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Biosolids Environmental Management System Gap 
Analysis 

AGENCY 4 - EPA REGION 7 

EMS Element 

hvironmental 
)olicy 

Purpose of 
Element 

3rganizational 
:ommitment to 
3iosolids Code 01 
%actice 

Gap Analysis for A! 
Current Gaps vis-a-vis I Situation Prototype EMS 

(per response 
to 

questionnaire) 
General city P O W  has no 
mission city biosolids- 
statement with specific policy 
commitment to document, 
environmental although all key 
protection, etc. elements that 
POTWS would make up 
commitment to a policy appear 
good to be present. 
management 
practices and 
systems is 
largely by 
example, and 
implicit in a 
number of 
separate 
documents. 
Covers 
compliance, cost, 
effectiveness anc 
good community 
relations, among 
Dther items. 

Contractor has a 
mission 
statement that 
:overs all 
slevant areas, 
ncluding 
wotection of 
iuman health, 
mvironment, 
-egulatory 
:ompliance, to 
2xcellence in 
:Dent service, 
)est 
nanagement 
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'lanning 
Invironmental 
bpects 

http://biosolids.policy.net/emsguide/agency4.vtml 

'rocess for 
jentifying 
!nvironmental 
ispects and 
npacts of 
,iosolids 
nanagement 
ictivities 

practices, 
employee 
development, 
and state of the 
art technology. 
Policies based on 
corporate 
statement of 
principals that 
signed by all 
employees. 
Policies are 
applied to 
contractors 
subcontractor. 
Process is well 
developed 
across program 
areas. 
Pretreatment 
program 
identifies and 
tracks users and 
incoming 
pollutants that 
may potentially 
affect biosolids 

8::iional staff 
have identified 
and are 
managing all 
important 
aspects with in 
plant processes. 
Operators use 
SCADA to 
rudmonitor 
operations and 
export data to 
other application5 
(e.g., Access, 
Excel) to further 
evaluate and 
track trends, etc. 
Residuals 
Coordinator 
plays initial and 
ongoing key role 
in selecting and 
evaluating sites. 

Contractor 
responsible for 
detailed site 
evaluations, 
mapping, soil 
testing, 
calculating 
appropriate 
nutrient loadings, 
and all ongoing 
analyses. All 
occur under 
formalized and 
documented 
procedures, 

site maps are 
iomewhat 
IifFicult to read 
ind of plat- 
svel/aerial 
,hotography 
:vel detail. 
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'tanning Legal 8 
3ther 
iequ iremen ts 

'lanning 
Ibjectives 8, 
'argets 

'rocess for 
racking and 
?valuating 
applicable legal 
rnd other 
equirements 

:stablishing long- 
nd short-term 
nprovement 
oak for 
iosolids 
ianagement 

including 
checklists. 
P O W  staff tracl 
existing and 
developing 
requirements 
through 
professional 
periodicals, 
newsletters, and 
participation in 
national (WEF) 
and local 
(WW 
professional 
organizations. 
Residuals 
Coordinator is 
currently on 
W E A  Biosolids 
Committee, and 
has been active 
in national 
initiatives in the 
past. Also rely or 
Kansas League 
of Municipalities, 
which appears 
Fairly proactive in 
Following and 
attempting to 
influence 
legislation at the 
state level. 

Contractor has a 
dedicated staff 
person that 
tracks existing 
and developing 
regulations. Also 
have a 
somprehensive 
agronomic 
program that 
~ollows leading 
tech nolog ical 
ievelopments 
POTW has 
strong long-term 
strategic plan, as 
aid out in the 
Nastewater 
=acility Master 
'Ian, which 
addresses all 
xipects of 
iiosolids looks 
'orward to and 
addresses 
:apacity, etc. 
ssues through 
2020. Budget 
irocess develops 
shorter-term 
ibjectives and 
argets that are 
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\lone. 

ong-term 
bjectives not a$ 
trongly linked 
rith shorter 
Srm, e.g., 
nnual targets, 
specially non- 
apital related 
s could be. 
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'rogram to 
achieve biosolids 
nanagement 
ibjectives and 
argets, incl. 
:ompliance and 

'tanning 
jiosolids 
Aanagement 
'rogram 

Program 
achieves 
compliance with 
all regulations 
and covers or 
has links with all 

mplementation 
:tructure & 
:esponsibility 

lefi n i ng 
vganizational 

primarily capital, 
technology, or 
project-specific. 

Contractor's 
contract contain: 
specific annual 
volume targets 
that are 
quantified and 
measurable and 
other explicit 
tracking and 
regulatory 
requirements. 

