H2E 10 Step Guide to Environmentally Preferable Purchasing

Step 1: Obtain Management Support  Request support for EPP goals from top management in the form of policy statement, job descriptions, funding or other support. To obtain this commitment, make sure to provide good examples of successful EPP programs, of products that save money and reduce waste, and of occupational safety and regulatory compliance issues that can be addressed through environmentally aware purchasing. (See the H2E website for case study information.)
Step 2: Establish an EPP Team  An EPP team is comprised of hospital professionals from different areas working together to consider and prioritize the use of products that improve environmental performance and occupational health and safety. Ultimately, this team’s goal is to foster a new purchasing culture where environmental considerations become an integral part of the evaluation process. This team coordinates its activities with the facility-wide environmental team and the product review committee(s). The leader of the team should be someone whose administrative responsibilities include ensuring that the EPP Project is fully implemented. Establishing a separate committee is not the only way to go - some hospitals may find that their existing product review committee is sufficiently interested in environmental improvements that they can serve as an EPP team by adding environmental criteria to their review of product attributes. Others may find that the facility-wide environmental team is interested in EPP as a part of their overall strategy, and can address EPP issues in consultation with Purchasing or Materials Management.
TOOL:  H2E EPP Team webpage:  url 

Step 3: Establish EPP Program Goals  Set EPP goals with your facility’s existing environmental or safety goals in mind. In addition, to help create enthusiasm in your organization for your initial EPP efforts, start by using purchasing changes to address areas where or environmental or occupational health issues already exist. Tackling an existing problem -- such as mercury spills, environmental violations, energy costs or occupational health issues – rather than addressing more remote environmental concerns like global warming, will help garner widespread support for the purchasing changes you propose. 
You will want to establish goals that can be measured – for example, “Replace all B5 solution with mercury- free alternative” instead of “Reduce purchase of mercury –containing lab chemicals”, or “Reduce water consumption by 10% this calendar year” rather than “reduce water consumption”.  Measurable goals allow you to evaluate what the specific costs, savings and environmental outcomes of such a change will be. They also help you recognize success when you achieve it!
Step 4: Explore EPP Approaches Investigate various methods of implementing an EPP program: 

· Working with a GPO  It makes sense to research environmentally preferable contracts accessible through your GPO before you reinvent the wheel. You can use two approaches – making use of existing EPP contracts, and if/when those do not meet all of your needs, request you’re your GPO work with you to develop contracts in specific product or service areas that meet defined EPP criteria.
· In-House Contracting:  If you wish to develop contracts independent of a GPO, you can develop contract specifications on a case-by-case basis using existing resources to help shape your contract requirements (see Product-Specific listings on the H2E EPP webpages for sample specifications and case studies). You may instead (or also) wish to set some more broad criteria to serve as overall purchasing guidelines. Two options are the creation of a preferred and/or prohibited chemicals list, or the identification of preferred vendors whom you wish to use.
· Using third party environmental certification and labeling as guidelines for product selection. For example, you can limit purchase of products in certain categories—refrigerators, chillers, vending machines, laundry machines -- to Energy Star LINK www.energystar.gov) qualified models; or you can limit cleaning chemicals to those certified by Green Seal (LINK www.greenseal.org). Such qualification or certification by a credible organization with stringent standards and an open process can assure you that products have verifiable benefits to the environment without your establishing independent criteria. 
· Creating Lists of Chemicals or Materials to Avoid By identifying specific substances or materials which you wish to exclude from your purchasing (as product ingredients or on their own), you can establish a blanket disclosure/exclusion policy for all purchases. Of course, the criteria for any such list must be public, defensible and clear. You may wish to use existing lists of problematic materials. 

