized ones), with more guidance on selecting a qualified registrar.

~ The recommendation is made that information be provided as to the
benefits of using third-party registrars to certify EMSs. This includes
organizations that have adopted an ISO like EMS without certification,
as well as public facilities (EPA, 2001:105).

5.3.6 Summary: Auditing

Although EMS audits share some commonality with financial and compliance
audits, their origins, purposes, standards of practice and outcomes differ
significantly. As a result some continue to view third party EMS registration with
deep suspicion (EPA, 2001 :39). It is stated that the emergence of public policies
and initiatives promoting both compliance audits and EMS audits has contributed
to this confusion.

EMS audits and compliance audits are related - and may even be complementary
- but EMS audits should be evaluated using criteria different from those used for
compliance audits. Although the success of a compliance audit is based largely on
the number of actual or potential violations detected, the success of an EMS audit
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should be based on whether an organization's EMS conforms to the ISO 14001
standard (EPA, 2001 :40).

The EPA is of the opinion that despite these identified shortcomings; EMS auditing
can meet several objectives. These objectives include verifying compliance with
environmental laws and regulations, evaluating the effectiveness of systems in
place to manage environmental responsibilities, and assessing the risks from
regulated and unregulated activities in facility operations (EPA, 2001 :35). It is
stated that "expectations by non-participants are, in many ways both too high and
too low". They are too high because they seem to expect that EMS registration will
help to enforce environmental compliance or verify performance. Yet, they are also
too low because they underestimate the continual improvements in environmental
performance that can result from well functioning and carefully audited EMSs
(EPA,2001:105).

Critics of ISO 14001 state that failures in financial auditing may carry serious
public consequences, but they can usually be remedied by recovery of money.
Failures in EMS auditing can however lead to disastrous environmental impacts
that cannot be mitigated so easily (EPA, 2001:33).

5.3.7 Auditing and the Public Sector

Reference is made to the fact that many organizations continue to view ISO 14001
registrations as strictly "by business for business". However, it is noted that those
interested in third-party registration do not only include businesses (in the
traditional sense), but also public organizations such as municipal facilities. It is
further stated that Government, including state and federal regulatory agencies,
are increasingly looking to the EMS registration system to meet broader and
different expectations (EPA, 2001:105). Within this context it is stated that those
"outside" the system should be placed in a position whereby they can see how "the
system works and the promise it holds". Thus - accreditation body's registrars and
EMS auditors - must play a greater role in managing the expectations of the
public.

5.4 Perceived shortcomings regarding sustainability Criteria

5.4.1 Background

According to the UN (2000:1), "Today many accept that sustainable development
is built on three pillars: economic prosperity, environmental quality, and social
equity. It is further stated that "while the definition of sustainable development has
been agreed, what has not emerged is recognised consensus on what a
sustainable global economy might look like and what path might get us there. In
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fact, it seems that the global economy is farther from a sustainable development
path than ever before".

The UNDPHuman Development Report 1999 makes it clear that economic growth
is still being achieved at the expense of ecological balance and social progress
and are in fact of the opinionthat the gap between current practice and the desired
state of sustainabilityhas never been wider (UN,2000:1).

The primary reason cited, being because many enterprises see sustainable
development and commercial activityas mutuallyexclusive. It is also stated that of
those few enterprises committed to sustainable development most have yet to
operationalize the concept (UN, 2000:1). The UN survey revealed that "the
business community did not hold a single, clear interpretation of sustainability"
(UN, 2000:3) as a means whereby the concept of sustainability can be
operationalised according to a number of identified criteria identified by
Wilkinson (2001), and it is within this context, that the EMS (with specific reference
to ISO 14001), will be investigated according to perceived criteria for sustainability.

5.4.2 Critique of Environmental Management Systems as a Technique for
Sustainability Assessment, CSIR, MWilkinson

The foreword by Wilkinson (2001:1), gives an indication as to the drivers of an
EMS, in that from an organisations point of view, the main aim of an EMS is to
ensure that the criteria demanded by the global market - are satisfied and hence
result in a sound profit margin.

EMS as a vehicle for Sustainable Development:
"In 1987, the World Commission on Environment and Development (Brundtland
Commission) called for the development of new ways to measure and assess
progress toward sustainable development. This call was subsequently echoed in
Agenda 21 of the 1992 Earth Summit. In response, significant efforts to assess
performance have been made by corporations, non-government organizations,
academics, communities, nations, and international organizations"
(Wilkinson, 2001: 19).

The Bellagio Principles for Assessment are referred to as guidelines for
undertaking and improving assessment of progress towards sustainable
development

"These principles serve as guidelines for the whole of the assessment process
including the choice and design of indicators, their interpretation and
communication of the result".

Guideline document for the application of an appropriate EMS for Greener Governance within D WAF - Geraldine J Munro - 2004

- --



74

The Bellagio Assessment Principles are as follows:
· Assessment Principle 1: Guiding vision and goals.
· Assessment Principle 2: Holistic perspective.
· Assessment Principle 3: Essential elements.
· Assessment Principle4: Adequate scope. .

. Assessment Principle 5: Practical focus (reporting and performance indicators).
· Assessment Principle 6: Openness.
· Assessment Principle 7: Effective communication.
· Assessment Principle 8: Broad participation.

· Assessment Principle 9: Ongoing assessment.
· Assessment Principle 10: Institutional capacity.

The aforementioned ten principles can be categorised into four key aspects for
assessing progress toward sustainable development, which are as follows:

Principle 1 deals with the starting point of any assessment, stabilising a vision of
sustainable development.
Principles 2 to 5, deal with the content of any assessment.
Principles 6 to 8, deal with key issues of the process of assessment
Principles 9 and 10, deal with the necessity for establishing a continuing capacity
for assessment.

-- Forthertoconslaering $ustainabie-Clevelopmern-interms ofth-e5e-ten--prim~ipte-s
and their associated categories, a number of "sustainable criteria" (22 in total),
were selected by Wilkinson (2001 :20), for the assessment of EMS as a tool for
sustainability assessment, these being as follows:

. Considers the whole system (linkages).

. Considers the well being of social, ecological and economic sub-systems.

. Considers the fair distribution of cost and benefits for human and ecological
systems.

. Intergenerational equity (waste minimization, cleaner production, responsible
resource use).

. Considers the limits of life supporting systems.

. Considers effects of economic development on human well-being and ability to
meet basic needs through inter alia equitable access to resources.

. Adequate scope (time, space). Global implications evaluated.

. Broad participation in projects plans and programmes.

. Ability of policy, plan, programme to sustain itself though its life cycle.

. Guided by clear vision and goals for sustainable development.

. Proactive and considers a range of options.

. Framework linking goals to assessment measures.

. Standardised measurements to allow comparison across spheres.

. Benchmarking of assessment measures.
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. Considers the precautionary principle.

. Openness (data accessible, uncertainties explicit).

. Effective communication.

. Broad participation in the sustainability assessment. Combine top-down and
bottom-up approaches.

. Accountability.

. Ongoing assessment in an adaptive management framework.

. Institutional capacity and

. Flexibility in process application.

The section, which follows, assesses an EMS in terms of the ten Bellagio
assessment principles referred to above and their inherent sustainability criteria.

5.4.3 Assessment of EMS in Terms of the selected Bellagio Sustainability
Principles and their Criteria

In terms of the ten Bellagio principles and the associated twenty two criteria, the
following:

. Assessment Principle 1: Guidinq Vision and Goals.
According to Law et al. (quoted by Wilkinson, 2001 :22-23), indicated non-
compliance to this criterion when evaluating EMS as a tool for sustainability

_ __-8ssessmern__ __ _ ___ __ ___ _ - -_ ----..---------

The importance of policy is emphasised in that it states that: "one of the key
steps to an EMS is the development of an environmental policy that states the
organization's commitment to environmental management and provides a
framework for setting objectives and targets. It goes on further to state "it
establishes the overall sense of direction of an organization in environmental
matters and sets the parameters and boundaries within which action is to be
taken.

The reason for the EMS not meeting this criterion for sustainability assessment
is the fact that environmental policies are not required to be guided by a clear
vision of sustainable development and goals that define that vision and
furthermore "the substantive decisions that make up the content of the EMS
are left almost entirely to the discretion of the adopting organization itself'.
Thus the "EMS by themselves are only limited procedural instruments for such
purposes, and the goals themselves - sustainability or otherwise must and will
be driven by more fundamental exogenous forces. All the substantive decisions
that an EMS reflects are self-selected from tithing the enterprise, and often
reflect only the perspectives and priorities even of particular facilities and
business units".
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It is further alleged, that "the reality is that both the adoption and the content of
EMSs, as voluntary and discretionary action of businesses, will over time be
only as good or as sustainable as are the underlying business reason".

· Assessment Principle 2: Holistic Perspective
It is stated that a distinctive characteristic of sustainable development is its
holistic approach and that the concept of sustainable development requires the
linking of people with the surrounding world. It is further emphasised that the
assessment must consider all three pillars of sustainability, namely, the well
being of social, ecological and economic sub-systems.

In meeting this assessment principle, Law et al.
(quoted by Wilkinson, 2001 :25), rates EMS as non-compliant, in view of the
fact that "traditional environmental management strategies like EMS are not
sustainable in that they tackle problems for the benefit of the organization and
are not concerned with the effect of their policies and practices on a wide range
of long term global issues". It is further stated that although these management
systems may represent a theoretical example of best practice in environmental
management, their applicability in the real world and the likelihood of adopting
them is questioned.

· Assessment Principle 3: Essential Elements
The concept of intergenerational equity requires that the current generation
takes into consideration the needs of future generation when deciding on
resource use. It is stated that "a fundamental principle for sustainable
development is ensuring that we remain in the limits set by the natural
environment to support development".

Law et al. (quoted by Wilkinson, 2001 :27), rates the EMS as being non
compliant to criterion 5 and 6. However it is stated that the EMS was shown as
partially complaint to criterion 4 as it covers some aspects of intergenerational
equity by its commitment to continuous improvement and reduction of
environmental impacts. In order to comply with the assessment principle, it is
stated that a sustainable business needs explicit policies and practices that
take it beyond the law or beyond simple compliance. This requires the
organisation to demonstrate due diligence in all its operations and procedures
and link these to stakeholder accountability. In effect, this requires the
organization to be anticipative and have systematic scenario planning and risk
assessment procedure. It notes that sustainable organisations should also be
involved in the phasing out of non-renewable resources through placing
emphasis on research for alternatives. Substitution strategies must be linked to
closing the cycle of resource use and emphasis must be placed on systems,
which reduce the use of, re-use and recycle resources.
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· Assessment Principle 4: Adequate Scope:
This principle addresses time and space issues. Improved ability to assess
outcomes of human activities is all the more important considering the time
frame for ecological processes. Implications of human activities on the
environment tend to be much longer than even the social implications of our
actions. A measure is needed that links the social and economic activities to
the long-term perspectives of the environment. Binding human activities to the
time frame of ecological process reveals the scope of work required to achieve
sustainable development.

Law et a/. (quoted by Wilkinson, 2001 :29-30), indicated the EMS as being
partially compliant, as some EMS (i.e. ISO 14001) have the potential to look at

adequate scope. This does not however mean that all EMSs include adequate
scope in the process.

In prescribing the means to meet this assessment principle, it is stated that,
"An EMS does not mandate how fast or how far continuous improvement must
proceed, nor even how quickly an organisation must actually achieve
compliance with environmental regulations". It is further stated that, "the nature
of human activities is now such that activities undertaken at one location can
have implications for people and ecosystems located far away. In order that full
costs be accounted for and by implication integrated into decision making, the
physical boundary for a given project area of target jurisdiction should be set to
include the full extent of affected ecosystems. Ecological changes are not
confined to socio-political boundaries. A number of limiting factors were
recognised in that, "taking adequate scope to the extreme would imply
development of an assessment that is beyond the possibility of
implementation".

· Assessment PrinciDle 5: Practical Focus lReDortina and Performance
Indicators):
It is stated that, "one of the more challenging aspects of pursuing a
commitment to a sustainable future is devising a means of measuring progress
towards that goal". An example being the use of indicators. It is further stated
that "a given measure" of sustainable development would not say anything
about sustainability unless a reference value such as a threshold was given to
it.

