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The following report "Creating A U. S. Environmental Protection
Agency That Works Better & Cost Less - Phase I Report" is the product
of a very dedicated group of over 400 EPA employees. This report,
formerly titled "Using The Workforce In New Ways", contains over 400
recommendations for improvement developed by 20 subject area teams.

This report has been reviewed by the National Performance Review
Implementation Steering Committee. The Committee's goal was to sort
through all the recommendations and prioritize them according to which
recommendations would have the most positive overall impact. The
Committee's recommendations for what the Agency should act on
immediately is contained in the report entitled "Creating A U. S.
Environmental Protection Agency That Works Better & Cost Less -
[Phase II Report." This report will be available by mid-December, 1993.
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REINVENTING EPA
Introduction and Overview
I. Vision/Goal

The vision of EPA's internal NPR effort is for EPA to emerge
as a national and world leader in preparing for the environmental
challenges that lie ahead in the 21st century, while meeting the
pressing needs of this decade. Our goal is to invent an Agency
equipped to fulfill its vision by restructuring, redesigning, or
reorganizing our environmental missions and administrative
operations. We are searching for ways to change -- to work
better and smarter so that the Agency can deliver high quality
results at a reduced cost. Our aim is to treat citizens as
customers, improve the service and delivery of our programs, and
eliminate waste and inefficiency. The NPR has given us an
opportunity to examine the way we conduct our business and
identify internal opportunities for improvement.

Toward this end, our objectives have been to empower
employees from across EPA and to capitalize on their diversity.
The employees were asked to identify improvement and reinvention
opportunities.

II. EPA's Internal NPR Process
A. Organization of the NPR

To achieve the goal of the NPR, EPA focused on its mission
and on the barriers that impede the fulfillment of the mission.
The Administrator identified topics and appointed a Leadership
Team and 19 Policy/Process Teams to formulate the ideas for
change. Selection of individual participants began with a
process of self-nomination and recommendations from senior
managers.

The NPR effort used a multi-disciplinary, cross-functional
approach which was free of organizational constraints.
Participants in the reinvention effort were encouraged to think
"outside the box," not to focus exclusively on administrative
systems, processes or EPA programs, and to think in terms of
structural changes outside EPA's control which could
significantly improve the operations of government in general.
The teams were also encouraged to identify opportunities for
significantly improving the quality of the environment for
ourselves and for future generations.
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The Senior Leadership Council was involved in reviewing the
initiatives and will work with representatives of the EPA's
internal NPR teams to devise an implementation strategy.

Policy/Process Teams. The 19 Policy/Process Teams were
staffed with over 400 EPA employees, from Headquarters, Regional
Offices, laboratories, and other locations. These teams were
truly diverse (i.e.; discipline, culture, program, time employed,
location, etc.). The teams also provided the forum for
reinvention ideas submitted by other EPA employees.

Team members identified a wide range of improvement
opportunities for administrative and management systems, as well
as the policies that form the foundation for how EPA approaches
and accomplishes its mission. The teams formulated innovative
alternatives to address the specific problems which were
identified, and they prepared reports which are included in this
document. The 19 Policy/Process Teams are:

Awards/Recognition

Ecosystems

Environmental Justice
Environmental Technology
Extramural Resources
Financial Management
Intergovernmental Partnership
Internal Communications
Management and Leadership Development
Performance Management

Permit Streamlining

Planning and Budgeting
Pollution Prevention

Position Classification
Quality Management

Quality Science

Regulatory Development
Workforce Capacity

Workforce Diversity

Leadership Team. The Leadership Team was established to
provide guidance and assistance to the Policy/Process Teams; to
focus on issues not being addressed by the other teams; and to
coordinate preparation of the final report.

Senior leadership Council. The Senior Leadership Council,
which is comprised of the Administrator, Deputy Administrator,
and the Assistant and Regional Administrators and their deputies,
is charged with advising the Administrator on EPA's internal NPR
recommendations and working with representatives of EPA's
internal NPR to develop an implementation plan.
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Quality Advisory Group (QAG). The EPA's QAG is responsible
for coordinating the Agency's TQM efforts. The QAG staff
provided consultation, facilitation, and logistical support to
the NPR, and they will continue to do the same for the Senior
Leadership Council during the implementation of EPA's NPR
reinvention ideas.

B. Process Activities

EPA's internal NPR was initiated on May 27, 1993, by the
Deputy Administrator at a two-day meeting attended by the
Leadership Team and the 19 Policy/Process Team Leaders. At that
meeting, the Vice President's (VP) NPR staff presented an
overview of the government-wide reinvention effort.

After the May meeting, the EPA's internal NPR teams worked
independently. The teams used various data gathering techniques
and were guided by TQM principles and tools. In addition, the
teams were asked to use a peer review process.

The Administrator concurrently invited EPA employees to
submit their ideas, recommendations, or suggested areas for
improvement. Approximately 1500 ideas were received from
employees and referred to the appropriate internal NPR team. The
ideas ranged from simple to complex and local to national.

EPA's internal NPR process relied on the six principles
adopted by the government-wide NPR initiative:

Measurement: EPA should move from measuring activities
to measuring results.

Customer Satisfaction: EPA should continuously
evaluate its services and increase its public outreach
efforts.

Competition: EPA should improve its overall public
service, cost containment, and excellence to products
and services, particularly as they relate to the
Agency's interactions with its Federal, state, and
local partners, the regulated community, and the
public.

Market Orientation: EPA should continue to use its
leverage to influence market forces positively to help
achieve the nation's environmental goals.

Empowerment of Communities: EPA should shift from
command and control to a process of empowerment in
order to enhance state and local capacity.
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Decentralization: EPA should move from a hierarchical
style to one of consultation and empowerment, placing
value and emphasis on teamwork.

IITI. Successes

EPA's internal NPR process recorded a very successful
beginning. It created a climate for a new way of thinking, and
it was a laboratory for piloting a new management process =--
gathering people from across the Agency to work on a common goal.
The process empowered over 400 employees with diverse backgrounds
and varying grade levels from different geographic locations.

The internal NPR teams developed a synergy which resulted in the
many new ideas which are described in their reports. This effort
is just the beginning, and it represents a new management
strateqgy for EPA.

Another success involved the realization that EPA needs to
approach problems from a multi-media and/or multi-office
perspective. This "common thread" was evident in many of the
team reports. Another involved better strategies for using,
empowering, and developing employees. It takes motivated
employees to help improve management, to develop other staff, to
do a good job, and to ensure that EPA customers are satisfied.
EPA's reinvention effort is an excellent example of how this type
of effort can work -- and work well.

IV. Relationship of EPA's Internal NPR to the Vice President's
(VP's) NPR

Although the VP's NPR and EPA's internal NPR began as two
separate initiatives, the efforts quickly became complementary.
The Administrator independently established EPA's NPR to help
find ways to improve and streamline EPA's internal processes.

The VP's NPR was established to reinvent the role of the federal
government and to find ways to streamline its processes. Since
the VP's NPR staff worked very closely with EPA's internal teanms,
their issues and recommendations were consistent and
complementary. The VP's NPR report addresses issues from a macro
perspective while the EPA's internal NPR report provides a more
detailed perspective on how these changes can be addressed
throughout the Agency.

V. Major Cross-Cutting Issues

During "Reinventing EPA," several major cross-cutting themes
and issues emerged, and this section addresses those themes/
issues which appeared to be the most significant: (1) "EPA's
Current Organization" -- the need to restructure how we do our
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work; (2) "Oversight" the need to eliminate excessive scrutiny;
and, (3) "Quality" the need for an Agency commitment to the
concepts of quality and continuous improvement.

Human resources, intergovernmental partnerships, tribal
relationships, internal communications, and pollution prevention
were issues that appeared in many of the team reports. These
issues are fully developed in the individual team reports and are
included elsewhere within this document.

The Administrator's themes (environmental leadership,
partnerships, sustainable development, pollution prevention,
sound science, integrated environmental management, environmental
justice, and management of human and financial resources) emerged
as subjects of specific reports or are included in a combination
of reports.

A. ORGANIZATIONAL STRUCTURE OF EPA

The teams were asked to provide a wide range of
recommendations, including those that might result in
organizational change. The teams found organizational and
"traditional mindset" barriers that have negatively impacted
EPA's ability: to address multi-media or ecosystem types of
problems and to institutionalize pollution prevention.

Media-specific approaches often create duplication among
program offices. Some team reports (e.g., permit streamlining,
pollution prevention, environmental technology) suggest that
these barriers and hindrances to problem-solving can be overcome
by reorganizing, by making more use of cross-media work groups,
or by making special efforts to collaborate on special areas
(e.g., sectors, industries, or customer base.) Using the same
multi-media processes, similar improvements could be made in the
development of budgets.

Proposals, for overcoming organizational barriers, range
from changing the organizational structure of the EPA to using
more cross—-program work groups. The need to tackle more complex
issues through prevention and control, in a more "holistic"
fashion, appears to require a new organizational approach. As
EPA strives to solve more complex issues, its current structure
works to inhibit or impede success. The EPA also needs to
address the barriers which are created by multiple pieces of
enabling legislation.

Option - Reorganization. EPA could be organized by
function, geographic area, specific ecosystem problems, or
industry. Centralizing enforcement and compliance functions is
one way to view EPA from a functional perspective. There should
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be efficiency and accountability benefits associated with any
change (e.g., eliminate duplication and waste, increase
responsiveness to priorities, expand multi-media capacity.)

The Agency conducted a functional assessment of its 1994
budget base (e.g., regulation and standards development;
compliance monitoring and enforcement; technical assistance,
education and public outreach; permitting and licensing;
emergency response, site cleanups, and remediation; environmental
data and environmental information management; research; and
management.) Although it was not a perfect budget exercise, it
did look at EPA's organizations from a functional basis.

Option - Multi-media Work Groups. EPA should establish an
infrastructure to enable cross-media teams to be organized
quickly in order to work on specific issues related to
ecosystems, geographic locations, or pollution prevention
initiatives. The Agency has demonstrated success in similar
efforts (i.e.; team building, breaking down organizational
barriers, and solving problems, Clusters, the ten Regional
National Geographic Initiatives, cross-program scientific review
RfD/RfC Workgroup, and the 1993-1995 Strategic Plan
Initiatives/Action Plans.) The Agency needs to resolve the
sensitive issues related to the responsibility, accountability,
and financing (ownership of FTEs and financial resources) of
multi-media work groups.

B. OVERSIGHT

Oversight is an issue that affects all EPA employees and its
customers. It has been addressed in many of the Team Reports.
The gridlock experienced across government appears to be
heightened in EPA. The key question is how to balance
appropriate oversight and accountability while maintaining trust.

Example - Hierarchical Oversight. Regional offices review
the work of state agencies with respect to the implementation of
Federal rules and regulations. Headquarters offices (e.g., the
Program offices, the Office of Enforcement, and sometimes the
Office of General Counsel) review the Regional Offices' work and
their review of the State work. In order to reduce oversight and
duplication of effort, more trust is required among the partners
along with a clarification of roles. EPA needs to get rid of
oversight that adds no value.

Example — External Administrative Oversight. The Inspector
General, General Accounting Office and other Congressional
oversight activities and inquiries are repeatedly being conducted
in areas like management of extramural funds. Recently, there
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has been an increased level of oversight, and EPA should conduct
a comprehensive assessment of the positive and negative impacts
of administrative oversight on program services and
administrative operations.

Team reports, employee suggestion forms, and discussions at
the Vice President's Town Meeting at EPA indicate that the
current level of oversight is adversely affecting the contracting
process. Employee fears of making mistakes and fear of
disciplinary (including criminal) actions, are alleged to be
causing delays in the contracts, management process. Employees
believe that these effects are documented because of the time now
required for contracts and grants to be awarded and for work
assignments to be issued.

Those who advocate reduced oversight are often criticized
for trying to escape accountability. The impact of reduced
oversight may have the opposite effect, and current management
trends (supported by research and data) indicate that empowered,
trusted employees accept greater responsibility and
accountability. There are internal control systems within the
government (e.g., FMFIA) which, if staffed and operated
effectively, should provide redundancy to external oversight
groups, such as GAO.

Example - Internal Management Oversight. A third example of
oversight is within EPA. There are multiple reviews, changes,
reviews of the field units, and there are always numerous changes
in the preparation of senior management briefing papers, reports
and draft regulations. One way of dealing with excessive
internal oversight is to flatten the organization -- A primary
recommendation of the Workforce Capacity Team is to "flatten
management hierarchy." This was echoed in several reports and by
EPA employee suggestions to the internal NPR teams.

Example - Cross-Program Oversight. The final example of
what may be defined as oversight, is within EPA and across
Program Offices. This occurs when EPA staff from different
offices review draft regulations and reports through EPA work
groups. This results in an oversight that promotes duplication
of effort, rework and "second guessing." EPA must be able to
calculate the added value of this oversight, and determine
whether the time invested is worth the return.

3. QUALITY

Quality is a concept that appears in team reports, and it is
also one of the major motivators behind the EPA internal NPR
effort. TQM is not an end, an objective, or a goal -- it is a
way of conducting business. It is a tool that assumes a
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consultative and participative culture. This overall finding by
the EPA's internal NPR teams is consistent with the President's
strategy on "Reinventing Government" to make government work
better and cost less.

An Agency commitment to TQM will require a cultural change
and re-evaluation of priorities. Senior leadership must provide
the vision, and employees must strive to share in achieving the
vision and the values it holds.

The Quality Science Team recommends that EPA focus on
quality, not quantity. Both the Quality Science and Workforce
Capacity Teams independently identified impediments to quality at
EPA, and they have suggested improvement ideas. Quality is
greatly hindered by what has been described as EPA's "balkanized"
structure and by EPA's reliance on contractors.

Improving the basis for Agency decisions means the science-
policy interface needs to be better addressed. Scientists and
policy-makers need to understand each other's positions, needs,
and expectations. The affected parties must be integrated into
the regulatory development process at an early stage.

Delivering a quality product -- a safe and healthful
environment at a reasonable cost to the American people -- will
require the retention and development of a highly qualified
staff. Team reports addressing human resources issues identified
a number of very important recommendations that must be seriously
considered.

VI. ILessons Learned/Process Improvements

Throughout EPA's internal NPR process, several lessons were
learned, and a number of process improvements flow from these
lessons. These suggestions assume that the NPR process will
endure at EPA. It is important to note that these observations
apply to the NPR process rather than the content of the reports.

A. Need for Management Support and Understanding

One of the principal lessons learned from EPA's internal NPR
experience is that political and career managers must demonstrate
commitment to the concept of reinventing government and middle
managers must share in that commitment. All senior managers must
have a thorough understanding of the process and how the
workforce is to be used in new ways during the process.

Commitment to the NPR process starts at the top, and senior
management must assure that the importance of reinvention is
communicated to the entire workforce. It must be made clear that
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reinvention is a top Agency priority, and achievement of this
goal must involve all EPA employees.

B. Need to Identify and Prioritize Outcomes

Most of EPA's internal NPR team reports were written without
reference to the relative importance of individual reinvention
ideas or with guidance for strategically linking the ideas. The
implementation process was started when the Administrator formed
an implementation task force, co-chaired by the Deputy
Administrator and the Leadership Team chairperson. The roles of
the task force will be to prioritize the ideas from team reports
and to develop an implementation plan for these ideas. This
prioritization and implementation plan should include
consideration of the proposed reinvention laboratories which have
been received.

C. Need to Identify Disinvestment Opportunities

The VP's goal for the NPR was to "make government work
better and cost less." A common characteristic of the team
reports is the conviction that each proposed initiative is a
panacea for the Agency's problems. It is not surprising that
most teams did not calculate the costs associated with
implementing their proposals. Similarly, the teams rarely
identified opportunities for disinvestment to counteract proposed
investments as part of their initiatives.

The implementation task force will be obligated to perform
cost analyses to determine which proposals to accept and
activate, and which to defer or reject. Many proposals require
initial start-up costs but may ultimately result in substantial
savings to the government (e.g., avoiding duplication of
oversight). Some proposals are essentially revenue neutral and
simply represent an innovative way of doing business (e.qg.,
restructuring.) Future reinvention exercises should require a
more rigorous identification of opportunities for disinvestment,
as well as the costs of proposed initiatives. This omission in
the current process is mostly due to the limited time available
to undertake and complete the NPR effort.

D. Need for Adequate Time

Several Policy/Process teams were already operational when
EPA began its internal NPR effort, but most teams were formed in
May. For logistical and other reasons, some of the new teams
were unable to begin the work immediately. In some instances,
time constraints precluded new and in depth consideration of
every possible barrier. The analysis performed by the different
teams varied with the availability of, and
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access to, relevant information. Future reinvention endeavors
should allocate adequate time to fully develop and analyze the
ideas generated.

VII. Conclusions

Through discussions with team members and observations of
the process, the EPA's internal NPR Leadership Team concludes
that the initial EPA NPR effort was a good experience and a
successful beginning. Employees within and across the Agency
have started thinking and communicating differently. However,
the process can backfire if employees do not see concrete,
follow-up actions in a timely manner.

Although individuals brought different perspectives to
issues and problems, it was relatively easy to agree on our
"desired state" and what we believe must happen within EPA in
order to succeed. We should strive to:

. be an organization that welcomes change; be comprised
of people that are flexible;

. be an organization that is quick to respond to new
challenges and knowledge;

. be comprised of people that think holistically (e.g.,
to better address ecosystem and health protection);

. form effective partnerships with states, industry, and
the public, all of whom share a common goal;

. nurture ourselves and each other - invest in ourselves;

. have trust present in all areas at all levels (e.g.,
EPA must regain the public trust; have no turf among
organizational units).

EPA was founded by people who care about the public. EPA
employees are driven by the desire to be of service to people and
the desire to protect the World's natural resources. Such
commitment is evidenced by the level and quality of participation
in the EPA NPR process. As a group, the workforce wants to do
well and wants the Agency to succeed. In many ways, EPA is
succeeding, but continual improvement must always its goal. EPA
must find ways to harness and focus the energy of its employees
and to develop a high performance organization and teams at EPA.
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EXECUTIVE SUMMARY

In compiling this report on the EPA Awards and Suggestion
Programs, the National Performance Review (NPR) Team studied
previous reports on the same subject. One such report, "An
Inquiry into the Effectiveness of the EPA Awards Program," was
completed in 1992 by a Quality Action Team (QAT) composed of
employees at all organizational levels and representing
thirteen different program offices, including a Regional and
Laboratory office. This Final Report is an adaptation the
work of that group.

The purpose of the EPA Awards Program is to motivate and
reward employees. Focus groups and a nationwide survey showed
widespread dissatisfaction with some aspects of EPA's Awards
Program, centering on the issue of fairness. There is a
perception that important work which does not have high
visibility is not properly recognized, that employees in
support/technical positions are slighted, that favoritism
influences awards, and that managers receive too many awards.
However, employees believe there is much that is good about
the program. This was especially evident in the focus groups
where participants could speak at length and share ideas.

Most feel that much can be done to improve the program.
Eleven recommendations address the perceived deficiencies in
the Awards Program.

EPA's Suggestion Program is seen as generally inactive
and ineffective. Efforts to revitalize it over the years have
been unsuccessful. A "Two-Pronged Solution" is suggested:

1. REVAMP THE EXISTING PROGRAM. Three factors severely
limit the effectiveness of the existing program: 1)
suggestions about employees' current jobs are not
allowed; 2) there is no money set aside for the
program; and 3) there is competition from other
awards, such as time-off and on-the-spot. Six
recommendations, most notably adequate funding,
address the deficiencies,

2. CREATE A NEW SUGGESTION PROGRAM. The study,
including benchmarking with other organizations,
recommends supplementing the OPM-mandated Suggestion
Program with a new program more responsive to EPA
employees' needs. Several recommendations are made
for the new program, including allowing suggestions
about employees' current jobs, and simplifying the
entire process.



A/R 2
VISION - Awards Program

EPA employees show widespread dissatisfaction with some
aspects of the EPA Awards Program, but few would do away with
it and many have suggested changes to improve it. These ideas
can build an Awards program that motivates and rewards
employees.

Findings and Recommendations

. Overall, 61% of employees think the Awards Program
is unfair. Among non-whites it is 73%.

hhkk ], Important work of excellent quality, that does
not have high visibility and is not '"hot" or
"glitzy," should receive much more recognition
than it does now.

73% of the Survey respondents felt this way. 1In
Labs it was 83%. The Focus Groups showed this even
more emphatically; participants in all groups, some
with strong feeling, spoke about this neglect of
good behind-the-scenes work. No one spoke against
this recommendation, although one or two supervisors
said such work could be rewarded at performance
evaluation time.

hhkk 2, Employees in assistant/technician positions should
receive more recognition than they do now.

62% overall think this group receives too few
awards. 79% of those in grade 10/below feel that
way, as do 69% of non-whites, and 67% of females.
The smallest majority for any group was 59%. There
is a general feeling among employees, and not just
among assistants and technicians, that employees in
these positions are left out or slighted. The
Survey data is consistent with and reinforced by the
Focus Group findings.

3. Employees in administrative support/clerical
positions should receive more recognition than they
do now.

57% overall think this group receives too few
awards. 84% below grade 10 agree, as do 64% of
females and 63% of non-whites. The smallest
majority was 55%. Focus group survey data
reinforced these findings.

ik 4, The results of Awards Program should be made public
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and readily available to interested employees. It
should include the number of awards by category and
organization, the amounts of the awards, grades of
recipients, and other relevant data. It should not
include identities of individuals.

This recommendation partially addresses the concern
of many employees about the fairness of the program.
71% overall think there should be an Agency group to
monitor equity in the Awards Program. Among nhon-
whites it is 90%, and for grade 10/below. 84%.
Clearly, there is much concern. In the Focus
Groups, things were not so clear cut - employees,
though acknowledging the problem, were not much in
favor of creating another layer of bureaucracy.
Several employees made suggestions similar to the
above recommendation.

This recommendation would also help address another
expressed employee concern: that managers receive
too many awards for too much money. (This sentiment
was very strong in non-supervisory Focus Groups; it
did not exist in supervisory groups.) One item on
the Survey asked which categories of employees
receive too many awards. 103 employees responded,
and 66 (64%) wrote in some form of management. (This
was not one of the check-off choices and had to be
written in.)

If implemented, the recommendation would also
address the concern of some about the secrecy of the
process. It would put everything in plain view.

Overall, 71% of employees believe the Awards Program
fails to motivate employees to be the best they can
be. In the labs it is 80%.

Each Lab, Region, and Program Office or Assistant
Administrator should maintain its own Awards Cash
Pool. The amount that each organization sets aside
should be made open to comparison.

This was the most lopsided response in the Survey.
85% overall wanted the Pool, and every subgroup was
heavily in favor of it. The Focus Groups were also
for it, although not so heavily.

Money is a good indicator or organizational
priorities. Publicizing award pools would help to
eliminate disparities.

Whenever possible employees should be allowed
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to choose the type of award, e.g., cash vs.
time off.

76% overall were in favor of choice. 89% in grade
10/below, and 88% of non-whites like this option.
The smallest majority was 75%. The Focus Groups
were very much in favor of it. Most supervisors,
while believing that employees should be consulted
about their preferences, think the final decision
should rest with management.

Peer awards and employee nominations of supervisors
for awards should continue, but care should be
exercised.

66% overall are in favor of peer awards; 91% of non-
whites and 64% of whites. 76% overall are in favor
of employees nominating supervisors for awards; 85%
for grade 10/below. Focus Groups pointed out that
awards like those already exist in some offices.
Employees were worried about such things as
collusion --"you scratch my back, I'll scratch
yours." Several said such awards can be very
useful, but they should be for relatively small
amounts to avoid pressure, collusion, and other
complications. In the offices where such awards
exist, the dollar amounts are small. In fact, the
award does not necessarily have to be cash.

The process for nomination and award should be made
as simple and straightforward as possible.

In the Focus Groups supervisors, especially,
complained about the time it takes to write up award
nominations, the time of the year that they are due,
etc. Both employees and supervisors know that
whether one gets an award often depends as much on
the knowledge and skill of the nominator as on the
work of the nominee. Something needs to be done
about this.

Other concerns of employees regarding giving of
awards for process rather than results, lack of
awareness of all aspects of the Awards Program, and
possible differences in concerns in different
components of the Agency

Great caution should be exercised in giving awards
just for practicing the principles of Total Quality
Management (TQM) in one's work.

Only about 25% of employees believe that the Awards
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Program rewards and encourages those who practice
TQM in their work. 1In the Focus Groups the feeling
was very strong that there should not be recognition
just for practicing TQM. Emphasis should be on
results, not process. Some negativity and hostility
is directed at TQM. A few did say that since TQM is
a "hot" topic, those involved with it are more
likely to get awards. Others pointed out that if
the Agency wants to encourage TQM, its practice must
be rewarded. This recommendation addresses these
various issues.

*% 10. EPA should launch a comprehensive, long-term effort
to educate all employees about the Awards Program.
It should include the kinds of awards, criteria for
awards, processes for nomination, tips on how to
write the nomination, etc.

This strong recommendation came mainly from Focus
Group employees and supervisors who said they knew
too little about various awards to apply for them or
nominate others. Nearly all said they needed to
know more. Each group had people who were unaware
of some of the awards discussed.

#% 11, Further studies should be considered in components
of the Agency.

The data indicates variation in awards practices
among organizations and locations. Laboratory
employees seem to be especially dissatisfied with
the Awards Program; particularly about recognizing
low visibility work and the work of assistants and
technicians. This level of dissatisfaction in the
Labs points to a need for further study. This may
also be true for other locations or Agency
components.

VISION - Suggestion Program

EPA's Suggestion Program should be active and effective.
In FY 1991, 102 suggestions were received Agency-wide, 19 were
adopted and $8,110 was paid to the successful suggesters.
Efforts to revitalize it over the years have been
unsuccessful. We can and should do better, and envision a
"Two-Pronged Solution" to: 1) Revamp the existing suggestion
program; and 2) Establish new programs at the AA/RA/LD levels.
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Findings and Recommendation

The existing OPM-mandated program is limited by three
factors: First, suggestions about employees' current
jobs are not allowed. Second, there is no money set
aside for the program. Finally, there is competition
from other awards, such as time off and on-the-spot.
Implementation of the following suggestions will improve
the existing Suggestion Program:

1. Make $100,000 available annually for the
program.

As it stands now, the office which adopts a
suggestion has to pay any award to the suggester - a
strong disincentive to adopt the suggestion.

2. The program should be actively and continuously
publicized, and it should receive support from
the highest levels of the Agency.

3. The national program office should maintain and
publicize a master status list of suggestions
including all relevant data.

4, Evaluators should be recognized by some non-
monetary token when suggestions are adoptea.

5. There should be a Review Board for suggestions
having an Agency-wide impact.

6. Other recommendations: a) include a tear-off on
the suggestion form so suggestions can be
acknowledged immediately; b) have a contest to
come up with a new name for the program; c)
design attractive boxes and display them
prominently.

. After much study, including bench marking with
several organizations, the QAT concluded that the
OPM program should be supplemented by an entirely
new program, more responsive to EPA employees'
needs, more aligned with the principles of TQM, and
which avoids major problems with the existing
program. Implementation of the following
recommendations will get the new suggestion program
up and running:
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1. Delegate to each AA/RA/LD the authority to
create an improvement award system (they can
pick the name) within their organizations, with
the option of redelegating the program to a
lower level.

2. Consider all suggestions whether or not they
fall within the scope of the suggester's
current duties.

3. Give "winners" the choice of cash or time-off
awards whenever feasible

4. Keep the program very simple, with a minimum of
paperwork.

5. Send top improvement ideas from each AA/RA/LD
to a Selection Board each year.

The Board will select the top 1-3 from the entire
Agency. These would be recognized at the Annual
Awards Ceremony and would receive an additional,
appreciable cash award, funded from the Suggestion
Program pool.

CONCLUSION

We believe that EPA's Awards Program can become a
model for the Federal government. The
recommendations, while likely causing some
organizational discomfort, are not difficult or
costly to implement. Employees will be pleased to
see tangible results of their participation, the EPA
Awards Program will be perceived in a more favorable
light, and EPA will be an even better place to work.

As the recommendations for the dual Suggestion
Program are implemented, EPA's existing Suggestion
Program will be improved by adequate funding,
increased organizational support, publicity, and
process streamlining. The New Program will
revitalize the employee suggestion concept by making
it more relevant, placing it closer to suggesters,
providing options in awards and minimizing
paperwork.
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EXECUTIVE SUMMARY

Ecosystem protection is often seen as a goal which is in
conflict with other societal and economic values and
interests. There is increasing recognition, however, that
economic stability is in fact interrelated with healthy,
functioning ecosystems. Many sectors of our society are
directly and indirectly affected by past and present ecosystem
degradation. The Florida Everglades and the Chesapeake Bay
are both examples showing how the cumulative effects of human
activity can destroy the inherent capacity of natural systems
to sustain themselves, leading to significant economic
dislocation. The unabated destruction of these natural
systems, which sustain us today and our children tomorrow,
must be halted. A national effort is needed to promote
balanced and sustainable uses of our natural resources. To
fulfill its obligation to, and role in, this effort the
federal government and the EPA must change the way in which
they function.

First, a broad national vision for change is needed. The
federal government must focus this vision by creating and
implementing a cohesive and comprehensive national policy on
ecosystem protection. To reduce the fragmentation and
inconsistency which rendered ineffectual prior ecosystem and
natural resource management efforts, the Executive Branch
should: (1) develop a national ecosystem management policy
which is implemented jointly by the appropriate federal
agencies pursuant to an executive order;:; (2) develop and
implement coordinated ecosystem protection initiatives among
federal, state, and local governments, such as inventories,
resource assessments, joint budget proposals; and, (3)
eliminate gaps and inconsistencies in existing laws and pass
new laws such as establishing a "Green Bank Program," and
other progranms.

Second, EPA should be a catalyst to the national vision
for change by establishing and disseminating a set of
orgqanizing principles for ecosystem protection that can be
used by federal, state, and local governments, citizens and
other organizations. EPA should also implement structural
changes through an ecosystem protection policy issued by the
Administrator which establishes ecosystem task forces and
ecosystem plans, and institutionalizes ecosystem management
principles. EPA should make better use of its existing tools
by: (1) amending guidances and requlations to promote
ecosystem protection; (2) improving the implementation of the
National Environmental Policy Act and the Endangered Species
Act; (3) more fully utilizing grants, education, and
nonrequlatory programs such as ecosystem training and

educating the public; and (5) improving the ecological science
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base and sharing data. Further, the Agency should practice

ecosystem protection through geographic enforcement

initiatives and reqgional landscape initiatives, while
promoting ecosystem protection to others through coordinated

grants and using anticipatory planning.
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VISION

The United States will develop and implement a national policy
to protect the sustainability of the natural systems which
provide economic prosperity and a high standard of living for
the American people. The Environmental Protection Agency will

play an important role in developing and implementing this

policy by providing leadership, by promoting the sustainable
use of our natural resources, and thereby protecting our

natural heritage for present and future generations.

INTRODUCTION

Ecosystems -- the complex of living and non-living
components that function together as a unit in a given area
such as wetland communities, estuaries and prairies -- form
the core organizational structures of the natural world.
Ecosystems have a degree of inherent stability which helps
them to resist some disruption. Significant man-made
stressors, however, such as over-grazing, unbridled commercial
and residential development, over-population, pollution and a
host of others, can alter ecosystems, affecting their ability
to sustain life, including human life. The quality of life
for humans is thus linked inextricably to the sustainability
of ecosystems.

Ecosystem sustainability can be defined in a variety of
contexts. For purposes of this document, it is the concept
that humankind's interaction with the environment should
strike a balance between the need to: (1) use natural
resources to maintain a good standard of living; (2) prevent
the destruction of natural resources; and, (3) accommodate
future uses by subsequent generations.

Sustaining the ecosystems that comprise our natural world
will require us to shift to a more holistic and coordinated
approach to environmental protection -- one which recognizes
that protecting human interests ultimately requires us to
protect the natural systems upon which we depend for survival.
Only in this manner will our efforts begin to match the
interrelatedness that is the defining characteristic of
ecosystems themselves. Recognition of this interrelatedness
should be the first step toward reinventing our governmental
and societal approach to ensure the protection and
sustainability of ecosystems and natural resources.

The Executive and Legislative branches must undertake
specific and coordinated actions in order to overcome existing
barriers to ecosystem protection, which are both numerous and
fundamental. A national ecosystem management strategy should
be based on: (1) cooperative interagency institutional
structures and public support; (2) sound scientific principles
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and research; (3) ecological rather than political boundaries;
(4) resolving conflicting agency missions and statutory
mandates; and, (5) addressing connections between social,
political, and environmental concerns.

EPA should be a catalyst for Executive Branch leadership
by developing ecosystem protection principles, by working to
integrate federal actions, and by establishing ecosystem
protection partnerships with state and local governments and
private entities. EPA must also enact internal changes to
integrate principles of ecosystem management at every level
and in all functions of the Agency. Agency planning,
decision-making, and actions must be guided by the underlying
principles of ecosystem management and protection, such as
sustainability.

Ultimately, through "environmental protection" statutes,
the EPA protects the various attributes of ecosystems--for
example, clean air and clean water. An ecosystem, however, is
more than a simple sum of its parts. Disruptions to one part
of an ecosystem ripple throughout the whole ecosystem,
sometimes in unpredictable ways. Thus, government
intervention to address one component of the system will not
effectively protect the entire system.

