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BACKGROUND
Regardless of the size of an organization, the importance, and scope
of Environmental, Health, and Safety (EHS) teams, along with the
processes and initiatives they undertake, are in a constant state
of evolution. The combined stressors of changes in regulatory
requirements, the ever-growing press of climate change, ambitious
Environmental, Social, and Governance (ESG) goals around
sustainability, and the breakdown of supply chain systems—have
all fueled the heightened demand-focus on the leadership roles and
requirements at the helm of EHS teams.
Historically, many EHS professionals were on the sidelines, never getting a seat
at the table where decisions around core business operations took place. In
recent years, EHS integration with core business strategies has increased with
rapidly evolving customer, employee, and investor stakeholder demands around
corporate responsibility, which have been shown to impact overall company
performance, particularly with talent retention, product development, business
continuity and supply chain management.
More and more, attracting top talent and maintaining a high level of worker
retention amid the “great resignation” is hinged on both the internal programs
and publicly stated goals around health and sustainability measures—all of
which, has worked to reframe the requirements for high-level structural changes
within organizations to better integrate ESG across operations.
For investors, the ongoing challenges to business continuity highlighted by the
pandemic and associated supply chain upheaval has expedited the push for
investment strategies that take ESG factors into account, leading to watershed
years for sustainable investment funds in 2020 and 2021. The good news for
forward thinking businesses, is that meaningful ESG changes that account for
elasticity and stability in operational systems have been proven to positively
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affect overall business performance and operational cost reduction—with a
direct correlation on investor interest and business valuations.
At the same time of heightened consumer and investor scrutiny, regulatory
requirements have begun to demand more rigorous standards to try to
keep pace with the rapidly growing threats of climate change. Driven by
the compliance regulations of the European Union and “Building on the Paris
Agreement, the EU has committed to becoming the first climate-neutral bloc in
the world by 2050.”1
With the global footprint of so many US companies, the EU’s move from
pledges to regulatory action is having a positive ripple effect across the world.
In an attempt to crack down on corporate Greenwashing, “the US Securities &
Exchange Commission (SEC) announced the creation of a Climate and ESG Task
Force to develop initiatives to proactively identify ESG-related misconduct with a
focus, in part, on material gaps or misstatements in disclosure of climate risks.”2
Under the Biden administration, there is also a potential push to mirror the more
rigorous standards of EU sustainability reporting requirements with the adoption
of a universal reporting framework.
Mary Schapiro, who served as SEC chair during the Obama administration
and now works with global standard setters to establish guidelines for climate
reporting, says “Europe and quite a lot of the rest of the world have been focused
on disclosure of climate-related risks for a while…Now with the SEC creating
mandatory disclosure rules, it really brings the US up to the level where the rest
of the world has been.”3 This would include proposed rules for the disclosure of
Scope 3 emissions where output of greenhouse gasses are material, significant

Oliwia Berdak, Luis Deya. Forrester, The European Union’s Sustainable Finance Regulation Jigsaw is
Almost Complete. Forrester.com, Oct. 11, 2021. https://www.forrester.com/blogs/the-european-unionssustainable-regulation-jigsaw-is-almost-complete/
1

Hunton Andrews Kurth LLP. National Law review, Volume XI, Number 90, Environmental, Social and
Corporate Governance: What are the Risks, Really? Natlawreview.com, March 31, 2021.
2

Paul Kiernan. Wall Street Journal, SEC to Float Mandatory Disclosure of Climate-Change Risks,
Emissions. wsj.com, March 21, 2022. https://www.wsj.com/articles/sec-to-float-mandatory-disclosure-ofclimate-change-risks-emissions-11647874814
3
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to investors, or are outlined by specific targets established by the company.
This combination of internal and external focus on ESG has elevated the need
for dynamic, forward thinking, and organizationally connected leadership roles in
EHS. EHS leadership is often one of the key people at the table—directly involved
in working to manage risk in both internal systems and public perception, while
helping to strategically implement the initiatives that build company culture
and strengthen business performance. At a “Leadership in Safety” conference
in 2015, one Global Safety Manager put it this way: “The first thing is to talk in
business language, to talk to the leaders and say I can give you profitability,
revenue and a lot of benefits for your stakeholders in terms of reputation; and
I can give you a great workforce that is motivated to come tomorrow to do the
best of the best.”4
The question then becomes, how can EHS leaders scale to deliver on all this and
still be ready for whatever demands, growth, and black swan events might come
next?

