Developing a sustainable management programme

You have decided to develop a specific programme to help your sector, industry or organisation to meet environmental, economic and social objectives.

Where do you start?

Developing an industry or organisation programme needs to respond to the issues that are important to the sector, reflect the drivers that have been identified and draws together many issues, which may vary in complexity.  There are many questions that need to be considered as part of the development of a programme.

For instance:

· What type of programme will it need to be?

· What sort of development process should be used?

· Who should be involved in the development?

· What resources are available or do we need to develop new resources?

· What exactly should be included in the programme?

· What ongoing support will be required to implement a programme?

Attached is a framework to be used as an initial starting point to assist in answering these type of questions and to start you on the journey of developing a programme.  Given the complexity and range of options available input from professionals maybe required for the full development of a programme.
How to use the Framework to develop an industry or organisation specific programme

You have decided to develop a specific programme to help your sector, industry or organisation to meet environmental, economic and social objectives.

Where do you start?

Development of an industry or sector programme draws together many issues, which may vary in complexity.  This framework is provided as a guide to assist in the development of a programme.  However input from professionals maybe required for the development of a programme, given the complexity and range of options available.

The SAMsn Directory lists resources to help in the development under ‘SMS Development’ - http://www.samsn.org.nz/need-sms/models-resources.html 

Programme parameters

To establish the parameters of the programme you need to develop an understanding of your industry or sector so that the programme reflects the specific nature of your industry.  Each of the following sections contributes to this understanding and helps establish programme parameters.  It is suggested that you complete each section and then compile the results to provide the summary table at the end.  The tables can be extended to meet your requirements.  It is anticipated that this will be an evolving process which may involve a range of people over a period of time.  The purpose is to focus the direction of the needs of your industry or organisation.

This process forms the first stage of the cycle for a programme: PLAN.
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Follow the steps to get your planning underway:

· Drivers for the programme 

· Reviewing the current situation

· Specific industry considerations

· Regulatory requirements

· Setting objectives

· Identifying key risk areas

· Identifying stakeholders

· Identifying existing or related programmes

· Identifying appropriate systems models

· Design to meet objectives

· Consider programme management and monitoring.

1.
Drivers of the programme

The online survey in the SAMsn website is designed to help you identify drivers for your organisation or industry.  The results of the survey can be downloaded from the Decision Support Report and included as part of the planning for your programme.  These drivers are important as they can help identify the type of programme that should be developed.

Go to http://www.samsn.org.nz/need-sms/survey/index.html for the online survey.

	Drivers identified 
	Type of programme response required

	
	

	
	

	
	

	
	

	
	


2.
The current situation

Part of the planning involves looking at and reviewing the current situation.  This provides a background to setting objectives. A review can help identify what resources are used, how efficiently those resources are used and the impacts (environmental, economic and social) of the organisation.

· Have any reviews been undertaken which provide information or assist your understanding of the industry or sector?  

· What were the main issues identified in those reviews?

· Are there gaps in the information that indicate further reviews should be undertaken before a programme is developed?

· If no reviews have been completed, will you undertake one before embarking on developing a programme?  

	Industry reviews undertaken 
	Key issues identified
	Further reviews needed

	
	
	

	
	
	

	
	
	

	
	
	


3.
Industry specific considerations

Many industry or sector groups have specific unique considerations which need to be incorporated into a programme.  

· Does your programme need to include any such requirements, and if so what level of importance should they be given?

	Specific industry considerations 
	Level of importance

High, medium, low

	
	

	
	

	
	

	
	


4.
Regulatory requirements

Many industry or sector groups have specific regulatory requirements that need to be incorporated into a programme – e.g. animal welfare or food safety requirements.  These need to be identified at an early stage to ensure they are incorporated into the programme.  The SAMsn Directory lists many regulations under the key risk areas.

· What regulatory requirements does your industry have?

· How does your industry currently address these requirements?  

· Does your programme need to consider any other methods to ensure these requirements are met? 

