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Greetings Natural Step seminar participant,

More time has passed than I had hoped, but at last I have a date set for our follow-up
meeting. On Tuesday, June 13 from 7-9 pm I hope you can join us for an evening of discussion
and networking. We will be meeting at Good Shepherd Lutheran Church at-701 Iowa Ave. in
Decorah. It would be great if you could call me at 382-2451 (home) or 382-6514 (work) to
RSVP so I have some idea of how many can be there.

The main purpose of our meeting is to discuss our natural step implementation projects and
to see what sort of energy exists to move forward with a focus on sustainability in our community.
The enclosed rough agenda for the meeting will give you an idea of what I have in mind and
certainly we will try to make time for items you may want to discuss.

Now I realize that many of you have either forgotten completely about the implementation
project or may not be finished with it by that time. If you are in the first category, I strongly
encourage you to take a stab at one, first because it is a great learning process and second because it
will help the Towa DNR (our major TNS education funding source)-share the potential of TNS
with other folks in Iowa. If you have trouble coming up with an idea, please call me. The
possibilities are endless and there’s no need to make it 2 huge project—small things definitely do
add up in impacts. .

For starters you might try reviewing the hand-outs and any resource materials from the
seminar, or reading the enclosed excerpt from The Natural Step for Business, by Nattrass and
Altomare. Otherwise call me. I can help. Although you may not be working on something in a
business setting, the process is still the same. Your “case study” will be an exercise in looking at
your inputs and outputs and crafting a life in which energy and materials are used more sustaxnably
And pictures! Please take some, if it seems appropriate, at various times in your process.

If you have already begun a project, great! Take a ook, everyone at the enclosed survey
and respond to any parts you can before the follow-up rMetmg and then bring it with you. For
those of you just begmmng a project, the survey may guide yoar plarmtng a bit and help you get
started. Then, at the meeting you can get some feedback ori how it’s going and how to keep going.
I will try to anticipate some resources that may be helpful to bring along. If you need something
specific, call me ahead of time and I'll see what I can do. If you cannot come to the meeting but
have a completed survey, please send it to me, preferably a couple of days beforehand, so
others can learn from your experience. Ultimately, I would like all surveys retured to me

by July 14. 1 will be summarizing the information in them in a newsletter so everyone’s
experiences can be shared.

I have enclosed also copies of the comments from the small group exercise we did at the |

. end of the second night of the seminar. Some of you have requested copies of these. We will have
” time to work with these a little bit at the June 13 meeting if that is the wish of the group.
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I have set tentative dates for some follow-up events that wdl be msu'uctlonal for all of us as

well as the larger community. They are:

Wednesday, June 28 “Natural CsztaItsm-—TYJe Big Picture & An Iowa Petspecave”
We will watch a video of Paul Hawken talking about natural capitalism and Andy
Johnson, Director of R C & D for Northeast Iowa will share some interesting ideas
frotr: a very popular symposium about this new approach to economics in Iowa.
Place: Decorah Public Library downstairs meeting room; 7 - 9pm.

Inspirational~~free popcorn

Wednesday, July 5 and Tuesday July 18 Two-part book discussion group about
Natural Capitalism: Creating the Next Industrial Revolution, by Amory & Hunter
Lovins & Paul Hawken. This is a fascinating and inspiring book about all sorts of
ways to “solve or avoid environmental and resource problems with market-oriented,
whole-system approaches that are practical to their practitioners and to the
environment.” Copies of selected readings from the book will be available from the
library in mid-June. Discussion facilitators being arranged. '

Place: Decorah Public Library Mezzanine 7 pm each time

Watch local media for confirmation of details related to these events.
Lastly, many thanks everyone for taking the time to fill out the seminat evaluations and
being so good about sending them back to me. All of your comments are very helpful for me and

for Terry. Your honesty and support are very much appreciated.

If you have any questions at all about your projects ot the'meeting or suggestions for future
programs, please let me know. Hope to see you at the meeting June 13!

-Sincerely,
Heidi Swets

Recycling Education Coordinator
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: AGENDA
Natural Step Follow-up Meeting #1

Tuesday, June 13 7-9 pm Good Shepherd Lutheran Church
701 I0WA AVE, DECORAH, IOWA

* WELCOME, INTRODUCTIONS AND “ONE GOOD THING™ *
*What's one good thing that has happened in your life or your community 5Ince the TNS seminar?
‘(new Information, a revelation, a good change, a new possibility, good elgn....... )

*  NATURAL STEP IMPLEMENTATION PROJECTS—Share your efforts, get feedback
" and ideas from others on:
-Completed, In-process and yet-to-be-started projects of meetlng partlclpanbs
--Results from others unable to come to the meeting - .

*  NEWS OF TNS INITIATIVES ELSEWHERE

*  RESOURCES FOR FURTHER TNS STUDY
--publications
--web sites
“--national TNS office
--what do you know about?

*  COMMENTS ON SMALL GROUP NOTES FROM SEMINAR

*  WHERE DO WE GO FROM HERE? What Is the future of Natural Step efforts in this
areaf?
--does It rest with individuals only?
--a “community study group™?
--who organizes regular meetings?
_--funding

*  OTHER TOPICS FROM THE GROUP

e CLOSING 9pm

SEE REVERSE —7



A three-part approach was developed to learning the fundamentals of The
Natural Step. First, a summary of the scientific principles behind The Natural
Step in four short statements; second, the four System Conditions expressed in
action language;' and third, an outline of eight key concepts that are related to
the four System Conditions and that can be used to guide day-to-day decisions.
He summarized these three components as follows:

Four fundamental scientific principles underlying the four System Conditions
1. Everything spreads.

