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BACKGROUND: EVOLUTION OF AN EHS TEAM WITHIN A GLOBAL 
MANUFACTURING COMPANY

Historically, manufacturing companies have stuck to ‘known’ or 
comfortable ways of thinking about and tracking their data for 
corporate and regulatory reporting. They relied on tools such as 
Excel, or even paper records, to keep track of what was needed for 
regulatory reporting purposes or corporate environmental, health 
and safety (EHS) objectives, with no forward-thinking vision for how 
data could be collected and utilized differently to help achieve greater 
corporate goals.

The EHS team in the following example was no exception—Initially they were 
tied to the company’s Facilities Department because they ‘used the most 
chemicals’ on-site and ‘dealt with the waste’. The team’s activities were wholly 
reactionary in their responses to EHS issues and requirements, always working 
to stay just ahead of the next reporting deadline and deal with problem points as 
they arose.  

Over the years, our example company underwent several ownership changes, 
and with each transition, the demand for EHS related data and the team’s time 
grew exponentially along with the growing push for integration with business 
initiatives. Now, sustainability is at the core of their new parent company’s 
business strategy and operations. Their values, related corporate policies, and 
global initiatives create the foundation for the sustainable performance of each 
of the departments within the greater organization. 

At the same time our example company was undergoing their most recent 
ownership transfer, the EHS team was also experiencing a transition in 
leadership. These two events led to revelations about the way data and 
information was historically obtained, monitored, and acted on. By strategically 
shifting their focus to develop a holistic, prioritized approach to continual 
improvement, the EHS team was able to adapt to requests on the fly while 
unifying complex operational systems under one data-driven program.  
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Today, under the new leadership at both the corporate and team levels, the EHS 
team has standardized the methods by which they track and report metrics 
across the organization—and in doing so, they have enhanced the value of their 
data to now be an essential component of corporate business decisions.  

Our example EHS team has evolved to become intimately connected to every 
facet of the organization and is regularly called upon to answer questions 
related to corporate level business strategy, such as: How can our facilities 
run more efficiently? Where can the company make process improvements to 
reduce overhead expenses? What safety measures can be taken to mitigate 
reportable incidents? And so on. 

The newly defined and ever-evolving role of this EHS team, as with so many 
others, requires an interactive approach to metric tracking with stepped 
goal setting that can ensure a gradual, meaningful, and lasting change. This 
company is now rooted in their data and can use it proactively to prepare for 
unexpected events or requests. They are no longer stuck in the moment or 
scrambling to rectify past mistakes, instead using measured data metrics to 
look ahead toward what can be done better. 

It was a big task with high stakes, but with clear objectives, the right tools for 
metric tracking, and strong support from corporate, this company, in a relatively 
short timeframe, has created a high-performing EHS team that is poised to 
influence corporate culture long into the future.       

 So how can other teams achieve this same success?
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PROACTIVE PERFORMANCE MANAGEMENT

As we see in the example above, many factors go into the 
creation and upkeep of a high-performing EHS program, but 
the foundational core of that work stems from a reliance on 
comprehensive and consistent analysis of good data. At this 
point, most organizations have recognized the need for a dedicated 
data gathering and tracking software solution in order to remain 
functional and competitive—but which metrics they choose to focus 
on and utilize, and how they optimize that data, holds the key to 
successful EHS performance management. 

It might help to first define what contributes to a high performing EHS Team, 
and then work backwards to see how to achieve it. For example, all high 
performing EHS programs and teams tend to demonstrate: 

• Clearly Defined Objectives & Goals for how EHS program elements fit into 
organizational operations to facilitate integration across critical business 
processes.

• Collaboration & Planning between EHS initiatives/standards/operational 
requirements and critical business functions.

• Top-Down Buy-In with a partnership between EHS teams and corporate 
leadership to set a standard of behaviors and attitudes towards EHS and 
ESG throughout the company.

• Routine Processes with key EHS functions baked into standard 
operations and organizational functionality.

• Performance Tracking with a tactical usage of metrics for the analysis of 
lagging indicators, process metrics, and leading indicators to pinpoint and 
target efficiencies and gain a holistic view of operational processes. 
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For each of these critical performance elements, metrics provide the means 
by which EHS teams communicate progress, connect data to initiatives and 
goals, and are able to proactively improve the success of their EHS programs. 
Business leaders are focused on revenue, profit, market share, productivity, 
sustainability, and efficiency—and an effective metrics-driven EHS program 
can give them the quantifiable assessments of progress compared to goals 
that they will need for fact-based decision making throughout all levels of the 
organization.

Metrics can be used to drive performance toward a more efficient use of 
resources and are able to show over time how various functional areas fit 
into or fall short of overall business concerns. In this data-driven world, it is 
the reliance on accurate metrics which will allow businesses to stay on top of 
both ESG/EHS and profitability targets while maintaining a happy and healthy 
workforce amid this period of “The Great Resignation”. 

