Hessisches Ministerium fiir Umwelt, HESSEN
landlichen Raum und Verbraucherschutz

_ Layman Report on the
EU LIFE Project

for the further development of

&

rcopte




04

For

06

eword

EcoStep - the alternative to EMAS
The way towards an integrated management system for SMEs

09

EcoStep - the results
The EU EcoStep LIFE Project

39

10

In focus

EcoStep for SMEs: methodology and
identified optimisation potentials

14

In focus
Extension of EcoStep for winemakers

16

In focus

Sustainability of EcoStep guaranteed by

the integration of the Sustainable Balanced Scorecard

20

In focus
Management Contracting as a
new financing model for EcoStep

27

In focus

Europe-wide empirical study on the acceptance
of EcoStep

31

In focus
External certification of EcoStep as a market advantage

36

In focus
Summary of the results of the EU EcoStep LIFE Project

37

In focus
Further steps towards market penetration of EcoStep

Annex

54

Imprint



Foreword

Small and medium-sized companies (SMEs) are the engine of the European national
economies and make up almost 99 per cent of companies altogether. If we want to
reinforce Europe’s competitiveness, we must support these companies in particular.
Management systems will help us to do this. The current management systems available
on the market such as EMAS or DIN EN ISO are not suitable for SMEs because they
were designed in the first place for large companies, because SMEs generally do not
have the financial and personnel resources to introduce them, and because SMEs are
an extremely heterogeneous group.

On the basis of this, in 2001 the Hessen Environmental Alliance, an agency within the
Ministry for Environment, Rural Regions and Consumer Protection, took on the task of
designing a management system tailor-made to suit the needs of SMEs. EcoStep was
developed between then and 2004. This is an integrated management system which
takes into account such aspects as environmental protection, quality assurance and
labour protection on an equal par with the operational work sequences of a company.
By the end of 2004 EcoStep had not only been tried in theory but also in practice.

However, at this time there were still some decisive aspects missing. These were
developed with financing through the EU Life Program from 2004 to 2007. In the
meantime we have achieved a great deal in collaboration with the Free Hanseatic
City of Bremen, the Regione Emilia-Romagna (ltaly) and the Departement Aquitaine
(France). The integrated management system EcoStep has, one could say, now
reached maturity and can be introduced to the European market and establish itself
there.



EcoStep is the only Europe-wide, integrated management system tailor-made to suit the needs of
SMEs. With the aid of EcoStep SMEs can achieve major benefits quickly and easily using simple
tools. This benefits both the environment and the economic efficiency of the companies. EcoStep
can be applied to all sectors. It is cost effective and opens up a wide range of savings potentials.
But the best news is that at the end of the LIFE project we also managed to have EcoStep certified.
This means that we are setting the standards. The highly reputed DQS has been acquired as the

certification company.

The present Layman Report contains the most important findings and results of the EU LIFE project
in detail. It makes a good read, as it is a great success story of which we can all be proud.

Yours sincerely

%ﬂxf%& /Ota&é

Wilhelm Dietzel
Minister for the Environment, Rural Regions

and Consumer Protection of the Land of Hessen

Wiesbaden, March 2007

Foreword



C te the alternative
to EMAS

The way towards an integrated
management system for SMEs

Assuming responsibility for the areas labour health and safety, environmental protection
and quality assurance is a demand being made on more and more companies - whether by
the public, by business partners or by the authorities. Fulfilling these demands requires
professionalisation of the structure and of the sequences in the company. Legal security, risk
assessment, environmental protection and energy efficiency can then become part of a
successful everyday company routine.

The management system EcoStep was designed by experts along with representatives of
companies, associations and authorities in order to help small and medium-sized companies
(SME') to meet the requirements of the market and the reference groups. EcoStep is aimed
specifically at SMEs as these companies in particular often lack the financial and personnel
resources necessary to achieve the kind of professionalisation required.

The project EcoStep was initiated in 2001 by the Hessen Environmental Alliance. After a
pilot phase in Hessen and in the Free Hanseatic City of Bremen, EcoStep was further devel-
oped in 2004 as an EU LIFE Project (term 2004 - 2007) and brought to other European
regions - the Departement Aquitaine in France and the Regione Emilia-Romagna in ltaly. In
all of these four regions EcoStep has since been successfully introduced in small and medium-
sized companies in the commercial, industrial, agricultural or services sector.

' EU definition of SME (From 1st January 2005): Medium-sized company: <250, small company: <50, micro-company: <10.



The daily problems faced by SMEs include the following four: corporate management
aspects, quality problems in the broadest sense, labour protection and health and safety,
and the environmental impact of the company’s activities. Management systems can offer
problem solution strategies and practical examples as well as tools and aids for their imple-
mentation.

Proceeding from this situation the challenge was to design a system that
e covers all of the cited four areas,
¢ reduces the demands to the operationally relevant aspects,
e takes account of the sequences within the company,
e requires as little external consulting as possible
e can be implemented on a cost-effective basis.

In the course of intensive work and coordination between experts from the environmental
and labour protection authorities, chambers of commerce and professional associations, as
well as various small and medium-sized companies, the basis for EcoStep was developed
and then brought from the theme-oriented to the process-oriented stage within the frame-

work of a pilot project in collaboration with an experienced consulting agency.

This was, so to speak, the birth of EcoStep - the integrated process-oriented management
system.

This early form of EcoStep had already achieved the integration of the various areas and
the implementation in the company adapted to suit the actual “processes” running in the
company.

The cost-efficient implementation was achieved by adopting and adapting the system
already used to introduce the environmental management system EMAS in other countries,
the so-called convoy method.

Another aspect which made no small contribution to the success of the concept, was that
best practice was taken as a learning model. Thus, the exact observation of the various sys-
tems, system approaches and requirements used as a model led to the insight that these
are, to a great extent, conceptionally and strategically identical in many ways. EcoStep was
developed on the basis of this insight.

This procedure led to a streamlined, manageable and flexible system which can quickly and
efficiently adapt to any additional special requirements without any major cost or effort. The
SME management system EcoStep integrates quality management, environmental manage-
ment and labour health and safety in a single system. However, EcoStep should not be seen
as a mere addition of the three management systems, as the emphasis is on the bundling of
resources and the exploitation of synergies. This reduces costs and personnel, and simpli-
fies the introduction of the system.

EcoStep - the alternative to EMAS



The SME management system was introduced on the basis of a manual, IT tools, training
courses in the form of workshops and by individual on-site company visits by corporate con-
sultants. With the aid of these instruments weak points were identified and concrete im-
provement options identified, established and actively advanced in the three areas.

EcoStep was developed further in a project funded from 2004 to 2007 within the framework
of the European Union LIFE program. The focus here was on the following areas:

® The various tools, templates and check lists which were already partially developed
were completed and made into a manageable system.

® EcoStep had to be able to freely integrate sector-specific options as add-ons.

® The corporate management instrument EcoStep was to be seamlessly extended by a
strategic instrument: the Sustainable Balanced Scorecard.

e Indicators over successive time periods were to verify the improvement effects and the
introduction costs were to be paid back by the savings made in increasing corporate
efficiency.

e |t had to be possible to apply the EcoStep concept in other European member states.

e |t had to be demonstrated that a subsequent certification in accordance with ISO stan-
dards etc. would be possible without any major additional outlays.

® EcoStep was to develop and become established as a system accepted by large com-
panies and associations and recommended to suppliers.

This Layman Report shows that in the meantime it has been possible to successfully imple-

ment all aspects, that EcoStep will assert itself throughout Europe in all sectors and that it
thus constitutes an alternative to EMAS for SMEs.

EcoStep - the alternative to EMAS



C te the results

The EU EcoStep LIFE project

From 2004 to 2007 the further development of the integrated management system for
SMEs, EcoStep, was funded within the framework of the EU LIFE program. The findings and
results achieved during this period are set out in the following.
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EcoStep for SMEs:

methodology and identified optimisation potentials

30 companies from Hessen and the Free
Hanseatic City of Bremen took part in the
EU project EcoStep. Participants included
services companies as well as industrial pro-
duction and food production companies, so
that a wide range of experience could be
drawn upon. The companies ranged from a
scientific institute to a bakery, right up to
companies involved in metal processing. The
size of the companies ranged from between
5 and 150 employees (for more details see
the Annex).

The aim was the introduction and adaptation
of EcoStep as a clear, practice-oriented man-
agement system in the participating compa-
nies. Two of the participants already had a
management system certified in accordance
with DIN EN ISO 9001:2000. The focal point
here was the integration of environmental
and labour protection in the existing QM
system.

Another task area of the projects consisted
in identifying savings potentials in the com-
panies. Various areas were observed, such as
energy, water and waste, but also the organ-
isational and thus the economic efficiency of
the corporate processes.

The common basis for all consultations in the
companies was the EcoStep checklist which,
in contrast to the I1SO standards, does not
focus on themes but rather on the corporate
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processes. 90 points were evaluated per
company with reference to relevance, im-
plementation and possible improvement
potentials.

On average per participant, 25 to 30 meas-
ures were established which contribute to-
wards internal improvements in the compa-
nies.

The possibilities of optimising corporate
processes and reducing costs by the introduc-
tion of a management system are enormous
and very diverse - here are some concrete
examples:

e In one company, for example, it was
possible to reduce energy consumption
by 30 per cent.

e In various companies it was possible to
realise savings of around Euro 10,000
in the IT area.

e In another company throughput times

for orders were reduced by 40 per cent.

However, it is not possible to generalise in
advance regarding these savings potentials,
much less to quantify them. The various ap-
proaches towards achieving corporate im-
provements are just as diverse as the com-
panies themselves. The most frequently

identified optimisation potentials are:



1. Structuring of data and documents
(IT and filing system)

2. Registration and evaluation of
consumption-related indicators (energy,
consumption of raw materials including
the proportion of rejects)

3. Indicators for the evaluation of the
performance of processes

4. Target planning, written formulation of
(measurable) corporate targets

5. Human resources development and
training planning

6. Complaints management as well as
correction and prevention measures

7. Project management (deadline planning
and budgeting)

8. Efficient implementation of labour law
stipulations

9. Transparency of processes and process
results

10.Internal company logistics (storage and
material flow)

Particularly in companies which have been
atthe same location for a prolonged period,
improvement potentials can be identified in
the areas “transparency of processes” (9) and
"internal company logistics” (10). The effects
achieved here are immense: On closer ob-
servation it becomes clear, for example, that
distances travelled within the company can
be reduced by up to 70 per cent, storage
areas can be halved and throughput times
significantly reduced. And, of course, all of
these factors have an impact on the produc-
tion costs: With organisational measures
alone, savings of 10 to 20 per cent can be
achieved in many cases.

Another focal point of the analysis were the
"environment-related costs” (2). After the
data from three selected participants were
intensively observed along with the project
partner hessenENERGIE for this purpose,
the data on environmental and energy effi-
ciency for ten other participants were sub-
jected to closer scrutiny.

In the companies observed, electricity and
fuel represented the lion’s share of the envi-
ronment-related costs at 56 % and 21 % re-
spectively (77 %). The remaining cost shares
totalling 23 % were divided over waste ma-
terial (12 %), fresh water and rain water (4 %

respectively) and waste water (3 %).

Distribution of environment-related costs

56%

Electricity [
Waste B water
Waste water (rw) B waste water

The “average company” had 24 employees
and an annual turnover of around Euro 2.5
million, corresponding to a per capita turn-
over of Euro 104,000. The mean value for
the environment-related costs of all partici-
pants observed amounted to around Euro
25,000, corresponding to a proportion of
one per cent of turnover. The employee-

EcoStep - the results
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specific costs were taken as a further charac-
teristic value for the assessment of the envi-
ronment-related costs. The mean value for
the participants observed was around Euro
1,200 per employee. Fig. 2 shows the corre-
sponding results for the participants as well
as the mean value for all participants ob-

served.