2. Nothing disappears. : . 6/ W
3. Concentration and structure give value. ! A
4. Green cells concentrate and give structure. W § \})L

Four System Conditions W
1. Cease using resources from the Earth’s crust. /( b - M

2. Stop using unnatural, persistent substances. : M%%

1E 3. Allow space for nature and the natural cycle. w .

4. Harmonize use of resources with natural regeneration. K/M V(
I - -Eight key concepts to translate the System Conditions into possible actions - 6\‘{\'\9 wj‘ﬁ\/\ ' \bﬂ»
5 or bases for decisions O\M MQ\D

' 1. Renewable: Change over to renewable raw materials and energy sources .,Q,
" (System Condition one). (/Q'é

2. Degradable: Use substances and materials that are easily broken down in
nature and converted into new resources (System Condition two).

3. Sortable: Construct products so that the constituent materials can be
easily separated for recycling (System Condition four).

- 4. Nature: Refrain from all unnecessary intrusions into nature and the eco-

cycle (System Condition three).

5. Save: Always ask yourself whether you can avoid or cut back on your use
of resources (System Condition four). '

6. Quality: Choose products with a long useful life, which can be repaired if
they break (System Condition four).

7. Efficiency: Plan use of materials, energy, technology, and transport to
achiev§ maximum benefit for minimum expenditure of resources (System
Condition four).

8. Reuse: The greatest savings in our use of resources can be achieved by
reusing them (System Condition four): -
a. Reusing products (i.e., using the same product several times).

b. Recycling materials (i.e., using used material as raw material for a
new product).

c. Incinerating materials to release the energy content, such as using for
heating purposes. This is only acceprable if the gases emitted are such
that nature can deal with them. Dumping waste on garbage tips or
pumping it into rivers, lakes, and seas is not an alternative in a sustain-
able society. '

According to Nilsson, “the four fundamental principles provide the scientific
background. They address why we have the situation we have today. The four
System Conditions describe what we have to do about it. The eight key terms
provide guidance on how to do it.” Once these distinctions were made and dis-
cussed, Nilsson recalls, “all of a sudden everything, to everybody’s big surprise,
was quite clear!” Participants could see the functional use of the information and
the way it related to IKEA. For the training to become effective, it was essential,
v first, to connect the various components of the training material, and second, to
5 link that material to IKEA’s daily business decisions and activities.




SUMMARY SURVEY for IMPLEMENTATION PROJECTS of
NATURAL STEP SEMINAR PARTICIPANTS

Name & Address of Person(s) facilitating the project:

Phone E-mall
Name of agency, business or institution facllitator represents, if applicable:

Date project begun If completed at the time of this survey, glvedate______-— - -

PART I—THE PROJECT

I. Name of Project & Brief Description: (Feel free to use a separate sheet Iif necessary)

2. What motlvated you to choose this one?

2a0€@ ACH PE UE ¢ 2 A& 4 /
* the four system conditions for sustainabllity bel
and a quick “how to apply them list” Is attached to help you. Measuring the success of your
efforte will be much easler If you can quantify these violations in some way. Think in terms of
Inputs and outputs. For example, how much fossil fuel does your delivery system or your lawn
mower consume? How many reams of waste (and other) paper, on average, does your office
generate? '

spect to your project. How, for example, are

ng violated? A summary of the 4 conditions - - —- - -



- 2 ’ - g What is your vision
of a future in which your project focue is opcratlng In accordance wh:h sustalnability
principles? Try to reference how this vision satisfies the 4 gystem conditions. Also, If you are
part of a business operation, you may include here how the marketplace of the future will view
your producte and eervices and how your unique attributes can best be prepared to service
that market. If you're working within your family/home system, it's the same Idea—a vislon for

long term health and stabllity in the broadest sense. This is the fun part—where creativity
and Innovation have a free rein.

5. Describe how you utllized "backcaatlng to design an action plan that will move the

L g-te Be sure to include attention to
opportunlﬂea to take advantage of "Iow hanglng frult"--fr.hoec ghort-term steps which serve
as platforms for longer term goals.




PART II—ANALYSIS

1. Inwhat wa 26 _YOU ents Je ICE W: Agaln, think in terms of
Inputs and outputs. “Waste” can include municipal solid waste, hazardous and/or toxic
substances, air pollution, water pollution, manufacturing and transport waste, packaging,
etc. Here’s where quantifying comes In handy. It's nice to be able to track progress,
especially when it means a financlal savings.

AT

2. What are some of the significant challenges you anticipate or have already encountered
with this project and how do you intend to deal with them?

~ 3. What were the reactions of employees, family members, friends or businese assoclates to

your project?

4. What changes did you notice, or are your noticing after The Natural Step framework was
introduced?



5. What additional information or asslstance do you need to continue working on your
project?

6. Overall, how would you rate the success of your implementation project? What worked and
what didn’t? Ae a result of your experlence, what advice would you give to someone else
about how to incorporate sustainabllity principles in a similar situation?

7. Do you have any photos related to your project you would be willing to share?



Thank you! for taking the time to fill out this survey. Results will be summarized and
sent to all Natural Step seminar particlpants so that your learning experiences can be shared
with funders of the Natural Step education project and with those who are unable to attend
follow - up meetings.

