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e ol the mosl,
memoratle
conversations
| had last summer
al the ASHE
4135t Annual Conlerence
amd 'lechnical Exhibiticn
was with o colleague from
Lie United Kingdom. - The
conference you may
pemem b was held in
conjunetion with the
LiLh Congress of the
[nteenational Federation of
Hospital FEngineering (PR
[ bring healtheare engineees
teaether from around the alobe
Lo share their insights and hest
praciices. We Lalked aboul cnergy
praciices in particular — the good, the bad,
and the ugly — thal seem o pervade hospilals
fal least temporarily) on balll sides of the Atlantic,
That reminded my colleague ol a popular goide
(hal was pubtdished by hig government, one Lhal
fdentifed "whers mansgement lechnigques are inhibiting
eond praciice.” So by the spivlt of international
cooperation and tearning, 1 have oblained permission
Les reprint part of the suide and have taken the Hherly
Lir cdil sections o adhere W space constraints,
Wrilten by Jobn Pooley for The Government OfTioe for
Lhe Bouth West of England, this guide is foond in Resooree
Efficicncy & Corporate Kesponsibility - Managing Change'.
Aword of warning: applying the puidance in this
document may lead Lo worlil-class worsl praclice!
' TFara '||':I.-I-::'|;:;I-‘| CEFRION, VISR sl i rsonses LemnasBesmegshange il
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Worst Practices Guide in Energy and
Environmental Management
Toveore 15 uman.
We all make mistakes
bt Lhie most
auccosslol
companics learm
[rim them. This
Worsl praclioe’
guide s inlended
Loy help you learm
from the miziakes
Lhal cthers have
made, 2o that you
can ddenlily and
avoid them,
Alternatively, yol
pold follow all
Lhee guidanae and
really mess up!
Worsl practice is
the synergistic combination ol many
clements of bad practice. Having
[lst one or Wwo elemsnls of bad
practice docsn’l lead 10 worsl
praclice slatus. Whal you need 1o have is a range of bail
practices thal can support and multiply” each othes,
For example, somelimes doing nothing is worse than
doine Lhe weong thing! 1L can be argued Lhal often the
resason (o daing nothing 5 a failure 10 dentify e
risks and opportunitics fcing Lhe oreanization. & eood
measure of ignorance is always helpiul if vou are
sepking o atlain worsk practice statis, Bul o be really
Bad you need to wark al it Many organizalions can
recover from the odd element of bad practice. To
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achieve lesendary wors Praciice status vou need o
exceed expeclation in a number of areas!

Thit key arcas are explored in the [ollowing i
secliong,

1. Policy

A policy statement js g basic requirement, of Ay
Environmental manasemen| avslem. We could choose ol
o have g formal policy, hut why do this when having th
WIOnE policy implemented in the WIS Wiy can make
areal leaps lowards wors), practioe?

Don't spend 1o mueh Lirme developing 4 polivy:
copy one fram anolher similap canmpany. Jusl because
d policy is published doesn't mean it 1S any good. By
Copying a policy fram another BreAnizalion, yoe can use
lerminclogy that is ‘alien’ 1o vour oraanization, recvole
lhe: mistakes of others, or spt unrealisable abjectives,

[nstre el nebady ‘twns” the policy, For g policy
L work it needs to he ‘owned’ by &8 many people as
possible. This can be aehieved by processes such as
consullation, brainstorming, review an dWareness
raising. But we can avoid all of this By simply issuing
the policy document.

Diralting a sood shorp policy stalemen PEIires
elfont anid linderstanding, The longer he statemen),
dstally 1he Jess effective i1 is. 8o to BEVEme and
promote bad practice. dom WOy about the length of
thee policy - and don't forgel, the longer it is the mope
chance of building in ervors and braps!