EcoStep now offers a simple method for an-
swering these questions quickly and easily:
e Total environment-related costs
< Euro 25,000
low environmental relevance
e Specific environment-related costs
per employee < Euro 1,000
low environmental relevance

Environment-related costs for fuel, electricity, water, waste water, waste
(red triangle = mean value)
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Many entrepreneurs are faced with the
following basic questions regarding their
own environmental and energy efficiency:

* How can | collect and compare data
without major outlays?

® How can | assess how efficiently we
actually are in terms of energy and
the environment?

* How much effort should | put into
the collection of detailed data?

* Where can | make the greatest
savings with the lowest outlay?

¢ Total environment-related costs
< Euro 50,000
medium environmental relevance

¢ Specific environment-related costs per
employee < Euro 2,500 EUR

medium environmental relevance

e Total environment-related costs
> Euro 50,000
high environmental relevance
¢ Specific environment-related costs per
employee > Euro 2,500
high environmental relevance



Both values - total environment-related costs
and specific environment-related costs -
should be looked at together.

The calculation of these consumption-related
data is made on the basis of the invoices for
one year and takes very little time. In general
- provided all invoices are available - the

process takes less than one hour.

If the two values are within the range of “low
environmental relevance”, there is generally
little point in breaking down this data into
any further detail or registering them on a
monthly basis. Usually it is sufficient to take a
look at the five main individual consumers
(e.g. compressed air, large machinery, light-
ing). For example, in one participant it was
possible to reduce power consumption by
more than one third by replacing an old

compressor and checking the compressed

air system. The new compressor had paid
for itself after less than three years. Then the
annual savings are around euro 1,800. The
time taken to identify this savings potential

is only around 1 - 2 working hours.

This is just one example of a wide range of
highly efficient approaches and methods
which EcoStep makes available to companies.
The basic principle here is always: achieving
the best possible benefits with simple
means. Combined with the exchange of ex-
perience in the joint workshops and the
analysis of internal company processes by
external consultants, improvements can
thus be achieved quickly and simply in
many different areas of the companies.
These in turn contribute towards protection
of the environment and to the economic
success of the participants.

EcoStep - the results
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Extension of EcoStep for winemakers

Winemakers are already confronted by a
wide range of regulations on the basis of
European and national legislation and are
also subject to intensive inspection, often a
number of times a year. This is because wine
is categorised as a food and thus subject to

very strict regulation.

Alongside the official regulations, for some
years now the demands of the retail sector
in terms of food safety, in particular the
traceability from the supermarket shelf liter-
ally back to the vintner's grape vat, have also
increased, and are becoming increasingly
strict with every new “food scandal”.

This means that winemakers who want to sell
their products will sooner or later be required
to produce the corresponding certificate,
whether it is the IFS (International Food Stan-
dard) or the BRC (British Retail Consortium).
This special situation, which can be applied
equally to almost all equivalent areas of
food production, was one of the bigger
challenges in the EcoStep project for wine-
makers.

The aim of the EcoStep project for wine-
makers was, therefore, the integration in the
integrated management system of all the
relevant legal and formal requirements and
the integration of the requirements to be
fulfilled by the winemakers in terms of

labour protection, environmental protection

EcoStep - the results

and quality assurance as well as the - largely
identical - requirements for a food safety

system.

EcoStep simultaneously fulfils

¢ the general requirements for the
companies in terms of self-inspection,

e the diverse requirements of the various
legal areas (alongside the abovemen-
tioned aspects of labour and environ-
mental protection and food safety, the
special requirements for agriculture and
winemakers) as well as

e the additional requirements of the retail
sector (International Food Standard IFS
for food companies and EUREPGAP for

agricultural suppliers).

EcoStep thus offers a system for an internal
audit with which management can identify
weak points, optimise processes and instruct
employees.

EcoStep can also be used to verify the regu-
lar checks and inspections by the various
authorities and instances (wine inspection,
professional association etc.). It also offers
the basis for the certification/validation of
the various management systems of the
international and European standards
and the specific requirements of the retail
sector.



These requirements are perceived and eval-
uated differently by the various participating
companies. For medium-sized companies
with a large number of employees as suppli-
ers for the large food retailers and a high
proportion of exports, the benefits of EcoStep
are comparatively greater than for smaller
family-run companies who do not export and

do most of their own marketing.

This is why it is particularly important to take
into account the concrete requirements of
the respective sector and company structures
and the existing conditions in the organisation
of the respective companies before intro-
ducing EcoStep.

Apart from the usual IT standards (Word/
Excel), EcoStep requires no special / addi-
tional IT programs or systems. At the same
time EcoStep also offers the option of inte-
grating database and/or goods management

systems.

Within the framework of implementing
EcoStep in operational company practice
it was particularly important that a wide
range of requirements (particularly with re-
gard to the specific rules for wine book-
keeping and the further-going requirements
for agriculture) were already fulfilled, so that
only the formal requirements within the
framework of document steering had to be
adapted.

Another important aspect was that the par-
ticipating companies wanted to use EcoStep

as a system in different ways.

On the one hand, all of the participants in
the workshops and the accompanying con-

sulting sessions were concerned about the
optimisation of a general management sys-
tem for the organisation of structures and
sequences. The priority here was to develop
EcoStep in every company - starting on the
basis of the accustomed work sequences -
in such a way that it was adapted in the opti-
mum manner to the specific company re-
quirements rather than installing an addi-
tional system alongside the existing one. In
this context all of the relevant basic principles,
structures and processes were documented
and integrated in an ordering system (docu-
ment directory).

On the other hand, the preconditions and
the possible optimisation potentials were
identified in the on-site consulting sessions.
This was a matter of identifying the relevant
corporate indicators (alongside the purely
economic values, hygiene, labour protec-
tion and environment-related aspects were

given priority here).

All of the planned measures were drawn up
in a to-do list, and the concrete processing of
the measures up to conclusion was estab-
lished and documented.

The management system thus developed
as well as the relevant basic principles,
targets and measures were then evaluated.
This means that the system and its main
elements were examined and evaluated
for each individual case in terms of practi-
cal feasibility and further optimisation

potential.

In this way, all of the preconditions for the
verification of the company’s own self-in-

EcoStep - the results
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spection system and for the various verifica-
tions required for the different authorities
and instances were fulfilled.

At the same time, the requirements were
fulfilled for the certification or validation of
the management system in accordance with
DIN EN ISO 2001:2000 (quality management),
DIN EN ISO 14001:2004 or EMAS (environ-
mental management), DIN EN ISO 22000:
2005 or the International Food Standard
(IFS) (food safety management) or the ILO-
guideline for labour protection management.

The participants from the winemaking sector
were mainly interested in the verification of
fulfilment of requirements for food safety (in
particular the retail sector-specific require-
ments of the IFS). In the future, winemakers
supplying large retail chains will have to
provide the corresponding verifications by
accredited certification bodies. This is why
the conditions were created within the
framework of the EcoStep LIFE project for a
cost-effectiveness certification in accordance
with the standards IFS or BRC required by
the retail sector.

Sustainability of EcoStep quaranteed by

the integration of the Sustainable Balanced Scorecard

The Balanced Scorecard (BSC) is a compre-
hensive planning and control instrument to
ensure long-term corporate success. It helps
companies to implement their strategic tar-
gets systematically. Target achievement is
constantly monitored, allowing, for example,

EcoStep - the results

an early and rapid response to new market
conditions. The balanced scorecard puts
an end to the widespread “tunnel vision”
focusing solely on financial indicators. It is
directed uncompromisingly at the overall
corporate philosophy and takes into consid-



eration in a "balanced” manner central aspects
such as customer, process and employee-
orientation.

The aim here was to examine whether
the requirements for sustainable company
management in small and medium-sized
companies can be feasibly integrated in this
control instrument. In this way ecological
and social aspects are to be anchored in
the corporate strategy. The introduction of
the Sustainable Balanced Scorecard (SBS)
includes the aspect of sustainability. Taking
account of social and ecological aspects
is, namely, more than just a moral obliga-
tion. It can also have real economic advan-

tages.

Five companies that had introduced EcoStep
had the opportunity of participating in a
further project. This was aimed at the question
as to what extent a sustainability strategy
can also be developed for smaller companies.
After selecting five companies which were
as different as possible, the basic theoretical
principles were worked out in five joint work-
shops. The individual adaptation took place
in the companies themselves. The starting
point for any scorecard - not only the sustain-
able variety - is the long-term vision and the
measurable strategic targets derived from
this which a company has set for itself. Its
function is to implement, control and monitor
these targets. The companies concentrate
on a maximum of ten to fifteen corporate
targets. Only the truly important strategic
targets are observed. The whole process
also had to be practicable for smaller com-

panies and their limited resources.

Sustainable development demands a depar-
ture from short-term profit-thinking in favour
of longer term development paths which
take account of aspects of justice in the
various pillars of sustainability. This aspect
underlines the necessary precondition for
the compilation of a Sustainable Balanced
Scorecard: the presence of a clearly for-
mulated strategy based on aspects of eco-
nomic, ecological and social sustainability.
A decisive factor here is that the general
values of the owners of the company and
the corporate philosophy are openly inte-
grated in the strategy process.

In the development of the strategy a star-
ting position is determined for the whole
company and - where relevant - for the indi-
vidual strategic business divisions. Then the
corporate and business division strategies
are formulated. Corporate strategies include
decisions of basic principle. They provide a
picture of what is to be different in the future
on the corporate level.

The Sustainable Balanced Scorecard is an
instrument used by companies to
e realise strategies on a step-by-step basis
® communicate corporate strategies
and targets
e link strategies with the concrete annual
planning and budgeting and to measure

and monitor target achievement.

The companies participating in the project
expected that strategies based on aspects
of sustainability would be made more con-
crete and that management indicators for
the measurement of ecological and social
targets could be easily integrated in the

EcoStep - the results

-17 -



-18 -

reporting system. A balance of the targets
is generated for the main levels of action

or perspectives of a company.

The usual four perspectives are sufficient
to anchor the sustainability consciousness

for most medium-sized companies.

In the financial perspective the focus is
usually on the classical financial indicators
such as capital to assets ratio, EBIT, prof-
itability etc. The economic reference is very
clear here and is at most relativised by the
targets of the other perspectives in terms of
the value attributed to it.

In the customer perspective targets are set
with reference to target customers, market
positioning and market appearance of the
company. Ecological and social sustainabili-
ty aspects are anchored in the customer
perspective when it comes to the establish-
ment of a particular product range (prod-
ucts with “organic” label, “fair trade” etc.) or
to addressing new target groups whose
purchasing behaviour is influenced by the
political debate regarding sustainability.

In the process perspective it is established
which processes have prime importance in
the realisation of the strategy and which
processes have to be developed complete-
ly from scratch in the company. The refer-
ence to ecological sustainability is usually
generated here in relation to production on
the basis of process efficiency and rejection
rates.

The employee/potential perspective indi-
cates the future challenges for which the

EcoStep - the results

company has to adjust itself. This concerns,
for example, the development of new prod-
ucts in which conventional materials are
substituted by environmentally friendly alter-
natives, technological innovations aimed at
reducing the burden on the environment
and which usually demand investment, and
the issue of “empowerment” of employees
and their willingness to accept responsibility.

Like the BSC, the Sustainable Balanced
Scorecard is an ideal instrument for strategy
implementation and communication which
can be realised with a manageable number
of steps. The methodology is understandable
and offers not only the possibility of facili-
tating and securing strategic management
in medium-sized companies but also the
opportunity of integrating aspects of sus-
tainable management. Sustainability con-
sciousness is undoubtedly promoted by re-
peatedly questioning and integrating eco-
logical and social aspects during the SBS
process.

