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EURO-EMAS TRAINING MATERIAL

TRAINING 16-17 MARCH 2000

Definition of environmental management systems (EMS) in relation to the EU eco- management and auditing scheme (EMAS)

EMS is no different from any other management system aimed at achieving defined performance objectives. However, an environmental management system aims primarily at measuring and improving the environmental performance of a company or of an organisation, by reducing the negative environmental effects of own activities.

EMAS is an EMS used in EU countries. It is a voluntary scheme aimed at industrial companies and production sites, but new proposals aim to include the activities of other sectors like services. In this EURO-EMAS LIFE project, a number of European cities are experimenting with using EMAS for analysing their own activities by setting environmental targets, implementing appropriate actions, and managing, auditing and reporting on the whole process.

Goal of EMAS 

The goal of EMAS is to reduce the most significant negative effects of a company's (or a city/service/ unit) activities on the environment, and to improve continuously the 

environment's quality by selective and new action.

EMAS is focused on identifying the environmental problems, making a plan to counteract these problems, introducing a management system and, later, verifying (auditing) what was done against self-determined targets so that improvements can be made.

Background and difference with ISO 14001

In general, environmental management and auditing systems started in private companies which had to comply to environmental legislation and had to report on compliance. Some of these environmental laws are international, others are national. 

There are many types of EMS guidelines: EU guidelines, UK EMAS Help desk Guidance Notes, World Bank, Manual for Municipal Environmental Auditing (MEA) in the Baltic Cities, LBMG material, etc.

EMAS was established in 1993 as a voluntary environmental management scheme, based on harmonised guidelines and principles through the European Union, open to companies in the industrial sector operating in the European Union.

ISO, the International Standards Organisation, have also developed a series of standards and guidelines in the field of environment which collectively are known as the ISO 14000 standard, although it is not correct to refer to the ISO 14000 standard. ISO 14001 is the only certifiable standard, the remainder being supportive guidelines.

Currently the most advanced of the standards and guidelines in the 1400 series are: 

· ISO 14001 Environmental management Systems - Specification with Guidance for Use; 

· ISO 14004 Environmental Management Systems - General guidelines on principles, systems and supporting techniques; 

· ISO 14010 Guidelines for Environmental Auditing - General Principles; 

· ISO 14011/1 Guidelines for Environmental Auditing - Audit procedures - part 1: Auditing of environmental management systems; 

· ISO 14012 Guidelines for Environmental Auditing - Qualification criteria for environmental auditors.

While EMAS is applicable for certain industrial sites industrial sites only, ISO 14001 was introduced later (in 1996) and had a wider scope of application than EMAS. ISO 14001 does not stipulate the extent to which performance must be improved. EMAS goes further than ISO in its requirements for performance improvement, employee involvement, legal compliance and communication with stakeholders, including performance reporting.

The complementarity between ISO14001 and EMAS is demonstrated by:

· A sample of 140 EMAS sites revealed that 47% were also ISO14001 certified. However 85% of smaller registered sites were not certified to ISO14001. 

· Of the 53% of EMAS sites without ISO14001 certification, 55% of those did not intend to get ISO14001. 

· Of 66 EMAS and ISO14001 sites, 38% had achieved ISO14001 certification after achieving EMAS. 

Notable differences include: 

· Preliminary review: EMAS requires an initial review - ISO does not. 

· Register of effects: ISO 14001 does not require a register of environmental effects or legislation. 

· Public availability: EMAS requires that the policy, programme, environmental management system and details of the sites performance are made publicly available as part of the environmental statement. ISO only requires that the policy be publicly available. 

· Audits: ISO 14001 requires audits, although the frequency is not specified nor is the audit methodology set out in as much detail as in EMAS. 

· Contractors, suppliers: the level of control of these bodies required in EMAS is not matched in ISO 14001, which requires only that required procedures are communicated to them. 

· Commitments and requirements: employee involvement, continuous improvement of environmental performance and compliance with legislation are an integral part of EMAS. 

.

With new EU decisions on the recognition of ISO14001 and certification procedures (97/264/EC) for use with the EMAS Regulation, it is possible (for verifiers) to now avoid duplication of effort between certifiers and verifiers in the verification of an EMAS site and the validation of its environmental statement.

EMAS for cities

Compared to a company which has legal obligations concerning air emissions, waste disposal, use and treatment of water, etc, cities also have environmental laws or regulations to which they (local authorities) must comply. In particular concerning the quality of bathing and drinking water, of air and rules for waste disposal and other health and safety issues.

But a city also has "operational procedures" and "policies" (political decisions) which have been adopted and must be put into practice, checked and reported upon. In particular as cities are run by elected officials, democratic transparency asks for a periodic analysis / review of what was done and how the city is advancing towards the set goals. Therefore cities are, in principle, good places to introduce well managed and transparent quality/output/environmental control and reporting systems.

