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Module 11. From RECP to EMS

ÅElements of an environmental management system 

ÅInitial environmental review 

ÅEnvironmental objectives in the framework of the environmental policy

ÅSetting environmental targets and establishing an environmental programme



What is an EMS?
An EMS controls all activities of the organization 
with environmental impact through 
responsibilities, tasks and procedures.

Å Context of the organization: Who are the 
stakeholders?

Å Leadership and Environmental policy: Where do we 
want to go?

Å Planning - check environmental impacts: Where are 
we?

Å Planning - Environmental programme and targets: 
Where are we going? How much?

Å Support, Operation - Environmental management 
system: How are we getting there? 

Å Performance evaluation - Audit: Are we on the right 
track?

Å Improvement: Correct and improve



Benefits of an EMS for a company



ISO 14001:2015 –Continuous improvement
Plan-Do-Check-Act

Plan: Understand the context of the organization, 
establish environmental objectives and processes 
to deliver results, understand risk and 
opportunities and determine the support required 
to achieve the outcomes required.

Do: Implement the processes as planned to 
include operational planning and control 
and emergency preparedness and response.

Check: Monitor, measure and 
evaluate environmental 
performance.

Act: Take actions to continually improve to 
include addressing non conformity

Source: ISO 14001:2015 
Environmental Management 
System Implementation Guide. 
Nqa. UK





Environmental team

Identification, evaluation 
and implementation of 
options requires 
contributions from different 
parts of the organization
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basic, decisions, 
definition of 
responsibilities, 
approval or resources

Detailed knowledge 
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equipment

Providing of 
Input/output 
data

Detailed knowledge 
of the production 
equipment 
frequent errors



Initial environmental review

Analysis of environmental aspects and impacts

Aspect:

Åά9ƭŜƳŜƴǘ ƻŦ ŀƴ organization's activities or products or 
services that can interact ǿƛǘƘ ǘƘŜ ŜƴǾƛǊƻƴƳŜƴǘΦέ

Impact:

Åά!ƴȅ ŎƘŀƴƎŜ ǘƻ ǘƘŜ ŜƴǾƛǊƻƴƳŜƴǘΣ ǿƘŜǘƘŜǊ ŀŘǾŜǊǎŜ ƻǊ 
beneficial, wholly or partly resulting from an 
ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ŜƴǾƛǊƻƴƳŜƴǘŀƭ ŀǎǇŜŎǘǎΦέ



Initial environmental review
Å Objectives:

Å Collection of all relevant data (material and energy flows by volume, costs and 

risk)

Å Evaluation of aspects according to their specific environmental importance

Å Definition of company-specific problems in the scope of the environmental policy

Å Setting priorities for possible improvement



Procedure for the assessment of 
environmental impacts

ÅSite inspection

ÅMaterial and energy analysis

ÅGap analysis

ÅRisk assessment

ÅLegal compliance



Assessment: Material and energy analysis

ÅIdentification of 
material and energy 
losses due to 
inefficiencies

ÅIdentification of toxic 
or environmentally 
hazardous substances

ÅBalance scheme



Objective and Targets

ÅSpecific

ÅMeasurable

ÅAchievable

ÅRealistic

ÅTime-related

Targets 
should be

Environmental objectives are goals that you would like to meet in the 

future.

Targetsare the means for providing verifiable evidence that you have 

actually met the objective.

Examples of environmental objectives:
Å Minimize raw material use.
Å Minimize releases of air contaminants to the environment.
Å Comply with all applicable environmental laws.
Å Use recycled products where feasible.
Å Stop purchasing chemicals that contain carcinogens.

Examples of environmental targets:
Å Reduce sanitary waste from routine operations by 25 % by 2014, using 

a 2005 baseline.
Å Recycle 45 % of sanitary wastes from all operations by 2014 and 50 

percent by 2020.
Å Reduce fleet petroleum consumption by 20 % by 2014, using a 2000 

baseline.



Organization



Opportunities for RECP service providers:
- Training program on specific subjects to support the EMS implementation.
- Technical assistance for option implementation and monitoring
- Second RECP run to achieve targets.
- Feasibilities studies to access green credits







The tasks of an RECP 
auditor

Training

Planning

LearningOption 
identification

?
Continuous support



Supporting information from the EMS 
online training

ÅSample of Environmental Management System Manual (table 
of content)

ÅExamples of EMS manuals:

ÅCS Energy

ÅJamaica Social Investment fund.