Enhesa.com. 5 Tips to Becoming an EHS Leader. Ehesa.com, 2022. https://www.enhesa.com/resources/
article/enhesas-5-tips-to-becoming-an-ehs-leader/
4
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THE CHALLENGE
There is no sugar coating it—it’s no small ask to expect EHS
leadership to quickly and effectively evolve to encompass a
significantly widened scope within organizations. Reaching ESG
goals is a marathon, not a sprint, and for many businesses, it will
require a paradigm shift both within EHS teams and the overall
operational structure to reach set benchmarks.
Successful EHS programs are intertwined throughout the systems and sites
of an entire organization and thrive on engagement with top management.
EHS leadership needs to understand and incorporate the functional areas
and material usage across increasingly global and often siloed organizational
structures—and then work to optimize the functionality of systems for strategic
alignment with overall business objectives.
The increased focus on ESG concerns have also spurred a shift within EHS
leadership roles from just the internally focused scope—how internal EHS
operations and safety impacts the environment/meets the standards of
regulatory compliance—to also looking at how external ESG factors, like the
needs and expectations of customer goals, supply chain elasticity, community
impact, public perception, and long-term sustainability, can directly influence/
drive company performance of the overall business.
To keep pace with the evolving leadership demands of EHS professionals
within organizations, robust tools for data integration, strong cross-functional
leadership skills, targeted alignment with overall business systems and goals,
and a strategic plan for expanding scope and implementing initiatives are
required. With the right technology, planning, and support, EHS can be an
impactful contributor to the company’s overall business mission and success.
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FIVE KEY FACTORS FOR SUCCESSFUL EHS LEADERSHIP
1. TRUST IN THE DATA
Whatever the current stage of EHS teams and the ESG goals within an
organization, the global reach of businesses faced with more rigorous emission
standards reporting has expedited the necessity of targeted EHS technology
tools to manage and track cross-organizational metrics in real time. As
organizations increasingly face the complexities of different languages, data
systems, and regulatory requirements, a centralized hub for real-time data
capture and analysis is paramount to continued success for EHS leadership.
At the National Association for Environmental, Health and Safety, and
Sustainability Management (NAEM) InnoTech Conference, “effective
management of EHS data,” “searching for software solutions,” and the
“successful integration of systems within companies,” were already a primary
focus. In the wake of the SEC’s Scope 3 proposal earlier this year, Heather
Clancy, of ClimateTech Weekly, adds that “the proposal represents a tipping
point for how corporations use information technology to manage their
sustainability and ESG agendas. Get ready for the 2.0 wave of enterprise
resource planning software.”5 The article goes on to quote Adrian Flemming,
the senior commercial director with governance software company Diligent,
saying that “The first step for leaders should be to gain oversight of their
ESG performance…They will need to track and organize data regularly, and
that requires an ESG platform with deep climate reporting capability and an
appropriate strategy.”
But, as with all things, not all software solutions are created equally. Where
some of the larger software packages are designed to replace all working EHS
systems within an organization, other targeted solutions establish a centralized
control hub that can bring together disparate systems while maintaining
already working processes. A key differentiator between the growing array

Heather Clancy. ClimateTech Weekly, What Mandatory SEC Disclosure Would Mean for ESG Software.
GreenBiz.com, March 23, 2022. https://www.greenbiz.com/article/what-mandatory-sec-disclosure-wouldmean-esg-software
5
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of product offerings being the inclusion of “EHS training content and active
related support…with strong dedication to customer success,”6 as a major
distinguisher for positive customer experience and retention.
EHS leaders should consider employing both internal and external auditors of
data to ensure that data tracking systems and strategies are comprehensive,
elastic, and trustworthy. Bringing in outside advisory expertise to help build and
customize data systems to the particular tracking and reporting requirements
of an organization can be key to scalable success in the long run.
A centralized, enterprise-wide data system will be the foundation for EHS
leaderships’ ability to gain a full understanding of sites, risks, and processes
across an organization. For meaningful change and empowered leadership,
trustworthy data is king:
•