2. Resources
The kew toenviconmental manggement (s people,
Allhough sone leehnology may be involved, it i feple
Wl make environmental Management waork. 8o give
environmental responsihility to overloaded. lower il
employees. This approach has me my heneliis: The
averloaded person may not iddentify the best aptions,
A reactive, rather than a progelive, approach will be
maintained, Senipr Management, may overrile any
aclions Laken. |ow-leyvel employees may be unahie 1o
mlluence seniore management, Give a cleap messane o
dll emploveess that environmental issues are nol o high
Prioeity for e aradanizalion,

Alternatively, give environmental reaponsihility 1o
d SCNI0C MAnagement environmen tal skeplie, This gives
e exlernal dppearance Lhal the company has laken
a high level commitment, However, by using all theip
management and palitical skills 1he skeplicwill ensure
thatl-as little a5 possihle changes. O technigue they
Gl use 05 1o delegate work 1o verloaded, lower Jevel,
e ployees!

3. Measuring and Monitoring
[Li= often said thal Yol cannot manage whal vou canmo
measure. Measuremenl and moniloring is such an
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importanl issue in eIvironimental management thal really
Bad practice will PEqUire appropriale efforl in this area.

B0 measire as little as possible. Measurine takes
tme and effort, so starl by Lrying nol Lo measupe
nything, I this is a problem, measure the simplest thines
possible and extrapolate al) performance on thal [failing
d eredible reading, simply make up figures Lo suilt), Op
Lake: Lhe opposite approach - monitor everyihing that
meves. To excel al bad practice, i is far better o
MEASUI a0 monitor absolutely everyt hing, Kot anly will
Lhis Lake Lime and money. itwill ensure thal vou do ol
fave any Lime to lake any effective ackion. This dapproach
CED e your oo Bad praciice condilions — data overlnagd
and analysis paralysis.

Rely on estimated readings. The only conelusion ¥l
can draw Irom an eslimaled reading is that the meter
has nol been read. For had Prectioe nse thesp reddings
and don't mark them as such — ¥oudon’l wanl anvone
queationing yiou!

Having spant lme and money on collecling data —
don’l pend Lime dildlyvsing or understanding i, In (his
Wl NOUL Can Ose as much raw dalg gs possible i reporis
10 other penple, 1 hese people can’l anderstand (e
data, they won'l be able 1o make any contributions. With
any luck, yvou will alsn manage 1o alicnate them and malke
them believe that the whole Whing is oo complicated!

4. Integration
Avoid making links betwern environmenial anil encrey
Malagement with olher buziness issues. || really helps
bad practice if the Broanizalion can view environmental
Ackivily 55 aviiding resulation and dadilional cosls, PRe
YELY careful aboul letting anyone know (hal effogive
ehvironmental manasement reduces cosis and thal
addressing environmenia| iBsues can lead L nmarketing
opporkunilics,

Vs betier Lo isolale Environmental aclivity so that
il can be fgnored, Activities Lhat are fully intearated
are diffiewlt for an orsanization o iEnore or discard,
A particularly elfective had praclice is o both isolale
crvironmental activity and make i1 1he reaponsiblily
ol & single person who (3 close 1o retirement, Then when
they retire no one knows whal is soing on! Allernatively,
dreskrucluring can make \he environmental person
redintanl)!

5. Minimize

Bad praclice environmenial management is driven by
anly external requirements — nok internal aspirations,
anthe appraoach 1o he Lakén here is w identily 1he
barest minimum thal needs 10 be done, For example,

it you can salisly a customer by simply giving Mhem a
copy ol a policy slatement — do just that.— but oo mape.
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. Planning
Ervironmental management is like amy oles managemel
lechnigue, I needs strocture and planning. S0 avid
planning il possible, “We haven'l got a plan, so nalhing
can g0 wrong!” Spike Milligan, Elfective planning means
ientilying all the relevant issues and weorking oul e
to address them, This is clearly an increase in worklosd
csn do the minimum, Another bad practice advantage nf
a0t having a plan g that you avoid checking on progress,
Use as shovl a limescale as possibie, The use 0f
sharl limescales is useful had practice. The shorl me
seale de-motivales people so they don’t bother ining
anyihing, Or sela larget that is oo ambilions so [hal
most people do nothing. Setting a short Lime soale avoids
lnoking al long term issues - il will certainly help avoid
sustainability and all thal aoes with that!