ÅEMS Questionnaire 

ÅGEMI ISO 14001-2015  self assessment check list



Available tools to support RECP 

assessments and reporting 

process



Supporting tools available for the RECP assessment 
at company level

ÇSet of factsheets aimed at supporting 
experts preparation for developing the 
RECP assessment.

ÇSupporting tools provide hints and 
methodologies to carry out some of 
the key steps of the RECP assessment 
cycle.

ÇNot obligatory as they are not 
Deliverables, they are methodological 
support that contributes to successful 
results.

ST- 1 Organization
ST-2 Pre-assessment checklist
ST-3 Environmental policy 
drafting
ST-4 Root cause diagnosis
ST-5 Checklist for RECP 
measures generation



Supporting tools available for the RECP assessment 
at company level

ST1 - Organization: Factsheet that provides an 

overview of relevant elements to be considered 

during the planning and organization phase of an 

RECP assessment:

Å How to conduct a kick-off 
meeting with the top 
management.

Å Formal delegation of the RECP 
team.

Å Template for preparing the 
assessment work plan.

Å Key meetings to hold with the 
company RECP team. 

Å Definition of training and 
awareness-raising plan for the 
ŎƻƳǇŀƴȅΩǎ ǎǘŀŦŦ 

Our project 
does not 
have group 
training 
activities!

1





Relevant meetings with the RECP Team 

1st in-house working 
meeting: 

Validation of Priority Flows 
and Focus Areas based on 

pre-assessment results

2nd in-house working 
meeting:

Drafting /revising  the 
Environmental Policy

3rd in-house 
training/working meeting:

Discussion of findings and 
preliminary option 

generation

4th in-house working 
meeting: 

Presentation and validation 
of the RECP assessment 

draft final report  with the 
company team



Supporting tools available for the RECP assessment 
at company level

ÇST2 ςPre-assessment checklist

ÇST-3 Environmental policy drafting
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ST2 ςPre-assessment checklist: provide a framework of possible questions and remarks 

that help advisors to understand the processes and identify where to look for areas with 

improvement potential or control requirements during the first walkthrough.

Categories of the checklist:

1) Materials:
Å RAW AND AUXILIARY 

MATERIALS
Å PACKAGING
Å OPERATING MATERIALS 
Å CHEMICAL MANAGEMENT

3) Products and by-products
4) Waste:
Å WASTE GENERATION
Å HAZARDOUS AND TOXIC 

WASTES
Å WASTE TREATMENT AND 

DISPOSAL 
4) Water:
Å METERING
Å CLEANING AND RINSING
Å COOLING 
Å BOILER
Å LAUNDRY
Å TOILETS/URINALS/SHOWERS

5) Wastewater 
6) Electricity:
Å AIR COMPRESSOR
Å COMPRESSED AIR SYSTEM
Å REFRIGERATION UNITS
Å COOLING ROOMS
Å AIR CONDITIONING
Å VENTILATION
Å OTHER MOTORS
Å LIGHTING
7) Thermal energy:
Å BOILER 
Å STEAM DISTRIBUTION 

SYSTEM  Recommendation:
Go through the checklist and 
select those questions and 
categories that might apply to the 
ŎƻƳǇŀƴȅΩǎ ǇǊƻŘǳŎǘƛƻƴ ǇǊƻŎŜǎǎ ǘƻ 
prepare your own checklist!

ST2

Tools/ST-2 Pre-assessment checklist.docx


ST-3 Environmental policy drafting: Companies could either have an environment-related or 

quality system-related policy, or be in an early stage without any development of a management 

system in these subjects. The objective of this tool is to provide elements to guide the environmental 

policy definition in both cases.

SECTION A ςMethodology for Drafting an Environmental Policy Statement



ST-3 Environmental policy drafting: Companies could either have an environment-related or 

quality system-related policy, or be in an early stage without any development of a management 

system in these subjects. The objective of this tool is to provide elements to guide the environmental 

policy definition in both cases.