Bring goals, siloes, stakeholders, and processes into a single data
source for both a bird’s eye view of systems and a drilled down focus on
individual factors

•

Anchor both long-term goals and immediate reporting requirements to
materiality as opposed to blanket objectives without an adherence to the
demands of usage and impact

•

Get everyone involved in the process of making thoughtful/impactful
decisions at all levels—whether around purchasing in a single department
or high-level stakeholder decisions on company direction

•

Break down siloes between separate teams/disciplines and get everyone
on the same page for centralized effort, common purpose, active
participation and deliberate implementation based on materiality

•

Allow for regular, proactive checking of status and progress to give
leadership roles a real-time understanding of risks, results, and reasoning

Yaowen Ma, Rodolphe D’Arjuzon, Bill Pennington. Verdantix, Green Quadrant: EHS Software 2021.
Verdantix.com, January 2021.
6
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•

Real-time monitoring of the impacts of projects during implementation
allows for adjustments to ensure organization is on-track to achieve
longer-term objectives

•

Strong, automated data management systems allow technical resources
to focus efforts on achieving objectives rather than gathering, collecting,
and presenting data
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2. POWER THROUGH TRANSPARENCY
Armed with the full picture of organizational metrics around EHS processes
and risks, EHS leadership has the information necessary to enact meaningful
change. Data should be seen as the driver for big picture understanding and
communication of risk management, trend tracking, and identification of
opportunities, allowing leadership to connect with all functional areas that EHS
touches throughout an organization. Hard data can be the great equalizer in
approaching ambitious proposals and hard conversations alike—empowering
EHS leadership with irrefutable facts toward the implementation of change—but
without the addition of human connection and emotional honesty, the message
will often be lost in translation.
Good leaders can utilize the irrefutable facts of data to start honest
communication and then infuse openness around processes and risks to drive
employee engagement, wellbeing, motivation, retention, and performance. One
must be courageous to be transparent and vulnerable in how they operate and
communicate, and though it may be counterintuitive at first, the cold facts of
data can be the perfect tool to promote the warmth of empathy, accessibility,
and honesty that are necessary for a fully realized leader of EHS.
The writer and speaker, Brené Brown, defines vulnerability as “risk, uncertainty
and emotional exposure,” and states that “vulnerability is the birthplace of
creativity, innovation and change.” Adding to this thought, leadership consultant
Ade Adeniji points out that “When people take that risk, face uncertainty and
allow emotional exposure, it brings about connection and more congruent
conversations in the workplace.”7

Kendelle Tekstar. The Call to Action for Courage & Vulnerability in Leading Risk. Acre.com, May 5, 2020.
https://www.acre.com/en-US/blog/2020/05/the-call-to-action-for-courage-and-vulnerability-in-leadingrisk?source=google.com
7
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The key is to use the metrics to empower connection with the human element
of what EHS does:
•

Connect with company leadership/stakeholders to garner organizational
buy-in for new initiatives

•

Provide transparency in both internal and external facing engagement
to demonstrate insightful/honest assessment of performance—to gain
more trust in both public perception of company efforts and internal
support for change

•

Bring difficult questions to the table and challenge the status quo

•

Embrace both internal and external criticism of past efforts and use
data to establish baselines, set goals, and demonstrate the process of
reaching benchmarks to do better

•

Turn identified risks into opportunities, switching from a reactive to a
proactive approach by leveraging the insight provided by metrics to
mitigate risks before they solidify and pursue cost-saving alternatives
and market opportunities

