
Implementation and Operation 
of an EMS in a manufacturing 

environment



Workshop Agenda

• Background – introduction to New Thames 
paper mill, environmental issues and 
legislation and the importance of EMS. 

• Implementation of the EMS – pitfalls and • Implementation of the EMS – pitfalls and 
successes.

• Operation of the EMS – how to keep it 
going.

• Incorporating change – how to add new 
standards and cope with business 
changes.



Introduction to New Thames

• One paper machine and 
recycling plant in Kent.

• Capacity of 225,000t of 
paper per annum 

• Produce around 95 
million sheets of copier million sheets of copier 
paper per day!

• Recycles 180,000 tonnes 
of waste paper per year, 
enough to fill 5 Albert 
Halls!

• Employs 300 local 
people.

• Paper making in “current 
form” since 1974. 



Environmental Issues facing the 
paper industry

• Wood procurement – sustainability/legality
• Pulps – early 1990s dioxin concerns
• Water use and emissions• Water use and emissions
• Energy use and emissions – climate 
change
• Chemical usage 
• Waste production and use



Paper industry strongly legislated 
on environmental issues 

• 1995 IPC (Integrated Pollution Control) 
due to release of certain substances.

• 2000 IPPC (Integrated Pollution 
Prevention Control) as thought of as 
“highly” polluting industry.“highly” polluting industry.

• 2000 Climate Change Levy as intensive 
energy user.

• Duty of care for waste. 



Environmental Management

• Certified to ISO 14001 since 
1996 (BS7750 before that!)
• Certified to EMAS since April 
2004.2004.
• Produce Paper Profiles for all 
products
• Certified to FSC and PEFC 
CoC since December 2005.



Implementation of the EMS –
production of system

• Many different “designs” have been used!
• First attempt at an EMS followed clauses 

in the standard and was paper based.in the standard and was paper based.
• Although easy to audit it did not fit the 

business needs.



EMS Implementation –
issues/opportunities!!

• Development of a system to meet the 
business needs.

• Employee and management engagement.
• Ownership of procedures and actions.• Ownership of procedures and actions.
• Completion of internal audits.
• Needed a system requiring minimal 

updating and easy to incorporate change.  



Implementation of the EMS –
production of system

• System now is web based and available to 
all employees.

• Called Business Improvement System.
• Easily maintained – no names are used, • Easily maintained – no names are used, 

structures are described centrally. 
• Documents are hyperlinked from the main 

menu.









Implementation of the EMS – using 
the  system

• All departments are responsible for their 
own procedures.

• All departments are now responsible for 
completing their own actions.completing their own actions.

• Actions completed and outstanding 
actions are reported at monthly 
management meetings. 



Internal audit improvements
Department Jan Feb Mar Apr May Jun Jul Aug Sep

Production 4 4 3 3 3 3 10 10 9

Conversion 2 2 2 1 0 0 0 0 0

Engineering 5 12 12 12 12 12 13 14 14

Finance 10 9 9 8 8 8 8 8 8

SCC 5 4 1 1 0 0 0 0 0SCC 5 4 1 1 0 0 0 0 0

GEL 3 4 3 3 3 3 3 3 3

HR 3 1 1 1 1 1 1 1 1

Technical 93 99 99 58 59 54 78 69 65

Total 125 135 131 87 86 82 113 105 100

Green number indicates no actions over due

Red number indicates at least one action over due



Implementation of the EMS – using 
the system

• Many methods employed to ensure 
completion of internal audits on timely 
basis.

• Many variations of audit plans.• Many variations of audit plans.
• Many discussions on auditor incentives.
• Many discussions on numbers of auditors 

required!



Implementation of the EMS – using 
the system

• Auditors grouped in pairs.
• Five pairs to cover 17 audits.
• Tried to obtain auditors from all areas of the 

operation.
• Audit schedule on a quarterly basis.• Audit schedule on a quarterly basis.
• Progress reported at monthly management 

meetings – auditees and auditors exposed!!.
• Completion of audits used as part of bonus 

structure.
• Auditor meetings.



Audit Schedule 2008
Audit Area Category Auditors Audit No. Due Date

previous 
month

actual 
month

Finance DepartmentalAW/AW 2008-01 December

Human Resources DepartmentalCB/GY 2008-02 June

Production DepartmentalKC/DH 2008-03 December

Engineering DepartmentalAW/JR 2008-04 November

RCF DepartmentalAW/AW 2008-05 June

Conversion DepartmentalCB/GY 2008-06 November

Technical DepartmentalKF/SP 2008-07 October

SCC DepartmentalKC/DH 2008-08 October

Waste (including packaging) Legal KC/DH 2008-09 March

IPPC (including training) Legal AW/JR 2008-10 March

Energy (including CCA, EU ETS) Legal KF/SP 2008-11 June

Chain of custody (CoC) System AW/AW 2008-12 October

ISO 14001:2004 System CB/GY 2008-13 October

ISO 9001:2000 System KF/SP 2008-14 March

EMAS (including paper profiles) System KF/SP 2008-15 December

Colombier Supplier CB/GY 2008-16 March

Eco-Oil Supplier KC/DH 2008-17 June

complete
in progress
cancelled



Implementation of the EMS – using 
the system

• Different techniques used for engagement of 
personnel across different levels and areas.