Law et a/. (quoted by Wilkinson, 2001 :32), rated EMS as fully compliant with
this criterion, in that an EMS requires that there is a regular and systematic
evaluation of the system in terms of its efficiency in achieving objectives and
targets. I would disagree with this statement on the basis of a number of
extracts referred to in the following paragraphs, which substantiate this
statement.
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With regard to environmental performance and the reporting thereof, it is stated
that, "pressure is increasing on enterprises to report environmental
performance". In this regard it is stated that "both surveys revealed that
environmental disclosures remained qualitative, descriptive, partial and difficult
to compare", with no relation usually being drawn between environmental
targets, the amounts spent to achieve these targets and the results achieved
either in environmental terms or financial terms. Furthermore, it is stated that, .

"environmental disclosures in annual reports vary widely in scope and quality,
as do stand alone reports, there is little consistency and not much scope for
inter-enterprise comparison or benchmarking" (UN, 2000:9). In this regard it is
simply stated that, "while eco-efficiency is becoming an increasingly widely

accepted idea, there is no universally agreed system for measuring and
reporting on it" (UN, 2000:10).

In fact "to date there is no international consensus on how corporate
environmental activity and impact should be reported". It being stated that
"there is no consensus on the use of standardized environmental performance
indicators and "as a result, it is difficult to compare the environmental
performance of different companies, and to determine whether the enterprise is
improving over time, and if so what strategy it adopted to achieve any
improvements and whether it was the most cost-efficient" (UN, 2000:10).

In contrast, financial performance indicators are calculated on the basis of
national and international accounting standards (UN, 2000:10).

According to UN (2000:13), the "diversity in terms of environmental
performance indicators has rendered most environmental reports useless" and
furthermore that "environmental reporting currently lacks credibility in the eyes
of certain external stakeholder groups because certain qualitative
characteristics which exist in the financial reporting domain are absent". These
characteristics include the following:
· A guarantee of completeness
· Comparability
· Consistency of measurement
· Credible external verification

· Assessment Principle 6: Openness
Sustainable development is a concern for all and it requires that people be
given the opportunity to be informed about issues and conditions that influence
their life in the present and future.

According to Law et al. (quoted by Wilkinson, 2001 :33-35), the EMS rates as
fully complaint with the ideal of openness but only partially complaint in practice
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as it is questionable how well uncertainties are presented or whether
companies sensitive data is made available to the public.

In achieving this assessment principle, it is stated that in assessing sustainable
development an organization must demonstrate openness. There should be
free access to information that is not of a commercially sensitive nature.
Furthermore a regular third party verification report, covering financial,
environmental and social measures, would identify the organizations
achievements and any failure to meet the set targets. Thus, measures need to
be reported upon and audited in an accountable, transparent and accessible
style.

The constraints regarding lack of transparency and "openness" were
acknowledged. The ideal of being "fully compliant" may also be questioned, as
an EMS is more likely to be partially compliant in this regard as access to
information is upon request only.

· Assessment Principle 7: Effective Communication
New types and new ways for communicating information about progress
towards sustainable development are continually being developed. It is stated
that cultural differences exist within any society and as a result different values
exist. Thus communication is central to any assessment process. For it to
stand peer and public scrutiny, the assessment process must be transparent,
fully documented and clearly communicated.

Law et al. (quoted by Wilkinson, 2001 :35-36), showed EMS as being fully
compliant with this principle, but acknowledges that an effective communication
strategy is critical to an EMS and adds that internal communication requires a
mechanism for information to flow top-down and bottom-up.

It is further stated that the EMS is designed to allow flexibility and
implementation at a number of levels. My opinion of the aforementioned is that
whilst in broad terms the EMS is designed for the aforementioned principle,
one must distinguish between an effective communication strategy for those
"outside" the organisation and those "within". Those "outside" the organisation
having been referred to in Principle 6.

· Assessment Principle 8: Broad Participation:
Without broad participation, it is impossible to reflect the diverse and changing
nature of values held across society. The need to involve all key stakeholders
in decision-making is fundamental to sustainable development.
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Law et at. (quoted by Wilkinson, 2001), evaluated the EMS as non-compliant in
this regard due to the fact that there is not participation involved in the EMS
process. The only pre-requisite is that there is broad participation of
management and individuals within the organisation who will be involved or
impacted upon by the process. Suggestions are made that the perceptions and
concerns of other parties be solicited to ensure that the organization is aware
of the concerns of interested and affected parties. Whilst this is the case, it is
important to note that the EMS must comply with the "law of the land" and
within a South African context this automatically results in "public participation"
being extended to ensure that cognisance is taken of interested and affected
parties and not only affected parties.

· Assessment Principle 9: Onaoina assessment:
It is stated that an assessment consists of three elements, namely the
diagnosis,which explains why the action is necessary, monitoring,which

follows its progress and the evaluation, which draws conclusions about both
progress and outcome. Furthermore, an assessment should be iterative,
because conditions, information, values, capacities and priorities are constantly
changing. These changes should be accommodated within strategies for
sustainability and should be adaptive. Good assessment therefore forces the
rethinking of priorities, the resetting of goals and "recharting" of the course of
action.

Law et at. (quoted by Wilkinson, 2001 :37-38), rated EMS as fully compliant with
this criterion both in the ideal and in practice. An EMS requires a review of the
management system that summarizes the status of the EMS in terms of the
current environmental performance, a review of internal and external pressures
for change and a resulting action plan to facilitate further improvement in
performance.

It is further stated that an EMS report should include the identification of gaps
and problems with the EMS. In this regard, I am of the opinion that in practice
the EMS may not be fully complaint as a result of potential problems
associated with the frequency of the review period, the extent of the review, the
frequency associated with auditing and practical problems encountered with
lack of data for monitoring purposes.

· Assessment Principle 10: Institutional capacitv:
The success of an EMS is very dependent upon training and resources so as
to encourage an understanding of the issues involved among employees and
to develop an understanding of their role and responsibilities within the
greening process. It is important that training of the EMS process is offered at
all levels of the organization.
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An EMS requires that each member of staff be clear about why they are
carrying out environmental management responsibilities, hence the need for
training.

Law et al. (quoted by Wilkinson, 2001 :39-40), indicated the ISO 14001 based
EMS as being fully compliant with this principle both in the idea and in practice.
In reality, I am of the opinion that capacity problems (both human and financial)
may well challenge this principle, especially within developing countries.

5.4.4 Summary: Sustainable Criteria

It has thus been demonstrated that the ISO 14001 based EMS is in broad terms
compliant or at least partially compliant with the "alleged" sustainability principles
and criteria, identified by the CSIR. However, a number of shortcomings were
identified especially those pertaining to monitoring, auditing and reporting
requirements. Coupled to this is evidence of a need to be able to measure
improvement, which alludes to a shift from a traditionally procedurally based
system to performance-based systems. Despite these identified shortcomings
none appear insurmountable and the ISO 14001 based EMS system appears to
be sufficiently robust to incorporate measures to overcome these perceived
shortcomings, thus potentially allowing for the development of a system which will
"operationalise sustainable development".

5.5 PROBLEMS ASSOCIATED WITH DEVELOPING COUNTRIES

5.5.1 Introduction

According to Beaumont (2002), in keeping with Agenda 21 requirements, all
signatories are responsible for developing a NES for their respective countries.
Many countries (including South Africa) have not yet developed or implemented
their respective NES, the due date being 2002. As a result of these outstanding
strategies, it was decided at the World Summit, that extension would be granted
for the development and implementation thereof until 2005. South Africa in
response to this is currently developing their NSSD (National Strategic Sustainable
Development) programme through DEAT, as the mandated department.

5.5.2 Background

National Environmental Strateaies
An EMS is regarded as the most appropriate vehicle by which to drive national
sustainable development strategies (Swedish case study, Chapter Six), which are
assumed to be fairly similar in nature to National Environmental Strategies (NES).
Thus, reference is made to problems experienced in implementing National
Environmental Strategies, particularly within developing countries. Furthermore, it
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is hoped that in identifying problems at a national strategic level, an attempt can
be made to overcome these problems through co-operativegovernance.

5.5.3 Identified Shortcomings

The purpose of the NES is to (in terms of Agenda 21) address sustainable
development issues. Developing countries experience typical pressure factors
such as population growth, poverty and (associated demands for) economic
activity. When not adequately managed, this results in environmental degradation.
Furthermore, it is stated that in most countries these factors are not regarded as
environmental problems per se and are addressed in broader national
development plans rather than in environmental strategies (World Bank, 1995:13).
In addition to the aforementioned concern, a number of problem areas have been
identified, particularly with regard to developing countries and the implementation
of their environmental strategies. These failures have been identified as market,
government or institutionally related (World Bank, 1995:15). As regards
government failures, it is stated that where environmental resources are not

correctly priced, serious distortions in resource use and allocation can occur with
associated degradation of the environment.

As regards institutional failures, it is stated that, "most national environmental
strategies and action plans identify institutional weaknesses as a vital factor
contributing to the perpetuation of environmental degradation". Furthermore, "in
many countries overlapping responsibilities among agencies at different levels of
government may send contradictory signals to polluters" (World Bank, 1995:15).

In reflecting upon the problems identified with the implementation of environmental
strategies, it was stated that the diversity of national environmental problems
requires that each country tailor its environmental strategy to reflect national
conditions and capacities (World Bank, 1995:2).

5.5.4 Developing Countries and Apparent Lack of Institutional Controls

In developing the DEAT/OAG pilot model for DWAF (referred to in Chapter 3,
Drivers), the OAG representative, Khalid Hamid, referred to the importance with
which performance measures are viewed as an integral part of EMSs by
developed countries.

Whilst, the OAG acknowledged the importance of performance measures, it is
their opinion that when developing an EMS for application by less developed
countries, institutional controls are more important in ensuring the sustainability of
the envisaged EMS. They are of the opinion that without adequate institutional
controls in place, the EMS can prove unsustainable. The OAG is therefore of the
opinion that institutional controls (referred to as internal controls) must be in place
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and receive adequate attention prior to the development and incorporation of
performance measures such as environmental indicators - if the system is to
prove sustainable in the long term. The link between adequate internal controls as
a means to safeguard against organisational risks and associated liabilities is
evident from the following statement:

"The existence of an adequate system of internal controls minimises the risk of
errors or irregularities" (INTOSAI, 1998:9).

5.5.5 Summary

What is evident from the aforementioned is the fact that the overall concern with
regard to developing countries appears to be twofold, namely the fact that
development and environmental strategies are considered as two distinct and
separate entities and secondly that failure in implementing environmental
strategies is generally associated with an apparent lack of institutional controls.

In referring to the need for each country to "tailor" its environmental strategy to
reflect national conditions and concerns, it is advisable that in developing an
appropriate EMS for DWAF, cognisance be taken of this principle. This chapter in
conjunction with Chapters Six and Seven investigates a number of case studies
with regard to the application of EMSs and will assist in determining what is
considered an appropriate EMS for implementation by DWAF.
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6
APPLICATION OF ENVIRONMENTAL
MANAGEMENT SYSTEMS:
INTERNATIONAL CASE STUDIES

l€):3.8
:<6.~~:
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What follows are a number of internationalcase studies regarding the application
of environmental management systems.

- - - -
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7
APPLICATION OF ENVIRONMENTAL
MANAGEMENT SYSTEMS: NATIONAL CASE
STUDIES:
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7.1 THE CAPE METROPOLITAN COUNCIL: (LOCAL GOVERNMENT)

7.1.1 Introduction

The Cape Town Metropolitan Council (CMC) embarked upon the formulation of
an environmental management policy in line with its mandate to "ensure the
preparation of and compliance with an integrated metropolitan environmental
management strategy. The EMS was used as a tool to help implement the City's
Environmental Policy leading the City toward environmental sustainability
(CMC, 2001 :3).