Balance betweer 
POTW and 
contractor roles 
and 
responsibilities 
appears to be 
optimized and 
oversight is 
highly effective. 
Contractor's 
management 
program is highl) 
structured, and 
oriented toward 
technology and 
performance. 
For both POTW 
and contractor, 

lest practices relevant 
operations. 
Program 
elements that art 
related to capital 
projects and 
technology are 
systematically 
set up to achieve 
applicable 
objectives and 
targets. With 
respect to BMPs 
program is less 
structured. 

h s  and 
ssponsi bilities 
i r  biosolids 
nanagement 

representative 
identified with 
very specific and 
clear job 
descriptions. 
Within P O W  
Residuals 
Coordinator has 
strong authority 
and responsibility 
other staff are 
well aware of this 

Vo process for 
brmal periodic 
-eview of 
irogress toward 
ibjectives and 
argets that are 
ion-capital or 
ion-process 
mprovement 
iriented. 

Stature of 
qesiduals 
:oordinator 
losition seems 
riented toward 
iack-end of the 
lrocess instead 
If the total 
liosolids value 
.hain. 
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mplementation 
rraining 
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-raining program 
3 provide 
iecessary 
iwareness, skills, 
ind knowledge 
3r biosolids mgt., 
icl. best 
iractices 

person's role. 
With respect to 
con tractor, 
project 
managers, 
drivers, and 
applicators are 
responsible for 
knowledge of 
biosolids 
production well 
beyond land 
application. 
For the P O W ,  
training program 
is strong, though 
relatively 
informal, except 
as relates to 
operator 
certifications. 
Over half of 
POWstaff have 
such 
certifications 
(including 8 
Class IV), which 
includes some 
biosolids 
production/qualit] 
training. Training 
and education 
incentives are 
strong, and are 
well funded 
explicit skill- 
based pay 
system in place. 
Training and 
Dther education 
(e.g., workshop 
attendance) is 
Nell documented 

Mhoug h 
:ontractor not 
aquired to have 
training program 
mder contract, 
training 
squire men ts are 
mplicit and in 
Fact contractor 
ias extensive 
m-the-job, in- 
M P  plant 
:raining program 
:three weeks 
Dperation and 
maintenance) 
~ l u s  four weeks 
m-the-job land 
application 
:raining covering 
3pplication, 
sgulations, 
agronomics, and 
wocedures. 

' O W  has no 
)iosolids- 
;peck formal 
raining 
jrogram. 
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nplementation 
:ommunication 

mplementation 
locumentation & 
locument 
:ontrol 

:orma1 process 
or internal and 
xternal 
:ommunication 
m biosolids 
nanagement 

'ormal process 
or creation, 
;tora e, use, 

iisposal of EMS 
iocuments 

nodi 9 ication, and 

Examining 
mhancing 
srogram using 
:omputer-based 
nteractive tools. 
3iosolids issues 
jiscussed at all 
slevant venues 
nternally, though 
slatively informal 
although 
.esiduals 
nanagement 
joes have high 
)vera11 profile. 
'OTW takes 
advantage of a 
Jariety of venues 
br  extemal 
:om mu n ication 
and education. 
Dromotion 
activities match 
?xisting supply- 
jemand situation 
: I O  x more 
xreage in 
wogram than 
Jse on annual 
Dasis). 
Procedure for 
?eceiving and 
asponding to 
Zomplaints, 
nquiries clear, 
"plicit set out at 
City level (i.e., all 
30 through City 
manager). 
Depending on 
issue, Residuals 
Coordinator 
seeks utility 
department's and 
3r city PR 
assistance. 
Documentation 
and records 
processes fairly 
formal and well 
developed, 
especially as 
relate to 
operational 
processes, but 
less so for 
application 
aspect of 
program. Well 
aware of 
retention 
requirements, 
though keep well 
beyond 
timeframe. 

Contractor 

3 ,  
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'rogram is 
slatively 
assive with 
sspect to 
sgional or 
tate-wide 
romotion of 
eneficial reuse. 

locuments 
elating to 
iolicy, mission, 
ind biosolids 
rogram not 
:onsolidated, 
ind also 
icomplete. 
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mplementation 
lperational 
zontrol 

nplementation 
imergency 
'reparedness & 
lesponse 

:hecking 
lonitoring & 
leasurement 

letailed 
rocedures 
idd ressing 
mvironmental 
ispects of 
)iosolids 
nanagement. 
best practices 
rocedures) 

'rocedures to 
irepare and 
espond to 
lmergency 
onditions, 
icluding 
lmergency 
ommunication 

'rocedures for 
>utine 
ompliance 
ionitoring and 
ieasuring 
rogress on 
bjectivesltargets 

documentation 
and document 
control program 
is strong with 
respect to site 
and overall 
program 
management. 
P O W S  SOPS 
for operational 
processes formal 
and well 
developed, but 
less so for 
application 
aspect of 
program. 

Contractor SOPS 
for land 
application well 
developed, e.g., 
Residuals 
Operators 
Manual, including 
project start up, 
reporting, site 
evaluation, etc. 
Well developed 
and documented 
emergency 
response for 
pretreatment and 
all plant 
operations. 

