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INTRODUCTION

The Compliance Perspective of the Environmental Performance (EP) Balanced Scorecard provides the basis for
determining if the environmental program isin compliance and describes the risk associated with any current or
imminent non-compliant conditions.

It encourages activities to proactively identify and correct compliance issues by maintaining a strong self-discovery
and atimely and effective correction process that addresses root causes and permanent solutions.

PURPOSE

This environmental compliance metric indicates whether the particular environmental program is currently in full
compliance. If not, it triesto answer the question, “so what?’ — or, “how bad is it and for how long will it be
deficient?’

OBJECTIVES

The Compliance Perspective encourages an organization to adopt a strong environmental management ethic that
aggressively seeks out to identify, and then rapidly remedy compliance deficiencies in an effective manner.
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OBJECTIVES

1. Minimize duration of exposureto risk (reduce time
findings are open).

2. Eliminate surprises; encourage self-discovery.

3. Develop and maintain a healthy Environmental Internal
Assessment Process

In assessing the risk which non-compliance poses, it is not the sheer number of findings, but the risk of negative
conseguences that truly matters. Reward is given for timely closure and, conversely, penalties are assessed if
exposure to risk islengthy. Reward isalso given for self-discovery of problems, and for fixing them right the first
time, making sure the root cause is addressed. Further, recognition is given for maintaining a healthy Environmental
Internal Assessment process.

OBJECTIVES MEASURES
R : 1.1 Average Risk Ranking
1. Minimize duration of (25 pts))

exposureto risk (reduce

time findings are open) 1.2 Average Duration of Open

Findings (25 pts)

2. Eliminate surprises,
encourage self-discovery
of findings

.| Percentage of Surprise
Findings (25 pts.)

3. Develop and maintain a
healthy Environmental
Internal Assessment
Process

Rating from Compliance
> Assessment Criteria Template
(25 pts.)

The first two measures — Level of Risk and Exposure to Risk — focus on results and are based upon the nature of
open compliance findings. Risk isassessed, and adherence to POA&M istracked and projected. Risk is described
in terms of Mission Impact, Enforcement Likelihood, and Environmental | mpact.

The second two measures —“ Surprises’ and Internal Assessment Health — assess the approach of the compliance
management processes, referred to as the “Environmental Internal Assessment Program.” All findings are
considered “known” or “surprises’. Surprises do not include deminimus findings. Full credit is given if there are no
surprises.



SCORECARD MODEL

Compliance Perspective

Out of a possible 100 Compliance Perspective points, “break points’ have been set at 60 and 80. Thisis based upon
compliance being a minimum, legally mandated requirement.

1.1 Level of Risk for open findings,
including unfunded requirements.
(25 pts.)
1.2 Average Timeto close al open findings.
(25 pts.)

Percentage of open findings which are
“Surprises’. (25 pts.)

Health Score for Environmental Internal

Assessment. (25 pts.)
s SCORE > 95
BN SCORE =80-94
[ 1] SCORE=60-79
B SCORE<60

To calculate the total score for the Compliance Perspective:

* Add up points from each of the four objective and review criteriato determine overall compliance
perspective score.

» If you have the points AND meet the criterialisted below, you earn the score.

Points Criteria Score
>95 Open risk is negligible, AND; Gold Star
Timeto close findingsis < POA&M, AND;
All findings are self-discovered.
80-94 Openrisk is acceptable, AND; Green
Timeto close findingsis POA&M, AND;
At least 80% of findings are self-discovered.
60—79 Does not meet all the criteriafor “green” Yellow
Does not meet any of the criteriafor “red”
<60 Openrisk is not acceptable, OR; Red
Average timeto close findingsis > POA&M, OR;
L ess than 60% of findings are self-discovered.

Full compliance all of the time may not be realistic, despite the legal mandates. The U.S. EPA even recognizes this
in their Audit Policy. A top notch internal assessment program with a strong compliance audit component, which

includes proactive and timely follow-up, is essential in achieving and maintaining compliance and keeping exposure
to, and severity of, risk down to a minimum.
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Thisisatough standard, designed to make Commanding Officers aware of where their environmental risks are so
that they can manage them smartly.

Before going into the details of each of the four measures, it is essential to have a common understanding of what a
“finding” is. Thisis particularly important for measures 1 through 3, which evaluate and count findings.

For the purpose of this metric at this time, we are using all classes of findings as defined in the glossary.

Scoring Calculations M ethodology

Objective 1.1: Minimize Environmental Risk.

Thefirst objective measure is the Average Risk Ranking of Open Findings. Theintent isto describe the
ramifications of the existing non-compliance. Will the organization’s mission be impacted or halted? Will this
result in a pending or potential enforcement action? |Is there a possibility to damage the environment or resources
(i.e., natural and cultural)?

