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1. INTRODUCTION

Internal audits are intended to provide a systemic, independent 

review of an organization’s Environmental Management System 

(EMS).  This undertaking provides an important opportunity to 

examine the effectiveness of an organization’s control processes 

and assess if organizational changes have been addressed in the 

management system to ensure conformance.  Internal audits allow 

for self-scrutiny of the system on a periodic basis to identify gaps 

and potential issues reducing the risk of unintended consequences. 

It can also identify unrealized opportunity, which is becoming an 

important outcome of an EMS.

The idea for a benchmarking exercise was tabled by a member of a 

group of companies, simply referred to as the Collaboration (for 

14K). These companies first came together to provide practical 

insight to the Canadian negotiators during the 2015 revision of ISO 

14001. Once the new standard was published, most opted to 

continue collaborating on the adoption of a robust, credible and 

reliable environmental management systems (EMS), meeting the 

requirements of ISO 14001:2015. Now, with their updated systems 

in place, their interest has turned to initiatives to enhance the 

continual improvement of their EMS.

While the Collaboration is involved in the development of tools 

and research initiatives, there is an interest in learning from each 

other’s experience with developing and implementing EMS 

internal audit programs.  To respond to this interest, this proposal 

documents a plan to complete a benchmarking study on EMS 

internal audit programs.  As it was determined that a broader base 

of companies would benefit from this investigation, this offering is 

being extended to organizations with a similar desire to improve 

their EMS. This endeavour also considers companies with EMSs of 

a unique design, so they can also benefit from this investigation. 

Internal audits are an important process in any environmental 

management approach to understand how to improve the system.

The proposal is provided to you to determine if your organization 

would benefit from participation in this opportunity. To enable 

more forthright disclosure of current practice and experience, this 

work will allow organizations that participate to remain 

anonymous. The real value is in learning from others.

Special thanks for their review and feedback on the proposal go to:
Shirley Neault, Manager, Environment and Systems, Hudbay;
Sheena Pyles, Internal Auditor, Toyota Motor North America, Inc., & 
Brenda MacDonald, Director Environmental Governance, Emera.

2



The benchmarking study will review internal auditing programs for 

environmental management systems of participating companies.  

The objective of the study is to compare audit performance criteria 

and processes and identify best practices that support effective 

implementation of a robust, credible and reliable EMS.  To provide 

meaningful results, at least companies (20) will be involved in the 

study. 

The study will:

o examine audit processes that are notably effective or 

efficient 

o include investigation of existing tools, techniques and 

standards or protocols used in internal audits

o explore thereception or adoption of new tools, such as 

online audit programmes 

o discuss problematic issues related to internal audit 

implementation and solutions considered 

More details on the concepts to be reviewed in the study are 

provided. Please note that in the development of the scope, 

concepts and questions, three recent studies on audits and 

performance of EMSs were reviewed. Two were from Canadian 

research and one from an international source, (see section 14).

2. STUDY OBJECTIVES

CONSIDER: Do most EMS internal audit programs focus only on 

reviewing the minimum requirements? Are the best programs 

implementing Value-Added Auditing concepts?  How are these 

programs implementing these additional concepts and what 

benefits result?

3.      BENCHMARKING STUDY CONCEPTS

The concepts to be examined in the benchmarking study are 

organized in three general categories: 

o General Organizational Parameters; 

o Internal Audit Concepts; and, 

o Other Issues.  