Although existing environmental statutes require in
varying degrees that EPA consider the impacts on the entire
environment in the development of standards, most standards
are based primarily on human health impacts. Moreover, to the
extent that environmental impacts are considered in standard
development, such assessments are generally confined solely to
those impacts which are of immediate concern to the program
office developing the standard. Regulatory standards
therefore often fail to consider cross-media impacts that can
impair ecosystem viability, such as heavy metal air deposition
into water bodies, or contaminated sediment resuspension.

Although changes must occur within governmental
institutions and at different levels of society, they must be
phased over a period of time in a coherent and integrated
approach. This paper presents a national strategy for
ecosystem protection and EPA's role in ecosystem protection.
Specific timeframes for implementing the recommendations
contained in this document vary depending on their complexity
and scope, and on the differing capacities of governments and
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society to change. Also, several key aspects of this
integrated approach need to be highlighted at the outset to
emphasize central themes that infuse many of the
recommendations contained in this document.

First, a stronger link between science and policy is
stressed in many of the recommended actions. The concept of
ecosystem sustainability involves many areas of policy, for
example economics and land-use planning. In approaching
environmental protection from the ecosystem standpoint,
however, the government, and EPA in particular, needs to
ensure that sound science is available and part of the
ultimate decision-making process. Second, more than any other
form of environmental protection, achieving ecosystem
sustainability will involve partnerships between all levels of
government and its citizenry. The need to arm governments
and citizens with information and education is paramount to
achieving the goals set forth herein.
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I. A NATIONAL STRATEGY FOR ECOSYSTEM MANAGEMENT

In order to manage, protect and restore our vital natural
resources and ecosystems, the United States needs to develop a
national strategy for ecosystem management. Past efforts to
protect the environment and to manage natural resources have
been fragmented, often working at cross purposes. Most of the
man-made and natural problems that have led to degradation and
loss of ecosystems are still present. Policies and programs
of federal, state, and local agencies, as well as private
organizations have in some cases resulted in degradation of
our ecosystems and component natural resources. The President
and Executive Branch should provide leadership by setting
forth this national policy that establishes a means for
protecting ecosystems and directs federal agencies to
coordinate and collaborate to implement this national policy.

Target/Action Category: A national policy should be
established through Executive Branch leadership for the
protection of ecosystems based on the principles of
sustainable use. This policy should be applicable to all
federal agencies responsible for protecting the environment,
managing natural resources, and infrastructure development.

Initiatives:

Coordinated Approach to Ecosystem Management.
Coordinated approaches to ecosystem management are
necessary for federal agencies to have a common
understanding of the ecosystems for which they are
charged to protect and manage. The Office on
Environmental Policy (OEP) should organize a series of
"sustainable ecosystem summits" comprised of agency
representatives, academics and stakeholders to establish
this operational government definition and to set common
goals for ecosystem management.

Better Use of the NEPA Process: The President should
direct agencies to more effectively implement the NEPA
process to plan, coordinate, and integrate other
environmental statutes for ecosystem protection. The
NEPA process can serve to coordinate consideration of the
substantive requirements of other environmental statutes,
and can serve as a tool by which agencies can consider
overall ecosystem-related issues. NEPA also requires a
broad examination of environmental impacts not
necessarily addressed by media-specific laws, and it is
this integrated assessment that is particularly well
suited to address ecosystem management.
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Executive Order: The President should issue an Executive
Order that establishes a national policy for ecosystem
management and establishes a process for interagency
cooperation. This policy should set goals for ecosystem
management such as viable populations, sustainable use,
and maintenance of biodiversity.

Target/Action Category: All federal agencies should establish
and incorporate ecosystem protection goals at all levels of
activity.

Initiatives:

Regulatory Coordination: Federal agencies should
coordinate the implementation and enforcement of
environmental laws with a view toward achieving
protection at the ecosystem level. Federal agencies will
also need to identify barriers to full implementation of
ecosystem protection, and identify statutory mandates and
policies which conflict with the national policy of
ecosystem protection.

Impacts of Federal Subsidies: Federal agencies should
assess impacts of federal subsidies, and where
appropriate modify them to ensure ecosystem protection
(e.g., grazing fees, mining, timber, agricultural water-
use commodities).

Budgets Based on Ecosystem Priorities: The Executive
Branch should submit a re-structured budget that is fully
consistent with the interagency coordination and research
needed for ecosystem protection.

Target/Action Category: A federal policy should be developed
that accounts for ecological values equally with economic
values.

Initiatives:

Developing Measures of Ecological and Economic Value:
The Executive Branch should form a national task force
comprised of ecologists, social scientists and
econonmists, to develop measures which reflect the true
value of ecological resources both in ecological and
economic terms.

Revising GDP Indices: The Executive Branch should direct
OMB and the Council of Economic Advisors (CEA) to work
with all federal agencies to review existing natural
resource accounting methods and to revise GDP indices and
other economic measures to include the loss of natural
resources through exploitation.
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Executive Order 12291: The Executive Branch should
revise Executive Order 12291 requiring cost-benefit
analyses to reflect all societal and ecological costs and
benefits over the long term (e.g., 100 years), including
non-market values.

Target/Action Category: The United States should ensure that
national policies take into account protecting global
ecosystems.

Initiatives:

- International Ecosystem Management: Natural resource and
environmental agencies, particularly EPA, USDI, and NOAA,
should join with U.S. Agency on International Development
to develop a joint strategy (and accompanying budget
request) for the use of U.S. government expertise to
assist in integrated ecosystem protection in other
countries and in areas beyond national jurisdiction.

This effort would both help the United States to fulfill
its existing international obligations (e.g., Convention
on Biological Diversity, Agenda 21), to suggest future
directions in international policymaking in the ecosystem
protection area, and to provide a useful international
perspective on more effective ecosystem protection
domestically. The Department of State should work
closely with the agencies involved in this effort to
promote innovative ecosystem management approaches in
cooperation with other countries and in the negotiation
of future international agreements.

Evaluating National Policies/International Obligations:
The Executive Branch should direct federal agencies to
evaluate national policies on environmental protection
and resource management in light of international
policies and obligations, and to amend national policies
to more effectively achieve international objectives.
The State Department, USDI, EPA, USFS, NMFS, and other
involved agencies should be directed to further develop
national and international policies related to ecosystem
management. In addition, the U.S. should develop human
population policies that are consistent with sustainable
economies and ecosystems.

Target/Action Category: Federal agencies should work with each
other, as well as state and local governments to use all
available mandates in a cooperative and integrated manner.

Initiatives:
Geographic Initiatives: Interagency work groups should

develop coordinated ecosystem management programs in
specific geographic areas (e.g., ecoregions, watersheds,
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physiographic provinces) in which multiple agencies or
multiple-programs are currently operating (e.g., San
Francisco Bay Delta, Gulf of Mexico, Oak Savannah).

Coordinated Budget Submissions: Federal agency budget
proposals should reflect intra-agency and interagency
efforts to coordinate ecosystem protection (e.g., a
specific percentage of budget must be joint submissions
for ecosystem-related activities).

Managing Sustainable Ecosystems: Federal agencies should
convene summits for negotiating change in regional
economics as a means for managing sustainable ecosystemns.
Coalitions of stakeholders in an ecosystem should examine
ways in which to accomodate their respective interests
while protecting the ecosystemn.

+ Coordinated Inventory and Resource Assessments:
Agencies with primary responsibilities for biological
inventory, monitoring, and assessment (e.g., NBS, EPA,
EMAP, and USGS) should coordinate resource expenditures
in carrying out these essential but costly functions.
EPA should cooperate with the USDI's National Biological
Survey (NBS) in ecological inventories. EPA should
improve the coordination of monitoring and resource
assessments currently being done by different agencies
(such as the Interagency Task Force on Monitoring).

Target/Action Category: The Administration and Congress
should work together to promote coordinated ecosystem
management efforts.

Initiatives:

Coordinating Legislative Mandates: An OEP-led
interagency task force should identify conflicts and gaps
in pollution control and resource management laws and
present recommendations to Congress for legislative
changes necessary to ensure national laws are consistent
with the national policy for protecting ecosystems. For
example, the task force would recommend federal
legislation that provides agencies with the authority to
anticipate and prevent biodiversity loss.

Directing Appropriations: The Administration and
Congress should work together to direct appropriations so
that ecosystem protection plans are implemented through
coordinated efforts of federal agencies.
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Establish "Green Bank'": The Executive Branch (e.g., DOJ,
OMB, Treasury, EPA) should work with Congress to develop
appropriate legislation that establishes a "Green Bank
Program," in which permit fees, use fees, and enforcement
penalties collected by federal agencies (e.g., USFS,
USDI, NOAA, NMFS) can be earmarked for ecosystem
protection and restoration.

Congressional Committee Coordination: The Committee on
Congressional Reform should examine opportunities to
coordinate the functions of the various committees that
have jurisdiction over ecosystem management.

Ecosystem Protection Act: An Ecosystem Protection Act
(similar to the Pollution Prevention Act of 1990) should
be developed which requires federal agencies to integrate
ecosystem management principles into their various
functions, including their scientific, regulatory,
permitting, policy, and enforcement activities.

EPA's ROLE IN ECOSYSTEM PROTECTION

EPA has both the legislative authorization and expertise

to play a crucial role in federal ecosystem efforts. Agency
regulations, however, under these existing statutes have not
been developed with full regard to ecosystem protection. As
the regqgulator of the environment and a sponsor of basic
ecological research, EPA is uniquely situated to expedite the
dynamic two-way exchange of understanding between researchers
and practitioners of ecosystem management, and to assure that
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current knowledge advances the protection of ecosystems.
Success ultimately depends on EPA integrating ecosystem
management at every level and function of the Agency. 1In
particular, Agency planning and actions should be guided by
underlying principles of ecosystem management and protection,
and effects on ecosystem sustainability should be routinely
weighed in EPA decisions.

Historically, EPA has primarily focused on the protection
of human health with less consideration of the impacts on
ecosystem issues. Congress has developed, in response to
immediate concerns with critical environmental issues (e.g.,
toxic wastes, safe drinking water), media specific
legislation. These actions have been translated into the
organization and decisionmaking of the Agency. In order to
achieve a successful cultural change, senior management must
be fully committed to the underlying principles of ecosystem
protection, provide the necessary training, and make
organizational adjustments as needed. EPA must make ecosystem
protection a primary goal of the Agency, on par with human
health, as recommended by the EPA Science Advisory Board.

Gaps in the science and information base, an insufficient
investment in EPA information management, and inexperience in
new risk assessment methods hinder EPA's progress in ecosystem
management. As the foundation for ecosystem management, EPA
should use a comparative risk-based approach for setting long-
term priorities and making Agency decisions. EPA can improve
the scientific tools for ecosystem protection through its
support of ecological research, environmental monitoring and
assessment, and ecological information management.

EPA is now challenged to successfully integrate its risk-
based methods, science and information base, and its varied
authorities into a cohesive and effective ecosystem management
approach. Outlined below are a series of initiatives,
presented in a temporal sequence, that will build upon on-
going Agency efforts at ecosystem protection. These
initiatives emphasize pollution prevention, multi-media
enforcement, research into the causes and cures of
environmental stress, education, and constituency building -
all to sustain the integrity of our nation's natural resources
and the ecosystems that support them.
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Actions that should be implemented immediately.

Target/Action Category: The Administrator should issue a
policy statement mandating the integration of ecosystem
protection principles into all Agency programs and actions.

Initiatives:

Ecosystem Task Force: An intra-agency task force should
be convened to develop the Agency policy statement and
provide guidance on its implementation. Coordination of
ecosystem protection initiatives and actions would also
be a function of the task force. The task force will be
staffed on a full time basis with representatives from
Headquarters and regional offices. Members of the Senior
Leadership Council would serve as advisors to this task
force.

Incorporating Ecosystem Principles: Each AA and RA should
prepare an ecosystem protection implementation plan as
part of their overall Strategic Plans and Agency
Operating Guidance, with assistance from the Ecosystem
Task Force. Additionally, specific changes to
programmatic and Regional priorities should include:
dedication of portions of the EPA budget specifically to
fund ecosystem protection projects; reorientation of the
STARS system to give credit for ecosystem management
accomplishments; and use of regional/state ecological
status and trends reports in planning and as a means of
holding the Agency accountable for ecosystem protection.
Ecosystem management principles should be incorporated
into Agency operations such as performance standards,
training for management and staff, performance awards,
and Agency hiring.

Comprehensive Evaluation of Opportunities for Ecosystem
Protection: To better utilize existing authorities, EPA
should undertake a comprehensive evaluation of each
program, to determine whether each fulfills its potential
in ecosystem protection. Moreover, EPA should promote
more explicit ecosystem protection mandates in the
reauthorization of EPA's statutes, where applicable, and
in any new environmental legislation. In conducting a
review of its authorities, each office should identify
opportunities for ecosystem protection and barriers that
may interfere. Subsequently, program offices should
determine priorities for action to overcome the barriers
and explore new opportunities. One example is including
ecosystem values in the cost/benefit analysis during the
regulatory process (e.g., regulation of chemical
substances under Section 6 of TSCA).
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Implementing Ecosystem Management in Program Activities:
Each program office should amend existing regqulations and
guidance as appropriate to allow for and promote
ecosystem protection. For example, the Superfund program
could institutionalize ecological risk assessment by
revising the Remedial Investigation/Feasibility Study
Guidance to integrate ecological and human health risks.
In addition, each program office should integrate
regulatory authorities (e.g., permitting decisions) into
resource planning initiatives (e.g., Watershed Protection
Approach, Wetlands Advance Identification) where
appropriate.

Barriers:

1. lack of knowledge regarding ecosystem issues

2. ecosystem level data is unavailable or difficult to
access

3. resistance to organizational change

4. lack or senior management support

Measures of Success:

1. track specific ecological functions/values for
improvement
2. substantive change in organizational structure, and

cross~program initiatives

Actions that should be completed in the
next 6 to 12 months.

Target/Action Category: The Agency should focus its
regulatory efforts as a means to protect ecosystems.

Initiatives:

Improved Implementation of the National Environmental
Policy Act (NEPA): NEPA can serve to coordinate
consideration of overall ecosystem-related issues. To
make more effective use of the Agency's NEPA authorities,
the Office of Federal Activities should develop criteria
and guidance to ensure the assessment of cumulative
impacts during NEPA review and require program offices to
support NEPA documentation review to consider ecosystem
impacts. Also, EPA should use Clean Air Act Section 309
authorities to require ecological considerations in NEPA
analyses and reviews of regulations by other Federal
agencies. If EPA programs continue to rely on procedures
deemed to be functionally equivalent to NEPA, they should
still ensure that the goals of NEPA are fully met.
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Improved EPA Implementation of Endangered Species Act
(ESA): The ESA is a statutory tool available to the
agency for ecosystem protection, with multimedia and
terrestrial applicability. Each EPA office should fully
comply with the requirements of the ESA. Each program
office should enter into an agreement (e.g., MOU) with
the Fish and Wildlife Service and National Marine
Fisheries Service to clarify EPA's roles and
responsibilities to ensure full compliance with
Endangered Species Act (ESA). Clear guidance for ESA
compliance on a program-by-program level should be
developed and provided to regions and states.

Barriers:

1. lack of knowledge

2. ecosystem level data is unavailable or difficult to
access
3. medium-specific nature of EPA's statutes

Measures of Success:

1. track specific ecological functions/values for
improvement
2. number of ecosystem-based enforcement actions taken

Target/Action Category: The Agency has the opportunity to
focus its enforcement efforts on ecosystem level activities to
more effectively protect human health and the environment.

Initiatives:

Multi-media Enforcement Approach: Given limited
enforcement resources, the Office of Enforcement should
issue a policy statement emphasizing the importance of a
multi-media approach (e.g., air, water, land) in
inspections and, where applicable, enforcement actions.
The Office of Enforcement staff should coordinate with
the program offices to ensure consistency with program
goals through regularly scheduled ecosystem protection
meetings. Moreover, the Office of Enforcement should
provide multi-media training to Regional/State inspectors
and other compliance staff.

Including Ecological Considerations in Enforcement
Actions: The Office of Enforcement should cluster
enforcement actions on a geographic/ecosystem basis to
address the cumulative impact of multiple facilities on
ecosystems. These multi-media enforcement initiatives
would focus on specific ecosystems (e.g., San Francisco
Bay Delta). Ecosystem status and trends on a landscape
basis should be used, with some measure of program-
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specific flexibility, to direct compliance inspections
and enforcement activity at those facilities adversely
impacting vulnerable and/or endangered ecosystems. In
addition, opportunities for the restoration, enhancement,
and protection of local ecosystems should be
mandatorily
assessed in every enforcement action undertaken by EPA,
and where appropriate, should be incorporated into all
settlements negotiated by Agency enforcement officials.

Barriers:

1. lack of knowledge

2. ecosystem level data is unavailable or difficult to
access

3. primacy of state enforcement

4. medium-specific nature of EPA's statutes

Measures of Success:

1. track specific ecological functions/values for
improvement

2. number of ecosystem-based enforcement actions taken

3. number of Supplemental Environmental Projects

Target/Action Category: EPA should support state, local and
private activities that lead to ecosystem protection and
restoration.

Initiatives:

Awarding Grants: Each EPA grant program should develop
ecological management and assessment criteria for
awarding grants, where appropriate, to benefit priority
ecosystems. In addition, the Office of Information
Resources Management (OIRM) should develop a network for
grant managers to coordinate grant efforts. For example,
EPA could favor providing funding to farmers, through the
states, who practice Integrated Pest Management. The
Clean Lakes Program could increase the weight of criteria
in ranking applications that place a high priority on
aquatic habitat restoration. The same could be done for
Outstanding Natural Resource Waters.

Increasing the Use of Anticipatory Planning: EPA
regional programs should increase the use of anticipatory
planning approaches (e.g., watershed protection,
comparative risk assessment and ranking, critical
terrestrial systems identification) to protect key
ecosystems and to enhance public awareness and
involvement.
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Barriers:

1. lack of information on where and what to protect

2. lack of sense of priorities

3. local political reluctance to do this

4. EPA has little influence over state and local
policies

Measures of Success:

1. number of grants conditioned on ecosystem management
practices implemented by state and local governments
2. improvements in state capacity

Actions that should be completed in the
next 1 to 2 vears.

Target/Action Category: EPA should continue to support
efforts to determine ecosystem status and trends and to make
information readily available as an effective tool for
decisionmakers.

Initiatives:

Secondary and Cumulative Impacts: Each program and
regional office should assess secondary and cumulative
impacts on ecosystems resulting from individual permit
actions, as appropriate. For example, pesticide risk
assessments should take into account cumulative impacts
of all pesticides used in a given area such as a
watershed.

Coordinating Status and Trends Data: EPA should closely
coordinate with FWS, NOAA, USGS and other federal
agencies on the timing, geographic coverage, and methods
of their environmental monitoring programs to better
document national ecological status and trends.
Specifically, EPA should coordinate data on ecosystem
extent, distribution, and changes, location and abundance
of stressors, and the occurrence of widespread patterns
of ecosystem impairment through its Environmental
Assessment and Monitoring Program (EMAP).

Assessing Ecosystem Values: EPA/ORD should develop
methods for assessing the relative ecological and
economic value of ecosystems that can be applied at the
national, regional or state level. Regions, with
partners, should use these methods to identify a priority
list of areas that are critical to region-wide ecosystem
sustainability.
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Improving the Incident Mconitoring of Ecosystems: The

Agency should develop an improved system of monitoring

the status and trends of ecosystems. An Incident

Monitoring Program should be established that indicates

the effects of all toxicants that can result in

detrimental effects to the environment (i.e., fishkills,
birdkills, etc.)

National Geographic Information System (GIS): EPA should
strongly endorse the development of a national GIS data
base as a key component of the Vice President's national
information initiative. To date, establishment of a
national GIS infrastructure has not been included in this
initiative.

Barriers:

1. inconsistent data and information among agencies

2. reluctance to develop coordinated efforts for
information exchange

3. ecosystem issues have not traditionally been an
Agency priority in developing information resources

4. reluctance to invest in information collection and

management systems

Measures of Success:

1. greater accessibility of data to agency staff, other
agencies and the public

2. coordinated or at least complementary
data/information systems

3. generation of information on status and trends

Target/Action Category: An informed workforce and educated
public are essential to developing and implementing ecosystem
management initiatives.

Initiatives:

Ecosystem Training: EPA should develop training modules
for EPA management and staff on ecosystem management
principles, including general ecology, underlying Agency
goals, and the fundamentals of ecological risk
assessment.

Ecological Risk Management: EPA/ORD and other EPA
programs should accelerate technical transfer of
ecological risk management principles and methods through
the development of guidance and training courses for EPA
programs and staff, as well as other federal and state
agencies and non-governmental organizations.
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Environmental Education: The Office of Environmental
Education (OEE) should evaluate environmental education
curricula and other Agency outreach programs to assess
how well ecosystem values and protection are being
addressed. OEE should also educate the public on how
they can take actions to protect ecosystems. This would
include efforts to reach the state and local land use
decision makers.

In addition, OEE should direct its work within the Agency
to determine each EPA office's projected staffing and
skill mix needs.

Barriers:

1. conflicting priorities

2. education and training are not always priorities

3. reluctance to participate in education/training
programs

4, conflicting priorities

Measures of Success:

1. number of trained EPA staff
2. number of cooperative education efforts
3. number of guidance packages generated

Target/Action Category: EPA should support state, local and
private activities that lead to ecosystem protection and
restoration.

Initiatives:

Coordinating EPA Programs within the Agricultural
Community: EPA should conduct a state-level pilot

to coordinate all EPA programs affecting a particular
sector of the agricultural community to assist farmers
in complying with these programs (e.g., pesticides, non-
point source pollution, wetlands, groundwater
protection).

Local Geographic Initiatives: Regional comparative
ecological risk analyses should be followed by new, local
scale initiatives that enhance or maintain critical
priority ecosystems. Such initiatives may include,
restoration or rehabilitation of priority areas (or their
critical components as a means of protecting whole
ecosystems), targeted enforcement, and acquisition
programs.
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+ Ecosystem Protection Partnership Project: No single
agency has the resources or expertise to independently
address the threats to the nation's ecosystems. EPA
currently maintains numerous clearinghouses for
technology and information transfer, a number of which
could be consolidated into an ecosystem clearinghouse.

To facilitate information transfer among all agencies and
the formation of inter-agency partnerships for ecosystem
protection at all levels, EPA would promote the wide use
of this resource by locating it on the Internet platform.
The Ecosystem Protection Partnership Project would serve
as a clearinghouse for information transfer as well as
for matching partners with complementary skills,
interests, and funding.

Regional Landscape Planning: EPA can take a number of
actions that would stimulate land use planning by state
and local governments in a constructive manner, and which
would not result in an overly intrusive federal role in
land use planning. EPA should direct grants to states
and local governments to form regional planning units
around ecosystem protection and sustainability values.
EPA should provide technical assistance to the state and
local governments, and will develop a list of suggested
criteria for use by the state and local governments in
their planning decisionmaking.

Barriers:

1. lack of information on where and what to protect

2. lack of sense of priorities

3. local political reluctance to do this

4. EPA has little influence over state and local
policies

Measures of Success:

1. number of grants conditioned on ecosystem management
practices implemented by state and local governments
2. improvements in state capacity

Actions that should be completed within
the next 2 to 4 years.

Target/Action Category: EPA should continue to support
efforts to determine ecosystem status and trends and to make
information readily available as an effective tool for
decisionmakers.
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Initiatives:

Consistency and sharing of Data: EPA should continue to
cooperate with USGS, NOAA, and USFWS to develop national,
up-to-date land cover/land use maps and remote sensing
tools and make these data available to all EPA regional
GIS programs and users. The Office of Information
Resources Management (OIRM) should increase its
information exchange with other agencies and
organizations.

Linking Data Networks: OIRM should explore ways to link
all ecological stressor-related information from the
Agency's data bases in a comprehensive network. This
effort could involve developing an inventory of all
facilities which includes references to specific EPA
program data bases. Potential non-point sources may be
included via interpretation of GIS and other data.

Promoting the sharing of Information : Internet is the
world's largest computer network that stores and provides
access to information on an array of subjects. To
promote information sharing, EPA should be fully
connected to the Internet and put its databases and other
information on Internet. Access to information on the
Internet will aid EPA in its data collection efforts, and
reduce duplication of research efforts. By providing
EPA's data, other federal and state agencies, the
international community, and local groups and communities
will have access to the information. EPA should use its
money from the High Performance Computing Act of 1991 to
fund grants to local groups and communities to enable
them to connect to the Internet.

Addressing Scientific Information Gaps: With funding from
EPA and other sources, the EPA Office of Research and
Development (ORD) should address critical ecological
science gaps as a high priority. These gaps generally
include ecosystem structure and function relationships,
indicators of ecological condition or stress, predictive
methodologies for ecosystem-level response to stress,
techniques for ecological restoration, creation and
enhancement, and spatial and temporal scale issues.

Barriers:
1. inconsistent data and information among agencies
2. reluctance to develop coordinated efforts for

information exchange
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3. ecosystem issues have not traditionally been an
Agency priority in developing information resources
4. reluctance to invest in information collection and

manhagement systems
Measures of Success:

1. greater accessibility of data to agency staff, other
agencies and the public

2. coordinated or at least complementary
data/information systenms

3. generation of information on status and trends
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Potential Reinvention Laboratories

Listed below are several geographic areas that should be
considered as possible reinvention laboratories in which to
test the ecosystem protection recommendations.

1.

Ecological risk assessment in an ecosystem/watershed
context: Snake River, Clinch River, Middle Platte River,
Waquoit Bay

Emphasis on ecosystem protection in a terrestrial
context: Adirondacks, Greater Yellowstone Ecosysten,
Southern Appalachians

Interagency cooperation to determine the effectiveness of
using land cover/land use information (GIS) for ecosystem
level enforcement, pollution prevention, and education:
Savannah River, Pacific Northwest

Establish a case study to compare conventional management
criteria (e.g., chemical) to biological/ecological
criteria: Upper Tennessee River

Developing a framework, in partnership with others, for
ecological restoration: ©Oak Savannah, Indiana Dunes
(Lake dunes)

Working with its federal partners, EPA will develop a
joint plan on how to recover endangered, threatened, and
candidate species on an ecosystem basis: Clinch River,
South Florida (Florida Bay, Everglades), Southern
California
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EJ1
ENVIRONMENTAL JUSTICE

EXECUTIVE SUMMARY

The National Performance Review Environmental Justice Team
believes the Agency has an opportunity to set policy and to
develop an Agency-wide ACTION PLAN to implement and sustain
Environmental Justice throughout EPA. This also allows EPA to
serve as a model for the Federal sector and with our partners in
state/local governments.

CURRENT STATE

The Agency continues to fall short, in spite of making much
progress, in recognizing Environmental Justice as a very critical
and significant issue. EPA must address the disproportionate
impact of environmental pollution on minority and low-income
persons and communities and the risk associated with such
pollution through specific programs and funding mechanisms.

To date, many of the Agency's efforts have been somewhat
disjointed. EPA lacks an effective process to ensure
accountability and to direct and implement a viable environmental
justice focus that ensures Environmental Justice is incorporated
and sustained in the daily work of EPA in all aspects of EPA
programs and activities.

The identification of these eight areas will highlight where EPA,
through the environmental justice focus, must initiate and
continue to address the short and long-term issues affecting
people of color in predominantly low income and rural
communities.

MAJOR RECOMMENDATIONS

TIMELINE INITIATIVE

6 mos The Administrator should immediately empower the
existing Environmental Justice Team or a
reconfiguration of the Team to develop an ACTION PLAN
to address the three major themes: Policy;
Communication/Education; and Data Needs and Uses.
Action on this recommendation will ensure the
following are addressed:

Support and ensure implementation of goals of the
Environmental Justice Executive Order, Environmental
Justice Act and EPA Cabinet Bill. [Administrator]

Appoint/designate one person with the accountability
and authority to oversee the Environmental Justice
issue in the Agency. [Administrator]
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Create and provide the resources for one office
reporting directly to the Administrator with overall
responsibility for coordinating all Environmental
Justice issues and activities. [Administrator)

Treat Indian matters as a unique issue in need of a
well~-focused and coordinated effort to ensure
appropriate application of environmental justice laws
and practices. (May require a separate ACTION PLAN.)

Establish a government-wide strategy and coordinating
body to ensure incorporation of environmental justice
principles throughout all levels of government.
[Administrator)

Look for opportunities to target compliance and
enforcement actions to protect Native Americans,
minority, and low-income populations to reduce
disproportionate burden of environmental pollution
exposure and risk. [Office of Enforcement]

Through the implementation of these major recommendations and the
identification of barriers, we will be better able to develop and
measure viable actions.
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ENVIRONMENTAL JUSTICE VISION STATEMENT

Environmental Justice must be consistently and routinely
integrated into the agency's strategic planning, operational
and policy decisions. This includes, but is not limited to,
decisions in the following areas: rulemaking, permitting,
enforcement, education, hiring, grants, contracts and
outreach efforts.

STRATEGIC POLICY DEVEL.OPMENT

VISION: Ensure strategic development and implementation of
environmental laws, requlations, and policies to prevent the
disproportionate adverse impact(s) to vulnerable populations.
Apply all civil rights laws to appropriate federal and federally-
delegated environmental activities.

RECOMMENDATIONS FOR INITIATIVES:
TIMELINE INITIATIVE

2-6 mos. Identify major relevant program actions, regulations,
policies

3-12 mos Set draft policy objectives for major actions with
appropriate offices

3-20 mos. Develop workplans for actions which require Fed.
Register or EPA guidance for states, local governments,
or other agencies

BARRIERS:

Lack of Commitment to address problem
Commitment to existing cultural mindset
Absence of accountability

Political resistance (esp. state & local)
Lack of Knowledge (awareness/sensitivity)

Lack of contact/communication with communities

PROJECT RESOURCES:

Part-time workgroup assignment in policy development and
coordination with other offices (unknown FTE, partial)

Shifting of some existing priorities, merging with other
existing priorities and program actions, development of
measures and reporting operations, oversight and feedback
(FTE details and shifts)
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VALUE/BENEFITS:
- Coordinated strategy, credibility, consistency with risk
priorities, protection of most polluted populations,

consistency in implementation of federal and state programs

-~ Full/fair implementation of environmental laws
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POLICY AND STRATEGY

VISION: EPA will develop a coordinated structure with authority
and resources to implement a comprehensive environmental justice
policy and strategy for the Agency.

RECOMMENDATIONS FOR INITIATIVES:

» Reorganize the existing Environmental Equity Office and place
it within the immediate office of the Administrator. This
office should include a Policy Coordination Unit, an Outreach
Unit, and a Native American Coordination Unit. These units
would be charged with the following responsibilities:

A. Policy Coordination Unit

* Coordinates all environmental justices issues and activities

* Serves as liaison for intra- and inter-agency coordination
on environmental justice issues

* Develops and issues policy guidance

* Consults and coordinates with program offices on program
specific environmental justice issues

* Coordinates the implementation of environmental justice

* Identifies environmental justice issues where programs or
offices fail to identify or implement

* Assists in resolving intra- or inter-program office
conflicts

* Coordinates environmental justice policies with other
regulatory bodies

* Reviews the implications of environmental justice on
previous decisions, policies and regulations

B. Outreach Unit

* Outreach and communication with community groups

* Educates the agencies on environmental justice issues

* Provides technical and financial assistance to community
groups and other bodies

* Provides community economic development assistance and
establish pilot projects

C. Native American Coordination Unit

* Specifically deals with the unique Native American and
tribal issues through all activities described above.

* Creation of at least one full-time Environmental Justice
Program Manager (EJPM) in each program, regional office, and
laboratory.

* Dedication of new FTEs and/or reallocate existing staff
resources within these organizations.
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* Coordinates and monitors environmental justice issues within
each organization by advising organizations' managers
regarding application of environmental justice to daily
activities.

* Serves as liaison to the Agency Environmental Justice Office
by ensuring that existing and future program specific
regulation and policies incorporate the environmental
justice element

» Provide ongoing Environmental Justice training for EPA
decision-makers at every level. Recommendations include:

TIMELINE
2/94

2/94

2/94

INITIATIVE

Develop and continually update appropriate definitions
for, understanding of, and training of Environmental
Justice and establish training agenda for EPA decision
makers. (EJ/OARM)

Incorporate established Environmental Justice training
module into current program specific training
requirement all managers/employees. (OARM)

Make managers accountable for ensuring training
participation of staff. (OARM)

« Provide improved involvement opportunities for affected
communities, which include:

8/93

12/94

12/93

6/94

8/94

Establish Environmental Justice review team with
participation from all programs and environmental
justice advocates. (Administrator)

Review permitting, enforcement and grant procedures
that improve the opportunities for participation of
affected communities. (EJ Team)

Review levels of decision making to determine need for
diversity to ensure environmental justice
considerations. (EJ/OARM)

Review and approve changes and timeliness for
incorporating changes into agency procedures. (EJ
Team/Senior Managers)

Identify opportunities for piloting effectiveness and
success of new procedures. (EJ Team/Senior Managers)

+ Community involvement at grassroots level is absolutely
imperative to environmental justice activities, credibility,
and acceptance (see Outreach to Grassroots Communities,
Native American Tribes, and US Territories)

+ EPA develops an Environmental Justice budget sufficient to
successfully implement and sustain this initiative

* line item in the budget

* designated funding for affected community groups to
implement their own Environmental Justice programs (e.g.
community outreach and education)
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* allocate sufficient FTE's in all program offices and regions
BARRIERS:

- Lack of management recognition that Environmental Justice
issues are equally as important as the Agency's other
initiatives (i.e., pollution prevention mission)

- Mid-level leadership are not be prepared to accept the
legitimacy of environmental justice concerns

- Media-specific nature of EPA organizational structure tends
to preclude effective coordination across media lines

- Reluctance to re-invest limited resources (or shift under-
utilized staff) to environmental justice activities

- An apparent lack of comprehension of the unique relationship
between the Federal and tribal governments (see discussion on
Indian/Tribal Programs)

- Inadequate external support to allocate more funding for
environmental justice issues

- Lack of accountability for implementing strategies (e.g. lack
of performance management criteria for environmental justice)

- The dynamics of Environmental Justice require anticipatory
and proactive strategies as opposed to reactive crisis
management.



