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WARNING!

APPLYING THE GUIDANCE IN THIS DOCUMENT CAN LEAD TO                    WORLD CLASS WORST PRACTICE

To err is human.  We all make mistakes but the most successful companies learn from them.  This ‘worst practice’ guide is intended to help you learn from the mistakes that others have made, so that you can identify and avoid them. Alternatively, you could follow all the guidance and really mess up!
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INTRODUCTION
This Guide is based on a presentation given at ENVEC 2002. The material draws on the observation of real organisations. However, none are mentioned by name and no inference should be made to any real organisations.

Before using the guide there are three key messages.

· 1. Worst practice is the synergistic combination of many elements of bad practice

Having just one or two elements of bad practice does not lead to worst practice status. What you need is to have a range of bad practices that can ‘support’ and ‘multiply’ each other.

· 2. Worst practice doesn’t just happen

Just ignoring things won’t always deliver worst practice. Sometimes doing nothing is worse than doing the wrong thing! It can be argued that often the reason for doing nothing is a failure on the part of the organisation to do the right thing in identifying the risks and opportunities facing the organisation. A good measure of ignorance is always helpful if you are seeking to attain worst practice status.

· 3. To be really bad you need to work at it!

Many organisations can recover from the odd element of bad practice. To achieve legendary worst practice status you need to exceed expectation in a number of areas!

The key areas are explored in the following nine sections.

1. POLICY

A policy statement is a basic requirement of any environmental management system. It is a requirement of ISO14001 to have one; it is also a requirement of the Qualitative Requirements of Climate Change Agreements. We could choose not to have a formal policy, but why do this when by having the wrong policy implemented in the wrong way we can make great steps in the direction of worst practice!

· Don’t spend too much time developing a policy, copy one from another company

It happens to be good practice to review the policies of other organisations when developing a policy statement for an organisation. Ideally, the policies reviewed should relate to a similar type of organisation. In a recent series of Envirowise/Action Energy workshops delegates were given the policies of six actual organisations to review (five were certified to ISO14001). The delegates found the quality to be mixed and in some cases the policies did not even meet the needs of ISO14001. So just because a policy is published it doesn’t mean it is any good. In the early days of environmental policies it was easy to spot the ‘copied’ policy as often the exact wording was retained and only the company name changed! By copying a policy from another organisation (or text book) you can achieve the following:

· Use of terminology that is ‘alien’ to your organisation

· Recycle the mistakes of others

· Set unrealisable objectives

The setting of unrealisable objectives can also be achieved by simply trying to impress your customers. If you promise high you will be expected to deliver high.

· Ensure that nobody ‘owns’ the policy

For a policy to work it needs to be ‘owned’ by as many people as possible. This can be achieved by processes such as consultation, brainstorming, review and awareness raising. But we can avoid all of this by simply issuing the policy document (even better if it is someone else’s policy!).

· Make the policy statement as long as possible

I have made this letter longer than usual, only because I have not had the time to make it shorter -  Blaise Pascal, Provincial Letters

Drafting a good short policy statement requires effort and understanding. The longer the statement usually the less effective it is. In the author’s experience the longest ‘policy’ was over 40 pages of A4. This was not so much a policy but a set of procedures. So to save time and promote bad practice don’t worry about the length of the policy - and don’t forget, the longer it is the more chance of building in errors and traps!
2. RESOURCES

The well informed know that effective environmental and energy management will give impressive returns on the resources (time and money) used. However, those that view environmental issues as ‘red tape’ and additional costs will seek to allocate as little as possible to these issues. Arguably, the key to environmental management is people. Although some technology may be involved – it is people that make environmental management work.

· Give environmental responsibility to overloaded, lower level, employees

This approach has many benefits for bad practice.

· The overloaded person may not identify the best options

· The maintenance of a reactive, rather than a proactive, approach

· The possibility for senior management to overrule any actions taken

· The inability of the job holder to influence senior management

· The giving of a clear message to all employees that environmental issues are not a high priority for the organisation

· Alternatively give environmental responsibility to a senior management environmental sceptic

· This gives the external appearance that the company has taken a high level commitment

· However, by using all their management and political skills the ‘responsibility holder’ will ensure that as little as possible changes. One technique they can use is to delegate work to overloaded, lower level, employees!
3. MEASURING AND MONITORING

It is often said that you cannot manage what you cannot measure. All environmental programmes need measurement and the measurements need to be monitored and used to manage effectively. Measurement and monitoring is such an important issue in environmental management that really bad practice will require appropriate effort in this area.

The key worst practice guidance here is to:

· Measure as little as possible

Measuring takes time and effort, so start by trying not to measure anything. If this gives problems look at measuring the simplest things possible and extrapolate all performance on that (failing a credible reading, simply make up figures to suit!)