Following is a general description of the concepts and groups of 

issues, which will be considered in the scope of the study.                 
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Knowing that the design of a single internal audit program will not 

be the best for all organizations, the benchmarking study will 

collect general information about each organization and its EMS to 

put the internal audit program information into context.  This will 

help explain why a program element may work in one situation and 

whether or not it is likely to work in a different situation or 

organization. Some examples of general organizational parameters 

to be included are:

o Organization size (by number of employees, departments, 

floor space) and number of facilities.

o EMS Scope: 

¶ Single enterprise, or individual facility registrations; 

¶ Is the system managed at facility level, or via corporate 

template for EMS structure and procedures?

o EMS Maturity (continual improvement iterations; systems 

design changes vs output correction).

o EMS Sophistication (i.e. integration into core business).

o Types of EMS Adoption:

¶ EMS adoption with conformity adoptions recognized as 

options 1 or 2 in ISO 14001:2004 and ISO 14001:2015

3.1       General Organizational Parameters ¶ Options 3 or 4 (EMS Registration/Certification –

Corporate EMS/Single Enterprise Registration or 

Facility Registrations)

¶ EMS Independent of ISO 14001 (or another branded 

approach, e.g. Responsible Care™), including those 

adoptions using elements of ISO14001 to improve 

elements of a unique EMS, without asserting 

conformity to all elements 
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The main data collection effort for the benchmarking study will 

examine key concepts and parameters related to the internal audit 

program design and its implementation.  There are numerous 

specific issues that will be examined within internal audit programs.  

The following items are examples of groups of issues to be expanded 

upon and examined in detail in the study. 

o What Standards were utilized to establish internal audit 

framework or any processes?

Å ISO 14001, ISO 19011, Other ISO Standards? Non-ISO 

Standards?

o Objective and Focus –What is the priority?

Å EMS effectiveness, i.e. is the EMS achieving the desired 

results?

Å Conformance to internal requirements and Standard 

requirements. 

Å What are top management’s expectations from the 

internal audit process?

o Value-Added Auditing Concepts –Are these being integrated 

into the internal audit program? How?

Å Individual concepts to be explained and examined in 

questionnaire.

o Audit Rating or Evaluation of Risks

Å How is risk defined?

Å Does the internal audit establish an overall audit rating 

or concluding statement?

Å Does it focus solely on identifying non-conformances 

and opportunities for improvement?

Å Are risk concepts used to describe the importance of 

the audit findings?

o Statistical parameters –Numerous statistical data points will 

be compared

Å Audit frequency, partial or full scope 

Å # of audit days compared to ISO 17023:2013, 

IAF MD 1:2018, IAF MD 5, and registrar audit days.

o Audit Scope Development –What parameters are 

considered?

Å Environmental importance of processes, (how is 

importance defined or perceived by the organization?)

Å Organizational changes, previous audits.

3.2 Internal Audit Concepts
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Within each of the groups of issues above, several additional 

topics or questions may be identified and included in the 

questionnaire.  

o Audit Methods –Tools and approach, integration into 

existing processes?

Å Audit checklists - What do they focus on? 

Å Audits Tools - Use of Eco-Mapping for discernment; 

the EcoMarker™ app; others, such as online audits?

o Auditors –Staffing and selection, competence, training, 

impartiality?

o Reporting and Documentation –Record keeping; generic 

tools (such as Word, Excel, etc.) or specialized?

o Effectiveness –Is the EMS audit providing sufficient 

objective evidence of the achievement of the desired 

results?

Å Identification of high-risk issues, relevancy of 

findings? 

Å Effectiveness of Corrective actions?

Å Timely completion or resolution of findings?

Beyond the specific internal audit design and implementation 

issues described in the section above, other issues will also prove 

interesting, providing additional opportunities to learn from 

programs in other organizations.  To name a few, the benchmarking 

study will examine:

o Challenges implementing internal audit program.

o Integration with other audits or reviews.

o Organizational acceptance of audits or audit fatigue.

o Registrar acceptance or comments on internal audit 

approach.

If you have specific internal audit questions or other related issues 

you would like answered, please let us know, and we will try to 

integrate those into the study. Please refer to section 12.

3.3 Other Issues

CONSIDER: Are there more efficient ways to implement an internal 
audit program?  Can we get more benefits out of our internal 
audits to make steps forward with our overall management 
system?
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4. STUDY METHODOLOGY

Following the finalization of the study questionnaire, and 

confirmation of study participants, the following steps will be 

taken to implement the study:

¶ Send survey questionnaire to participants in preparation for 

phone interview.

