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INTRODUCTION

When investing in small and mid size hotel projects, IDB, as a general rule, requires that the
Sponsor develop and implement an environmental and social management system (ESHSMS).!
The ESHSMS is typically developed after completion of the Environmental Assessment Process
which, depending on the project, would include development of either an Environmental Impact
Assessment (EIA) or an Environmental and Social Analysis (ESA).

An ESHSMS is a framework developed to identify and manage environmental and social aspects
of each principal phase of project development (i.e., siting and design, construction, and
operation®). Development of an ESHSMS ensures environmental and social issues associated
with each phase of the project are identified, evaluated, and managed in a systematic way, and
that management of those issues is integrated into every aspect of the project.

An effective ESHSMS is a dynamic, continuous process initiated by management and involving
the Borrower (project sponsor), its workers and contractors, and the local communities directly
affected by the project. An ESHSMS is not only an internal management system; it also is a
mechanism for communicating performance to outside entities.

IDB requires an ESHSMS for the Borrower’s activities, operations, and facilities, to be
consistent with 1ISO 140001 (Environmental Management Systems) addressing environmental
aspects, and with OHSAS 18001 (Occupational Health and Safety Management Systems) for
health and safety aspects.* Environmental and Social Management Systems include policies and
procedures, management plans, performance indicators, responsibilities, and training and
inspection protocols. The system may consist of either a combined ESHSMS addressing both
environmental and social aspects, or separate systems (i.e., an Environmental Management
System and a Social Management System). In either case, the system(s) must address all criteria
established in the referenced standards, and can include references to the noted protocols.

The referenced standards draw on the established business management process of “plan,
implement, check and act”, and require a thorough assessment of potential social and
environmental impacts (both positive and negative) and risks from the early stages of project

! Social elements consist of health, safety and socioeconomic aspects of a project. Socioeconomic impacts from
project activities include those related to the community, employment and workforce to include diversification,
working conditions, community involvement and development, public services, and aesthetic and cultural aspects.

2 See “IDB Technical Note for Environmental and Social Analysis for Small Hotels and Resorts (Category B)” for
details on IDB requirements.

® Site closure and restoration phases may also be required to be addressed.

15014001 and OHSAS 18001 are the most common internationally accepted protocols for development of
management systems. OHSAS 18001 is an international occupational health and safety management system
specification, embracing BS8800, AS/NZ 4801, NSAI SR 320 and a number of other publications. The essential
difference between ISO 14001 and OSHAS 18001 is that 1SO 14001 focuses on managing the impact on the
external environment, and OHSAS focuses on managing the “internal” environment to ensure a safe and healthy
workplace. Structurally the two standards and their requirements are essentially identical. Only the intent and focus
are different. Thus the same quality management system framework can be also applied to incorporate other areas of
impact such as socioeconomic impacts, and be integrated into an EHSMS.
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design, through construction and operation, and provide a system for mitigating and managing
the social and environmental risks and opportunities. Standard elements of an ESHSMS include:”

e Identification and review of the social and environmental impacts and risks of project
siting, construction and operation;

Definition of a set of policies and objectives for social and environmental performance;
Establishment of a management program to achieve these objectives;

Monitoring performance against these policies and objectives;

Reporting of the results appropriately; and,

Review of the system and outcomes, striving for continuous improvement.

The ESHSMS will draw upon the Environmental Assessment Process (the EIA or ESA) in that
the ESHSMS is the mechanism to ensure the information, findings, and decisions from the ESA
or EIA project evaluation are captured and fully incorporated into an ESHSMS for project
management.

The ESHSMS is site specific, so the basic steps for developing an ESHSMS are the same
whether the project is part of a larger development, an addition to a corporate franchise of
properties, a stand-alone development, or an expansion to an existing property. While there may
be an existing ESHSMS or defined management standards established by entities with ownership
or operational management over one or more phases of the project, the elements discussed herein
must be evaluated and addressed for each individual project. In cases where there is an
applicable existing ESHSMS there would typically be a process or procedure which governs the
preparation and integration of the project specific ESHSMS for a new endeavor.