• Management reduced costs, increased brand 
image, fear of prosecution.

• Department managers reduced costs • Department managers reduced costs 
(protection of their precious budgets!!)

• Shop floor improved 
local environment. 



Operation of the EMS –
issues/opportunities!

• How to keep it going ensuring continual 
improvement.

• How to ensure it still enhances/ delivers 
benefit to the organisationbenefit to the organisation

• How to maintain interest/commitment  
• How to maintain the EMS so it suits all 

auditors (CBs and regulators).



Operation of the EMS

• Continuation of monthly reporting and 
emailing actions to department managers. 

• Elements picked out for highlighting in 
PulsePulse

• Notice boards and quizzes
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The Waste Problem

Why is waste a problem?

When something is thrown away we lose the natural resources associated with that product. We also 
lose the energy and the time taken to create it in the first place. We cannot carry on utilising the earth’s 
resources and throwing them away indefinitely. In other words it is not sustainable.

The rubbish we throw away impacts on our environment. The material that we landfill releases 
greenhouse gases including carbon dioxide but also methane (23 times worse as a greenhouse gas 
than carbon dioxide). We use energy and resources to deal with waste (such as fuel for large trucks to 
transport it). We also release into the environment harmful leachate (liquid resulting from waste) which 
can find its way into our water courses.
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There are many ways we can manage our waste and the effects it has on our environment. To 
decide what the options are and how we should treat our rubbish the Waste hierarchy is a good 
guide.
Reduce – avoid or minimise generation of waste in the first place.
Reuse – one person’s waste is somebody else’s useful item!
Recover – this includes recycling, composting and incineration (energy recovery).
Disposal – last resort but dispose of rubbish correctly!



Waste at Home

The majority of waste is household waste .

The Government’s main approach to tackling waste is to encourage 
recycling. 
Recycling  rates have been increasing steadily over the last few years.

24% of household waste was recycled in 2005/6 and Defra have a 
target to achieve 30% by 2010.
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Waste at Work

M-Real landfill vs recycled
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We generate over 400 tonnes of general 
waste as a mill every year. We try to recycle 
as much as possible. This includes 
materials such as wood, paper, end caps, 
cores, cardboard, plastic cups, drinks cans, 
and printer cartridges.

How can you help?

1. You can help by ensuring the correct waste 
goes into the correct skip and all waste is 
segregated properly.

2. Help by minimising as much as possible 
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2. Help by minimising as much as possible 
the amount of waste generated

3. Help by recycling or ensuring recycled 
waste is segregated properly (e.g. do not 
put drink cans into the general waste).

4. Help by reporting any problems regarding 
waste that you spot on site to the 
environment team

5. Help by contacting the environment team if 
you have any ideas to help

Andrew Wheeler extn 4565

andrew.wheeler@m-real.com



Legal requirements
We are bound to manage our waste by legislation…

• The Directive on Waste (75/442/EEC, as amended by Directive 
91/692/EEC) 

• Directive on Batteries (91/157/EEC & 93/86/EEC) 
• Hazardous Waste Directive (91/689/EEC) 
• Packaging and Packaging Waste Directive (94/62/EC) 
• Directive concerning Integrated Pollution Prevention and Control 

(IPPC) (96/61/EC) 
• Directive on the Landfill of Waste (1999/31/EC) 
• End of Life Vehicles (ELV) Directive (2000/53/EC) 
• Waste Incineration Directive (2000/76/EC) • Waste Incineration Directive (2000/76/EC) 
• Waste Electrical and Electronic Equipment (WEEE) Directive 

(2002/96/EC)

Question time!

1. Approximately how much paper and cardboard is recycled in the Uk by percentage?

2. What material of the following list is classed as hazardous waste – oil, plastic, wood or 
paper?

3. What is the best way to deal with rubbish?

Don’t forget any questions about waste please contact Andy Wheeler - 4565
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Operation of the EMS

• Very clear as to how we believe the EMS 
works and how we have translated 
legislative requirements into it eg legislative requirements into it eg 
obligation for all employees to be familiar 
with IPPC permit.

• Production of the dashboard to monitor 
progress to objectives and targets.





Incorporating Change

• EMAS “extra clauses” 
added into BIS.

• EMAS separate 
environmental statement 
produced. 

• CoC procedures kept • CoC procedures kept 
separate and hyperlinked 
from the main menu. 

• MCERTS procedures 
kept separate and 
hyperlinked from the main 
menu.



Incorporating Change

• Change in production – more complex.
• Extra information required to comply with 

IPPC permit.
• New responsibilities.• New responsibilities.
• New procedures.
• New culture!
• Change of scope audits planned for early 

December. 



Summary

• Produce an EMS to 
suit business.

• Continue to reinforce 
the message.

• Use different • Use different 
techniques to engage 
personnel with 
different interests.

• Change the system to 
suit changing needs. 