¶ Option to submit written-only responses without interview.

¶ Conduct organization interviews - 1-2 hrs. It is preferred to 

have a phone interview to ask follow-up questions and 

confirm understanding.

¶ Preparation of Benchmarking Summary Report.

¶ Individual organization responses edited for appendix –

Review of draft text by participants as described below. 

¶ Internal review of draft report.

¶ Final report distributed to all participants.

¶ Workshop/Webinar reviewing study’s key findings.

As noted in the steps above, it is planned that detailed responses 

from individual participating organizations will be included in the 

appendix of the report.  These responses will be edited to ensure 

any identifying titles, references or comments are removed, so the 

responses cannot be linked to a participating organization. 

While the participant has the opportunity to complete the 

questionnaire, additional clarifying notes may be added to the 

responses during the telephone interview.  Therefore, a final 

review of the appendix text is provided to the participating 

organization to see and edit how the responses for their 

organization will appear.  

Note: With respect to the benchmarking study approach, some 

benchmarking studies attempt to identify a single optimal model 

program to serve as the benchmark and then compare all other 

programs against that standard.  Due to the diversity of the 

industrial sectors to be represented in this study and the 

anticipated diversity in the EMS organizational structures, the study 

will not attempt to identify a single optimal model program as a 

single basis of comparison, nor will it rank the participating 

organizations relative to a single baseline.  The single baseline 

approach is more appropriate for benchmarking studies within a 

single industry or where organizational parameters are similar. 

Instead, this study will identify the best practices for various 

elements of an internal audit program and describe these practices 

in context of scenarios where they may be applicable elsewhere. 
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The benchmarking study timeline is represented in the image below 

including major project steps on a monthly basis.

5. PROJECT TIMELINE

To participate in the benchmarking study an organization will need 

to complete the following:

¶ Complete questionnaire / phone interview

¶ Review draft appendix of organization responses

¶ Total participant time expected to be 2-4 hours

¶ Pay participant fee –please see section 10. 

For this involvement each participating organization will receive an 

electronic copy of the final report and be invited to a 

workshop/webinar to review key findings of the study.

6. PARTICIPANT INVOLVEMENT
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The benchmarking study report will be provided to all participating 

organizations.  It is proposed that the report include the following 

sections: 

¶ Introduction and Background 

¶ Objective and Scope 

¶ Methodology 

¶ Participant List –It is optional to be listed as Confidential 

Organization and identify the industrial sector only. This is the 

only section of the report where participating organization 

have the option to be identified. All subsequent references 

would list Organization A, B, C, etc.  As noted in the Study 

Methodology, questionnaire responses will be edited to 

ensure that a participating organization is not linked to a 

specific set of responses.

¶ Summary of Participating Organizations - General comments 

and statistics on the sectors represented and general 

descriptions of the EMS organizations involved.

¶ Review of Internal Audit Program Concepts - Detailed review 

of individual internal audit concepts with examination of the 

variety of approaches used by respondents.

¶ Notable Practices –Key practices identified to be particularly 

effective or efficient will be highlighted.

¶ Problematic Issues and Resolutions –Common challenges 

and possible solutions will be examined.

¶ Concluding Remarks.

¶ Appendix –Individual organizational responses, with 

identifiers removed.

7. REPORT OVERVIEW
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The Collaboration is an informal group of companies that meets 

periodically to learn about trends that may affect the intended 

outcomes of their EMS. The Collaboration Team that supports the 

membership is composed of negotiators of ISO 14001 for Canada 

and the US, thus providing Collaboration Members with unique 

insight and access to the development of ISO standards, and 

factors leading to changes. 