Several of you have Inquired about the possibllity of continued discussions about The
Natural Step and how to bring about adoption of the principles In a variety of areas of
community life. This Is a very exciting and necessary poseibllity but it will need some
additional energy to make happen. Can you help?

e YES, | am Interested in helping to nurture discussion about sustalnabllity in
Northeast lowa. 'm excited about: ,

a community study group which meets regularly

films/videos about TNS and other sustainability initiatives

a book discussion group

other

**| have the following skills/resources to offer:

" NO THANKS

hale | know someone else who would like to know about TNS events and discussions:

A}

Please mall your completed survey BY JULY 14, 2000 to:
Heldi Swets/TNS
Spectrum Recycling
2510 172 Ave.
Decorah, lowa 52101







| wish | had kbown about The Natural Step earlier.

We were introduced fp The Natural 5tep after we had already built
our environmental management system. The Natural 5tep helps the nuts
and bolts of the enviror::menta'l management system make more sense.
| believe the TheiNatural Step framework can help build 2

stronéer and better overall system-
Larry Chalfan — former President and CEO
Oki Semiconductor Manufacturing

1E NATURAL STEP FWEWORK is a strategic planning ool with implica-
tions for an organizf;tion at every. level. The framework provides 2 clear
vision and a scientifically rigorous definition of what it means to be envi-
ronmentally sustainable. It acts as a cOMPpass that helps © determine if a com-
pany is in fact moving in the direction of sustainability. Fowevet because the
framework does not prcscéibc what specific steps 1© follow, a company will gain
the most benefit by integrating it with an environmental management system-
For many sustainability g@als, a formal environmental management system isan
effective vehicle for imple:':mentation.

An environmental ménagement system is p:imarily a vehicle designed t©
help a company achieve and demonstrate improved environmental pesfor-
mance. ¢ provides a set of procedures for implementing and monitoring envi-
ronmentally relevant bixs'mess practices. Used in conjunction with The
Natural Step framework, it provides a clear vision of where the business 1
headed and 2 practical ni}ethodology for geting there. This,chapter describes
how and why The Nacural Step framework enhances environmental manages
ment systems and explor:'ics the approaches various companies are taking when
they combine 2 traditional cnvironmental management system with Natral
Step-style systems thinking.

169



- Formal environmental management systems are gaining popularity around the

B rpTeea———.
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" their environmental management systems to conform to internartional stan-

“the ISO 14001 Environmental System Standard created by t;he International

world. With the globalization of the economy, many companies are upgrading
dards, such as the Eco-Management and Audit Scheme (EMAS) in Europe or

Standards Organization. 5

"The ISO 14001 standard was published in the fall of 1996 and is part of the
ISO 14000 series of environmental standards. The tcchnical?committee thar
drafted ISO 14001 (TC 207) included representatives from most of the indus-
trialized countries in the world. More than 5,000 sites worldwide have been cer-
tified to the standard by independent ISO 14001 registrars, and many, more are
creating “ISO-conforming” environmental management systems without seek-
ing certification. :

A formal environmenral management system can yield: many benefits,
including increased environmental compliance, reduced cosr:s and liabilities,
reduced impact on the environment, and competitive advantage. In addition,
business customers are increasingly requiring that suppliers become certified
according to one of the internationally recognized standards, or at the very least,
institute a credible environmental management system. o

Karl-Henrik Robert compares an environmental management system to a
powerful sailboat. The boat comes with a detailed instruction manual describ-
ing where the stern and bow are, how to operate the sails, etc. Robért adds, how-
ever, that building an environmental management system without a strategic
planning tool (like The Natural Step framework) is like having no compass or
map to guide the boat. The metaphor can be taken further: a typical environ- -
mental management system may certainly support a company in sailing along
the familiar coastline of regulatory compliance and incremental improvement
based on present conditions extrapolated into a predictable future, but it may be
of little use in the stormy waters of the global economy and increasing, chang-
ing, and uncerrain ecological pressures.?

With The Natural Step framework providing a compass to, steer a company
in the direction of ecological sustainability, a company’s environmental man-
agement system can move beyond goals like -compliance and incremental
improvement to support goals such as market leadership and improved com-
petitiveness. The environmental management system can provide the steps that
lead to new opportunities and reduced costs that strengthen the bottom line as
well as create a sustainable, or even restorative, economy.? According to Bertil
Rosquist, Environmental Manager at McDonald’s of Sweden: ;“ISO doesn’t tell

Chapter 9 - A Compass for Environmental Management Systems

you anything about goals. You can be quite a polluting company and still get
certified if your management system meets the standards.”

The ISO 14001 standard is a template, but a company need not be seeking
ISO certification to apply the guidelines outdined in this chaprer. Application of
an environmental management system varies enormously across different coun-
tries’ legal systems and across diffcrcm.accreditation/ccrtiﬁmtion ﬁ'amcwprks,
but the fundamentals are essentially the same.

The management system outlined in 1SO 14001 is cydic. The cycle begins
with setting an environmental policy. Next, a company plans how it will carry
out that policy, and then the plans are implemented. Progress toward gcfals is
continually checked and, when necessary, corrective action is taken. Periodically,
the organization’s top management reviews the efficacy of the programs and the
continued relevance of the original policy and plan. At the end of each cycle,
policy and programs are reviewed and revised as necessary, and a new cycle
begins.4 Each of the components of a formal ISO 14001 management system
are outlined in Figures 9.1 and 9.2. : .