For cities, Prof. David Pearce has defined an environmental management system as follows:

It is a review and evaluation of the municipality's environmental performance (environmental conditions, policies, plans, projects, practices and compliance with environmental regulations) in a manner that is:

· periodic (recurrent)

· systematic (methodological and thorough)

· objective (honest and unbiased)

· documented

There are already quite large EMS in place, (for a whole geographical area, e.g whole city) and smaller ones (with an organisational approach, e.g. one department or one unit). 

It is important to clarify the boundaries of an EMS so that the action programme does not attempt to cover every environmental aspect of every action that is undertaken. There is a choice to be made between breadth and depth (breadth: what range of activities are included, depth: how much detail is included). Also, an analysis has to be made of which city/department’s actions have significant effect on the environment.

The WWF/LGMB Sustainability Training Pack for Local Authority officers, makes a distinction between "control effects" of city decisions and actions and "influence effects":

· "control effects" are effects which the authority can control because it directly manages the activities which cause them

· "influence effects" are effects which the authority can only influence because they depend on the actions and decisions of others.

There are also so called direct and indirect effects, first and second order effects (in time) and gross and net effects, described furtheron.

Some cities start from the analysis of effects of one service/unit (like the harbour), others enlarge the approach to areas of city management that have the most important environmental effects, based or not on citizens perceptions of the problems or their wishes.

Examples of city EMS exist for Sundvall (Sw), Igualda (Spain), Kirklees (UK), and many UK cities.

Benefits

Although the costs and benefits of EMAS for cities/city departments have still to be identified, and this LIFE project aims partly at that, there is already some information about the costs and benefits of using EMAS in companies. As we do not have enough experience with EMAS in cities, we will have to analyse these later on in the project. 

But it is useful to see what benefits and costs companies have identified.

Based on a SWOT analysis (of strengths weaknesses, opportunities and threats) in EPE companies (members of the European Partners for the Environment) we know that EMAS is valued as follows:

	PRIVATE
<TBODY> Strengths

	· systematic approach; 

· formalises good environmental management; 

· credibility; 

·  integration; 

· increases staff awareness; 

· employee morale and team building; 

· harnesses innovation, increases company profile; 

· improved relations with customers, community, regulators and the parent company. 


	 Weaknesses

	The main weaknesses centre upon the issue of cost of implementation and also administrative concerns.




	Opportunities 

	· better systems; 

· lower costs and less regulation; 

· new business opportunities; 

· priority-setting; 

· attracting investment; 

· customer confidence and c 

· competitive advantage. 


	Threats 

	Threats identified included mainly cost issues.

</TBODY>


Other studies show that one of the main reasons companies gave for registering for EMAS, was the public accountability of environmental performance and third party verification was considered to add credibility.

A step by step description of the EMAS process for local authorities
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1. Environmental policy

Definition: an environmental policy is a declaration adopted at high political level, laying down which objectives the city has vis a vis the environment. It can be focused  on protection of the environment or can have a broader approach, promising to help reach sustainability, including social, economic and environmental goals. It is a political statement, a declaration of intention, long term oriented, and not a precise action plan with quantified goals.

This policy is usually prepared and written down at high managerial level, before it is sent on for political approval. This policy will have to be regularly reviewed and revised. The policy is the key instrument to communicate the local authority's environmental priorities to management, staff and general public. It does not necessarily have to contain concrete figures or targets (the environmental programme  does!!) but should contain the following elements: 

· desire to comply with existing relevant environmental legislation 

· commitment to continuous improvement of environmental performance

Before giving the green light for an EMS, the authorities should also be clear about :

· The expected benefits of introducing an EMS, or the added value to the local authority and for its citizens,

· The expected costs or: how much resources (human, budget) will be needed, including what sorts of environmental and management expertise will be needed to implement the system,

· How the EMS will be kept simple to understand and implement,

· What external verifiers will need to be able to track and identify in an EMS.

In this phase the type of question the EMAS developing team have to ask and answer are:

- Which policy and action areas are under the city's responsibility, control /influence?

- Which are the major areas of action in budget terms?

- How is the city's management organised? Where are decisions taken?

- In which operational unit will EMS be introduced?

- Who (person, team) will be responsible for introduction and managing of the EMS?

For the training: 

- Which environmental agreements have already been signed by the United Nations countries, or by the European Union, or at national level, to which cities must comply or have silently agreed to comply?

- Analyse/comment Stockholm's Environmental Policy

2. Environmental Review
Definition: an environmental review is an assessment of the local environmental problems, but mostly in terms of how these problems are created, worsened or simply affected by the city/department's own activities. 