7.1.2 Background

. Formulation of Policy and Strategy

The City of Cape Town adopted an Integrated Metropolitan Environmental
Policy (IMEP) and its implementation strategy on 31 October 2001. The City
of Cape Town now, for the first time, has a bold and clear environmental
policy. The City's political and administrative leadership have committed
themselves to the implementation of the IMEP. This is reflected in the
approval of IMEP as an overall strategy policy applicable to the municipality
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as a whole and by the signing of the IMEP. The IMEP identified a number of
broad environmental issues in the City of Cape Town. Each environmental
issue is referred to as an environmental theme. There are 14 such themes,
ranging from air quality to education and environmental governance
(CCT, 2001 :2)b.

The IMEP addresses key environmental issues and sets out the City of Cape
Town's commitment to improving Cape Town's environment. The City of
Cape Town has prioritised six IMEP strategies for implementation.They are:
· Air pollution
· Biodiversity
· Coastal zone
· Litter and illegal dumping
· Quality open space - especially in disadvantaged areas.
· Noise pollution

Monitoring and review are two essential parts of the policy process and the
environmental management strategy for the City of Cape Town. This ensures
that the policy and strategies that have been put into place to address
environmental issues are being affected on the ground. Monitoring and review
can be achieved only by the City of Cape Town measuring the change in the
environment - both good and bad - over time.

7.1.3 Implementation of Integrated Metropolitan Environmental Policy
(IMEP)

IMEP will be implemented at the highest level of Local Government in the City of
Cape Town. The General Policy Principles will give guidance and act as a
framework for environmental governance. Detailed sector strategies will be
developed in such a way that plans, actions, targets, indicators and programmes
will be implemented to address particular environmental issues. Implementation
of IMEP and the sector strategies will occur through, with and by the sectors and
line functions of the City of Cape Town in an integrated approach. This will be
given effect by:
· Adoption of IMEP as a corporate policy
· Alignment and integration of IMEP with other corporate policies and strategies
· Development and implementation of detailed sector strategies as described in

the sector approaches, within five years of the adoption of this policy.
· Development and implementation of six priority sector strategies within two

years of the adoption of IMEP (CCT, 2001 :6)b.

The policy will thus be interpreted from its corporate state into a policy for each of
the line functions (CCT, 2001 :5l.
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7.1.4 Augmentary Tools for IMEP

A commitment has been made by Local Government regarding the principles of
both integrated planning and decision-making and continuous improvement in all
its activities and operations that affect the environment. These principles as
reflected in (CCT, 2001 :7)b,will be given effect by:
· Adoption of Local Agenda 21 principles.
· Regular environmental monitoring, public State of Environment Reporting

(SoE) and other reporting and environmental monitoring tools.
· The use of effective and recognised Environmental Management Systems

(EMS).
· The development and monitoring of sustainability indicators of performance.
· The application of Cost Benefit Analysis (CBA) and full life cycle cost analysis

in the assessment of alternatives and selection of the optimum long-term
sustainable solutions.

· Adoption and implementation of the principles of Integrated Environmental
Management (IEM) for all projects and activities.

· The application of environmental risk assessment.
· Developing environmental guidelines, where appropriate, for activities, which

impact on the environment in the City of Cape Town.
· Requiring adherence to new and existing environmental guidelines from all

organizations regarding activities, which impact on the environment in the
City of Cape Town.

· The use of appropriate tools in meeting the Best Practical Environmental
Option (BPEO) principle.

· Continuing the research and development of tools for the integrated
environmental management of the City of Cape Town.

· Annual public reporting on sector approaches and implementation of IMEP.
· Enforcement of laws, by-laws, international treaties and strategies.
· Development of new laws and by-laws.
· Environmental education programmes at all levels of local government.
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Figure 9: Cape Metropolitan Area Local Authority and the development of
their Integrated Metropolitan Environmental Policy (IMEP)

(Adapted from CCT, 2001 :9)b

As indicated by McCulloch, the Cape Metropolitan Area Local Authority
committed itself to environmental sustainability through the adoption of an
Environmental Management Strategy for the Cape Metropolitan Area (CMA).
One of the driving forces behind the implementation of this management strategy
is Environmental Management Systems (EMSs). The EMS was thus used as a
tool to assist in the implementation of the City's Environmental Policy leading the
City toward environmental sustainability. Principles and goals of the policy will
be put into practice in a variety of ways. One of the main ways is thus through the
Environmental Management System (CMC, 2001 :3).
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Figure 10: eThikwini Municipality: Development of an SMS: Compliance
and Beyond
(Adaptedfor reproduction from, eThikwini,2002:53)

The recommended SMS will not exist as a distinct system, but will operate
through the integrated development planning, municipal budgeting, performance
management and reporting presently being envisaged for the Municipality.
(eThikwini, 2002:54). The recommendation is therefore for a "hybrid" system that
aims to integrate ISO 14001 system requirements into the framework of a
sustainable development strategy. It is further stated that the advantage of this
integrated structure is in its adaptability to the vagaries of transformation.

7.2.6 Development of SMS Strategies

The social, economic and environmental challenges presently facing the
eThekwini Municipality are significant (eThikwini, 2002:16). According to
Rich (2002), Durban Unicity (eThekwini municipality) has increased the area
under its jurisdiction by 67% and its tax base by only 10%. In aiming for triple
bottom line accountability, this means that investment, development and
operations within a Local Government context must deliver long-term return on
financial, natural and social capital (eThikwini, 2002:17).

A combination of strategies can be employed in striving towards sustainable
development. It is noted that a more sustainable City (in this instance, eThekwini
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Municipality), can be achieved through a combination of three strategies.
According to (eThikwini, 2002:5,17), these strategies are as follows:
. Initiating incremental or continual improvement
. Redesigningproducts or product lines, or the services being delivered, or
. Rethinkingthe way in which people obtain value from the products or services

themselves.

These strategies include opportunities to make small, incremental changes
(continual improvement), to redesign processes and services, to improve
efficiency, and to rethink the role of the organisation and the way it functions.
Notably "all of these strategies are already being explored to some degree at
various levels of the organisation, albeit without a conscious awareness of their
contribution to sustainable development". Continual improvement and redesign
approaches are being employed at the Service Unit level, and the transformation
process has been informed by a radical rethink of the role of local government as
a development facilitator, rather than as a service provider (eThikwini, 2002:4).

In brief the aforementioned strategies consist of the following:
a) Continual improvement.
b) Redesign products and processes.
c) Change business model.

These strategies for achieving return on sustainable investment are depicted
graphically as curves, elaborated upon as follows.

~ StrateQV(Curve) 1: Continual Improvement

The concept of continual improvement, was formalised in the ISO 14 001
Environmental Management System standard in 1996. This standard requires
that companies introduce incremental changes in environmental performance
within a standard management system framework (eThikwini, 2002:5). It may
usefully be introduced in conjunction with best practice principles, such as the
worldwide Responsible Care initiative of the chemical industry. It is further
stated that whilst this option may deliver substantial progress in the early
stages, international experience has shown that performance levels out as
improvements become smaller and hence more costly. Furthermore, it is
stated that organisations facing this situation (flat part of curve) are being
forced to consider other approaches, as shown ih curves (strategies). Curve 2
indicating the redesign of products and services and curve 3 indicating the
change in the business model. -

Processes And Services

This approach leads an organisation to change actual products, processes
and/or services to get them in line with sustainability principles. Because
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redesign allows changes to be made earlier in the production cycle, the
savings from increased resource productivity are often significantly greater
than in the incremental approach (eThikwini, 2002:17-18).

> StrateQv(Curve) 3: ChanQinQThe Business Model

The third option is a more radical change and involves a complete
reassessment of how an organisation generates and provides value to its
clients. Changing the business model may imply a shift in patterns of both
production and consumption as an organisation moves from a "product-
based" orientation to a service business model - seeing value as a flow of
services rather than a flow of goods (eThikwini, 2002:8).

> PuttinQThe Options ToQether

It is stated that the strategies to achieve returns on sustainable investment as
outlined according to these options, are already being adopted by various
organisations. The strategic role of the Municipal Council is thus to plot an
optimal path for sustainable development and to maintain a system that
provides feedback for continual assessment and review (eThikwini, 2002:19).
This includes a "smart" networked city that keeps in touch with its neighbours
and the world and the gateway to global export. Durban will need to consider
these options carefully (eThikwini, 2003?:8).

Having expounded upon the background, philosophy and associated scope of
the proposed SMS, the feasibility of developing such a system upon an
ISO 14001 foundation, will be discussed.
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Figure 11: eThikwini Municipality: Development of an SMS: Strategies for
achieving return on Sustainable Investment

(Adapted for reproduction from, eThikwini 2002:17)

7.2.7 Tailoring the ISO 14001 based EMS to Meet the Requirements of an
SMS

It is stated that a "Sustainable Management System" based on the ISO standard
would follow the standard business planning cycles of Plan-Do-Check-Act-
Review as encapsulated in the ISO 14001 diagram and "in tailoring an ISO
based EMS" the eThekwiniMunicipalityneeded to:

· Develop a policy on sustainable development, indicatingthe specific goals it
wishes to achieve.· Identify ways in which the Municipality's actions promote or detract from
sustainable development.

· Put in place programmes to address the problems and enhance the positive
impacts of the Municipality's operations.

· Ensure broad stakeholders support of, and involvement in, these programmes
and

Develop a mechanism that measures progress and enables review and continual
improvement of efforts (eThikwini, 2003?:9).
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Figure 12: eThikwini Municipality: Development of a Sustainable
Management System (SMS) and the incorporation of various Planning

Cycles
(Adaptedforreproductionfrom,eThikwini2002:54)

7.2.8 Recommendations Made Regarding the Proposed System and the
Implementation Thereof

The assessment and review focused attention on the current performance in
respect of the EnvironmentalManagement Policy and the opportunities for using
existing systems and activities to address the management system requirements
of the internationalstandard ISO 14001. In a general sense the analysis
suggeststhat significantwork is already beingdone in the field of sustainable
development, but that much of this work is uncoordinated, with performance not
being measured or adequately reported through establishedtargets and

Guidelinedocumentfor the application of an appropriateEMSfor Greener Governancewithin D WAF- GeraldineJ Munro -2004































138

7.5.5 ISO 14001 and FSC Comparison

The table below demonstrates the basic differences between the ISO 14001 and
the FSC standards. These differences are based upon discussions and
observationsmade during this case study and are thus not official in nature.

Table 5: A Comparison between ISO 14001 and FSC standards
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FSC ISO 14001

Performance And Compliance Based
I

Compliance Based

Prescriptive.
!I Procedural and Systems based.The extemal auditors set criteria. An attempt is made to

harmonise globally based criteria with that of the country
Iin question.
I

The criteria must reflect economic. ecological and social The criteria are decided upon by the organisation In
(triple bottom line) aspects. question and need not incorporate all three aspects, but

are rather decided upon through the objectives and
targets.

Objectives and targets are decided upon according to i Objectives and targets are decided upon by the
the criteria. I organisation in Question.

The area to be audited is decided upon by the extemal i The area to be audited and the associated boundaries
auditor. The area must be representative of e operation i are decided upon by the organisation.
of the entire oraanisation.

The area to be audited frequently extends beyond the The area to be audited seldom extends beyond the plant
operational boundaries, because of the dynamics of i boundary, unless otherwise specified.
socio-economic reauirements and associated criteria.

The frequency of the auditing is prescribed; both an i The frequency of auditing is not prescribed and can be
intemal and an external audit must take place annually. i decided upon by the organisation

FSC tracks chain of custody that is the product life cycle, i ISO can be expanded to Include a product life cycle; it
from raw material to manufactured material. I does not automatically include a chain of custody.

The sub contractors and the contractors are Included in ISO can be expanded to include the sub-contractors and
the tracking of the chain of custody. I contractors; it need not do so and in fact seldom extends

! beyond the boundaries defined within the organisation.

! Standard incorporates a logo (eco labelling). II Separate ISO standard for ece-Iabelling. I
The main purpose of this standard is to guarantee that i The main purpose of this standard is to certify the
the product is produced according to the prescribed ! organisation and not the products produced.
criteria

In meeting the prescribed criteria, continual improvement i A commitment to .continual Improvement".of the oraanisation's system Is not prescribed. !