1SO 14001 Summary

Figure 9.1

Source: The ISO 14001 Environmental Management System Standard, \nternational Standards Organization,
1996.
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_improve the management system-for the next round, and it starts again

THE NATURAL STEP FOR BUSINESS

) . Figure 9.2
The 1SO 14001 Environmental Management System

Environmental policy. Each iteration of an 1SO 14001 cycle begins with top
management setting or amending the environmental policy. At a minimum, a
company's policy must express a commitment to compliance with environ-

mental legislation and some form of continual improvement and prevention
of pollution.

Planning. To facilitate ongoing evaluation of progress, a company must have
procedures to identify environmental aspects and legal requirements and to
determine which aspects have significant environmental impacts associated
with them. Focusing on activities with significant environmental impacts, a
company then sets objectives and measurable targets for improvement and
designs programs to achieve those objectives and targets. The word “mea-

surable” is important. For a company to be able to gauge progress, goals and
targets must be measurable. ‘

Impiemrentation and operation. Once programs are designed, a company out-
lines a management structure and assigns roles and responsibilities to carry
out the programs. Training needs are identified and employees are trained to
ensure that they have the necessary awareness and competence to carry out
their responsibilities. Procedures are established and maintained for commu-
nication regarding significant environmental impacts to refevant employees
and to community members and interested stakeholders. The major compo-
nents of the EMS must be documented and procedures must be established
for controlling documents to ensure that they are up-to-dateand can be locat-
ed. Operational controls must be established and carried out for all activities
that are associated with significant environmental impacts. In addition, the
organization must establish and maintain procedures to mitigate environmen-
tal impacts associated with accidents and emergency situations.

Checks and corrective action. The organization must have documented proce-
dures to monitor and measure activities that can have significant effects on the
environment. They must also have procedures for handling and investigating
nonconformance, taking action to mitigate effects caused as well as corrective
and preventive action. Procedures must also be established and maintained to
keep environmental records that demonstrate conformance with the require-
ments of the standard. Periodic audits are conducted to determine if the EMS
conforms to the standard and has been properly impiemented and maintained.
The results of the audits must be provided to management.

Management review. At the end of each cycle, top management must eval-
uate the effectiveness and suitability of the EMS. Changes are made to

through the cycle.

Source: Adapted from Kranz & Burns, 1997.

Chapter 9 - A Compass for Environmental Management Systems

There are many ways that The Narural Step framework can enhance an envi-
ronmental management system. Jimmy Sjoblom, Environmcr'ual Manager of
Singa-Siby Hotel and Conference Center, notes: “By using the System
Conditions, our 1SO program is something we can use on the offence, rather
than just guarding our back. The System Conditions tell us how far we can go,
how far we can set our anchor. We are way beyond incremental ‘1mprovcmcnts
or defensive strategies. Defensive activities are not 2 constructive use of our
resources.” Bertil Rosquist of McDonalds of Sweden adds: ' Since our whole
environmental program is based on the System Conditions, incorporaung .T‘he
Natural Step into our 15O system will be no problem. In fact, 1SO will solidify

even further.” -
Ourgl’;lsScmiconduaor analyzed this ISO/TNS integration and idenrified at
Jeast 15 areas where the framework has added value to the process. In the 1SO
14001 summary provided in Figure 9.1, the only areas whc.re The Natural Step
framework did not add value was in communication, environmental manage-
ment system documentation, and document control under “Implementation
and Operation.” In every other area on the chart, The Natural Step framework

improved the ISO process for Oki Semiconductor. Figure 9.3 is a summary of

i i i i tools.
Oki Semiconductor’s suggestions on how to integrate the wo to
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Back-casting: How Strategic Planning for Sustainability

Informs an Environmental Management System '

Back-casting provides one of the most powerful tools for the strategic imple-
mentation of an environmental management system. Fundamental to The
Natural Step framework as discussed in Chapter 2, back-casting is a method of
strategic planning that aligns a company’s long-term vision with the principles of
sustainability. When back-casting, a company first analyzes its current situation

in light of the funnel and the four System Conditions. It examines its current .

operations, products, and services to determine where it is most out of alignment
with the principles of sustainability. For example, for System Condition One, it

asks whether the company is dependent on materials from the Earch’s crust that |

accumulate in nature. If so, are those materials used in a di$ipativc fashion? If
so, is the company willing and able to phase out its dependence on this type of
activity? This is done for each of the four System Conditions.

" Next, the company envisions an ideal furure in which it operates in accor-
dance with the principles of sustainable society. This includes imagining how
the marketplace of the future will view its products and services, and how its
core competencies can be best positioned to service that marker. This can be a
tremendous source of creativity and innovation.

Finally, the company designs an action plan that will move it from its cur-
rent reality to its long-term vision. It takes advantage of “ljcow—hanging fruic”,
making sure that each short-term action serves as a plaform for longer-term
goals. This long-term strategic planning provides the directic:m for the environ-
mental management system, which will then embed the strategic decisions made
during back-casting.

