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Indian Health Service
Comprehensive Healthcare Environmental Management System (CHEMS)

Executive Order 13148, Greening the Government through Leadership in Environmental Management, was signed and published in the Federal Register by President Clinton on April 21, 2000.  This order set 7 goals for all Federal Agencies, of which, Environmental Management Systems (EMS) was the first.  The Office of the Federal Environmental Executive (OFEE) defines an EMS as “a process and framework used by an organization to manage its environmental affairs and issues, most notably those areas where the entity interacts with or affects the environment, as well as where legal requirements exist.”  The International Standards Organization (ISO) has published a standard which defines an EMS as “The part of the overall management system that includes organizational structure, planning activities, responsibilities, practices, procedures, processes and resources for developing, implementing, achieving, reviewing and maintaining the environmental policy.”  Plainly speaking, an EMS is “a structured approach that incorporates environmental considerations into day-to-day operations throughout an organization, and is designed to promote continual improvement”.
Environmental Management Systems are required for appropriate facilities in the Indian Health Service and their development and implementation is being measured.  In 2002, the Department of Health and Human Services (DHHS) issued a policy for Environmental Management and Environmental Stewardship.  A follow up memorandum was published in August 2004 setting deadlines for designating appropriate facilities and establishing operational EMS.  DHHS and the Office of Management and Budget (OMB) have been monitoring the development of environmental management systems through the use of annual scorecards and management objectives.  The IHS Director has established a policy which commits the OPDIV to following the principles of EMS which will be implemented through the development of the IHS Comprehensive Healthcare Environmental Management System (CHEMS).  This document will summarize the structure and function of the CHEMS.
What is CHEMS?

CHEMS is a locally developed management system that will identify significant environmental impacts, establish activities to address the root cause of the impacts, monitor those activities, and ensure continual improvement of the process.  This management system will be modeled after a familiar healthcare accreditation process - PLAN, DO, CHECK, ACT.

The CHEMS components and processes are modeled after the International Organization of Standardization’s (ISO) international standard ISO-14001(2004), Environmental management systems - Requirements with Guidance for Use.  An IHS facility implementing CHEMS should develop and institute all the components.  Once established, the CHEMS will be reviewed in a process call “self declaration”.  This process examines all components of the CHEMS at a local facility and, based on requirements, determines if the facility has fully implemented the management system.

The recommended steps for implementation are listed and described briefly below.  Each facility has the flexibility to modify the means for implementing the steps.   

	Step 1
	Identification of appropriate facilities, EMS Site Contacts and Alternates

	
	This step has partially been completed.  Nine “appropriate” facilities have been identified based on the size of the facilities.  These facilities will identify local staff to participate on the CHEMS planning and implementation team.  Roles and responsibilities of the team members should be developed and documented.

	Step 2
	Perform an environmental self-assessment

	
	This process will be conducted locally by the CHEMS team.  All facilities have elements of an environmental management system in place already.  The CHEMS will identify these activities, processes, policies and documents and formally integrate them.  A tool is available to assist with completing this task.

	Step 3
	Prepare a local CHEMS policy

	
	This will take the form of a local policy statement.  The IHS Director has issued a special general memorandum detailing the IHS policy for implementing an environmental management system.  This can be used as a model for local policy development.

	Step 4
	Identify site environmental aspects and significant environmental impacts

	
	This is a process for a facility to identify their activities, products, or services that can interact with the environment and possibly result in positive or negative impacts.  Once these are identified, they should be evaluated against prioritized to determine which should be addressed.  A tool has been developed to complete this task.

	Step 5
	Define objectives and targets and develop an Environmental Management Plan (EMP)

	
	Based on the prioritization of significant environmental impacts, the CHEMS team will identify objectives to reduce or eliminate the impacts and set measurable targets to track and assess progress (a tool is available to assist with this activity).  Once objective and targets have been determined, a detailed plan of action (an EMP) will be developed specifying the means and timeframes by which an EMS objective and associated target(s) will be addressed.

	Step 6
	Assign CHEMS responsibilities 

	
	Once objectives and targets have been established with measurable outcomes and a timeline to assess progress, an individual must be assigned the responsibility to “champion” the work to be done.  