	Regulatory requirements 
	Current methods to address
	Additional methods required?  Yes/ No

	
	
	

	
	
	

	
	
	

	
	
	


5.
Setting objectives

It is important that there is a clear statement of the objectives of the programme – what you expect to achieve.  Objectives should state what you want to achieve and are often related to issues that have been identified in the review and understanding the industry or organisation.  

There will be specific objectives for key risk areas to be included in your programme so think here in terms of the bigger objectives.  Also think about how those objectives may be implemented, measured and managed.

· What are the overall objectives for your programme?  

· What are the outcomes you want to achieve?

· How important are each of these objectives?

	Key areas to be included in the programme


	Outcomes sought
	Identify level of importance

Critical

Important

Limited

	Overall programme objectives


	
	

	Environmental


	
	

	Economic


	
	

	Social


	
	


6.
Key risk areas

There are a range of key risk areas which may be relevant to your industry or organisation which should be included in the programme.  The key risk areas are listed in the SAMsn Directory under Environmental, Economic and Social.  

· What are the key risk areas that are to be included in your programme?

Objectives, methods and tools need to be developed for each risk area that has been identified as part of the programme.

The SAMsn Information Hub has a generic template to assist in developing mechanisms to address these issues.  It can be found at http://www.samsn.org.nz/need-sms/risk-areas.html 

Key steps in developing an industry programme for key risk areas include:

· Identifying risk areas relevant to the specific industry or sector.

· Identifying legal responsibilities that the industry must meet 

· Establishing objectives and targets for each risk area selected

· Establish methods to achieve the targets

· Determine training requirements necessary to achieve the target

· Establish methods to monitor progress on reaching targets.

7.
Identifying stakeholders

Usually there are a range of parties who have an interest in your organisation or industry.  You may need to work with these parties as part of developing your programme.  Consider industry players, but also those who have an interest in the industry, such as NGO’s.

· Who are the key stakeholders who should be involved in your programme?  

· How important are each of these stakeholders?

· What level of consultation may be required?

	Identify stakeholders who have an interest in the industry or sector


	Level of interest 

High, medium, low
	Level of consultation and input required

High, medium, low

	
	
	

	
	
	

	
	
	

	
	
	


8.
Related programmes

There are many programmes that have already been developed for industries and organisations.  ‘The SAMsn Initiative’ outlines many of these, which may provide useful guidance for your own programme.  The report can be downloaded from

http://www.samsn.org.nz/about/report.html
· Are there related programmes which you should consider when developing your own programme?  e.g. industry sector in another country, or similar sector in NZ.

· What issues are particularly relevant?

· What methods have been used that could be useful to your industry or organisation?

	Identify existing or related programmes
	Issues of relevance
	Methods used

	
	
	

	
	
	

	
	
	

	
	
	


9.
Systems models

There are a range of system models that can be used as a basis for developing your programme.  These are outlined in ‘the SAMsn Initiative’ in the Literature Review and the Overview - http://www.samsn.org.nz/about/report.html.   A summary of the models is also included as an Appendix to this paper.  

· Consider the purpose of the various systems models and identify areas where they may be relevant to your industry programme.

	Identifying appropriate systems models
	Industry requirement that may be addressed by each type of system

	EMS 


	

	HACCP


	

	ISO


	

	The Natural Step


	

	Total Quality Management


	

	Triple Bottom Line Reporting


	


10.
Design to meet objectives

The design of the programme needs to reflect the objectives and the outcomes sought.  Assess what level of requirement is needed to meet the objectives.  You are able to create a management response tailored to your specific needs and resources.  

· What are the factors that influence the type of system required?

· What level of accreditation or registration is required to meet objectives?

· What level or monitoring or auditing is needed to meet the objectives?

· What type of training programme may be required to ensure that the programme is well understood and implemented?

· Will the programme be implemented in stages or all at once?  Are there priority areas that should be implemented first?