The sustainability strategy embraced by Electrolux, the largest appliance
manufacturer in the world, is an excellent example of this ailpproach. In 1992,
Electrolux formulated its vision and policy to guide its actici)ns toward sustain-
ability using The Natural Step framework. Electrolux states: “The vision presents
images of our goals, the ideal situation that we constantly sririve towards in our
efforts to be a good neighbor in the global community. The basis of thart is a
thorough understanding of nature’s limits and the sobering frecognition of how
our actions impact upon the environment. Our policy encompasses a holistic
view of a producr’s entire lifecycle, from raw marerial handliri:g and manufactur-
ing to utilization to recycling.” In Electrolux’s view, an envifonmental manage-
ment system offers a structure for its environmental work, a pathway to realizing
its vision and policy. In 1995, Electrolux determined that all of its 150 produc-
tion facilities worldwide would be ISO 14001 certified beforei the year 2000. The
Electrolux 1997 environmental report credits collaboration with The Natural

Step for inspiring their “holistic approach to environmental management.”
, H

L
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The Natural Step, Back-casting, and Figure 9.4

Environmental Management 8y§tems

Unsustainable Direction

Cu-rrem.'
Reality

System Condition 1

b 2
2 g vision of
g o Restorative
N, 2 Enterprise
Svstem "emeny | g
s ’ : W ystem Condition 4 ]
Sustainability

Source: NanrasélAltomare, 1999

"This type of long-term strategic planning makes for a stronger environmen-
tal management system, especially when contrasted with the traditional fore-

casting approach of many companies. During forecasting, a company revnewsﬁus
current impacts and sets targers that incrementally reduce its impacts year after -

year. This can lead to incremental improvements in environmental performan?e,
i i i i whole pic-
but doesn’t provide the type of leaps that are possible with seeing the fup
ture. Companies that have a holistic picture and a strong vision of the furure
align muliple resources. and departments toward this unified vision. If they

don't have a holistic approach, a company’s efforts could potentially move th.cm .
along a number of different paths, without adding up to 2 coherent direction -

with significant improvements.

Advantages of Using The Natural Step Framework to
Enhance an Environmental Management System

An environmental management system combined with a co.mprchcnsi.vc sus-
tainability vision supports a company’s strategic goals anfi drives strategic dcc?-
sions throughout the entire organization in a systematic way. S.llCh an cm:-
ronmental management system will result in targets and (?b;ec’nves that rake
into account a global perspective and are keyed into the business’s core strategy.

With 1SO 14001 implementation, some companies stop at the plant bou.n.d-
ary, assuming that certain issues are beyond the direct control of the facility
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being cerrified. The Natural Step framework can help expand and connect the
environmental management system with other aspects of the business, and helps
it to encompass as many domains of sustainability as possible. For example, a
shared framework can help managers in product design, marketing,. and manu-
facturing, to implement improvements more effectively dﬁ'oughput the entire
product lifecycle. ’ : ‘

The creation of an environmental management system, especially if one
seeks certification, necessitates a serious commitment of company resources,
particularly labor hours, to create the policies, procedures, and programs
required, and to train employees in how to use the system. Especially if a com-
pany’s current environmental management system is doing an adequate job of
keeping the company in compliance, the investment in an enhanced system

must be justified by significant new benefits to the company, and these ulti- -

mately must translate into increased profitability and enhanced competitive
advantage. The Natural Step framework can help the environmental manage-
ment system provide additional added value to the company.

- Unfortunately, although our environmental problems are due to systemic
errors in our relationship with nature, our regulatory system reacts to the down-
stueam effects of these errors rather than addressing root causes. This keeps
industry reacting to constantly changing environmental regulations rather than
helping it get ahead of the game. A good example is the case of ozone-depleting
chemicals. When chlorofluorocarbons (CFCs) were ‘initially restricted by law,

companies re-engineered their products and factories to accommodate

" hydrochlorofluorcarbons (HCFCs) instead; however, they are problematic as

176

well. While they are less ozone-depleting than CFECs, they‘are persistent com-
pounds, are greenhouse gases, and are toxic. HCFCs will eventually be phased
our, necessitating companies to change course again. There is no doubt that
benign substitutes can sometimes be difficult to find. Nevertheless, there are
many opportunities for companies to avoid these costly course corrections by
thinking systematically about long-term sustainabilicy. '

Some companies may encounter internal resistance to creating a formal envi-
ronmental management system, especially if a company’s experience with ISO
9000 certification (the international standard for quality management systems)
was a negative one. A common sentiment among management and employees
is, “Oh, no, not another program.” Yet it is vitally important to have the major-
ity of employees and senior management on board in order to build an effective
system. Integrating the environmental management systerr:) with The Narural
Step framework helps create this important buy-in because.people can see how
it supports the company’s larger vision for the future as well as real business
objectives. The Natural Step framework also provides coherence and meaning

Chapter 9 - A Compass for Environmental Management dystems

for employees by helping them understand the relationship berween the sys-
tem and their own personal values, leading to better participation.

How to Create an Environmental Management System
with The Natural Step Compass

In a typical environmental management implcmcntatio‘n, :
its environmental policy, and then forms 2 cross-functional team made up o

individuals from all areas of the facility. The team then completes a .c?mprc-
hensive review of the facility’s environmental “aspects,” or (.hosc ac?lvmes that
have the potential to interact with the cnvironment}.lf dccndes' which ?f these
ework for decision-making of its own
sed by setting objectives and tar-

a company first sets

aspects are significant, using a fram
choosing. Significant aspects must be addres
gets which can include such activities as: . ‘

« controlling the aspect, i..e., inspecting a chemical storage area to ensure

that no spills occur ‘
» improving it, i.e., reducing energy use by 20 percent each year or

»

« studying it for action later on. )
From here, the cross-functional team incorporates these objectives and targets
and work instructions, trains its employees on

into its programs, procedures,
o se procedures

their role in the environmental management system and in the
" and work instructions, and then maintains records to ensure .[ha[ the proce-

dures and work instructions are carried out. Periodic audiu.ng is conducted to
ensure that the system is functioning propetly, and a periodic management
review of the whole system leads to continuous improvcmcn't. .