Principle 7 of the FSC refers to the need for Environmental Management Systems which results in some organlsations
running both ISO 14001 (systems based) and the FSC (product based) concurrently). This is evident from case studies
referred to later.
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increasing emphasis upon risk and liability, a business activity based approach
and the increasing emphasis upon performance based systems, thus enabling
the measurement of performance over time. As a result, this management
system will prove invaluable to DWAF as a pilot study, in the development of an
appropriate (and ultimately) an overarching EMS.

TABLE6: COMPARISON OF NATIONAL CASE STUDIES REGARDINGAPPLICATION OF
EMSs

POLICY &
STRATEGY

AUGMENTARY
TOOLS

I REPORTING&
AUDITING

(Public
involvement)

II CMC

Formulation of
environmental
management
policy in line
with mandate to
ensure
compliance
with integrated
metropolitan
environmental
management
strategy.

EMS a tool to

implement
policy.

Policy
interpretation
from corporate
into policy for
each line
function.

Unique feature
SoE report,

formulate EM

policy.

ETHIKWINI
DURBAN
UNICITY

The Durban
Metropolitan
Environmental
Policy Initiative
(DMEPI)
initiated in
1988, as part of
Agenda 21 -
which led to the
development of
an
Environmental

Management
Policy for
Durban.

Phase Two of
the DMEPI had
two distinct
focus areas,
one being to
assess
feasibility of
establishing an
EMS for the
Durbanl
eThikwini
MuniciDali

The system is
to be
maintained

optimally so as
to provide
feedback and

I ESKOM

Integrated with
existing
management
system policy.

Indudes
software to

update
legislation and
software to
facilitate a trend
analysis for
environmental
performance.

Development of
environmental
indicators.

Indudes a

Complaints
register and
awarding of
penalties if non-
conformance is

II SANDF I [ SAFCOL

Implementati
on of EMS
through Level
2 MTF policy.

SAFCOLS -
environmental
policy tested
against FSC
standards, as a
result of certain
elements being
more stringent
than ISO
14001.

In accordance
with more
stringent FSC
standard.
Requires
transDarencv

I [ SASOL

Development
of SHE
corporate
policy.

Indudes
software,
ISOTOP IT and
SAPEMS.
Also an
emphasis on
risk-based
assessment
tools.

I

ISASOL follows -'

I

!

the GRI I
(Global
Reporting
Initiative).
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II CMC Ii ~~~~NI I ESKOM 1\ SANDF IISAFCOL II SASOL ~
continual not reported. and public I ...assessment This is related scrutiny.Period
and review. In to performance of auditing
"operationalisin bonuses of specified. ~

II

g" the SMS, the ESKOM \".V

results of any managers. ~ I~~~

U
'

into the

strategic
planning
rocesses. _

ISO14001 A hybrid ISO 14001as ISO 14001 SAFCOL .
11

15014001 as
TYPE OF EMS II Principles,not system which the basis. principles, not ISO 14001 as the basis.

for certification. integrates ISO for vehicle for
, 14001 certification integrationwith

requirements and not pure other standards
into a ISO 14001 and their
sustainable Application. requirements.
development such as FSC.
strategy. The system

developed is
Thus an ISO considered to
14001 based be a hybrid ISO
system is 14001 based
tailored to meet systemwhich
the integratesthe
requirements of requirements of
a sustainable the current
management management
system (SMS). system, ISO

14001and the
FSC.

II II II IL-
CME integrate

I

The Integrate into Integrate into Integrate Apply to
METHOD-

II
into existing requirements of existing EMS. every day existing EMS business units,

OLOGY management

I

Local Agenda management. and FSC with defined
system. 21, Integrated Development systemwith boundaries.

Development of pilot study management
Developmentof I Plahning (IDP) and system. Integrate into
generic system I and the ISO certification SHE now
for .copy-paste" 1

1

14001 standard for generic Thus integrate SHERQ
application. are integrated and 3 management corporate

into the simultaneous systems. i policy.
Use of pilot I proposed application
studies.

I

system. The throughout
SMS will not SAAF. not a

Indicate
I

exist as a phased
milestones. I distinctsystem, approach.

but rather as an

I

Application
integrated 15014001

system. I principles.
The system is
integrally linked
to the planning
framework and

review cycles of
the Unici

II .IEMS I Some move '
II No formalised The current Aim in future I SHE.but not SHERQ-

toward system. system may be for closer yet IEMS. some move
integration ! Implementation regarded as a integration towards
especiallywith I of Sustainability type of IEMS, between ISO interfacing, but
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Figure 13: Legislative Drivers for sound Environmental Management
Practices

(Based upon presentation given by the Office of the Auditor General, South
Africa, refer to Hamid, 2003).
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8.3 SECTION 3: THE PROPOSED EMS FOR DWAF

Having identified legislation and associated "systems" which can serve as "hook-
ons" for the EMS within DWAF, the type of EMS and its associated elements will
bediscussedin moredetail. .

8.3.1 Type of Standard -Dual Standards for DWAF:Forestry

It is proposed that DWAF adopt an ISO 14001 based EMS as the overarching
standard for the water sector, with dual standards being adopted for the forestry
line function. In this regard it is proposed that an ISO 14001 based EMS integrate
and incorporate the performance requirements of the FSC (a product based
standard for marketing purposes, the principles of which are already applied by
certain business units within the forestry section). In referring to the FSC
standard, principle 7 requires that the organisation in question, implement an
environmental management plan or system, which although not prescriptive in
nature, in this instance will be an ISO 14001 based EMS. The resultant system
may be regarded as a hybridised type of ISO 14001. Where dual standards are
applied as with the two respective standards (ISO 14001 and FSC) these have a
different role and purpose. As stated in the SAFCOL case study, ISO 14001
provides a systems guarantee, whilst the FSC provides a product or "outcomes-
based" guarantee. Together they fulfil the business and operational requirements
of a company whilst at the same time ensuring a move toward "sustainable
development" .

Given the high costs associated with certification of standards, it is likely that
DWAF will initially only proceed with FSC certification, whilst operating a
hybridised type of ISO 14001 as the overarching EMS, with the option to later
implement dual standard certification. Intermediate certification for ISO 14001
can be attained through the proposed DEAT/OAG model, which was elaborated
upon in Chapter 3.

8.3.2 Roles and Responsibilities - Dual Role: Operator and Regulator

As alluded to earlier, DWAF has a dual role in that it is currently both "operator"
and "regulator". It is of prime importance that DWAF uses the EMS to ensure that
both roles (and their associated environmental impacts) are adequately
addressed. Thus cognisance must be taken of the three-tier government
operational levels within DWAF and their associated strategies and time frames.
Reference has been made to anticipated changes, which the Department will
experience over the next ten years. There is a need to facilitate these changes
through the EMS and to heed the implications thereof. This includes a greater
emphasis upon the role of DWAF as regulator in future with associated
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requirements for monitoring and auditing, as a result of decentralization of
functions.

Links and ongoing communication between role-players (National, Provincial,
Local Government, Catchment Management agencies, including communities
and Water User Associations, must be operationalised and institutionalised,
along with the necessary training, awareness and capacitating programmes.
Monitoring, auditing and associated reporting requirements must be put in place.
These communication links must also be extended to include co-operative
governance both nationally and across our borders, as will be discussed under
"Inter-governmental planning and co-operative governance".

~ Different sectors

DWAF is developing four sectoral strategies, as outlined in the NWRS. These
pertain to the agricultural sector, the industrial, mining and power generation
sectors and the forestry sector (RSA, 2002:3)b.

Thus, the role of DWAF as a regulator covers various sectors, the associated
tools, instruments and procedures differing with each. The EMS must in time,
incorporate and distinguish between these different sectors. The emphasis upon
the type of regulation is also likely to change over time, toward co-regulation.
Certain business units within DWAF are already developing tools and incentive
measures in this regard. The EMS must also be responsible for driving this
process forward.

8.3.3 Links with Local Government

The EMS must ensure that adequate links are put in place with Local
Government and that current concerns in this regard are addressed. The CEIMP
second annual report indicates that forums at Local Government level do not
adequately address environmental issues.

Co-operative governance is an important aspect (and in addition to limited
capacity) possibly the greatest challenge to face the government sector in
ensuring that an effectiv"e system is put in place. Despite this, an attempt is being
made by DWAF to strengthen links with Local Government, especially through
the Water Services function, which links up with the Integrated Development
Plans (IDPs) and which is addressing devolution and decentralisation of services
to the Local Govemment sector. Certain conditions are associated with funding,
which attempts to ensure that environmental legislative commitments are met.

Given the fact that Local Government is responsible for implementation of plans,
programmes, policies and projects, sustainable development rests with this
sector of government. It is therefore critical that the EMS be used as the
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management tool to ensure that integrated environmental management is
practiced at ground level between all role-players thus assuring that a type of
"master plan" concept evolves for regional planning and development.

8.3.4 Inter-Governmental Planning and Co-Operative Governance

The Department (DWAF) must in terms of Chapter 3, section 11 (3), of the
National Environmental Management Act, No 107 of 1998 (NEMA) submit a
consolidated environmental implementation and management plan (EIMP), as
the Department has activities and functions that both impact and manage the
environment. The primary purpose of the EIMP is to assist the Committee for
Environmental Co-ordination (CEC) in aligning DWAF's environmental
management policies and functions with that of other Government Departments
and visa versa (RSA, 2001 :3). Thus co-operative governance is of prime
importance.

This statutory tool is likely to be extended to incorporate the findings of the
DEAT/OAG pilot model; thereby going a step further to benchmark the
environmental performance levels of the respective departments. This model, as
already noted is pending approval by DEAT CEC.

It has been stated by DEAT CEC that it will not suffice for each department to
have an EMS in place, without moving toward co-operative governance. It has
however also been stated, that each department in having an EMS in place,
which fulfils the requirements of its mandate, will by default ensure that co-
operative governance will not fail. It is anticipated that the Department of
Environment Affairs and Tourism will "unpack" further, the roles and
responsibilities associated with co-operative governance. It is envisaged that
both the DEAT/OAF "model" and the proposed EMS will be tested against the
policy, which drives it and against the associated departmental mandates.

Policy as already indicated in the various case studies, is regarded as the
foundation of an EMS. In facilitating co-operative governance it may well be wise
to re-establish an inter-ministerial committee, which would allow for alignment of
policies prior to submission of proposed legislation through DEAT's CEC, via
their Law Reform committee. In addition to the aforementioned and pending
approval of the proposed DEAT/OAG model, it is further recommended that the
model make provision for "testing" of policy and associated mandates, providing
a type of "gap-analysis" in this regard. It is further proposed that provision be
made for the EMS to include a reiterative cycle of testing against the corporate
policy of the business unit in question, so as to ensure that the associated policy
is in line with the strategic targets and objectives.

The aforementioned measures should facilitate sustainable development. For
sustainable development to be feasible, development must not be viewed only at
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a strategic level and in terms of a project-by-project basis but must also be
viewed in a broader regional developmental context, through links with the
respective Integrated Development Plans (lOPs). At a strategic level the NWRS
has ensured that various other national strategies are incorporated in the
planning process (RSA, 2002:36)b. An important component of the monitoring
and assessment strategy of the NWRS will be to develop co-operative,
collaborative relationships between the Department and other organisations that
also operate water-related monitoring, assessment and information systems
(RSA, 2002:24)b. The aforementioned can be facilitated through the proposed
EMS.

8.3.5 towards Self Regulation and Internal Audits

The importance of co-regulation has been referred to, within the context of
OWAF as a role-player with different sectors. Of increasing importance is the
significance of self-regulation in the future, especially given the lack of capacity to
enforce legislation. It is therefore recommended that internal audits and the
frequency thereof, as well as the associated outcome and corrective action
become an important component of the EMS. This is supported by the King II
Report, which states, "companies should have an effective internal audit function"
(100, 2002: 33, 4.1.1). This, in conjunction with the proposed role played by the
Auditor General in assessing the respective government departments and
reporting to Parliament, should facilitate improved environmental management
and performance by the respective government departments.