Sustainability is a long-term concept. An-
choring this concept on the corporate level
confronts owners and managers with two
serious challenges: On the one hand, the
decision makers are supposed to make a
constructive contribution towards the defi-
nition and social manifestation of what
are often confusingly formulated political
claims to sustainability. On the other hand,
the increasing dynamism of environmental
conditions and the increasing complexity of
the action which needs to be taken make
the pursuit of long-term sustainability targets
very difficult.



Step-by-step realisation of the sustainability targets in the SBS process:

Determination of
strategic targets

Decisions on:

- value concepts

- willingness to innovate
- willingness to take risks
- willingness to invest

- target customers
- product portfolio
- process structure

The strategy is realised on a step by step
basis by reducing strategic options to
three stages which come together to form
a concrete project management system.
Strategically important aspects of sustain-
ability can be anchored here.

The individual claims formulated in the
model and strategy for corporate sustain-
ability are anchored by the formulation of
concrete individual strategic targets in the

company.

- willingness to cooperate 1 of target values

Selection of measu-
rement value
Agreement on
target values

Establishment of
the strategic actions

Making the target level of  General conditions for
corporate sustainability | sustainability-oriented
measurable on the basis ! action (resources, funds)

Once the strategic targets are established
and the main cause/effect connections iden-
tified it is then a matter of finding indicators
to provide information on the achievement
of the targets.

The strategic targets are implemented in
the form of strategic actions. In terms of
content these are nothing more than proj-
ects with strategic relevance. The degree
of seriousness with which the individual
targets are being advanced can be recog-
nised here.
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However, the more stable and clear the gen-
eral conditions for action are, the easier it is
to pursue medium and long-term develop-
ments. As such political general conditions
only exist in some few areas, the value struc-
ture of the entrepreneurs is the yardstick for
how much sustainability can be anchored in
the strategy. As smaller companies, however,
are strongly bound to the region, there are
many different links with the theme of sus-
tainability. This becomes clear, for example,
with the question: where am | going to get

the right, qualified employees | need in the
future? In many cases, the foundations have
to be laid today when the strategy is estab-
lished and the owner of the company knows
when he will need which qualifications in
the company. Often it can already be pre-
dicted that the labour market will no longer
be able to provide these employees in the
future. In-house training and selective quali-
fication is often the only way forward.

What could be more sustainable than that?

Management contracting as a new financing model for EcoStep

Within the framework of the EcoStep LIFE
project, experience gained in the field of
energy contracting was used to draft a
management contracting system for EcoStep
and its applicability for the introduction of
the EcoStep management system in small
companies was examined. The main question

EcoStep - the results

here was whether, and for which participant
group, a practicable contract model can be
designed which allows the payment of the
consulting costs from the savings achieved
with the aid of the EcoStep management

system.



Contracting solutions in which the invest-
ments made by an energy services provider
are assumed by the energy users have es-
tablished themselves as a typical feature on
the energy economy and energy policy
landscape over the last twenty years. How-
ever, these models are less interesting when
it comes to the introduction of EcoStep in
SMEs. Although the introduction of a man-
agements system initially requires an imple-
mentation outlay in terms of costs for external
consultants and for the necessary internal
work to establish the system, these are not
“classical” investments in technical equip-
ment. However, an initial implementation
outlay can also be balanced here in the sub-
sequent period by “yields” in the form of
cost savings in the corporate departments
and processes newly organised by the man-
agement system.

In the area of energy contracting there are
analogue concepts which are used mainly
for the introduction of energy controlling
systems in the field of public properties
(community energy management). For exam-
ple, for some time now energy agencies in
Baden-Wirttemberg, Saarland and Hessen
have been offering smaller communities the
implementation of an energy controlling
system within the framework of a three-year
contract on the basis of profit sharing. The
community can generally recover the costs
incurred through the work of the external
consultant over the introduction period of
the energy management system of three
years from the savings achieved in energy
and water costs in this period. Such models

can serve as a basis for the development of
similar approaches for the introduction of
EcoStep in SMEs. Contrary to the widespread
misconception, a management system for
the structuring of the corporate organisation
and sequences in the areas of environment,
labour protection and quality assurance
does not by any means only cause extra
costs. Nor are the benefits restricted to the
generation of legal compliance in the corpo-
rate structures and / or the use of a certifi-
cate or label acquired on the basis of the
management system as a verification of
competence or quality on the market. A
good management system can and will in
many cases induce corporate rationalisation
effects which can result in a substantial net
costs saving for a company even when set
against the costs of introduction and main-
tenance of the system.

Even a cursory look at the areas covered by
EcoStep reveals a wide range of promising
savings potentials:

¢ |n the field of the environment, for
example, avoidance of waste and the
recycling of materials is a good way of
reducing disposal costs. Another issue
here is the reduction of energy costs by
avoidance of unnecessary consumption
and the efficient use of electricity, heat,
cold and compressed air. In the case

of water, a reduction in the amount of
fresh water used usually also leads to a
reduction in the waste water disposal
costs.

In the field of labour health and safety,

success is reflected in improved orga-

nisation of labour protection, and parti-
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cularly in reduced illness-related costs
(including missed work days). In addition
to this, the employers’ liability insurance
companies generally offer a discount for
companies which have lower accident
rates than the average in the respective
sector.

* With regard to quality management it
is obvious that every reduction of the
rejection rate will have a positive impact
on the costs for labour, energy, raw
materials and on waste disposal costs.
Equally, targeted quality management
can also reduce the quite cost-intensive

processing of complaints.

This opens up the opportunity of using a
model of success-related remuneration for
the consultancy services necessary for the
introduction of EcoStep. There are, however,
two conditions necessary for the feasibility
of such a remuneration system: the savings
potential must be a sufficiently large relative
to the incurred consultancy costs, and these
savings must be verifiable, plausibly and at a
reasonable outlay, so that a contract can be

designed which is attractive for both sides.

A decisive factor for a success-related re-
muneration model will be that it increases
the acceptance on the part of SMEs as the
potential users of EcoStep. It can be asumed
that most SMEs will not believe the savings
they can make by the introduction of a man-
agement system. Although it will not convince
all of the sceptics, the interest of many SMEs
could be more easily aroused if the prom-
ise of cost reductions can be backed up by
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a consultancy offer with success-related
remuneration. For this reason a remunera-
tion model measured exclusively in terms of
cost reduction success would be ideal. How-
ever, there are considerable difficulties and
uncertainties in estimating the possible pos-
itive impact on costs. The level of the achiev-
able cost reduction depends above all on
the degree of (undesired, but not fully iden-
tifiable) inefficiency in the starting situation
of the respective company. A consultant will
hardly be able to estimate this without a
detailed knowledge of the company. For
this reason the assumption of risk by the
consultant is only possible to a limited ex-
tent. In some cases it may not be absolutely
necessary for the consultant to accept the
full risk of non-achievement of sufficient cost
savings to change the motivation of sceptical
SMEs. As experience in the energy sector
has shown, it can be motivation enough if
the remuneration for the consultancy is clearly
linked to the success of the project without
dispensing entirely with success-independent
elements.

Against this background six different concept
proposals were compared and discussed
with experienced consultants with regard to
their suitability:

e Concept 1: Low flat rate and otherwise
exclusively success-related remuneration
model depending on the actually achie-
ved cost reductions with co-responsibility
of the consultant for the successful intro-
duction

e Concept 2: Basic flat rate plus success-
related remuneration depending on the
identified savings potential



e Concept 3: Basic flat rate plus success-
related remuneration depending on the
identified savings potential plus ‘clients
acquire clients’ discount

e Concept 4: Basic flat rate plus success-
related remuneration depending on the
savings potential estimated as achieva-
ble in agreement between the consul-
tant and the client

e Concept 5: Basic flat rate plus success-
related remuneration depending on the
savings potential estimated as achievable
in agreement between the consultant
and the client plus certificates - ranging
from a pure participation certificate up
to bronze/silver/gold

e Concept 6: Pure flat rate for defined
part-services and according to the time
outlay of the consultant for services
going beyond this.

In the assessment of the advantages and
disadvantages of the various remuneration
models it has been shown that it is difficult
for the consultant to agree entirely to con-
cept 1. Conventional remuneration in accor-
dance with concept 6 would be more
favourable for him. For this reason at least,
concept 4 should be taken into consid-
eration as an alternative for both sides.
Other elements such as ‘clients acquire
clients’ discounts and participation certifi-
cates can be built into the different models.

On the basis of experience up to now,
EcoStep can reduce costs by between 10 and
20 per cent of turnover, whereby there are
substantial differences depending on the
sector and the typical production processes,

as well as considerable deviations from com-
pany to company. The outlay of the consultant
for the introduction of EcoStep including
accompanying the implementation in the
two years following implementation can
be estimated at around 20 working days.
Including overheads and the imputed interest
of the consulting company, per diem rates
are currently around Euro 600 to Euro 800
resulting in total costs for external consult-
ing of Euro 12,000 to Euro 18,000.

If we assume, on the basis of experience
with similar controlling projects in the energy
sector, achievable savings in the 10 per cent
range, then the costs which can be reduced
by the management system must be at least
Euro 200,000 to Euro 300,000 per year if the
consulting costs are to be paid from the cost
savings while leaving a certain financial
incentive for the company to introduce the
EcoStep system. If the assumptions derived
from the statistics on turnover and costs are
correct - whereby they cannot supply any
more than an initial estimate in individual
cases - then companies or SMEs in which
the integrated management system devel-
oped within the framework of EcoStep can
be introduced on a success-related basis,
need a turnover volume of at least 2, prefer-
ably 3 million euro per year. If we assume
that there are around 120,000 companies
with turnovers of between 2 and 10 million
euro, then the potential addressees for the
introduction of EcoStep on the basis of a
success-related remuneration model can be
roughly estimated as being more than
100,000 companies in Germany.
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Taking as an example a company with rev-
enues between 2 and 3 million euro and
costs of 200,000 to 300,000 euro per year
which can be positively influenced by the
management system, a success-related re-
muneration system for external consulting

could be as follows:

Assuming a time outlay on the part of
the consultant of 20 days (d) divided over a
period of three years (implementation year
10 d, first and second accompanying year
5 d each) the consultant incurs costs of
Euro 16,000. These are covered by a fixed
rate of Euro 8,000 which is paid on a pro
rata basis of the distribution of work over
time (implementation year Euro 4,000, first
and second accompanying year Euro 2,000
each) and by the payment of a success-
related portion whose target value is Euro
8,000 and which, once covered, cannot ex-
ceed a certain maximum value, for example
Euro 12,000. If an improvement of 10 per-
centage points is to be achieved and main-
tained in the year after implementation of
the management system, the success-related
payment in each of the accompanying years
amounts to Euro 400 per percentage point
achieved. If greater savings are achieved,
the consultant participates in these with a
further Euro 400 per percentage point up to
the achievement of the ceiling at Euro 6,000
for one year and Euro 12,000 for two accom-
panying years. Thus, in this example the
consultant can achieve a fee of between
Euro 16,000 and Euro 20,000. If no improve-
ments are achieved, the consultant receives
only the flat rate, which would constitute a cost
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coverage for him of a maximum of Euro 8,000.
The indicator according to which the de-
sired improvements are to be measured must
be precisely defined. A direct link with the
level of costs which can be influenced by
EcoStep would make the success-related
part of the consultant’s remuneration de-
pendent on economy-related and structural
capacity fluctuations, which neither the
consultant nor the company want. This is
why a specific value must be selected. This
could be the quotient of the revenue of
the company and the costs of the input
which, because of the relation of EcoStep
to ecologically relevant cost groups, could
be termed ‘eco-efficiency’.