Although there are many ways that the framework can be integrated mtohan
environmental management system, for purposes of this cha.ptcr, we have cho-
sen several centrally important areas to explore in more dctful. This exploration
focuses on the following key steps for building an 1SO environmental manage-
ment system: -

1. Setting an environmental policy

2. Creating an inventory of environmental aspects

3. Determining which aspects are significant

4. Setting objectives and targets

5. Measuring progress .

6. Establishing training programs, awareness, and competence,

+
7. Instituting a management review.
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Semng an Environmental Policy
“The Narural Step provides a framework for an environmental policy that is
“based on sustainability principles. The framework helps a company articulate 2
vision of the future that can be reflected in its environmental policy. It provides
one additional benefit: the 1SO standard requires that a company’s policy incor-
porate a commitment to “pollution prevention.” However, it does not provide a
definition of pollution. Since the framework helps identify the root cause of
environmental problems from a systems perspective, it can help:to build a com-
mon definition of pollution among the members of the cross-functional team.
Without this systems perspective, a company is left to rely on a definition of pol-
lution that may vary from person to person, and from company to company.
Singa-Siby is a Swedish hotel and conference center located in the coun-
tryside abour an hour’s drive outside of Stockholm. It is the first company in
the hotel and restaurant industry to incorporate The Natural Step framework
and be cerrified according to both 1SO 14001 and EMAS. The company has
utilized The Natural Step framework as a compass in all aspects of its environ-
mental management system, starting with its environmental policy. In addi-
tion, as illustrated in Chapter 8, Singa-Siby has been a pioneer in developing
metrics based on The Natural Step System Conditions (see Figure 8.3). -

Creating an Inventory of Environmental Aspects

Completing an inventory of environmental aspects is an important step in
understanding how the company impacts the environment. The Natural Step
model can help a cross-functional team to think about the way in which their
operations impact the environment, and to see their operations in a global con-
text. For example, companies may miss ways in which they impact the environ-
ment, other than those regulated by law. The Natural Step framework can help
them identify all sources of potential impact to the environment, especially ones
that may surprise the company down the road or that have a more global effect.
Tom Chapman, former Vice-President for Corporate Communications of
Mirsubishi Electric America, comments: “As we study how to combine TNS and
I1SO 14001, our approach is to use the TNS framework as a way to organize
information about our environmental aspects. Before, the aspects were all just
data, bur using TNS has rurned them into objectives. 1SO 14001 is the ‘what;’
TNS provides the ‘why.”” .
Larry Chalfan adds: “Our idea of whar aspects to include and what thei

impacts really were was very diffetent after a'year of studying The Natural
Step. We now look more deeply at our impacts and ask very different ques-
tions.” Charles McGlashan, a management consultant who uses the frame-
work when designing environmental management systems, comments: “We
used the The Natural Step framework when creating the aspects inventory at

:
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one of our client’s automotive rfnanufacmring plants. It really helped the cross-
functional team understand and categorize the facility’s impacts from a global
perspective.” 5

Determining which Aspects are Significant
When derermining which aspfects are significant (and are therefore the focus
of the environmental management system) the The Natural Step compass
adds significant value. Normally, a cross-functional team uses a framework of
its own choosing using their, best judgement about which aspects pose the
highest risks. A common przictice is to take a downstream approach to this
process, looking at the Jocal ‘risks associated with emissions to air, soil, and
water. This approach is adcduate, but sells the environmental management
system short.

Determining significance from the upstream perspective means that a com-

. pany takes into account both the local and global environment, both short-term

and long-term effects, activities that are not regulated today but may be in the
future, and, most importantdly, the company’s long-term goals.

Referring to Strategic Goals for Guidance. One method for determining sig-
nificance uses the results of the company’s back-casting exercise. At the com-
plctioh- of this exercise, the company will have a good idea-of the areas where -
it violates the ‘System Conditions most severely, of its vision of itself in the
future, and of some of the critical steps needed to get there. From this future
vision, it can then set objectives and targets for the company as a whole. For
example, if a company recognizes that its use of persistent compounds in its
products and processes poses a significant risk (as seen through the lens of the
TNS framework), it can ser a corporate Yarget of reducing its dependence on
these materials. A facility can then automarically flag these aspects as signifi-
cant and assign them a facility-specific target and objective in alignment with
the company’s long-term goals. IKEA has taken this approach by striving to
climinate all heavy metals and persistent compounds from its products com-
pany-wide. This type of -comprehensive approach can only succeed with 2
commitment from the top levels of a company.