EJ8

COMMUNICATIONS

VISION: EPA establishes an effective integrated approach to
internal and external communication of environmental justice
issues, uniformly across programs to convey a consistent message.

RECOMMENDATIONS FOR INITIATIVES:

TIMELINE INITIATIVE

Immediate Establish workgroup to conduct analysis and develop
standardized communication protocol (product w/in 1 yr)

iyr Implement protocol agency-wide, work in conjunction
with Equity/Justice office

On-going Provide regular and continuous updates of the protocol
Develop new and creative methods to effectively
communicate with affected communities (i.e. radio
broadcasts, plays, musicals)

BARRIERS:

Internal

Lack of effective communication of environmental justice
priorities

- Lack of senior management buy-in

- Resources

Resistance to changing the way we do business

External

- Lack of EPA credibility in community, industry, academia, etc.
- Statutory limitations

- Environmental Justice issues currently are not required under
all statutes

- Political forces
- Conservatively-owned media resisting the message
- Industry's influence on media

- Hardline resistance (0ld Boy's Network)

PROJECT RESOURCES:

- Workgroup of approximately 3 FTEs, travel and staff time; 1
year



VALUE/BENEFITS:

Better informed, involved and
constituents

Increased credibility for the
Formal communications vehicle
Consistency of the message

Motivational sense of mission

EJ9

empowered communities and other

agency

in place
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EDUCATION, TRAINING AND DEVELOPMENT

VISION: Institute a comprehensive multilingual and multicultural
approach to environmental education, training and development
opportunities relating to environmental justice.

RECOMMENDATIONS FOR INITIATIVES:
EDUCATION:

(Implemented by Outreach Unit of Office of Environmental Equity)
TIMELINE INITIATIVE

1 yr. Require current K - 12 education efforts to include
environmental justice component

1 yr. Utilize alternative forms of communication (e.gq.
Hispanic Radio Network)

6 mos. Create educational materials to be included as
environmental justice component to environmental
education

6mo~1 yr Create Speaker's Bureau on environmental justice (may
come under the auspices of the Public Affairs Office)

Current Adopt~-a-school program focus on environmental justice;
encourage and sponsor student research in environmental
justice

1 yr. Earmark additional grants for community-based
organizations and territories

1-2 yrs. Expand MOUs/MOAs (Memorandum of Understanding,
Memorandum of Agreement) to more Historically Black
Colleges and Universities (HBCUs), tribal colleges, and
other institutions of higher learning with significant
enrollment of people of color; and include an
environmental justice focus when targeting schools and
developing programs

1 yr. Expand environmental justice education opportunities to
grassroots communities (e.g., flyers, pamphlets,
community forums, fairs)

TRAINING:
(Implemented by Office of Human Resources Management and EPA
Institute)

(a) Internal

6 mos. New employee orientation package insert

6 mos. Expand sensitivity training course development

1 yr. Develop a module on environmental justice for SES
candidate training

1 yr. Include environmental Justice component in media-

specific training (CERCLA, RCRA)
Current Include environmental justice discussions during senior
management retreats
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(6) External

1 yr. Improve community/tribal/territory knowledge of TAGs

(Technical Assistance Grants), develop TAG guidebook,
and make literature on TAGs multi-lingual

6 mos. Initiate and expand presentations on environmental

justice throughout Federal government and other
government agencies (state, local, and Native American
tribes)

DEVELOPMENT:
(responsibility for implementation lies with Office of
Environmental Equity, EPA Education Center, Office of Civil

Rights)

lyr. Enter into joint projects with HUD, Dept. of Commerce,
Dept. of Labor to fund initiatives to develop
technical/career skills in environmental justice
(e.g.,lead, asbestos, PCBs (polychlorinated biphenyls),
recycling, solid waste) for people of color, especially
members of affected communities

lyr. Provide multi-lingual career/technical training

BARRIERS:

Lack of resources - curricula, training personnel, funding
Managerial support

Organization culture

Lack of and poor use of existing information mediums

Unclear and inconsistent objectives of environmental justice
within the agency have made producing materials difficult

PROJECT RESOURCES:

1 FTE to coordinate speakers bureau (EPA outside, outside
leaders to EPA); outreach to school, churches, tribal
colleges, etc.; modification of EPA education lesson plans to
schools to include environmental justice.

1 FTE to modify human resources training, new employee
initiation to include environmental justice, sensitivity
awareness program, media specific training to include
environmental justice

1 FTE in public affairs office to initiate dialogue with
other Federal agencies/departments to begin environmental
justice career development plan

Cost of developing, distributing etc., training materials
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Funding for minority scholarships in environmental justice
topics and student initiated research in this area

Resources to improve communication methods in affected
communities/territories

VALUE/BENEFITS:

Greater diversity in environmental justice discussion with
more well-informed citizens of affected communities and
territories

Less opposition, legal challenges etc., from affected
communities and territories if brought into the policy
discussion early through more equal and free exchange of
information

EPA gains credibility as a provider of good and useful public
information for affected communities and territories to make
environmental justice decisions and to form opinions

EPA at forefront of this issue



EJ13

OUTREACH TO GRASSROOTS COMMUNITIES,
NATIVE AMERICAN TRIBES, AND US TERRITORIES

VISION: Ensure communities have sufficient information,
education, and tools to make informed decisions which affect
their communities. Grassroots communities are included
throughout the process (i.e., from the onset of specific
environmental concern/actions/issues/decisions).

RECOMMENDATIONS FOR INITIATIVES:

(to be carried out by the Office of Environmental Equity and
regional offices)

TIMELINE INITIATIVE

6 mos. Agency commitment to openly communicate with grassroots
organizations and communities
1 yrs. Produce Environmental Justice kit (written and video):

* FOIA (Freedom of Information Act) process/procedures

Public Advisory Committees

How to review EISs (Environmental Impact Statement)

How to organize as a group

How to obtain financial assistance through public-

private partnerships
* Public comment period information/explanation
* Listing of EPA training classes (to be listed)

1-2 yrs. Ensure that all information is multi-lingual

1-2 yrs. Rely more heavily on alternative methods of
communicating, i.e. Hispanic Radio Network, church,
tribal college visits

On-going Improve community access to EPA data and provide
knowledge of how to use data

On-going Provide routine two-way communication with grassroots
to provide better understanding of EPA's decision
making processes and to seek opportunities for
improving current "ways of doing business."

* ¥ ¥ *

- Develop and provide appropriate tools to grassroots
communities.

BARRIERS:
- No buy-in" from some parts of government/private industry
- Resource constraints

- Some affected communities and territories are difficult to
access through traditional forms of media

- Lack of internal and external coordination
- Lack of coordination with other Federal Agencies

- Lack of respect for existing grassroots organizations and
sovereign governments
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- EPA's lack of credibility with grassroots organizations and
communities

PROJECT RESOURCES:

- 1 FTE to coordinate and develop environmental justice kit.
This effort has begun and should continue in the Office of
Environmental Equity

- 1 FTE whose sole job it is to communicate with affected
communities and territories, respond to inquiries involving
environmental justice. Also involved in the planning of all
EPA conferences and public meetings concerning environmental
justice.

- 1 summer intern to research information to be included in the
environmental justice kit

- Empower current Office of Environmental Equity to better
achieve these goals

- Devote more resources on the regional level to addressing
environmental justice concerns

VALUE/BENEFITS:

EPA is more accessible to affected communities/territories

Value of environmental decision-making is greater

Lessen the mistrust toward Agency

~ Help create a more informed and active citizenry

Better quality of life
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INDIAN/TRIBAL PROGRAMS

VISION: Equitable treatment of Tribes through EPA's reaffirmation
of its Indian policy, which recognizes the unique relationship of
the Federal government with Tribes. The policy was written based
on EPA's Congressional delegated authority to work with Tribes
on a government-to-government basis, with recognition of Tribal
sovereignty and recognition of EPA's trust responsibility.

RECOMMENDATIONS FOR INITIATIVES:

~ Develop a detailed action plan for EPA to integrate legal,
policy, personnel, budget, legislative and program
considerations to provide for Tribal environmental equity.

- Provide adequate funding for Tribal Environmental Programs by
including a line item in the Agency's budget. The EPA Tribal
Resources Study Committee, in 1990, recommended an Agency line
item of $37M for Tribal programs.

- Review, reaffirm and implement the 1984 EPA Indian Policy,
which will honor Tribal sovereignty and provide for a
government-to-government relationship and execute EPA's trust
responsibility to Tribes.

- There is a need to increase Indian hiring due to the
under representation of American Indian staff, both in the
Regions and at Headquarters. EPA would have to hire 10 more
Indians in the Regions and 26 at Headquarters to be
commensurate with the 0.052% national labor statistics for
Indians in the work force.

- The Administrator should consider seeking Indian preference
hiring authority from President Clinton, creating special
hiring registers or allocating FTE's for American Indians.

- Create an Office of Associate Administrator for Indian lands or
Assistant Secretary for Indian lands pursuant to Senator
McCain's amendment in the EPA cabinet elevation bill.

- Modify EPA legislation to enable Tribes to have both delegated
program authority and equitable funding.

- The EPA Tribal Lands Environmental Science Scholarship Program
should be included as a line item in the Agency budget at a
funding level of $300K/year.

- Create an EPA/Tribal Operations Committee comparable to the
EPA/State Operations Committee.

- Create an EPA Tribal Clearinghouse to capture lessons learned
by Tribes for technology transfer to other Tribes.
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Establish an EPA wide Tribal news letter to notify Tribes
of environmental conferences, funding opportunities and
information on program changes.

EPA should continue to sponsor bi-annual Tribal
conferences for full discussion of Tribal issues and joint
planning of issue resolution.

BARRIERS:

Lack of support and commitment from top management

Lack of cultural awareness and sensitivity and under
utilization of Indian staff as resource people to provide
needed Indian input in all levels of planning and
implementation.

Lack of interest of hiring American Indians at any level
particularly at the management level. EPA has no strategy to
hire, recruit and retain American Indians, and there has been
no outreach efforts on the part of managers and supervisors.

Some EPA managers and decision makers are still unaware of
the obligation EPA has to Tribes and still believe that EPA
has the option to exclude Tribes.

Previous EPA Administrators did not direct subordinates to
comply with the EPA Indian Policy and therefore managers were
not responsible or accountable.

There is no mechanism in place to solicit Tribal input on
decisions that have an impact on Tribal people and their
lands. EPA projects a paternalistic attitude toward
Tribes, believing that EPA has the resources, technology
and all of the expertise required.

Many Tribes lack an EPA environmental infrastructure
acceptable to EPA to manage their own environmental
programs. This is due in part to 23 years of inadequate
funding (no line item in the Agency budget for Indians)
with the Tribe's fair share of the resources being
channeled to the States to assist them in developing their
environmental infrastructures.

Many Tribes lack the resources, monitoring data, technology
and expertise to properly assess the environmental threats
to their people and lands.

PROJECT RESOURCES

3 FTE's for 6 months to develop a detailed action plan.
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VALUE/BENEFITS:

The implementation of the above recommendations should move

EPA forward in meeting the goal of environmental equity for
Tribes.

The position of Native American ombudsman should be created
and the incumbent should report to the Administrator to
insure that the Administrator in informed fully and on a
regular basis of the deficiencies and progress made in the
Indian Program.
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GOVERNMENT ROLES

VISION: EPA is recognized champion for Environmental Justice
considerations and that actions are taken at all levels of
government in both domestic and international arenas to resolve
all related Environmental Justice issues.

RECOMMENDATIONS FOR INITIATIVES:
TIMELINE INITIATIVE

Immed. Support and ensure promulgation of an Environmental
Justice Executive Order and Environmental Justice Act
Immed. Develop an overall strategy for the government sector.

The strategy should establish objectives, targets and
initiatives for the major environmental roles of all
government agencies including the government as
manufacturer/generator, policy maker/regulator and
enforcer

Immed. Address tribal issues as a unique entity incorporating
the recommendations from the NPR Environmental Justice
Indian/Tribal Program Subgroup

Immed. Review existing Environmental Justice initiatives and
ensure incorporation in each agency's planning and
budgeting process

Immed. Include Environmental Justice in each agency's
programmatic components in order to build a national
network of strong environmental management. These
should include programs comparable to EPA's State/EPA
Operations Committee, State Capacity Building Task
Force, Local Government Policy Dialogue Advisory
Committee, Small Communities Task Force, Local
Government Roundtable and Tribal Capacity Task Force

10/93 Establish effective EPA policy and utilize it to
require other federal agencies, state and local (tribal
where applicable) agencies to include Environmental
Justice considerations in their programs, activities or
actions that impact human health and environment

11/93 Establish a coordinating council chaired by EPA
including all stakeholders (e.g., HHS, DOI, DOD, DOA,
DOE, FDA, states, tribal and local governments, small
or affected communities, etc.) that will ensure
implementation of Environmental Justice principles

11/93 Ensure that Environmental Justice considerations are
addressed in the international arena and establish a
coordinating council to ensure implementation of
Environmental Justice principles

12/94 Develop partnerships, MOUs and other implementation
mechanisms with federal, state, local (tribal) and
other agencies, domestic and international
organizations to ensure that desired action is taken

On-going Include environmental justice in the regulatory
decision-making processes of each agency (e.g.,
steering committees) to ensure that regional, state,
local (tribal) points of view are heard
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On-going Establish outreach and information-sharing efforts
through inter and intra-agency data bases that are
accessible to all stakeholders

BARRIERS:

- Lack of Administration and management recognition, commitment
and support for addressing Environmental Justice in a
comprehensive manner that impacts international, federal,
state, local (tribal) programs and activities.

~ Lack of global vision or position relative to developing
countries.

- EPA and other federal agencies are not sufficiently engaged
in the national Environmental Justice dialogue.

PROJECT RESOURCES:

- A minimum of 2 FTEs in each Agency to assure incorporation of
environmental justice and increase the outreach efforts
through partnerships and MOUs with international, federal,
state, local (tribal) agencies.

VALUE/BENEFITS:

~ Provides leadership in all agencies and create a national
network of strong environmental management.

- Restores credibility of government agencies with regard to
the issue of Environmental Justice.

- Provides inter- and intra- agency data exchange.

- Establishes measures of success that assures initiatives
achieve the desired impact.
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ENFORCEMENT

VISION: EPA, Native American tribal organizations, and the
states should look for opportunities to target compliance and
enforcement action to protect Native American, minority and low-
income populations to reduce any disproportionate burden of
environmental pollution exposure and risk.

CURRENT STATUS: Compliance inspections have traditionally been
targeted by EPA and States through single media (e.g., CAA, CWA)
and without full multi-media consideration of exposure to
pollution by highly exposed or multiply-exposed populations.

In addition, EPA does not comprehensively interpret and enforce
the Civil Rights Act, Native American law and policy, and other
civil rights laws to ensure that EPA and delegated federal
programs are being implemented consistently with civil rights
requirements.

RECOMMENDATIONS FOR INITIATIVES:

TIMELINE INITIATIVE

1-8 mos. Develop environmental justice as an enforcement
priority and incorporate into strategic planning
mechanisms

1-3 mos. Develop Native American lands/federal facilities
enforcement strategy

2-18 mos. Finalize and implement Enforcement Management Council
recommendations for action and enforcement
implementation strategy, identifying resources and data
needs

3-18 mos. Develop data systems and resources to enable
environmental justice considerations to be
more fully integrated into enforcement

3-18 mos. Explore opportunities for, provide resources for, and
undertake appropriate actions for multimedia and
geographic targeting enforcement initiatives

2-18 mos. Coordinate with other federal agencies, state, Native
American, and local authorities on joint opportunities
for addressing compliance problems

2-18 mos. Reevaluate farmworker protection priorities and federal
facility priorities and resources

2-18 mos. Develop adequate civil rights oversight and compliance
programs to ensure that civil rights laws apply
appropriately to all EPA and delegated federal program
implementation activities

On-going Support appropriate citizen compliance and pollution
reduction efforts

On-going Look for enforcement case pollution prevention
opportunities which reduce risk in enforcement cases
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BARRIERS:

- Historical lack of recognition of issues and commitment to
address problem result in lack of priority

- Lack of coordinated structure to assure multimedia and
geographic approaches to include environmental justice
considerations, impeding a more comprehensive approach to
protecting highly exposed populations

- Absence of accountability in identification of problems,
measurement, oversight, and management

- OCR role in Agency program oversight limited to Title VI

programs rather than ensuring equal protection of all EPA
programs and delegations

PROJECT RESOURCES:

- Workgroup participation in policy/guidance development

- Resource investment (management, inspection, oversight,
enforcement case development) in under-utilized programs and

new priorities (such as FIFRA)

- Resource priority shift in data needs, planning,
coordinating, and evaluating initiatives in targeting

- Workgroup participation to coordinate with other agencies,
states, Native American organizations

- Resource investment (policy development, oversight,
reporting) in new oversight functions

VALUE/BENEFITS:

- Establish environmental justice as a working priority in all
aspects of compliance and enforcement

- Consistency with EPA risk priorities, equal protection of
most-exposed populations

- Coordinated strategy, consistency in implementation of
federal and state programs, full/fair implementation of
environmental laws
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VISION: Incorporation of racial, ethnic, economic and cultural
data into scientific assessments of exposure and health impacts.

RECOMMENDATIONS FOR INITIATIVES:

TIMELINE
6 mos.

1 yr.

2 yrs.

1 yrs.

Contin.

2 yrs.

BARRIERS:

Internal

INITIATIVE

Support annual conference of all potentially affected
groups (i.e., women, Native American, minority and low
income) on Environmental Justice issues resulting in a
collaborative action agenda (note: Such a conference is
being planned for Jan., 1994 with EPA, NIEHS, ATSDR,
and DOE)

Develop databases that establish risk-based information
on affected populations for use by decision makers and
contractors

Develop EPA standardized format for disseminating
database information throughout EPA and making it
accessible to community groups, state and local
governments, academia, industry and general public
Require all programs to incorporate low income and
minority group data into decision-making processes
Develop and implement pollution prevention strategies
for affected communities including low cost remedies
and corrective practices.

Develop and implement evaluation system to measure and
monitor improvements/changes in application of database
information in science decisions; (monitor, revise and
update annually)

- Poor use of or lack of available information on risks to
affected populations

- Lack of the mindset of EPA employees to change traditional
methods and thinking

- Absence of accountability and understanding of the roles and
responsibilities of EPA staff for Environmental Justice issues;
"Diffusion of Responsibility"
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External

- Industry resistant to including affected group data, they may
view it as an impedance to profit making

- Lack of scientific and technical knowledge from grassroots
communities

PROJECT RESOURCES:

- 5 FTEs for 1 year to complete baseline study (input of all 10
regions for information)

- Contract support to develop standardized collection of
information

VALUE/BENEFITS:

EPA would have consistent, available, standardized information
for monitoring the agency's progress in Environmental Justice in
risk assessment and management. There would also be the benefit
of not re-inventing procedures every time risk assessments are
performed on affected populations. Lastly, an historical record
would be established from which the agency could plot its
progress and change (from the initial establishment of the
baseline incorporating affected population data and later make
comparisons).
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ABSTRACT

Environmental technology is a big and growing business
that spans a wide spectrum, from pollution prevention
to site clean-up technologies. EPA is, through its
regulations, policies and procedures the major shaper
of this market. In order to meet the future
environmental needs of the nation at a reduced cost,
this market needs to be more competitive, dynamic and
innovative, and it needs to be directed more at
pollution prevention. There are barriers (both
internal and external to EPA) to the development of
such a market. To overcome the barriers, our Team
identified a series of recommendations listed under
five target/action categories. Our recommendations are
actions EPA could take which would reshape the
environmental technology market by helping to unleash
the energy and resources of the private sector and
other government agencies. We have also recommended
several pilot programs, as a way of moving beyond the
"just-talking" stage, to find out exactly what works
and what doesn't.



ET 4

EXECUTIVE SUMMARY

ENVIRONMENTAL TECHNOLOGY TEAM
NATIONAL PERFORMANCE REVIEW

BACKGROUND:

Environmental technology plays a fundamental role in the
protection of public health and the environment. However, the
pace of innovation in this technology has been disappointingly
slow in the United States. Unfortunately, what has worked in the
past is not working today and will not work in the future. Over
the years our ability to define environmental threats to the
public and the environment has outstripped the Nation's ability
to bring new technology choices to deal with these threats to
market. As a result, costs of environmental protection have
increased dramatically and many environmental threats are not
adequately addressed because of the limitations of current
technologies.

Today, the domestic environmental protection industry is a
big business: the market for now exceeds $150 billion per year.
(The worldwide market is approximately $300 billion per year.)
The environmental protection industry can expect growth rates
higher than the general economy and increasingly that growth
will be expected to occur in source reduction and recycling. 1In
the manufacturing sector, capital investment in process changes
for environmental purposes now accounts for approximately one-
quarter of total environmental investments as industry
increasingly recognizes the long range cost savings of this
approach. (According to US Census Bureau surveys, process
changes as a percent of total environmental investments in the
manufacturing sector have increased from 13% in the early 1983 to
25% in 1991.)
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Accelerating the introduction and broad commercialization of
innovative environmental technologies will result in many

benefits:

VISION:

improved ability to solve seemingly intractable
environmental problems

reduced compliance costs

reduced releases of toxic substances and reduced risk
of toxic release

better environmental performance

reduced chemical and energy use

job creation and new company growth

increased U.S. competitiveness

expansion of international markets

Improvements in environmental protection will flow from a
thriving environmental technology market characterized by:

PROBLEMS:

A,

rapid new technology introductions

increasing use of recently commercialized innovative
technologies

increasing proportion of environmental technology
investment in pollution prevention and recycling

Most of the current investment in environmental
technology is still focused on pollution control or
clean-up. This focus on end-of-pipe technology reduces
the pool of resources available for investment in
technologies to prevent pollution at the source or to
recycle. Although industry has allocated an increasing
proportion of their environmental expenditures to
process changes, all parties acknowledge that much more
can be done to fully exploit available opportunities.

We are not getting innovative technologies at the pace
we should expect. Other industries are successfully
introducing new products; for example, the medical
devices industry, which is heavily regulated by the
Food and Drug Administration, successfully brings new
technologies to market. However, there are many
barriers - both internal and external to EPA - that
limit innovative environmental technologies. These
barriers include:
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statutes, requlations, permitting, and enforcement
procedures which favor the use of tried-and-true
technologies and then lock these technologies into
place.

mistrust of new technologies due to:

a) lack of consistent and credible testing
protocols and performance data

b) scarcity of locations where regulations and
local communities will allow untried
technologies to be tested

c) lack of an independent review and
verification of vendors' performance claims

difficulty in obtaining financing for:

a) development of new pollution control or
clean-up technologies

b) permitting and early commercialization of
full-scale application of technology

c) implementation of fundamental process or
product changes to enable recycling or
source-reduction efforts.

inadequate mechanisms for the dissemination of
information among individuals, businesses and
Federal agencies on the availability,
applicability, costs, and performance of new
environmental technologies.

Environmental Technology -

Environmental technologies are processes or products that
play a direct or indirect role in improving environmental
quality. There are many different situations where environmental
technologies play an important role:
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. Remediation and site cleanup, including natural resource
restoration and protection

. Pollution control (capture, control, or management of
pollution)
. Recycling (recovery and reuse of waste products and energy)

. Pollution prevention and clean technologies (source
reduction and in-process reuse)

. Environmental and manufacturing process monitoring and
assessment

Innovative Technology -

Innovative technologies are those technologies that
represent either a new environmental process or product, or a new
application of an existing technology.

GENERAL APPROACH

To deal with the problems identified above, the team took
the approach looking at the Best Ways to do Preferred Things:

Best Way - Wherever possible, action areas were
identified that EPA could take to unleash the energy
and resources of the private sector and other Federal
agencies (i.e., have EPA do more steering than rowing).

Preferred Thing - This plan addresses the need to
direct more effort to the development and use of
technologies to either stop pollution at the source or
recycle wastes, which are EPA's stated preferences (in
that order) for managing environmental problems.

The team has also taken the approach of recommending several
"reinvention laboratories."™ By "reinvention labs" we mean pilot
programs that are deliberately designed to break away from
business-as-usual and to test new paradigms. Such reinvention
labs have the potential to break through the gridlock of talk and
no action. Many of the problems and even some of the potential
solutions presented in this report have been debated and
discussed before. It is now time to experiment and find out what
works and what doesn't.
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SUMMARY OF RECOMMENDATIONS:

These recommendations are organized and listed under five

target/action categories (labelled A through E).

A.

Clean Technologies

Promote clean technologies in order to advance the pollution
prevention / resource conservation goals of the Agency.

1. EPA should develop and promote information and analysis
packages to assist industry in identifying pollution
prevention opportunities and making informed,
responsible choices in the design (or redesign) of
their

- information and analysis tools for assessing
performance and costs of environmentally
preferable technologies

- cost accounting systems for properly allocating
environmental costs to specific technologies

- information on current regulations and permitting
requirements, as well as the future regulatory
outlook.

2. Establish partnerships with industries to re-engineer
common products and processes in order to promote
environmentally cleaner manufacturing, use and
disposal.

- Each partnership should include the suppliers and
customers of the industry

- One possible Reinvention Lab is the design of more
environmentally friendly computer work stations

3. Direct a greater percentage of technology research and
development and resulting applications to clean
technologies.
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Statutes and Mainstream Operations

Improve the governing statutes and the mainstream operations
of EPA (i.e. regulations, permits, enforcement) to encourage
the introduction of environmental technologies.

1.

Develop an action plan for the Agency which:

- identifies barriers

- recommends new approaches to writing regulations

- establishes new implementation policies and
procedures

Create a Reinvention Laboratory, consisting of a
special team of EPA and State implementors, to
facilitate permits for innovative technologies and
demonstrate new ways to incorporate innovation.

- This team should be insulated from the current
accountability systems that have been recognized
as barriers

- The team should identify regulatory and statutory
obstacles that changes to policy and procedures
alone cannot penetrate.

Create Reinvention Laboratories aimed at one or more
problem sectors.

- For example, DOE and DOD would be encouraged to
renegotiate remediation agreements with the State
and EPA where there are opportunities for
implementing an innovative technology.

- Likewise, the State and EPA would be encouraged to
rapidly evaluate requested to use innovative
technologies.

The Reinvention Laboratory approach could also be used
at several model farms in partnership with USDA. The
Laboratory would examine innovative techniques to
reduce pesticide and nutrient emissions while keeping
crop yield high. Innovative approaches could include:
establishment of riparian corridors to pretreat and
filter pollutants, and development nutrient/yield
curves.
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Credibility

Enhance the credibility of new technologies by assessing
their performance, thereby facilitating their acceptance by
users, financiers, regulators, and the public.

1. Establish a Reinvention Laboratory to pilot an
environmental technology verification program to
evaluate and validate the claims of environmental
technology vendors.

- Designate independent group(s) to perform the
assessments

- Develop consistent and credible procedures and
test protocols will be developed

2. Expand available sites where developers and vendors can
test and evaluate their technologies. A Reinvention
Laboratory is being established at McClellan Air Force
Base, California.

Finance

Improve the ability of vendors to obtain financing, thereby
expanding technology options available in the market place.

1. Establish a small business center as a Reinvention
Laboratory to pilot a program to help small business
innovators with funding, technology assistance, and
environmental marketing information.

2. Explore government funding mechanisms to reduce the
risk to parties who are willing to develop and try
innovative technology. (Several potential mechanisms
are listed later in this report.)

3. Challenge the private sector to develop technologies
which address critical environmental needs. For
example, fund competitions to produce more
environmentally friendly products and establish
contingency standards which become self-implementing
when a new technology is demonstrated to meet the
standard.
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E. Information Dissemination

Improve information dissemination and awareness of
environmental technologies to support their diffusion.
(Diffusion is defined as the spread and adoption of a
technical idea following its first successful commercial-
scale use.)

1. Map and evaluate current dissemination mechanisms.
Survey the experiences, needs and desires of vendors
and users.

2. Develop a strategy to improve these mechanisms

3. Create a clearinghouse for innovative technologies,
which includes a library, data bases, and directory of
experts, and is tied into a network of other
clearinghouses and local information sources.

CULTURAL CHANGE

As the Agency confronts the new challenges of the 90's and
beyond, it must stand ready to question, and where necessary
change, its culture and the associated paradigm and beliefs which
successfully guided it in the last two decades. To fully achieve
the Vision in this report will require an accompanying effort to
inculcate the ideas and recommendations into the culture of the
Agency.

What are some of the things that can be done to accomplish
this? We considered a recent GAO report entitled,
"Organizational Changes: Techniques Companies Use to Perpetuate
or Change Beliefs and Values." Adapting these techniques to
innovative technology suggests the following steps:

1. Adopt and communicate an Agency VISION statement.

2. Establish measurable GOALS to determine progress toward
the vision statement.

3. Officially designate the Innovative Technology Council
to CHAMPION the vision.

4. Each program office develops a STRATEGY that identifies
its own programmatic barriers to change and develops an
action plan to overcome them.

5. Provide INCENTIVES and AWARDS to programs and
individuals that make significant changes.
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Discourage "BUSINESS-AS-USUAL" practices. Identify
when people must take individual risk to make changes,
recognize those risks, and grant amnesty for those who
take them.

Top management COMMUNICATES the changes inside the
Agency and train staff on how to implement the changes.

Hold up SUCCESS stories.

GET THE WORD OUT on what we plan to accomplish, how we
plan to encourage more rapid innovation, and what we
would like the private sector to do. Engage key
groups to illicit their input and interest.

CONCLUSION:

EPA needs to operate with the clear recognition that it
creates and shapes the environmental technology market through
its policies, procedures, and requlations.

EPA has the influence and EPA has the responsibility, but it
needs the will to reshape the market to:

1. insure that the environmental technology market is
more dynamic and adaptable to change, i.e. more
innovative and,

2. to help continue the shift from pollution control
to clean technologies.
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DETAILED RECOMMENDATIONS

The following sections describe the recommendations of EPA's

Environmental Technology Team in more detail including, where
appropriate, cost estimates. Each section covers this
recommendations of one of the five target/action categories.

The recommendations in this report could be funded under the

President's Environmental Technology Initiative (ETI). The
implementation of these recommendations could be coordinated by
the Agency's Innovative Technology Council (ITC).

A,

Encouraging Clean Technologies
CURRENT STATE:

Industry, federal agencies and universities are constantly
designing and developing new products, processes and
systems. Frequently, these designs proceed with little or
no consideration for the environment.

IMPACT:

Environmental impacts must be dealt with afterwards in the
form of costly pollution control and clean-up.

DESIRED STATE:

Design and development of new products, processes and
systems incorporate environmental considerations into the
early design step.

STATUS:
Work started in some areas.
REQUIRED ACTION:

Promote clean technologies in order to advance the pollution
prevention resource conservation goals of the Agency.

1. EPA should develop and promote an information and
analysis packages to assist industry in identifying
pollution prevention opportunities and making informed,
responsible choices in the design or redesign of
processes, products and systems. These packages will
include:
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- information and analysis tools to assess the
performance, costs and environmental impacts of
various alternative technologies.

- cost accounting systems for realistically
assessing and properly allocating the true
environmental costs of a specific process or
product.

- In some industries much design work is done with
the aid of sophisticated computer assisted design
software. An effort would be made to integrate
these analytical tools and systems into the
standard industry software.

Schedule Estimates:

Develop information and analytical tools

and cost accounting systems 9/30/94
Complete Pilot Testing 9/30/95
Conmplete Dissemination of Tools 9/30/96

Budget Estimates:

FY

'94
'95
'96

$M FTE
1.75 2
2.75 2
3.00 2

Establish partnerships with industries to re-engineer
common products and processes in order to promote
environmentally cleaner manufacturing, use and
disposal.

. Build on the Design for Environment (DfE) Program
by expanding industry collaboration focussing on
those industries that

- generate large quantities of toxic chemicals
and wastes

- are made up primarily of small businesses
(Examples include metal finishing, dry
cleaning, printing.)
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. The EPA/industry partnerships should include:

- suppliers and customers of the target
industry

- trade associations representing the business

. The program would attempt to get the trade
associations to adopt voluntary environmental
goals and codes of conduct for the industry as
well as to establish technical assistance programs
on alternative technologies to achieve those
goals,

. A partnership of EPA, industry, DOE-National Labs
and DOE-Manufacturing Centers has already begun an
initiative to identify alternative chemicals and
technologies to significantly reduce environmental
impacts of computer products.