	Step 7
	Control (create and maintain) CHEMS records and documents

	
	A local system of records will be developed to contain all pertinent documents associated with the CHEMS.  Local records management guidance should be used.  Specific requirements for this step are detailed in the requirements for Self Declaration.

	Step 8
	Specify and implement operational controls

	
	Operational controls are procedures developed to mitigate or eliminate environmental impacts resulting from operations at an IHS facility.  After a facility has identified significant environmental impacts, operation controls are developed and implemented.

	Step 9
	Develop and establish a training program

	
	Training will be developed to make employees aware of the CHEMS.  A general overview training will be developed and provided for all employees (a template is available).  More detailed training will be developed and provided to employees identified that directly contribute to activities affecting significant environmental impacts.  This training will be developed locally.

	Step 10
	Establish an internal audit program

	
	A local internal review process will be developed to determine whether the CHEMS conforms to the requirements specified in the CHEMS self-declaration.  Internal audits will be conducted on a routine basis at a frequency to be determined by the facility.  Results of the audit will be documented and corrective actions developed, if necessary.  The audit will be presented to local management.  

	Step 11
	Establish management review process

	
	Top management of the facility will routinely review the CHEMS.  This review will assess opportunities for improvement and the need for changes to the CHEMS, including the environmental policy statement and environmental objectives and targets.  This review will be documented and records retained.

	Step 12
	Complete a self declaration 

	
	Self declaration is a review process conducted by an impartial party (internal or external) that determines if essential components of the CHEMS have been put in place.  This process is required and takes the place of an ISO 14001 accreditation review.  The requirements for this process have been developed.


Who must implement a CHEMS?
All “appropriate facilities” within IHS must implement CHEMS.  The Department of Health and Human Services (DHHS) has defined an “appropriate facility” in the following terms:

For the purposes of this EMS guidance, a “facility” which requires an EMS is any Federal property, properties, organization or operation that conducts activities which can have a significant impact on the environment, directly or indirectly, individually or cumulatively, due to operations of that facility’s mission, processes or functions. In accordance with EO 13148, each agency’s Environmental Office should determine appropriateness based on “size, complexity, and the environmental aspects” of facility operations. In general, within DHHS, laboratory and medical facilities will have a more significant impact on the environment.
IHS will implement environmental management systems in federally owned and operated facilities in phases.  IHS has committed to implementing CHEMS at 9 new sites during fiscal year 2007 based on the size of the facility with the assumption that larger size approximately estimates more potential for significant environmental impact.  Additional IHS appropriate facilities will identified in future years.
When does a CHEMS need to be developed?
Once a facility has been designated for CHEMS implementation, the suggested implementation steps should be completed in a 12 months.  The cost to the facility should be minimal – regional training provided by HQ OEHE with contractor support and staff time to develop the management system.  
What resources are available to help with developing and implementing CHEMS?
Headquarters OEHE and Federal Occupational Health (FOH) have developed an orientation training package which covers the steps of developing CHEMS and provides hands-on work sessions to jump start the implementation process for each facility.  Regional training will be available to facilities.
Several federal agencies have created tools to assist with environmental management system development.  Specifically, the Veteran’s Health Administration has developed a very comprehensive resource CD with assessment tools and sample policies.  Some of these tools have been taken and modified for IHS use.

Several resource documents are currently available or in development that will assist with CHEMS implementation.  The IHS CHEMS Resource Manual has collected many relevant documents and will be made available at the orientation training.  The Guidance Document for Managing Hazardous Materials in IHS Buildings is a document that focuses on facilities management activities related to asbestos, lead based paint, polychlorinated biphenyls (PCB), mercury, hazardous waste and underground storage tanks (UST).  This document is essential for Areas and facilities submitting project for reimbursement through the IHS Environmental Remediation funding.  The IHS Environmental Health and Safety Guide is a resource for IHS upper management at Service Units.  The focus of this document is to provide a brief and general overview of major environmental laws and regulations.  It is intended to provide very basic facts necessary for understanding legal environmental responsibilities and suggests best practices.  The IHS Environmental Manual is a comprehensive document that supplements the DHHS General Administrative Manual (GAM) 30.
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