SECTION A ςMethodology for Drafting an Environmental Policy Statement

SECTION B ςRevising An Environmental Policy Statement
Å Stakeholder analysis
Å Check list for revising or upgrading an existing policy documentbased on 

ISO 14001 principals

Recommendation:
Try to engage the company team in the elaboration or updating of their 
environmental policy to incorporate RECP principles. The ST3 tool can be hand 
over to the team for their own application. RECP inclusion as part of the 
ŎƻƳǇŀƴȅΩǎ ōǳǎƛƴŜǎǎ ǎǘǊŀǘŜƎȅ ƛǎ ǊŜƭŜǾŀƴǘ ŦƻǊ ŀŦǘŜǊ-project continuity of RECP 
practices.



Supporting tools available for the RECP assessment 
at company level

3

ÇST-4 Root cause diagnosis

ÇST-5 Check list for RECP measures



Supporting tools available for the RECP assessment 
at company level

ST-4 Root cause diagnosis: This tool outlines methodological steps for conducting a root 

cause analysis(cause-effect).

Recommendation
Advisors can lead 
brainstorming sessions during 
in-company meetings (one or 
more sessions according to the 
company size and context).



ST-5 Check list for RECP measures:questions or statements aimed at generating ideas for 

change and improvement of process. 

Recommendation
Try to apply principles listed in 
the checklist to processes/areas 
under evaluation to generate 
new ideas. If possible, select 
some principles and run this 
exercise with the company team 
in brainstorming sessions. 



Technical references

Tools related to RECP methodology and in-plant-

assessment reporting were elaborated based on the 

RECP cycle and concepts using the following sources 

published by UNIDO and other partners:

ÅUNIDO CP toolkit
ÅIndustrial training handbook: PRE-SME ς

Promoting Resource Efficiency in Small & 
Medium Sized Enterprises. UNEP ςUNIDO, 2010
ÅTEST guidelines: An integrated approach for 

Sustainable Production in the manufacturing 
sector. UNIDO, Switch MED, EU. 2019.



Report templates defined for the project

Ç General templates to report the RECP assessment 
and its supporting documentation.

Ç Templates correspond to the project Deliverables at 
company level.

Ç Templates are comprehensive to cover all potential 
resources streams in industry. So, they have to be 
adapted to each company case by the experts as 
not all resources are analyzed at the same depth.

Please, adapt templates and formats to each company 
context, technical scope defined for the specific RECP 
assessment, and the expert criteria. 



Report templates defined for the project

RECP assessment 
phase

ωRT-2 Data collection 
templates

ωRT-3 RECP in-plant-
assessment report
template

ωRT-4 RECP in-plant-
assessment report 
summary

Consolidation of 
result from 

assessment phase

ωRT-1 RECP 
assessments results 
data base

ωRT-5 Business case 
template

Monitoring phase

ωRT-6 Monitoring 
results template ς
per visit (Excel)

ωRT-7 Final 
monitoring report 
(Narrative)

Consolidation of 
results from the 

monitoring phase

ωRT-8 Monitoring 
results data base

Approx. 6 months 2 months 12-15 months 2-3 months

Results data bases are consolidated by the NIP



Approx. 6 months 2 months 12-15 months 2-3 months

RECP assessment 
phase

RT-2 Data collection template

Ç Excel tool aimed at organizing data collection of 
materials, water and energy consumptions at 
company level (input/output)

Ç It provides a sequence of tables to collect data 
following initial assessment steps and tables to 
organize material and water balance data, and 
energy users inventories for further analysis.

Ç Specific indicators on Energy tariff and CO2 
emissions have been included for Armenia. 

Filling-in of the data should be adapted to each 
company case, as not all tables will suit all process. 
However, the tool aims to give the overview on the 
main steps of the assessment data collection as 
guideline.



Approx. 6 months 2 months 12-15 months 2-3 months1. 
Company 

profile

It collects basic information of the company such as 
sector, main products, size, employees, markets, and 
certifications, in order to provide the company context. 
Based on ISIC v4.

2. Training 
log

It presents a summary of the training activities where the 
companýs staff has participated during the RECP project. 

3. 
Production 

process 
and areas

Drawhere the process flow chart, identification of inputs 
and outputs along the process, the company areas, and 
its layout. Flow chart and areas are only expected for 
those process and facilities that are part of the RECP 
assessment. 