The Compass and the As:pect.s Inventory. Another way of incorporating the
framework is to indicate, when building the aspects inventory, which aspects
relate to which System Conditions. This can help a cross-funcrional team to
think abour impacs as they relate to the framework and to direct decisions on
objectives and targets. The downside to this approach is that the exercise may
be cumbersome, especially if a facility’s aspects inventory is very detailed.
System Conditions as Indicators of Significance. .System Condition One:
John Holmberg, a physicist working closely with Robert to develop The Narura
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Step model, derived a ser of indicators for sustainable devc:lop:ment.6 These indi-

‘cators can be used to help a company prioritize its environiental aspects. For
example, how is one to determine the relative significance of the release of cad-
mium over that of mercury? We know that each is a violation of System
Condition One, but their effects may not be'equal. Holmberg’s analysis explains
that the material’s relative abundance in nature compared.with human-created
flows will have an impact on its ultimate effect. For example, human-created
flows of aluminum are relatively insignificant compared to. aluminum’s abun-
dance in nature, whereas human-created flows of lead are 12;times those of nat-
urally occurring flows, and human-induced copper flows are 24 times those of
naturally occurring flows.
The following formula can be used to weigh the relative significance of a
company’s use of metals and minerals: :

Indicator of _ Human-made quantiry

= i d
Significance Abundance in Nature X Quancity use by the c<?mpany

This type of analysis can help a company determine which System Condi_.tion '

One aspects are most significant.

. System Condition Two: Understanding System Condition Two can also help
determine what aspects are significant. Companies may use a variety of methods
to determine which materials produced by society are significant. Unfortunately,
too many companies use the regulatory system as a guide. The downside to this
approach is that a company will be reacting to changes in laws and regulations
thar are out of its control. Materials that are substituted can later be found to be
problematic as well, forcing a company to change course again. Taking an
upstream systems approach helps a company be proactive. Most companies need
to do a marterial inventory to understand what materials will have to be reduced
or eliminated to reduce their dependence on materials that are persistent, have
a human-made presence in nature that is out of balance with natural flows, and
are toxic. - ;

Another important focus is substances for which the long-term effects are
unknown. Endocrine disrupters provide an excellent example. As reported in
Our Stolen Future by Theo Colborn, Dianne Dumanoski, and John Peterson
Meyers,” endocrine disrupters are synthetic compounds found in plastics and
other materials that tend to mimic hormones in the body. The body receives and
utilizes them in very tiny amounts as if they were the hormones themselves.
Endocrine disrupters are not regulated at the present time, but because they are
suspected to have a role in infertility and cerrain cancers, they are currently
being studied by the Environmental Protection Agency andfother organizations.
Chances are that they will be regulated in the future. The Narural Step compass

reminds us that the time to think strategically about our use of such synthetic
A |
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compounds is not when everything is known about a chemical, but when we
know it is not in accordance with principles of sustainability. ’

System Condition Three: Companigs in the mining, forestry, fishing, and
agriculeural industries have obvious System Condition Three impacts. For many
manufacturing facilicies, their direct impact on the productive capacity of the
biosphere may be less directly visible, but no less important. For example, there
are two areas in which an understanding of System Condition Three may help
frame a facility’s impacts; The first is the company’s raw material use, such as
water and paper, and the second is the impact of the physical building on the
local environment. For the latter, a company may wish to consider landscaping
issues or to examine the transportation issues associated with its workforce get-
ting to and from work and with its goods and services being moved around.
IKEA, Scandic Horels, Collins Pine, and Interface all consider transportation 1o
be one of the most important issues for society in general, and their companies
in particular, to address. This is true not only because of the contribution trans-
port makes to molecular garbage through the burning of fossil fuels (System
Condition One) but alsé because of the increasing destruction of narural envi-
ronments through the encroachment of roads and highways.

System Condition Four: Inefficiencies in energy use, material use, and the

-transportation of raw materials or the final product may be considered System

Condition Four impacts. In addition, a company’s impact on communiries both
local and global and the extent to which its products and services meet human

" needs are addressed here.

Setting Objectives and Targets

The process of setting objectives and targets is one of the areas where the frame-
work adds the most value. Objectives and targets that are in alignment with a
company’s long-term vision can make an environmental management system a

powerful tool. Too often, a company’s targets are sct to minimize short-term -

risks. It is preferable thit objectives and targets be based on longer-term objec-
tives set in a business context. These objectives and targets then provide a struc-
cure for balancing and integrating both business and ecological concerns.

As Figure 9.5 shows, Mitsubishi Electric America is an examiple of a compa-
ny thac integrates its business objectives in its environmental management sys-
tem. Their overarching corporate environmental. objectives and targerts are inte-
grated at the plant level, with the individual plants serting additional objectives

.

and targets as well.

s
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. - - Figure 9.5
Mitsubishi Electric America
Corporate Environmental Targets

Facility Level:
» Reduce energy use by 25% below FY 1990 level by FY 2000
» Reduce waste disposal by 30% below FY 1995 level by FY 2000

* Reduce tree-based paper use and purchase by 75% (Factor 4) by the
end of FY 1999 and by 90% (Factor 10) by the end of FY 2000

o Eliminate the use of old growth/primary forest produicts by FY 1998
e Eliminate the use of chlorinated solvents in open systems by the
end of FY 2000
Product Level:

* |ncrease the use of recycled materidls (excluding metals) in products
by 30% abave FY 1995 levels by FY 2000

¢ Reduce packaging materials by 20% below FY 1995 Ievel by the end
- of FY 2000 : :

Measuring Progress

Companies use a variety of indicators to measure cnvrronmcntal pcrformance
Designing good environmental performance indicarors is vntal because what gets
measured tends to gets managed. It is important to ensure that a company i is
measuring the things that matter, not just collecting dara.