Risk Definitions are provided in this manual as a guide to help you assessrisk. However, when making decisions
about risk you, the Environmental Manager, should ultimately rely upon your knowledge, judgment and experience.

OBJECTIVE MEASURE

1. Minimize duration of
exposure to risk (reduce

1.1 Avg. Risk Ranking.

Y

time findings are open) (25 pts)
SCORING -STEP 1
Avg. RISK =
(Avg. Mission Score + Avg. Enfor cement Score + Avg Impact Score)
3*100

This calculation is asimple average of the risk ranking given to each Class | and Il finding in three categories:
Mission Impact, Enforcement Likelihood, and Environmental Impact. These categories are based upon what
Commanding Officers and others have asked in the past to get afeel for the severity of asituation. Definitions for
what congtitutes a high, medium, low risk, or deminimus risk have been developed as follows. Remember, these
definitions are a guide to assist you.

Environmental Compliance Risk Criteria

¢ Mission | mpact
The potential to stop or adver sely impact a key mission function.

High Potential to stop a key function.

Medium Potential to seriously impede a key function or stop a key support function.
Low Potential to stop work in non-key functions.

Deminimus Improbablethat any key or key support function would be affected.
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¢ Enforcement Probability
The potential for adverseregulatory actions.

High

Medium

Low
Deminimus

Agency has authority to issue Notice of Violations (NOV) and file civil and/or criminal
enfor cement actions and routinely inspectsthe activity (i.e., annually) or hasissued a NOV
in the past 12 monthsfor thisor similar non-compliant operations.

Agency hasauthority but either hasnot inspected or has not taken action in the past for
similar operations.

Agency haslimited authority and no known track record of taking action.

Agency has no enforcement authority.

¢ Impact to the Environment
Potential for adver se environmental effects.

High
Medium
Low

Deminimus

Release or damage to the environment or the resour ces (i.e., endangered
species/ar chaeological sites) has or isoccurring.

Threatened release or likely damage to the environment or the resour ces (i.e., endanger ed
species/ar chaeological sites) exists.

Moderate or major administrative requirement and no threatened or actual damageto the
environment are present.

Minor administrative requirement and no threatened or actual damage to the environment
are present.

When each finding is discovered and recorded, it is rated to have a high, medium, low, or deminimus chance that it
will impact each of these three areas. Three simple percentage scores are given for each finding. The measureis
calculated by determining the average risk in each category for all findings, and then computing the overall average
risk. The overall average risk score isthen converted to points. A maximum of 25 points may be obtained if the
activity hasno risk. Therisk levels are as follows:

SCORE RISK LEVEL
100% No Risk (i.e., no open findings)
95% Deminimus Risk
80% Low Risk Level
40% Medium Risk Level
0% High Risk Level

SCORING - STEP 2
Avg. Risk Score = Overall Risk % * 25pts.

NOTE: The highest possible ranking should be given.

Example: Lacking aNatural Resources Plan may be administrative - or it could
mean you lack basic information to ensure you are not damaging endangered
species habitat. Such afinding should therefore be designated Medium Risk rather
than Low Risk. Refer to the Environmental Compliance Risk Criteriafor guidance
in assigning risk score.
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Example of the Calculation

Finding

Finding Mission Enfor cement I mpact Risk

(Avg)

Risk Per cent Risk Per cent Risk Per cent

A Deminimus 95% | Deminimus 95% | Low 80% 90%
B Low 80% | Deminimus 95% | Low 80% 85%
C Low 80% | Medium 40% | Low 80% 67%
D High 0% | High 0% | Medium 40% 13%
Overdl Risk 64%

AVERAGE RISK SCORE = Average Overall Risk % * 25 points = .64*25 = 16 points

Objective 1.2: Minimize Time Exposed to Risk.

The second objective measure, Duration, addresses the goal to meet POA& M closure of findings discovered by
external regulators, or during a self assessment or CPI.

OBJECTIVE MEASURE
1. Minimize duration of 1.2%of flrld;:gz -
exposure to risk (reduce > accompll n
accordance with

time findings are open)

POA&M (25 pts)

SCORING
Calculation:
# findings - # findings not meeting POA&M x 25
# findings
Example:

10 findings, 2 not completed in accordance with POA&M
10-8 = 80% x 25 pts. = 20 pts.
10

Note: Cannot score above 25 points.

Objective 2: Eliminate Surprises.