Schedule Estimates:

Establish a total of 5 Partnerships:

Two by 9/30/94
An additional one by 12/31/94
Two more by 9/30/95

Budget Estimates:

FY SM FTE
'94 4.0 8
'95 7.0 10
'96-98 7.0/yr 10/yx

Direct a greater percentage of technology of research,
development, and applications effort by EPA and others
to clean technologies.

. Continue to support the development of new, more
environmentally friendly ways to make chemicals
through grants to universities and research
centers.

. Create university centers to incorporate pollution
prevention and clean technology concepts into
engineering curricula.
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Statutes and Mainstream Operations

CURRENT STATE:

Statutes and regulations are often designed in a way that
discourages innovative technology. In the environmental
technology field, the market primarily is driven by Federal
and State environmental regulatory requirements. A
substantial portion of environmental rules in the United
States are based in some way or some how on Best Available
Technology or "BAT." Usually, the regulations are written in
performance terms, but the required performance levels are
usually based on what can be achieved by the Best Available
Technology.

Short compliance deadlines and enforcement consent orders
usually demand fast action and, thereby, favor the adoption
of tried and true techniques =-- usually BAT. Permit writers
and remediation project managers are not encouraged to take
risks, and there is no incentive for permit writers to
approve innovation technologies.

The Congressional staff have said they think we have the
authority to actively promote innovative technologies (and
pollution prevention) in regulations and permits. The
Agency either feels it does not have the necessary
authorities or that we will be criticized for stretching our
authority. The permit writers and project managers feel the
system does not allow them to take risks. We have got to
try to promote innovation in permitting and enforcement and
then either:

1. demonstrate that the permitting process can encourage
innovative technologies or

2. prove that the problem(s) require regulatory and/or
statutory solutions

IMPACT:

Existing standards often lock-in existing technologies and
lock-out new innovative ones. Often the easiest way to
comply with the rules is by simply adopting the technology
on which the government has based its standard. Adopting
other technologies is risky; because the innovative
technologies may not work, even though it might do a better
job than the "BAT" levels.
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Innovative technologies may face barriers to approval during
permitting and enforcement negotiation. It is much easier
to approve BAT technology than face the risks of approving
innovative technologies that may not work as expected. 1In
addition, those installing innovation technologies face
financial "double jeopardy" if the innovative technology
fails and must be replaced by the "BAT" to achieve
regulatory compliance.

DESIRED STATE:
Statutes, regulations, standards and guidelines are designed

in a way that encourages the development and use of
innovative technologies.

The most promising innovative technologies not only face
reduced barriers but are encouraged by the Agency. Pernit
writers, enforcement officials, and remediation project
managers are encouraged to try new technologies and are
"allowed to fail."

STATUS:

The new Clean Air Act has certain provisions that provide
incentives to install technologies that go beyond
compliance. However, this is a rare situation.

Very few innovative technologies are being permitted and
commercialized.

POTENTIAL NEXT STEPS:
Improve the governing statutes and the mainstream operations
of EPA (i.e. regulations, permits, enforcement) so the
introduction of environmental technologies is encouraged.
1. Develop an action plan for the Agency which:

- identifies barriers

- recommends new approaches to writing requlations

- establishes new implementation policies and
procedures:

Develop implementation plan by June 30, 1994

Fiscal impact: None
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The plan should build upon on-going efforts to
identify existing barriers to innovative
technology development and emphasize
implementation actions such as developing new
approaches, to address these barriers including
new regulatory approaches (such as the use of
trading allocation programs), data credibility,
and information dissemination. The net result
should be new policies and procedures to
facilitate permitting for innovative technologies.
Implementation of such a plan will encourage the
introduction of innovative environmental
technology. After the action plan is completed it
should be pilot tested and evaluated.

Establish new policies and procedures for
reviewing and processing permits with significant
innovative features, including extra compliance
time to allow innovative technologies to be
adequately tested and installed, providing
additional time to install a standard technology
if the innovative technology does not work,
incentives to encourage innovative technologies
(e.g. reduced monitoring), rapid permit and
document review, and expedited processing of any
other media permits (when there are cross media
impacts).

Using approaches pioneered under the Source
Reduction Review Project (SRRP) promote the design
of regulations which encourages innovative
technologies. Alternative approaches to writing
regulations should be clearly articulated and
encouraged. Alternative approaches include:

a. Develop regulatory standards based upon
current best technology includes provisions
to phase-in incremental improvements over
the levels achieved by current technology.

b. Emission trading provisions which encourage
companies to go beyond compliance by allowing
them to sell improvements upon regulatory
deficits at other installations.

C. Explore the possibility or contingent
regulations that impose a standard based upon
a qualifying new technology only if and when
that new technology becomes available.
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d. Use requlatory approaches that require
measurement reporting (like TRI) which
encourage action but with maximum flexibility

. Use settlement authorities (e.g. SEPs) and
imminent and substantial endangerment enforcement
authorities to encourage the adoption of
innovative technologies.

. Work with Congress to develop statutes with
provisions that will encourage innovative
technologies especially of a source reduction
nature. Specifically, EPA should:

a. Analyze the proposed new Clean Water Act with
such provisions in mind.

b. Identify and analyze other environmental
statutes that are under development again
looking to include such provisions.

c. Prepare a report for Congress which points
out the problems of traditional statutory
approaches and gives them a blueprint of
better alternatives.

. Streamline state review of water treatment
technologies. Small communities are struggling to
meet new drinking water requirements and upgrade
wastewater systems. EPA is working with western
states to develop a common framework of reviewing
water filtration technologies. This effort needs
to be expanded to the national level.

Create a Reinvention Laboratory (consisting of
experienced permit writers from EPA and States) to
facilitate permits for innovative technologies,
demonstrate new ways to incorporate innovation, and
identify regulatory and statutory barriers that need to
be corrected.

Establish innovative permitting team by June 30, 1994

Initiate 20 permit reviews Sept 30, 1995
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Fiscal impact:

FY SM FTE
'95 1.0 10
'96-98 2.0/yr 20/yr

A special team, to be established by June 30,
1994, consisting of permit writers from EPA and
the states will initiate 20 new permit reviews.
This team would be insulated from the current
accountability systems that have been recognized
as barriers. The reviews would determine whether
the permits could be changed or modified to allow
the use of more innovative technology to
accomplish the environmental mandate dictated by
the permits. This would demonstrate what works,
and what doesn't work, from the action plan, and
may require changes in the plan. This team will
also identify regulatory and statutory obstacles
that policy and procedural changes alone cannot
penetrate.

Work with alternative approaches to conventional
permitting processes, for example:

- integrated or coordinated permits under
several environmental statutes;

- waivers of compliance deadlines, which might
be eased to allow time to develop, install,
and perfect the technology.

- waivers of substantive requirements;

- expedited permit processing for innovative
approaches, (where the regulated party is
willing to bear the risk of non-performance) ;

- increased use of expedited permitting
authorities for testing;

It is envisioned that the permitting team would be
comprised of a small headquarters staff (1 - 2
FTE), with "leadership directors" coming from
headquarters, regional offices and state agency
or state organizations. The balance of the team
would be comprised of individuals in the Regions
and States who review "innovative permits."
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3. Create Reinvention Laboratories aimed at one or more
problem sectors. For example, DOE and DOD would be
encouraged to renegotiate remediation agreements with
the State and EPA where there are opportunities for
implementing an innovative technology. Likewise, the
State and EPA would be encouraged to rapidly evaluate
requested to use innovative technologies.

The Reinvention Laboratory approach could also be used
at several model farms in partnership with USDA. The
Laboratory would examine innovative techniques to
reduce pesticide and nutrient emissions while keeping
crop yield high. Innovative approaches could include:
construction of wetlands, establishment of riparian
corridors to pretreat and filter pollutants, and
developing nutrient/yield curves.

CREDIBILITY
CURRENT STATE:

The credibility of environmental technology performance is
limited by a lack of consistent, thorough, and impartial
evaluations. 1In addition, technology performance
measurements are limited by a lack of permitted testing
venues. Industrial consumers, regulators, financiers, and
others are not confident that technologies will perform as
touted by technology developers and equipment vendors.

IMPACT:

New environmental technologies are under-utilized, slowing
the pace of innovation. The impetus for continuing research
and development is stifled due to the difficulty of
commercializing innovations. Older technologies, therefore,
are used to protect communities and ecosystems -- since
newer technologies are rarely introduced and commercialized.

DESIRED STATE:

The performance of promising innovative technologies are
evaluated with the results widely disseminated. The process
and specific procedures for bringing innovations into the
market place is predictable. Industrial consumers,
reqgulators, investors, and host communities have confidence
that they are making decisions based upon the reliable data.
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Developers and vendors of innovative technologies have
venues in which to test and evaluate the full-scale
operation of the technology under realistic conditions,
where permitting issues and/or community resistance will not
delay testing and evaluation.

STATUS:

The Superfund Innovative Technology Evaluation (SITE)
Program evaluates the performance and costs of remedial
technologies, as well as, monitoring and assessment
technologies appropriate for site remediation. The SITE
program was the first of its kind at EPA, but has now been
followed by the Municipal Waste and Recycling Innovative
Technology Evaluation (MITE) program and the Waste Reduction
Innovative Technology Evaluation (WRITE) program. MITE
evaluates the performance of municipal waste reduction and
recycling technologies and WRITE evaluates pollution
prevention and waste minimization technologies.

The Department of Defense operates DCAS, the Defense
Contracts Audit System, which oversees qualification testing
of equipment developed under DOD contract.

EPA has entered into a partnership with McClellan AFB, the
State of California, and several companies to test
innovative treatment at the air force base.

EPA is beginning the fabrication of testing chambers for in-
situ soil remediation technologies.

POTENTIAL NEXT STEPS:

Enhance the credibility of new technologies by assessing
their performance, thereby facilitating their acceptance by
users, financiers, regqulators, and the public.

1. Establish a Reinvention Laboratory to pilot an
environmental technology verification program to
evaluate and validate the claims of environmental
technology vendors. EPA would establish third-
party(ies) to provide independent assessments of
environmental performance.

Select third-party organization(s) Sept 30, 1995

Protocols developed for first
technology applications Sept 30, 1996
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Fiscal impact’:

FY M FTE

'95 2M 3

'95-98 20M/yr 5/yr

. Under this program, EPA would designate an

independent group, with the assistance of the
National Institutes of Standards and Technology,
to perform the assessments. These assessments
would be similar to those conducted by
Underwriters Laboratories for electrical
equipment. The program would provide users,
financiers, EPA and others with consistent and
credible protocols and testing data, and
independent review and verification of performance
claims. Finally, the program should be able to
provide specific, predictable procedures and
processes that are known by people working through
the system.

Expand available sites where developers and vendors can
test and evaluate their technologies. A Reinvention
Laboratory is already being established at McClellan
Air Force Base, California to test site remediation
treatment techniques.

Identify two additional partnerships
where developers and vendors can
test and evaluate site remediation

technologies Mar 31, 1994
Identify three additional Dec 31, 1994
partnerships

Fiscal impact:

&
td

FY SM WY

'94-96 4.5M/yr 4.5/yr

' By using third parties EPA FTE requirements are

significantly reduced.
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. Collaborate with DOD and DOE to designate "test
beds" for full-scale testing and evaluation of
innovative, environmental technologies under real
world conditions. Permitting would be waived
under the assurance that releases would meet
regulatory requirements with waste releases held
and re-treated, when necessary.

. EPA and possibly the National Environmental Labs,
should make available environmental simulation
chambers for the development and evaluation of
innovative, environmental technologies. Chambers,
likely would be installed in facilities already
permitted for research and testing.

Finance
CURRENT STATE:

Financing involves both the need for venture capital for
start up firms wanting to develop new technologies, and
financing for project implementation on the part of
companies looking for funding for fundamental changes of
processes, products, or end-of-pipe treatment. Currently,
venture capitalists are not funding new environmental
technology projects. They do not consider innovative
technologies to be a worthwhile risk. Over the past five
years approximately 90 per cent of the environmental
technology projects funded by venture capitalist failed
because it took longer and was more expensive than
anticipated to reach commercialization.

EPA has the authority to do research but does not have the
authority to fund product development.

IMPACT:
Technology options available in the market place are limited

resulting in the use of existing technologies which are
costly and/or don't meet environmental needs.

DESIRED STATE:
Financing is available for promising new technologies and

for the permitting and commercialization of proven
technologies.
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The problem has been studied by the NACEPT committee but
little else has been accomplished.

POTENTIAL NEXT STEPS:

Improve the availability of financing, thereby expanding
technology options available in the market place.

1.

Establish a business center as a Reinvention Laboratory
to help small business expand the technology options
available in the market place by helping these
businesses overcome barriers to initial
commercialization and provide financial information for
new technologies.

The Reinvention Laboratory would assist the
entrepreneur in obtaining those services necessary
to commercialize an innovation. Services to be
provided will include: aiding in market
assessments and cost evaluation efforts; arranging
for testing by an independent group to provide the
data needed to assure permit writers, users,
investors, and the public that the innovation's
performance claims are valid; identifying sources
for financing, managerial support, sales, and
business partners; assisting in the loan
application process and locating or researching
other funding mechanisms; and advising on EPA,
State, and local regulatory permitting and
enforcement requirements and procedures.

The Lab would have an independent Board made up of
businessmen, venture capitalists, regulators,
environmentalists, and representatives from the
user industry to insure that candidate selection
is based on its chances for business success as
well as environmental benefit.

Direct financial support would not be
provided.

Laboratory efforts could be combined with other
special EPA programs designed to advance
innovative technologies by addressing issues such
as compliance contingency plans and special
monitoring needs.
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. The laboratory would be run by an organization
independent of EPA (e.g., a NIST center or a non-
profit group) to separate it from EPA's
permitting and enforcement programs.

. Projects selected for support would have to meet a
rigorous set of criteria designed to ensure the
environmental desirability of the innovation and
maximize its chances for commercial success.
Criteria would include: identified market need,
significant investment by sponsoring firm, active
participation by outside partners, high ranking by
an independent advisory panel, and emphasis on
pollution prevention oriented solutions.

Provide assistance
for projects September 30, 1994

Provide assistance for an
additional 20 projects September 30, 1995

Fiscal Impact:

FY SM FTE

'94 0.5M 1.0/yr

'95-98 1.0M/yr 2.0/yr

2. Challenge the private sector to develop technologies

which address critical environmental needs. Programs
would include funding competitions to produce more
environmentally friendly products and establishing
contingency standards which become self-implementing
when a new technology is demonstrated to meet standard.

Complete report December 31, 1995

Fiscal impact: none

. Some of the mechanisms that should be explored
are:

- Establishing a demonstration fund to cost
share the first commercial application(s) of
innovative technologies that address critical
environmental needs. (Similar to an on-going
program for air pollution control technology
funded by Germany.)
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Encouraging a contractor to propose an
innovation during the life of a contract and
share in any savings and be rewarded for
technologies that yield improved results.

Sharing the cost of installing replacement
technology with private industry to comply
with regulations. Cost sharing by EPA would
occur where EPA approved the initial
innovative technology installation.

Using privately developed and publicly
authorized securities an insurance policies
("risk premiums") to allow for risk sharing
and some amount of certainty in the case of
failure.

Providing financial and technical incubator
assistance.

Establishing an insurance fund to fund
developing technologies and to spread the
risk.

Providing a Federal tax credit for companies
trying innovations.

Offer awards for the first companies that develop
technologies which address environmental needs as
identified by EPA. Awards could be a financial prize
or a standing solicitation to encourage the development
of advanced technology.

Develop two new awards programs
in conjunction with the
private sector. December 31, 1995

Fiscal impact:

FY

'95
'96-98

SK

100K
100K per year

(EPA provides its "good offices" and "coaching", but no
direct financial support)
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The two new awards would take the following forms:

1. Form partnerships with industry and public
interest groups that offer a substantial
financial award for the first companies that
market a product that meets predetermined
specifications or excel above its
competitors.

2. Develop "standing solicitations" (with bonus
awards) for the first company(ies) to meet
specifications for needed technology, e.q.
totally chlorine free craft paper
manufacturing.

OTHER:

Embark on collaborative activity with the lender
community to educate them on the potential risk
and benefits associated with financial support for
pollution prevention approaches, green
technologies, and innovation.

Use government procurement authorities to create
demand for green products, and the products of
environmentally sound technologies.

Assist business in developing credible technical,
econonic, and market data for understanding
potential markets and developing environmental
technologies.

Offer extended patent protection to selected
innovations as a bonus and as a means to offset
review times. This action would require an act of
Congress.

Use the Export-Import Bank to support the use of
American technology overseas. Similar to the
support provided by foreign governments, allow the
Export-Import Bank to fund engineering feasibility
and design studies conducted by American firms.
The country that does the initial feasibility and
design studies is often the country that will be
most successful in furnishing advance equipment.
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Information Dissemination

CURRENT STATE:

Although, enhanced EPA technology dissemination programs are
considered to be essential to diffusion of new technologies,
the EPA and the private sector do not have effective
dissemination programs. The lack of strong government or
private sector dissemination programs hinders the
development, evaluation, and use of innovative environmental
solutions.

IMPACT:

Inadequate dissemination results in available new
technologies not being used because decision makers do not
know about them. This increases costs and reinforces the
reliance on existing tried and true technologies. It also
means that technology developers can be working on products
for which there is no market.

DESIRED STATE:

Industrial customers and regulators fully understand the
technological options available them. Government supports
information dissemination methods for diffusing innovative
technology. The Agency support partnerships that are
oriented toward direct diffusion of technology.

STATUS:

EPA has a number of separate technical outreach programs to
"get the word out" on technology transfer.

POTENTIAL NEXT STEPS:

Inprove information dissemination and awareness of
environmental technologies to support their diffusion.
(Diffusion is defined as the spread and adoption of a
technical idea following its first successful commercial
scale use.)

1. Map and evaluate current dissemination mechanisms

. Survey EPA's major technology diffusion programs,
and categorize and evaluate the adequacy of the
approaches, resources, and relative emphasis on
the environmental protection hierarchy.
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Ask vendors and users what happens now when they
seek information on markets or available
technologies. Determine their needs, how the
process could best work for them, and how well
their needs are meet by the private sector.

Determine existing, private sector mechanisms and
evaluate what actions EPA could take to use these
existing mechanisms.

Survey the Agency to identify major technology

diffusion programs, and evaluate the adequacy of
the approaches, resources, and relative emphasis
(e.g., prevention vs. treatment vs. remediation);

Identify what kinds of innovative technologies are
available or "out there?"

- identify goals and "intended" purposes of
each technology, key players, and "cross-
programs" in the Agency

- Link with players on Environmental Technology
Panel and in other administrative or
technology agencies (DOC, DOD, DOE)

Develop a compendium of public/private sector
funding mechanisms

Complete compendium: June 30, 1995

Fiscal impact:

Fy $K
'94-95: 0.2M/yr
2. Develop a strategy to improve dissemination mechanisms

Develop a strategy that involves:

- mapping out a new process;

- identifying key players:;

- working with them to implement the new
process;

- developing and maintaining communication
links.

Issue strategy: September 30, 1994
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Build on the Design for the Environment model for
diffusion environmental technologies. Focus
delivery of information to particular industries
that can most encourage reduction of toxic use,
energy efficiency, and resource conservation.

Develop awards and recognition programs, modeled
on Alaska's "Green Star" program for encouraging
the diffusion of prevention approaches and
innovative technologies among small business.

Develop partnerships with other Agencies that
provide assistance to industry for purposes of
enhancing economic competitiveness. (For example,
EPA should work with other Federal agencies to
coordinate clearing houses and computer networks.)

Integrate the Agency's technology diffusion
enterprises. The bulk of the Agency's resources
for encouraging innovation and diffusing
innovative technology are focused on remediation
technologies, not prevention.

Strengthen EPA's support for existing and emerging
programs for diffusion of pollution prevention
technologies at the State, Regional and local
level. This support would include increased
funding for these programs, a Pollution Prevention
Clearinghouse that serves this network of
programs, national support for programs that use
retired engineers for technical assistance.

Build on the Green Programs model for diffusing
selected environmental technologies across
industries.

Develop awards and recognition programs, modeled
on Alaska's "Green Star" program for encouraging
the diffusion of prevention approaches and
innovative technologies among small businesses.

Develop partnerships with other Agencies that
provide technical assistance to industry for
purposes of enhancing economic competitiveness, to
encourage them to support prevention and
innovation in their technology diffusion
mechanisnms.
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. Create computerized links among EPA offices and
labs and between other technology agencies in the
Federal Government.

. Create a focal point for EPA's environmental
technology activities which would integrate agency
efforts and facilitate dissemination of
information.

Create a clearinghouse for innovative technologies,
which includes a library, data bases, directory of
experts, and is tied into a network of other
clearinghouses and local information sources.

Establish clearinghouse December 31, 1995
function

Fiscal Impact

FY SM FTE

'94 0.5M 2.0

'95-98 1.0M/yr i1.5/yr

. This central clearinghouse would catalog

technologies, experts, training, conferences and
publications.
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Real World Examples of the Benefits of Innovative
Environmental Technology

Pollution Prevention Small Business Support

EPA assisted a small manufacturer of orthopedic devices
switch from harmful TCA (a halogenated solvent that
destroys the ozone layer) to a dilute, terpene-based
cleaner. Product is now cleaned in a heated ultrasonic
bath used to degrease the parts. The new cleaning
system is saving the small business $4,8G0 per year
with a pay back of only 4 1/2 months.

New Microelectronics Manufacturing Process Virtually
Eliminates Waste

Electrochemical micromachining (EMM) is being developed
and implemented as an environmentally sound and high
speed metal removal process for microfabrication of
electronic components. The use of EMM technology
significantly reduces (and in some cases eliminates)
the generation of wastes -- saving approximately 10 -
25 per cent of total production costs. Similar
environmentally clean technologies are being employed
for metal plating and chemical etching.

Pollution Prevention Technology in the Electronics
Industry

EPA and the State of California worked with Hewlett-
Packard to develop an advanced reverse osmosis system
that allows nickel and other chemicals in the
electroplating process to be reused. End of pipe
treatment is substantially reduced and purchase of
nickel and electroplating chemicals is much less.
Annual cost savings are approximately $17,000 per year
with a payback period of about 4 1/2 years. This
technology has wide applicability in the electronics
industry.

Pollution Prevention Technology - Freon

The State of California, EPA, and General Dynamics
joined forces to reduce GD's use of freon by installing
a freon recovery still and water separation equipment
to effect recycling of freon. The freon recovery
equipment had a pay back of 6.6 months.
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Reusing Dredge Spoils for Wetland Restoration

EPA and the Corps of Engineers is examining the
potential to use dredged material from lower
Mississippi River and using this material for wet land
restoration. Each year approximately $75 million is
spent restoring coastal wetlands in Louisiana. And
each year approximately 90 million cubic yards of
dredged material is generated.

Air Pollution Control

An industry/TVA/EPA consortium is field testing an
innovative sulfur removal device that can replace flue
gas scrubbers. If successful, savings could exceed $1
billion per year.

Superfund Site Remediation

EPA found that the use of innovative treatment
solutions saved up approximately $140 million at seven
sites. The savings were identified from the
feasibility study.

Immunochemistry Used for Monitoring at Hazardous Waste
Sites

Medical immunoassay techniques are now being used to
determine the concentration of some types of organic
contaminates at hazardous waste sites. Immunoassays
can be conducted in the field at 10 % of the cost of
standard laboratory analysis.

Continuous Water (and Wastewater) Quality Monitoring

The Automated Volatile Organic Analysis System provided
on-site, real-time measurements of a ground water
treatment facility. Sampling was done every 8 hours,
with results back within one hour ~-- compared to 3 days
to two weeks using conventional laboratories. Cost
savings are expected to be substantial for a fully
operating system.
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Green Enterprises, Inc:
A Hypothetical cCase

The five major target areas identified by the Environmental
Technology Team were described in the previous pages. In
order to facilitate understanding of the Team's intent in
these areas, a hypothetical case study, Green Enterprises,
Inc. is presented. The interactions among Green
Enterprises, EPA, and others will be described for each of
the major action areas. Assume that Green Enterprises
consists of a very small, start-up company. Some wonderful
concepts in pollution prevention and remediation
technologies are found there, but Green requires guidance as
to how they can bring those concepts through development and
become integrated in the market give the barriers before
them.

Following Item 1: Promote Clean Technologies

OQur hypothetical start-up firm, Green Enterprises, Inc., is
interested in becoming a player in the environmental market.
They have a few vague ideas about contributions they can
make in this area, but they are not closely affiliated with
any major industries and aren't sure which small businesses
would require their services.

EPA would make a clearer effort to communicate the pollution
prevention problem areas in various small businesses, such
as finding alternatives for PCE among dry cleaners, and in
larger manufacturing industries,such as finding alternatives
for TCE as degreasing solvent, through forum which are
easily accessible to Green Enterprises. EPA would also make
a clearer effort to communicate these priorities to the
subject businesses and industries so that they can extend
their search for consulting and R&D expertise to firms like
Green Enterprises.

Following Item 2: Improve Statute & Operations

Green Enterprises has now developed a couple of prototype
solutions to the PCE and TCE situations above, and in so
doing has developed a remediation strateqy for PCE and TCE
releases which have become environmental contamination.

They have developed a prototype, pilot-scale remediation
technology as well as an initial plant-scale TCE control
system for use while industries phase out their use of TCE
and phase in the alternate solvent. Green is now confronted
with the problem of attempting to sell their TCE control
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system to an industry which cannot obtain a permit for this
innovative, unproven technology. While Green can provide
laboratory data and theoretical evidence of the technology's
probable success, the EPA permit writer is unwilling to risk
writing a permit for the technology, and the industrial
client cannot accept the risk of operating the TCE control
system without the permit writer's approval.

EPA would turn this permitting issue over to a special
permitting team focussed on writing appropriate permits for
innovative technologies. Meanwhile, a special task force of
EPA, State, and others, is examining more broad solutions to
the problem of writing permits for innovative technologies.

Following Item 3: Enhance the Credibility

A large part of the reluctance of permit-writers to accept
the validity of Green Enterprises' solution to the search
for alternatives to processes and practices involving the
use of PCE and TCE is in the limited data that Green has
been able to generate. This is similar to the college
graduate's dilemma: one can't get a job without experience,
and can't get experience without a job. Green can't get
their technology in the industrial market without operation
experience, and can't get operations experience without an
industrial client. Likewise, the PCE/TCE remediation
technology is rejected for consideration for hazardous waste
cleanup activities by EPA Remedial Project Managers and
others because little operational data can be provided.

EPA would utilize the Environmental Performance Program
which had recently been established on the model of the
SITE, MITE, and WRITE programs to assess, through
independent, reliable evaluation, the ability of the
pollution prevention technology to avoid environmental
damage, the ability of the TCE control system to remove the
solvent from the process or wastewater stream, and the
ability of the PCE/TCE remediation technology to achieve
destruction or removal of the contaminant.

Following Item 4: Improve availability of Financing

Green Technologies, Inc. had developed a pollution
prevention, a pollution control, and a remediation
technology. Without a defined and accepting market,
however, they could not obtain venture capital or bank loans
to finance further development, production, and installation
of pilot- or full-scale units.
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EPA would utilize a newly established pilot program to a
assists Green in locating government or private-sector
funding and in obtaining information about the prospective
markets for their technologies. Further, Green may have
been motivated to develop their technologies due to the EPA
program to offer a prize to the first developers who filled
the advertised high-priority, unmet needs. The bonus prize
may be used by Green to cover some of their development
costs or to reduce the price to initial clients. EPA would
also share some of the financial risk with the initial
clients, such as by offering to cover a proportion of
replacement or upgrade costs if Green Enterprises technology
failed to perform as expected. Finally, thanks to the EPA-
established Environmental Performance Program, Green would
have the commercial-scale data required to convince
financial backers of the potential for technical as well as
market success.

Following Item 5: Improving Information Dissemination for
Diffusion

In 1993, Green Enterprises, Inc. has few forums to obtain
regulatory acceptance for their innovative technologies.
Their pollution prevention application receives little
publicity partly because there is no single source of
information on innovative technologies in that area. Also,
without testing and evaluation by a potential client or
independent third party, Green's marketing efforts are
rebuffed due to lack of confidence in the performance data.
Their pollution control and remediation technologies receive
only slightly more attention. Multiple sources of limited
information confuse potential clients. The lack independent
verification of the technologies performance and publication
of the results further hinders diffusion.

Following the Environmental Performance Program evaluation,
EPA would help to facilitate the diffusion of Green's
technologies into the appropriated markets through
continued publicity of their successful efforts. All
Environmental Performance Program participants would receive
similar public exposure in order to facilitate responsible
decision making in the private sector and by Federal, State,
and local regulatory and enforcement officials through
increasing the awareness of alternatives.

Prepared by:

Kim Lisa Kreiton

Member of EPA's Environmental
Technology NPR Team
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REINVENTION LABORATORY

Encouraging Innovation through Environmental
Permitting

Environmental innovation is often slowed or
curtailed at the permit stage. Form a team of
"innovative permit writers" (comprised of EPA
headquarters, regional offices and States) to
encourage the implementation of new technologies
and new solutions. Process "innovation permits"
quickly, grant additional time to install
innovations, arrange for a "soft-landing" if the
innovation fails. Set annual targets for permits
that contain innovative technology including
targeting certain innovative technologies.
Designate resources to regional offices and states
that set "innovation targets." It is envisioned
this permitting team would be lead by a small
Headquarters staff (1 - 2 FTE), with several
leadership directors coming from a Regional office
and a State or State organization. The balance of
the team would be comprised of individuals in the
Regions and States actually reviewing the
"innovative permits."

This team would identify and resolve policy issues
that would need to be resolved to evaluate and
grant a permit for the innovation. The team would
also monitor annual progress.

Encouragement of innovative technology and greater
use of innovative technologies to solve
environmental problems.

On a case by case basis various rules may require
revisions or waivers. The Agency should support
innovative permitting in the Clean Water Act
reauthorization.

By reversing the culture towards environmental
technology innovation, we should see a more rapid
pace of innovative technologies being permitted.
More choices in available technologies would
improve environmental protection and, at the same
time, create jobs.
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REINVENTION LABORATORY

Evaluation of environmental technologies to
support their commercial use.

Many environmental technologies are not moving
from the laboratory and pilot states of
development to full scale demonstration and
commercialization. The lack of credible
performance data for these new environmental
technologies is one of the primary limitations.
Inadequate cost and performance data impedes
permitting and commercialization of technologies.

EPA would establish and oversee the performance
evaluation program and would use one or more third
parties conducting the tests evaluations.
Evaluations could be performed by private
institutions or by governmental agencies such as
the DOE's National Labs.

EPA should use the expertise of third parties to
conduct the technical evaluations.

By using third parties, technical evaluations
could be completed sooner.

None Known.

Using third parties, performance evaluations would
be conducted faster than if EPA were to do the
evaluations themselves.
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REINVENTION LABORATORY

Use Federal Facilities to test and evaluate site
remediation technologies

Evaluate Steam Injection/Vacuum Extraction (SIVE)
technologies at McClellan Air Force Base, CA. SIVE
would be used in place of incineration

Other than EPA and Air Force, private parties are
actively involved, lead by Clean Sites Inc. and
eight computer, utility and chemical companies.

There are two expected outcomes: First, the
McClellan Air Force Base is in a unique position
to test real world problems at hazardous waste
sites. The testing of SIVE technology here can be
expanded to the evaluation of the environmental
technologies at the Federal facilities. Second,
the evaluation of the SIVE technology could lead
to successful commercialization.

Not Known. Future technology evaluations may
require waivers or rapid and flexible permitting.

Should SIVE prove to be more effective and/or less
costly than incineration, companies (and
governments) responsible for remediation cost,
which would improve their competitiveness. 1In
addition, SIVE equipment vendors and technical
consultants would be able to expand their
international market with this technology.



Initiative:

Proposal:

Unique
Features:

Outcome:

Rules Needing
Waivers:

How the Public
will Benefit:
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REINVENTION LAB

Design Computer Work Stations for the Environment

Evaluate the technology, processes and chemicals
used in the manufacture of computer work station
component parts to characterize environmental
impacts and to incorporate risk reduction and
pollution prevention objectives in computer
products. The evaluation would encompass the
environmental management hierarchy including
evaluating substitutes and would use principles of
life cycle analysis and cross media risk
characterization methods. The focus would be on
developing innovative technologies and processes
which would improve environmental impact and in
disseminating results across a broad spectrum of
small and medium sized businesses.

A partnership team made up of EPA, DOE/National
Laboratories, DOC/MTCs and industry would work
together to develop and disseminate results.

Identify and put in use alternate chemicals,
technologies or processes in manufacturing
computer work stations which significantly reduce
the environmental impact of computer products.

Permitting and enforcement; anti-trust and
proprietary information rules; industry interns in
government.

