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EHS Management Systems

 Systematic approach to integrate environmental, health & safety
considerations into day‐to‐day activities of an organization
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EHS Management System



EHS management systems provide 
several benefits
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 Enhance risk management & environmental protection

 Improve worker safety & reduce worker illness & injury

 Demonstrate commitment to EHS

 Improve relations with workers, business partners, regulators & public

 Use as marketing tool to distinguish oneself from competitors

 Increase business & economic opportunities

 Increase operational efficiencies & reduce costs

 Assure legal compliance & demonstrate due diligence

 Promote continual improvement

EHS Management System



Comprehensive EHS management 
systems prevent undesirable situations
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EHS Management System



Step  4: 

Checking 
& Corrective Action

Step  3: 

Implementation
& Operation

Step  2: 

Planning

Step  1: 

Commitment 
& Policy

Step  5: 

Review
& Improvement

Commitment & Policy:

 Top‐down commitment is essential for ESM to become a reality

 Policy identifies goals against which all future actions will be judged
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If you don't know where you are going, any road will get you there

• Top‐level buy‐in & leadership

Documented & signed

• Adequate resources

• Interested stakeholders

• Core values & guiding principles

 Exceed legal requirements

 Prevent pollution

 Protect workers

• Coordinate with other policies

Commitment & Policy



Secure top‐level buy‐in first

 Identify a champion
 “Sell” the benefits to top management
 Explain what an EHS management system entails
 Seek adequate resources (human, physical, financial)
 Clarify authorities
 Get a clear commitment to proceed in writing
 Communicate commitment throughout organization
 Regularly update top management on progress
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Commitment & Policy

Example



Courtesy of CDI Computer Dealers Inc.

Example

This is a publicly available example.  Use does not imply company endorsement. 7

To
p‐
le
ve

l C
om

m
it
m
en

t

This letter addresses  
quality management & 
environmental 
management.

EHS management systems 
also include health & safety 
management.

Examples include:

• CSA Z1000
• OHSAS 18001
• ILO-OHS 2001
• ANSI-AIHA Z10
• others



A good EHS Policy is key to success

 Tailor to organization (versus copy from elsewhere)
 Involve management & employees in its preparation
 Document & have signed by top‐level management
 Communicate policy to all employees
 Model behaviour based on commitments
 Avoid being overly specific (interpreted as legalistic)
 Make policy available to the public
 Periodically review policy
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Example

Commitment & Policy



Organizations benefit from clear values 
to define itself & guide behaviour

EHS policy commitments may include:

 Meet or exceed legal & other requirements
 Safeguard health & safety of workers & communities
 Protect environment
 Set an example of industry leadership for EHS
 Strive towards zero waste to landfill & zero pollution
 Maximize recovery of natural resources
 Continual improvement
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Example

Commitment & Policy
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Checking 
& Corrective Action
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Implementation
& Operation

Step  2: 

Planning

Step  5: 

Review
& Improvement

Step  1: 

Commitment
& Policy

Planning:

 Good planning is critical to fulfill a EHS policy 

 It focuses resources on areas that are most important to achieve goals
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• Prioritize EHS aspects & impacts

• Legal & other requirements

 Regulations, orders, permits

 Treaties, conventions

 Voluntary agreements

 Internal performance criteria

• Objectives, targets & programmes

• Performance indicators

Failing to plan is planning to fail

Planning
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Collect Evaluate Dismantle Separate Recover

Refurbish

Used equipment
Residues

to ESM disposal

Equipment & components 
for reuse market

Recovered materials
to market

Hazardous materials
to ESM disposal

Avoid or mitigate problems during 
all stages of e‐processing 

Planning



All EHS aspects & impacts should be 
identified throughout an organization
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Shipping & Receiving

Triage & Storage

Depollution & Processing

Equipment servicing

Etc.

Any element of an organization’s activities or 
products or services that can interact with 
the environment, health or safety

What is an EHS aspect?

Any change to environment, health or safety  
(i.e. adverse or beneficial) resulting from 
an organization’s EHS aspects

What is an EHS impact?

• Aspects can lead to impacts
• Aspects = causes
• Impacts = effects
• Focus on things you can influence

(Refer to handout for examples)

Planning



What EHS aspects & impacts could
be considered for these activities?
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Example 1:  Packaging electronics Example 2:  Forklift loading bay

EHS ASPECT
Heavy equipment
Charged capacitors
Breakage

EHS IMPACT
Back strain / injury
Electrical shock
Site contamination

EHS ASPECT
Reversing vehicles
Heavy payload
Loud noise

EHS IMPACT
Back strain / injury
Injury (overturning)
Impaired hearing

Planning
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Scenario 1:  Informal plastics sorting Scenario 2:  Informal shredding

What EHS aspects & impacts could
be considered for these activities?