If a company, for example, has a turnover
of Euro 3 million and associated costs of
Euro 300,000, this quotient would have a
value of 10. If the consultant succeeds in
reducing costs by 10 % at constant turnover,
the improvement in the quotient would
amount to 11 percentage points so that the
consultant would be due a success-related
fee of Euro 4,400. Alterations in the relevant
costs resulting from fluctuations in the
turnover would thus not have any influence
on the calculation of the success-related
remuneration of the consultant.

From the point of view of the company receiv-
ing the consulting services this example can
be used as follows to illustrate the success-
related remuneration model: At Euro 300,000
in relevant annual costs in the starting situ-
ation, a 10-per-cent saving would mean a
reduction in costs of Euro 30,000 per year.
Even if no cost reductions are achieved in
the year of implementation, the cost reduc-
tion of the two accompanying years amounts



to Euro 60,000. This compares with a pay-
ment of Euro 16,800 to the consultant. Thus,
in this - optimistic - example, the savings
could be used to pay off any investments
which may be required to improve the eco-
efficiency in the course of the introduction
of EcoStep.

In principle, the various considerations set
out here can also be transferred to a variation
in which the consultant’s share in the savings
achieved does not depend on the cost
reductions actually achieved by the man-
agement system, but is measured in terms
of a savings potential calculated on the
basis of a consensus between the two sides.
A decisive factor here is that there is agree-
ment regarding the cost groups which can
be influenced by the introduction of EcoStep.
Alongside the flat rate, the consultant and
the company agree on a success-related
share which falls due for payment when the
consultant in the course of implementation
of the system can show the company verifi-
ably and convincingly which cost savings
can be expected in which areas in comparison
to the starting situation.

The scaling of the success-related payment
in such a system can take place analogously
to the model cited above. The reference
to the quotient “eco-efficiency” (if not to its
actual development) is still a good idea, but
could be dispensed with if the procedure
for the calculation of the savings potentials
to be established on the basis of consensus
is defined differently.

And here lies the actual problem: the con-
tractual establishment of clearly defined pro-

cedures for the calculation of savings poten-

tials is not easy, but absolutely essential. And
even if there is a clear definition of the prem-
ises and of the steps for the mathematical
verification, the practical realisability remains
a question of trust. This is why this version
can only be recommended if the general re-
lationship between the consultant and the

company can support such a procedure.

For both remuneration models, considera-
tion was given to the possibility of forming
regional clusters of largely similar compa-
nies to examine the chances of offering the
introduction of EcoStep to such a relatively
homogenous group of micro-companies
against success-related remuneration despite
the low cost values and savings involved
here. However, this is subject to strict limita-
tions: On the one hand, the formation of a
cluster only reduces the costs of the consult-
ant to a limited extent; alongside information
events, extensive individual attention to the
individual companies is also necessary.

On the other hand, at Euro 20,000 to Euro
30,000 per year, the savings which can be
achieved by the management system are
often so low that that the costs of the con-
sulting services cannot be covered by the

savings.

On the basis of these preliminary investiga-
tions, the basic structures of a draft contract
for the introduction of the integrated man-
agement system with success-related remu-
neration was drawn up using examples from
the energy contracting sector. The contract
version using an indicator for ‘eco-efficiency’
has been formulated. Benchmarks have
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been drawn up for the contract version
using a consensually determined savings
potential which allow a modification of the
first contract version. Special contractual
provisions for the formation of clusters of
micro-companies were not drawn up as the
preliminary investigations indicate that there
is little likelihood of this being realised.

In order to examine the cost structures and
savings potentials of typical SMEs with re-
gard to the chances of reducing costs by the
introduction of EcoStep, energy checks
were carried out at four companies from the
current EcoStep convoy in Hessen. These
consisted of an inspection of the energy in-
voices for a calendar year, a visit to the com-
pany along with the company’s EcoStep
consultant and an analysis of the energy
consumption. The results of the energy
check were drawn up in a brief consultant's
report in which the structure of the energy
consumption in the company was set out as
well as recommendations for optimisation.

These investigations confirmed that the en-
ergy costs - as well as the other environ-
ment-related cost groups - vary widely de-
pending on the respective sector and the
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concrete products of the company, and for
this reason the chances of using a success-
related remuneration system beyond the
abovementioned rough delineation criteria
can only be determined by an initial data
analysis for the company. As the energy
costs vary between a few thousand euro
and hundreds of thousands of euro per
year, EcoStep can only make a relevant con-
tribution towards covering the costs of intro-
ducing EcoStep in companies which are not
too small or in energy-intensive companies.
In all of the investigated companies it was
possible to identify possibilities of reducing
energy consumption and energy costs by
short term optimisation measures and in the
context of modernisation investments which
were going to be made anyway.

The results for energy can probably be
transferred to the other environment-related
cost types. To this extent these sample
checks have confirmed the thesis that the in-
troduction of EcoStep allows significant
cost-savings potentials to be harnessed.
The task is now to carry out practical trials
with a success-related remuneration for the
introduction of the integrated management
system developed in EcoStep on the basis of
the draft contract which has been drawn up.



Europe-wide empirical study for the acceptance of EcoStep

Management systems such as EMAS and
ISO, which were originally designed for
large companies, have received relatively
little acceptance on the part of SMEs. In
order to make such standards more attrac-
tive for SME's, they have to be adapted to
the actual situation of such companies. This
means that a more cost-effective and simple
procedure must be found which can be
used by SMEs in the widest possible range
of areas. EcoStep has succeeded convinc-
ingly in achieving this.

Alongside EcoStep there is a whole range of
further low-threshold” management systems
or management approaches which claim
to offer the SME a cost-effective alternative
to standard management systems. These
include, for example: Okoprofit, diverse en-
vironmental seals of approval, QuH (Qual-
itatsverbund umweltbewusster Handwerks-
betriebe - Quality Association of Environmen-
tally Conscious Crafts Companies), QuB?,

Ecomapping and PIUS.

In the event that further theme-centred man-
agement systems are required, it can be
assumed that the ability to introduce parallel
systems in small companies soon reaches its

[imits.

An integrated approach offers the SME flex-
ibility in fulfilling the requirements of various
guidelines. Important synergy effects can
thus be exploited. It is also a good idea to
include aspects of labour health and safety
and environmental protection in an integrat-
ed form in the company’s everyday routine
as this is the only way that the integration of
environmental aspects becomes a matter of
course and requires no special treatment.

It also has to be mentioned that the dissem-
ination of low-threshold management sys-
tems or management approaches has not
been very successful so far. Even the reduced
efforts and the reduced costs associated
with the introduction of such a management
system do not appear for many to be justified
by the benefits.

But what are the obstacles to wider dissem-
ination? In order to answer this question
the Research Centre for Sustainability at the
University of Bremen initiated an empirical
study on EcoStep. Written questionnaires
of the participating companies in three
countries, expert interviews, evaluations of
workshops and written industrial partner
interviews were used to find out how the

?Systems or approaches below the standard management systems such as ISO or EMAS

*QuB: Qualitatsverbund umweltbewusster Betriebe (Quality Association of Environmentally Conscious Crafts Companies)
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individual parties concerned assess the EU
project and the EcoStep method and which
obstacles and advantages have arisen for
the participants.

The evaluation of the data and information
illustrates the difficulties which the individ-
ual parties encounter and where potential
for an improvement of the dissemination
can be found. In the participating companies
it was particularly interesting to observe
obstacles which are independent of the
company size, its location or organisational
structure and which represent difficulties
which are typical for SMEs in general. The
lack of resources (financial, time and per-
sonnel) and the lack of know-how are just
some of the obstacles frequently cited by
SMEs.

It is obvious that the introduction of a volun-
tary management system such as EcoStep
must be made more attractive to companies,
for example by creating incentives or reduc-
ing the costs. While the costs for the intro-
duction and the operation of EcoStep add
up on the one side, on the other side they
must be surpassed or at least be equalled
by the incentives, for example in the form of
cost reductions. Alongside subsidisation,
incentives can also be generated by market
advantages or by deregulation.

Dissemination problems can also arise from
the implausible communication of the man-
agement systems. Incorrect positioning may
also lead to acceptance problems with the
target group. One example of this is the dis-
semination on the basis of the eco-efficiency
strategy. The statement that the implemen-
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tation of EcoStep will lead to long-term eco-
efficiency effects, i.e. that the business re-
sults will be improved by environmental
protection, social responsibility and sustain-
ability contains a contradiction. An integrated
management system has only a limited
capacity to achieve these positive effects
on a long-term basis. It must therefore be
accepted that the introduction and opera-
tion of an integrated management system
will result in a certain self-restriction regard-
ing the efficiency of the company. This the
only way that the targets set for environmental
protection, labour health and safety and

quality can be achieved.

It must also be examined to what extent ex-
isting dissemination strategies have had any
effect. The dissemination on the basis of
best-practice examples has so far not proven
successful. SMEs are characterised by the
fact that they are very diverse in character
and require sector-specific and company-
specific solutions. This is why the transfer of
solutions from other companies, especially
from large companies, is not appropriate.
Nonetheless, the grapevine also plays an
important role in the dissemination of
EcoStep - albeit only to a certain extent.
EcoStep companies can serve very well as
examples but one should not be under any
illusion that this will lead directly to a wider
dissemination.

The following section briefly sets out some
of the results of the written questionnaire

and the expert interviews.

In the written questionnaire 52 companies
in Germany, France and ltaly were asked



about motivation, advantages and difficulties
with the introduction of EcoStep and about
the initial changes since the introduction.
The responses and opinions of the parties
questioned are important because they re-
veal, for example, which advantages are par-
ticularly attractive for the companies. New
dissemination strategies can then be devel-
oped on the basis of this.

In response to the question “Why did you
take part in the project?” most companies
cited the search for improvement potential.
75 per cent of the companies expected the
introduction of EcoStep to have this effect.
For more than half of the companies envi-
ronmental protection also played an impor-
tant role. Just as many companies stated
that they wanted to improve their image by
introducing EcoStep. Many cited the reduction
in operating costs as their motivation.

Most of the changes since the introduction
of EcoStep took place in the area of general
management competence. The fact that the
first priority of the companies is to make
changes in the area of general management
competence makes sense to the extent that
better organisation opens up greater capac-
ities. The savings in terms of resources can,
for example, be used in environmental pro-
tection.

The expert interviews showed that there is
not just one, but rather a variety of dissemi-
nation strategies which have been applied
for EcoStep:
e Eco-efficiency strategy:
"reducing costs and protecting the envi-
ronment”

e Quality management strategy:
“ensuring the quality of the
product / service”

e Risk strategy:

"ensuring legal conformity”
(including labour health and safety)

e Sectoral strategy:

"EcoStep as a solution for a specific
sectoral problem”

e General problem solution strategy:
"the company has a particular problem,
EcoStep solves it.”

* Management competence strategy:
"EcoStep allows the entrepreneur to
organise his company in the medium to
long term.”

e Marketing strategy:

"improvement of the company /
product image”

* Next-step strategy:

"EcoStep is a training method which
prepares the company for certification /
validation in accordance with ISO/EMAS”

In many cases the transfer barriers cited are
connected with the dissemination strate-

gies. These include the following:

e The lack of European and national
recognition

e The pressure to act is insufficient or
absent

e Companies must first recognise their
problems before they seek a solution

e Environmental protection and labour
health and safety are regarded as
secondary issues

® In many SMEs there is no self-motivation

As already described in the theoretical sec-
tion, it is important that the communication
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content of EcoStep is plausible and target
group-oriented. It is also essential that the
SMEs are shown the personal corporate
advantages and not only the general social
benefits. The satisfaction of the EcoStep
participants reflected in the interviews and
the results of the questionnaire repre-
sents a good opportunity for the dissemina-
tion of EcoStep. The integrative character of
EcoStep is a distinguishing feature of the
system and gives SMEs a competitive ad-
vantage.