Reduced impact on the environment of computer
manufacturing; increased jobs through enhanced
international competitiveness of more
environmentally friendly computer products.
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EPA Internal National Performance Review
Extramural Resource Team

Report

SUMMARY

As one of several initiatives to integrate management with
mission and improve EPA's resource management, EPA Administrator
Browner began a series of focus groups to identify cross-Agency
issues in extramural (procurement and a551stance) resource
management. Because of the importance of these issues, EPA
included this effort in its internal National Performance Review.
The goal of the focus groups is to more efficiently link EPA's
stewardship of fiscal resources and EPA's protection of
environmental resources. The linkage will occur as a result of
increased management attention, as well as improved
communication, coordination and guidance processes developed
together by EPA's resource management staff and environmental
mission staff.

VISION

Accountable extramural resource management that strengthens
EPA's role as a sound fiscal manager as well as strongly supports
its mission to protect the environment.

BACKGROUND

EPA relies very heavily on contracts and grants (extramural
resources) for accomplishing its mission. EPA, throughout its
history, has awarded contracts for many dlfferent activities,
such as data processing input, requlatory impact analysis, water
quality testing, information systems development and clean up of
hazardous waste s1tes, to name just a few. About two thirds of
the Agency budget is spent through contracts and grants.

The regulatory nature of most of EPA's work means that it
uses contracts that require an unusually high level of oversight
and monitoring by the Government. Since 1984, there have been a
series of Inspector General and General Accountlng Office audits
that identified problems in the way EPA has managed contracts.
Problems have included cost control issues, inherently
governmental functions, lack of competition, personal services
and inadequate oversight of contracts.
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EPA, in the past, tended to respond to these reports as
individual problems, but recently began to deal with them as an
overall Agency-wide problem. Because EPA's work is highly
leveraged with contracts and grants, accountable extramural
resource management is essential to the overall sound management
of the Agency. Congress is holding the Agency accountable for
the use of taxpayer's funds, and intends to ensure that these
problems are solved.

In the early 1990's, EPA began an effort to correct these
problems through comprehensive, systemic improvements rather than
on a case-by-case basis. In June 1992, EPA issued a report on
Contracts Management at EPA: Managing Our Mission;

Recommendations of the Standing Committee on Contracts
Management, with actions to improve EPA's contract management.

The Standing Committee on Contracts Management, with top
level staff from every office, oversees the implementation of
changes. Under the leadership of Administrator Carol Browner,
the Agency began to define the problems more broadly in terms of
accountable extramural resource management and develop ways to
integrate the importance of managing resources into EPA's
environmental mission. By June 1993, the scope of the Standing
Committee on Contracts Management was expanded to all extramural
resources, and was renamed the Resource Management Committee.

Administrator Browner made management, accountability and
discipline major priorities that support her determination to
make sound management a cornerstone of her Administration. She
developed several initiatives to assure that the Agency's
approach to these problems is strategic rather than piecemeal,
and address not only contracting, but all extramural resources
and financial management.

The effort to change the Agency's approach to managing
resources has begun to take effect. While the improvements were
noted favorably by outside oversight groups, the process of
change has been difficult. There are concerns about consistent
management involvement, communication problems, longer processing
times, and the need to balance stewardship of EPA's fiscal
resources with ability to effectively protect the environment.

AFFECTED SECTOR

EPA staff in every office have been affected by EPA's
resource management deficiencies. Members of Congress have
indicated that the seriousness of these problems have affected
their confidence in EPA's ability to manage its budget and
administer cabinet status responsibilities.
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GOALS and MILESTONES

One of the Administrator's initiatives was to hold a series
of Agency focus groups to improve communication between EPA's
mission staff and resource management staff. The idea for the
focus groups arose from a meeting of the Administrator with EPA
Office Directors. There was concern that, although the Agency
was dedicating much effort to improving contracts management,
there were still many EPA staff whose thoughts and ideas were not
heard. The focus groups were meant to be a listening exercise as
well as provide feedback on the status of EPA's efforts to
improve contracts management.

In April 1993, the Administrator's staff formed an
Extramural Resource Focus Group Steering Committee to develop the
process and oversee the implementation of the groups.

The results of the group's work, with recommended solutions
to identified problems, is to be reported to the Administrator by
October 1993. A report will also be made to the Resource
Management Committee as feedback on how the actions to improve
resource management are taking effect, and what additional
measures are needed.

Because of the comprehensive impact on EPA, the focus groups
on extramural resources are designed to get input from the widest
range of staff, including diverse geographic, cultural, career
and other perspectives, to provide the most inclusive views of
the issues.

The first series of focus groups held in late June 1993
consisted of working level staff to identify operational problems
and opportunities for improvements in contracts and grants. The
groups were organized by their professional positions; e.qg.,
Contracting Officers, Grants Managers, Work Assignment Managers;
in the Programs and Regions, along with their supervisors.

The focus group team leaders reported preliminary findings
to EPA's Senior Leadership Council on July 27, 1993. There was
general agreement with the findings, along with more comments
that fit into the major categories of concerns.

In addition, one external focus group of contractors and one
of grantees is being held by outside non-profit groups to gather
ideas from these communities on how to improve EPA's resource
management.
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CURRENT STATE

The first round of Extramural Resource Focus Groups resulted
in over 60 comments regarding contracts and grants. 16 comments
were received through NPR Suggestion Forms. In addition to
widespread concern about the need for resources to reduce
reliance on contractors and improve contract oversight, the
comments fall into the following 3 categories:

1. Lack of Agency management consistency in application of
extramural resources practices is leading to confusion at
staff level.

2. Need to deal with concerns about perceived high risks in
managing contracts and grants to improve efficiency.

3. Adequate contract process, training and guidance are needed
to continuously improve contracts management.

The comments on need for Agency management consistency and
atmosphere of fear were not identified as such in the 1992
Standing Committee on Contracts report. These comments reflect a
broad perspective of EPA's highly leveraged status, and require
management attention.

TARGET/ACTION CATEGORIES
Action/Initiative 1:

Form a representative focus group of EPA Office Directors
and Division Directors, with representative participation
from the first focus groups, to:

- recommend solutions to the first two findings, and

- reconcile internal and external perspectives of EPA's
contract management, after reviewing the external
National Performance Review report on EPA contracts
management, which emphasizes accountability, cost control
and competition.

Action/Initiative 2:

Because the third finding concerns development of tools and
lends itself to TQM processes, refer the comments to the
already ongoing efforts in the areas of streamlining the
process, improving training and developing "how-to"
guidance.
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Implementation:
Who: Extramural Resources Focus Group Steering Committee
When:
Managers Focus Group meeting: 8-9/93
Report Out to: 9-10/93

- EPA Office Directors

- Resource Management Committee
- The Administrator

- National Performance Review

Barriers:

Although the process of change in how extramural resources
are managed involves many large and small changes in EPA's
organizational functions, EPA has already begun to break
down the resistance to change. The Agency's resolution to
improve will motivate the search for solutions.

Cost:
Because the Administrator, as well as EPA's Congressional
oversight groups, have identified as extremely essential the
need to improve EPA's resource management, it is clear that
the Agency must institutionalize changes in the way it does
business. Investment for this vital effort is already being
made through reallocation of resources and increased
management and staff attention to these issues.

Success:
The work of the focus groups in itself is a means to
evaluate the mid-term success of the effort to make
comprehensive, systemic changes in the Agency's management
of extramural resources.

REFERENCES

The June 1992 Contracts Management at EPA: Managing Our

Mission; Recommendations of the Standing Committee on Contracts
Management and Monthly Status Reports are available in EPA

libraries. For further information on the recommendations or the
Resource Management Committee, please contact the Committee staff
at (202) 260-9248.
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FINANCIAL MANAGEMENT
EXECUTIVE SUMMARY

Over the years, insufficient time, attention, and funds
have been available to attain the best management of current
year funds. The complexity of the various financial
management systems and processes has aggravated this
situation. Among EPA managers, there is a wide disparity in
expertise and in attention paid to financial management as
well as a tendency to focus on budgeting for future years
rather than on the management of current funds.

The Financial Management Team interviewed over 100 Agency
staff and managers to identify barriers to effective financial
management and to develop initiatives to remove those
barriers. Implementing the initiatives presented in this
paper will help to achieve the Team's vision: The Agency has
a sound, flexible, user friendly, and readily accessible
financial management process which ensures that EPA directs
resources in ways that maximize achievement of the Agency's
mission.

There are three Target/Action Categories, and nine
initiatives:

Target/Action Cateqory #1: Increase Flexibility With
Accountability

Initiative #1: Flexibility in Ceilings.

Establish a reinvention lab (pilot) where one or more
organizational units are freed from the normal operating
constraints (e.g. FTE, travel, administrative expense,
ceilings, and gquarterly allowances).

Initiative #2: Establish a Collaborative Planning Process.

Substantially decrease the time between passage of the
Acency's budget and the time that programs receive their
funding targets, with any "taps" taken prior to funds being
disbursed. All appropriate parties participate in an open
program planning process.

Initiative #3: Automatically Recertify Multi-Year Funds.

Automatically recertify multi-year funds for expenditure in
the second or subsequent years.
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Initiative #4: Flexibility at OMB/Congress.

Investigate with OMB and Congressional staff ways to
eliminate the various funding ceiling categories, limit
subappropriation restrictions, and reduce Congressional
earmarking of funds.

Target/Action Cateqorv#2: Increase the Importance of
Financial Management

Initiative #5: Clarify and Explain the Process.

Increase managers' awareness of financial management issues,
systems, and processes. Clarify roles, responsibilities and
processes, and disseminate the information in a variety of
plain English, user-friendly forms.

Initiative #6: Create Incentives for Good Financial Management.

Create incentives for managers to benefit from prudent
financial management practices.

Initiative #7: Review Organizational Structure and Career
Paths for Financial Management Functions.

Break down barriers between budget and financial management
responsibilities. Review career paths and the grade
structure for financial management staff and make equivalent
to budget formulation staff.

Target/Action Cateqory #3: Inprove Financial Management
Information Systems

Initiative #8: Short-Term Improvements in IFMS.

Implement a number of short-term actions to increase the
access of both staff and managers to the system. Develop
and administer a customer survey to determine unmet needs.

Initiative #9: Long-Term Improvements in Financial
Management Information Systems.

Develop and maintain a financial management system that
efficiently collects, processes, tracks, and reports
financial information in a way that optimizes utility for
its users and uses, but is not dependent on, contractor
employees. The system is readily accessible to all Agency
managers.
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FINANCIAL MANAGEMENT
VISION:

The Agency has a sound, flexible, user friendly, and readily
accessible financial management process which ensures that EPA
directs resources in ways that maximize achievement of the
Agency's mission.

BACKGROUND:

Financial management is part of a process that includes strategic
planning, budget formulation and execution, and sound accounting
procedures. The financial management team addressed issues
related to the management of current year funds. Although the
past decade has generated a proliferation of statutory mandates,
appropriations have not kept pace with these requirements.
Nevertheless, Agency personnel have generally maximized results
in the attainment of a wide variety of important environmental
objectives. The focus of this report is to define some
improvement opportunities -- particularly focused on giving
managers the appropriate authority, incentive, and tools to
better manage and account for their resources.

The Financial Management Team included 20 EPA staff representing
all of the major headquarters program offices and four regions.
Several have had experience in financial management in other
agencies. Interviews were conducted with over 100 EPA staff.
While not thorough in its analytical methods, the team feels that
a number of important issues have been identified and clarified
in the peer review process. Additional analysis to more
thoroughly analyze the situation and barriers may be appropriate.

CURRENT STATE:

Over the years, insufficient time, attention, and resources have
been available to perform the necessary management of current
year expenditures. The complexity of EPA's organizational
structure, the various systems, variations in appropriations and
allocation processes, and changing procedures and definitions
complicate efforts to effectively manage funds. Although some
managers devote substantial time and attention to financial
management, many delegate such responsibilities solely to their
administrative support staff. Financial management expertise is
largely confined to staff and managers who directly engage in
financial management, with few incentives or opportunities for
program managers to acquire essential financial skills. Many
managers focus more on out-year budget formulation to obtain
resources and less on the execution of the current year operating
plans, which are often considered mundane. Knowledge about
financial management, systems, processes, accounts, etc., varies
widely among program managers.
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Several aspects of the current financial system create barriers
to effective financial management of current year funds:

1) Lack of certainty in funding levels. "Taps" in contract and

administrative expense funds can occur at any time of the year.
To avoid the disruption these unpredictable "taps" can cause,
managers may attempt to accelerate the spending of available
funds. Conversely, funds that are suddenly released at the end
of the fiscal year may be "parked" (e.g., added to a
level-of-effort contract) until they can be spent. Because these
funds do not always find their way back into the coming year's
plannlng process, less than efficient funding can occur. Delays
in developing and providing budget levels early in the fiscal
Year also lead to uncertainty.

2) Lack of flexibility in spending. The many individual (and

sometimes duplicative) ceilings and quarterly allowances hamper a
manager's ability to efficiently meet program goals.

3) End of year spending. Several factors lead to a large number
of funding actions in the fourth quarter which swamp the system.
First, quarterly allocations force incremental funding of
contracts, requiring that modifications be pushed to year-end.
Secondly, uncertainty in funding levels until late in the year
leads to a flurry of activity to get the funds obligated before
the close of the fiscal year. This leaves little time available
to analyze the cost effectiveness of alternatives. Lastly,
pressure to spend available funds and limitations (including
cut-off dates) on funding mechanisms late in the fiscal year
further compound the problem.

4) Multi—year planning is difficult. For example, funding for

large pieces of equlpment over two years is difficult because of
the risk of not receiving carry-over funds and the difficulty in
partially funding such procurements.

5) Availability of data is limited. Managers often do not have
access to sufficient information about their operating plan to
make the best funding decisions due to the limits of the various
systems and lack of understanding of data in the system.

6) Career Development Limitations. Generally, grade levels for

staff doing financial management are lower than those for budget
formulation staff, another indication of the perception that
these jobs are of lower importance. In order to get promotions,
staff move from financial management to budget formulation.

In addition to these barriers, there are different issues in
offices with growing or fully-funded programs than those where
programs are being phased down or where appropriations have not
been commensurate with mandates. This dichotomy has contributed
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to situations where large sums are used to forward fund contracts
for the next fiscal year by some programs while in others, urgent
priorities, including court orders, cannot be funded.

IMPACTS:

Negative impacts include inadequately funded programs,
ineffective or unwise year-end spending due to unnecessary
forward funding of contracts, and expenditures on "nice to have"
items and projects. 1In some cases, programs cope by trading
among various categories of dollars. In underfunded programs,
there can be schedule delays with resultant inefficiency as key
projects are stopped and restarted in the next fiscal year. There
is frustration among staff because of the extra paperwork
involved in the stopping and starting of contractor work as well
as the difficulty in obtaining information. The Team believes
that across the Agency a measurable percentage of the Agency's
budget may not be spent on priority needs.

DESIRED STATE:

Barriers to effective financial management are removed, with more
emphasis placed on planning and achieving controlled expenditures
of current year funds. There is a well understood and functional
link among strategic planning, budget formulation, and the
operating plan, with some staff common to all three processes in
program offices as well as the Office of Administration and
Resources Management (OARM) and the Office of Policy, Planning
and Evaluation (OPPE). Managers have a greater appreciation of
the financial management system and develop detailed financial
plans, including priorities for activities (developed early in
the fiscal year), which are communicated to all involved in
executing the plans. There is periodic monitoring of spending,
with a mechanism to link funding with results and a process to
redirect resources if priorities change. Managers, not just
administrative staff, are actively involved in this process.
Managers know as early in the fiscal year as possible what
resources they will have available, with taps at the
Administrator, Assistant Administrator (AA) or Regional
Administrator (RA) level taken early in the fiscal year.

Managers have at their disposal effective financial management
information systems which are easy to use, readily available, and
comprehensive. End of year spending levels decrease because more
funds are expended during the fiscal year, according to the
programs' needs. Resource management is evaluated at regular
intervals, with managers held accountable for the efficiency and
efficacy of expenditures. Managers demonstrating sound fiscal
management have increased flexibility to use funds to meet
program goals (e.g. moving funds among ceiling categories,
eliminating quarterly allowances, and recertifying carry-over
funds.)
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TARGET/ACTION CATEGORIES:

Three Target/Action Categories are discussed below. These are 1)
Increase Flexibility With Accountability, 2) Increase the
Importance of Financial Management, and 3) Improve Financial
Management Information Systems. For each initiative under a
Target/Action Category there is a discussion of the initiative,
who should take action and when, the barriers to implementation,
and the potential costs. Since benefits and measures of success
are similar for all, they are discussed at the end of the paper.

TARGET/ACTION CATEGORY #1: INCREASE FLEXIBILITY WITH
ACCOUNTABILITY

Lack of flexibility in budget formulation and execution inhibits
effective resource management and leads to perverse incentives
and managers "“gaming the system." The focus is often full
expenditure rather than effective expenditure. Because of
ceiling limitations, funds may be available for a lower priority
item which can be acquired under a certain account (e.q.,
contracts), but funds are not available for a higher priority
expenditure (e.g., computers for staff so that they can do the
work in-house). These constraints also limit the ability of
programs to use their funds most effectively (e.g., being unable
to purchase and operate videoconferencing equipment to save
travel funds). This lack of flexibility (along with other issues
discussed) causes excessive forward funding of contracts and the
overloading of grants, contracts, and procurement processes
during the fourth quarter of the fiscal year.

INITIATIVE #1: FLEXIBILITY IN CEILINGS

The Initiative: Establish a reinvention lab (pilot) where one or
more organizational units are freed from the normal ceiling
constraints (e.qg. FTE/travel/administrative expenses,
intramural/extramural controls, quarterly allowances). This
pilot would run for at least two years in order to get the new
systems in place, allow the program to realize the benefits of
this flexibility, and evaluate the pilot. If this pilot
demonstrates feasibility, allocate to each office or program a
single block of funds to implement its management plan.

Who/When: The Senior Leadership Council should choose one or
more units (Offices or Divisions in the DC area or field
locations and, perhaps, one region) as pilots to receive a total
budget without any of the normal constraints. Such a pilot would
allow the Agency as a whole to remain within its ceilings as the
process is evaluated. If started very soon, this initiative
could be implemented in FY94 in at least one location. The
Assistant Administrator or Regional Administrator responsible for
the pilot office would be responsible for tracking the pilot,
and, in conjunction with OARM, evaluating the results.



FM 8

Barriers: OMB and the Congress may object to this pilot because
a successful outcome might result in pressure to provide the
Agency with increased flexibility and fewer ceilings thereby
limiting their control over the way the Agency spends its funds.

Cost of Implementing: There will be some system development
costs to the pilot organization for tracking the block of funds
and associating the expenditures with program activities.

INITIATIVE #2: ESTABLISH A COLLABORATIVE PLANNING PROCESS

The Initiative: Establish a revised and collaborative planning
process within the Agency for determining operating plans and
quarterly allowances. This will provide program managers with
more flexibility in the timing of expenditures. This process
needs to start early in the fiscal year and needs to
substantially reduce the time between passage of the Agency's
appropriations and the time that programs receive their funding
targets, less any taps at the Administrator or AA/RA level. More
emphasis should be placed on developing realistic, prioritized
operating plans which are then communicated to all involved in
executing the plans. Schedule periodic reviews to evaluate and
modify the plans. In order to review the plans, develop criteria
for effective financial management. Using these criteria,
provide constructive feedback to each manager so that they can
continuously improve their performance in this area.

Who/When: This initiative could be implemented immediately but
there could be some lag in the availability of the data reports.
Interim reports could be developed by OARM and by program staff
for the current year planning, tracking, and plan modifications.

Barriers: There is likely to be resistance from program managers
to any formal review process. There may also be some resistance
from managers in the financial management community and managers
in programs to the more "open book" process envisioned.
Congressional approval of the Agency's operating plan could also
cause delays in providing funding targets.

Cost of Implementing: Low. Can be done in-house, with some
limited resources to develop additional reports. Increased
management involvement in the process should be more than repaid
by more focused and effective spending.

INITIATIVE #3: AUTOMATICALLY RRECERTIFY MULTI-YEAR FUNDS

The Initiative: Automatically recertify multi-year funds for
expenditure in the second or subsequent years to complete the
implementation of office and program management plans. The
proportion of funds recertified may be linked with the incentives
discussed in Initiative #6.
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Who/When: In a July 8, 1993 memo, the Acting Assistant
Administrator for OARM stated that the Agency's policy for
FY93/94 will be to carry over all unobligated AC&C and R&D funds
for the programs continued use. If this new policy proves to be
successful, it should quickly become permanent Agency policy and
be expanded to include all relevant Agency appropriations.

Barriers: There may be some resistance, particularly in the
resource community, to these changes. Also, this would limit
funds available to be tapped for additional requirements to those
tapped at the beginning of the year. (See Initiative #2)

Cost of Implementing: Very low. Part of the Team's
recommendation regarding carryover funds was already adopted for
FY 93/94.

INITIATIVE #4: FLEXIBILITY AT OMB/CONGRESS

itiative: Limit the number of appropriations and ceilings.
Establish a revised, collaborative planning process between EPA
and OMB for the determination or elimination of quarterly fund
allocations to EPA. Request the Congress to consider
appropriations without sub-appropriation restrictions and
earmarking of funds. Eliminate differences in the various
appropriations (e.g., training is funded by both the
Administrative Expense and Extramural ceiling in the AC&C
appropriation, but only the Extramural portion of the Superfund
appropriation.)

Wheo/When: The Administrator or Assistant Administrator for OARM
should lead this initiative. Staff support from OARM will be
required to develop and present detailed options and to develop
and implement necessary modifications to EPA financial systems to
accommodate these changes.

Barriers: OMB and the Congress may be reluctant to make such
fundamental changes to the Agency budget structure.

Cost of Implementing: Low cost, but high investment of energy to
address these issues.

TARGET/ACTION CATEGORY #2: INCREASE THE IMPORTANCE OF
FINANCIAL, MANAGEMENT

Elevate financial management and associated administrative
functions to the same level of importance as program activities.
Increase managers' understanding of and appreciation for good
financial management. Remove barriers to managers' involvement
in financial management.
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INITIATIVE #5: CLARIFY AND EXPLAIN THE PROCESS

The Initiative: Increase managers' awareness of financial
management issues, systems, and processes. Clarify roles and
responsibilities of all levels in the financial management chain,
in both the financial management staff as well as in program
staff. Insure that this information is widely disseminated in a
"plain English" format, such as a financial management primer,
training modules, and interactive computer systems. Include
experience in financial management as a key factor in selection
of supervisors and managers.

Who/When: A workgroup of staff and managers representing OARM,
the program financial management staff, program managers, and the
regions should compile available information and clarify gaps in
information as well as policies and procedures. The Resource
Management Committee may be able to provide assistance. The EPA
Institute should have the lead to work with this group to
assemble the material in formats that are easy to use by Agency
personnel.

Barriers: To the extent that managers do not perceive financial
management to be a high priority, it will be difficult to get
their support for becoming more informed about, and more involved
in the financial management of their organization.

Cost of Implementing: Low. Can be done in-house, with workgroup
and some OARM and program resources to develop methods of
disseminating information. Some resources will be needed to
develop customized interactive computer training.

INITIATIVE #6: CREATE INCENTIVES FOR GOOD FINANCIAL MANAGEMENT

The Initiative: Create personal and programmatic incentives for
managers who practice prudent financial management practices.
These incentives may include 1) personal awards, 2) additional
program funding, and 3) having fewer or no ceiling limitations
(as discussed in Initiative #1).

Who/When: The same workgroup mentioned in Initiative #5 could be
tasked with the development of an incentive program. Work should
begin early in FY94 to take advantage of incentives that may
affect year-end spending.

Barriers: Some may feel that this is part of management's job
and should not require a specific incentives program. Also,
funding may be required to implement the system, depending upon
the specific recommendations.

Cost _of Implementing: Can be done in-house, with a workgroup.
Depending upon recommendations, may require shifting of resources
or additional funding.
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INITIATIVE #7: REVIEW ORGANIZATIONAL STRUCTURE AND CAREER PATHS
FOR FINANCIAL MANAGEMENT FUNCTIONS

The Initiative: Break down barriers between budget and financial
management responsibilities, and review the grade structure for
financial management functions. Traditionally, these positions
have not been classified as high as comparable budget positions.
Also, review the criteria used to assign staff to the various job
series and determine any training needs for financial management
staff to continue to advance. Encourage career paths which
include experience in both financial management and budget
formulation. Also, encourage rotational assignments by program
staff to financial management positions and vice versa so that
there is a better understanding of the needs and responsibilities
of these two groups.

Who/When: The Office of Human Resources Management, working with
the Comptroller, should undertake a review of the grade and
classification structure for financial management positions and
develop options for a one or two year program for staff which
would include a wide variety of financial and budget tasks. This
initiative could begin immediately, depending upon resource
availability. All offices should evaluate the organizational
hierarchy and develop options to encourage equity between
financial management and budget staff. This evaluation should
include the identification of opportunities for rotational
assignments.

Barriers: Current requirements to reduce staff as well as
specific reductions at the higher grade levels create a
significant barrier to this initiative. Additional funding may
be required to support any increase in grades. Existing OPM
requirements for the various job classifications will also impede
efforts to encourage breadth of experience.

Cost of Implementing: Can be done in-house, with a workgroup.
Depending upon recommendations, may require shifting of resources
or additional funding.

TARGET/ACTION CATEGORY #3: IMPROVE FINANCIAL MANAGEMENT
INFORMATION SYSTEMS

The Agency relies on a system of sometimes incompatible,
contractor owned and/or maintained computer systems to store,
process, and retrieve financial data. There is a proliferation
of information systems within the Agency (including planning,
budget, finance, property, program accomplishment) that are not
linked in a way that permits managers to use information in
making sound program and financial decisions. Data input is
often duplicated and information input into multiple systems
often cannot be reconciled.
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INITIATIVE #8: SHORT-TERM IMPROVEMENTS IN IFMS

The Initiatiyve: Implement a number of short-term actions to
increase access to the current system. 1) Improve training, both
for staff and managers. Also, increase access to data by working
with users to set short-term goals for defining data needs and
developing more useful reports. 2) Improve communication to all
potential users, including managers, about available services
such as training and user groups. Evaluate a number of
communication methods (e.g., do not assume that everyone has
access to E-MAIL). 3) Conduct periodic customer surveys (via
written questionnaires to current and potential users, especially
managers) and regular meetings of focus groups composed of system
developers and users in the program offices.

Who/When: As soon as possible, the Office of Administration and
Resource Management should develop additional training,
investigate options for increased communication, and develop
customer surveys. The EPA Institute may be a resource to assist
in training development.

Barriers: Many managers have little interest in financial
management and, thus, may be unwilling to devote resources to
improving the utility of IFMS or other financial management
systems. There are many stakeholders with a vested interest in
the current system which was designed to provide Agency level
data for external reporting, rather than data needed by
individual programs.

Cost of Implementing: There may be some costs involved,
particularly in the development of additional training and in the
development and administration of the customer surveys.

INITIATIVE #9: IMPROVED FINANCIAL MANAGEMENT INFORMATION SYSTEM

The Injtiative: Develop a system that continues to meet both the
Agency's legal accounting requirements and provides the
additional flexibility that program managers require to perform
good financial management. The system must efficiently collect,
process, track, and report financial information in a way that
optimizes utility for all users in the financial process.
Utilization of contractors may remain essential to the process,
but it is important to maintain control of, and expertise in the
system within the Agency.

Develop the system based on uniform global guidelines to assure
data compatibility and comparability and require adherence to
these guidelines. Allow data from program systems to be
summarized and linked to an aggregate system. Output options
must be user friendly and available in hard copy or directly from
PC applications so that managers have greater access to pertinent
financial data. Data collected from the customer surveys and
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focus groups discussed in Initiative #8 is critical to the
effective design of the new or revised system. Additional input
could be obtained through an evaluation of one or more systems
currently operating in other Federal Agencies.

The following are three possible implementation options:
1) Continue to improve IFMS with renewed emphasis on

linkage to other systems, user interface (especially
with program managers) and output needs;

2) Design a new, thoroughly planned custom systenm,
preferably developed in-house with qualified new EPA
staff; and

3) Purchase another "off-the-shelf” software package that

can be modified and maintained by EPA staff.

Who/When: First, an internal workgroup of representatives from
the financial, information management and program communities
should evaluate the three options and recommend the best to the
Administrator. OARM should have the lead in developing the
chosen option, with continued input from the user community. A
process to quickly resolve any issues that arise must also be in
place. The workgroup evaluation should happen early in FY94 but
the development or revision of the system may take several years.

Barriers: There is no "quick fix" for this problem. There are
many stake holders and many with a vested interest in the current
systems. The integration of program subsystems may lead to
resistance from the current owners of those systems because they
may fear loss of control. Since some program managers do not see
the need to have such data readily available, there may not be
support for the potentially large expenditures and time required
to achieve the goal. The current dependence on contractor
support may hamper the Agency's ability to develop a new/revised
system because essential expertise is outside the Agency.

Cost to Implement: The cost to revise the current system or
develop a new system is likely to be large. To date, the Agency
has spent about $10-$15 million on the development of IFMS. 1In
FY92, a $2 million cut at the beginning of the fiscal year slowed
additional planned development and created some start-up problems
when funds became available later in the year. It is difficult
to estimate the costs for this initiative before the options are
evaluated, but an estimate of $10 - $15 million over 3 to 5 years
seems reasonable.

BENEFITS

The financial management improvements recommended in this report
will increase the Agency's ability to direct its limited
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resources to the most critical environmental priorities. There
will be a better link between strategic planning, budget
formulation and budget execution, as well as an increased ability
to evaluate spending against the budget and adjust future budgets
as necessary. Managers will understand financial management, be
involved in the management of their funds, and be able to assure
that funds are expended in a cost-effective manner on priority
projects. Increasing flexibility will empower managers to seek
creative and innovative ways to maximize resources and to realize
efficiencies in the overall management of their programs. By
more effectively targeting the Agency's resources on key
environmental priorities, some resources may become available to
fund additional projects.

MEASURES OF SUCCESS

Qualitative Measures:

1) The ability of the Agency to direct resources to the most
pressing environmental problems.

2) Effective obligation of multi-year funds, but not
necessarily in the first year of availability.

3) Management accountability based on real program
accomplishments as specified in the office or program
management plan.

Quantitative Measures:

4) There is an increase in the number of managers who have
control of their budgets and are routinely involved in
financial management planning and review of spending.

5) There is a steady, planned flow of obligations and outlays
throughout the entire fiscal year as well as a significant
decrease in end-of-year spending activity.

6) An integrated financial management system will provide
real-time data needed for reporting requirements, day-to-day
program operations, and other managerial functions.

7) There is a decrease in the resources required for data entry
and reconciliation of data in subsystems because of clearer
data requirements and the elimination of redundant systems.

8) There is a decrease in FMFIA vulnerability in financial
management areas throughout the Agency.

9) There is a decrease in long-term unligquidated obligations.
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INTERGOVERNMENTAL PARTNERSHIPS
August 6, 1993

Executive Summary

In the past decade, there has been a dramatic increase in number of
federally mandated environmental programs that state, tribal, and
local governments must implement. With numerous competing
responsibilities, many states, tribal, and local governments find
themselves hard pressed to meet environmental requirements.

EPA needs to build the capacity of state, tribal, and local
governments to manage and finance the programs essential to meet
environmental goals. Processes that are needlessly complex and
resource intensive need to be streamlined. Barriers to innovative
technology and cost-effective regional solutions need to be reduced
and eventually eliminated. EPA staff assigned to largely oversight
roles should be redirected to providing managerial, financial, and
technical assistance to state, tribal, and local environmental
authorities.

The following initiatives should help "reinvent" the way EPA does
business with EPA's intergovernmental partners. Specifically, the
initiatives are designed to encourage state, tribal, and local
governments to set priorities based on risk; promote innovative
technical, financial, and managerial approaches to meeting
environmental goals; replace confrontation with a new spirit of
collaboration; simplify environmental rules and regulations; and
build the infrastructure necessary for the future.

Two decades of operating in a command-and-control mode have created
a culture that can not be changed quickly. The initiatives
proposed here would experiment with ways to make some difficult
transitions in roles and long-standing policies. Depending upon
the results, these pilots could provide the basis for more
effective intergovernmental partnerships.
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Address Multimedia Priorities: New York State Pilot
Target Greatest Risks: Commonwealth of Massachusetts
Determine Priorities for New England Communities
Provide Flexibility for Risk-Based Priorities:
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Encourage Innovative Approaches to Water Quality Issues
Streamline State Review of Water Treatment Technologies
Create New Capital with Partners Rebuilding America
Foster Regional Bond Banks to Finance Infrastructure

Facilitate Restoration of Contaminated Properties
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Build Tribal Partnerships

Convene Regulatory Revision Task Force
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ADDRESS MULTIMEDIA PRIORITIES: NEW YORK STATE PIILOT

WHAT:

In this project, EPA will work with New York State to conduct
multimedia inspections, permitting, and enforcement actions
directed toward the most significant sources to achieve greater
risk reduction and pollution prevention.

WHO:

This project will involve EPA (Region 2, OAR/OW/OSWER/OE) and New
York State training and compliance coordinators for the various
programs. In addition, representatives from different regions,
NEIC, industry, academia, environmental interests, and associations
(such as STAPPA/ALAPCO) will be involved.