· Creating a Preferred Vendor Program Such a program identifies a set of preferred vendors based on environmental performance of the company and its products, and encourages (or requires) buyers to source products from those vendors. Such a program may also identify specific lists of items which may be purchased from a listed vendor, excluding any that do not meet the EPP criteria you have established. Any list of preferred products or vendors should have clear and public selection criteria so as not to raise issues of favoritism or collusion.   
TOOL    For more on each of these approaches see the H2E EPP Getting Started web pages at url 
Step 5:  Develop Specifications   There are many ‘green claims’ in the marketplace – without objective, verifiable specifications you won’t know if your purchases are actually helping reduce your facility’s environmental impact. If your GPO does not contract for an environmentally preferable product you want, use H2E’s model specifications (hotlink to product overview page) to develop Request for Proposal (RFP) language, borrow from other EPP programs (state and federal government purchasing have many EPP initiatives) or develop your own as needed. For a huge database of EPP specifications and other materials, visit http://yosemite1.epa.gov/oppt/eppstand2.nsf.  You can also use these resources as guidance for your GPO to develop contract specifications that meet your needs.  Environmental Purchasing is only as good as the requirements established in your bid solicitation, so make sure you require bidders to provide specific proof of all claims in their bid response. Wherever possible, include vendor training in product use and regular vendor reporting after the contract award as part of your requirements, and ask for information on how this training and reporting will be carried out.
Step 6:  Develop policies and procedures to ensure implementation of environmentally preferable purchasing practices. If you already have systems to monitor compliance with your general purchasing specifications, environmental purchasing criteria are no different and can simply be added to the list for review. If you have no purchasing review policies or processes, you will need to develop them (and may wish to apply them to all purchasing, not just EPP.)

· Establish written policies requiring staff to purchase in compliance with the facility’s purchasing criteria  -- including environmental criteria – this is especially important  if you do not have centralized purchasing/ordering.  

· Designate responsible staff members for different departments in writing who will be responsible for ensuring that environmental purchasing policies are followed and will provide periodic reporting. (Someone may already monitor compliance with existing purchasing criteria – environmental criteria can simply be added to their list.)

· Develop an audit process so that compliance with purchasing policies is periodically reviewed. Establish in writing who is responsible for the audit process, and include vendor reporting as a component. 

· Establish mechanisms for obtaining continuous feedback from employees and product users, evaluating that feedback and using it to improve or expand the program. 

Step 7: Develop pilot projects as needed In many instances – recycled paper products, biodegradable dish soap, energy efficient vending machines --  end users may be minimally affected, and you may implement a change to use of environmentally preferable alternatives without a pilot. (Be sure, however, to let people know about the environmental benefits of the changes you make!)  In other cases, answering questions about proper implementation and possible work practice changes (operations and procedures), and ensuring user familiarity with different product attributes may require the comprehensive oversight, feedback and follow up that a pilot project can provide. For example, clinicians accustomed to mercury sphygmos might resist changing to mercury-free aneroid alternatives – in such cases a pilot can demonstrate the efficacy of alternatives and allay concerns.  Similarly housekeeping staff changing over to microfiber mopping systems may need time to adjust their techniques and evaluate alternative products.

Using the measurable goals you have set for your facility as guidance (e.g. eliminating mercury-containing clinical devices, reducing indoor air quality complaints, reducing water usage by 20%), choose a manageable pilot project for your first venture, preferably one where proven alternative products are readily available. A few key elements will help ensure a successful pilot:

· Involve end users in designing and implementing the project. 
· Enlist vendors in providing training, troubleshooting and other assistance during the pilot, and evaluate these services as part of the pilot.

· Make sure your pilot has a defined time frame and a mechanism for collecting feedback from end-users. 
· Pre- and post-pilot surveys or other assessment mechanisms can help you address issues with the new products with some specificity, instead of just hearing vaguely that “it was great” or “people didn’t like it”. 
· Include patients and visitors in survey if the piloted changes, such as “green cleaning” or use of local farm products, may affect them.