•

Demonstrate value to profit and savings to drive support and further
promote alignment to overall business
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3. THINK BIGGER
As organizations come to realize that EHS touches many factors and disciplines
throughout a corporate structure, the reach of what EHS leadership should
focus on and strive for must also expand. EHS leadership needs to recognize
the full scope of what an optimized and scalable EHS infrastructure could
mean for the success of the company and work toward innovations that push
the potential of what it can become.
Switching to an opportunity-of-action rather than the avoidance-and-reaction
view of how EHS operates can greatly increase efficiencies, mitigate risk,
save time and money for a business, and more importantly, contribute to
advancement of strategic business opportunities and sustainable business
performance. With established EHS data for setting baselines and benchmarks,
short and long-term trends and predictive models of what comes next are
possible. Once an EHS leader has a firm handle on the comprehensive picture
of systems, real-time risk mitigation can easily turn into the identification of
proactive opportunities for meaningful and impactful contributions to overall
business strategies in addition to ESG concerns—further entwining EHS
leadership efforts with the larger scope of the organization.
Sustainability and ESG factors are big picture concepts with far-reaching
impacts and EHS leadership needs to expand their considerations to
address processes on these terms. With the data-map of systems and open
communication channels throughout the organization, the connection to larger
business goals can reach beyond the scope of short-term considerations and
compliance requirements toward lasting sustainability, potential long-term
environmental impacts, and predictive trends for future economic risks and
opportunities.
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4. STAY CURIOUS
If the global pandemic, unpredictability of climate change, and turbulent
economy have taught us anything, it’s that stagnation and rigidity are not
an option. Elasticity in both systems and thought processes is a must for a
successful leadership tenure in EHS. Staying nimble, endlessly curious, and
fresh in how we engage with the changing technology and scope of the EHS
profession will allow for the almost guaranteed disruptions and uncertainties
ahead.
As EHS leaders work to open new channels of communication and strive to
think outside of the box, it’s also important to ask questions and search for
answers that will help to address the needs of customers, coworkers, other
departments, company leadership, communities, investors and regulators alike.
•

What are others doing?

•

What do they need?

•

What can you do to help them reach goals and become more efficient?

The data-map of systems gained through integrated EHS technology allows for
a bird’s eye view of how things do and do not work across an organization. By
staying attentive and curious, an EHS leader can use it to recognize and identify
bottlenecks, inefficiencies, and blind spots and then take action accordingly
before danger points can fully develop or opportunities are lost. A proactive and
ongoing analysis of risks and trends is key to continued success and elastic
processes that can weather upheaval.
Curiosity in leadership will promote a forward-looking governance approach,
where setting goals and following actionable/measurable steps to get there
can foster ongoing engagement among team members that will inherently
strengthen EHS cultural buy-in and evolve with the organization over time.
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5. BUILD A TEAM OF GIANTS
The famous Ad-man, David Ogilvy, said, “If each of us hires people who are
smaller than we are, we shall become a company of dwarfs. But if each of us
hires people who are bigger than we are, we shall become a company of giants.”
Though a bit folksy in the delivery, this sentiment certainly stands true for the
expanding responsibilities and potential of EHS leadership today.
EHS leaders need to surround themselves with a team of expert EHS
professionals that are empowered and able to handle the shifting roles of the
job. EHS, more than most other disciplines, is driven by a sense of shared
values, clearly defined culture, and the unifying glue of communal purpose.
To be successful, EHS leaders will need to reinforce the right behaviors and
cultivate a culture that shares the purpose and direction of ESG initiatives across
departments. They will need to create a ‘safe space’ for others, both inside and
outside of the EHS team, to bring concerns and offer creative solutions.
Hiring expert EHS professionals who may fill in the knowledge gaps in leadership
and compliment other employees to build a more robust and varied collection of
applicable disciplines can better prepare the team for expanding responsibilities.
Often employing outside advisors to bring targeted expertise to the
implementation of technology systems or creation of strategic initiatives can
jumpstart an EHS team’s understanding of an engagement with a new way
to operate. External advisors and strategic partnerships with established
EHS experts can streamline systems and free up team members to focus on
ESG goals, optimize leadership efforts for an expanded scope, and promote
strategic alignment with overall business goals.