WHEN:

This project has three stages. The first consists of developing a
multimedia approach to inspections and training staff. New York
State has already developed a multimedia inspection protocol and
has requested assistance from EPA in training. The second stage
will involve evaluation of the multimedia approach, beginning
during the 1993 inspection season and continuing through 1994. The
final stage will transfer these approaches to other states.

BARRIERS:

Among the barriers are the entrenchment of media-specific programs
and staff resistance; need for cross-cutting offices or committees
to overcome organizational barriers; the complexity of existing
regulations and training inspectors; and lack of flexibility in EPA
and state regulations. Understanding of these and additional
barriers will be refined during the second stage.

COSTS: Not available at this time.

BENEFITS:

By taking a multimedia approach, true reductions in pollutant
loadings can be achieved instead of shifting pollutants among
media. By examining a facility comprehensively, the inspector and
facility manager can identify the problems that pose the greatest
risks. A coordinated enforcement approach would reduce the number
of inspections and conflicting reports. Moreover,it should foster a
greater sense of partnership as environmental regulators understand
the perspectives of facility managers better.

EVALUATION CRITERIA:

Evaluation criteria will include the effectiveness of the training;
the success of the multimedia inspection program; adoption of these
programs in other states; and pollution prevention measures taken.

CONTACT: Mark Siegler, SSCD/OAR (703-308-8673).
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TARGET GREATEST RISKS: MASSACHUSETTS

WHAT:

In this pilot project, the Commonwealth of Massachusetts will be
working with Region 1 to provide greater flexibility to target the
highest priority facilities for inspection and enforcement actions.
The project will include developing improved protocols for the
inspection of facilities under the Clean Air Act, Clean Water Act,
and Resource Conservation and Recovery Act. In addition, this
initiative will develop new parameters and systems for reporting
inspection and enforcement data and measures of success.

WHO:
Program staff and attorneys from Region 1 and the Commonwealth of
Massachusetts.

WHEN:

The current schedule calls for piloting the protocols for
inspection of facilities in fiscal year 1994. The time frame for
the development of new parameters and systems for reporting
inspection and enforcement data will follow.

BARRIERS:

It will be difficult to reconcile the inspection requirements in
the three programs. In addition, there have been long-standing
compatibility and data systems problems with state reporting.

COSTS:

A rough estimate for the total state/federal FTE commitment is two
workyears, including facilitators. There are no contract dollars
required for this.

BENEFITS:

The project should improve the ability to do multimedia inspections
which would lead to improved compliance as well as to identifying
emission reduction possibilities. Improved reporting will also
focus managers more on environmental results.

EVALUATION CRITERIA:

Success will be measured by how well the protocols for inspection
of facilities worked in the pilot conducted in FY 1994 and the
extent to which they are adopted by Massachusetts and potentially
other states. In addition, success will be measured by the extent
the data reporting systems are improved from both EPA and the
state's perspectives.

CONTACT: Harley F. Laing, ORC, Region I (617-565-3432)
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DETERMINE PRIORITIES FOR NEW ENGLAND COMMUNITIES

WHAT:

This initiative would identify the most significant environmental
mandates for communities in New England. It would assess the
financial capability of communities to implement competing mandates
as required by existing laws. Where a community does not have
adequate financial capacity, the states and EPA will assist the
community in seeking alternative financing solutions. If that
fails, the states and EPA will consider environmental risk and
benefits in negotiating alternative schedules with the community.

WHO:
New Hampshire (lead State), other New England States, Region 1.

WHEN:

New Hampshire has already initiated the project. EPA will work
with New Hampshire and the other New England States to compile the
data on mandates and costs in the Spring of 1994.

BARRIERS:

Cost assumptions are uncertain although EPA will provide guidance
on consistency. If alternative schedules are necessary for some
communities, affected regional and headquarters programs and
attorneys are likely to resist. Also, conducting risk and cost
assessments for hundreds of communities may be difficult to do.

COSTS:

The initial costs will be moderate, involving mostly staff time at
the states and EPA, and $50,000 of contractor support to refine
cost estimates. It would also be beneficial to develop a data
management system to input the data. Contractor assistance to help
develop risk and benefit evaluations may also be needed.

BENEFITS:

The initial phase of this project will provide invaluable data to
the States and Region 1 on the true cost of environmental mandates
to communities in New England. If we have to negotiate alternative
schedules with some communities, it will demonstrate that all
levels of government can successfully work together to assure that
the greatest benefits can be attained for the dollars available.

EVALUATION CRITERIA:

The success of the first phase of this project will be judged on
the quality of the assessment of New England communities.
Ultimately, success will be judged on finding alternative financing
or negotiating schedules as needed.

CONTACT: David Fierra (617-565-3478)
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PROVIDE FLEXIBILITY FOR RISK-BASED PRIORITIES: OHIO PILOT

WHAT:

With assistance from EPA and the State of Ohio, eight Ohio cities
including Columbus and Cleveland are going to conduct comparative
risk studies. Once the results are in, these cities will want
flexibility to address the greatest risks first. Over the next two
years, EPA will work closely with the state and those cities to
develop a process that provides for flexibility.

WHO:

OPPE/OW/OSWER/OAR/EPA; State of Ohio; Columbus, Cleveland, and six
other cities; industry, environmental, and citizen representatives;
academic experts; Congressional representatives; and other
interested parties. This effort may be broadened to include the New
England states and their communities as well as others which are
developing comparative risk assessments.

WHEN:
Over the next two years.

BARRIERS:

Many environmental statutes are very prescriptive and do not
provide for flexibility. EPA may lack the resources to revise
problematic regulations. Environmental groups may perceive that
efforts to provide flexibility will thwart achievement of national
environmental goals.

COSTS:

EPA has already committed $200,000 over 2 years for the risk
assessments. Another $250,000 could be used to develop a process
for providing greater flexibility.

BENEFITS:

The issue of unfunded mandates is becoming increasingly important.
EPA needs to pursue ways to accommodate local governments who can

not afford to comply with mandates within the existing compliance

schedules or for whom the costs of compliance are not justified by
the benefits that would be achieved.

EVALUATION CRITERIA:

Will EPA be able to be flexible and allow local governments to set
priorities and address problems in a cost-effective way? Are the
national environmental goals being met? Will Congress agree to
provide authority, if necessary, to balance costs and benefits and
consider alternative strategies to achieving environmental goals?

CONTACT: Mike Pompilli (614-645-6228)
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ENCOURAGE INNOVATIVE APPROACHES TO WATER QUALITY ISSUES

WHAT:

EPA needs to provide flexibility to states and water resource
management authorities to achieve water quality objectives by
allowing trading and other innovative approaches. This initiative
is designed to (1) further our understanding of the role for
economic incentives and other environmental innovations in
achieving water quality objectives, and (2) advance their use at
the local, state, and Regional levels.

WHO:

OW/OPPE/EPA, state, tribal, and local officials; industrial,
academic, environmental, and citizen representatives; Congressional
officials.

WHEN

Over the next year, EPA will work with state and local governments
to locate potential waterbodies for analyzing the feasibility of
trading and develop a trading program. As additional trading
programs develop, EPA will promote them by providing fact sheets,
sponsoring workshops, and other means. Over the next two years,
EPA will develop guidance to states, tribes, and water resource
management authorities in the use of non-traditional strategies.
Finally, EPA will encourage inclusion of appropriate language in
the Clean Water Act.

BARRIERS:

Many states and water resource management authorities may be
reluctant to use economic incentives, trading, or other innovative
approaches. The Clean Water Act is silent on the use of these
approaches. Developing the water quality information necessary for
trading can be resource intensive.

COSTS: To be determined.

BENEFITS:

The costs of achieving water quality goals by reductions from
uncontrolled or non-traditional sources are far less than trying to
ratchet down on conventional sources. With creative, less costly
approaches, water quality goals should be met far sooner.

EVALUATION CRITERIA:
Training EPA, state, tribal, and local staff in trading and
economic issues; pilot projects; amendments to Clean Water Act.

CONTACT: Richard Kashmanian, OPPE (202-260-5363)
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STREAMLINE STATE REVIEW OF WATER TREATMENT TECHNOLOGIES

WHAT:

This initiative will build upon ongoing work to develop both
drinking water and wastewater technology design review protocols.
These protocols will establish common frameworks between States so
that technologies can be introduced across borders without
conflicting requirements.

WHO:

Office of Ground Water and Drinking Water; Office of Wastewater
Enforcement and Compliance; state and local governments; and
equipment suppliers will be the primary participants.

WHEN:

The Office of Water (OW) has been working for several years on the
development of some design review protocols. These efforts will be
accelerated. Once the protocols have been reviewed, EPA will engage
in training for the state engineers, local officials, and other
parties.

BARRIERS:
The major barrier to the success of this effort will be the deeply
rooted conservatism of many State design review engineers.

COSTS:

The costs are about $500,000 over 2 years to help develop consensus
protocols, provide incentives to States to adopt such protocols,
and for training.

BENEFITS:

This project, if successful, would yield enormous benefits.
Potentially thousands of small drinking water systems and
wastewater systems would be able to utilize lower cost technologies
to comply with drinking water and wastewater treatment regulations.
Cumulative cost savings could easily be hundreds of millions of
dollars. More water systems would be capable of complying with
drinking water standards leading to substantial public health
benefits as the exposure of thousands of individuals to drinking
water contamination is reduced.

EVALUATION CRITERIA:

This is an ongoing, long-term effort. We would hope to see
meaningful changes in state design review practices starting in
about 2 years. Success would be measured by the number of states
which adopt a revised and improved drinking water or wastewater
technology design review protocol.

CONTACTS: Peter E. Shanaghan, OGWDW, 202~260-5813, and Sylvia Bell,
OWEC, 202- 260-7255.
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CREATE NEW CAPITAL WITH PARTNERS REBUILDING AMERICA

WHAT:

American communities face a severe shortfall in funding the federal
and state mandates for environmental services and infrastructure.
EPA's Partners Rebuilding America initiative will remove regulatory
impediments to private investment in municipal wastewater treatment
plants and allow communities to take advantage of a potential new
source of capital to meet environmental needs.

WHO:

The partnership would include participating municipalities and
sewer districts, private sector investors, and the financial
market. OW would have the lead for EPA.

WHEN:

EPA is preparing for public meetings to facilitate broad public
involvement in regqgulatory and policy changes. Because our
constituents have advised us to proceed expeditiously and because
of the critical need for additional wastewater infrastructure
capital we intend to begin the public participation process in
early fall of 1993.

BARRIERS:
EPA regulatory and procedural impediments will be addressed by an
internal work group. There are no statutory impediments.

COSTS:
The Agency will spend approximately $100,000 to support public
meetings and to research the potential market and benefits.

BENEFITS:

Thousands of American communities with little hope for State
Revolving Fund loans may replace, expand, or upgrade wastewater
treatment works, preserving the infrastructure that made possible
our progress toward clean water, and supporting our growing
economy. Proceeds can be used for other environmental or high
priority needs such as increased police protection or better
education. States gain new flexibility to use State Revolving
Funds for high priority pollution challenges such as storm water
runoff, combined sewer overflows, and non-point source pollution.

EVALUATION CRITERIA:

The number and dollar value of privatized wastewater treatment
plants, and the value to ecosystems of improved wastewater
treatment and other environmental initiatives undertaken.

Contacts: Ben Lesser (202-260-4060) and Michael Deane (202-260-
4060), both of OW.
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FOSTER REGIONAL BOND BANKS TO FINANCE INFRASTRUCTURE

WHAT: Many small communities simply cannot afford to access the
capital markets to finance environmental facilities. Most states do
not have bond banks or other special environmental finance programs
to help small communities access the capital markets. This
initiative would create regional (multi-state) pooling mechanisms
provides low cost financing for the planning, design, construction,
replacement, and rehabilitation of drinking water, wastewater, and
solid waste facilities, and best management practices.

The regional bond banks would be federally-chartered to provide
finance assistance in at least two ways: (1) purchasing the debt
obligations of local communities using the proceeds from the bank's
bond sales, or (2) pooling several issues into one large issue and
selling it on behalf of the communities involved.

WHO:

The partnership envisioned would include the federal government,
participating states, participating local communities, the credit
markets, and the regional bond banks. EPA lead is OARM.

WHEN:

In the near-term, the first step is to complete a feasibility
analyses of the financial, legal, and institutional requirements
inherent in the creation of regional bond banks.

BARRIERS:

There is no precedent for establishing regional bond banks and it
would be necessary to fully examine all financial, legal and
institutional issues.

COSTS:

There would be no revenue loss to the U.S. government as a result
of the bond banks' debt issues since local communities already have
the authority to issue tax-exempt debt.

BENEFITS:

The significant cost advantages of regional bond banks lie with the
larger credit pools they create. Greater diversification from
pooling a large number of small issues improves the banks' credit
rating, lowering interest rates for participating communities. The
annual savings to a small system of an interest rate reduction of
1.5-2.5 percent amounts to $15,000-25,000 for each million dollars
of loan outstanding.

EVALUATION CRITERIA: The feasibility analysis successfully
identifies the key requirements to establish regional bond banks
and accurately specifies the steps necessary for implementation.
CONTACT: George Ames (202-260-1020) of RMD/OARM/EPA.
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FACILITATE RESTORATION OF CONTAMINATED PROPERTIES

WHAT:

Hundreds of potentially valuable properties in urban and former
industrial areas are not undergoing clean up or redevelopment for
fear that the site will later be declared a Superfund site. In this
pilot project in Elkhart, Indiana, Region 5 will provide technical
assistance and possible limits on future liability in order to
expedite the assessment and clean up of several of the city's
properties.

WHO:

EPA's Superfund program and Region 5; Elkhart, Indiana; State of
Indiana; developers, property owners, citizens, and other
interested groups.

WHEN

Region 5 will begin working with Elkhart to assess the properties,
characterize the risks, and take removal actions, if necessary. EPA
Headquarters will be involved in policy discussions concerning what
liability protection EPA can provide for the city, developers, and
other parties. The pilot may begin as early as this fall.

BARRIERS:

The extent of protection from future liability under Superfund will
be a major issue for the developers. Whether EPA and those
interests can reach an agreed upon approach will be critical to the
success of the pilot.

COSTS:

The costs associated with EPA's technical assistance to Elkhart
will be outweighed by the potential savings of returning inner-city
properties to commercial or other purposes in a cost-effective way.

BENEFITS:

If this pilot is successful, millions if not billions of dollars
can be saved over time as properties are returned to productive use
faster and at far less cost than under the current Superfund
approach.

EVALUATION CRITERIA:

The success of the pilot will be measured in terms of how long it
takes to return the properties to commercial or other purposes and
at what cost, assuming that restored site meets acceptable health
and environmental goals.

CONTACT:
Judy Beck, Region 5 (312-353-9391).
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PROMOTE STATE/EPA DIALOGUE ON NONPOINT SOURCE PROGRAM

WHAT:

This initiative is intended to reach agreement on improvements
needed in EPA's administration of the nonpoint source programs
(NSP) to attain better state nonpoint source programs and overall
long term improvement in water quality. An initial meeting of
managers and staff of the New England states and New York and New
Jersey and Regions 1 and 2 was held on July 8, 1993. At that
meeting barriers were identified and action plans developed to
address the most significant barriers.

WHO:
The New England States and Region 1; possibly New York, New Jersey
and Region 2.

BARRIERS:

The existing EPA culture and guidance, particularly relating to
competitive grants, inhibits states from performing long range
planning and integration of the NPS program into their overall
strategic plans. 1In addition, some states have not developed an
effective management institution of their NPS programs.

COSTS:

The only additional costs will be state and EPA staff time to
develop and follow through on action plans and monitor the desired
changes.

BENEFITS:

This effort should allow the states to better address the highest
priority water quality problems identified in their strategic plans
through better long-term planning for their NPS programs, more
effective integration of their programs and targeting their highest
priority resources. An additional benefit will be the saving of
staff time at the states in preparing and managing competitive
grants and at EPA in rating and ranking competitive grants. These
freed up resources will be used to significantly improve the
planning and management of the NPS programs and allow EPA to
provide better technical assistance to the States.

EVALUATION CRITERIA:

The states will be able to determine if the nonpoint source program
is administered by EPA in a way that furthers the goals in the
states' strategic plans. Also, the states will be able to assess
the administrative savings in managing the grant. EPA should be
able to assess the overall improvement of a state's nonpoint spurce
program. Region 1 will survey the states on the impact of changes
made to the program.

CONTACT: David Fierra (617-565-3478)
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BUILD TRIBAL PARTNERSHIPS

WHAT:

Several models now exist for forging strong communication links and
partnerships for cooperative efforts across different government
levels to address environmental problems. Yet they often do not
include tribes or are in effect only in certain parts of the
country. A Task Force will explore how the models can be used with
tribes and will develop new approaches where none currently exist.
These may include establishing an EPA/Tribal Committee, building
tribal partnerships with states and/or locals, enhancing
communication within EPA on Indian issues, building electronic
networks for tribes, and instituting Regional Liaisons to work
directly with tribes.

WHO:
Representatives from EPA, tribal, state, and local governments.

WHEN:

Establish Tribal Partnerships Task Force in fall, 1993. Explore
successful models of partnerships and communications systems and
develop plan for expanding existing models and establishing new
models. Report recommendations by fall, 1994, then implement.

BARRIERS:

There are many tribes including some that are quite small with
limited resources. There is also a general lack of understanding
of Indian issues and EPA's responsibilities to tribes. Tribes will
be skeptical given feebleness of past efforts. State power
rivalries with tribes may hamper some efforts.

COSTS:
The task force may require 1-2 FTE and $25,000 travel costs. Costs
of implementing recommendations will be evaluated later.

BENEFITS:

A strong system of communications will allow tribes to learn from
each other what approaches work for them, encourage coalitions to
be formed, and help break down the barriers that prevent
cooperation. Solutions to environmental problems can be developed
quicker and more effectively and relationships will immeasurably
improved. Tribes will be better able to negotiate solutions to
environmental risks caused outside reservations. Tribal cocalitions
and partnerships with other governments could lead to significant
economies of scale in solving environmental problems.

EVALUATION CRITERIA:

Have tribes become more articulate and effective in solving
environmental problems because of the improved communications and
partnerships? Is EPA more knowledgeable about tribal issues and
dealing more effectively with them?

CONTACT: Catherine Tunis, 202-260-2698
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REGULATORY REVISION TASK FORCE

WHAT:

This initiative would convene state, tribal, and local officials to
determine what regulatory requirements interfere with achieving
environmental goals in a cost-effective and efficient manner. EPA
would identify the most significant regulatory problems and revise
them as appropriate. The task force may also identify needed
statutory changes.

WHO:
EPA (OPPE lead); State, tribal, and local officials; industrial,
environmental and citizen representatives; Congressional officials.

WHEN:

EPA could take advantage of national meetings of state and local
government associations (e.g., NGA, NLC, NACo, ICMA) and convene
meetings this fall. The project should result one or more
regulatory revision initiatives or legislative reform proposals by
next spring and become an on-going process, consistent with the
section 610 of the Regqgulatory Flexibility Act which requires rules
to reviewed within 10 years after promulgation.

BARRIERS:

Program offices will be reluctant to undertake revisions to
existing regulations when they are hard pressed to issue new ones,
often with statutory or court-ordered deadlines.

COSTS:

$200,000 over two years to support convening officials and analysis
of regulatory issues. Headquarters offices will need to direct
resources necessary to develop revised regulations.

BENEFITS:

Regulatory revisions could provide the flexibility that state,
tribal and local governments have been seeking to take innovative
approaches that meet environmental goals with fewer resources.
Millions of dollars could be saved annually, for example, by
allowing entities to find alternative ways to meet standards for
stream quality rather than installing expensive technologies
(Boulder, CO saved $15 million by taking alternative approaches to
improving Boulder Creek).

EVALUATION CRITERIA:

EPA could assess the effectiveness of revisions by comparing the
costs of compliance to the existing and revised regulations.
REFERENCES: Section 610 of Regulatory Flexibility Activities

CONTACT: Paul Lapsley (202-260-5480)
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ENSURE INPUT INTO REGULATORY DEVELOPMENT PROCESS

WHAT:

The Regulatory Development Team is proposing that before developing
a new regulation senior managers consider the extent to which
state, tribal, and local governments should be involved. This
initiative is to explore alternative ways in which EPA can involve
state, tribal, and local governments in EPA's regulatory
development process and to pilot these approaches on three to five
rulemakings.

WHO:

EPA senior managers (OPPE lead); state, tribal, and local
government officials; environmental and industry groups; trade and
professional associations; and other interested parties.

WHEN:

In fall 1993, EPA will convene focus groups to analyze the existing
barriers to involving state, tribal and local government
representatives and develop ways to ensure they have opportunities
to have timely input. Three to five rulemakings will be selected to
pilot these approaches over the next two years.

BARRIERS:

EPA often finds itself short of time and resources necessary to
bring state, tribal, and local officials to Washington, D.C. or
other places for meetings. Environmental or industry groups may
threaten to sue EPA on procedural grounds if EPA does not strictly
follow the Administrative Procedures Act.

COSTS:

To support the focus groups and pilot projects, $150,000 would be
needed to identify participants, arrange for meetings, and provide
training to workgroup chairmen on the new techniques of involving
state, tribal, and local government representatives.

BENEFITS:

Over the past decade, EPA's regulations have placed a significant
burden on state, tribal and local governments to manage and finance
environmental programs. This initiative would help EPA understand
the impacts of various options and develop more flexible, cost-
effective regulations.

EVALUATION CRITERIA:

EPA can evaluate the degree to which participation in regulatory
development efforts by state, tribal, and local governments has
increased, especially in the pilot projects. EPA can also assess
the degree to which state, tribal, and local governments are able
to implement the requirements in a cost-effective way.

CONTACT: Maryann Froehlich (202-260-4034)
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STREAMLINE REPORTING FOR EMERGENCY PLANNING

WHAT:

State, tribal, and local governments would work closely with
industry to define the usefulness of information required under
various authorities and attempt to streamline the information
reported. The pilot would specifically look at the burden to local
governments of storing and making use of this information and
propose ways to make the reports more "user friendly".

WHO:
EPA (OCEPP lead), state, tribal, and local officials, industry
representatives; Local Emergency Planning Committee (LEPC) members.

WHEN:

This project should begin in fiscal year 1994. Over a period of a
year, the pilot should assess the federal and state reporting
requirements on industry, which in turn must provide information
based on this to local government and LEPCs.

BARRIERS: To do a thorough project, there should be involvement
and cooperation from various offices in EPA and possibly other
government agencies as well (OSHA, DOT). This could mean a delay
in the time frames outlined.

COSsTs:

Resources will need to be directed to States to conduct the pilots;
an estimated $500,000 over two years to conduct 5 pilots and
evaluate the results. EPA would need to allocate 2 FTE (HQ/Region)
to oversee the projects, analyze the results, and disseminate the
lessons learned from pilots.

BENEFITS:

Local, tribal, and state governments should be able to conduct
comprehensive emergency planning without being overburdened by
reports. Information from facilities should not duplicate other
reporting requirements and thus ease the burden on industry.

EVALUATION CRITERIA:

As part of the pilot, determine the extent to which reporting is
reduced and whether state and local governments are more easily
able to use the information received for emergency planning
purposes. To the extent possible, measure resource savings for
participating industries as well as state, tribal, and local
governments.

CONTACT: Sherry Fielding (202) 260-6174; David Speights (202) 260~
5338

REFERENCES: SARA - Title III, Clean Air Act Amendments, 0Oil
Pollution Act
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PROMOTE A NETWORK OF "DATA HIGHWAYS"

WHAT:

Take advantage of the explosion of information highways and develop
user friendly technologies to access and exchange environmental
information among federal, state, tribal, local, and foreign
governments, the public and regulated communities.

WHO:
OIRM (lead), OPPE, OCEPA, OIA, OCEM, Regional Operations and
State/Local Relations Office

WHEN:

An intergovernmental task force would be convened in the next few
months to address key issues: cost-effective ways to build upon
existing networks (e.g., State/EPA Network for Data Sharing,
Internet/National Research Education Network (NREN), EPA's Online
Library System (OLS), Fedworld). Pilot projects would test
usefulness and access before development of data highways and
public access mechanisms.

BARRIERS:

Among the barriers are programmatic offices' reluctance to share
information; lack of investment in environmental and policy-
relevant data; lack of support to implement data integration work;
and cultural barriers to using information technology.

COSTS:

Task force would cost approximately $100,000. Implementation costs
depend upon the complexity of the pilot projects. [Several options
have been developed by OIRM] Baseline for a national program is
estimated at $4 million, would include public access to EPA data
via INTERNET, electronic bulletin board access to the inventory of
EPA services, products, holdings, and systems, and comply with
Federal Locator requirements.

BENEFITS:

Qualitatively, the proposed "data highway" would result in better
informed decision-makers and improved understanding of
environmental quality and relative risk issues by the public as
well as regulators. Would provide information for better risk-based
priority-setting and pollution prevention measures.

EVALUATION CRITERIA:

Flow of data over "highways" and environmental results. Paradigm
shift in managing resources, using environmental data to set
multimedia priorities in geographic regions and empowering state,
tribal and local governments.

REFERENCES:
The need for improved access to environmental data bases is well
documented (i.e., by OTA, GAO, Office of Science and Technology).

CONTACTS: Jacques Kapuscinski (703-235-5626), Emma McNamara (202-
260-1522)
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DEVELOP A LEARNING-BASED SYSTEM: WASTEWATER TREATMENT PILOT

WHAT:

EPA's current "training" model is a classroom-style training
program focused on a single issue or media program. This initiative
would develop a more holistic learning process for wastewater
treatment operators to: (1) improve internal wastewater treatment
plant processes and (2) to work with their industrial users to
identify pollution prevention opportunities. The goal is an on-the-
job learning and performance support system (Learning, Information,
and Performance Support System or LIPPS) that is generally
available on the "technology highway".

WHO:

EPA (lead OARM), state, tribal and local government agencies; the
regulated industry; universities experimenting with learning
technologies; and other interested parties.

WHEN:

This proposed project will begin in the fall (FY 1994), assuming
resources are available. The project will inventory existing
training tools, identify the gaps, and build an integrated system
that is user friendly. The project will require approximately 2
years to complete.

BARRIERS:

Participants need to have access to computer systems and have
adequate training to use the new system effectively. The
information needs to be accurate and kept current or it will not be
credible.

COSTS:

Up to $500,000. If developed under a partnership arrangement with
a private sector cooperator, rents or royalties payable to EPA
could recoup some of the expenditures.

BENEFITS:

The system should offer more competency-driven, appropriately
targeted, and cost-effective training. EPA will be able to
substantially reduce its traditional training efforts. It will also
be able to centralize guidance, policy, and training while still
providing a greater degree of autonomy for wastewater treatment
operators and regulatory oversight personnel.

EVALUATION CRITERIA:

One measure would be the degree of customer satisfaction with the
new system versus traditional training opportunities. Another
would be the number of wastewater systems in compliance.

CONTACT: Renelle Rae (202-260-3297)
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BUILD MULTIMEDIA TRAINING CENTERS

WHAT:

EPA will assist states and local governments in planning and
conducting multimedia inspections and enforcement by providing them
with access to tools, training, and technical assistance. States
will be able to learn from one another and from EPA's experience to
avoid "reinventing the wheel." The training and technical
assistance will be provided by multimedia centers that will be
based in EPA's existing network of training resources.

WHO:

This project will be a partnership between EPA and current training
centers sponsored by universities and other academic institutions,
state agencies and consortia of state and/or local agencies, and
private organizations. OAR will lead this.

WHEN:

The initial stage will identify topics and existing curricula for
multimedia training (4 to 6 weeks). Next, EPA will design a
multimedia training program for a region or target audience (one
year). Finally, materials and technical assistance will be
provided to interested EPA, state, and other organizations.

BARRIERS:

Designing the curricula and training programs will be difficult,
especially given the diversity of inspection and enforcement
approaches under different programs and as run by different states.
Funding and time constraints might restrict EPA and the states'
ability to invest in a coordinated approach.

COSTS:
Not available at this time.

BENEFITS:

This project will build upon work begun by EPA program offices,
regional offices, and the NEIC. Multimedia inspections and
enforcement could be far more effective in achieving pollution
prevention and reduction of pollutant loadings that the current
single program/media approach.

EVALUATION CRITERIA:

Criteria include the extent to which multimedia training can be
developed and implemented, the quality of the training provided,
and the effects of the training on participants and their
organizations.

CONTACT:
Mark Siegler, SSCD/OAR (703-308-8673)
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PROVIDE ACCESS TO EXISTING TRAINING RESOURCES

WHAT:
This initiative will develop a means of accessing existing training
resources through a single "pointer system" (e.g., a 900 telephone
number). The project would not replace existing clearinghouses and
training calendar systems but provide easy and efficient access to
them.

WHO:

The project would operate in partnership with all of the current
sponsors of training programs and training calendar databases. OAR
and OIRM will lead this effort.

WHEN:

The first stage will be to incorporate existing training into the
system. (2 to 3 months). Next, the system will be designed with
easily accessed "doorways" that lead to training databases. (3
months). The third stage will emphasize outreach and updating the
information as on-going responsibilities.

BARRIERS:

There are few barriers to a system such as this. It will require
modest resources and time to work with the various sources of
information. The major barrier is that the various training
calendar databases now in operation may use slightly different
software so that programming will be required to allow the doorways
to operate smoothly.

COSTS; Not available at this time.

BENEFITS:

EPA, state, tribal, and local government staff as well as industry
representatives will have much better access to training resources
than currently. Greater use of existing training resources is also
likely to (1) reduce the likelihood of duplication, and (2)
increase the potential for self-sufficiency for some federally-
funded training programs.

EVALUATION CRITERIA:

The project will be evaluated in terms of the use of training
resources and satisfaction of both the users and the training
providers with the system and its services.

CONTACT:
Mark Siegler, SSCD/OAR (703-308-8673)
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INCREASE OUTREACH WITH VOLUNTEERS AND STOREFRONT OFFICES

WHAT:

EPA needs to invest more in educating citizens, small businesses,
and community leaders to understand environmental issues and win
their support and participation. In order to provide greater
outreach to these groups, this initiative would form an EPA/ACTION
partnership that would provide volunteers from the VISTA program at
little or no cost to open storefront offices in inner city and
rural neighborhoods and provide retired volunteers from the RSVP
program to help in state, tribal, and local offices.

WHO:

EPA regional offices would work with ACTION regional offices as
well as state, tribal, and local governments. EPA should explore
working with professional organizations and other networks to
identify retirees with a wide array of skills. Region 5 will lead
this in the initial phases working with OARM.

WHEN:

Region 5 is exploring setting up a storefront EPA office in
southeast Chicago with ACTION/VISTA. This project will document the
steps and barriers to establishing a storefront office. If
successful, VISTA volunteers will work in the community to explain
how to get environmental information, present workshops, and leave
behind a community organization concerned and equipped to deal with
community environmental problems.

BARRIERS:

It may be difficult to identify highly capable and qualified
volunteers through the ACTION programs. Renting a storefront could
be expensive a complicated process for regional offices. EPA may
not have the resources to train the volunteers properly and provide
on-going support.

EVALUATION CRITERIA:

EPA could survey the level of awareness of environmental issues at
the beginning and end of the pilot to evaluate whether the
storefront office has been successful in providing outreach. The
general environmental conditions of the community could also be
assessed before and after to determine whether this program has had
an impact.

CONTACT:
Judy Beck, Region 5 (312-353-9391)
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PROMOTE JOBS AND SMALL ENVIRONMENTAL BUSINESSES

WHAT:

This initiative proposes to direct existing federal and state
training programs to create new local, environmentally-related jobs
and small businesses. Emphasis will be on inner city unemployed and
underemployed. Pilot projects will select a specific media (i.e.,
lead abatement) to train women and minorities and develop small
lead abatement businesses.

WHO:

A proposal has been submitted by the City of Los Angeles,
Environmental Affairs Department, to EPA's Office of Cooperative
Environmental Management, in conjunction with EPA's Office of Small
and Disadvantaged Business Utilization. OCEM will have the initial
lead.

WHEN:

This project would have three phases: (1) Evaluate federal and
state agency programs for opportunities to meet local needs for
job-training, job creation, and environmentally-related small
business development. Develop a strategy (6-9 months). (2) Design
one or more pilot programs to test the strategy (6 months). (3) If
pilot programs are successful, begin implementation to foster
environmentally-related jobs (24-36 months).

BARRIERS:

Lack of funding and interest at the federal level could result in
failure to develop a sound strategy. Lack of local support could
stymie pilot efforts and jeopardize buy-in from small businesses.

COSTS:
Phase 1: $125,000; phase 2: $50,000; phase 3: to be determined upon
completion of phase 2.

BENEFITS:

This pilot would develop a process to assess local needs and direct
federal and state resources to foster environmentally-related jobs
and small businesses in local communities.

EVALUATION CRITERIA:

Project will evaluate the number of persons employed in the field
after the training programs and the number and success of the
environmentally-related businesses established.

REFERENCES: EPA Grant Proposal #822041-01-0 submitted by City of
Los Angeles.