The state can also play an important role in
the dissemination of EcoStep. Pressure can
be put on companies to take action by frame-
work legislation and procurement guide-
lines of the state. The government can also
promote the dissemination of EcoStep by
promising deregulation or advantages in the
case of granting an order.
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Large companies could also play a central
role in the dissemination of EcoStep if they
demanded EcoStep from their smaller sup-
pliers as an alternative to standard manage-
ment systems in accordance with ISO and
EMAS. A decisive factor for the dissemination
strategy through industrial companies or the
industrial associations is the plausible EcoStep
certification of the SME supplier companies.
Such an EcoStep certification has been drawn

up and implemented.

The environmental partnerships which are
developing and expanding nationwide could
also serve as helpful multiplicator networks
for the dissemination of EcoStep.

A further valuable contribution could also
be made in the form of trustworthy testimoni-
als which plausibly recommend EcoStep for

SMEs and thus promote its dissemination.



External certification of EcoStep as a market advantage

The tried and tested ecological man-
agement instruments such as EMAS and
DIN EN ISO 14001 are only widely used
by large companies. Small companies only
very rarely take advantage of these instru-
ments. The obstacles include the relatively
high introduction and maintenance costs
as well as the outlay in terms of human

resources.

On the basis of these findings the RKW
Bremen has been involved intensively with
the management system EcoStep - which
was originally conceived in Hessen - and
has participated in its further development
within the framework of an EU LIFE project.

Following introduction at the RKW and on
the basis of a survey of the participating
companies, EcoStep has proven the high
level of advantages it offers. Nonetheless, it
has become clear over time that without
the corresponding certification of the system
it will have hardly any longer-term perspec-
tive on the market. This is linked to the per-
spective of the market players. These in-
clude the participating companies, clients
(e.g. industry) and the public administration
authorities.

In the course of its daily business routine, a

company has hardly any time for strategic

considerations and a systematic analysis of
the company's own processes rarely takes
place. This is also the experience gained in
the EcoStep workshops. When EcoStep is
introduced, a wide range of change processes
is initiated and the companies examine their
own structures. This process of change is
constantly advanced by the workshops,
"homework” and visits by the EcoStep con-
sultants. After the successful introduction of
EcoStep there is a danger that this continuous
process gets lost again in the course of daily
business. For this reason the participants
welcome an external certification. The exter-
nal certification has the effect of driving the
process on. In addition to this, the companies
want to document their efforts and achieve-
ments plausibly to the outside world.

Industry demands from its suppliers a wide
range of different management systems.
These include DIN EN ISO 92001, DIN EN
ISO 14000, EMAS, OHSAS, SCC IFS, etc.
These requirements differ in type and in
intensity depending on the sector. The sup-
pliers themselves are generally large com-
panies who can fulfil these requirements.
However, on the grounds of the industrial
companies there are often a series of smaller
companies working to ensure smooth oper-
ation of the company (cleaning, waste dis-

posal, electrical maintenance, construction,
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mechanical engineering etc.). As many of
these companies are very small, the de-
mand for a number of management systems
(DIN EN I1SO 9001 combined with DIN EN
ISO 14001 or OHSAS) can constitute an un-
bearable financial and human resources
burden.

However, the implementation of the labour
and environmental protection measures in
the small companies is extremely important
for industrial clients, as most works accidents
are caused by outside companies and lead
to interruptions in the smooth running of the

company.

This is why a number of industrial companies
are interested in EcoStep. With the introduc-
tion of the integrated system, the clients can
be sure that that the requirements for “their”

small companies are fulfilled.

Of course, the industrial client must be cer-
tain that the integrated system is also being
applied uncompromisingly in the smaller
companies. This could be achieved by indus-
trial audits (which is normal practice for large
suppliers). However, from the point of view
of the industrial client, an external certification
(assessment) by an accredited certifying body
is the best solution. This means that certifica-
tion is an essential condition if industry is to
accept EcoStep as an integrated manage-
ment system.

The public sector has a double function.
On the one hand it is a client and similar to
industry in terms of its motivation in de-
manding management systems. On the other

EcoStep - the results

hand it also has the task of ascertaining
whether a company is in compliance with
the legal regulations (factory supervision,
enforcement authorities from the environ-
mental agencies). Companies which volun-
tarily introduce an integrated management
system can be assumed to be in greater
legal compliance than others.

The credibility of such a system is of decisive
importance here. It has to be ensured that
the introduction of the system in the company
was successful and that continuous, practical
implementation is taking place in the com-
pany's every day business routine. An inde-
pendent examination by a third party, i.e.
certification can make a major contribution
here towards the credibility of the system.

As a logical conclusion, the development of
a credible certification system, i.e. imple-
mentation in practice was then prepared
step by step in the course of a prolonged,
intensive discussion process between the
consultants involved in the project, the
project partners from Hessen and Bremen,
certification organisations and business as-
sociations.

A number of different targets were pursued:

e There should be a scaled system
of participation “confirmations”
for EcoStep companies,

e Quality assurance should cover the
whole EcoStep system, i.e. system
creators, consultants, participating
companies and suppliers,

e The external examination (certification)



should apply to EcoStep but should
also offer the chance of acquiring any
necessary further “external” certificates,
e.g. IFS or ISO 9000,

e Certification should come from a single
body, not just in Germany, but through-
out Europe.

All of the participating parties can be satisfied
with the results achieved. The requirements
posed have all been or are being fulfilled.

The certification system provides for a three-
stage evaluation and certification of EcoStep
participants:

In the first stage all companies who have ful-
filled the basic conditions receive a partici-
pation certificate which confirms that they
have advanced their company in the main
areas of environmental protection, labour
health and safety and quality assurance, and
thus reached a higher standard than compa-
nies who have not adopted these targeted
measures.

In the second stage an external certification
takes place on the basis of specified check-
lists. Successful certification confirms that
the company has fulfilled the requirements
of EcoStep. This is no small achievement as
it means that the company has fulfilled a
wide range of requirements in all of the
three areas cited (in the winemaking sector
also with regard to food safety). Especially
important: compliance with the relevant
legal stipulations is part of the obligatory
program here just as the self-obligation of
the company to comply with all of the re-
quirements. In most cases this certificate is
sufficient to verify that the company, for

example as a supplier company or a third
party company on the grounds of a larger
company, fulfils all of the necessary quality
requirements.

In the third stage this EcoStep certification is
supplemented by an examination for the
granting of certification in accordance with
DIN EN ISO or similar standards.

The quality assurance system for EcoStep is

complemented by two further measures:

1. The consultants used to provide consul-
tancy have to fulfil special requirements
to qualify, must all have the same mate-
rials, checklists, templates and Excel
sheets and are obliged to take part
in regular supervision meetings. This
ensures constant quality of all convoys.

2. The EcoStep system is subject to a
system assessment by the certification
organisation once a year to verify the
continuation of an independent, inter-

nal, continuous improvement process.

The fact that the certification itself is contrac-
tually agreed exclusively between the par-
ticipating company and the certification
organisation, corresponding to the usual
standards, is a further contribution towards
the desired credibility and seriousness of
the whole quality system.

These flanking measures do not merely at-
tach a simple certification to the EcoStep
system. Rather, they give rise to a complex
system of comprehensive quality assurance
which fulfils all of the requirements and is

second to none in terms of the existing stan-

dards.

EcoStep - the results
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At least eight locations are participating in
the certification procedure. The assessment
of the location in accordance with the spec-
ified criteria generally requires no more
than 0.5 working days on-site including one
hour of preparation. If further audits are
required on the basis of the initial audit
these shall be remunerated separately. The
reporting system for the individual location
is restricted to a standard checklist which
sets out the main information on the audit
results.

The travel expenses of the assessor are
charged separately. As far as possible the
DQS will use locally based assessors to keep
travel expenses at a minimum.

The assessment is carried out every three
years. From every ten participating locations
a random inspection is carried out on two
locations during the three-year period.
These will receive an intermediate inspec-
tion at short notice. Companies which par-
ticipate in a combined audit are not taken
into account here.

The fees cited for EcoStep including a certificate in accordance with DIN ISO or IFS/BRC
only apply in the case of maintenance of the EcoStep system.

a) System analysis by the system creator*:

e In the first year of assessment Euro 2,250.00
(corresponds to 2 working days),

e |n the subsequent years these costs shall be calculated
into the system assessment at the location.

e |Issuing of the main certificate for EcoStep
Euro 480.00 /year

e Reporting for all locations in the subsequent years, flat
rate Euro 1,430.00

“ System analysis: examination of the effectiveness with the system creator, in this case HMULV, which has defined as standard

and released this system. The main criterion is the implementation of the continuous improvement process for EcoStep itself.
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b) System assessment on site (certification),
only EcoStep® depending on the size of the company:

e Locations with up to 25 full-time employees  Euro 700.00

e Locations with more than 25 and up to
50 full-time employees

e Locations with more than 50 and up to
100 full-time employees

e Locations with more than 100 and up to

Euro 1,300.00

Euro 1,900.00

200 full-time employees Euro 2,500.00
(including issue of certificate in each case)

e Locations with more than 200 and up to
500 full-time employees Euro 3,100.00

¢) System assessments on site (certification), in conjunction
with a certificate in accordance with DIN EN ISO
9000:2000, DIN EN ISO 14001:2004 or IFS/BRC:

If EcoStep is combined with one of the cited DIN EN-ISO-
or HDE certificates, a discount of 33 % is granted on the
fees for the EcoStep certificate. For each additional (exter-
nal) certificate (ISO, DIN) fees amounting to € 1,500.00
Euro, and for IFS € 1,550.00 (incl. registration) .

Example:

Location with 30 full-time employees, EcoStep

EcoStep fee
Fee in the subsequent 2 years

Total fee for three years

Example:

Location with 30 full-time employees,
EcoStep including DIN EN 1SO 9001:2000;
EcoStep fee

Minus 33%

Inspection fee for DIN EN 1SO 9001:2000

Total fee in the first year

Fees in the subsequent 2 years®,
only DIN EN 1S09001:2000

recertification, each
Total fee for three years
Fees in the fourth year,

EcoStep repeat inspection plus
DIN EN ISO 9001:2000

€1,300.00
€0.00
€1,300.00

€1,300.00

€-430.00
€1,500.00
€2,370.00

€1,500.00
€5,370.00

€2,370.00

® System assessment: the actual certification examination in the participating companies

¢ While the EcoStep fees are only paid every three years, this does not apply to the ISO series, IFS etc., as these prescribe shorter

intervals between the audits.
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Summary of the results of the EU EcoStep LIFE Project

What was achieved within the framework of system credibility for potential or existing
the EU EcoStep LIFE Project (2004 to 2007)? business partners.

e For all company-relevant processes
there are current check lists, templates
and tools which can be used by any
company immediately or after slight
adaptation or extension.

® An indicator and benchmark system on
the basis of simple Excel spreadsheets
was developed and provides for the first
time information on the status and devel-
opment of the company in some, hither-
to unregistered or unregisterable areas.

e With the integration of all of the food
hygiene requirements from EU law to
HACCP and right up to IFS and BRC in
a single convoy with winemakers, the
contradiction-free integration and func-
tionality of sector-specific supplements
has been verified.

e For the first time, solid data and analyses
can be submitted for the assessment of
the amortisation of improvement propos-
als with the aid of which every company
can represent the amortisation chances
immediately and with little outlay.

e Acceptance on the part of associations
and large companies has largely been
achieved. A decisive step in this direction
was the external certification by a reputed
institute on the basis of a framework
agreement with the best terms and con-
ditions for the participants and maximum

EcoStep - the results

e A number of companies have already
received a DIN EN ISO 9001 certificate
and these will be followed by others
with DIN EN ISO 14001 and IFS.

e The extension of an operational instru-
ment by a modern strategic company
management instrument (Balanced
Scorecard) has been successfully verified
for five companies in the special version
of the Sustainable Balanced Scorecard.

e In future, participating and certified
companies will be listed in an internet-
based register in a transparent manner
for the public.

e The basic applicability in other member
states of the EU was verified despite vary-
ing conditions on the basis of decisive sys-
tem flexibility of the introduction concept.

e Appropriately qualified consultants can
work as EcoStep consultants. All of the
terms and conditions are transparent
and fully disclosed. This also applies to
the basic conditions for certification.