· If you wish to evaluate several different products that meet your purchasing criteria, to assess and compare their efficacy, plan pilots that test alternatives simultaneously where possible, in order to keep the pilot phase reasonably short. 
Step 8: Preparing for implementation and Continuous Quality Improvement 
· Learning from your pilot:  In preparation for broader adoption of environmentally preferable products, you will need to ensure that you have training materials to familiarize staff with any operations changes necessary. You will also need to engage your chosen vendors in ongoing support for training and assessment. And you will want to establish some sort of tracking and feedback mechanisms to be able to report on the success of the product changes, respond to any issues that arise, and assess both the environmental and financial benefits of a given change. All of these CQI elements can be developed during the pilot phase, as you see where problems arise, where training in new techniques is necessary for success, and which measures of usage, cost savings, and environmental improvements are possible for you to track, on your own or with vendor assistance.
· Training:   Require your vendors to provide training on new equipment or products as part of your contract specifications – they will often be the best equipped to educate end users. Together with your chosen vendor(s), develop informational materials and schedule trainings to familiarize staff with EPP in general, and with the benefits of the specific changes you plan to implement.  As part of this training, you can use the experience of your pilot participants to address common questions or complaints encountered during the pilot phase before they arise this time around.  You may wish to include pilot participants as “trainers”, since they can attest directly to products’ effectiveness, and assure employees that the anticipated changes are not a problem, based on their direct experience.
· Assessment:  To keep on top of both the benefits and the potential negatives of new products as you move into the broader implementation phase, you will want to establish assessment mechanisms. Pre- and post-implementation surveys may be helpful.  In addition, you will want to track acceptance (i.e. purchasing increases) of products, any cost savings related to purchasing, use or disposal, and environmental benefits related to use of the new products. Vendors of environmentally preferable alternatives should be able to provide you with information on the products’ specific environmental benefits for tracking purposes. This information is essential to demonstrate the benefit of your purchasing changes, and you may not have the time to research it – require that your chosen vendor provide it to you on a regular basis. For example, a vendor of chlorine free recycled paper should be able to provide you with figures for how much virgin pulp is avoided, how many gallons of toxic chemicals are not released, how much landfill space is preserved and how much energy is saved per ream, and also to provide you with the number of reams that your organization purchases each quarter. At best, s/he should also be willing to provide you with the aggregate environmental benefits figures per quarter or yearly report period. If you are purchasing through a GPO, request the same information.
Step 9: Expand your efforts   When you have found environmentally preferable products that work well and are priced in your range, and have develop the training and tracking programs you need to support and assess their use, you will want to expand their use facility-wide. You can prioritize by product category – i.e. you’ve piloted use of chlorine free recycled paper in one office setting; now you require all office paper to be recycled stock and chlorine free.  Or you can expand EPP adoption by area – i.e. green bathroom cleaners are successful in staff restrooms; expand that to restrooms throughout the facility – offices, cafeteria, waiting areas. 
Where a conventional product presents a significant occupational hazard or environmental threat, - such as a mercury thermometer -  you may wish to eliminate it immediately in favor of the more benign alternative, once tested. In other cases, you may wish to allow purchase of both the non-preferable product and its “green” alternative, but encourage use of the alternative through ongoing educational efforts with both existing staff and new hires. In all cases, a clear suggestion or complaint process which delivers staff feedback to your EPP team will be essential to keep lines of communication open in case of any staff objections or implementation problems.
Step 10: Communicate and Celebrate Success   Let facility staff, patients and administrators know about the success of your efforts! Place general articles on the benefits of EPP in employee newsletters, intranet and email communications. Highlight successful pilot or implementation efforts, naming staff who participated and quantifying the environmental benefits of the changes.  (“If the whole health center switched to this paper, we would prevent the use of X tons of virgin fiber – saving X trees, eliminating use of X gallons of water and release of X gallons of toxic chemicals”). 
If your policy does not require purchasing green alternatives, consider developing a contest for EPP implementation – rewarding departments who order and use the most ‘green products’ through well-publicized incentive programs, with rewards such as pizza or movie tickets for the department that purchases the highest proportion of the preferable product. You can then place stories about the contest, and winners, as a regular feature on your website or in your employee newsletter.  

Let patients and visitors know about your efforts to reduce your facility’s environmental impacts and improve the facility’s indoor environment. You can use posters, door hangers, menu tray inserts or other devices (recycled content, of course!)  to communicate that environmental purchasing is part of your culture of caring for patients and the community, and to detail the impact of your efforts. When you have implemented programs or policies that directly impact patients --  such as green cleaning or antibiotic-free meat products -- communicate the health and environmental benefits of these changes in ways that directly connect to their patient experience (i.e. food information on their tray insert, green cleaning door hangers or posters in patient rooms or waiting areas). Similarly, where you have implemented changes that may cause concern – such as reducing use of highly perfumed deodorizing products, or substituting reusable products for disposables – advance communication in patient materials about the reason for your choices can eliminate the need to explain the changes to each individual patient, and may reduce any concerns. 
When you have implemented a number of significant changes in purchasing over time, work with your public affairs department to inform your community media about your efforts and successes. Environmental improvements, particularly those that improve indoor air quality, minimize the use of toxic chemicals and reduce energy and water consumption, are clearly part of the story of how your hospital cares for your patients, staff and community.
Let us know how your efforts work out, and send us information about your program to use as a case study on the H2E website! 