An environmental review  is a comprehensive analysis of the environmental issues, impacts and performance related to activities of an operational unit. It looks at inputs, services and outputs of the city/ department/unit, to identify environmental impacts and issues for the management. It is important that the issues and impacts are ranked so that the local authority can decide which to address first.

Purpose of the environmental review is also to give information on the current situation with respect to environmental issues, on which an environmental programme (action plan) can be based.

The  review therefore leads to a PICTURE or description of the state of the environment, in so far as it is influenced by the city/department's actions. This picture is also sometimes called the ECOLOGICAL FOOTPRINT  of the city/department's actions. It  has to be made by trained people, who know about environmental and health issues and how to measure them. A set of variables or indicators are usually presented in the review report (like quality and consumption of water, of air, etc).

In addition, a list needs to be compiled of all environmental legislation which applies to the department and its activities and an assessment needs to take place of the observance of this legislation.

Type of questions that need to be addressed by the EMS developing team:  

- What are the main environmental issues in the city?

- What are the main risks and how big are they?

- What are the city's legal obligations?

- What are the main effects of city/service actions? E.g. how are the city investments affecting the environment? More precisely: how energy efficient is the local public transport, how is it affecting the quality of the air or CO2 emissions? How are the city's buildings built and managed (energy and water use), what is the environmental impact of other (e.g.social) services? 

- Is the city/services performing in an environmentally sound way?

Strategic choices to be made:

- clarify the boundaries of the review so that the assessment does not attempt to cover every aspect of everything,

- choose between breadth and depth (breadth: what range of activities are included, depth: how much detail is included).

- clarify control and influence effects,  direct and indirect effects and gross and net effects 

Definitions:

The WWF/LGMB Sustainability Training Pack for Local Authority officers, makes a distinction between "control effects" of city decisions and actions and "influence effects":

· "control effects" are effects which the authority can control because it directly manages the activities which cause them. Examples of how the city/department can "control " positively the environmental impact of its actions: in its energy and water use, waste production and management, purchasing policies in general and transport related issues. All of these relate to how the city/department manages its own buildings, land and amenities.

· "influence effects" are effects which the authority can only influence because the effects depend mainly on the actions and decisions of others. Examples of how the city/department can "influence" positively the state of the environment: by education, information campaigns, awareness raising activities, by its own purchasing policy, by setting an example, by adopting regulations and in its choice of service provision.

In an administrative section, "control" effects may predominate: use of paper, energy management, use of cars, etc. In other departments like Planning or Economic Development or Education, the "influence" effects may predominate: construction of cycle paths,  public transport availability, etc. 

Sometimes a distinction is made between internal (direct) effects and the external (service) effects. Direct effects are those arising from the day-to-day operation of the department/unit (energy use, transport, waste etc.). Service effects are those arising from the services/policies delivered/developed by the department/unit. This could, for example, include the effect on air emissions, caused by increased or decreased car use, which is caused, in its turn, by local planning policy.

In this same philosophy, direct and indirect effects can be defined as follows: Direct environmental effects are related for instance to energy use, water use, waste and transport,. Indirect effects are more related to  the consequences of strategies and policies. Direct effects account for some 5% of environmental effects.

ECOTEC however uses direct and indirect effects in a slightly different manner, more related to the timing of the actions: direct effects come first, indirect effects come later. Direct and indirect effects can also be defined as being the first and second order effects.  An example: a new road will cause less congestion, and improve the quality of the air in certain areas, having a positive direct or first order effect. But, by making increased car traffic possible, which might attract more economic activity, more homes or more tourists, the new road can actually have a very negative indirect or second order effect. 

From evaluation work done by ECOTEC on the environmental impact of EU supported regional / urban development plans, the indirect (negative) effect on the environment which is caused by stimulating economic growth, was much bigger than the direct (positive) effect of direct investments in environmental infrastructures.

In this context, ECOTEC also makes the distinction between gross and net effects (gross: difference between before and after the action, net: taking into account what would have happened had the action not taken place). This distinction is important as we tend to think in direct or linear cause-and-effect relations, while reality usually is much more complex. Many other, sometimes unknown, variables are also playing a role (like perceptions, attitude of people, etc). (See also separate section on how to select and use indicators).

For the training:

-  Brainstorm  about main environmental issues (water, air, energy, waste, noise, etc), how they are affected by city's (and human) activities

· Discuss lists prepared by the participants on the environmental problems in their  cities/departments

· Use WWF/LGMB material pages 149 etc 

- Teach/exercise on how to distinguish between significant and less significant environmental issues.

- Discuss the difference between an environmental impact assessment and a strategic impact assessment.