There are two face to face workshops a year to address concerns 

identified through a consensus process, enabling members to 

share insights under Chatham House Rule. There are also periodic 

webinars that cover topics of interest, such as Red Tape Review, 

the effects of climate change on these organizations, and most 

recently, how their 14001 EMS can address the recommendations 

from the Task Force on Climate-related Financial Disclosures 

(TCFD). Members are provided with support materials such as 

reports and tools developed for them that arise from these 

meetings. 

Collaboration Members have also sought the support of the 

Collaboration Team to provide expert opinion during audits to 

address issues raised by registrars. Some of these questions have 

evolved into requests for Official Technical Interpretations, which 

can only be provided by the national mirror body. 

Information about the Collaboration membership and its work is 

available by contacting Lynn Johannson.

As this research is seen as a valuable opportunity for companies 

outside the Collaboration, a special project team was organized, 

and mandated to develop a proposal to meet the needs of non-

members as well.

8. THE COLLABORATION
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To address this opportunity, the following research team has been 

assembled:

Lynn Johannson B.E.S. (Hons), M.Sc., FRSA

Lynn will serve as the overall project manager, and report reviewer, 

providing QA/QC oversight for the project.  

Lynn is recognized as one of Canada’s leading experts on 

environmental management systems and ISO 14001. She currently 

serves as the Canadian Chair to ISO Technical Committee 207, 

which is responsible for Canada’s input to national and 

international standards for environmental management. She has 

been one of Canada’s negotiators on ISO 14001, ISO 14004 and 

others since 1997. Lynn served the chief negotiator on these 

standards between 2002 and 2016. 

She is responsible for the development of the EnviroReady Report. 

This is the origin of third option for conformity assessment in ISO 

14001. It enables specially trained professional accountants to 

apply agreed-upon procedures to verify the presence of a robust, 

credible and reliable environmental management system, which

meets the requirements of ISO 14001. It was developed to provide 

small and medium-sized enterprise with an affordable option.

Lynn’s forte is to leverage the power of systems thinking and 

related tools so that organizations can realize that an EMS can 

provide more strategic value to meet internal and external 

expectations. This is increasingly critical given rapidly rising 

expectations by the financial community related to climate change.

Lynn is head of a niche research-based learning management firm 

specializing in systems approaches to enhance resilience and 

sustainability. She has worked in Asia, the Americas and Europe. 

She is also affiliated with the University of Waterloo, teaching a 

Masters level course for its Environment and Business programme.

Lynn brought leading businesses together from sixteen different 

business sectors in 2013 to enable their input to enhance Canada’s 

presence in the revision of ISO’s EMS standards. This group evolved 

into the Collaboration, which is now focused on helping its 

members with the improvement of robust, credible and reliable 

EMS.

She is the Project Lead for the Collaboration.

9. BENCHMARK RESEARCH TEAM
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John Stolys, P. Eng.

John will undertake data collection and analysis, and serve as the 

primary report author, applying his skills as an EMS and audit 

specialist.  

John is an environmental engineer specializing in regulatory 

compliance and management systems. John has worked in industry 

and as an environmental consultant gaining a wide range of 

experience in various industries and disciplines since 1993.  His 

industrial working experience is extensive and diverse, including 

industrial operations and corporate leadership, policy and strategic 

oversight.   

John has worked in industry in a variety of roles including: 

environmental engineer in a large-scale manufacturing complex; 

manager of environmental, health and safety (EHS) audits within 

corporate audit services, which included compliance support to 

legal staff; technical specialist for air compliance; and, group 

manager for an environmental management team across Canada. 

With respect to management systems, John has developed, 

implemented and audited management systems for safety, health, 

radioactivity, environment, and quality. 

Environmentalmanagement system auditing by John includes 

working as an internal auditor and working on behalf of a registrar 

for ISO14001 system certification. John has developed sector-

specific guidance on behalf of CSA for managing regulatory 

requirements within the framework of ISO 14001.  