The State of the Art. Unfortunately, most companies still use an end-of-pipe
approach to measurement. They measure such items as emissions, pollution,
and tons of hazardous waste generated. They also measure compliance statistics.
Limiting measurement to only these types of environmental performance indi-
carors limits the effectiveness of an environmental management system because
these types of data are normally seen by management as something peripheral
rather than crucial to the mission of the business.

A Systems Approach. While some of the traditional environmental performance
indicacors are important (and many are relatively easy to mfcasurc and report), a
new class is emerging. New environmental performance indicarors tend to be
normalized (compared to dollars in sales or number of units produced) so that
they can be used by managers to run the business better. They emphasize sus-
tainability and are integrated with profitability measures. They use an integrat-
ed systems approach and take into account global effects, material inputs (not

1
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just pollution), the entire product lifecycle, and business goals. Following are
examples from three companies: :

Electrolux. Electrolux’s effective use of this approach is an inspiring example. In
its 1997 annual environmental report, the company articulates the following
environmental pcrfomiance indicators that show its systemic approach (for
more detailed information, see the Electrolux website listed in the Resources sec-

tion of this book).

Figure 9.6
Electrnlux Envrronmental Indicators

Facnlrty Level: -
» Energy cost per:added value* (%)
~ * Energy consumptron per added value (kwh/$)
e Carbon dioxide emission/added value (kg/$)
e Water consumption/added value* (cubic meters/$)

e Energy consumption per square meter of heated surface area™
(kwh/m2)

« Direct material efficiency (kg product/kg<raw material used)
« added value is defined as the difference between total manufacturing’
costs and direct material costs..
Corporate Level::
e Share of total sales represented by envrronmentally leading products
* Average annual:environmental improvement of product range
¢ Increase in recjclability of products
« Environmental improvement of manufacturing facilities

Interface. When Ray ;‘;\nderson began shaping Interface’s vision of sustainabili- ‘

_ ty, he asked about the total quantity of material moving through the company.

How much material from the Earth’s crusc is removed each year due to
Interface’s operations? {How much is deposited in landfills each year? He calcu-
lated that the company is responsible for 1.2 billion pounds of petroleum being

extracted from the Earth’s crust each year. Only one-third is used for the mate-

rials in carpet; tWO-thilj’dS is the energy it takes to make the carpet. Over 250 mil-
lion pounds of carper are produced each year in the United States. Wich an aver-
age life of 15 years, l'!leSt of this material goes to landfills. Quantifying these
flows can be a very powerful experience; it motivates people because they ¢in
begin to see the wholc; picrure.
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An important indicator for Interface is pounds-of-petroleum/dollar sales.
Interface’s vision is to eventually make all carpet from recyc:lcd materials and to
use totally renewable energy sources. If their strategy succeeds, the indicator will
approach zero. Since starting its journey to sustainability, Interface has watched

this indicaror fall as sales have risen.

Singa-Siiby. After conducting a thorough review of all of its environmental
impacts, Singa-Siby designed a comprehensive set of environmental perfor-
mance indicators based on the System Conditions. In its 1997 environmental
report, 1995, 1996, and 1997 results are included together with 1998 targets.
This impressive document represents the most complete use to date of the four
System Conditions as the foundation of environmental periformance indicators
(an example of these indicators can be found in Chapter 8).

Establishing Training Programs, Awareness, and Competence

One of The Natural Step’s most powerful areas of influence is in employee train-
ing. As Chalfan points out: “We tried to get people’s hearts and minds engaged
when starting our ISO 14001 program. During employee training, I reviewed
the environmental situation, connecting it to our lives and the lives of our chil-
dren and grandchildren. 1 explained, however, that I had faith that it could
change, if we all do our part.” : 5

This broader perspective helps employees understand their own and their
company’s role in creating a sustainable furure-and often% leads to a heartfelt
commitment to the environmental program. This can be%contrastcd 10 many
employee training programs that focus on regulatory compliance as something
they “have” 1o do because “it’s the law.” The Natural Step training creates a
framework for employees’ ideas to help a company reach ijts goals during their
day-to-day work lives. TNS training also helps employees apply ecological
insights in their personal lives in satisfying ways.

Employees’ undersranding of their responsibilities and the consequences of
their departure from established work procedures is a necessary component of a
well-functioning environmental management system, and it is something that
auditors will look for during certification. Connecting theicompany’s potential
environmental impacts to the global environment using the The Natural Step

framework helps explain the rationale for specific work procedures.

Instituting a Management Review

The last step in the environmental management system cycle is the periodic
management review. Management reviews the company’s progress toward meet-
ing its objectives and targets, the results of environmental management system
audits to determine whether the system is functioning effectively, and the com-

pany’s inventory of aspects; then plans are made for the next cycle. The Natural
]
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Step framework enhmcés this process by illuminating the vision that a compa-
ny can work toward, ycar after year. The Narural Step framework can not only
enhance management’s strategic planning sessions so that the environmental
management system is sc;cn in the context of the company's back-casting, action
plans, and business climfatc, but also determine the impacr of ecological trends

on the business.

Conclusion

Environmental management systems are gaining popularity around the world.
They provide structure for the integration of environmental issues into man-
agement and day-to-day operations. But they don't provide the vision that
guides a company on the voyage to sustainability. Nor do they provide the
understanding of what: constitutes a sustainable direction. The Natural Step
framework provides the compass to navigate these new waters. Once the vision
and direction is set, an ‘environmental management system is a valuable vessel
for making the joumcy,? operationalizing the vision and documenting progress.
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