	Design criteria
	Possible responses
	Industry response

	Type of system required
	Regulatory by other body

Required by industry

Voluntary
	

	Level of registration or accreditation
	Essential

Recommended

Not important
	

	Type of auditing or monitoring system
	Self assessment

Internal audit

External audit
	

	Training programmes
	Essential

Recommended

Not important
	

	Timing of implementation
	All stages implemented concurrently

Implemented in stages
	


11.
Programme Management

During the planning stages it is important to think about how the programme, once developed, may be managed to ensure that adequate resources are available for the type of programme that is being developed.  

Questions that should be considered are:

· How will the programme be initially promoted?

· How will further extension be managed?

· Who will manage the programme and how will they be resourced?

· Can it be taken up in stages?

· What is the compliance costs for the various stakeholders - can they afford these? 

12.
Programme Monitoring

No programme is static.  Industry experience (Refer ‘The SAMsn Initiative’) shows that monitoring and reviewing are an important part of any programme.

While you are developing the programme consider:

· What will be monitored?  i.e what are the key performance measures

Consider the:

· Impact on the key drivers 

· Impact on industry 

· Impact on stakeholders

· Participation levels

· Costs and benefits

· How will the programme be monitored, evaluated and improved?

Having measurable outcomes means that the success of the programme can be established against the objectives which it is seeking to achieve.
Summary of Programme Parameters

Using the information in the sections above complete a summary to determine the shape and nature of your programme.

	Parameter


	Industry response

	Type of programme to meet drivers 


	

	Key issues from reviews


	

	Important specific industry considerations


	

	Regulatory requirements and methods to address these
	

	Programme objectives


	

	Important stakeholders


	

	Related programmes


	

	Systems models to be used


	

	Type of system required


	

	Level of registration required


	

	Type of auditing or monitoring system required
	

	Type of training programme to be undertaken
	

	The stages of implementation


	

	
	


Systems Models 

Environmental Management Systems (EMS)

EMS is used in a number of ways.  It is sometimes used to describe a system model for developing programmes and in other situations is used to describe a programme itself.  

An EMS systems model typically involves the following steps as part of a process of continual improvement: 

· Establish environmental policies;

· Set goals and targets;

· Adopt plans and procedures to achieve goals and targets;

· Monitor implementation;

· Institute actions to ensure compliance; and 

· Review progress 

This process enables an organisation to identify impacts on the environment and identify any legal responsibilities the organisation has with regard to the environment.  An EMS also enables an organisation to establish goals, objectives and targets and to develop a system that allows these goals, objectives and targets to be met.

The environmental policy documents an organisation’s commitment to environmental management.  The environmental policy is a framework for setting objectives and targets that need to be developed to deliver the commitments of the environmental policy.  It is important that organisations focus on continual improvement to ensure they strive for effective environmental management rather than focusing on specific issues such as waste reduction. 

Important components of an EMS include a procedure for identifying and recording legal and other regulatory requirements.  An environmental programme will set out these environmental objectives and targets with the designated responsibilities, and schedules for achieving these.

Management must provide the necessary resources, training and supervision to ensure the successful implementation of the EMS. 

Organisations need to put in place procedures to monitor and measure key characteristics and activities that have significant environmental impact.  Procedures will also have to be developed to monitor compliance and to respond to non-compliance.  These procedures offer the opportunity for continual improvement.  EMS must be regularly audited to determine whether the EMS conforms to the planned arrangements, with regular reviews to ensure that the environmental policy continues to be relevant. 

Hazard Analysis at Critical Control Point (HACCP)

In the New Zealand food sector HACCP-based systems have been adopted more widely than ISO 14000, a reflection of the principal focus of HACCP on food safety issues and the relative priority of this for many New Zealand companies.  HACCP is widely recognised by New Zealand's main trading partners.  The European Commission has incorporated HACCP principles into its Food Hygiene Directive and revised Directives for Meat Production.  HACCP can address issues such as residues, quality control and traceability and could be extended to cover other environmental risks related to production. 