Contractor's EPR 
IS a spill 
prevention and 
$lean-up plan for 
transport and 
land application 
that covers all 
activities from 
inrhen contractor 
lakes possession 
Df biosolids 
materials through 
njection. Drivers 
and appliers 
sceive training in 
EPR procedures. 
Sontractor also 
?as trained 
%merge n cy 
Dersonnel and 
%q u i pment to 
jeploy for spill 
:lean up. 
30th P O W  and 
:ontractors 
nonitoring and 
neasuring 
-0utines are 
sxcellen t 
:overing 

SOPS for 
3pplication 
lrogram not 
ormally 
iocumented 
hey exist but 
are implicit, only 
rerbally 
:ommunicated, 
)r depend on 
;elf-directed 
iction of 
qesiduals 
zoordinator. 

' O W  has no 
iosolids- 
Lpecific EPR 
rocedures as 
elate to 
ransport and 
ipplication 
letailing P O W  
esponsi bilities. 

:ontractor does 
lot conduct 
'imulated drills 
ir testing of 
!PR plan. 

leither has 
!xplicit plans for 
leather or 
atural disaster 
'vents as 
slates to 
liosolids. 

' O W  does not 
ave a formal 
ompliance 
uditing 
rogram. Also 
o program for 
acking 
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2 hecking 
Jonconformance, 
>orrective & 
'reventive Action 

Zhecking 
tecords 

I Checking Internal 
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'rocedure for 
jentifying and 
iddressing 
ionconformancez 
3 internal EMS 
equirements 

'rocedure for 
naintenance and 
lisposal of 
iosolids 
nanagement 
ecords 

regulatory 
requirements, 
equipment, 
calibration and 
records. In-house 
and contracted 
labs fully 
accredited. 
P O W  has taken 
advantage of 
some 
opportunities for 
outside 
evaluation (e.g., 
mock inspection 
by EPA, this gap 
analysis). 
Both P O W  and 
contractor 
procedures are 
strong, but 
relatively informal 
and implicit i.e., 
not mandated but 
done verbally as 
extension of day 
to day jobs. 
Covers all 
aspects of 
biosolids value 
chain. 
All records 
relating to day-to- 
day 
management, 
process 
monitoring, 
sampling, site 
applications, at 
plant volume 
awaiting 
application, and 
cumulative 
application well 
documented, 
detailed, and 
available. 

Contractor keeps 
all records 
required. 
Contractor 
prepares detailed 
daily, monthly, 
and annual 
reports on 
application 
activities. Annual 
report is 
submitted by 
P O W  to state 
and has been 
consistently 
approved without 
deficiencies. 
P O W  and 

wogress toward 
lbjectives and 
argets for non- 
:apital items. 

'rocess to 
iddress 
ionconformance 
ind determine 
oot causes is 
lot formal. 

tecords relating 
o environmental 
ispects and 
npacts, 
mvironmental 
iudits and 
eview, some 
iPR (biosolids- 
ipecific) are 
xomplete. 
Uso, hold 
ecords beyond 
eq ui remen ts. 

Jo formal 'rocedure for 
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ieriodic internal 
wditing of EMS 

’rocess for 
eview by senior 
nanagement of 
he effectiveness 
if the EMS and 
mprovement 
irogress 
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contractor both 
conduct frequent 
day to day 
checks, but do 
not have formal 
internal auditing 
program. P O W  
has taken 
advantage of ad 
hoc opportunities 
for some external 
evaluation (some 
proactively 
obtained, some 
reactive). 
Well developed 
management 
review for capital 
and project 
activities, but 
less developed 
for biosolids. 
Review as relate 
to current plant 
expansion and 
upgrades, 
including 
decisions 
regarding new 
belt presses (i.e., 
increasing solids 
content), and 
other process 
aspects currently 
strong. 

auditing 
srogram. 

Management 
‘eview does not 
address 
sbjectives and 
argets for 
iiosolids 
irogram that are 
ion-capital. 

This gap analyses was conducted using a Prototype 
EMS and screening level questionnaire developed by 
the National Biosolids Partnership for information 
gathering and demonstration purposes. It should be 
understood that the gap analysis results summarized 
above are based primarily on on-site interviews of the 
management team responsible for pretreatment, 
wastewater treatment, and biosolids management 
activities at the participating utilities. The findings reflect 
the interview team’s interpretation of the degree to 
which a formal biosolids management system is in 
place and functioning effectively. 

r 
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The findings are, however, based primarily on self- 
declared representations of the current situation and 
limited document reviews, which is no substitute for a 
more rigorous, in-depth verification audit process 
involving on-site staff interviews, and detailed work 
place observations. A formal EMS verification audit 
would be based on a common set of biosolids 
management procedures/practices that are under 
development. Finally, the audit would examine in much 
greater detail the linkages among various biosolids 
activities in order to determine whether an actual 
management system was in place and functioning 
effectively. The gap analyses presented in this report, 
by necessity, focused more on the existence of certain 
activities, not their linkages. 
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