RT-2 Data collection template - content

1

3

2



Approx. 6 months 2 months 12-15 months 2-3 months

4. I-O Analysis

This worksheet collects physical and economic values of all inputs and outputs at the 
company system boundary as an important step of the pre-assessment phase. All material 
and energy streams and its costs are recorded from the company book-keeping, as inputs 
(purchases of flows that entrance to the company) and outputs (management or treatment 
costs of waste and emissions that leave the company). The tab facilitates the identification 
of the Non-Product Outputs (NPOs).  

RT-2 Data collection template





2 months 12-15 months 2-3 months

RT-2 Data collection template

5. KPI

Calculation of Key Performance Indicators selected by the advisory team, based on 
quantification of Inputs and Outputs recorded in Tab 4. The worksheet also includes a 
comparison with benchmarking indicators that the advisory team identifies to estimate the 
overall potential of improvement.



2 months 12-15 months 2-3 months

RT-2 Data collection template

6. Production
It collects production values detailed by months and products that could be 
needed for the rest of the analysis. Recording period ofproduction values 
could be different in each company, so the table should be updated.

7. Material 
Balance

This worksheet presents the detailed material balance of priority areas or 
processes selected by the advisor team. Data to be included in these tables 
results from more in-depth researching and monitoring developed during 
the assessment to calculate material flows where needed. Therefore, other 
calculation sources elaborated by the team will support this information.

8. Water 
Balance

This worksheet follows the same approach that tab 7, but for water flows, to 
submit the water balance where applicable.

7

8



RT-2 Data collection template

9. Energy 
Consumption and 

GHG

It collects the energy consumption by energy sources, bills features, and the CO2 emission estimates 
associated with energy sources.

10. Electricity Users
It presents the distribution of electricity consumption and its calculation basis by users to identify 
priority systems for more detailed energy efficiency analysis.

11. Thermic energy 
users

It presents the distribution of thermal energy production by sources, as well as thermal energy 
consumption by heating users, to identify priority systems for more detailed energy efficiency analysis.

9 Specific indicators for Armenia
10 Electric user inventory

Level of detail to obtain 
energy distribution will 

depend on each case

RT-2

Tools/RT-2 Data collection templates-Armenia.xlsx


Approx. 6 months 2 months 12-15 months 2-3 months

RT-3 RECP in-plant-assessment report template

The template comes with some examples and tables 
extracted from RT2-Data collection templates to 

illustrate the content of some headings. This should 
be updated to the analysis selected by each expert 

team for the company under assessment



Other reporting tools

RT-5 Business case template

RT-6 Monitoring results 
template ςper visit (Excel)

RT-7 Final monitoring report 
(Narrative)

Summarize results obtained by companies for 
communication purpose. It includes gathering 
interviews briefing to document perceptions of 
participant companies.

Excel format that collects progress on the RECP action 
plan implementation. It takes the plan from the 
assessment report to document real savings, 
investments, barriers, challenges, etc. It will be 
updated after each monitoring visit (every 6 months 
approx.)

Narrative report of the final monitoring phase, 
documenting level of implementation, final results, 
lessons learned, barriers and next steps.



Group 1:
Use the Input/Output Analysis table (4. I-O Analysis) 
of the άw¢н -5ŀǘŀ ŎƻƭƭŜŎǘƛƻƴ ǘŜƳǇƭŀǘŜέto organize 
information and take notes on main observation and 
conclusions

The Happy Beer Factory

Group # 2:
Use tab 5. KPIof the άw¢н -5ŀǘŀ ŎƻƭƭŜŎǘƛƻƴ ǘŜƳǇƭŀǘŜέto identify the key 
performance indicators that can be relevant for this company: 
Å List the indicators needed and identify the measurements units 
Å Calculate those for which the information is available from the overview 

provided in Exercise 1 
Å Select the benchmarking indicator that can be used 
Å Identify % of potential improvement based on comparing current KPI and 

benchmarking indicators



Gabriela Cordoba 

UNIDO - RECP Expert 
g.cordobasandoval@unido.org 

THANK YOU

mailto:Nune.harutyunyan@rec-caucasus.org