The EU EcoStep LIFE Project could thus be
successfully concluded with all of the targets
having been achieved. Accompanying stud-
ies also examined the success potential for
EcoStep on the European market. With the
possibility of certification, there should be
no more obstacles to successful placement
on the market.



Further steps for market penetration of EcoStep

The EU EcoStep LIFE project was concluded
successfully in March 2007. Now an inte-
grated process-oriented management system
is available which is unique in Europe and
based on international standards such as
DIN EN ISO, EMAS, the ILO guideline or IFS.

It is suitable for SMEs with up to 250 em-
ployees and, as well as environmental pro-
tection, also covers labour health and safety
in all corporate work sequences. EcoStep
offers cost-effective introduction, sectoral
independence, plannability of costs and per-
sonal on-site consultancy including a simul-
taneous convoy procedure in which each
participant profits from the experiences of
the others.

But EcoStep can do a lot more: As well as a
flat-rate, transparent cost calculation, it also
offers a simple, practical handling by the
participants. EcoStep has a modular structure
which can be extended at any time by im-
portant practical additional blocks such as
the Sustainable Balanced Scorecard (SBS)
as well as indicator systems, management
contracting as a financial model and a success-
related consultancy in the area of energy
efficiency. And all of this on a sector-inde-

pendent and Europe-wide basis.

A unique feature which must be emphasised
is the possibility of external certification of

EcoStep. The reputed DQA was acquired as
the certification organisation. The DQS carries
out the system assessment at the participating
companies and the system analysis with the
standard creator, the HMULV. This system
analysis with the system creator takes place
annually and includes the examination and
the updating of the applicable documents.
This certification also prepares the companies
for the external certification in accordance
with EMAS.

In dialogue with large companies and indus-
trial associations an attempt is being made
to establish the acceptance of EcoStep as
an alternative which is at least qualitatively
equivalent to conventional systems. The good
response to EcoStep and the value-added
generated for the participating companies
has caused the government of Hessen to
include integrated management systems
in the funding within the EU structural fund
EFRD (European Fund for Regional Devel-
opment) in the new EU funding period.
In addition to this, in its 2008 budget
Hessen will provide further funding to
intensively promote the market introduction
of EcoStep. In this process the HMULYV is
supported, for example, by the Chambers of
Industry and Commerce. This is why EcoStep
has already been integrated as a constituent
part of the consulting programs of the
chambers.

EcoStep - the results
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Another important step towards increasing
the acceptance of EcoStep is the identifica-
tion of new markets for the system. These
could include, for example, local authorities
and their local operations. Modern manage-
ment instruments are now commonplace in
local authorities. This is manifested in many
towns, communities and districts in a wide
range of authority-run companies, limited
companies etc. These companies, which are
run on the basis of economic factors, offer a
great potential to provide community servic-
es in an efficient and cost-effective manner.
On the other hand, in order to fulfil their new
function and structure they have to do a lot
of things in a relatively short time which
have for a long time been a matter of course
for companies operating on the market.

This is exactly where EcoStep comes in. It is
a flexible system which can adapt to the

EcoStep - the results

specific requirements in the respective com-
munity which includes the employees and
thus promotes acceptance. In addition to
this, in financial terms EcoStep is ideally suit-
ed for limited local authority budgets. A first
project of this kind is currently running with
the Free Hanseatic City of Bremen which is
presently involved in a convoy with local au-

thority companies.

But the state can also play an important role
in the dissemination and implementation of
EcoStep. It could, for example, put pressure
on companies to act through the correspon-
ding framework legislation and procure-
ment guidelines. Further promotion options
for the dissemination of EcoStep include the
promise of advantages for granting orders

or of possible deregulation.
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Annex

|. EcoStep check list

Reason/ . . Onsite . I

No. ategor tarting point .| Required stat rtification

0. causes Category S g po consulting equired status | Certificatio
E ructural organisation (orga-| In ion | Realisation
coStep Structural SF uc'tu al orga gato (orga- Inspectio ea §ato Onssite
1 | actual - nisation chart, officers, res- | and required ) :
. organisation el . . e inspection
analysis ponsibility and authority) | regulation | for certification
EcoStep ' Realisation Inspection of the
Documentation I : .

2 | actual check Organisation chart Elaborate | required documentation
analysis for certification in advance
EcoStep Documentation Order letter Inspection Reah;anon Inspection ofthe

3 | actual : and required documentation

. check safety expert/safety officer . et ;
analysis regulation | for certification in advance
EcoStep Documentation Inspection | Realisation Inspection of the

4 | actual check Order letter EM officer and required documentation
analysis regulation | for certification in advance
EcoStep Documentation Inspection | Realisation Inspection of the

5 | actual check Order letter QM officer and required documentation
analysis regulation | for certification in advance
EcoStep Sequenceorggnwanon Inspection | Realisation

Structural (process overview, processes : Random
6 | actual o ; . and required .
. organisation established, evaluation of . i sample on-site
analysis regulation | for certification
the processes)
EcoStep ' Realisation Inspection of the
Documentation . . .

7 | actual check Process overview Elaborate | required documentation
analysis for certification in advance
EcoStep ' Realisation Inspection of the

Documentation ; !

8 | actual check Management control loop | Elaborate | required documentation
analysis for certification in advance
EcoStep ' Realisation Inspection of the

Documentation . : .

9 | actual theck Process documented Examine required documentation
analysis for certification in advance
E In ion | Realisation

coStep Structural . . spectio ealisatio Random
10 | actual . Integration of officers and required .
. organisation . o sample on-site
analysis regulation | for certification
AL Structural - . Measure establis- oL .
11| actual . Internal communication Examine A sample on-site,
. organisation hed if relevant .
analysis only if relevant
EcoStep Structural . ) . Measure establis- Random .
12 | actual o Basis for information Examine ; sample on-site,
. organisation hed if relevant .
analysis only if relevant
E . Random
costep Structural . . Measure establis- | - .
13| actual - Resources planning Examine . sample on-site,
. organisation hed if relevant .
analysis only if relevant




Reason/ : : Onsite ; e
No. causes Category Starting point consulting Required status | Certification
EcoStep Structural . : Measure establis- S .
14 | actual - Risk management Examine : sample on-site,
. organisation hed if relevant 5
analysis only if relevant
EcoStep . Assessment of threat to jobs Realisation Inspection of the
Documentation ) . ; . . ;
15 | actual check (see BetrSichV - industrial | Examine required documentation
analysis safety directive) for certification in advance
EcoStep . il protectlon Realisation Random
Documentation document (if necessary, : . '
16 | actual . A X Examine required sample on-site,
. check see BetrSichV - industrial g .
analysis o for certification only if relevant
safety directive)
EcoStep Structural Comphgnt with regylanpns . Real|§at|on Random
17 | actual ordanisation (guidelines, laws, directives, | Examine required sample on-site
analysis g standards, TA regulations) for certification P
Applicabl lati o :
EcoStep . PP Lol JlgeTiton Realisation Inspection of the
Documentation registered and current : ; )
18 | actual Ay I Examine required documentation
. check (guidelines, laws, directives, L )
analysis ) for certification in advance
standards, TA regulations)
E I . R
costep Core/value-added Registration of customer ) Measure establis- andom .
19 | actual . Examine : sample on-site,
. processes requirements hed if relevant .
analysis only if relevant
EcoStep Core/value-added . : Measure establis- JEILLL .
20 | actual Feasibility assessment Examine . sample on-site,
. processes hed if relevant 5
analysis only if relevant
EcoStep Core/value-added . ) Measure establis- Random .
21| actual Compilation of offer Examine . sample on-site,
. processes hed if relevant .
analysis only if relevant
E . R
costep Core/value-added ' : Measure establis- FIL .
22 | actual Pursuit of offer Examine : sample on-site,
. processes hed if relevant .
analysis only if relevant
EcoStep Core/value-added ) Measure establis- Random .
23 | actual Acceptance of order Examine : sample on-site,
. processes hed if relevant .
analysis only if relevant
EcoStep Core/value-added - : Measure establis- S .
24 | actual Invoicing Examine . sample on-site,
. processes hed if relevant .
analysis only if relevant
EcoStep Core/value-added Development targets . Measure establis- Random .
25 | actual . g Examine ) sample on-site,
. processes and project planning hed if relevant .
analysis only if relevant
E . . R
SO Core/value-added Learning from ) Measure establis- LI .
26 | actual ) Examine : sample on-site,
. processes previous developments hed if relevant .
analysis only if relevant
EcoStep Core/value-added . Measure establis- Random .
27 | actual Development results Examine : sample on-site,
. processes hed if relevant 5
analysis only if relevant
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Reason/ . . Onsite ; I
No. -uses Category Starting point consulting Required status | Certification
Ecotep Core/value-added I~ . Measure establis- G .
28 | actual Examination of the results | Examine . sample on-site,
: processes hed if relevant B
analysis only if relevant
EcoStep Core/value-added . ) . Measure establis- Random .
29 | actual Selection of suppliers Examine . sample on-site,
. processes hed if relevant B
analysis only if relevant
EcoStep Core/value-added Requirements for the . Measure establis- (el .
30| actual . Examine . sample on-site,
. processes services or goods hed if relevant .
analysis only if relevant
Ecostep Core/value-added Acceptance of the . Measure establis- Random .
31 actual : Examine : sample on-site,
. processes supplied goods hed if relevant .
analysis only if relevant
EcoStep Core/value-added ' : : Measure establis- Gl .
32 | actual Evaluation of suppliers Examine . sample on-site,
. processes hed if relevant 3
analysis only if relevant
E . . . R
costep Core/value-added Planning and preparation . Measure establis- andom .
33 actual . Examine : sample on-site,
. processes of production hed if relevant .
analysis only if relevant
L Core/value-added Production of the products . Measure establis- PEon .
34 | actual : . Examine ) sample on-site,
. processes or rendering of services hed if relevant .
analysis only if relevant
EcoStep Core/value-added . . Measure establis- Random .
35| actual Examinations Examine : sample on-site,
. processes hed if relevant :
analysis only if relevant
EcoStep Core/value-added o Examine and Real|§at|on Random
36 | actual Dealing with faulty products required .
) processes requlate — sample on-site
analysis for certification
FcoStep Core/value-added . . Measure establis- Random .
37 | actual Labelling Examine : sample on-site,
. processes hed if relevant .
analysis only if relevant
. Core/value-added . . . Measure establis- fandon .
38| actual Suitable warehousing Examine : sample on-site,
. processes hed if relevant .
analysis only if relevant
Ecotep Core/value-added Optimisation of . Measure establis- Random .
39 | actual Examine . sample on-site,
. processes transport routes hed if relevant ;
analysis only if relevant
E . ) . R
SR Core/value-added Packaging, dispatch . Measure establis- EIEO .
40 | actual Examine . sample on-site,
. processes and external transport hed if relevant .
analysis only if relevant
EcoStep Supporting Planning of . Measure establis- Random .
41 | actual . Examine ; sample on-site,
. processes maintenance measures hed if relevant .
analysis only if relevant