3. Environmental Programme
Definition: An environmental programme is a concrete action plan addressing the significant environmental impacts which have been identified in the 'Environmental Review' phase. 

Any environmental effects identified as being significant during the review should be managed within the environmental management system.  Thus the programme should be made up of a combination of control, improvement and further analysis activities.
Control actions relate to effects which are already being managed.  All that is required are controls to ensure continuing compliance.  For example, most of the service activities of an Environmental Health Department would fall into this category, e.g. enforcing legislation/regulations.

Improved Action address weakness' identified during the review, or areas where existing management needs to be improved.

There may be effects identified within the review whether it was not possible to decide on its significance.  Thus there will be Further Analysis Actions which in reality are equivalent to the Detailed Review.

A Programme should be a balanced mix of these three types of action.  In reality a further analysis activity, once undertaken, should lead to a series of improvement actions, which in due course would become control actions i.e. part of everyday management.  Similarly if external conditions changed (e.g. new legislation or tax regime) existing controls may become improvement actions to allow a proactive response.

Not everything can be managed.  The number of improvement actions will be constrained by available resources and the other objectives of the council.  Thus the programme will need to prioritise actions, identifying those to be taken first and those to be undertaken in the future.  For the latter, it is important to recognise the assumptions made and the barriers which explain why it is not being managed immediately.

The programme should include specific environmental objectives for the department /unit. It should describe the means by which these objectives are to be reached and should identify moments and means for assessment of progress.

In order to obtain 'best environmental value' the project should focus on identifying those 20% of activities which result in 80% of environmental impact.

Questions that need answers by the EMS team in this phase:

- Which significant impacts and risks does the city/service want to tackle?

· What do we want to improve and by how much (indicators, targets)?

· What will be the costs?

For the training: 

- Definition of sustainability

- Difference between objectives, goals and means.

- Concept and operationalisation of eco-efficiency 

- The choice and use of indicators

- Examples of environmental policies, progammes 

4. Environmental Management System
Definition: an environmental management system is an operational system which aims at achieving the defined targets in an effective and efficient manner.

It lays down operating procedures and controls to ensure the successful implementation of the environmental policy and programme. This has implications for the organisational structure and for the staff. Use may be made of an existing management system such as ISO 14001 or an in house system.

Define: 

How the analysis and control will be done

Who is responsible

Focus on:

How do we know how we are doing?

Motto: If you can’t measure it, you can’t manage it. Peter Drucker
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5. Environmental Audit
Definition: an environmental audit is a check of performance against intention.

Environmental practices and performance are checked against the policy, objectives and relevant legislation. 

Once the organisation has established its Environmental Management System, verifying the implementation of the system and making suggestions for improvement will be critical. An audit leads to a PERIODIC REPORT on whether and how the new policy, programme and management system are effective or not and how efficient they are. The audit should be done by trained people, who are not directly involved or responsible for implementing the policy or the action programme. The auditors should use agreed procedures  and be capable of objective and careful data collection and reporting on findings.

The environmental audit is an active process, to identify successes and resolve deficiencies. So auditors are expected to look actively for them. Periodic audits provide the necessary information to exercise control over management practices and the development of specific improvements.

Results: a (annual) report to the public, on how well the service/city has done, on how the new practices have affected the reality and on how things can be improved.

Type of questions that need an answer in this phase:

- Are we doing what we said we would do? Is the policy working?

- Are we improving our behaviour?

- How can we improve things??   

- Are the targets set at an adequate level?

For the training: discuss difference between effectiveness and efficiency

6. Environmental Statement
Definition: a concise and comprehensible statement for the general public covering the work done and the results of the relevant department/unit. The purpose of the statement is to ensure that the public and all other interested parties understand the environmental impacts of the department/unit and how they are being managed. The statement should contain up-to-date information on progress against objectives and time-scales agreed by the management team.

Important: keep everybody, especially key personnel, informed

What should be included in a statement?

· A description of the city/department activities

· An assessment of all the significant environmental issues of relevance to the activities concerned

·  A summary of the figures on pollutants emissions, waste generation, consumption of raw material, energy and water, noise and other significant environmental aspects, as appropriate

· other factors regarding environmental performance

· a presentation of the city/department's environmental policy, programme and management system implemented

· the deadline set for the submission of the next statement

· the name of the verifier

· significant changes since the previous statement

Checklist:

· make sure you identify your audience and adopt an appropriate style

· keep it simple and consistent

· don't leave out the bad news

· don't forget to include the good news

· cover all the issues

· make it concise and not over documented, don’t include irrelevant data

· avoid jargon and abbreviations

· everything you state will be checked for accuracy, so think about the word you are using and avoid falling into traps, for example are you "maximising" or "minimising" or are you actually "increasing" and "reducing"?