· Monitor everything that moves

To excel at bad practice it is far better to measure and monitor absolutely everything. Not only will this take time and money, it will ensure that you do not have any time to take any effective action. This approach can give you two bad practice conditions – data overload and analysis paralysis.

· Rely on estimated readings

Estimated readings are not uncommon in the supply of natural gas. The only conclusion you can draw from an estimated reading is that the meter has not been read. The algorithms used to calculate estimated readings can produce varied results, particularly where consumption is not steady. For bad practice use these readings and ensure they are not marked as such – you don’t want anyone questioning them!

· Don’t spend time on understanding the collected data

Having spent time and money on collecting data – don’t spend time analysing or understanding it. In this way you can use as much raw data as possible in reports to other people. As these people won’t be able to understand the data they will be unable to make any positive contribution. With any luck you will also manage to alienate them and make them believe that the whole thing is too complicated for them!
4. INTEGRATION

Many people practise environmental (and energy) management as a stand alone activity. This can be particularly beneficial to bad practice.

Two key issues for worst practice here are:

(i) Avoid making links with any other business issues

It really helps bad practice if the organisation can view environmental activity as being about avoiding regulation and additional costs. Be very careful about letting anyone know that effective environmental management reduces costs and that addressing environmental issues can lead to marketing opportunities.

(ii) Isolate environmental activity so that the organisation can ignore it

Activities that are fully integrated are difficult for an organisation to ignore or discard. Isolating environmental activity can aid bad practice in a number of ways. A particularly effective bad practice approach is to both isolate environmental activity and make it the responsibility of a single person who is close to retirement. Then when they retire no one knows what is going on! Alternatively, a restructuring can make the environmental person redundant!
5. MINIMISE

Waste minimisation is a key environmental activity. However, for bad practice we need to minimise effort and commitment! In today’s high workload environment it is not difficult to get people to sign-up to a minimalist approach – after all it appears to be in their best, short term interest.

· Do as little as possible to meet external requirements

Bad practice environmental management is driven by only external requirements – not internal aspirations. So the approach to be taken here is to identify the barest minimum that needs to be done. For example, if you can satisfy a customer by simply giving them a copy of a policy statement – do just that – but no more. (Even better if it is a copied policy!)

· CATNAP and CAT

Under Integrated Pollution Control the Environment Agency required BATNEEC – Best Available Technique Not Entailing Excessive Cost. The bad practice approach to this was Cheapest Available Technique Narrowly Avoiding Prosecution. Now under IPPC BATNEEC has been replaced with Best Available Technique (BAT). So bad practitioners only need to use CAT – Cheapest Available Technique! By taking the minimum option you will always be behind best practice.

· Buy the badge

Despite your best efforts, you have a customer who requires you to be certified to ISO14001. The solution here is to use a consultant - not one of the good ones! Your instructions will simply be we want an EMS –but we want it as soon as possible and we want to change as little as possible in what we do. You may also need to do some research to find a certifying body that will not ask too many questions.
6. PLANNING

Environmental management is like any other management technique. It needs structure and it needs planning. So if we are to excel in bad practice we need to know how to tackle planning issues.

Key worst practice guidance:

· Avoid planning if possible

“We haven’t got a plan, so nothing can go wrong!” Spike Milligan. Effective planning means identifying all the relevant issues and working out how to address them. This is clearly an increase in work load – so do the minimum. Another bad practice advantage of not having a plan is that you avoid checking on progress.

· Use as short a timescale as possible

The use of short timescales is a useful bad practice tool. It can have the following effects:

· The short time scale demotivates people so they don’t bother doing anything – set a target that is too ambitious so that most people do nothing.

· Setting a short time scale avoids looking at long term issues - it will certainly help avoid sustainability and all that goes with that!

· Short time scales can also drive you to spend money that could be avoided.

· If you make plans, make them all drafts

When you do make plans, don’t finalise them. In that way you can adjust the plan to match actual performance. Ideally, the drafts should be awaiting input from others – that way it is not your fault they are not final.
7. INVESTMENT

Much good practice can be achieved without investment. However, at some point investments need to be made to maximise the possible returns. For bad practice the real challenge is to either invest money in the wrong things or not invest it all. With a little effort you can achieve both of these.

An interesting quote on spending comes from John Ruskin:

It is unwise to pay too much, but it is worse to pay too little. When you pay too much you lose a little money, that is all. When you pay too little, you sometimes lose everything because the thing you bought was incapable of doing the things it was bought to do. The common law of business balance prohibits paying a little and getting a lot, it cannot be done. If you deal with the lowest bidder it is well to add something for the risk you run. And if you do that, you will have enough to pay for something better - John Ruskin (1819-1900)

This and other quotes can be found in Quotes Corner on the Our South West Web Site: http://www.oursouthwest.com/news/quotes.htm
· Avoid spending any money

Environmental management and improvement do not come for free. So don’t spend. This will not only appear to save you money it may also stop people coming up with suggestions for improvements.