As stated, the basic steps for developing an ESHSMS are the same regardless of the location,
size, type, and structure of the project. This Technical Note provides an indicative content for
such a system, as well as criteria for development of content elements. The document is designed
to assist project sponsors in understanding what IDB requires for an ESHSMS for a project of
this type. This document is not intended to provide complete or detailed guidance on the
preparation of an ESHSMS, but rather the basic requirements. An indicative list of typical plans
and procedures which may be developed to support system implementation is also provided in
Annex A.° Many of these plans are required at different phases of the project; however, each will
be tailored to the specific aspects, size and complexity of the project and to each phase. As such,
plans may be individual per phase or may cross all phases of the project and some are only
required in specific cases. For additional information and sector specific guidance for preparation
of plans and procedures please refer to the bibliography at the end of this document.

® IFC Guidance Note 1 Social and Environmental Assessment and Management Systems (see attached Annotated
Bibliography for source reference).

® Additionally, specific plans or procedures to be included in the ESHSMS may also be required by the IDB as a
loan requirement.



INDICATIVE CONTENTS FOR AN ESHSMS

1. INTRODUCTION TO THE COMPANY’

This section should provide a general description of the project and ownership structure and
organization as specifically related to environmental and social aspects of the project.
Applicable distinctions between the roles and responsibilities of the owner(s) and operator(s)
and the role/relationship to the Project Sponsor should also be specifically described.

2. OBJECTIVE AND SCOPE

This section should describe the objective and scope of the ESHSMS. Primary objectives
should be:

e To document and implement an ESHSMS to ensure that all environmental and social
aspects and impacts of project® related activities, products, and services are
identified; and,

e Ensure compliance with applicable regulatory requirements, IDB policies and
guidelines (to include conformance with ISO 14001, and OHSAS 18001 protocols),
and other applicable established standards of performance® and/or best management
practices.'®

Additional objectives of an ESHSMS are to:

e Serve as a management tool to achieve and maintain compliance with relevant laws
and regulations;

e Ensure that environmental and social company policy objectives are met;

e Align with existing environmental and social laws, regulations, and applicable best
management practices;

e Drive continuous improvement in the management of environmental and social issues
to achieve the best social and environmental outcomes; and,

" As noted below, since the ownership and management structure and associated roles and responsibilities for each
phase of development of small hotel and resorts may differ, the term “Company” herein applies to each specific
entity with management control over one or more aspects of the development.

® The term “project” includes all activities associated with siting, construction and operations of the hotel/resort.

° Current generally accepted standards for ESMS development include IFC Performance Standard 1 (and Guidance
Note 1) for Social and Environmental and Management Systems, and Sector Sustainable Management Certification
Programs such as the Green Globe Certification for the Travel and Tourism Sector, and the Sustainable Tourism
Eco-Certification Program. The ISO is also in the process of developing management system standards for the
sector. See attached Annotated Bibliography for additional information.

19 Industry best management practices include those contained in the International Tourism Partnership (ITP) Guide
to Sustainable Hotel Siting, Design, and Construction and companion Guide to Environmental Management for
Hotels, and the Green Globe Environmental Standards for the Accommodations Sector. Occupational Health and
Safety guidance for can also be found in a number of published guidance materials. IFC has additionally developed
an on-line Tool Box and a separate Manual for Implementation of ESMS in Small and Medium Sized Enterprises
(SMEs). See attached Annotated Bibliography for references and additional information.



e ldentify actions required to ensure environmental and social issues are addressed in a
systematic manner.

The scope of an ESHSMS typically includes:

e A Policy statement that clearly communicates the organization’s commitment to
maintaining the social, cultural, and physical environment and complying with applicable
legal requirements and applicable institutional standards;

e An action plan to guide the project’s actions and expenditure of resources;

e An implementation protocol for the ESHSMS that encompass all of the property’s actions
relative to the environmental and social aspects of project development and design,
construction, and operation, including awareness and training, staff procedures, incentive
programs and community outreach;

e Corrective action and/or monitoring programs to ensure the ESHSMS performs as
expected; and,

e A continual review process, typically by senior management, to determine how to
improve the ESHSMS and the level of compliance with the project’s/ownership’s
environmental policy

As stated, a successful ESHSMS is based on the “Plan-Implement-Check-Act” Model and
consists of the development steps below. Much of the information for Steps 1 — 5 should be able
to be obtained from the ESA/ESIA (e.g., project related risks and impacts for each stage of the
project cycle and associated management and mitigation recommended actions). The 1SO
standard nevertheless requires each step be fully documented in the manner described in Sections
below.

Step 1 - Identification of applicable regulatory and other requirements and governing
institutional standards (e.g., IDB Guidelines/ Commitments).