CONTACT: Joe Sierra, OCEM (202) 260-6839.
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BUILD TRIBAL CAPACITY
WHAT:
Most tribal environmental programs are just beginning to develop
the staff expertise, laboratories, monitoring capabilities, and
other infrastructure that are standard for their state
counterparts. A Tribal Capacity Team will develop a strategy for
building the technical abilities needed to manage their own
environmental programs and become full partners on the Nation's
environmental team. The strategy will build upon current efforts
and coordinate efforts for implementing a comprehensive program.
Some of the actions may include: 1) environmental curricula for
Native American schools, 2) scholarships for Native Americans
pursuing environmental careers, 3) internships and IPAs for Native
Americans at EPA, 4) direct technical assistance to tribal
environmental programs, 5) comparative risk analyses to assist in
priority-setting, 6) more equitable formulae for program funding,
7) volunteers for hands-on training, 8) more effectively sharing
research results, and 9) improved outreach. Other initiatives will
be developed where needed. By coordinating capacity-building
efforts and using priority-setting tools such as comparative risk,
the effectiveness of all efforts are increased.

WHO:
EPA program and Regional offices, representatives of Indian tribes,
Congressional staff, and other agencies as appropriate.

WHEN:

Establish the Tribal Capacity Team in fall, 1993, with a report and
recommendations to Administrator by fall, 1994. Implementation of
the recommendations will be ongoing.

BARRIERS:

Tribal needs are great due to years of neglect and vary from tribe
to tribe. There is considerable competition for scarce resources.
State programs may be viewed as more important.

COSTS: Perhaps 1 or 2 FTE will be needed to staff the Team. An
estimated $35,000 will allow Tribal representatives to travel to
meetings.

BENEFITS:

By better understanding the risks found in diverse tribal
environments, coordinating across programs, and targeting efforts
where they will do the most good, the investments made to meet
tribal needs will have the highest possible payoff.

EVALUATION CRITERIA:

Has the strategy included an effective mix of initiatives that will
enhance tribes' ability to manage environmental problems? 1Is EPA
implementing the Team's recommendations?

CONTACT: Catherine Tunis, 202-260-2698



IpP 24

INTERAGENCY COOPERATION TO "EMPOWER" TRIBES
WHAT:
By working together with each other and tribes, Federal agencies
can cut red tape and eliminate duplication of efforts. Several
federal agencies have responsibility for environmental issues on
Indian reservations yet agency requirements are not coordinated and
sometimes conflict. (To close a landfill, a tribe must have IHS
build a transfer station, get funding from BIA to match a USGS
grant to monitor groundwater, then go to IHS for engineering
support, then to EPA for contract support to develop a closure plan
for EPA approval. Then tribes must go to Congress for a special
appropriation to actually move the dirt.) EPA will lead a Task
Force that will review Federal responsibilities and identify areas
for cooperation. An "Empowerment Pilot" will show how tribes can
accomplish the work themselves using the same resources. This
effort would also assist federal agencies achieve statutory
environmental requirements on reservations, thereby reducing
vulnerability to tribal lawsuits.

WHO:
EPA, Bureau of Indian Affairs, Indian Health Service, USGS, HUD,
other Federal agencies, Indian tribes, Congressional staff.

WHEN:

Task Force established by fall, 1993, "Empowerment Pilot" bequn by
early 1994, Task Force report on applicability of interagency
cooperation to full range of tribal efforts to Vice President and
agency heads by 1/95, implementation of recommendations by 4/95,
ongoing (but reduced) Task Force effort to continue cooperation.

BARRIERS: There may be legislative and/or regulatory barriers to
some multi-agency efforts. Strong leadership is needed to focus on
results and overcome bureaucratic inertia.

COSTS: Perhaps 1 or 2 FTE will be needed to staff the Task Force.
An estimated $20,000 would enable tribal officials to travel to
meetings. The cost of the pilot could be funded from existing
program funds that would be spent on the project anyway.

BENEFITS: Tribes estimate that they could increase efficiency for
some actions by two or three fold. With a $50 K grant--less than
the cost of contract support for one landfill closure plan--the
Menominee Tribe hired an engineer, drilled monitoring wells,
collected data, and developed five closure plans. This initiative
would encourage cost-effective programs, reduce federal liability
for failure to meet environmental requirements, and build tribal
capacity for solving environmental problems.

EVALUATION CRITERIA: How much additional environmental protection
is achieved? To what extent can the Federal government adjust to
achieve these benefits?

CONTACT: Catherine Tunis, 202-260-2698



IP 25
SPONSOR CHARRETTES TO ADVISE LOCAL GOVERNMENTS

WHAT:

Convening a charrette or panel of experts in a given field is an
inexpensive but valuable technique for providing advice to local
government officials. This proposal would significantly expand the
use of charrettes to help local governments explore possible
financial and technical alternatives for meeting their
environmental infrastructure needs.

WHO:

The charrettes held thus far have been organized by the
Environmental Finance Center (EFC) at the University of Maryland
under an EPA grant. Experts may come from EPA, other federal,
state, and local agencies; industrial, engineering, finance,
environmental, health, or legal professions; and academia. The EPA
lead is RMD/OARM.

WHEN:
This is a long-term project to make charrettes a permanent function

of the Environmental Finance Centers.

BARRIERS:

There may be a reluctance on the part of municipal officials to
openly air their problems, although our experience to date has
proven this usually to be a short-lived concern. Experts must be
carefully screened to be sure that their advice is impartial and
reliable.

COSTS:

The charrettes are quite economical to hold. Using university
facilities and relying on pro bono contributions of panelists' time
helps keep costs down. The major expenses are for organization of
the session and any travel expenditures required. Total costs per
charrette may range from $2,500 to $5,000. The recommended EPA
support is $300,000 divided among the several Environmental Finance
Centers.

BENEFITS:

Two major benefits directly result from charrettes. The
participating municipalities receive authoritative advice on
important environmental issues and the lessons learned are useful
guides for other communities and EPA.

EVALUATION CRITERIA:

Each charrette has an evaluation sheet filled out by all
participants, covering organization, focus, usefulness and
suggestions.

REFERENCES: Elizabeth Granata, U. of MD, 301-405-6376.

CONTACT: George Ames, RMD/OARM (202-260-1020)



IP 26
PROMOTE CONSENSUS BUILDING AND ALTERNATIVE DISPUTE RESOLUTION

WHAT:

Traditional command-and-control approaches to regulatory devel-
opment and enforcement creates unnecessarily adversarial
relationships among state, local, and tribal governments and EPA.
Regulatory negotiation, alternative dispute resolution as a
settlement tool, and similar techniques should become standard
operating procedures. This initiative is to promote the use of
these tools.

WHO:

EPA (OPPE/OE lead); state, tribal, and local officials; industrial,
environmental, and citizen representatives; Congressional
officials.

WHEN:

In the near term, convene a task force to address EPA's use of
consensus-building, alternative dispute resolution as a settlement
tool under the auspices of EPA's dispute resolution specialist
(i.e., the AA/OE as designated by the Administrator under the
Alternative Dispute Resolution Act of 1990), and other cooperative
techniques. The task force will provide EPA insight into the
effectiveness of these techniques, where EPA could incorporate
them, and possible pilot projects.

BARRIERS:

The largest threat to regulatory negotiations and collaborative
policy dialogues at present is OGC's latest interpretation of the
Federal Advisory Committee Act which prevents EPA from using
contract money to assist participants with travel expenses. Greater
use of alternative dispute resolution techniques hinges upon
addressing the funding shortages, administrative disincentives, and
EPA managers' general inexperience with ADR techniques.

COSTS:
To be determined.

BENEFITS:

By using regulatory negotiations, alternative dispute resolution,
and similar approaches, EPA can make more fully informed decisions
that are likely to be more timely, cost-effective, and not subject
to litigation.

EVALUATION CRITERIA:

Success of the project will be measured by the extent to which use
of these tools improved the timeliness and cost-effectiveness of
EPA's decisions, policies, and settlements.

CONTACTS: Chris Kirtz (202-260-7566) and David Batson (202-260-
8173).
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I. EXECUTIVE SUMMARY

Blessed with a very motivated workforce, EPA is a young
Federal agency. The cobbled-together personality of 1970 is
outdated and obstructive of the mission of environmental
protection. The most fundamental internal communications
problem EPA must address is a crisis of organizational culture
which inhibits and defeats a spirit of unified mission. This
crisis is the result of many negative factors, such as poor
management practices, turfism, lack of understanding of the
big picture, apathy, and lack of commitment to a well-
organized, comprehensive, and responsive Agencywide system for
internal communications.

Our team defines "internal communications" as the way EPA
employees communicate with each other to convey information on
Agency business and personnel matters. Our business mandates
serious attention to communication--mistakes can be costly,
dangerous, and embarrassing, especially when they occur in
policy and regulatory matters. With over 19,000 employees
located among seven HQ locations, ten Regions, ten
laboratories, and over 20 satellite program offices, as well
as the Cincinnati and RTP complexes, we face a formidable
task.

Internal communications have been the subject of several
recent intensive analyses. During 1991-92, the Office of
Administration and Resources Management (OARM) worked with the
Office of Communications, Education, and Public Affairs
(OCEPA) to qualitatively evaluate EPA's internal
communications. Fourteen focus groups were conducted which
involved 140 employees at HQ, three regions, and two
laboratories. Several reports with recommendations were
completed as noted in the reference list. These efforts
'yielded a general agreement that internal communications need
significant improvement. The Internal Communications
Publishing Interest Group (ICPIG) has already begun
implementing some of the recommendations. During the same
time period, one office (Office of Pollution Prevention and
Toxics) initiated an ambitious evaluation and improvement plan
for internal communications which is currently being
implemented. (See References for all reports.)

Our NPR Team, consisting of 20 employees (including two
regional representatives) convened for ten sessions to
identify specific problems and recommended initiatives. We
then commissioned an independent survey of 83 employees, and
the majority concurred with the problems and initiatives
outlined by our NPR Team. All of these reports repeat the
same problems, barriers, and solutions in general categories.
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As an immediate priority, our team decided to make the
installation, availability, and mandated use of electronic
communications the infrastructure on which to base improved
practices of internal communications.
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IX. VISION

Internal communications is perceived as a worsening
problem that is impeding EPA's mission performance. A good
example is the all-employee invitation to participate in the
NPR process that was hindered by the lack of a mass
communication system in use, such as integrated EMAIL.
Employee morale is negatively impacted when information about
EPA is not shared in a timely and efficient manner.
Successful internal communications requires the dedicated
efforts of individuals committed to the goals of the
organization. The goals and objectives of all the National
Performance Review teams rely very fundamentally upon the
success of EPA's internal communications. Therefore, the NPR
team for Internal Communications recommends that the Senior

Management Council adopt INTERNAL COMMUNICATIONS as a priority
concern. Thig will assist the Administrator in making changes
to the Agency's culture and management gractices.

As the foundation for other communication activities, our
NPR Team also recommends that the Agency stand behind current
efforts to establish an integrated electronic messaging system
throughout the Agency (see IV.A.3. and Attachment A:
Target/Action Matrix for EMAIL). Other barriers to internal
communications are addressed in this report; however, we
believe that the Administrator's use of the Agency's
electronic communication system, which is currently under
utilized, will provide an Agencywide incentive to begin using
this pollution-preventing and almost instant method of mass
communication.

III. BARRIERS

Applying TQM principles in its discussions, our NPR Team
cited the following as major communication concerns:

A. Many EPA employees do not feel connected to the big
picture of what EPA is doing. While they are often viewed by
colleagues and friends in the rest of the world as
environmental experts, employees have reported that the most
common way they learn of EPA policy is from external sources.
Except for EPA Insight and the Policy Paper series (two of
ICPIG's responses to the OARM Internal Communications Report),
there is no frequent, regular system for informing the entire
agency of policy developments. This could become an even more
serious problem as EPA and other agencies begin to govern in
more holistic ways (e.g., ecosystem protection, pollution
prevention, credible and collaborative science, public-private
partnerships, environmental justice).
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B. EPA employees want a better relationship between
staff and management, regions and Headquarters. Although the
issue of not knowing Agency policy will be addressed through
better top-down and bottom-up communications, there is a human
resources value in developing trusting and thoughtful
communication relationships. Rank and file employees are
infrequently included in staff meetings. Clerical staff want
to know more of substance. Program staffs want to know what
other programs are doing. Regions feel isolated and do not
contribute their field experience. This issue was frequently
mentioned in terms of negative impact on general morale and
the fostering of "turfism". Improving these lines of
communication will require commitments to significant changes
in EPA's culture and the installation and use of a user-
friendly integrated electronic communication system within the
Agency.

C. There is a paper information overload which causes
delays in distribution and receiver processing. Some types of
paper information are not necessary to everyone, but
frequently staff does not receive paper communications in
enough time to even prepare to respond. This persistent
problem contributes to frustration and low morale. Although
EPA is near a goal of 1:1 employee/ personal computer, the
lack of access and support for an agencywide interactive
electronic communications system keeps EPA at a disadvantage
in the age of the super "information highway". There is a
widely held opinion that our current E-mail system is
difficult to use, so many employees refuse to use it. Other
employees are more computer literate, are not intimidated, and
use it often. Despite these differences in opinion, our team
believes that the longer we postpone the adoption of a uniform
electronic communications system, the worse internal
communications will be within EPA, thereby furthering our
inadequacies in comparison to our Federal counterparts.

D. Some related problems associated with internal
communications:
1. Knowledge of work done in other offices may be
helpful.
2. There is a need to know what each component in

EPA is doing.

3. Orientation programs lack standardization,
resulting in employees either having too much
information "dumped" on them or not enough
pertinent information that lends itself to a
"welcoming"” environment.
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Human resources information on training and
educational opportunities arrives too late to
respond.

IV. INITIATIVES

A. QUICK-STRIKE INITIATIVES: These items may not
actually materialize "quickly," but the decision to make them

happen can.

1.

Senior Leadership Council (SLC) adopts internal
communications as a priority concern: The
Internal Communications and Publishing Interest
Group (ICPIG) will serve as an advisory board
for immediate and long range projects and
evaluation.

More Regqular All-Hands Meetings: Administrator
Browner has stated that she intends her
administration to be open to the opinions of
all employees. The first all-hands meeting she
held was popular not only because the Vice
President attended, but because Ms. Browner
spent so much time with employees that may
never be able to talk personally with her about
issues that concern them. The rest of senior
management face the same circumstances. Face-
to-face communication is always the best way to
develop understanding and commitment among the
rank and file--it may be the only way to change
the culture. The Office of Communications,
Education and Public Affairs is currently
developing plans for the Administrator and
individual Assistant Administrators to host
Town Meetings with entire program staffs.
Office Directors should follow. The
desirability of these type of meetings is
increased as this Administration changes the
mainstream direction of government.

Administrator's Mandate of Increased Use of
Electronic Mail: Office of Administration and
Resource Management (OARM) has committed to the
Administrator to nationally integrate EPA
electronic mail by installing an Extended LAN
Facility (ELF) by January 1994. This will
allow all LANs and PCs to seamlessly connect
through a variety of e-mail systems, including
All-in-One which is universally available upon
request to PC owners. (All-in-One does receive
complaints over its complexity to operate which
has led to the purchase of other systems by
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some office organizations.) OARM and its
Office of Information Resource Management
(OIRM) are working with the 1995 budget
planning and procurement cycle to request
resources to complete EPA coverage by LAN and
thus cost/benefit will be justified.
Comprehensive LAN coverage will improve user
ease and encourage individual access of
networks like CompuServe and Internet which are
already available in some organizational
settings. All of this is already in the works
and the Administrator is involved. Information
to be communicated through integrated EMAIL
bulletin boards:

a. All-hands memos, surveys, suggestions;

b. Announcement and text of Administrator's
speeches (Administration's direction);

c. Policy orders and directives;

d. Press releases and advisories;

e. Administrator's "fireside chats";

f. Vacancy announcements;

g. EPA organization index and functional
statements;

h. Expert database and scientific network):

i. Daily news; and

j. Human resources announcements and
calendars.

SMC and all managers participate in some form
of electronic communication training or confirm
proficiency.

Charge OARM/OIRM/OHRM (Administration and
Resource Management, Information Resource
Management, and Human Resource Management) with
developing an analysis of what are the barriers
to using All-in-One, including lack of basic
computer skills and incentives/disincentives.
Investigate modification to the program to
enhance usability by employees with rudimentary
wordprocessing skills. Examine manual for ease
of use and mistakes:
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a. Design and provide basic function
instruction card that speaks to on/off;
read/send; access to bulletin boards; and
trouble shooting guide.

b. Organize Personal Computer Coordinators
(one to each major office) to form a
taskforce to develop strategy to organize
supplementary volunteer EMAIL tutors
within smaller office settings to
compensate for the limited availability of
training classes. This will be vital to
bringing a majority of non-users on board
as quickly as possible.

Make better use of other non-paper
communication methods, such as closed circuit
television, video-conferences, public address
announcements, bulletin boards.

INTERIM INITIATIVES

1.

2.

3.

4.

5.

Develop an Agency-wide communication strategy
for the recommendations of the National
Performance Review. The NPR has a high profile
and employee expectations for significant
positive change are high.

Begin implementation of ICPIG recommendations
in conjunction with the NPR process and
initiatives.

Increase the amount of EMAIL information from
the Adnministrator and other prestigious
sources.

Develop definitive directories to be installed
on EMAIL bulletin boards--this will require
multiple organizations to conceive and execute.

Conduct an all-employee survey on the NPR
recommendations as a follow-up to the stated
intention of including everyone.

LONG-RANGE INITIATIVES:

1.

Bring accountability to EPA culture and
management to prioritize internal

communications. Administrator require that
management of internal communications be
identified in Assistant Administrators' and
managers workplans and performance agreements.
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AAs market collegial value of improved internal
communications.

Work on making EMAIL and other internal
communications systems user-friendly. 1In
addition to investigations into EMAIL
programming modifications, employees need
better access to contributing to traditional
communication methods. Similar to the Federal
Communications Commission's provision that
local communities have access to television
programming, EPA employees deserve a
comprehensive vehicle for timely peer
communication.




IC 10

V. ATTACHMENTS:

A.

B.

Matrix: Analysis of Installation of National EMAIL

Visual Presentation Documents

1. Quotation from Government Executive July 1993
2. Team Approach to Driving Forces
3. "The Problems ... (As Characterized by Multiple

Recent EPA Surveys)"

4. Pie Chart of OPPT Survey
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ATTACHMENT A
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timely, accurate, Insight, EPA compatibility Weekly owners) FTE to Auto del
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manner (summ. of major sWkly White House Benefit: lists
headlines); FUTURE: rpts improved
LEGISLATION effectiveness
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to speed FTE; short OCEPA w/dev. people
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will/resistance; to be trained by
succinct ref. doc { Jan 1
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emphasize importance planning and reports
of int. prioritizing
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tity known -- easy towards usage; s[gnorance/ During the next 6 OARM Intangible usage
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effective/efficient ePerceived ltack mandate memo Backup of
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Will establish

Ad hoc usage

Resistance to

IMMEDIATE OA ALL Benefit: Std Qtrly
COMMITMENT conformity to change of usage
THE MANDATE" standard operating communication reports/
procedures as Cost: survey
decreed by CMB Attitudes
EXTERNAL Will promote OCEPA/ Pubtlic/ Cost: Public
APPLICATIONS effective, timely OARM Regulatory Potential response
communication with ? rd 4 communi ty impacts on
external customers budget; pro

and con
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ATTACHMENT B.2.

xpR Internal Communications Team
- |

TEAM APPROACH
TO DRIVING FORCES FOR
INTERNAL COMMUNICATIONS

THE NEED TO KNOW

PROFESSIONALISM

ACCOMPLISH MISSIONS OF THE AGENCY

DESIRE TO COMMUNICATE BETTER

INCREASE EFFICIENCY BETWEEN REGIONS, LABS, HQ
DESIRE TO BE MORE EFFECTIVE

AVOID DUPLICATION/INCONSISTENCY

AVOID EMBARRASSMENT

RATISE MORALE

. BROADEN PERSPECTIVES
. INCREASE OPPORTUNITIES BY BEING INFORMED OF
THEM

. IMPROVE TIMELINESS
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Management and Leadership Development

Executive Summary

EPA should be more aggressive in selecting, developing
and evaluating supervisors, managers and executives based on
values and skills fundamental to fostering higher team
performance throughout each organization. The challenge is to
strategically build a management/leadership corps which
fosters participation and empowerment while avoiding a crisis-
oriented culture which encourages micro-management of issues
and neglect of employees.

Overall, the Agency's investment in developing effective
managers and leaders should be increased. It should be noteqd,
however, that EPA is not starting from a zero base. Through
the cooperation of the Office of Human Resources Management,
the Agency's Human Resources Council and Program and Regional
Offices, systematic efforts to impact the effectiveness of
EPA's management/leadership corps began several years ago.
But, much more needs to be done.

Current efforts should be expanded and new actions
initiated to accomplish the following goals:

o Change attitudes to value effective management and
leadership skills as vital to environmental success;

o Align support systems in selection, development and
evaluation to reinforce the need for effective
management and leadership; and

o Deliver support services to build the knowledge,
skills and abilities needed by supervisors, managers
and executives to be effective managers and leaders.

In order to advance management and leadership development
within EPA, the following action areas are of utmost
importance:

(1) Gaining commitment to an agencywide, competency-based
definition of an effective EPA supervisor, manager and
executive;

(2) Aligning the recruitment, selection, development and
evaluation processes to support effective management;

(3) Achieving a diverse management corps;

(4) Incorporating subordinate assessment/feedback into the
management/leadership performance appraisal process; and
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(5) 1Investing and focusing resources commensurate with need.

The recommendations which follow in this report have been
developed to address the above action areas.

Vision:

An Agencywide management and leadership development initiative
which: is based on a consensus definition of effective
management/ leadership, utilizing competency-based criteria at
three levels of management; addresses the recruitment,
selection, development and evaluation of supervisors, managers
and executives in a systematic and clearly understood manner;
and facilitates a quality-oriented, diverse and highly
effective EPA management team.

Action Category #1:

To gain EPA consensus for an agencywide, competency-based
definition of an effective supervisor, manager and executive
and implement a communications strategy to transmit the
definition to the Agency.

Surveys of hundreds of studies and professionals involved
in quality and change initiatives provide a picture of the
type of culture needed for success: management commitment,
upward and downward communications, employee participation,
pushing decision making down, focused development, investment
in people and systematic planning. In order to do this
throughout an organization, managers and leaders must be
positive change agents and facilitate teamwork and individual
empowerment. A clear understanding of expectations and a
definition of effective management is essential to impacting
change in EPA's management corps.

Initiatives --

o Utilize the current EPA definition for a "model
manager" and the Office of Personnel Management
(OPM) criteria outlined in the Management Excellence
Framework (formally FAME criteria), to develop a
draft guidance document outlining competency-based
criteria for an effective supervisor, manager and
executive.

o] Provide the draft guidance document to all Agency
organizations, special interest groups and
supervisors, managers and executives for comment.

o Redraft the guidance document, incorporating
comments, as appropriate, and present to the Senior
Management Council for final review.
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o] Implement a communications/awareness strategy to
transmit the definition to all EPA supervisors,
managers and executives, and those individuals
interested in a career in management.

Implementation --
Who: The Office of Human Resources Management.
When: 120 days after endorsement.

Barriers: Inability to reach Agencywide consensus.
Cost: Minimal; can be done within current resources.

Benefits: Increased awareness and understanding of what
is expected of EPA's management corps and the
competencies that are most important at each
level of management. Provides a framework for
management development planning, including
application to recruitment, selection, training
and evaluation processes.

Success: Official agreement to an Agencywide,
competency-based definition of an effective
supervisor, manager and executive.

Action Category #2:

To align the recruitment, selection, development and
evaluation processes with an Agencywide, competency-based
definition of an effective supervisor, manager and executive.

The quality of any management team depends on the people
selected to be on it. To achieve the type of management corps
needed for EPA to be successful, barriers to selecting the
right individuals for management positions must be broken
down, including the belief that technical expertise is the
only important skill. Once selected, developmental systems
must be directed at the knowledge, skills and abilities
desired by the organization and must be available when needed.
To reinforce these knowledge, skills and abilities, the
management corps must be evaluated against a consistent set of
expectations and values. Each administrative process in EPA
which impacts the selection, development and evaluation of
managers must be aligned with EPA's expectations and criteria
of effective management and leadership.
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Initiatives --

(@]

Incorporate the Agencywide, consensus definition of
an effective supervisor, manager and executive in
all EPA administrative systems and processes
affecting the recruitment, selection, development
and evaluation of EPA's management corps.

In the area of recruitment:

O Utilize the definition of an effective manager
to outline rating and ranking criteria for all
management positions;

a Assure that there is an effective and
appropriate balance between the management
skills and technical/
scientific/professional credibility
requirements of managerial positions.

In the area of selection:

0 Implement an SES Candidate Development Program
(CDP) which meets EPA's need for future
executives; redesign the application/selection
process to emphasize the "potential" for
meeting the primary competencies of an
effective manager and to allow greater
consideration of grade 14 employees;

O Establish an AA/RA-based management succession
planning initiative requiring organizations to
identify and develop future leaders, beginning
at the grade 11/12 level in a systemic manner,
utilizing the effective manager definition;

O Formalize the one-year probationary period,
evaluation process for new supervisors,
managers and executives including a requirement
for a positive certification before
probationary period clearance; link the
definition of an effective manager to the
probationary period decision; implement a
process to provide guidance to the new
supervisor regarding EPA's expectations and on
what basis they will be evaluated; include
employee evaluations, a review from outside the
chain~of-command and/or completion of
management skill training as positive
certification points, as appropriate;
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In the area of development:

o

Continue to emphasize an Agencywide, structured
approach to developing all managers,
incorporating an Individual Development
Plan/Career Planning process utilizing the
"competency-based" manager definition;

Implement a mandatory core curriculum for
management and leadership development,
including transition, and Agency priority theme
courses/learning experiences, which develops
individuals to meet the definition of an
effective manager and delivers the needed
skills and learning at the appropriate time;

Develop and implement an automated system which
routinely identifies new supervisors, managers
and executives to allow for direct
communication about required "transition"
courses, career planning and EPA's expectations
and definition for effective managers.

In the area of evaluation:

a

Make management and leadership performance
expectations the primary basis for all
performance agreements for supervisors,
managers and executives and assure that there
is performance feedback occurring in all
organizations on a periodic (hopefully
continuous) basis;

Utilize the probationary period to remove
supervisors, managers and executives who are
not capable of performing within the definition
of an effective manager;

Promote more formal and informal ways of
recognizing managers who model the definition
of the effective manager.

Implementation --

Who:

wWhen:

The Office of Human Resources Management; EPA's
Human Resources Officer community; Program and
Regional Offices.

A number of these initiatives have already
begun; additional support and endorsement will
help to continue the efforts; all initiatives
can be addressed over the next two years.
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Lack of Agencywide commitment to effecting
change; lack of resources.

5 FTE's and 300K to address core curriculum
requirements and managerial assessment
services; 1.7M over three years for an SES
Candidate Development Program covering 100
candidates; the $ level of commitment defined
by AA/RA's for succession planning for their
organizations; 50K for ADP system support.

A systematic and comprehensive, agencywide
approach to developing an effective management
corps; a well trained and motivated management
corps.

More systematic succession planning throughout
Program and Regional organizations; greater
TQM/empowerment implementation; greater
productivity and utilization of employees.

Action Category #3:

To achieve a diverse management corps.

EPA should increase efforts to ensure the selection of an
appropriate representation of minorities, women and people
with disabilities in its management ranks, consistent with the
changing composition of the general workforce in the United
States. To this end more focus to this issue is needed
amongst EPA's selecting officials and within the Agency's
review and approval process.

Initiatives --

o Reaffirm EPA's commitment to affirmative action
goals for management positions by:

a

Issuing a clear and firm message from the
Administrator to all selecting officials
regarding affirmative action expectations for
EPA's management corps and hold senior career
management accountable for results;

Pushing goal planning to the Office level in
Headquarters, the Division level in the
Regions, and Labs and Installation Head level
for Field components;
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o] Review the management performance review process for
streamlining purposes; consider a "“pass-fail" set of
expectations with a well defined balance between
programmatic regquirements and management/leadership
abilities, and focuses appropriate attention on
managers' performance as "managers of people"; build
an infrastructure that links evaluation, IDP's and
career planning.

Inplementation

Who: The Office of Human Resources Management, the
human resources community, and Program and
Regional Offices.

When: All initiatives can be addressed over the next
year.

Barriers: Lack of organizational resolve to implement and
value a subordinate feedback process; lack of
resources to provide the computerized
infrastructure.

Cost: FTE's or committed workyears from OHRM and
OIRM; 100X in system development costs.

Benefits: A management corps which focuses attention on
its management/leadership impact on the
workforce will increase organizational
productivity and better support implementation
of new environmental themes.

Success: Higher levels of positive feedback to
management from subordinate assessments.

Action cateqgory #5:

To provide adequate resources and planning to advance
management and leadership development initiatives.

An adequate, stable resource base, established through
organizational planning, is essential if consistent, regular
management and leadership development is to be a reality in
EPA. The current '"pay-as-you-go" approach has resulted in
very uneven training and development in the Agency.
Furthermore, individuals should not be penalized because of
geographic location or because their supervisor does not
personally consider management and leadership development
important. A consistent Program and Regional Office planning
process should be established and a funding mechanism should
be established to set aside the travel and developmental
dollars necessary for an effective, agencywide effort.
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Initiatives:

o Establish a goal of 3% of the PRO (travel) and AC&C
(training) accounts, as appropriate, for all
managerial positions being set aside for succession
planning and management/leadership development
purposes, and consider formal inclusion as a line
item in the budget process;

o Require Program and Regional Offices to establish a
management/leadership development senior task force
which establishes an organizational plan, updated
annually, to address enhancement actions for
management/leadership knowledge, skills and
abilities, diversity concerns and succession
planning issues.

Implementation:

wWho: The Office of the Administrator, Program and
Regional Offices, the Office of Human Resources
Management, the Office of Civil Rights and the
human resources community.

When: Process requirements can be outlined and
Program and Regional Offices can begin
implementation within 180 days.

Barriers: Lack of commitment to management/leadership
development as an important issue; lack of
planning skills; budget process concerns.

Cost: Planning and implementation time by Program and
Regional Offices.

Success: More Agency focus and resources support for
management/leadership development.

Conclusion:

EPA can increase its ability to be an effective
environmental leader through a combination of consultative and
participative management styles which promote productivity.
Total Quality Management and Reinventing Government principles
cannot be implemented unless an appropriate management culture
is defined and action is taken to assure its implementation.
Without this, the chance for the success of any changes EPA
wants to make is minimal. Let's capitalize on this
opportunity to make a difference which truly allows us to
implement the changes necessary to foster high performance
teams at EPA.
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List of Team Members and Input Sources

Team:

Input Sources:

Tonya Williams-Berkley PM~224

Janis Butler PM~-224
Judy King PM-224
Bettie Reilly PM-224
Donald Sadler PM-224
Clare Shea PM-224
Thomas Wyvill PM-224

45 National performance Review Suggestion Forms
17 respones from DAA's, DRA's and HRO's to the
draft team report provided at the July 1st NPR
Meeting

Senior Leadership Council critique
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Executive Summary

Over 100,000 staff hours go into conducting the
performance management process each year at the Environmental
Protection Agency. There is considerable evidence and
sentiment that much of this time and effort is not well spent.
The Performance Management Quality Action Team presents the
following preliminary conclusions based on its research and
findings.

The Agency needs to move away from a performance
management system characterized by infrequent feedback and
unproductive emphasis on labels and rewards. Instead, there
should be more focus on meaningful dialogue, directed at
personal development and organizational improvement and
teanmwork.

¢ The system should incorporate more feedback from
customers and other important affected parties.

¢ The system should better link individual performance
standards with Agency goals and priorities.

+ The Agency needs to improve supervisors' and managers
capabilities for coaching, counseling and mentoring.

+ There should be experimentation with a variety of
approaches to foster development of a better systenmn.

These findings are based on three major data gathering
efforts: a statistically valid survey with responses from
over 700 EPA employees; a benchmarking study of performance
evaluation practices in twenty other public and private
organizations; and employee focus groups that included a broad
representation of special interests, grade levels, and
occupations across the Agency.

The survey results show that half the respondents are not
satisfied with how performance is evaluated and communicated,
that the system does not effectively guide and develop
employees and that ratings are not fairly given. This
confirms that there are some serious problems with the way
performance is evaluated in this Agency. The good news is
that most respondents believe they know how their performance
is viewed and that high quality performance is recognized.

The data shows that there is a clear consensus among employees
for more frequent feedback, more focus on team efforts and
contributions, and greater use of our customers' perspective
in performance assessment (including subordinate input to the
evaluation of management).
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The benchmarking study uncovered a wide variety of
practices, with no single, predominant approach. Some
organizations are stressing team rather than individual
accomplishments. Many are utilizing customer, peer and
subordinate views during the evaluation process. Some are
trying to delink awards/bonuses from rating categories, scores
and adjectives and toward more frequent oral feedback or
narrative assessments. 1In the focus group discussions,
employees clarified and reiterated similar concerns,
perspectives and preferences that were identified in both the
survey and benchmarking process.

At this point, the PMQAT has identified five areas of
focus for system improvements/reinvention. Additional time is
needed to develop a specific action agenda.