This objective is a quantitative measure of how well an activity identifies and permanently corrects environmental
deficiencies.
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OBJECTIVE MEASURE

Percentage of

2. Eliminate Surprises > A
Surprise Findings. (25 pts.)

SCORING
SCORE = (#Findings- #Non-Deminimus " Surprises’) y og
#Findings
Definition of Surprise
Finding Type Definition
Repeat Found during a previous i nspection/assessment but no POA& M or corrective action plan exists.
(SURPRISE) Must be a non-deminimus finding.
Recurring Found during a previousinspection. The corrective action was implemented and the finding

closed. On a subsequent inspection, the same finding occurred again in the same area. Indicates
that the root cause was not addressed the first time. (SURPRISE) Must be a non-deminimus

finding.
New Discovered by an external regulator or during a self inspection or a CPl. (SURPRISE)
Outstanding Found during a previous inspection/assessment. A POA& M/corrective action planis being

actively worked. (NOT A SURPRISE)

Example:

6 repeat findings; 3 deminimus

6 recurring findings; 4 deminimus
1 new finding

1 outstanding finding

14-6 =57% x 25 = 14 pts.
14

Objective 3: Develop and maintain a healthy Environmental Internal Assessment Process.

This objective will help encourage the development and implementation of a comprehensive and mature annual
Internal Assessment process. Every Environmental Program Manager should conduct an annual Environmental
Internal Assessment in accordance with the Naval Sea Systems Command guidance of 10 August 1998. This
comprehensive internal assessment should eval uate programs based on five elements that form the basis of an
effective and compliant environmental program.

OBJECTIVE MEASURE
3. Develop and maintain a Rating from
healthy Environmental »| Compliance Assessment
Internal Assessment Criteria Template.
Process (25 pts.)
SCORING

Scor es based upon answer sto each question:
¢ YES, and fully meetscriteria= 10 pts.
* YES, partially meetsor doesnot fully meet criteria= 5 pts.
¢ NO, or substantially does not meet criteria= 0 pts.




Compliance Perspective

Score
Criteria (0, 5, or 10 Paints)

1 Do you perform an Environmental Internal Assessment of all program areas
at least annually?

Do you have a written assessment plan, approved by Management?

Does your written assessment plan include all applicable environmental
requirements (federal, state, local, and Navy) for your activity?

4. Are the examiners conducting the assessment knowledgeabl e about the
environmental program?

5. I's the assessment being conducted by other than the actual program managers
to ensure objectivity?

6. Isthere aPOA&M for each finding and does each POA& M clearly identify
the necessary corrective action?

7. When applicable, does each POA& M address correction of non-compliance
and the root causes?

Is the self assessment report endorsed by the Commanding Officer?

Are the POA&Msimplemented on time?

Total Points (max = 90)

Score:
Total Pointsx 25 pts.
90

Example:

Score
Criteria (0, 5, or 10 Points)

1 Do you perform an Environmental Internal Assessment of al program areas 10
at least annually?

Do you have a written assessment plan, approved by Management?

Does your written assessment plan include all applicable environmental
requirements (federal, state, local, and Navy) for your activity?

4. Are the examiners conducting the assessment knowledgeable about the 10
environmental program?

5. I's the assessment being conducted by other than the actual program managers 10
to ensure objectivity?

6. Isthere a POA&M for each finding and does each POA&M clearly identify 10
the necessary corrective action?

7. When applicable, does each POA& M address correction of non-compliance 10
and the root causes?

Isthe self assessment report endorsed by the Commanding Officer? 10

Are the POA&Msimplemented on time? 5

Total Points (max = 90) 70

Calculation:
Score =70 x 25 pts. = 20 pts.
90
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Sample Final Activity Scorecard

A sample of the final activity scorecard for the Compliance Perspective is provided below.

OBJECTIVE MEASURE SCORE
— 1.1 Average Risk
= '\E’“”.' mee Ranking. (25 pts) 16
R:g/(lronmen > 1.2 Average Duration of >
Open Findings 20
(25 pts.)
2. Eliminate .
Surprises; Do > Eﬁ:g?:tige & Suzggsets) — 14
Self Discovery gs- PIs.
3. Develop and
rgal T‘t""' na hte;Jthy Ratings from Compliance
Inr:\élr:;]men > Assessment Criteria —> 20
A ent Template. (25 pts))
Process
Compliance Perspective — 70
“ Scorecard” - I:I -
Points Criteria Score
>95 e Openriskisnegligible, AND; Gold Star

* Timetoclosefindingsis < POA&M, AND;
« All findings are self-discovered.

80-94 » Openrisk isacceptable, AND; Green
 Timetoclosefindingsis POA&M, AND;
» At least 80% of findings are self-discovered.

60—-79 » Doesnot meet all the criteriafor “green” Yellow
» Does not meet any of the criteriafor “red”
<60 * Openriskisnot acceptable, OR; Red

» Averagetimeto close findingsis> POA&M, OR,;
*__Lessthan 60% of findings are self-discovered.
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