In developing the proposed EMS, it is as well to take cognisance of the legislative
requirements associated with the PFMA, especially with regard to internal
auditing (which includes) environmental aspects. As a result, closer links must
be forged between the Sub-directorate: Environment and Recreation
(responsible for championing the EMS) and the internal auditor of DWAF. The
Subdirectorate should develop the necessary expertise in environmental auditing
to guide and assist the internal auditor in their task.

8.3.6 Substantive I Performance Component

As part of the development of a substantive component of the management
system (EMS), performance indicators can be included to facilitate the process.
Performance indicators can be aligned with (amongst others) an existing "hook-
on" in the form of the annual Agenda 21 report and programme. According to
Hugo (2002), South Africa was one of the original 22 countries that participated
in the Agenda 21 programme and tested 134 indicators, the outcome of which
indicated that 54 can be used in South Africa and a requirement of a further 30
not included on the list was recommended by South Africa. The majority of the
listed indicators had a strong social or economic component. It is therefore
recommended that the environmental indicators developed by OWAF for
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programmes such as the River Health Programme be incorporated as part of this
list and be implemented via the EMS. This should also facilitate triple bottom line
reporting as referred to in the King II Report, embracing the economic,
environmental and social aspects of a company's activities (IOD, 2002:9,17).
Some degree of co-operative governance has already been attained in that both
DEAT and DWAF have worked closely on the indicator programme.

Indicators are used as threshold values for product stewardship both nationally
and abroad, and whilst benchmarking is required globally, South African
conditions differ from those benchmarked internationally, making comparison
difficult. Thus indicators used could facilitate the comparison between
international and national conditions.

The DEAT/OAG pilot model, which makes provision for an EMS, recommends
"internal controls" against which to benchmark performance of the respective
departments. This may also be considered as a type of performance
measurement. The environmental performance is thus based upon the extent to
which the department in question can fulfil its mandated functions. The extent, to
which "internal controls" are in place, facilitates this and can be incorporated as
part of the proposed ISO 14001 based EMS.

8.3.7 Institutional Stability

One of the envisaged and important components in assuring sound institutional
stability is that of having "internal controls" in place so as to secure the
"sustainability" of the proposed system. This was highlighted by the DEAT/OAG
pilot study (OAG, 2003)b and as a result reference will be made to characteristics
and criteria considered important in this regard. According to Smith (2004), there
are four characteristics associated with the application of "internal controls".
These are:

. Internal control is a process; it is a means to an end and not an end in itself.
Internal controls are a collection of policies and procedures adopted by
management to achieve certain goals,

. Internal control is effected by people. It does not consist solely of policy and
procedure manuals and forms. It involves people at every level of the
organisation carrying out an assortment of tasks,

. Internal control provides only reasonable, not absolute assurance that
management's goals will be achieved. Internal controls have inherent
limitations which means that things can go wrong,

. Internal controls set out to achieve objectives in three categories which are
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Separated but interlinked. Thus "internal control" is a process effected by the
company's board of directors, management and other personnel, and
designed to provide reasonable assurance regarding the achievement of
these categories, namely:
1. Economy, efficiency and effectiveness of operations
2. Internal financial control
3. Compliance with applicable laws and regulations

Having dealt with the characteristics thereof, typically it
"internal control" measures, should have the following
successful:
- Controlled environment
- Competent, trustworthy personnel
- Segregation (division) of duties
- Isolation of responsibility
-Access/custody controls
- Source document design
-Comparison and reconciliation

can be stated that
components to be

The Office of the Auditor General, for the purpose of the pilot study, decided to
simplify the prerequisites, to represent only four criteria for internal controls.
These being as follows:
. Roles and responsibilities.
. Allocation of competencies.
. Information systems in place.
. Checks and monitoring systems in place.

These criteria are also represented in the figure which follows, namely Figure 14,
extracted from the findings of the pilot study (OAG, 2003)b .

The importance of securing "buy in" from top and middle management so as to
ensure that the associated resources (both funding and skills), are secured,
cannot be over emphasised. Thus, strategies should be aligned so as to optimize
the associated funding requirements with the objectives and targets of the
proposed EMS. It is thus imperative that the proposed EMS incorporates the
aforementioned internal controls to optimize the "institutional stability" of the
organisational "entity" in question. With internal controls in place, the risks and
associated liabilities can be better controlled, resulting in an operational
environment, which is more predictable. This may be referred to as a "controlled
environment", as reflected in Figure 14.

Having secured the institutional stability of the system, other elements such as
those, which pertain to performance (substantive) related issues, can be phased
in as part of a process of continual improvement.
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Figure 14: Piloting of the proposed DEAT/OAG model, which makes
provision for risk assessment and internal controls

(Adapted from the Office of the Auditor General, South Africa, 2003b)
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Four components
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Figure 15: Four Components of Internal Control
(Adapted from the Office of the Auditor General, South Africa, see Hamid, 2003)

8.3.8 Risk Based Assessment

The link between risk assessment and internal controls and the need to have an
appropriate system in place to manage these, is referred to in the Public Finance
Management Act (No 29 of 199) and was highlighted in Chapter 3 of this
dissertation. This is supported in the associated code, the King II Report, which
refers to the need to "maintain a sound system of risk management and internal
control" (100, 2003:30,3.1.4).Referenceis madeto the fact that risk shouldbe
assessedon an ongoingbasis (100, 2003:31, 3.2.2), so as to remai~ current,
particularly if the conceptof co-operativegovernance is to be applied.
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It can be deduced that risk based assessments have become increasingly
important because of the need to minimise liabilities and as a result of increased
accountability, which applies particularly to the public sector. Increasingly
stringent legislative requirements also serve to demonstrate the increasing
emphasis upon risk. As a result, the proposed EM system includes a type of
Initial Review, so as to identify key risk areas and address any requirements
timeously and internally, prior to giving an account thereof, through external
statutory reporting requirements. The DEAT/OAG pilot model (already referred
to) also includes a risk assessment, so as to identify key risk areas of the
organisation in question. This is based upon the associated activities and
processes of the organization in question. Through implementation of this model,
it is further proposed that in meeting the requirements of co-operative
governance, departments be clustered according to key risk areas identified, thus
optimizing all available capacity and concentrating upon these selected key risk
areas.

This concept and the associated need for co-operative governance in identifying
and mobilizing capacity to overcome identified key risk areas and thus move
closer to sustainable development, is demonstrated in figure 16 (Heunis, 2003)b.
Departments with "common risk areas", are referred to as "cluster" departments.
The proposed EMS would thus incorporate these elements and be generic for all
government departments, whilst at the same time allowing for customization and
optimization for the respective departments requirements, demonstrated in
Figure 17.
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Figure 16: Co-operative Governance and Integration of Social and
Environmental responsibilities through clustering of identified risks by

mandated departments
(Adapted from the Office of the Auditor General, South Africa, Heunis, 2003b)
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Figure 17: The application of a generic EMS to facilitate benchmarking with
other state departments

(Based upon brainstorming session hosted by the Department of Environment
Affairs and Tourism, CEC: EIMP, on the 10 October 2003, pending decision to
implement DEAT/OAG pilot study, RSA, 2003b)
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8.3.9 Augmentary Tools

In developing an EMS, which complies with legislative requirements and with a
view to ensuring that the EMS can over a period of time evolve to become a
SMS, a number of augmentary tools are recommended.

One such tool being the Global Reporting Initiative (GRI), which in its
development has taken into account both the Corporate Governance principles
associated with the King II report and ISO 14001 principles. Like ISO 14001, it
also allows for incremental improvement and what is more, a special section is
currently being compiled specifically for application by the public sector
(Baker, 2003 and 2004). In addition to the aforementioned reasons, the GRI will
prove very useful, as there are a whole host of reporting requirements, which
must be undertaken by DWAF, in response to both national and international
legislative requirements. These statutory reporting requirements have become an
area of increasing concern due to the lack of capacity experienced within the
government sector. The need for accurate data upon which to base these various
reports is of concern. The Spatial Data Infrastructure Bill (B44 of 2003),
(Pautz, 2004), should ensure that as a result of co-operative governance, optimal
use will be made of the available data.

Both the CEIMP and the DEAT/OAG pilot model have been discussed as some
iength. It suffices to state that it is recommended that the GRI and its associated
principles and criteria be applied by the department so as to facilitate reporting.
Whilst any number of augmentary tools can be selected to refine environmental
management practices such as those which deal with risk based assessments,
only the GRI will be dealt with in some detail, given the fact that it deals
specifically with reporting requirements which gave rise to the DEAT/OAG pilot
model, which in turn serves as the "external framework" or "hook on" for the
proposed EMS. The Global Reporting Initiative (GRI) makes provision for the
following:
· Is in keeping with international prerequisites and criteria.
· Takes cognisance of both King II (Corporate Governance) and ISO 14001

requirements.
· Is constantly updated, currently there is a section being developed especially

for the public sector.
· Was developed with sustainable reporting in mind, thus is triple bottom line

based.

· Is flexible and allows for continual improvement in that "incremental reporting"
can be used.

· The GRI is also performance based, in that indicators are used to facilitate
triple bottom line reporting.
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The 11 principles uponwhich the framework is based are as follows:
· Transparency
· Inclusiveness
· Auditability
· Completeness
· Relevance
· Sustainabilitycontext
· Accuracy
· Neutrality
· Comparability
· Clarity
· Timeliness

These principles are grouped in four clusters (GRI, 2002:23), as indicated in the
figure below. These:
- Form the framework for the report (transparency, inclusiveness, auditability);
-Inform decisions about what to report (completeness, relevance, sustainability

context);
- Relate to ensuring quality and reliability (accuracy, neutrality, comparability);

and

- Inform decisions about access to the report (clarity, timeliness).
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Transparency
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Informs Inform.s Informs
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what information
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of reported
information

Accessibility of
reported

information
(how, when)

Completeness Accuracy Clarity

Relevance Neutrality Timeliness

Sustainability
Context

Comparability

Auditability

Figure 18: Global Reporting Initiative: The 11 Reporting Principles
(Adaptedfrom Global Reporting Initiative,SustainabilityReporting Guidelines,

GRI,2002:23)

The ability to link sustainable reporting (through the GRI) with that of financial
reporting is demonstrated in the extract, which follows

According to (GRI, 2002:68), "Sustainability reporting has the potential to provide
critical information for business analysis that is normally absent from financial
reports". This surely also allows for a closer link between budget allocation and
determining objectives and performance targets, which must be incorporated into
the EMS. The GRI encourages all organisations - regardless of size, sector,
location, or sophistication - to begin using the guidelines. An incremental
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approach is an integral part of both the organisation's and GRI's learning
process, and as a result it remains feasible for all departments, as this process is
regarded as an essential ingredient in the continual improvement of all
components of GRl's reporting framework (GRI, 2002:75).

8.3.10 Other Augmentary Tools

Reference has been made in some detail, to only one augmentary tool, namely
the GRI, as a result of its compatible nature with the proposed EMS and the
"external framework", namely the OEAT/OAG pilot model, which will incorporate
the EMS. Its philosophy and criteria are such that it takes cognisance of the
latest legislative prerequisites for statutory reporting requirements.

In addition to the aforementioned and as an integral part of the proposed EMS,
the system should incorporate environmental management tools which make
provision for alignment with environmental legislative requirements, includes
"forcing measures" in the form of "stop/go" points and "wedges" so as to prevent
regression in environmental performance. This tool should facilitate sound
environmental management practices, as demonstrated by the BOI model
developed by SASOl, which assists any of the respective role-players and
prompts them as to their roles and responsibilities as regards environmental
management. A very important component of this augmentary tool will be project
management.

Other augmentary tools exist, which facilitate the application of an ISO 14001
based EMS, electronically, such as certain software, including that of ISOTOP
(Buchalter, 2002). In this regard it is important to ensure that the potential users
all have access to an appropriate computer.

8.3.11 Evolutionary EMS - Towards an SMS

The proposed system must make provision in its scope to allow ultimately for the
development of a system which can be considered to "qualify" as a sustainable
management system (SMS), as "sustainable development" is not a mere buzz
word and is incorporated into legislation, therefore requiring compliance. The
proposed system thus allows for a process of continual improvement (as with
ISO 14001) to a point where it may be considered to qualify as a SMS as a result
of expanding the scope and associated "sustainability" criteria adhered to.