Step 2 - Identification of environmental and social aspects. These are project activities that
have a relationship with the environment, socioeconomic conditions'* and operations that
pose health and safety hazards.

Step 3 - Identification of environmental and social aspects which have one or more impacts
(positive and negative) to the physical environment, socioeconomic environment, and the
health and safety of employees or the public.

Step 4 - Identification of significant environmental and socioeconomic impacts, and impacts
which pose significant health and safety risks based on established significance
criteria/weights

1 For example, aspects of the project that may involve social and economical conditions in the area include
population and settlement patterns, social organization/groupings/indigenous people, services, health and education,
local infrastructure, cultural resources, etc.



Step 5 - Identification of objectives. These are identified actions/procedures for mitigating/
managing/monitoring (as determined necessary and appropriate) the identified significant
impacts.

Step 6 - Identification of target actions to meet objectives. These are specific actions and
timelines for meeting the above objectives

Step 7 - Identification of Control Procedures — Under I1SO, control procedures (e.g., Standard
Operating Procedures [SOPs]) are only necessary to the extent that their absence could cause
a significant impact. ISO does not specify or dictate either the method of controls, the
number, format, or content of the controls, or whether they even need to be referenced in the
ESHSMS. However, most projects will have a number of developed control procedures.

The Objective and Scope Section will also indentify related developed procedural and supporting
documents to include the ESA/EIA® Annex A contains an indicative list of required
documentation to include the supporting programs, plans, and procedures identified herein as
well as commonly developed project specific additional documentation.

3. SUSTAINABILITY POLICY OF THE COMPANY?®

The ESHSMS must have a policy statement14. Guiding principles in developing a policy are that
it must:

Be clearly documented and understood at all levels;

Commit to complying with the law;

Be publicly available;

Commit to the protection of the environment, conservation of resources, and the
protection of the safety and health of site personnel, visitors, and the public;
Commit to continually striving for improvement by setting objectives and targets;
e Be relevant to the operations of the project; and,

e Contain a statement of commitment by management at all levels to the successful
implementation of the ESHSMS.

An example policy is presented in Annex B.
4. DESCRIPTION OF COMPANY ACTIVITIES AND ORGANIZATION
This section should identify activities conducted in each discrete phase of the project (e.g., siting

and design, construction, and operation), and the company’s organization and responsibilities in
the development and implementation of the ESHSMS.

12 A distinct numbering system should be developed to identify specific procedural documents.

B As described previously, there should be detailed clarification as needed of the ownership and operational
structure and responsibilities as it relates to the term “Company.”

4 Even if there is an existing policy in an ESMS established by entities with ownership or operational management
control over one or more phases of the project, the policy must be reviewed and evaluated for applicability to the
specific project.



Development of a description of the company organization could be challenging for small hotels
and resorts where there is no clearly defined organizational structure. The previously noted
certification and best management standards organization’s publications contain sector-specific
guidance which can be referenced for development of the required descriptive information.
Annex C provides an example description of a current corporate hotel management chain’s
organization with respect to environmental and social aspect management.

This section also should describe general responsibilities for managing and implementing the
ESHSMS. It would identify the main entities who figure prominently throughout the ESHSMS.
These should include:

e The Environmental Health and Safety Department (or applicable name). This would be
the company entity/person responsible for compliance with environmental and social
regulatory requirements and internal policies and procedures. The Department would
have the responsibility for checking and monitoring environmental and social issues to
ensure related legal and other requirements are met. The Department would also have
responsibility for ensuring programs meet IDB standards. For small projects this
“Department” may consist of only one or two individuals.

e The Environmental and Social Site Representative(s) (or applicable name) — This would
be the site representative(s) of the above referenced Department that has/have
responsibilities for ensuring the site complies with company environmental and social
policies and procedures of the ESHSMS. This includes ensuring contractors comply with
company protocols. Again, for small projects this may be one of the above referenced
companies Environmental Health and Safety Departmental individuals.

e Other Departments — Responsible for complying with applicable elements of ESHSMS
(e.g. Procurement [responsibilities include ensuring contracts for services contain
appropriate language concerning compliance and oversight], Human Resources,
Community Relations, Maintenance, and Facilities).