Reason/ : : Onsite ; e
No. uses Category Starting point consulting Required status | Certification
Ly Supporting Plannig of : Measure establis- S .
41 | actual . Examine ) sample on-site,
. processes maintenance measures hed if relevant .
analysis only if relevant
E . . . R
costep Supporting Execution of ) Measure establis- andom .
42 | actual : Examine : sample on-site,
. processes maintenance work hed if relevant .
analysis only if relevant
A Supporting Adaptation of ) Measure establis- JEILOLL .
43 | actual . Examine ) sample on-site,
. processes the maintenance work hed if relevant .
analysis only if relevant
EcoStep . Ma_lr?ten_ance and repair Realisation
Documentation verifications for systems . ; Random
44 | actual . : Examine required .
. check subject to obligatory i sample on-site
analysis : . for certification
inspection
E . . R
SR Supporting . . : Measure establis- ELe el .
45| actual Inspection planning Examine : sample on-site,
. processes hed if relevant .
analysis only if relevant
EcoStep Supporting Selection of . Measure establis- Random .
46 | actual . Examine . sample on-site,
. processes test instruments hed if relevant
analysis only if relevant
E . . R
SO Supporting . Measure establis- LI .
47 | actual Use of MP resources Examine . sample on-site,
. processes hed if relevant .
analysis only if relevant
EcoStep Supporting I . Measure establis- Random .
48 | actual Calibration Examine . sample on-site,
. processes hed if relevant )
analysis only if relevant
5 . ) . R
Y Supporting Directory of records ) Measure establis- el .
49 | actual Examine . sample on-site,
. processes and documents hed if relevant .
analysis only if relevant
EcoStep Supporting . Measure establis- Random .
50 | actual [T structure and papertray | Examine . sample on-site,
. processes hed if relevant .
analysis only if relevant
E . b | i Realisati .
GGy Supporting Defining targets and nspection e |§at|on On-site
3l | ele] rocesses lanning resources it el inspection
analysis P P g regulation | for certification P
EcoStep . Basic principles/corporate Realisation Inspection of the
Documentation ; ; . : )
52 | actual check policy (quality, environment, | Elaborate | required documentation
analysis labour protection) for certification in advance
EcoStep Documentation Obligation of the Real|§at|on Inspection O.f G
53 | actual Elaborate | required documentation
. check management et ;
analysis for certification in advance
EcoStep Documentation Targe’Fs (quanﬁty and quality) Real|§at|on Inspection of the
54 | actual check (quality, environment, labour Elaborate | required documentation
analysis protection) for certification in advance
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Reason/ . . Onsite . .
No. causes Category Starting point consulting Required status | Certification
EcoStep : S L def!nmon Inspection | Realisation Inspection of the
Documentation and resources planning, ; .
55 actual . and required documentation
. check management evaluation . g .
analysis regulation | for certification in advance
documented
EcoStep Management Entries in the management Inspection Reah;anon On-site
56| actual . . and required ) )
) processes evaluation established ) s inspection
analysis regulation | for certification
EcoStep . Inspection | Realisation Inspection of the
Documentation . ) .
57 | actual check Management evaluation and required documentation
analysis regulation | for certification in advance
FcoStep Documentation Applicable management . Rea||§at|on Inspection O.f the
58 | actual . Examine required documentation
. check documents and records cited o .
analysis for certification in advance
EcoStep Management ' ' Inspection Real|§atlon On-site
59 | actual Correction and protection and required ) )
: processes ) - inspection
analysis regulation | for certification
EcoStep . Process of correction Inspection | Realisation .
Documentation . ) On-site
60 | actual and prevention measures | and required ) '
. check . - inspection
analysis documented regulation | for certification
Sl Management Training planning gl Real|§at|on On-site
61/ actual . g and required ) .
. processes and implementation . o inspection
analysis regulation | for certification
EcoStep Management . . Reah;ahon Random
62 | actual Training of new employees | Examine required .
. processes P sample on-site
analysis for certification
EcoStep Evaluation of the Realisation
Management ) . ) Random
63 | actual effectiveness of the Examine required .
: processes O - sample on-site
analysis training measures for certification
Training certification
EcoStep Documentation at least in accordance with Realisation Random
64 | actual § 20 GefStoffV (Hazardous | Examine required .
. check S i sample on-site
analysis Substances Directive), for certification
annual instruction, BGVAT
EcoStep Management A . Inspection Real|§at|on On-site
65| actual Audit planning and required ) '
: processes . - inspection
analysis regulation | for certification
Ecostep Management Audit implementation Inspection Real|§at|on On-site
66| actual ) and required ) .
. processes and establish measures . o inspection
analysis regulation | for certification
EcoStep ' Process of internal audits, | Inspection | Realisation .
Documentation . ) . On-site
67 | actual inspection of the manage- | and required ) :
. check . e inspection
analysis ment system documented | regulation | for certification




Reason/ ; . Onsite ; .
No. Catego Starting point .| Required status | Certification
causes gory gp consulting q
EcoStep . To-Do list for planning of Realisation Inspection of the
Documentation ] . .
68 | actual measures on the basis of Elaborate | required documentation
) check . o )
analysis the EcoStep check lists for certification in advance
Starting points Operational environment of
EcoStep for labour and the company (industrial esta- Realisation
. . . : ) ) Random
69 | actual environmental te, mixed commercial/ resi- | Examine required .
. . } o — sample on-site
analysis protection - dential, water, wildlife pro- for certification
internal audit tection / local amenity area
arting points for . .
EcoStep S S .0 Are environment-relevant Realisation
labour and environ- . . . ) Random
70 | actual . data registered and the infor- Examine required .
. mental protection - . - sample on-site
analysis . : mation used? for certification
internal audit
EcoStep Starting points Environmental impact of Realisation
. ; Random
71| actual for labour and the corporate processes Examine required .
. ) . A sample on-site
analysis environmental registered and evaluated for certification
rting points for . - o
EcoStep ST S o Savings potentials in water Realisation
labour and environ- . ' ; Random
72 | actual : consumption (process Examine required .
: mental protection - . X s sample on-site
analysis . . water, industrial water) for certification
internal audit
! . Waste water relevance of the
Starting points for -~ . .
EcoStep ) company (indirect disposal, Realisation
labour and environ- | . ) . Random
73 | actual . direct disposal of waste Examine required .
. mental protection - — sample on-site
ana|y5|s . X water, process waste water, for certification
internal audit
water treatment)
Starting points for | Energy relevance of the -
EcoStep gpoints | gy rerel Realisation
labour and environ- | company (light, heat, : . Random
74 | actual : ) Examine required .
. mental protection - | machines and systems, o sample on-site
analysis . : : for certification
internal audit vehicle fleet)
Starting points for o
EcoStep g pomnts . Realisation
labour and environ- | Noise (area category, ) ) Random
75 | actual . ) . Examine required .
. mental protection - | noise protection measures) o sample on-site
analysis . . for certification
internal audit
Starting points for -
EcoStep g points | . Realisation
labour and environ- | Other emissions ) ) Random
76 | actual : Examine required .
. mental protection - | (e.g. vapours, gases, dust) g sample on-site
analysis . : for certification
internal audit
Starting points for | Waste (avoidance, collection o
EcoStep . . Realisation
labour and environ- | and separation, treatment, ) ) Random
77 | actual . . Examine required .
) mental protection - | storage, collection and trans- s sample on-site
analysis . . X . for certification
internal audit port, recycling and disposal)
Starting points for | Handling of hazardous sub- I
EcoStep g points | 9 S Realisation
labour and environ- | stances and other auxiliaries ) ) Random
78 | actual . ) . Examine required .
. mental protection - | process materials (chemicals, o sample on-site
analysis for certification

internal audit

oils, cleaning agents)
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Reason/ . . Onsite : ——
No. r ing poin .| Requir ification
O causes Category Starting point consulting R€QY ed status | Certificatio
EcoStep ) Consumption overview Realisation Inspection of the
Documentation . .
79 | actual check (power, gas, water, Elaborate | required documentation
analysis auxiliaries etc.) for certification in advance
EcoStep ' Fire protection and Realisation
Documentation ' . . ; Random
80 | actual alarm plans, fire protection | Examine required .
. check ! - sample on-site
analysis regulations for certification
FcoStep Documentation . . Real|§at|on Random
81| actual Emergency exit route plan | Examine required .
. check — sample on-site
analysis for certification
EcoStep Documentation Permit applications, . Real|§at|on Random
82 | actual ) Examine required .
. check notices present i sample on-site
analysis for certification
EcoStep Documentation Official conditions fulfilled, . Real|§atlon Random
83 | actual Examine required .
: check measures documented Rt sample on-site
analysis for certification
FcoStep Documentation Hazardous substance Inspection Real|§at|on Random
84 | actual . and required .
. check directory . i sample on-site
analysis regulation | for certification
EcoStep ' EU safety data sheets Realisation
Documentation . ; Random
85 | actual (hazardous substances, Examine required .
. check S et sample on-site
analysis other auxiliaries) for certification
Operating instructions
EcoStep . (§ 20 GefStoﬁV(H.azardous Realisation
Documentation Substances Directive), VAWS . ) Random
86 | actual - Examine required .
. check (directive on systems for - sample on-site
analysis . X for certification
handling water-polluting
substances), machines)
EcoStep ' Wiaste balance sheet if obli- Random
Documentation . . .
87 | actual check gatory, otherwise consump- | Examine sample on-site,
analysis tion overview, see below) only if relevant
Waste disposal verification -
EcoStep ' . I Realisation
Documentation record (disposal verifications, . ) Random
88 | actual : Examine required .
. check accompanying documents, i sample on-site
analysis N for certification
acceptance confirmations )
EcoStep ) Hazardous substances Realisation
Documentation : . ; Random
89 | actual overview, hazardous Examine required .
. check . g sample on-site
analysis substances check list for certification
EcoStep Documentation Accident report sheets, . Real|§at|on Random
90 | actual Examine required .
. check bandage log - sample on-site
analysis for certification
Third party company regu- o
EcoStep ' : . Realisation Random
Documentation lations present (only if ser- . . :
91 actual . . ) Examine required sample on-site,
. check vices are provided on third i .
analysis for certification only if relevant

party company premises)




Il. What is examined for certification?