An attempt has been made in the proposed EMS to address identified
shortcomings through the purposeful incorporation of augmentary tools, which
are in agreement with "sustainable development" principles.
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8.3.12 Summary

In the envisaged way forward for the Department regarding the application of an
appropriate EMS, certain elements of the current management system were
identified and discussed; in the light of their potential utilization either as pilot
studies from which to garner information and/or for application as "hook-ons" for
the proposed EMS.

What was evident from the literary review, is that as a result of legislative
compliance requirements, the time is "ripe" to develop and implement an EMS for
the government sector, and that many of the drivers and indeed the augmentary
tools available to enhance the system, have similar philosophies and principles
which substantiate sustainable development. This includes the GRI, corporate
governance requirements, ISO 14001 principles and those required for financial
and risks systems associated with the PFMA.

The primary purpose of the proposed EMS may thus be regarded as a
mechanism by which to co-ordinate and direct the various initiatives already
underway and to guide future initiatives toward "sustainable development". Given
the existing initiatives and the associated time frames involved in developing and
implementing an appropriate EMS, an interim EMS is advocated which makes
use of the associated "hook-ons", until such time as the EMS can become an
overarching. environmental management system within the department. A definite
distinction is not made between the two systems, as the elements will be fairly
similar. The interim system merely making use of "existing hook-ons" until such
time as these "hook-ons" become part and parcel of an EMS, which has acquired
sufficient status to be "self supporting" and "sustainable".

Many of the elements identified, are in keeping with global trends. This includes a
need for a "performance based system", which ensures improved checks and
balances through risk assessments, monitoring, auditing and reporting
requirements.

In taking into account global trends, cognisance was also taken of the need to
ensure that local needs are addressed, particularly within the context of a
developing country. The most important element in this regard, is that of "internal
controls", as referred to by the Auditor General's Office. The proposed EMS must
take cognizance of the role of DWAF as both implementer and as regulator. The
role of regulator is becoming increasingly important, as a result of
decentralization. The importance of "closing the loop" through auditing and
monitoring and associated corrective actions, will become increasingly important
for DWAF. In keeping with global and national trends, self-regulation and co-
regulation will become increasingly important.
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In developing the EMS it is important to ensure that this is the tool whereby both
co-operative governance and sustainable development are managed. As a result
the need to engender communication between all three levels of government is
important. This is particularly the case with Local Government, as it is Local
Government, which is responsible for implementation of the policies, plans,
projects and programmes. As a result there is a need for the proposed EMS to
ensure that links are maintained with the respective Integrated Development
Plans of Local Government and that the respective government departments at
all levels attempt to work toward integrated environmental planning. In order to
do so, it will be necessary to ensure that the proposed EMS is generic, is
comparable and allows for links with local government to be established,
maintained and enhanced. Only than will sustainable development become a
reality. It is crucial that this be achieved especially during the planning phases, as
it is during this phase that most impacts can be identified and mitigated.

Finally, accountability will rest with the Department in making sure that the
application of the proposed EMS is successful. The position of the
Subdirectorate: Environment and Recreation responsible for championing it, is
perhaps not ideal, given the fact that their "position" within the organogram
subsequent to restructuring, has resulted in a small business unit which is under
capacitated and which now resides at a subdirectorate level. The lessons to be
learnt from the Durban/eThikwini case study come to mind, in that whilst an SMS
can be excellent "in theory and on paper", those responsible for championing the
system must be correctly positioned within the hierarchy, if they are to enjoy both
financial and managerial support. However, the Subdirectorate, Environment and
Recreation remains optimistic, given the unfailing support of their Director and
the fact that in general the Department is not averse to change or unaware of the
need to facilitate sound environmental management practices. Of vital
importance is the fact that the proposed system becomes an integral part of the
current management system and incorporates the associated strategic cycles of
short, medium and long term planning. In incorporating adequate "checks and
balances" it will be of particular importance in future to secure links with the
internal auditor, as a means to move toward self-regulation.

This chapter has put forward a proposed EMS, which in principle should meet the
requirements of a public sector organisation such as OWAF.

In the chapter, which follows (Chapter 9: Testing the proposed DWAF
Environmental Management System against Identified Shortcomings), the
proposed EMS is tested against identified shortcomings and criteria for
sustainable development. Thus, it is hoped that this will demonstrate the extent
to which the proposed EMS considered appropriate for DWAF, can overcome the
perceived shortcomings and evolve to a point where it is considered to "qualify"
as a sustainable management system (SMS).
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9
TESTING THE PROPOSED DWAF
ENVIRONMENTAL MANAGEMENT SYSTEM
AGAINST IDENTIFIED SHORTCOMINGS:
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9.1 INTRODUCTION

The shortcomings identified, were referred to earlier (Chapter 5, Perceived
Shortcomings associated with Environmental Management Systems), and are
based upon the literature review. In viewof the fact that these shortcomings have
already been dealt with in, the purpose of this section is to test the perceived
shortcomings against the proposed DWAF EMS (hereafter referred to as "the
system"), so as to gauge whether or not the proposed system has the potential to
overcome the identifiedshortcomings.

The first section tests shortcomings identified by Welford (1996), as a similar
order to that of Chapter 5, is followed.

9.2 TESTING THE PROPOSED EMS AGAINST SHORTCOMINGS
IDENTIFIED BY WELFORD

9.2.1 Discrepancies In Application

The proposed EMS system still allows for discrepancies in the quality of
application by the respective departments and their associated business units.
However, the system makes provision for benchmarking and peer review with
other state departments, through the proposed Auditor General's model, which is
regarded as an integral part of the proposed EMS. This, coupled with the fact
that the system makes provision for a risk-based approach should largely
overcome discrepancies in quality.

9.2.2 Setting Own Targets and Objectives for Environmental Performance

The setting of targets and objectives when based upon a risk based approach
and associated assessment of business activities should remove any possibility
of mere tokenism, which is the concern. Thus the proposed system cannot be
regarded as being "fundamentally flawed" in this regard.
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. The ability to influence internal and external regulations, policy and
standards.

. To be the leaders in Africa.

. NEPAD.

Threats

. NEPAD, United Nations efforts, sustainable development and financial
management are interrelated and any reactive input from South
Africa's government may be a threat to South Africa and the region.

· Imbalance - the government may see social issues to be more
important than environmental issues.

9.6.2 Testing the Proposed EMSagainst the OAGSWOTanalysis

The Proposed EMS was tested against the outcome of this SWOT analysis, as
reflected in the following table:

TABLE 7: PROPOSED EMS TESTED AGAINST OAG SWOT ANALYSIS FOR
PUBLIC SECTOR

.
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10
CONCLUSION AND RECOMMENDATIONS:

10.1 CONCLUSION: ACHIEVING THE OBJECTIVES

The overall aim of this dissertation is to give an indication as to the purpose of
developing an appropriate EMS, with specific reference to DWAF, as a member
of the public (government) sector.

In order to achieve this aim, a number of secondary objectives were cited, these
being:
. An indication as to the drivers responsible for the development of the

proposed EMS.
. A comparison of the various environmental management systems, to identify

their key elements, principles, perceived shortcomings and advantages in
providing an instrument whereby to conduct Greener Governance.

. An indication as to how the perceived shortcomings could be overcome, to
the extent that such a system may evolve through a process of continual
improvement to a point where it may be considered to qualify as a
Sustainable Management System (SMS).

. Reference as to how and where the envisaged EMS will fit into the DWAF's
current management system, and the potential for integration with, and
utilization of, elements thereof, to be referred to as "hook-ons".
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These objectives listed below, are considered to have been achieved as follows:

. An indication as to the drivers responsible for the development of the
proposed EMS.

The main driver for developing and implementing an EMS for DWAF was
addressed in Chapter 3 (EMS, the theory: Drivers for the development of EMS in
SA), which demonstrated the increasing need for compliance with legislation,
which fosters the need for the application of such a system. The legislative
prerequisites include the need for risk-based systems, adherence to sustainable
development principles, a need to demonstrate accountability, statutory reporting
on environmental performance requirements, co-operative governance and
corporate governance.

. A comparison of the various environmental management systems so as to
identify their key elements, principles, perceived shortcomings and
advantages in providing the instrument whereby Greener Governance may be
conducted.

This was broken down according to various chapters, namely:

Chapter 4 (EMS, the theory: Comparison of various EMSs) compared various
environmental management systems. This included not only the elements and
principles of ISO 14001, the best known and most widely applied standard.
Reference was also made to standards, which preceded ISO 14001 such as the
BS 7750 and subsequent standards developed for specific sectors. Lesser-
known standards were included where their elements were considered to be of
significance. An indication was given as to how two different environmental
management standards can be applied concurrently and the potential benefits in
this regard. The purpose of this chapter was to identify elements, which may be
regarded as useful in the development of an appropriate management system for
DWAF. An indication was also given as to the natural "evolution" of
environmental management systems. This chapter therefore served to give an
indication of the philosophy, principles and elements associated with each
standard, and the associated potential advantages and disadvantages of the
standard in question. This chapter satisfied in part the aforementioned objective,
components of which were elaborated upon in subsequent chapters, as reflected
below.

In Chapter 5 (Perceived shortcomings associated with EMSs), reference was
made to shortcomings identified through a literary research, which dealt
particularly with an ISO 14001 based EMS. This included perceived shortcomings
associated with "sustainable" development criteria and problem areas associated
with ISO 14001 based auditing. This was considered to be of particular
importance given the fact that the role of DWAF will in future (as a result of
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decentralisation), be orientated increasingly toward monitoring, auditing and
evaluation. The purpose of this chapter was therefore to identify shortcomings
associated with the application and implementation of a typical EMS, so as to
ensure that the proposed EMS can overcome the identified shortcomings and
that these be "designed our as far as possible. The section on "sustainable
developmenf' criteria was considered to be appropriate in view of the fact that
the proposed EMS for DWAF will ultimately have to "qualify" as a sustainable
management system (SMS) and include sustainability criteria, if it is to comply
with legislative requirements. The primary purpose of this chapter was therefore
to identify potential shortcomings of typical EMSs.

Chapter 6 (Application of EMS: International case studies) and Chapter 7
(Application of EMS: National case studies) demonstrated the application of an
EMS within an organisation. Perceived shortcomings and the means to
overcome certain of these, as well as apparent advantages, are demonstrated in
the application of respective environmental management systems. This resulted
in general deductions and observations being made regarding apparent trends in
the application and implementation of EMSs, which are emerging, both globally
and within the context of developing countries. This later facilitated the "design"
of an appropriate system for DWAF. These chapters served to verify certain
shortcomings (referred to in the literary research), and identify potential
advantages associated with the application of certain of the environmental
management systems.

Having identified the shortcomings and advantages associated with the various
environmental management systems and their application (case studies), these
were distilled and recorded in the introduction of Chapter 8 (A proposed EMS),
which consists of two sections, namely 8.1 Introduction, and 8.2 Elements of the
proposed EMS. The first section placed the aforementioned deductions,
observations and recommendations within the context of DWAF, as a
representative of the public service within South Africa - a developing country.
These deductions and observations facilitated the formulation of a proposed
EMS for DWAF, reflected in 8.2 (Elements of the proposed EMS), which
elaborated upon the first section and referred to the type of EMS proposed and
the elements thereof. This chapter therefore addressed the final secondary
objective, which dealt with the envisaged EMS and the integration thereof with
the current management system.

Chapter 9 (Testing the proposed system against perceived shortcomings), tests
the proposed EMS against perceived shortcomings referred to in the previous
chapters. This chapter whilst not addressing a specific objective, served to
substantiate the overall objective, as in testing the proposed EMS against
identified shortcomings, the appropriateness of the proposed system was
verified.
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Step1:
SecureTop
Management
commitment

TOp Management must be macfe
aware of the benefits and costs of
developing and implementing
an EMS.

Step 2:
Assign
responsibility to
ONE Individual

One person (the EMS Coordinator)
should be assigned the r.esponsibility
to enSure that the EMS is effectively
Implemented and to report
periodically to Top Management.