Vision
Background

This is an interim report from EPA's Performance
Management Quality Action Team (PMQAT). The team was
established in January 1992 as part of the Office of Human
Resources TQM Alignment Project. The purpose of the entire
Alignment Project is to align EPA's human resources systems
with TQM. This QAT's mission is to make EPA's performance
management systems more effective by aligning them with the
Agency's core values, including Total Quality Management
(TQM) .

There are twelve members of the team, representing the
Offices of Solid Waste and Emergency Response, Inspector
General, Human Resources, and Regions 3 and 8. The team has
also been supported by the efforts of numerous others. The
team met weekly from February - September 1992, and began with
literature searches and fruitful policy discussions. Focus
group sessions were held during the period November 1992
through June 1993.

When we first started meeting, we shared the view that,
"everyone dislikes the performance appraisal system." Many
members of the team also thought they understood what was
wrong with performance management in EPA. Through a
brainstorming exercise, the group developed a problem
statement which reflected their views of problems with the
current system. We thought we were familiar enough with what
was possible with performance appraisal. Many team members
wanted us to immediately write recommendations. However,
there wasn't a complete consensus, so we turned to our TQM
methodology. TQM taught us to:
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review the current process

ask our customers what they need

benchmark best practices

consider doing focus groups to get more customer
input

LR R 2R 2

The quality action team began its review process by going
through a brainstorming exercise and developing a problem
statement. The problem statement represented the groups ideas
on what problems exist with EPA's current performance
management systems. The group than began a data gathering
process that included a customer survey, benchmarking best
practices and focus groups with customers to validate or
disprove the hypothesis developed in the problem statement.

Problem Statement

The current performance management systems are considered
ineffective because they:

¢ Don't provide meaningful, timely feedback

¢ Are impossible to administer in an equitable manner

¢ Are driven by the "numbers"

¢ Are focused too closely on awards

Impact:

¢ Low moral + Adverse effect on
productivity

¢ Discourages teamwork ¢ Discourages risk-taking

¢ Avoidance ¢ Feeling judged v.
appreciated

¢ Doesn't foster trust ¢ Encourages quest for high-
visibility

General Description of Agency Systems

Employees in EPA are covered by three performance
management systems. A system that covers Senior Executive
Service Members, another that covers Supervisors and Managers
(GM employees), and a third system that covers General
Schedule and prevailing rate employees (wage grade).
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Each system falls under the authority of different laws
and regulatory requirements, which is the primary cause for
differences in many of the system features. Current
regulatory requirements do allow each of the systems to have
similar features such as:

¢ five rating levels

+ higher level approval for performance
agreements and ratings

¢ monetary or nonmonetary recognition for

outstanding performance.

Within these similarities there still exist variations on
how any one of these features might operate in a given system.
For example, there are minimum and maximum budgetary 1limits
on performance awards for GM employees, while there are no
such limits for GS and prevailing rate employees. For SES
employees, there is a budget limit and a minimum and maximum
bonus amount.

Each system has a wide range of differences, while on the
surface there appear to be a number of similarities. The
following provides a brief overview of the major elements each
of the systems have in common. Each system operates on an
annual appraisal cycle and includes:

¢ Written performance expectations that must be
communicated to employees at the beginning of each
appraisal cycle:

These expectations are communicated in the form
of critical job elements (CJE's) that identify a
major job responsibility or duty that is required of
the employee. For each CJE, standards of
performance may be written at three performance
levels to identify how performance results will be
measured to determine successful or unsuccessful
accomplishments (Outstanding, Fully Successful, and
Unsatisfactory).

Performance expectations are documented in a
performance agreement form which is often developed
by both the employee and supervisor, but requires
approval from a higher level official in the
organization.



PM 6

¢ A written evaluation at the end of the appraisal
period:

The evaluation results in one of five rating
levels: Outstanding, Exceeds Expectations, Fully
Successful, Minimally Satisfactory, and
Unsatisfactory. The rating is recommended by the
immediate supervisor and must be reviewed and
approved by an official at a higher level in the
organization.

¢ Basic pay increases to employees who perform at the
fully successful level or higher:

These come in the form of within-grade
increases for GS and prevailing rate employees based
on their years of tenure, and annual merit increases
for GM employees. For SES, bonuses, special act
awards and rank-level increases are available forms
of pay for performance.

¢ Performance awards granted to employees who
demonstrate exceptional levels of performance.

Some other similar system features include assistance to
employees performing below the fully successful level, minimum
appraisal periods, and annual progress reviews.

The Agency makes a substantial commitment of time and
effort to implementing these systems. The PMQAT estimates
that at least 100,000 hours, and perhaps more, are devoted to
the performance management process. While for any one
individual this is a very small amount of time, for the Agency
it is a big investment. The estimate of effort is based on
the following assumptions:

Preparation of Standards 2 hours
initial draft 1 hour
employee/supervisor discussion .5 hour

(15 minutes each)
rewriting, signatures, copying .5 hour

Mid-Year Evaluation 1.75 hours
employee preparation .25 hour
supervisor preparation .25 hour
employee/supervisor discussion 1 hour

(30 minutes each)
signatures, copying .25 hour
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End-of-Year Evaluation 2.5 hours
employee preparation .5 hour
supervisor preparation .5 hour
employee/supervisor discussion 1 hour

(30 minutes each)
final write-up, signatures, copying .5 hour

6.25 total hours per evaluation multiplied by 18,000 employees
equals 112,500 hours.

S8tatus of Current System

We conducted a survey of our customers and (72%) of the
survey population responded. They told us we had read them
wrong. More than half gave us narrative comments.
Surprisingly, about half of EPA's workforce said they were
satisfied with EPA performance management. Nearly three-
fifths said they strongly agree or agree with the current 5-
level system. Two-thirds said high-quality performance is
recognized in their organizations. Three-fourths said they
know how their performance is viewed.

But, we also learned more about problems. Three-fifths
said ratings are not awarded fairly. Just as importantly,
three-fifths also said the current system does not effectively
guide and develop subordinates' work. There was considerably
stronger agreement (ranging from 80-96%) on several survey
items concerning options for system improvement. We also
learned more about what motivates EPA workers and management.

The benchmarking work, meanwhile, showed us that there is
a greater range of approaches to performance management than
we had anticipated. After an extensive literature search, we
contacted 41 private and Federal organizations. Twenty of
them allowed us to interview them. Many of them told us how
they had implemented concepts strongly supported by our
customers in response to our survey.

In summary, through our survey and benchmarking efforts,
we learned from our customers much about what they want. From
EPA's workforce and TQM organizations outside EPA we learned
about a new philosophy of performance management, and some
alternatives for carrying it out. Also the information
obtained through focus groups reiterated many of the concerns
and ideas generated in the survey and benchmarking process.
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Customer Ssurvey

In order to get input from the customers of the
performance management process (EPA's managers, supervisors,
and employees), we mailed a questionnaire to a random sample
of EPA's workforce. Of 1,000 surveyed, 724 responded (72%),
and 390 also gave us narrative comments.

Because of the size of the sample and its randomness, the
odds are high that the responses reflect the views of EPA's
entire workforce.

Findings

The conventional wisdom is, "Everyone hates the
performance appraisal system." The survey results, however,
show that EPA performance appraisal has strengths as well as
weaknesses. There is strong consensus on certain improvements
needed. There are also possibilities for greater alignment
with TQM.

S8igns of Strength
1 75% say, "I know how my performance is viewed."

¢ 67% say, "High-quality performance is recognized in
my organization."

+ Rules on the development and use of performance
standards and required discussions are largely being
followed.

¢ System design issues (number of rating levels,

generic standard, rating cycle) do not appear to be
major concerns.

¢ What motivates employees the most to perform well?
- Self~satisfaction or self-~esteem; Customer service

8igns of Weakness

¢ "I am satisfied with how performance is evaluated
and communicate in EPA." (53% say "No")

+ "The current system provides an effective tool for
guiding and developing subordinates' work." (60%
say " No " )

¢ "Ratings are fairly awarded in my organization."

(57% so "No")
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Performance management is not as effective in
headquarters as in the regions.

Managers and supervisors were more critical of
performance management in EPA than were employees.

Consensus on Desired Improvements

Four TQM-based options for improvements received

extremely strong support from our customers (employees):

+ "performance management which acknowledges team
contributions and group collaboration" (96 % agreed)

¢ "Employee feedback used to help identify supervisory
development need" (95% agreed)

¢ "performance discussed more often and less formally
-- ongoing feedback and collaboration" (89% agreed)

+ "Clear organizational goals, set at least annually:
individuals' performance standards written to
accomplish those goals" (84% agreed)

Narratives

Of the 724 people responding 394 (54%) sent us narrative
comments, from a sentence to several pages. We appreciate the

effort that went into that work, which affirmed many of our
findings from the overall survey and confirmed many

benchmarking observations.

received.

¢

The current system is corrupt. Everyone knows it is.
can't be salvaged. Performance should be evaluated

continuously and by team or group. The current method is

meaningless and dehumanizing.

System is used to "beat down" individual or "award all"
though falsely creeping grades-needs to be divorced from

"bean" approach and quality factors need to be
incorporated.

"Subordinates" an insulting concept. I think entire
rating system is insulting (by the way I have never

received a "bad " rating). I think this subordinate bull

implies class distinction -- do away with it!

Following is a sample of responses
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¢ Formal; appraisals once a year on anniversary. Quarterly
work review meetings with employees. Monetary awards for
specific performance, no general/annual ratings. Cut the
paper work. Focus on content and quality of review with
employees. Focus on improvement.

¢ Keep it simple. Make it fair. Train supervisors in how
to use it.

¢ Need more quality in communications between supervisors
and subordinates. PMS is not the problem.

¢ Given what I've seen elsewhere and what the options are,
I think it's a pretty good system. Some optional, "no
cost" training in how to work within the current system
could help tremendously though.

¢ EPA managers should be reqularly evaluated by those whom
they manage.

Benchmarking study

Based upon a literature review of the performance
management systems of more than 200 federal and private sector
employers, we selected 45 organizations for further study.
These organizations had all received some recognition of their
achievements in the area of Total Quality Management, such as
the Malcolm Baldridge National Quality Award.

We surveyed these organizations with questionnaires,
followed by personal interviews. Nineteen of these employers
have responded to date with sufficient information to be
included in this report.

Federal Organizations:

Information in this report is provided from the following
federal agencies:

¢ Dept. of Navy, HQ ¢ IRS, HQ

¢ Norfolk Naval Shipyard ¢ IRS, Ogden
Service Center

¢ EPA, Las Vegas Lab. 1 VA, Kansas City

¢ VA, Tide 38 alternate system ¢ VA, Headquarters

¢ General Services Administration
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Information is also provided concerning the following

private sector firms:
¢ Eastman Chemical
¢ Microsoft

¢ Metropolitan Property and
Casualty Insurance Company

¢ Xerox USA

¢ Steelcase

+

¢

AT & T
Corning

Solectron

Xerox Canada

Esso Chemical

This reports is also based on descriptions in the
literature of innovative practices in the following

Federal/agencies:

¢ Defense Logistics Agency

4 Transportation

¢ Federal Quality Institute

¢ Dept. of Enerqgy

¢ Naval Weapons Support Center
(Crane, IN)

Service

¢ Navy proposals

Findings

Dept. of Labor
Army
OPM
EEOC

Defense Finance and
Accounting

We found widespread interest in change in the area of
performance management, both in the federal and private
sectors. Many Federal agencies have tried to modify their
existing systems under current law and regulation to better

meet the challenges they've identified.

Others have suggested

building new systems under demonstration project authority or
proposals for revised legislation. The most far-reaching

changes were found in the private sector.
course, have considerably more flexibility to design and
implement non-traditional performance management systems.

These employers, of

Dr. W. Edward Deming suggests eliminating performance
appraisals, claiming that they are not a good idea in any
organization and particularly so in a total quality
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organization. However, this is not a viable option for the
Federal government under present law. The following
innovations support the total quality philosophy and could be
implemented in the federal sector without any modification to
law or regulation.

Innovations
Sstandards and Measures

Some critics argue that individual performance appraisal
does not sufficiently focus on the organization's goals and
may result in individual goals that do not contribute to the
mission of the organization as a whole. Employers are
realizing the importance of linkage of individual performance
standards to the organization's business plan and strategic
initiatives. Xerox Canada describes this as "policy
deployment." An individual's performance standards are
specific work projects and activities, "cascading" from
organizational goals based on the company's overall
objectives. This concept has been implemented, at least
partially, in both the federal sector (IRS, Navy) and the
private sectors (Solectron, ATT, Microsoft, Metropolitan
Property and Casualty).

Generic performance standards for core occupational
groups are used in many organization as "work-saving" devices
to facilitate the paper process. These are generally
developed by large organizational task forces, sometimes with
union input. Most organizations provide that these standards
may be modified or supplemented as needed by individual
managers. (IRS, VA, Navy, Solectron, Metropolitan Property
and Casualty). Some use of generic performance standards
currently exist within EPA--e.g., supervisors and managers
required CJE's, contracts management standards and generic
model language that describes three performance levels
(Outstanding, Fully Successful and Unsatisfactory).

Some attempts have been made to integrate development of
position descriptions and performance standards to assure
performance expectations are formally linked to the duties of
the position. (IRS, DOD proposal, Metropolitan Property and
Casualty Company, Solectron). This is sometimes accomplished
as an organizational initiative to develop standard position
descriptions and performance standards together. This
approach has been applied in EPA, Region 10.

Statistical Process Control (SPC) is an inherent part of
Deming's quality model. SPC deals with process variation, the
differences in performance processes that occur each time a
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product is made or a service is carried out. The goal is to
reduce variation associated with forces within the work system
so that overall variation is reduced. SPC is based on
statistical methods to provide a basis for reducing process
variation.

Navy has incorporated SPC techniques in its proposal to
easure process and team performance against baseline measures
of the quality of the process, product or service, and
customer satisfaction. The US Army Corps of Engineers has
recommended linkage of each individual's pay to measurable,
critical productivity outcomes.

Teamwork

Achieving the objectives total quality invariable relies
upon teamwork and cooperation. Our review of the literature
indicates that team efforts include improvement teams, work
teams, multi-skilled teams, semi-autonomous work groups, and
self-managed work teams.

Team performance is evaluated in several ways. Some work
teams require employees to learn the job of every person on
the team, and evaluate members on a broad work-skill basis.
The Department of Navy has proposed an approach with a
combination of group and individual performance measurements.
An individual's overall performance appraisal would be a
function of: a measurement of team performance combined with
a measurement of an individual's contribution to overall team
performance. Solectron bases their compensation on both
individual and team performance.

Most agencies have provisions for team-based awards (DOE,
Navy, IRS). The Naval Weapons Support Center (Crane, Indiana)
has developed a process providing team involvement in awards
money distribution. Non-monetary recognition is also being
used, such as FAA's non-monetary recognition for managers in a
TQM integrated system. EPA appears to be moving in the
direction of recognizing and rewarding more team achievements.

Multiple Sources/Input

Some critics of the current system maintain that the
appraisal process may be too complex for any single appraisal
to conduct with any degree of accuracy. Several organizations
have adopted appraisal from both supervisor and peers (DLA,
FQI, Navy proposal; limited use in several pilots at Xerox
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Canada). Though not a formal part of many plans, other
agencies indicate that supervisors often informally consider
peer input. This largely occurs by exception, such as
lowering ratings due to peer complaints.

Several agencies consider subordinate input into
manager's appraisals (DLA an OPM group, Navy proposal). We
also found several cases of this in the private sector (Xerox,
ATT). Several organizations within EPA currently use various
assessment tools to obtain input from employees on
supervisor's developmental needs.

As with peer input, subordinate input may be informally
considered by the rater, even when not part of the official
performance management system.

Customer input was considered essential to most private
companies surveyed (Xerox, Corning, 3M, solectron, Eastman
Chemical). The Navy has proposed formal customer surveys as
input to individual performance appraisals. Other agencies
reported the informal use of customer input, especially when
problems exist.

One System v. Multiple Systems

Several companies have adopted one system for employees
of all levels (Xerox Canada, Corning, Metropolitan). Current
regulations have established three performance management
systems in the federal sector: PMS, PMRS, and SES. GSA has a
attempted to integrate aspects of these various systems. For
example, awards are given for all "highly successful" and
"outstanding individuals" at the GS/GM/WG levels.

Several agencies have recommended elimination of within-
grade increases to allow higher salary increases to top-
performing employee (Navy, former EPA proposal, Defense
Finance and Accounting) This would require a waiver of law.
The most recent information from the Office of Personnel
Management (OPM) indicates that a combined GS/GM system may be
implemented and within-grade increases would be retained for
all employees (GS & GM). However, the merit increase payments
that supervisors and managers presently receive would be
eliminated.

The private sector has implemented other reforms, some of
which have been proposed as demonstration projects or
recommended for legislative reform in the federal sector.
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Rating Levels

Numerous major companies have eliminated rating levels.
Appraisals are a narrative description of the employee's work
activities (Xerox, ATT, Eastman Chemical, ESSO Canada,
Metropolitan Insurance). These corporations have delinked
performance evaluations and awards/bonuses.

The Department of Labor has proposed a demonstration
project based on these concepts. Their system would have no
summary rating, just a narrative description. Awards would be
separated from appraisals. Standards would be developed by
the group, with individual performance to be appraised by the
group.

Focus Groups

Focus groups were held to obtain the ideas of employees
representative of various special interest groups, grade
levels, and supervisory and non-supervisory occupations at
headquarters, and in the regions and laboratories. A total of
10 focus groups were conducted which included five sessions in
the regions and labs. All ten (10) focus groups agreed on the
following positive aspects of the performance management
system at EPA:

Communication:

¢ provides one-on-one interaction with supervisors
¢ serves as a planning tool

Self Assessments:

¢ serves as a memory booster for management
4+ allows the employee to reflect on performance

Recognition/Awards:

¢ provides incentive to productivity for some employees
Mid-year performance reviews:

¢ any shifts/changes can be discussed

¢ placing emphasis on areas of development
¢ early feedback on performance

All ten (10) focus groups also agreed on the following
negative aspects of the performance management system at EPA.
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Lack of accountability/credibility on performance
rating/process:

discussions are not enforced
insufficient feedback

planning with numbers

finagling with numerical ratings
perceived rating quotas

forced distribution

LR JE S K R J

Ssystems unfair:

¢ tied to too many other processes

¢ tied to position selection process; to much importance on
actual ratings; not enough emphasis on meaningful feedback
¢ subjective

¢ focuses on what is not done rather what has been
accomplished

Favoritism:

¢ certain employees receive high visibility projects
¢ same individuals receive "outstanding" ratings

Rating levels:

There were mixed feeling among the focus groups regarding
the number of rating levels the system should include.
Preferences deferred on ideas such as eliminating numerical
ratings; pass/fail; three rating levels; and meets
expectations/need to improve.

De~linking performance from awards:

There was a positive reaction to delinking awards from
the performance rating process. However, some employees
expressed a concern about awards being given to only those
employees with "high visibility" Jjobs/projects. Concern
focused on employees who would not have the opportunity to
receive high visibility assignments or those who do not
perform project type work.

Timing of performance rating/reviews:

There were mixed feelings on the timing of appraisals.
The majority would like to stagger performance ratings/reviews
(to EOD or anniversary date). A small minority would like
them to remain the same.
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Peer/Subordinate Feedback:

Participants of the managerial focus group believed that
feedback should be obtained, but not tied into the rating
process nor for the purpose of evaluation. On the other hand,
employees and non-managerial focus groups believed that the
feedback should go up the chain just as well as down and that
their input should be a part of management evaluations and
ratings. The majority of the focus groups agreed that being
rated by peers may not be a widely accepted practice.

Priorities for Change:

There were various thoughts and ideas on what changes
should be implemented first. The majority of the focus groups
agreed on changes such as:

¢ trust between the employees and supervisors;

¢ accountability of the overall performance management system
and enforcement of requirements

¢ a system that avoids forced distributions on money and
outstanding ratings, etc.

¢ better communications/on-going communications;

¢ training focused on developing the coaching and counseling
skills of managers and supervisors

¢+ a system that addresses the concerns of employees

Target/Action Category

The QAT identified five general recommendations. We are
in agreement that the Performance Management system needs to
be improved and simplified. However, there are no quick
fixes. We strongly recommend that identification of near-
term, and long-term changes be developed in a thoughtful way,
one that includes more customer improvement at both the
managerial and non-supervisory levels.

While we believe that system enhancements are needed and
can be developed, we believe that there is a greater need for
a cultural change in the way we view performance appraisals in
EPA. We want to ensure that necessary underlying conditions
for success are present so that the cultural change can occur
and flourish. There was agreement that this culture change is
needed but that it will be a challenging journey.

With that premise in mind, here are the five
recommendations. Additional time is needed to flesh out the
detailed action plans to accomplish these general
recommendations.



PM 18

Reinvention Idea #1 -~ Refocus the Philosophy of
Performance Management

We need to move from a performance management system of
infrequent feedback, labelling and reward focus toward a
performance development/enhancement system that focuses
on continuous meaningful dialogue with emphasis on
personal/organizational growth that encourages teamwork.

The system should clearly define a purpose or philosophy
of performance management, should focus on guiding and
developing employees; should encourage teamwork and
cooperation; should avoid labelling performance and
should delink evaluations from the awards process.

Almost 90% of survey respondents indicated that the
current system is not effective as a tool for guiding and
developing subordinates' work. Benchmarking identified a
number of corporations that have delinked performance
evaluations and awards/bonuses. This concept met with a
neutral response in the EPA customer survey. Further
exploration through focus groups provided a mixed
response. Some employees view it as a good idea to de-
link appraisals and awards while others expressed mixed
feelings and a concern on issues i.e., employees with
high visibility projects being recognized and rewarded,
running out of funds before the end of the fiscal year,
etc.

Reinvention Idea #2 =-- Expand System Flexibility

The system needs to allow flexibility and
experimentation throughout the Agency. The system
needs to allow excellence to occur rather than
trying to control and dictate excellence-thus a
flexible system is needed. Through the Benchmarking
exercise, the Group identified a number of
innovative ideas and concepts that could be piloted
under the current rules and regulations, e.g.,
emphasis on team performance; encourage employee
empowerment and involvement; focus on coaching and
counseling; include customer feedback, peer
feedback, feedback up the chain, etc. Pilots could
begin during FY 94,

Reinvention Idea #3 -- Conduct training targeted to
provide supervisors and managers with skills to be
successful at coaching and counseling employees

We need to improve supervisor's and managers
capabilities for coaching, counseling and mentoring
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to support personal/organization growth and teamwork.
Supervisors are the key to an effective performance
enhancement system. We cannot envision any system being
effective, unless the current and future supervisory
cadre become skilled in these areas. Coaching can be
defined as communicating a vision and then getting people
insist on being responsible. The importance of the role
of the leader in this change process cannot be
overemphasized. We encourage Senior Management to take
advantage of every opportunity to emphasize and recognize
the importance of the leader in this change process. As
self-directed teams become more common, we need to ensure
that our leadership team has the skills necessary to
coach the teams toward excellence.

Reinvention Idea #4 -- Include various input sources
to identify developmental needs of all employees.

The system needs to incorporate feedback to gauge
success, i.e., from all sources, above, below, internal
and external. The survey respondents most often cited
"customer service" as the highest motivating factor;
therefore, gathering input from a variety of customers
should be an integral part of the system. In addition,
it is a major tenet of the Agency's quality initiative.
Benchmarking also supported this as an essential
ingredient.

Reinvention Idea #5 ~- Improve communications and
training on the system to help employees understand
the relationship and connection between
organizational goals and individual
responsibilities.

The system should incorporate the concept of
"Cascading," which is providing a 1link between the
organization's goal and objectives (strategic plan)
and individual responsibilities. Almost 85% of the
survey respondents indicated preference for a system
linking clear organization goals to individual
performance standards. Many of the private sector
companies contacted through the Benchmarking
exercise recognized the importance of linking
individual performance standards to the
organization's business plan and strategic
initiatives.
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The responsibility for implementing these changes
which are broad in scope and representative of a
change in organizational culture, as well as system
processes and procedures, must begin at the top of
the organization. Communications and specific
actions that support this new direction must come
from the Administrator and the Agency's senior
leadership team. This will help promote a change in
performance management philosophy, system procedures
and past practices among EPA employees. This change
effort should be supported by the Office of Human
Resources Management and other administrative
systems. The role of these resources would be to
provide various forms of communications and training
to inform employees and provide needed skills
development.

Obvious barriers to these changes would be current
Agency philosophy and past practices and procedures
that are in current use. A significant barrier to
making system changes are current regulations that
have been established based on legal requirements.
Obtaining demonstration authority from OPM to test
alternative approaches to performance management
would allow us to overcome this particular obstacle.
It would be difficult to identify a time frame for
completing such an initiative, but actions can begin
immediately to develop communications, policy and
needed guidance to implement changes.

1. Cost/Benefits/Success Measures

The benefit in doing this should result in
greater organizational effectiveness. If
the emphasis of the performance management
process is focused away from labelling and
award based performance appraisal
decisions we would anticipate the
following benefits:

¢ meaningful feedback being given to
employees that provides an effective guide
for continuous improvement in work
products and professional development

¢ improvement in the skills and ability of
supervisors to promote staff development
and receive feedback about their own
effectiveness and developmental needs

20
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¢ the energy of supervisors and employees
refocused on individual development,
future expectations and challenges, and
organization accomplishments

¢ improved customer service in response to
feedback from internal and external
sources

We can began to measure success when
employees inform us that this process
provides an effective tool for guiding and
developing them to perform their jobs and
managers share this same perspective. A
fixed cost can not be identified but
elements of implementing change would
include costs associated with development
and production of materials used to
communicate new policies and procedures,
as well as providing training for all
Agency employees and resource documents.
The possibility of contracting services to
assist in this process should also be
considered.
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VISION

Permits are issued only where necessary to apply tailored
or site-specific requirements. Permits, market incentives,
regulations, and voluntary programs are all used to control
and prevent pollution and improve environmental quality.
Systems are established that give real time, geographic
information on the status of each permit, permissible releases
to the environment, and incremental improvements in
environmental quality. Through electronic means, such as
bulletin boards or phone calls, permit applicants and
interested <citizens can get information on permit
requirements, technical information, or geographic/ecosystem
impacts of permits. The regulated community understands EPA's
permit process (including appeals) and priorities; and
acknowledges that permits are issued efficiently and
predictably. Permit writers are recognized by their peers,
management and the regulated community as achieving a standard
of excellence through completion of a core curriculum that
promotes technical expertise and public service. Permit
decisions are made on a targeted basis, considering sensitive
populations, environmental justice, and using tools such as
comparative risk or geographic approaches. Permits create
opportunities for pollution prevention, encourage innovation,
address cross media impacts, and facilitate enforcement.
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NATIONAL PERFORMANCE REVIEW

PERMIT STREAMLINING TEAM

EXECUTIVE SUMMARY

The U.S. Environmental Protection Agency (EPA) and its
State partners have traditionally used permits to regulate
facilities that discharge, treat, store and/or transport
pollutants. These permits have brought about substantial
reductions in pollutants released to the environment and
their use should be continued. However, the present permit
programs can be cumbersome and generally do not encourage
cross-media considerations or the use of innovative
alternatives, including new treatment technology and
pollution prevention. Whereas the permitting programs have
worked well in the past, the charge of the Permits
Streamlining Team was to identify opportunities for
improvement in the future.

Specifically, the characteristics of the current
environmental permitting process that should be considered
include:

+ Permitting procedures, including a large universe
of existing permit applications and renewal requests,
contribute to delays in processing and uncertainty by
the applicant and the surrounding community. Staff
turnover and lack of comprehensive training also
contribute to permit quality concerns.

+ The existing statutes and regulations often restrict
EPA and the States' ability to promote innovative
treatment technologies, pollution prevention
strategies, and market-based incentives.

+ Permits are typically media specific with little
information about the impact on other media
(e.g., the movement of pollutants from air to water)
or ecosystem protection (e.g., protection of airsheds
or watersheds).
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EPA, the States and some municipalities have created
a number of media-specific permits data bases which
are frequently incompatible. While these data bases
generate useful facility information, there is
little information on local environmental conditions
from which to make ecosystem or human health

risk determinations.

The Permits Streamlining Team recommends the

following major actions to address these concerns:

Standardize permit processes (applications, reviews,
appeals). Revise existing policies and regulations
governing permit issuance, as well as the appeals
process, to make them more efficient and effective
without compromising due process.

Revise the public participation procedures for
permits to encourage early input from affected
citizens.

In collaboration with the States, design a core
curriculum for each program for permit writer
training to retain and strengthen permit staff.
Also, seek input from industry on the design

of the curriculum. Create rewards and other
incentives for outstanding permit writing.

Establish a National Permits Clearinghouse as a
"one-stop" permits information and referral service
so industry and the public can contact one

place to obtain information about regqulations and
permitting requirements.

Amend statutory and regulatory authorities to enable
the Administrator to target permit issuance
opportunities for technology-forcing innovations,
cross media considerations, and pollution prevention
strategies. Work within existing statutes to create
opportunities and incentives for pilot projects.
Engage in pilot projects to test targeting proposals
as well as the feasibility and scope of permit fees.



PS 4

+ Issue permits only when necessary to apply site-
specific controls, and "permit" other facilities
by self-implementing regulations. Prioritize the
applicant universe and permit decisions according to
the human health risk, ecological risk, and
environmental justice factors.

» Prioritize EPA programs (data collection, oversight,
accountability, priorities) to emphasize improvements
in environmental quality as well as permit
programmatic goals.

- Develop and reorganize administrative systems in EPA
and the States to encourage coordination of the
various media permit programs. Integrate
significant permit decisions to provide for
more effective protection of the environment.

In addition, the Agency should continue to
investigate the feasibility of consolidated and
industry or pollutant-specific clustered permits.

» Modify existing environmental media-specific data
bases to make them compatible with the Geographic
Information System (GIS) approach to identifying
sensitive populations and geographic areas at risk
and measuring environmental trends.

+ Ask permits' stakeholders to identify other
remaining barriers in the permitting process.
Survey successful permitting programs outside of
EPA for ideas.

EPA and the States face a growing number of small,
diverse, decentralized sources of pollution. Each increment
of pollution control poses greater cost, technology and
enforcement challenges. Given this expanding universe of
permits, EPA needs to invest in, and improve its existing
permit programs if it is going to be successful in its
efforts to further identify and reduce environmental risks,
protect human health, foster pollution prevention, and
encourage ecosystem protection.
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BACKGROUND

Historically, EPA and its State partners have relied
heavily on permits (often as mandated by Congress) as the
primary vehicle to achieve environmental protection by
prescribing the level of protection that must be achieved.
The permit sets forth the limitations within the parameters
established by the statutes for pollution discharges and
handling of hazardous wastes. Permits may be general or
specific. General permits specify exactly what a class of
facilities is required to do (e.g., the dry cleaning
industry or the pulp and paper industry). General
permits are used when it is impractical and/or unnecessary
to issue specific permits for each facility, e.g., numerous
small facilities with similar operations. Individual
permits specify exact operating conditions for a given
facility and are often site specific. Permits also provide
a strong basis for any subsequent enforcement action to
ensure that limits are met and protection achieved.

While this strategy has succeeded in controlling
sources of pollution from large, centralized facilities, the
permitting universe has expanded to include many small,
diverse, decentralized sources of pollution (e.g., storm
water discharges). Thus, EPA must modify its permitting
processes to address these new challenges.

Currently, EPA and the States are responsible for
processing close to a million permits. EPA has annually
budgeted over 1,000 positions (most of which are located in
Regional and field offices) and several hundred million
state grant and contract dollars to conduct permit
activities. Despite this resource investment, it is not
always possible to make permit decisions or reissue permits
in a timely manner. As a consequence, permit issuance can
appear slow and inefficient. Excessive paperwork
requirements add to the administrative burden at both the
State and Federal level and can create a real backlog in the
permit process. Depending on the type of permit, the time
it takes from application to issuance may range from one
month to two years. If an applicant appeals a permit
decision, lengthy public hearings may add to the time it
takes for issuance of a permit.

Given the large volume and kinds of permits requiring
processing, neither the Agency nor the States can
effectively or expeditiously address the current universe of
permit applications needing attention. Since a permit may
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not always be the best method for achieving environmental
protection and risk reduction, it is essential to
prioritize, group, and target permitting activities
according to types of facilities, geographic location, and
the nature of the required permits.

ESTIMATED UNIVERSE OF FACILITIES REQUIRING PERMITS
(as of July 1993)

STATUTE CATEGORY WITHIN STATUTE NUMBER
NPDES Major and minor dischargers 65,000
Facilities covered by general 10,000
permits 100,000+
Industrial storm water 20,000
NPDES/sludge
AIR Title V (projected) 350,000
New Source & Modified 40,500
per
year
RCRA Operating 2,425
Post Closure 1,834
1) { Class 1 514
Class 1! 161,204
Class 1] 34,026
Class V 208,600
Total for all Classes 404,344
TSCA PCB Disposal 53

*The Class V rule is currently under development and the permit number is
likely to change significantly as a large number of wells will likely
close instead of applying for permits.

As more States receive program delegation and the
permitting processes become established, the EPA/State
partnership is evolving. States have indicated that it
would be more appropriate for EPA to focus on technology
transfer, rather than state oversight. These States would
prefer more flexibility, along with the delegated authority,
to carry out their program responsibilities.

Furthermore, the lack of an integrated data base in the
States or Regional Offices of EPA make it