· bring together all the appropriate information and documentation (use annexes)

· make sure the facts are represented realistically and clearly, particularly when using graphs and charts

· use diagrams to illustrate complex processes

· make sure all the information is verifiable and accurate

For the training: discuss the Environmental Statement of Newcastle

7. Validation/ Verification/peer review
Definition: a validation is a check of all the steps and results of the EMAS process, done by an independent outsider. The result is a REPORT, with recommendations.

The main objective of the validation is the verification and revision of the environmental statement. It will therefore most often also include verification of the policy, programme, management system and audit procedure or build upon good audits.

Relation between audit and validation: the validation is an independent check of the audit:

While many local authorities are involved in some process of environmental management the verification part has, up to now, posed problems for many as this means that outside verifiers need to be brought in at considerable expense. 

In this LIFE project we want to train and use staff involved in EMS in other cities as the verifiers for partner cities, like was done in the Baltic states, but this requires certain other conditions such as:

· very good preparation (plan dates, think of local holidays, make lists and contact those who will be interviewed, etc)

· a knowledge of local conditions

· cultural awareness and sensitivity

· courage/assertiveness 

· etc

For the training:

And how to be independent in data collection, interviews and reporting.

For the 7 steps:

- Discus potential pitfalls

Session devoted to auditing:

What is an EMAS city/department audit?

An environmental audit is a check of performance against intention. By looking at documents, by interviewing key people and by observing, an analysis and evaluation is made of the environmental policy, the work-programme and the management system, to see whether they are:

· Effective (reaching the desired goals, doing what it was supposed to do, delivering the expected results)

· Efficient (doing it with the least possible resources, as compared to other ways of reaching the same goal or results).

· How they can be improved

An audit leads to a (periodic) report to the public, on how well the service/city has done, on how the new practices have affected the reality and how things can be improved.

An audit should be:

-     periodic and recurrent 

· systematic (methodological and thorough)

· objective (honest and unbiased)

· documented

· public

Why do we do it?

To find out if we are doing what we wanted to do.

To be transparent to citizens.

To improve the system.

The environmental audit is an active process, its goal is to identify and resolve deficiencies. So, one has to actively look for successes and problems. 

Periodic audits provide the necessary information to exercise control over management practices and the development of specific improvements.

Who can do it?

An audit can be done by a trained and independent person. People who are too close to the day-to day work tend not to see problems or "bad habits" that can develop. 

It has to be done by people who are capable of careful data collection and reporting on findings, using a pre set list. It can be done by local staff with special training, but not by those who are directly involved in the actions.

An auditor should be:

· Independent of the activity being audited 

· But having local expertise (to save time)

· Knowledgeable/ well informed/ trained in environmental issues linked to environmental monitoring 

· Knowledgeable/ well informed/ trained in environmental health and safety control issues

· Generally aware of environmental techniques and practices as used in other municipalities/ cities

· Knowledgeable/ well informed/ trained in what an environmental management system is 

· Objective (having no pre-conceived ideas) and impartial (not favouring certain types of actions/issues above others)

· Tactful (knowing how to ask for data) but also assertive (making sure the data is given to him/her)

· Thorough, e.g. taking notes all along the audit, as sometimes results will be used only much later

· Attentive to detail 

How do we do it?

To prevent partiality even from a relative outsider, audits require a clear outline of certain rules and procedures, for instance:

· scope of the audit (that is, areas and activities covered)

· audit frequency 

· audit duration/budget

· audit method

· key responsibilities

· reporting mechanisms

On preparing the audit:

It is very important that all those who are audited are informed of what an audit is and when it will take place. The Baltic cities took 6 months to prepare an audit: informing those who will be audited and organising the audit takes time!

On data collection:

Sources of evidence:

· Document review – some documents can be requested before the site visit

· Observation of work practices

· Interviews

Collect also background information: what is in the environmental review? Which areas are described as being most problematic?

Contact with relevant people, give information on audit, interview by phone and possibly visit.

Use checklists: some for filling in data collected by auditors themselves, others to be filled in by those who are audited.

Collect data on air quality, water, waste, etc, those target variables mentioned in the environmental programme.  Note difference with previous value. Think of the possible difference between gross and net value (see text on methodology and indicators).

On reporting mechanisms:

The draft audit report should be sent to those city/municipal workers who were interviewed and or contributed otherwise to in the audit. These people are entitled to a fair and factual representation of the environmental compliance relevant to their area of responsibility. On the other hand, the auditor(s) must make sure that any shortcomings are clearly pointed out in the report. The draft report should be sent to municipal officers, and the auditor should be decide as to whether any changes are to be included in the final report.

What an auditor wants to find out:

· Does the Environmental Policy at least meet the legal requirements laid down?