This ESHSMS section should reference a developed Organizational Chart.
5. LEGAL AND OTHER ENVIRONMENTAL AND SOCIAL REQUIREMENTS

A register of applicable regulatory and other requirements and governing institutional standards
(e.g., IDB Guidelines/Commitments) must be developed for each phase of the project. The Legal
Register displays all environmental and social legislation applicable to the project. As part of the
ESHSMS, processes must be developed for:

e Determination of the applicability of the requirements relative to the identified
environmental and social aspects (see Section 6 Identification of Environmental and
Social Aspects and Impacts);

e ldentifying and monitoring legislative, regulatory, and institutional changes that would
impact the property, and updating the legal register; and,

e Communicating the requirements to contractors, employees and other interested parties.



The anticipated requirements would at a minimum include those identified in the ESA to include:

e |IDB’s environmental and social policies that are applicable to the operation, and the
project’s level of compliance with those policies;

e Applicable national and local environmental, health and safety and labor regulatory
authorizations and permits required (including any tourism permits required);

e Any other requirements or standards to which the Project must or will comply to include
company standards®®, other applicable frameworks such as LEED™ or the previously
referenced sector specific certification standards or international guidelines for
sustainable tourism, etc.

This ESHSMS section should reference any associated developed supporting documents/plans to
include:

» The Legal Register (list of above requirements)

» Process for Identification and Continual Review of current and pending legal and
other requirements, and reporting/actions related to the review in accordance with a
developed Recordkeeping Procedure

» Records Retention Procedure

6. IDENTIFICATION OF ENVIRONMENTAL AND SOCIAL ASPECTS AND
IMPACTS

6.1 Environmental and Social Aspects Identification

This section should identify and describe the organization’s activities for each phase of project
development that interact directly or indirectly with:

e The environment
e Health and safety of site personnel, visitors, and the public
e Socioeconomic aspects of the project setting

The ESAJ/EIA identified environmental and social risks and impacts can be referenced for
development of this element of the ESHSMS. However, even if environmental and social
aspects were identified in the ESA, they should be reviewed against current project plans. If the
project is part of a larger development or corporate portfolio for which an existing ESHSMS
exists, it is likely that the new project can also utilize an existing aspects register as an additional
reference tool for development of the project-specific aspects inventory.

Environmental aspects include consideration of each activity’s interaction with air (e.g.,
controlled and uncontrolled emissions), water (e.g., controlled and uncontrolled discharges),
waste (e.g., solid and other types), soils (e.g., land use or contamination), vegetation and resource

5 As applicable (i.e., if affiliated entities/parent organizations have an existing ESMS and/or company policies that
are more stringent than or in addition to others listed)
1° eadership in Engineering and Environmental Design (LEED) Green Building Rating Systems

7



depletion, aesthetics (noise, odor, dust, vibration, aesthetic & visual aspects), indirect aspects
(use of land, water resources and energy), cumulative impact aspects, beneficial aspects
associated with the activities, and consideration of present and future conditions, and normal and
abnormal conditions (e.g., weather, emergencies, etc).

Health and safety aspects would include for each activity, all health and safety hazards and risks
to site personnel, visitors, and the public/community associated with performance of the activity.
A hazard can be defined as something or a situation with the potential to cause injury or illness to
people, damage to property, or disruption to productivity. Hazard identification is the process of
recognizing that a hazard exists and defining its characteristics.

Socioeconomic aspects of the project include employment and community impact aspects (both
positive and negative). This would include the previously noted aspects of the project that would
involve social and economic conditions in the area, population and settlement patterns, social
organization/groupings/indigenous people, services, health and education, local infrastructure,
cultural resources, etc.

Any format can be used as long as it identifies each discrete activity, and each aspect of the
activity. Annex D contains three example formats for aspects inventories, and the previously
identified certification and best management standards organizations publications contain sector-
specific guidance which can be used for development of the aspects inventory.

Also to be addressed in this section are actions triggering a review of the identified aspects (e.g.,
when there is a change in the process, raw materials usage, equipment/machines, product or
service).

This ESHSMS section should reference developed supporting documents/plans to include:

> Environmental and Socioeconomic Aspect Inventory(ies)’
» Hazard and Risk Inventory

6.2  Environmental and Social Impacts Identification

For each environmental and social aspect, and for each principal phase, all associated impacts
(positive or negative) to the environment, health and safety of site personnel, visitors and the
public, or socioeconomic conditions must be identified. Again, even if this task is addressed in
the ESA or an existing ESHSMS, the impacts should be reviewed based on current project plans
and formally documented. As with the aspects identification, the previously identified
certification and best management standards organization’s publications also contain sector-
specific guidance which identify sector-specific typical impacts associated with each aspect and
example templates for documentation. The example Annex D format also addresses impacts
depiction for environmental aspects.