Critical control points are points in an operation where one can apply a control to prevent or minimise a hazard from occurring and then set acceptable safety limits to ensure that the limits are not exceeded.

HACCP is a systematic method based on seven steps:

· Conduct hazard analysis;

· Identify critical control points for each step;

· Establish critical limits;

· Establish monitoring requirements of each CCP;

· Establish corrective action;

· Keep records; and

· Verify the HACCP system is working correctly.

International Standards Organisation (ISO)

ISO systems focus on the quality of the management processes of an organisation.  ISO establish a set of ‘Standards’, which participants seek to achieve in order to be compliant with the requirements of the ISO.

In 1993 ISO established a committee to develop a series of standards for EMS.  The Standards include:

· ISO 14001 - a specification for certifying an EMS; and

· ISO 14004 - guidelines and principles for an EMS.

ISO 14001 is an environmental standard that specifies the structure of an EMS and sets the framework for an organisation to determine organisational environmental objectives.  

The ISO 14000 Standards enables companies and organisations to develop an EMS based on the ISO requirements that can then be certified by an appropriate external agency. 

The Natural Step (TNS)

The Natural Step (TNS) is an international non-profit environmental education business, with offices in Sweden, UK, Canada, Japan, Australia, NZ, Israel, South Africa and the USA. 

The Natural Step is not a quality assurance programme, rather it is a process that a business can work through to develop a more environmentally friendly business and workplace. Each business develops its own programme, with the help of advisors from TNS, which sets out a framework within which development can be assessed for levels of sustainability.

The Natural Step (TNS) programme was developed by Karl-Henrik Robert, one of Sweden’s leading oncologists. (BSD website 2003). TNS is a science based, goal-oriented approach to sustainable development that encourages environmental systems thinking within corporations, governments and academic institutions. 

TNS is based on two principles:

1.
Basic science principles:

· Matter and energy cannot be created or destroyed;

· Matter and energy tend to disperse;

· A net increase in material quality on Earth can be produced only by sun-driven processes;

· We never consume energy or matter- only its energy, purity and structure.

2.
The preconditions of our lives:

· Humanity cannot tolerate continual degradation of the environment.

The concepts behind TNS signal a shift from linear to cyclic thinking.  Four system conditions for sustainability were developed from the principles:


1.
Substances from the Earth’s crust must not systematically increase in nature.  

In practical terms this means radically reducing the amount of mineral extracted from the Earth’s surface.

2.
Substances produced by society must not systematically increase in nature.  

This means that substances must not be produced at a rate faster than they can be broken down in nature, to ensure the phasing out of all persistent and unnatural substances.

3.
The physical basis for the productivity and diversity of nature must not be systematically deteriorated.

The productive surfaces of nature must not be diminished in quality or quantity, and the quantity harvested must not exceed what nature can recreate. This means sweeping changes in our use of land and water, particularly in agriculture, forestry, fishing and urban planning.

4.
Just and efficient use of energy and other resources.

Basic human needs must be met with the most resource efficient methods possible. This means a more resource-economical lifestyle in wealthy countries.

TNS provides a framework for organisations to develop a clear understanding of the strategic importance of improving environmental performance, a clear goal and a common language for discussing it across the organisation, and the internal process characteristic of learning organisations and so progress towards sustainability.

TNS has been implemented in a variety of sectors worldwide, from agriculture and water systems management to finance and tourism 

Total Quality Management (TQM)

Total Quality Management seeks to improve total performance, coordination and productivity of an organisation and focuses on the development of a corporate culture committed to the achievement and maintenance of quality and continual improvement.  It is not specifically environmental or sustainability focused, rather taking in all aspects of any organisation.

Triple Bottom Line (TBL)

Triple Bottom Line Reporting is a mechanism whereby all the performance of an organisation is assessed, not just the financial performance. This approach has been adopted by an increasing number of companies that are interested in monitoring and enhancing their overall performance as well as generating positive public perceptions.  Environmental quality, social responsibility and economic prosperity are assessed, with a need to assess performance against best practice standards.  
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