· Whether action that was laid down in the environmental programme (action plan) has been taken

· Whether the management system which was set up worked as planned

· What the level is of the indicators that have been chosen to measure progress

· Is there a clear audit trail through the system

What should be in an audit report?

Are we doing what we said we would do? 

Are the planned activities effective, are they producing the desired results?

Are we doing it in an efficient way?

Are we improving our behaviour?

Or: is the policy working?

How can we improve things?

Planning and phases

1. Prepare audit

According to the Baltic Cities Guidelines, an audit can take several months, of which perhaps two weeks for the field work. There can be several different auditors/experts covering and reporting on separate fields (air, waste, water, etc), Each expert is given one month to cover his/her area of the audit, including reporting. Time is also needed to prepare the field trip (inform those who will be audited, organise trips) and to get familiarized with local conditions.

When working internationally, attention must be given to start of summer/winter  holidays, of public holidays and eventual local election periods.

2. Collecting the data

Collect data from documents, collect values of main variables mentioned in action programme, collect statistical data, hold interviews, make visits, use checklists

3. Make draft report, check with city officials participating in the on-site audit. 

4. Make final report

5. Disseminate results

Session on cultural differences

1. Cultural differences, the dimensions identified by Prof. Hofstede

2. The dimensions identified by Trompenaars

3. Self assessment test and discussion (to be distributed during the Training session)

4. Exercise on how to ask for something and how to say no

1. The four cultural dimensions in Prof. Hofstede's work

Form: Geert Hofstede, "Cultures and Organisations, the Software of the Mind", MsGraw-Hill, London, 1991.

In  Hofstede's vocabulary, "culture" is the programming of the mind and is influenced by nationality, age, sex, profession, religion, rural or urban background, etc.

To find out how nationality influences perceptions and behaviour, he did a large study among IBM employees in 50 countries plus 3 multi- country groups. All these employees work in the same organisational culture, but are from different nationalities. The same questionnaire was sent out to thousands of IBM staff to find out whether there were important cultural differences and such differences could be analysed and classified.

Prof. Hofstede used to work at the University of Maastricht (now retired) and his work is used in high level training of staff of international companies through ITIM, a company in the Hague with branches all over the world. Clients are multinationals,  foreign affairs ministries, and companies exporting and having to deal a lot with foreign clients. These people need to be sensitive and open about how people abroad think and react.

Note: this type of classification of countries and of cultures is not to stereotype people, it is to be used so that you understand where you yourself stand, and to be open and attentive to how other people can score very differently on the four dimensions. The more you know about your own culture, the more interested, open and tolerant you will be about how people in other cultures behave.

Hofstede asked questions about:

1. The attitude people have to power

2.  The image people have of themselves, in particular about: 

· the relationship between individuals and society

· the relationship between men an women

3. How people react to conflicts, including how/whether they express feelings and control  aggression

What came out is that countries can be classified according to four cultures dimensions:

Large versus small distance to power 

Collectivistic versus individualistic

Masculine versus feminine

Risk avoiding versus risk taking

Dimension: Large or small distance to power 
This dimension measures /describes attitude to power and social inequality. It is based on the analysis of answers given to questions concerning:

- Are people afraid to say they do not agree with their boss? 

- How do people describe the style of their bosses (autocratic, paternalistic, etc)

- What style would they want their boss to have? 

Definition:

A country/culture is considered to have a large distance to power when people with less power expect and accept that power is distributed unequally. 

Classification of countries under this dimension. 

High scores = big distance to power

Malaysia 104

Guatemala 95

Panama 95

Mexico 81

Arab countries 80

India 77

Brazil 69

France 68

Belgium 65

Portugal 63

Greece 60

South Korea 60

Spain 57

Italy 50

Japan 54

Netherlands 38
USA 40

Germany 35

Australia 36


Great Britain 35
Switzerland 34

Finland 33

Sweden 31

Ireland 28

New Zealand 22

Denmark 18




Israel 13

Among the EU countries, we see that all the Nordic countries have a small distance to power. And that the Southern countries have higher scores.

For our work with EMAS, and in particular for auditors/verifyers, this means among others that:

· In southern countries: attention has to be given to making contacts and agreeing on procedures and dates at the appropriate (quite high) level. Staff at lower level might know much more than the boss, but the boss has to be informed and has to authorise what you are doing, when and with whom. 

· In Nordic countries it is important to know that people at lower level can have large responsibilities and should be taken seriously and are sometimes more important than the boss.

Dimension: Collectivistic versus Individualistic

Based on a large number of questions asking about the characteristics of an "ideal job", how important certain elements would be to make it ideal.