Step 3:
Prepare
preliminary
action plan
and budget

The EMS Coordinator should prepare
a preliminary budget Indicating the
resou..ces.required and a preliminary
schedule indicating required action
items and the time frame, for c9mpletion.

Step 4:
Build an
EMS team

The EMS Coordinator should assemble
a team to undertake the required
action items. Key individuals within
the organisation should be invited to
participate in the team (a~g.eneral
invitation to any interestecfstaff
could be issued as weiO.

Step 5:
Conduct Initial
Environmental
Review

You need to understand what you
already have in place which could
form part of yolir EMS, ie what current
prog..ams and systems do. you have In
place and what new elements need
to be developed?

Step 6:
Modify plan and
budget and
PROCEED!

Based on your Initial Environmental
Review1 you may need to go back and
modify the budget and schedule
developed in Step 3, then secure
Management approval and PROCEED.

Figure 19: Steps for the Implementation of an EMSin the Public Sector
(Adapted from Environment Canada, 2000:3:13)
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TABLE 8: EXTENT TO WHICH THE SIX IDENTIFIED IMPLEMENTATION
STEPS ARE INCORPORATED IN THE PROPOSED EMS

An indication as to the extent to which the proposed EMS takes cognizance of
these six steps is indicated in the table, below:

10.2.2 Implementation Strategy Framework

The study highlighted potential shortcomings associated with EMSs, and as a
result the recommendations made regarding an EMS (considered appropriate for
DWAF) attempted to overcome these shortcomings. In order to ensure the
successful implementation of an EMS, not only must the design and
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Proposed six steps for implementing an EMS in Proposed EMS for DWAFand the extent to I

the public sector. which these steps are addressed. !
I
i

1. Secure top management commitment.

I This will be facilitated through the recommendation Ito use "hook-ons" such as the EMF and existing I

I committees such as the CEIMP committee. TheI aforementioned elements promote sound I
environmental management principles and as a

result some "buyin"has already been achieved. I

2. Assign responsibility to one individual. An individual from the Sub-directorate: Environment
and Recreation, has been assigned the!

responsibilityof ensuring that an EMS is developed Iand implemented for DWAF's water service sector.

3. Prepare preliminaryaction plan and budget. I Funds have been allocated for the appointment of :

i consultants for the development and i

implementationof an EMS. I
I

14. Build an EMS team.

Individuals who were appointed as representatives '

I to "sit on" the CEIMP committee, who participated in ithe EMF workshops, and who gave input for the ;

I

I DEAT/OAG pilot model will be invited to become I

I part of the EMS team, so as to ensure strategic I
direction,integrationwiththe EMSand"buyin"from I

I management. This will include both national and
reQional representation.

I 5. Conduct Initial Environmental Review.

I The proposedEMS makes provisionfor an Initial I
. Environmental Review.

6. Modify plan and budget and proceed.

! Thiswill be doneon an ongoingbasisaccordingto

I

the proposedphases of the EMS. This is to be II integrated as part of the DWAF Business Plan. ,
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development thereof, be appropriate, but the actual implementation must ensure
that what is "on paper" becomes a reality. In order to achieve this, basic criteria
of an implementation strategy, are considered.

10.2.3 Project Management and Implementation Strategies

Reference has been made to potential implementation steps, considered
appropriate for the Canadian government sector. A strategy is required to
implement these steps and any others considered appropriate. Although various
criteria and methodologies exist for implementation, only one is selected for the
purposes of this study, namely PMBOK's Nine Knowledge Areas (PMI, 1996:6).
The nine knowledge areas are as follows:

What follows therefore is not a comprehensive implementation strategy but rather
criteria, which can serve as a checklist for the development of such a strategy.
Prior to expounding upon these criteria within the context of implementing the
proposed EMS, reference is made to the concept of project management, as it
relates to developing the proposed EMS.

It is stated that project management is the application of knowledge, skills, tools
and techniques to project activities in order to meet or exceed stakeholder needs
and expectations from a project. It is further stated that the term project
management is sometimes used to describe an organizational approach to the
management of ongoing operations (PMI, 1996:6).

In referring to what may be considered to be a "project", it is stated that,
"organisations perform work that generally involves either operations or projects,
although the two may overlap. Operations are considered to be ongoing and
repetitive while projects are temporary (definite beginning and end) and unique
(different in some distinguishing way) involving something, which has not been
done before, and which is therefore unique (PMI, 1996:5).

As regards the implementation of the proposed EMS, it can be stated that this is
a project which will become operational, following the implementation thereof,
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and that the project itself may be regarded as unique, in that the development
and application of an EMS for DWAF has not been undertaken before.

A synopsis of the nine points referred to as the Nine Knowledge Areas, follows,
where after these are expounded upon within the context of the proposed EMS.

10.2.4 Summary of Project Management Knowledge Areas

All are subsets of project management and are depicted in the diagram below,
after which a brief explanation of each Knowledge Area follows.

-ProjectP.la.n Development

-P:ri:1Ject'p(an Execution ,,;

~bveralrctiange .Control

,:-Initration
.. :Stopepfanning
~cStdP.e[)etiMion
,,..$cc:iMVerIIiCatlDh"
C9(9P!t9~riQe.~oritroi :

,~;n:ct!y!f)\R~ff,riition.
-ActIV.lty.!)equenclnQ ,

~,AitiViiy,bur<ltioh Estimating
,-.S'bhedbleDevelopment.

-$~~~d!J1et~ntriJl.

-Reso\Jice.PtannIng'
-CosfEstirrHiling
"CD~tBUdgeting
'tostCor1l!01 .

.-.Q'~.~li\Y PfanninQ
,.G!ualilyAssurance
.Qlialit{conffol

-Qrgat)~tion:alPlanning
-8t~tf:A(:qUlsition',
7:(~<lmb~Velopment

~CommunicaiionsPianning
-infOrmationDi$tntHJtion"
;Perforrnance~pcirting
:Adniini~trqfiveCbSure,

HIs\(ldentilicatioh.

RjSJ<9uclr1tilic~tion .

~isJ'l';~espons~De\lelopment
RiSK Response cQntroi

,firticurementPianmrig
~S:Ollcii~tlonP!a'nning
-SolIcitation

'cSOJlrPe i;\e!lectlor)

-q~9Jr~:ciMminlstratiQ1
,Col'ltr~ctClose~out

Figure 20: The Nine Knowledge Areas identified for application in the
Implementation of any Project

(Adapted from Project Management Institute, PMI: 1996:7)

~ Proiect Intearation Manaaement

Describes the processes required to ensure that the various elements of the
project are properly co-ordinated. It consists of:
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· Project plan development- taking the results of other planning processes
and putting them into a consistent, coherent document.

· Project plan execution -:- carrying out the project plan by performing the
activities included therein.

· Overall change control - co-ordinatingchanges across the entire project.

~ Proiect Scope Manaaement

Describes the processes required to ensure that the project includes all the work
required, and only the work required, to complete the project successfully. It
consists of:
· Initiation - committing the organizationto begin the next phase of the project.
· Scope planning - developing a written scope statement as the basis for future

project decisions.
· Scope definition - subdividing the major project deliverable into smaller more

manageable components.
· Scope verification - formalizing acceptance of the project scope.
· Scope change control - controlling changes to project scope.

~ Proiect Time Manaaement

Describes the processes required to ensure timely completion of the project. It
consists of:

· Activity definition - identifying the specific activities that must be performed
to produce the various project deliverables.

· Activity sequencing - identifying and documenting interactivity
dependencies.

· Activity duration estimating - estimating the number of work periods, which
will be needed to complete individual activities.

· Schedule development - analysing activity sequences, activity durations,
and resource requirements to create the project schedule.

· Schedule control - controlling changes to the project schedule.

~ Proiect Cost ManaQement

Describes processes required to ensure that the project is completed within the
approved budget. It consists of:
· Resource planning - determining what resources (people, equipment,

materials) and what quantities of each should be used to perform project
activities.

· Cost estimating - developing an approximation (estimate) of the costs of the
resources needed to complete project activities.

· Cost budgeting - allocating the overall cost estimate to individual work items.
· Cost control - controlling changes to the project budget.
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~ Proiect Qualitv Manaaement

Includes the processes required to ensure that the project will satisfy the needs
for which it was undertaken. It consists of:

· Quality planning - identifying which quality standards are relevant to the
project and determining how to satisfy them.

· Quality assurance - evaluating overall project performance on a regular
basis to provide confidence that the project will satisfy the relevant quality
standards.

· Quality control - monitoring specific project results to determine if they
comply with relevant quality standards and identifying ways to eliminate
causes of unsatisfactory performance.

~ Proiect Human Resource Manaaement

Includes the processes required to make the most effective use of the people
involved with the project. It consists of:
· Organizational planning - identifying, documenting, and assigning project

roles, responsibilities, and reporting relationships. .

· Staff acquisition - getting the human resources needed, assigned to and
working on the project.

· Team development - developing individual and group skills to enhance
project performance.

~ Proiect Communications Manaaement
Includes the processes required to ensure timely and appropriate generation,
collection, dissemination, storage and ultimate disposition of project information.
It consists of:
· Communications planning - determining the information and communications

needs of the stakeholders: who needs what information, when they will need
it, and how it will be given to them.

· Information distribution - making needed information available to project
stakeholders in a timely manner.

· Performance reporting - collecting and disseminating performance
information. This includes status reporting, progress measurement, and
forecasting.

· Administrative closure - generating, gathering, and disseminating information
to formalize phase or project completion.

~ Proiect Risk Manaaement

Includes the processes concerned with identifying, analyzing, and responding to
project risk. It consists of:
.
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· Risk identification - determining which risks are likely to affect the project
and documenting the characteristics of each.

· Risk quantification - evaluating risks and risk interactions to assess the
range of possible project outcomes.

· Risk response development - defining enhancement steps for opportunities
and responses to threats.

· Risk response control - responding to changes in risk over the course of the
project.

~ Proiect Procurement Manaoement

Includes the processes required to acquire goods and services from outside the
performing organization. It consists of:
· Procurement planning - determiningwhat to procure and when.
· Solicitation planning - documenting product requirements and identifying

potential sources.
· Solicitation - obtaining quotations, bids, offers, or proposals as appropriate.
· Source selection - choosing from among potential sellers.
· Contract administration - managing the relationship with the seller.
· 'Contract close out - completion and settlement of the contract, including

resolutionof anyopenitems.

The Nine Knowledge Areas referred to, were taken cognizance of in the
application of the proposed EMS, as reflected in the table, which follows.
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TABLE 9: THE APPLICATION OF THE NINE KNOWLEDGE AREAS AS PART
OF THE IMPLEMENTATIONSTRATEGY FOR THE PROPOSED EMS

Nine Knowledge Areas

Integration

Project IntegrationManagement
Describes the processes required
to ensure that the various
elements of the project are
properly coordinated. It consists
ot . Project plan

development - taking
the results of other
planning processes and
putting them into a
consistent, coherent
document.
Project plan execution -
carrying out the project
plan by performing the
activities included
therein.

Overall change control -
coordinating changes
across the entire project.

.

.

Scope

Project Scope Management
I Describes the processes required

I

to ensure that the project includes
all the work required, and only the
work required, to complete the
project successfully. It consists ot

I

. Initiation - committing the
organization to begin the next

I

phase of the project.. Scope planning - developing

I

a written scope statement as
the basis for future project
decisions.

'. Scope definition -
I subdividing the major project

deliverable into smaller more
manageablecomponents.
Scope verification -
formalizing acceptance of the

! project scope.. Scope change control -
controlling changes to project
scope.

I, .
i

-

~I
I
,

Integrationwith the current management system is of particular impo

I

there is to be "buy in" and associated allocation of funds.
Integration of the proposed EMS with the strategic management cycles and I

associated Business Plan is therefore of considerable importance.

I Integration with existing "projects" will include those regarded as useful I
"hook-ons" such as the EMF (internal framework), CEIMP (statutory reporting I
requirement) and the associated DEAT/OAG pilot model (external I
framework). In this regard provision has been made for the EMS to be driven I

I
through the EMF in the interim, until such time as the EMS has developed to
the extent that it serves as the overarching system.