This ESHSMS section should reference related developed procedural and supporting documents
and plans to include:

17 Aspects can be presented in combined or separate inventories. Most inventories are in table format.
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» Environmental and Socioeconomic Aspect and Impacts Inventory(ies)
» Hazard and Risk Impact Inventory

6.3  Assessment of Impact Significance

For each aspect’s impact, the significance of the impact should be assessed and documented
where:

Significance = Severity of Impact X Probability of Occurrence

The standards also require consideration of impacts under normal, abnormal, and emergency
conditions.

The ESA/EIA can be referenced for a description of impacts, and Annex E and the referenced
guidance contains examples of impact significance criteria and formats for documentation.

This ESHSMS section should reference related developed procedural and supporting documents
and plans to include:

» Inventory of Significant Environmental and Socioeconomic Impacts
» Inventory of Significant Hazard and Risk Impacts

7. OBJECTIVES AND TARGETS/INDICATORS

Obijectives are identified goals for mitigating/managing/monitoring (as determined necessary and
appropriate) significant impacts. The establishment of measurable objectives helps to ensure that
the organization is meeting the intent of the standard and the established policy described in
Section 3.

Targets are detailed performance requirements, quantified where appropriate, to meet the stated
objectives. Targets would include specific actions and timelines for meeting objectives.

Thus, this section details the process for setting the objectives and targets (to include a no action
and/or ongoing monitoring activity). The section should identify the requirements for
implementing and managing the objectives and targets as documented in the Management
Program plans, procedures, programs (see Section 8).

Management Objectives and Targets must be developed for significant impacts over which the
company has control/influence, and must be:

Specific;

Measurable;

Agreed and Understood;
Realistic; and,
Trackable.



For example, an objective may be to reduce water consumption for the entire property by 10%.
Each objective is supported by a set of specific targets, such as introduction of a towel and linen
reuse program by a certain date, or installation of low-flow shower heads in guest rooms by a
certain date. The ESA/EIA can be referenced for impact mitigation and monitoring
recommendations, and Annex F contains an example format for the register of objectives and
targets. The referenced standards and guidance also contain comprehensive sector-specific
management objectives and targets which can be used to develop project specific objectives and
targets.

The Objectives and Targets ESHSMS section should reference related developed procedural and
supporting documents and plans to include:

» Register of Environmental Targets and Objectives
8. PROGRAMS, PLANS AND PROCEDURES

This section describes the management program established to meet the Section 7 Objectives and
Targets and defines the procedure for maintaining the ESHSMS'®. Specific programs, plans and
procedures to meet the objectives and targets are prepared once the objectives and targets are
finalized and assigned to specific departments/individuals for implementation. The programs/
plans/procedures must clearly define levels of participation and responsibilities, and define
activities, persons responsible, time frames and resources to achieve the objectives and targets.

Interaction/interdependencies between objectives/targets and programs and documentation must
be addressed. There must also be a process for regular review of objectives and targets and
responsibilities assigned for tracking and reporting progress. Finally, the triggers for
amendments to the programs/plans/procedures must be identified.

Development programs, plans and procedures typically include:

Documented work instructions;
Procedures;

Monitoring programs; and.
Performance criteria.

A list of typically developed plans and procedures to meet the project ESHSMS objectives and
target activities is contained in the referenced Annex A Indicative List of ESHSMS Programs,
Plans, and Procedures.

'8 The ESA can be referenced for development of this section, but typically the ESA only includes a basic framework for
development of needed management programs, plans and procedures.
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9. ESHSMS IMPLEMENTATION AND OPERATION
9.1  Structure and Responsibilities

The roles, responsibilities and authorities of personnel who manage, perform and verify activities
having an effect on the environmental, health, safety and socioeconomic risks and impacts of the
organization’s activities, facilities and processes, must be defined, documented and
communicated in order to facilitate ESHSMS implementation. This expands on the Section 4
description of main organizational entities and their general responsibilities to include specific
responsibilities for implementation of the ESHSMS defined objectives and targets and for:

Providing Resources;

Initiating Action;

Identifying Problems;

Recommending Solutions;

Verifying Implementation of Solutions;
Controlling Further Activities; and,

e Acting in Emergencies.

The section will also reference any associated developed rel