Definition: a country is called individualistic when the relationships between individuals are loose, each person taking care of him/herself and for his/her close relatives. 

A culture is called collectivistic when individuals, from their birth onwards, are part of a strong, closely held together group, giving protection in exchange for loyalty. 

A country receives a high score for being individualistic if people valued very highly: - Freedom- freedom to do the job according to own ideas

- Free time- enough time for private and family life

- Challenge- work that is challenging and can give personal satisfaction

A country scores high on collectivism if the following is highly valued:

- Training- opportunity in the job for further training, for improving knowledge and for learning new skills

- Physical working conditions- ventilation, lighting, space

- Talent use - being able to use own knowledge and capabilities on the job.

Classification of countries under this dimension.

High score = Individualistic cultures





USA 91





Australia 90

Great Britain 89

The Netherlands 80

Canada 80 

Italy 76


New Zealand 79

Belgium 75

Denmark 74

Sweden 71

France 71

Ireland 70

Germany 67


Switzerland 68

Finland 63


South Africa 65

Austria 55


Israel 54

Spain 51


India 48, Japan 46 

Greece 35


Brazil 38, Arab countries 38

Portugal 27





Malaysia 26





Thailand 20





South Korea 18





Pakistan 14





Ecuador 8





Guatemala 6

For our work with EMAS, this means that one should be aware of his/her own attitude to the groups one belongs to, be they family, political affiliation, profession, religion, etc. In some countries people can be expected to speak for themselves only (and take responsibility for own actions) while in other countries the situation can be more complex and decisions are better understood if one takes into account what alliances and group solidarity is playing a role.

Dimension: Masculinity versus femininity

As above, this dimension was a result of analysis of the questions about the ideal job.

A country receives a high score for being masculine if people, in their jobs, value highly:

- Income- the opportunity to earn a lot of money on the job

- Recognition- if one does his/her work well

- Promotion- the possibility to get a promotion

- Challenge- work that challenging and can give personal satisfaction

A country scores high on femininity if the following is highly valued:

- Bosses- a good relationship with the boss

- Cooperation- colleagues who work well together

- Living- living in an area which you and your family like

- Security- the security to stay in the same job as long as one wishes

Definition: a society is so called "masculine" when gender roles are distinct: men are expected to be assertive and hard and oriented towards material success, women are expected to be modest and gentle and oriented towards quality of life.

A society is so called "feminine" when gender roles overlap each other: both men and women are supposed to be modest and gentle and oriented towards quality of life.     

Classification of countries under this dimension.

High score = Masculine cultures





Japan 95

Austria 79


Venezuela 73

Italy 70

Ireland 68

Great Britain 66

Germany 66


USA 62, Australia 61

Greece 57


New Zealand 58, India 56

Belgium 54


Canada 52, Malaysia 50, Brazil 49

France 43


Israel 47

Spain 42


South Korea 39

Portugal 31


Thailand 34

Finland 26


Costa Rica

Denmark 16

The Netherlands 14

 Sweden 5

For our EURO-EMAS project this dimension can be important to understand how decisions are being taken in a particular country: on a consensus basis or more based on separate and distinct roles of different staff.

An example of a dialogue between a Dutch boss and a Greek employee:

The Dutchman: when do you think you will have finished the report? (this is how "orders" are given in Holland, as if everybody is equal)

The Greek, spontaneously: oh , next week. (he thinks: what a strange boss, He should know when he wants it and clearly say so.)

After one week:

The Dutchman: is it ready? 

The Greek: almost, in a few days you can have it. (Actually the jobs needs two weeks, but the Greek will work overtime to get it out in 9 days) (The Dutchman thinks: I can’t build on this Greek, if he can't plan his work).

After the Greek finishes the work, he is not really thanked for it. He feels his work and capabilities have not been recognised.

Dimension: Risk avoidance

This dimension has been based on the answers to three type of questions:

- How often do you feel nervous or stressed at work?

- You should always respect the company rules, even when you think it would be better for the company if you did differently 

- How long do you think you will be with the company?

Definition:

Risk avoidance is measured by how strongly people feel threatened by unknown situations (measured by nervousness or stress at work and a need to foresee situations (having formal and informal rules). 

Classification of countries under this dimension.

 High score = High risk avoidance

Greece 112

Portugal 104

Guatemala 101, Uruguay 100 

Belgium 94

Japan 92

France 86

Peru 87, South Korea 85

Spain 86

Panama 86, Argentina 86

Italy 75

Israel 81, Brazil 76

Austria 70

Arab countries 68

Germany 65

Thailand 64

Finland 59

Switzerland 58 

The Netherlands 53
Australia 51, New Zealand 49, Canada 48, USA 46

Great Britain 35
India 40, Malaysia 36

Ireland 35

Sweden 29

Denmark 23




Jamaica 13




Singapore 8  

For our EMAs project this type of differences can play a role in how open people want to be about things that went wrong. 