John was brought into the Collaboration by another member. As a 

result of this exposure, John was invited to join the MC to 

ISO/TC207/SC1. John provided oversight for manufacturing 

organizations during recent transitions to the 2015 version of the 

ISO14001 standard.  He also has developed comprehensive EMS 

programs for single operations and multi-site organizations, 

including industrial and non-manufacturing operations.  

John has been involved in coordinating Collaboration feedback in 

the development of the EcoMarker™. This app is designed to help 

those involved in managing their EMS to map, analyze and visualize 

better environmental performance.

John is a member of the Collaboration.
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10. COST

The cost to participating companies is CDN $2,500 plus applicable 

taxes.  With this fee and by participating in the questionnaire 

process, each participating organization will receive an electronic 

copy of the final report and be invited to a workshop/webinar to 

review key findings of the study. The workshop will be held in the 

Greater Toronto Area (GTA), with access to a virtual room for those 

outside the GTA. 

11. TERMS AND CONDITIONS

The following terms and conditions apply:

¶ Invoices will be issued to the participants at project kick-off; 

¶ February 1 2019 (target date)

¶ Payments accepted by e-transfer, cheque, credit card or 

PayPal;

¶ Participants may not distribute the benchmarking report or 

communicate results of the study outside their organization 

(see section 13);

¶ At this time, the scope of the benchmarking study is 

contained to North America, and all elements will be 

managed in English.

If you are uncertain about the benefits of participating in the 

benchmarking study or have any concerns about the approach or 

information to be shared, we strongly encourage you to contact us 

to discuss.  We are motivated to ensure this study is useful to you 

and we will work to address any of your concerns.  If you have 

specific issues or questions you would like included as part of the 

study, please let us know so we can consider how they may be 

integrated into the review.

To confirm your interest, click here:

Primary Contact for this Project: 

John Stolys, John.Stolys@GenVision.ca
Phone: 647 938 6927

12. QUESTIONS?
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The Collaboration (for 14K), E2 Management Corporation (E2M) 

and GenVisionInc. shall not have any liability to any third party in 

respect of this research, the ensuing report or any actions taken or 

decisions made as a consequence of the results, advice or 

recommendations set forth herein.

The resulting report does not represent management consulting 

advice or provide an opinion regarding the performance of any EMS 

for any and all parties. The opinions expressed therein are valid 

only for the purpose stated therein and as of the date when 

published. Information furnished by others, upon which all or 

portions of this research and the ensuing report are based, is 

believed to be reliable but has not been verified or audited. 

No warranty is given as to the accuracy of such information. 

Public information and industry and statistical data are from 

sources The Collaboration (for 14K), E2 Management Corporation 

(E2M) and GenVisionInc. deem to be reliable; however, 

The Collaboration (for 14K), E2 Management Corporation (E2M) 

and GenVisionInc. make no representation as to the accuracy or 

completeness of such information and has accepted the 

information without further verification. 

The Collaboration (for 14K), E2 Management Corporation (E2M) 

and GenVisionInc. accept no responsibility for actual results of 

data provided by participants or future decisions taken as a result 

of the research or report.  

The Collaboration (for 14K), E2 Management Corporation (E2M) 

and GenVisionInc. shall have no responsibility for any 

modifications to, or derivative works based upon, the 

methodology made by any third party.

13.0 DISCLAIMER
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Copyright © 2018
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This research and the ensuing report may not be reproduced in 

whole or in part for any reason without the explicit written 

permission of the researchers and authors. The designations 

employed and the presentation of the material in these 

documents do not imply the expression of any opinion whatsoever 

on the part of The Collaboration (for 14K), E2 Management 

Corporation (E2M) and GenVisionInc.  concerning the legal status 

of any participant. Moreover, the views expressed do not 

necessarily represent the decision or the stated policy of The 

Collaboration (for 14K), E2 Management Corporation (E2M) and 

GenVisionInc., nor does citing of trade names or commercial 

processes constitute endorsement.
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