EHS ASPECT

Cause (Hazard)?

EHS IMPACT

Effect (Risk)?

EHS ASPECT

Cause (Hazard)?

EHS IMPACT

Effect (Risk)?

Planning



Scenario 3:  Disassembling FPDs Scenario 4:  Work station
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What EHS aspects & impacts could
be considered for these activities?

EHS ASPECT

Cause (Hazard)?

EHS IMPACT

Effect (Risk)?

EHS ASPECT

Cause (Hazard)?

EHS IMPACT

Effect (Risk)?

Planning



Prioritize EHS aspects to address         
critical risks first

 Identify all activities, products & services
 Identify EHS aspects & impacts for each
 Identify hazards (source of harm)
 Identify risks for each (likelihood of harm)
 Prioritize hazards by risk
 Identify hazard controls to prevent or limit risks

 Administrative controls
 Engineering controls
 Personal protective equipment
 Other

17

Example

Planning



This is a publicly available example.  Use does not imply company endorsement.
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Courtesy of CDI Computer Dealers Inc.

Example



Adopt a systematic approach to   
ensure legal compliance
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What sources can be 
used to help identify 
legal requirements?

Planning
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Consolidate legal & other requirements 
using a master table

The master table may include:

 Name of regulation
 Current date / revision date
 Source of regulation
 Applicable to current operations (yes/no)
 Applicability by type of operation

Example

 Specific legal or other requirements
 Internal compliance controls
 Record storage location
 Responsibility for record retention
 Record retention period

Planning



21

Courtesy of FCM Recycling

This is a publicly available example.  Use does not imply company endorsement.

Facility

Law Date Source Applicability Rule Action Record‐keeping

Example

Example of a master table
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Schedule legal & other requirements 
using a compliance calendar

This is a publicly available example.  Use does not imply company endorsement.

Courtesy of FCM Recycling

Exam
ple

Planning
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Performance indicators track progress

 Specify numeric & qualitative indicators

 Identify how these indicators will be measured

What gets measured gets managed

Planning



Step  5: 

Review
& Improvement

Step  4: 

Checking 
& Corrective Action

Step  3: 

Implementation
& Operation

Step  1: 

Commitment
& Policy

Step  2: 

Planning

Implementation & Operation:

 Systematic approach to integrate environmental, health & safety 
considerations into day‐to‐day activities of an organization
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Ideas are easy.  Implementation is hard!

• Roles & responsibilities

• Competence, training & awareness

• Internal & external communication

• Administrative controls

 Documentation & procedures

(e.g. D/S services, emergency)

• Engineering controls

 Pollution & safety control

(e.g. filters, spill curbs)

• Personal protective equipment

 Masks, gloves, safety boots

Implementation & Operation



Assign clear roles & responsibilities to 
fully integrate the management system
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Exam
ple

Implementation & Operation



 Technologies Displays Mexicana S.A de C.V (TDM) processes CRTs in Mexico

Issue:

 Strong competition for workers in the region resulted in high staff turnover

 Needed a strategy to retain workers & raise ecological consciousness
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Employee training & community 
outreach…

This is a publicly available example.  Use does not imply company endorsement.

Example

Implementation & Operation



Action:

 TDM implemented a policy to communicate its commitment to EHS                           
& the positive impacts of its recycling practices, via:

1) orientation training
2) workshops held every 2 or 3 months
3) outreach to the families & children of workers

Result:

 Staff turnover has slowed
 Enhanced integration of EHS policies & practices
 Company is now recognized as a “green” company in the community
 Resources for ongoing training & outreach are justified due to improvements
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…provided clear benefits to one Mexican 
e‐recycler

This is a publicly available example.  Use does not imply company endorsement.

Example

Implementation & Operation



The single biggest problem in communication 
is the illusion that it has taken place

28

Implementation & Operation



Identify what to communicate
(internally & externally)

Communication may include:

 Organizational commitment to EHS
 EHS policy, objectives & targets
 Key contacts, roles & responsibilities
 Compliance with legal & other requirements
 EHS programmes
 Workplace & other procedures
 Training
 Accidents, injuries & emergencies
 Performance & audit findings
 Ideas for continual improvement
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Example

Implementation & Operation



Hierarchy of hazard controls

30

Example

Eliminate

Substitute

Engineering control

Administrative control

Personal 
Protective 
Equipment

Most Effective

Least Effective

This presentation focuses 
on this hazard control

Physically 
remove hazard

Replace hazards
with better alternatives

Physical improvements
to a working area

Safety & protective
wear

Documented 
improvements

(Other hazard controls will be presented later)

Implementation & Operation



What types of hazard controls
do you see?
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Courtesy of Desco Electronic Recyclers

Photo provided for use as an example only.  Use does not imply company endorsement.