2. On Trompenaars work

From: "Riding the waves of Culture- Understanding Cultural Diversity in Business", by Fons Trompenaars and Charles Hampden-Turner, Nicholas Brealey Publishing, London, 1997.

This book makes a different distinction between cultures, it uses 7 dimensions, based on an analysis of how people deal with time, with nature and with other people.

2.1. On the Time dimension

In some societies what people have achieved in the past is not important, it is more important to know what plan they have developed for the future. In other societies you can make more of an impression with your past accomplishments than those of today.

With respect to time, The American Dream is the French Nightmare. Americans generally start from zero and what matters is their present performance and their plans for the future. This is nouveau riche (new money) for the French, who prefer to be "ancien pauvre" (distinguished or old poverty). 

In certain cultures like the American, Swedish or Dutch, time is perceived as passing in a straight line, a sequence of distinct and separate events. Other cultures think of time more as passing in a moving circle, the past and present together with the future possibilities. This makes considerable difference to planning, strategy, investments and views on training people on the job or buying outside talent.

For our EMAS project this means that in some cultures time is "elastic" while in others it is very strict and important thing.

2.2. On the Nature/ environment dimension

This dimension deals with how much control you may have over your environment and how much you should respect it, go with the flow.

In some cultures the individual is seen as being very important while in others it is his/her environment (setting) that is more important. This setting (or context) can explain how people will/should behave.

An example: when he was young, Mr Morita, the later chairman of Sony, invented the Walkman because he wanted to listen to classic music on his way home, without disturbing his fellow train passengers. In the West, where the individual rights are seen as VERY important, people might say: I can listen to the music without being disturbed by others.

Countries can be classified as follows, according to how much they want to "dominate nature, use nature for their own wishes" or whether they want to "respect nature" or are "fatalistic" (God will decide, not man).

High score means "use nature" for human use:




Romania 68, Cuba 68

Spain 50

France 46

Denmark 45

Portugal 44

Canada 42

Greece 40

Brazil 39

Austria 38

Poland 38

Ireland 38

New Zealand 38

UK 36


Australia 36

Netherlands 33
Israel 33

Finland 32

USA 32

Belgium 31

Italy 31

India 30

Germany 30

Hong Kong 29 

Sweden 21

Singapore 20, Japan 19




Kuwait 18, Oman 11, Egypt 9, Bahrain 9

2.3 On the people dimension

How we deal with people can be described in a number of ways:

- How much emotions people show, are they more "neutral" or "emotional"? In some  cultures expressing your emotions is not acceptable while in others it is a must otherwise you are seen as cold an lacking "emotional intelligence"

Example: Showing how upset you are at work

(Percentage of respondents who would not show emotions openly)

Japan 70, New Zealand 69

Austria 59

China 55, India 51, Canada 49

Portugal 47

Australia 48

Sweden 46

Netherlands 46

UK 45


USA 43, Mexico 41

Finland 41

Belgium 40

Brazil 40

Greece 38

Thailand 38

Germany 35

Denmark 34

Italy 33

Switzerland 32

France 30

Ireland 29

Argentina 28

Spain 19

Cuba 19, Venezuela 20




Oman 19, Egypt 18, Kuwait 15

- How universal rules are: in some cultures what is good is always good, in others this can vary according to who the other person is. Family or friendship relations are very important and bring obligations. 

- How people see themselves, as an individual or as a member of a group. Often there is less social security in the latter cultures and people help each other on a regular basis. What is some cultures is called corruption is called solidarity in others.

Example: Should the company provide for housing?

(Percentage of respondents who disagree)

Sweden 89

USA 85

Denmark 84

Switzerland 83

Netherlands 83

UK 83


Australia 82

France 81

Austria 79

Canada 77

Germany 75

Italy 75

Ethiopia 75, Philippines 72

Greece 60

Finland 70

Pakistan 65


Japan 45, India 46

Russia 22, China 18, Hungary 17 

- How much value is given to achievement, versus to 'being' someone. In some cultures it is more important what you do than what you are, in others it is more diffuse.

National patterns of corporate culture can also be described in terms of whether a country is Person or Task oriented and whether it is Egalitarian rather than Hierarchical. A number of countries are placed as follows:

       




Egalitarian





* Denmark 






* Sweden

*USA





* Canada






* UK










*Ireland

Person ___________________________________________________________Task 

Oriented
   


   


                Oriented 






*Italy

 


     *Belgium




*Venezuela




*Greece

  *Australia






    *Germany






    *France





  *Spain   





*South Korea






Hierarchical

H. Berends
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