- 13 -

capaccio.com

The Growing Importance and Scope of EHS Leadership

CONCLUSION
The scope of what EHS must do and the demands of their
leadership positions have never been so great, and the likelihood
that those responsibilities, budgets, and expectations will continue
to grow are almost guaranteed. Robust technology tools and a
deliberate strategy for implementation of ESG initiatives is a must
for EHS leaders and the organizations they represent to remain
efficient and successful in the uncertain years ahead.
Proactive steps can and should be taken for EHS leadership teams to
meet the moment and establish the elastic systems necessary to scale
to the increasing demands of both internal and external players in every
organization. This paradigm shift in the industry requires bold leadership—
backed by a comprehensive foundation of systems knowledge, a courageous
and transparent approach to communication and growth, and the right team to
help implement the vision.
Whether your organization needs to build a centralized data management
system, bring in targeted advisors for leadership training, or design a strategic
roadmap to help align EHS with overall business goals, CAPACCIO is the partner
that specializes in the implementation of the tools and initiatives that empower
EHS leadership for success.
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EHS SYSTEM SOFTWARE & STRATEGIC PROGRAM SOLUTIONS FROM
CAPACCIO
Based on 30 years in the trenches of the EHS industry, Capaccio
Environmental Engineering, Inc., has developed the strategic
method and software tool to specifically address the challenges of
creating a proactive, integrated EHS leadership program head on.
From assessment to implementation, the combination of the EHSDashboard™ SaaS software platform with the award winning EHS+
Optimize strategy, can provide a single source, scalable solution to
the overarching challenges that EHS teams and leaders face in 2022
and beyond.
CAPACCIO’s EHS-DASHBOARD™ is the tailor-made tool developed by industry
engineers and scientists after decades of trial and error. One of CAPACCIO’s
certified field experts described it as “the tool I wish I’d had when I started in
this industry twenty years ago.”
Highly customizable to fit your organization’s specific needs, this cloud-based
software platform offers real-time data sourcing, integration, and analysis to
enable EHS teams to stop focusing on where they’ve been and instead work
proactively toward where they want to go.
A major advantage of CAPACCIO’s solution over other software systems, is that
the EHS-Dashboard™ can integrate with, rather than replace, other established
systems that work for a specific purpose—and it is supported by a team of true
EHS professionals that understand how to modify and align systems to meet
these growing needs. This allows for the creation of a centralized data hub
without having to change out existing systems that would drive up costs and
create unnecessary disruption.
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•

Intuitive interface around a centralized database that can pull data from
disparate systems

•

Proactive planning for benchmarks and reports with linked permits and
action items

•

Real-time data sourcing and tracking of applicable data streams for
specific usage

•

Automation of routine processes to save time and effort on busy work

•

Reduced human error with automated calculations and heightened data
integrity

•

Year-over-year tracking of trends for internal reporting and a high-level
view

EHS+ OPTIMIZE has recently undergone a name change as the result of
its growing success and the scope of its reach. Under the name, Program
Optimization Strategy, this method was Winner of the 2019 Environmental
Business Journal’s – Business Achievement New Practice Award, in
recognition of the ambitious efforts to create a novel solution for participating
clients.
Designed to help organizations assess and prioritize the efficiency of their
EHS programs for meaningful change and integrated growth, this data-driven
strategy has been proven to:
•

Increase Employee Engagement

•

Create Trusted Transparency

•

Demonstrate Value Creation

•

Strengthen Operational Efficiencies

•

Foster Industry Leadership

•

Contribute to Employee Well-being

•

Improve Community Safety
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By taking a systems-based approach and applying algorithmic modeling to
predict the impact of proposed routes toward facilitating priority actions, this
quantitative method helps to focus attention and resources on the best path
that works to maximize overall value. Though no one can predict further Black
Swan type disruptions ahead, a deeper focus on risk management that stresses
the importance of speed, elasticity, and company cohesion around strategic
redesign can help to ensure an organization is not unprepared when the next
surprise comes.
Using this EHS+ Optimize strategy, some of CAPACCIO’s management
clients have risen to the Forbes 500, the Newsweek Green 500, and the World
Economic Forum (WEC) Top 100 World’s Most Sustainable Corporations.
To achieve the potential of what EHS programs can and should be in a more
sustainable corporate culture, EHS professionals need to be able to embrace
the creativity and innovation that can spark bold steps that lift organizations
and entire industries alike. It all boils down to available time and focus. With
the EHS-Dashboard™ and EHS+ Optimize program from CAPACCIO, these
two invaluable resources can be reallocated back toward the alignment of
sustainability with overall business demands.

- 17 -

Lori Harrington

Business & Sustainability | On-Site Services | Compliance | Engineering & Design
Powered by our industry leading EHS-DashboardTM
100% staffed by technical experts
Capaccio.com

About Capaccio Environmental Engineering, Inc.
Since our founding in 1992, we have helped companies of all sizes to continuously grow, be competitive
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winning track record and core values of integrity, dedication, commitment and responsiveness make us a
great firm to work with.
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