Implementation & Operation



Hazard controls – Administrative controls
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Example

 EHS aspects identification procedures

 Legal compliance procedures

 Maintenance & repair procedures

 Hazmat handling & storage procedures

 Incident reporting procedures

 Emergency response procedures

 Contingency planning procedures

 Record‐keeping & documentation procedures

 Communication procedures

 Good housekeeping practices

 Storage & shipping practices

 Dismantling practices

 Personal hygiene practices

 Processing practices

 Spill clean‐up practices

 Downstream processor selection practices

 Client relations

 Administrative controls change the way people work
 Approaches often involve documents, training & supervision

• Administrative controls may include procedures & practices:

Implementation & Operation
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Establish a documented process to 
evaluate & select downstream recyclers

Example

It takes many good deeds to build a
good reputation & only one bad one to lose it

 Facility credentials                                                          
(e.g. permits, certifications)

 Compliance history & first responder incidents

 Hazard controls in place                                             
(e.g. administrative, engineering, PPE)

 Insurance coverage                                                  
(e.g. liability, workers compensation)

 Completeness of plans & procedures                
(e.g. emergency, spill, closure, injury prevention)

 Availability of material tracking systems                          
(including certificates of destruction/processing)

 Percentage of materials reused or recycled 
(versus disposed)

 Handling & final disposition of materials             
(i.e. hazardous & non‐hazardous)

 Downstream processor selection criteria

 Exports, particularly to non‐OECD countries

 On‐site operations in real time                   
(e.g. in‐person, live video feed)

 Worker EHS awareness & competency               
(e.g. via interviews)

 Site & data security measures

• Gather evidence to verify if an EHS management system is in place by reviewing:

Implementation & Operation



Hazard controls – Administrative controls
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Example

 Worker training schedules

 Employee blood testing schedules

 Job rotation schedules

 Worker rest schedules

 Maintenance schedules

 Monitoring schedules

 Reporting schedules

 “Do Not Accept” checklists

 Safety checklists

 Inspection checklists

 Maintenance checklists

 Compliance checklists

 Audit checklists

 Administrative controls change the way people work
 Approaches often involve documents, training & supervision

• Administrative controls may include schedules & checklists:

Implementation & Operation
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Use “Do Not Accept” lists to avoid 
unwanted materials

Example

 Accept materials you want
 Reject materials you don’t want
 Consider what you can safely manage
 Clearly list what you will & will not take
 Communicate these rules to clients & workers
 Plan for contaminants & “gifts”
 Work with clients to address issues
 Redirect materials you don’t want

Implementation & Operation
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This is a publicly available example.  Use does not imply company endorsement.

Courtesy of California Electronic Asset Recovery
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t These vary by facility

Common  issues:
• Consumer batteries
• Medical equipment
• HVAC equipment
• Smoke detectors
• Thermostats
• Solar panels
• Other



 EHS training
 Internal approvals
 Health & Safety Committee
 Injury & Illness Prevention
 Inspections
 Emergency plans
 Financial guarantees

(e.g. surety bond / insurance)
 Site closure & after care plans

Hazard controls – Administrative controls
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Example

 Warning signs
 Placards
 Labels
 Testing stickers
 Bulletin boards
 Maps
 Directories
 Speed limits
 Alarms

 Administrative controls change the way people work
 Approaches often involve documents, training & supervision

• Administrative controls may include signs, training & oversight:

California Department of 
Toxic Substances Control

https://dtsc.ca.gov/HazardousWaste/EWaste/upload/Closure
‐and‐Financial‐Requirements‐for‐Recyclers.pdf

Implementation & Operation



Signs are visual administrative controls
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Courtesy of Desco Electronic Recyclers

Photos provided for use as examples only.  Use does not imply company endorsement.

Implementation & Operation



Step  1: 

Commitment
& Policy

Step  5: 

Review
& Improvement

Step  4: 

Checking 
& Corrective Action

Step  2: 

Planning

Step  3: 

Implementation
& Operation

Checking & Corrective Action:

 Check the results of a decision against expectations to identify strengths, 
areas of improvement, & where knowledge or information is lacking
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• Monitoring & measurement

• Evaluation of compliance

• Identify non‐conformities

• Corrective & preventative action

• Control of records

• Internal audit

An ounce of performance is worth pounds of promises

Checking & Corrective Action



Measuring & monitoring performance is 
essential to ensure EHS goals are met
 Focus on operations & activities that can have significant EHS impacts