Application for proposed EMS

Integration with other standards and processes will ultimately result in the
proposed EMS incorporating and integrating the FSC standard (applied by
certain business units within the forestry component of DWAF) as part of the
environmentalmanagementsystem. Integrationwill include the various I
monitoring and information systems, developed in response to the

Irequirements of the National Water Resource Strategy (NWRS), and
programmes such as the DEAT/DWAF indicator programme. I

I

I

I
I

i

Integration is therefore at both an organisational and co-operative
governance level.

As part of the initiation of the project, the scope can be defined in terms of the
corporate environmental policy, regarded as the foundation of an EMS.
Currently DWAF does not have an environmental policy. This will be
developed as part of Phase 2 of the EMF.

The scope of planning must refer to the mandate of those responsible for
implementing the EMS phases of the project, which will determine the scope
of the project. Thus, initially the EMS will be restricted to the water sector
(WS and WRM) where after it is anticipated that it will include Forestry as a
core function.

I

l

it is recommendedthat the scope of the EMS and the associated phases be
determined through various mechanisms such as a risk- based assessment

! (as part of the Initial Review), which will take cognisance of the various

I

: processes and activities undertaken by DWAF. This will also result in
: prioritisationof phasesandtheassociatedbusinessunits.

II

As part of the phasing process, pilot testing in conjunction with the

I

I
associated business units will be decided upon, as will the need to "roll out"

Ithe EMS to other business units within DWAF.

I
I

.Ji
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Time
Project Time Management:
Describes the processes required
to ensure timely completion of the
project. It consists of:. Activity definition -

identifying the specific
activities that must be
performed to produce the
various project
deliverables.

· Activity sequencing -

I

identifying and
documenting interactivity

I

dependencies.. Activity duration
: estimating - estimating

I

the number of work
periods which will be
needed to complete

I individual activities.

I

. Schedule development -
analysing activity
sequences, activity

I durations, and resource
I requirements to create

I

the project schedule.
· Schedule control - controlling

changes to the project
schedule.

Cost

Project Cost Management
Describes processes required to
ensure that the project is
completed within the approved
budget. It consists ot. Resource planning -

determining what resources
(people, equipment,
materials) and what
quantities of each should be
used to perform project
activities.
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~I

Following initial pilot studies, a generic type of EMS will be apPliu
to

Iselected DWAF business units, where after it will be "rolled ouf' t, .e
remaining business units. Although a generic type of EMS will be devel ,I
a cut-and-paste operation will not be successful, if it is not tailored t~et
the requirementsof the respective business unit in question. ~

j Cognisancemust be taken of the three tiers of government(refer aSo
"Communication", as one of the Nine Knowledge Areas), especiall~ 1
Government given their increasing role in implementation of projec s as a
result of decentralisation.The scope of the EMS must ensure linkage Ith
the respective IDPs (Integrated Development Plans) if sustainable

IIdevelopment is to be achieved. .

I,
I

I

I

Typically, the scope of work for each phase will be linked to the financial year
in question. Refer also to "Cosf', as one of the Nine KnowledgeAreas.

In project management, a programme is used as the mechanism whereby
activities (tasks) and associated targets (deadlines), with milestones and
deliverables for each "phase" of a set duration are decided upon prior to

I implementation. Progress linked to time and delivery can be indicated using aGantt chart.

In achieving the objectives and targets decided upon, the standard of the
deliverables must be of an appropriate quality. Refer also to Quality.

IIIIIC II <21I IC;:' <21C <21;:'V <2;:';:'V~I<2lCU vvlLi I integrating the EMS and its objectives
and targets with the short, medium and long-term strategic planning goals of
the DWAF Business Plan.

Although one of the more obvious criteria, the importance thereof cannot be
Iover emphasised as every activity within the implementation strategy will

have a cost factor. I
i
i

I

in this regard drafting of all contractual documentation and the associated
ramifications thereof is in itself a skill. ,

! I

.The phases of the EMS and associated activities will each be of a specific :

duration and require certain skills and resources. Each will have a cost Iimplication, the cost to be approved by management and linked to the DWAF ,
Business Plan. The associated deliverables for every phase must be of an I

I

appropriate quality so as to ensure that controls are in place. Refer also to
I

"Quality". j
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. Cost estimating - developing
an approximation (estimate)
of the costs of the resources
needed to complete project
activities.. Cost budgeting - allocating
the overall cost estimate to
individualwork items.

Cost control - controlling changes
I to the project budget

I Quality
Project Quality Management
Includes the processes required to
ensure that the project will satisfy
the needs for which it was
undertaken. It consists of:. Quality planning -

identifying which quality
standards are relevant to
the project and
determining how to satisfy
them.. Quality assurance -
evaluating overall project
performance on a regular
basis to provide
confidence that the project
will satisfy the relevant
quality standards.

· Quality control - monitoring
specific project results to
determine if they comply with
relevant quality standards
and identifying ways to
eliminate causes of
unsatisfactoryperformance.

HRM

Project Human Resource
Management
Includes the processes required to
make the most effective use of the

people involved with the project. It
consists of:. Organizational planning -

identifying, documenting, and
assigning project roles,
responsibilities, and reporting
relationships.

r; imPle~enting the project, quality must be assuredand controll:d. UContractually each implementation phase will be linked to certain
deliverables, which must be to the satisfaction of the stakeholders in
question. Certain of the quality controls already exist as "hook-ons" such as
various indicator programmes and others will have to be developed as part of
the EMS, for evaluation in later phases. The implementationof the EMS, will
in making use of the aforementioned "hook-ons" take cognisance of co-
operative governance requirements.

The "hook -ons" incorporated and referred to, will be used to:
· Evaluate the appropriateness of mandates and associated policy and

legislation (DEAT: CEC: Law Reform, being a "hook on" in this regard).
· Over time, gauge the extent to which the EMS facilitates and improves

environmental performance through statutory report- backs and
benchmarkingwith other departments (DEAT/OAGmodel).

Other mechanismsto ensure quality control must be developed as part of the
EMS and include the following:
· Identification of areas of concern, which can be corrected through a

process of continual improvement, using small reiterative feedback loops
(Keitzansteps). I;

· Development and incorporation into the EMS, of the four internal
controls identified by the Office of the Auditor General.

· Establishfirmer links with DWAF's internalauditor.
· A number of ''forcing measures / stop go points / or stage gates will be

developed as part of the EMS, which once implemented will act as a
control measure.This conceptwas referredto in the SASOL BD&I II
model (case study, Chapter 7).

· Monitor, evaluate and make provision for associated corrective action.

In general it can be stated that the philosophy of continual improvement and
the Demmingcycle (plan-do-check-act) will facilitate ongoing development of

, quality controls.
Human resource management is both varied and complex and must be taken
into account as part of the implementation strategy. It includes aspects such
as available skills, and contractual prerequisites regarding human resources.
This will include aspects such as "building a team", as referred to by Bilodeau
(Canadian Ministry) and the need to select a "champion" to drive the project
and assign responsibility to one individual.

In d.efiningthe tasks associated with the EMS, it should include aspects such
as ensuring that someone with a good knowledge of legal requirements is
involved.
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. Staff acquisition- getting the
human resources needed
assigned to and working on
the project.
Team development -
developing individual and
group skills to enhance
project performance.

.

Communication

Project Communications
management
Includes the processes required to
ensure timely and appropriate
generation, collection,
dissemination, storage and
ultimate disposition of project
information. It consists of:. Communications planning -

determining the information
and communications needs
of the stakeholders: who
needs what information,
when will they need it, and
how will it be given to them.. Information distribution -
making needed information
available to project
stakeholders in a timely
manner.. Performance reporting -
collecting and disseminating
performance information.
This includes status
reporting, progress
measurement, and
forecasting.

· Administrative closure -
generating, gathering, and
disseminating information to
formalize phase or project
completion.

, Risk
Project Risk Management
Includes the processes concerned
with identifying, analyzing, and
responding to project risk. It
consists of:. Risk identification -

determining which risks are
likely to affect the project
and documenting the
characteristics of each.. Risk quantification -
evaluating risks and risk
interactions to assess the
range of possible project
outcomes. I'. Risk response development !

- defining enhancement
steps for opportunities and
responses to threats.

L.L./

! The appointmentof individuals to undertakespecialist tasks: - ~

I

HRM will also make provision for the identification of skills and tr~g Ii

necessary and a "train-the-trainer" programme so as to ensure that the~S

I

is conveyed to required DWAF role-players. It will facilitate the alloca~of
roles and responsibilitiespertaining to the EMS. ~

I! ~
Provision must be made in the implementation strategy for commul1f'cati~n
between all the relevant stakeholders, especially between the~e
government tiers.

As noted in the findings, particular attention must be paid to Local
Government level, as they are responsible for implementing projects at
ground level.

Another aspect identified during the course of this study is the need for
communication between the internal auditor and the team responsible for
implementationof the EMS.

Risks pertaining to the potential failure of the project (successful
implementationof the EMS) must be identified.

In this regard the main potential risk would be that of a system (EMS), which
is not sustainable, especially as it is a voluntary system, which is unlikely to
be certified because of the associated expense. The "hook-ons" such as the
DEAT/OAG model which makes provision for benchmarking and reporting to
Parliament should in addition to other measures ensure that there is sufficient
incentive to maintain the system. As mentioned, a decision by DEAT
regarding approval of the DEAT/OAG model is pending. Should such a model
not be approved the associated incentives to maintain the system are
weakened. .

It is however likely that should the DEAT/OAG model not be adapted to

I

I

include the NEMA statutory reporting requirements, this model is in any event !
likely to be adopted by the OAG for departmental auditing purposes. '
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Risk response control -
respondingto changes in risk over
the courseof the project.

Procurement

Project ProcurementManagement
, Includesthe processes required to
i acquire goods and services from

outside the performing
organization. It consists ot
· Procurement planning -

determining what to procure
and when. Solicitation

documenting
requirement and loem.
potential sources.

II
. Solicitation - obtaining

quotations, bids. offers, or
proposals as appropriate.

planning -
product

.. .ifving

228

In the interim, OWAFmust take "ownership"of the model and intemali~

Other possible risk areas, pertaining to the system, typically include~r
decisions based upon poor data. In this regard a safeguard is in place i~~t

Ithe system will incorporate current initiatives underway, which in~~s

existing and proposed information and monitoring systems, establishe~ I
result of the NWRS. c:\:$ i
As referred to in the SWOT analysis, a lack of resources within thaiC .

sector remains a significant problem, especially as a result of d man s I
associated with the decentralisation process. As a result, the pro . . ed

Isystem is linked to the strategic planning cycles of the OWAF Business Plan
and provision is made for a "champion" and environmental management
team to be formed. In this regard there are certain risk areas too. An example
being the reference to the fact that the development of an EMS is frequently
regarded as an "add on" task for the person to whom the task was allocated (

II

SAFCOR case study).

I

!

I

I
I

I

I
I

As part of the implementationstrategy, the required training and various "train
the trainer" programmeswill be undertaken.

A further point of concern and associated potential risk area includes a
. concemthat policies(of a high standardand quality)are not feasiblefor
Iimplementation, given the fact that South Africa is a developing country. In

this regard, safeguards include review of policy and associated mandates, as
part of the OEAT CEC: Law Reform process, which will serve as a "hook on".

I An attempt has also been made to ensure that the system addresses
development and environmental issues holistically, instead of as two

i separate issues. As a result the proposed EMS makes provision for
integrationwith the lOPs at Local Government level.I

I

Finally, in order to safeguard against institutional risk the OAG has identified
four internalcontrols,these being applicableto any task includingthat of II

I

implementationof the EMS. These being:
· Informationsystems

!. Responsibilities
· Competencies

I. Checks and monitoring.

The scope of the project will determine the type of equipment, which must be

II
procured, an example being the purchase of equipment for the project, which
includesthepurchaseof bothhardwareandsoftware. '

Guidelinedocumentfor the application of an appropriateEMSfor Greener Governance within DWAF - GeraldineJ Munro - 2004
