7. Investment

sitd spending any money. Environmental managemenl
and improvement do ot come (or free. So don’l spend.
Thie will nol only appear o save you money, sy alsn
stop peaple coming up with suggestions for improvemenls,

Avoid even (hinking sbout life eyele costing. Lile
cvele cosling makes financial sense only i you are
prepared ook beyond the shoet lerm. 5o avnid-any
long-term views, This will enable you Lo buy lowes) first
civst plant and enjoy high running costs dndior poar
environmental perfoemance for the life ol the assel.

[l is also possible that the azsel will have g shorter Jile:,
allowing an sarly repeal ol bad practice,

IForael that gcod environmental managemerl
improves profits and reduces risks. 1 you can RS
the nesative side of environmental issues you can rially
enhance vour had practice by discounling any positive
projects thal ellective environmental managemenl may
identife. Be sure to complain about all e complianoe
costs and ensure vou do nothing w account for the
opening linancial benefits. 11 yau are really excelling at
biad praciice this won'l be a problem — becanse Lhers
won't be any benelils!

8. Workforce Issues

Fir ellectve environmaental management and
improvement 1o ke place you need Lo involve ag many
peaple in the workforce as possible. 3o W achieve hiad
praclice you need to minimize the elfect antl contributicn
af thee workloree, Arauably, you need (o get them (o il
Lhee wrong things!

There are many ways of doing (his. Limil the
mformation that you give oul. This is particularly
powerful, I people don'l know what s aoing on, they
can’l become involved, I vou don’t wll them the result of
what (hey are doing, they won'l have any idea il they are
doing right or wrong,
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Sugpestion schemes normally form part ol sneray
and gnvironmental management progeams, Ask for
suspestions — then igoore them. To gop SlgaesLIons
coming in, jusgt don't process those thal you gel.
Alternatively, tell them the suggestion has been rejected
bk nol wihe An old favorite is 1o lake as long as possinle
in processing spgaestions — 1his keeps Your wirkload
A and de-motivates al the same me.

Fromrise, hut don't deliver, Get the workloree
invalved. Promise a reward for sugoestions. Then make
sure you don't give any rewards, Say you will give them
feedbnok = then don't. All of these lechnigues can be
very elfective in de-molivating the wiorkloree, One
company said they would pay S0 ol thie fiest yvear
savings [or any implemented sugeestions, They nover
thintshl that some one would come up with & slggeslion
ial saved €100.0004@ar! Their response: a payment of
E5.000 - exeellent had practice!

9. Excuses

Finally, to maintain bad praciice and keep your job il
will help to have a rangs of excuses thal you can use.
Yo will ave todo some work in developing your
gxonses bank — but hees are some initial deposits:

W haven't gol he Lime o do it thal way. We have
always done it that way. The procedures don'l allow theal
Lo happen. 11 i%s such a good idea, why aren’l we already
doine (12 We don’t wanl o be al e Bleeding adee of
Lechnoloay, Now i3 nob the vight lime, We will look al
Uil in nest vear's budget [0 oo rigky, [1il's thal goad,
why isn'l everybody doing 1% There are Leo-many
snrees of advice — o we won't use any of thern, 1Uis
ot vet an industry standard, so we will wail, [Lis
gurrently the subject of a siralegie review., mobody has
asked for i1, s why should we do it | won't be a ronsd
when [hal happons.

Wi hope you lound this worsl practices guide amusing
and useful, The British government could have jusl as
easily published a document ol bad practices withou
Lhe irony of pulting them into a fake “hossto-guide” but
whal fun is that? Gheers Lo the Brits for their humour
amd tecall our continued hest practices. G

fark Reed is the National Healtheare Manager Joe
ENERGY STAR af the U.S, P ENERGY STAR oflers
fhospitale best practices thal flinp NCrease eiergy il
environmental perlormanee. To join, visil

W eergEsian oy or contact e author al Ll

L8 Environmental Protection Agency - MO 82021,
1200 Pennsyleania Ave NI Washinglon, L0, 20460,
Erail: reei olark@aepa,gov Phone: 202-343-0146
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