 Regularly calibrate measuring & monitoring equipment

 Data helps to identify non‐conformities & other deficiencies

 Periodically share findings at management review meetings
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1. Operations Monitoring:

2. Systems Monitoring:

 collecting information to monitor systems & processes that can affect human health & environment
(e.g. legal, safety, effluents & emissions, hazardous materials & wastes…)

 collecting information to monitor adherence to company policies & EHS objectives
(e.g. goals, objectives, targets, training communication, corrective actions…)

Checking & Corrective Action
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Implement a tracking system to         
measure & track the flow of materials
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Checking & Corrective Action
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Identify non‐conformities & take 
corrective & preventative action
 Identify & document non‐conformities during performance monitoring

 Investigate non‐conformities to determine their root causes

 Take action to avoid their recurrence

 Examine the need to implement further preventative actions

 Document actions taken & results achieved

 Review the long‐term effectiveness of actions taken

45

Corrective action solves the 
immediate problem

Checking & Corrective Action

Preventative action is designed to 
stop the problem from reoccurring
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Checking & Corrective Action



Record‐keeping provides many benefits 
to an organization
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 Identify & confirm if a problem exists

 Enable early corrective actions

 Measure & monitor effectiveness of corrective & preventative actions

 Support commitment to transparency & verification

 Demonstrate accountability in a timely manner

(e.g. to clients, regulators, certification bodies…)

 Facilitate internal & external audits

 Fosters organization at the workplace (utility of plans, procedures…)

Checking & Corrective Action



Audits & Inspections
(versus Performance Measurement)
 Both may be administered by the facility or through independent 

external assessment (e.g. auditing firms, government officials)
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• the act of acquiring quantitative and qualitative data 
• used to provide evidence to determine the level of progress made towards achieving 

specific defined goals, objectives and targets

Performance Measurement:

• an unbiased review of a facility’s current progress at meeting ESM requirements & other 
criteria, such as specific defined organizational goals, objectives & targets

• reports the facility’s success level and any improvements or corrective actions that could 
be implemented to improve performance by addressing non-conformities & deficiencies

• conduct at planned intervals by competent individuals

Audits/Inspections:

Checking & Corrective Action
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This is a publicly available example.  Use does not imply endorsement.
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This is a publicly available example.  Use does not imply endorsement.
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Step  2: 

Planning

Step  1: 

Commitment
& Policy

Step  5: 

Review
& Improvement

Step  3: 

Implementation
& Operation

Step  4: 

Checking 
& Corrective Action

Review & Improvement:

 Top management should periodically review the EHS management 
system to evaluate its suitability, adequacy & effectiveness
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• Top management review

 Audit results

 EHS performance

 Status of corrective actions

 Changing circumstances

(e.g. new laws, processes)

• Continual improvement

 Outstanding deficiencies

 New opportunities

If you always do what you always did, you will always get what you always got

Review & Improvement
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This is a publicly available example.  Use does not imply endorsement.
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Top 10 audit deficiencies under
EPSC’s Recycler Qualification Program
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1. Submission of a deficient application
2. Internal conformance audit was not conducted
3. Regulatory requirements have not been identified
4. A detailed risk assessment has not been completed 
5. Procedures lack sufficient detail or clear direction
6. Corrective actions with no root cause analysis
7. Reliance on other “certification” programs
8. Lack of education, training & understanding
9. Lack of downstream accountability
10. Lack of accountability & transparency

Review & Improvement
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Key take away messages:

Top level buy-in & organizational support is essential to achieve ESM

EHS Policy identifies goals against which to judge all future actions

EHS Management Systems adopt the “Plan, Do, Check, Act model”

EHS Management Systems work to address hazards & risks

EHS Management Systems foster systematic & continual improvement

1
2 3

5

4

EHS Management System



 EPSC Recycler Qualification Program (CANADA)
http://rqp.ca

 EPRA Electronics Reuse & Refurbishing Program (CANADA)     
http://rqp.ca

 Ontario WEEE Reuse and Refurbishment Standard (CANADA) 
www.ontarioelectronicstewardship.ca/your‐role/service‐provider/tools‐resources

 R2/RIOS™ Certification Process (USA/international) 
www.r2certification.info/r2‐documents

 E‐Stewards Standard (USA/international)                                   
www.e‐stewards.org/files/standard/eStewards_Standard_Review_Version.pdf

 Washington State Environmentally Sound Management & 
Performance Standards for Direct Processors (USA) 
www.ecy.wa.gov/programs/swfa/eproductrecycle/processor.html

Many e‐processing standards integrate 
key principles of EHS management
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 Some examples include:

Washington
Department of Ecology

EHS Management System



58

Thank you!
Cảm ơn