· Avoid even thinking about life cycle costing

Life cycle costing makes sound financial sense – only if you are prepared to look beyond the short term. So as we are avoiding any long term views we can also avoid using life cycle costing arguments. This will enable you to buy lowest first cost plant and enjoy high running costs and/or poor environmental performance for the life of the ‘asset’. It is also possible that the asset will have a shorter life allowing an early repeat of bad practice.

· Forget that good environmental management improves profits and reduces risks

If you can just view the negative side of environmental issues you can really enhance your bad practice by discounting any positive projects that effective environmental management may identify. Be sure to complain about all the ‘compliance’ costs – ensure you do nothing to account for the ongoing financial benefits. Having said that, if you are really excelling at bad practice this won’t be a problem – because there won’t be any benefits!
8. WORKFORCE ISSUES

For effective environmental management and improvement to take place you need to involve as many people in the workforce as possible. So to achieve bad practice you need to minimise the effect and contribution of the workforce. Arguably, you need to get them doing the wrong things!

There are many ways of doing this, but three key suggestions follow.

(i) Limit the information that you give out

This is particularly powerful. If people don’t know what is going on, how can they become involved? A good example here is a company in a Climate Change Agreement that did not tell the workforce about it until they had reached the first milestone – that is two years on from entering the agreement.

If you have involved the workforce it’s not too late to negate the effect. If you don’t tell them the result of what they are doing they won’t have any idea if they are doing right or wrong. Fortunately, this normally leads to a lack of good practice or if you are lucky continuing bad practice.

(ii) Ask for suggestions – then ignore them

Suggestion schemes normally form part of energy and environmental management programmes. To stop suggestions coming in just don’t process those that you get. Alternatively, tell them the suggestion has been rejected but not why. An old favourite is to take as long as possible in processing suggestions – this keeps your workload down and demotivates at the same time.

(iii) Promise, but don’t deliver

Get the workforce involved. Promise a reward for suggestions. Then make sure you don’t give any rewards. Say you will give them feedback – then don’t. All of these techniques can be very effective in demotivating the workforce. One company said they would pay 50% of the first year savings for any implemented suggestions. They never thought that some one would come up with a suggestion that saved £100,000/year! Their response; a payment of £5,000 - excellent bad practice!

9. EXCUSES

Finally, to maintain bad practice and keep your job it will help to have a range of excuses that you can use. You will have to do some work in developing your excuses bank – but here are some initial deposits!

· We haven’t got the time to do it that way

· We have always done it that way

· The procedures don’t allow that to happen

· If it’s such a good idea, why aren’t we already doing it?

· Changing that is outside my pay band

· We don’t want to be at the bleeding edge of technology

· The accountant won’t wear it

· Head office won’t let us do that

· Now is not the right time

· We will look at that in next year’s budget

· Environment always adds to costs

· It may work for them, but…..

· It’s too risky

· If it’s that good, why isn’t everybody doing it

· Don’t worry, environment is just a passing fad

· We will do that when the Environment Agency asks us to

· There are too many sources of advice – so we won’t use any of them

· It may be environmentally sound, but what about quality/production/sales?

· It is not yet an industry standard, so we will wait.

· It is currently the subject of a strategic review

· Nobody has asked for it, so why should we do it?

· We are not aware of any regulations……

· We work in a free market, so if we are prepared to pay the costs….

· Environment is for tree huggers

· If George Bush thinks Kyoto is wrong, that’s OK by me

· I won’t be around when that happens

· Let’s wait and see what happens

AND FINALLY…..

We hope you have found this guide and the approach it takes helpful and useful. Here are just some of the positive comments we have received:- 

“have circulated it and has gone down well! Everyone sees something of themselves or others in parts of it!” – energy manager for a SW County Council, 01/03 

“excellent…a good way of ‘breaking the ice’ with senior management…” – private company, Cheltenham, 01/03 

“am distributing copies to end users … a valuable tool” – Regional Environment & Energy Adviser, Environment Agency (Midlands), 02/03 

“It absolutely reproduces typical attitudes and responses to ISO14001 and other management systems” – Executive Officer, Bedfordshire Green Business Club, 02/03 

“excellent - made me smile a lot but also quite thought provoking – I have passed the link to several colleagues who are also applauding it!” – Sustainable Development Performance Manager, water company, East of England, 03/03 

“an absolutely brilliant tool” – Environmental Engineer, Devon aerospace engineering company 03/03 

“tells Energy Managers all they need to know to fail” – Institute of Energy, 03/03
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