Management reference

Examination point (13 points)
documented

Corresponding examination
elements - documented

Structural organisation

Regulation and implementation of the
structural organisation (organigraph,
officers, responsibility and authority)

Organigraph, including officers,
initial helpers

Structural organisation

Regulation and implementation of the
structural organisation (organigraph,
officers, responsibility and authority)

Safety expert/safety officer
entrepreneur model

Structural organisation

Regulation and implementation of the
structural organisation (organigraph,
officers, responsibility and authority)

Environmental management officer

Regulation and implementation of the

Structural organisation structural organisation (organigraph, QM officer
officers, responsibility and authority)
Regulation and implementation of the

Structural organisation structural organisation (organigraph, Other officers

officers, responsibility and authority)

Structural organisation

Regulation and implementation of the
structural organisation (organigraph,
officers, responsibility and authority)

Integration of the officers

Structural organisation

Obligations of the management and scope of
application of the management system established

Management manual compiled

Sequence organisation is being
planned and is controlled

Process overview

Process overview

Sequence organisation is being
planned and is controlled

Management control circuit installed

Completed to-do list -
actual situation analysis

Legal requirements

Applicable regulations on quality, environment,
labour health and safety known and observed

in the current form (e.g. guidelines, laws, direc-
tives, standards, trade associations regulations)

Assessments of risks to jobs
(see BetrSichV - Industrial Safety
Directive)

Legal requirements

Applicable regulations on quality, environ-
ment, labour health and safety known and
observed in the current form (e.g. guidelines,
laws, directives, standards, TA regulations)

Fire protection and alarm plans,
fire protection regulations

Legal requirements

Applicable regulations on quality, environ-
ment, labour health and safety known and
observed in the current form (e.g. guidelines,
laws, directives, standards, TA regulations)

Emergency escape route plan
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Management reference

Examination point (13 points)
documented

Corresponding examination
elements - documented

Legal requirements

Applicable regulations on quality, environ-
ment, labour health and safety known and
observed in the current form (e.g. guidelines,
laws, directives, standards, TA regulations)

Permit applications, notices present

Legal requirements

Applicable regulations on quality, environ-
ment, labour health and safety known and
observed in the current form (e.g. guidelines,
laws, directives, standards, TA regulations)

Official conditions fulfilled,
measures documented

Legal requirements

Applicable regulations on quality, environ-
ment, labour health and safety known and
observed in the current form (e.g. guidelines,
laws, directives, standards, TA regulations)

Hazardous substance inventory

Legal requirements

Applicable regulations on quality, environ-
ment, labour health and safety known and
observed in the current form (e.g. guidelines,
laws, directives, standards, TA regulations)

EU safety data sheets (hazardous
substances, other operating resources)

Legal requirements

Applicable regulations on quality, environ-
ment, labour health and safety known and
observed in the current form (e.g. guidelines,
laws, directives, standards, TA regulations)

Operation instructions (§ 20 GefStoffv
(Hazardous Substances Directive),
VAwS, machines)

Legal requirements

Applicable regulations on quality, environ-
ment, labour health and safety known and
observed in the current form (e.g. guidelines,
laws, directives, standards, TA regulations)

Waste disposal verification (disposal
verifications, accompanying documents,
acceptance certificates)

Legal requirements

Applicable regulations on quality, environ-
ment, labour health and safety known and
observed in the current form (e.g. guidelines,
laws, directives, standards, TA regulations)

Overview of hazardous substances,
hazardous substances check lists

Legal requirements

Applicable regulations on quality, environ-
ment, labour health and safety known and
observed in the current form (e.g. guidelines,
laws, directives, standards, TA regulations)

Accident report sheets, bandage log

Legal requirements

Applicable regulations on quality, environ-
ment, labour health and safety known and
observed in the current form (e.g. guidelines,
laws, directives, standards, TA regulations)

VAWS

Legal requirements

Applicable regulations on quality, environ-
ment, labour health and safety known and
observed in the current form (e.g. guidelines,
laws, directives, standards, TA regulations)

Third company regulations are observed




Management reference

Examination point (13 points)
documented

Corresponding examination
elements - documented

Core / value-added processes

At least 1 core/
value-added process is documented

Process sequence

Supporting examination
of processes

Repair and maintenance

Planning of maintenance work

Supporting examination
of processes

Repair and maintenance

Execution of maintenance work

Supporting examination
of processes

Repair and maintenance

Observation of the systems subject
to mandatory inspection

Supporting examination
of processes

Handling of measurement and test instruments

Calibration of measurement and
test instruments

Supporting examination
of processes

Directory of logs and documents

Directory of logs and documents

Supporting examination
of processes

Operational environmental protection

Registration of environmentally relevant
data (consumptions)

Supporting examination
of processes

Operational environmental protection

Evaluation of the data

Management processes

Operational environmental protection

Derivation of concrete measures

Management processes

Management responsibility

Basic principles/ corporate policy
(quality, environment, labour health
and safety, # food safety)

Targets (quantitative and qualitative)

Management processes Management responsibility (quality, environment, labour health
and safety, # food safety)
Process of targeting and resources
Management processes Management responsibility planning, management evaluation
documented
Management processes Management responsibility Management evaluation executed
Process of correction and Process of correction and
Management processes I .
prevention implemented prevention measures documented
Management processes Audits EEiEn gl
g P e3staablishment of measures
Management processes Audits Process of internal audits implemented
- . Process of training planning
Management processes Training planning el e ki)
Management processes Training planning Instruction of new employees

Management processes

Training planning

Evaluation of the effectiveness of the
training courses

Management processes

Training planning

Training verifications
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lll. Participating companies

Participating winemakers companies

Winemakers Your contact Address E-Mail
Engelmann-Schlepper Walter Schlepper Zlggﬂsi\r/-ljrznsthal eingelmann-schlepper@t-online.de

. Hauptstr. 11 . .
Diefenhardt Peter Seyffardt 65344 Martinsthal weingut@diefenhardt.de

. Gilbert + Im Gewerbepark Wispertal 2 . . :
Laquai v el 65391 Lorch weingut.laquai@t-online.de
Domdechant : Rathausstr. 30 .
Wemer'sches Werner Michel 65239 Hochheim weingut@domdechantwerner.com
Baron zu Knyphausen, Gerko Freiherr zu Erbacher Str. 28 weinaut@knvphausen.de
Draiser Hof Knyphausen 65346 Eltville-Erbach g P ’
J.Koegler KG, . Kirchgasse 5 Ferdinand.Koegler
Hof Bechtermiinz Fotliend Eagls 65343 Eltville @weingut-koegler.de
. . Weider Weg 1 . . .

Karl Joh. Molitor Klaus Molitor 65346 Eltville/Erbach info@molitor-wein.de

) . Grund 1 . .
Prinz von Hessen Clemens Kiefer 65366 Johannisberg weingut@prinz-von-hessen.de

Schloss Rheinharts-

Walter Bibo

Hauptstr. 41

w.bibo@schloss-reinhartshausen.de

hausen 65346 Eltville
i i KirchstraBe 69
Fritz Allendorf Ullrich Allendorf 65375 Oestrich-Winkel u.allendorf@allendorf.de

Heinrich Jung

Heinrich Jung

Nothgottesstr. 27/1

weingut.heinrich.jung@gmx.de

Rebenziichtung

65366 Geisenheim
Rheinallee 7 . )
Balthasar Ress Stefan Ress 65347 Eltville weingut@ress-wine.com
FH Geisenheim . . .
. . Prof. Dr. Monika Kirchspiel .
Institut f. Weinbau und Christmann 65366 Geisenheim M.Christmann@fa-gm.de

Annex




Participating companies from Hessen

Company Your contact Address E-Mail

Heinz Daurer & Chemiestr. 7 .

S5hne GmbH & CokG Rolf Daurer 68623 Lampertheim MVL-daurer@t-online.de

Eichhorn GmbH & CoKG | Karin Eichhorn Industriestr. 38 info@eichhorn-holzwerkstaette.de
63607 Wachtersbach ’

Papierfabrik Heil GmbH | Jirgen Mey gL 170 sekreteriat@heilpapier.de

64297 Darmstadt-Eberstadt

Paul Ehrlich Str. 10

Knipp GmbH Andreas Riimkorff 63128 Dietzenbach ar@knipp-gmbh.de

" . o (@ Femmveref Hauptstr. 90 . .
Koba-Sewifa GmbH Dirk Siimenicht 63500 Seligenstad d.suemenicht@koeba-sewifa.de
UAS United Air Otto-Hahn-Str. 6

Specialists INC.

N. Ranzenbacher

65520 Bad Camberg

info@uas-inc.de

Nordendstr. 75-77

Mekuwa GmbH Uwe Zahn 64546 Mérfelden-Walldorf zahn.uwe@mekuwa.de
. . Asklepios Weg 9 .
Shafa Reinigung-service | Fatah Shafa 61426 Falkenstein reinigung.shafa@gmx.net
Zirec Werner-von-Siemens-Str. 1-5 .
Kabelaufbereitungs GmbH st 1 64625 Bensheim slliedieed
Die Sang 6

Secon Service GmbH

Andreas Fiebig

61191 Roshach

info@secon-service.de

Biicherinsel

Claudia Kleene

Rheingaustr. 21
64807 Dieburg

buecherinsel-di@t-online.de

Trifolio-M GmbH

Dr. Hubertus Kleeberg

Sonnenstr. 22

hubertus.kleeberg@trifolio-m.de

35633 Lahnau
Burk-Technische Marco Burk Bachgrundstr. 6 marcoburk@gmx.de
Kunststoffe Norbert Burk 35075 Gladenbach/Sinkershausen | burk-kunststoffe@t-online.de
Air-Eltec Andreas StrauB Junostr. 1 aireltec@compuserve.de
35745 Herborn ’
SAPA-Aluminium . Industriestr. 10 .
Profile GmbH Herbert Link 77656 Offenburg Herbert.link@sapagroup.com
. o Schlesierstr. 1 . .
KTO Kabeltechnik GmbH | Siegfried Jogmens 63179 Obertshausen info@kto-kabeltechnik.de
Geppert Riihrtechnik GmbH| Sefan Heuter IR <) Stefan.heuter@geppertmix.de

64390 Erzhausen
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Participating companies from Bremen

Company

Your contact

Address

E-Mail

Backstube Bremen

Rainer Knoll

Lindenstr. 21
28755 Bremen

info@backstubebremen.de

Institut fiir Seewirtschaft

Katharina von Gunten

Universitatsallee GW1/A

vongunten@isl.org

28307 Bremen

und Logistik 28359 Bremen
Elektrotechnik Jantzen : Wittlingstr. 20 '
GmbH Kay Kupferschmidt 97572 Bremerhaven kk@jantzen-gmbh.com
& D Stresemannstr. 46 -
TED GmbH André Kiwitz 27570 Bremerhaven kiwitz@tedgmbh.de
Heerenholz 9 . .
Walter Ruff GmbH Wolfgang Ruff mail@praeziruff.de

Busser Technologie GmbH

Maren Busser

Vor dem Esch 9
28307 Bremen

m.busser@bussertechnologie.de

Rabba Blechbearbeitung

Arbergerstr. 1-3

GmbH Helmut Rabba 28205 Bremen rabba@rabba.de
B.R.M., Technologie- und Haferwende 27
e e Harald Rossol 28357 Bremen harald.rossol@brm.de
. HerwigstraBe 30 .
Hackmann-Mahlmann M. Zingel 27472 Bremerhaven zingel@hackmann-mahlmann.de

Gebr. Heitmann Garten-

Uwe Heitmann

Birkenallee 70

gartenbau.heitmann@ewetel.net

28197 Bremen

und Landschaftsbau 27777 Ganderkesee

elka elektrokalte GmbH | Kurt Jeske ;l;;g;’zrak;gg?kgsee kje@elka-elektrokaelte.de
BT LI o
elektro SIEMER GmbH Jens Siemer Wl eIEUSeY Sie S elektro-siemer@t-online.de

www.sicconsulting.de

Dr. Christopher Kaus
Dr. Jirgen Hirsch
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Imprint

Hessisches Ministerium fur Umwelt, [andlichen Raum und Verbraucherschutz (HMULV)
Mainzer Str. 80
65189 Wiesbaden

Joint office of the Hessen Environmental Alliance,

Hessen Ministry for the Environment, Rural Regions and Consumer Protection
(Umweltallianz Hessen,

Hessisches Ministerium fur Umwelt, [andlichen Raum und Verbraucherschutz)
Gunter Lanz

Tel.: +49-(0)611-8151153

Fax: +49-(0)611-81519 41

Email: guenter.lanz@hmulv.hessen.de

Departement Aquitaine (France)
Regione Emilia-Romagna (ltaly)
Freie Hansestadt Bremen (Germany)

Land Hessen (Germany)

Luitgard Kirfel, HMULV

Nina Faber de.sign, Wiesbaden

www.umweltallianz.de/ecostep

Last reviewed: March 2007

The “Layman Report on the EU LIFE project for the further development of EcoStep”

appears in German and English.



Hessisches Ministerium fiir Umwelt,
landlichen Raum und Verbraucherschutz

www.hessen.de

www.umweltallianz.de