Keep in mind that metrics cannot exist in a vacuum and in themselves 
will not achieve anything. They are merely windows of insight through 
which management can view the effectiveness of their systems and base 
adjustments toward meaningful change. To be actionable, data must 
be consistent, comparable, credible, and relevant to the people using it.  
Choosing which metrics to look at and how to interpret the applicable data set 
demands insight and expertise. To understand how to rise to the challenge of 
establishing a high-performing EHS management program, we will now take a 
deeper dive into the various types and uses of metrics.

  



- 6 -

A Proven Path for Effective EHS Performance Management - It’s All in The Metricscapaccio.com

SEEING THE PAST, PRESENT, & FUTURE THROUGH METRICS

Regardless of their size, organizations have more data available to 
them than ever before. Every data set has the potential for being 
useful, but the sheer volume of it can be overwhelming. To keep 
from drowning in data, EHS managers need to be able to identify 
which metrics will provide decision makers with the information 
needed to make fact-based decisions that align with overall 
business goals. The Optimization of Systems requires a focus on 
data that is uniquely relevant to each situational demand and helps 
to move the organization forward. 

According to the Global Environmental Management Initiative (GEMI), 
a nonprofit association of businesses concerned with improving EHS 
performance worldwide, a relevant EHS metric must be able to accomplish one 
or more of the following1 : 

• Demonstrate progress toward the organization’s goals and objectives

• Inspire or motivate a change in behavior or processes

• Make it easy to measure and/or collect the data relevant to the metric

• Be easily understood by organizational management

Regardless of whether a data set is used to perform a reactive analysis, a 
current assessment, or proactive prediction of business functions, when 
used properly, all of these approaches to data analysis can accomplish one 
or more of the above objectives. And it is only with a cohesive use of all three 
techniques that a comprehensive view of the ‘guts’ of an organization and 
where it is headed can be gained. 

1 Dakota Software. Leading and Lagging Indicators: Complementary Parts of EHS Metrics Success. EHS 
Daily Advisor, Sep 4, 2020.  
https://ehsdailyadvisor.blr.com/2020/09/leading-and-lagging-indicators-complementary-parts-of-ehs-
metrics-success/
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LAGGING INDICATORS: THE METRICS OF WHAT HAS HAPPENED

Lagging indicators are results-based, output datum that are 
available after an event has taken place and used to demonstrate 
facts about what has occurred. The reactive nature of lagging 
indicators tends to make them objectively accurate but this form 
of analysis has unfairly grown out-of-fashion with some, due to its 
backward-looking focus.  

Despite this limitation, lagging indicators are vital metrics to meet compliance 
obligations or ESG commitments, and for establishing patterns to compare 
future metrics against. For example, they can be used for:

• Benchmarking past or current performance

• Demonstrating whether objectives were achieved

• Providing a baseline for identifying future objectives

• Identifying “root causes” when used in combination with other analytical 
techniques such as Ishikawa (or “Fishbone”) causal diagrams

• Helping to establish predictive measurements

Whether an EHS team is looking at accident/illness/injury rates, air emissions, 
electrical consumption, waste generation, water use, etc.—lagging indicators 
can provide a necessary year-over-year picture of where an organization 
stands in relation to its goals.  
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PROCESS METRICS: DEMONSTRATING THE CURRENT STATE OF EHS

Historically teams have often established “Result” or “Target” 
metrics for their key objectives (example: Reduce Water Use by 
50% from baseline) but may not have identified a “Process” metric 
to measure and provide an actionable indicator of performance 
towards that target. One of the most impactful achievements in the 
adoption of comprehensive data tracking platforms is the ability for 
well-implemented systems to review and assess data streams in 
real time. This vantage into the current state of what is going on at 
a company allows for a tighter focus and fine-tuning of processes 
to drive efficiencies on the fly and promote a constant state of 
optimization. 

Working in conjunction with baseline data from lagging indicators, process 
metrics can empower EHS management to implement incremental 
adjustments that drive change. Furthermore, this more active engagement with 
EHS data enables a more direct alignment between EHS systems and overall 
business goals. It helps to:

• Demonstrate whether “on track” to hit target

• Allow for pro-active adjustments in real time

• Provide interim milestone checks prior to “critical” endpoint

• Show quantifiable progress toward ultimate objectives

Process metrics are vital for completing tasks necessary to meet compliance 
deadlines, tracking monthly/quarterly resource consumption and emissions, 
and real-time evaluation of the effectiveness of projects implemented to 
address EHS and ESG sustainability objectives. This form of interaction with 
data can give EHS teams unfettered access to the raw data so they can ensure 
continuance of operational functionality. 
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LEADING INDICATORS:  
METRICS TO PREDICT THE FUTURE STATE OF EHS 

Leading indicators are helping to fuel a paradigm shift in EHS from 
reactive to proactive thinking via “a preventative set of metrics 
that reveal the performance of key work processes, operating 
discipline, and layers of protection that prevent incidents.”2  
Working in conjunction with the baseline understanding of 
processes from lagging indicators, and the real-time engagement 
provided by process metrics—predictive metrics have rapidly 
gained in importance as a means of risk mitigation and continual 
optimization. 

Unlike lagging indicators, leading indicators can be used to help identify 
opportunities to prevent injuries, accidents, and illnesses by serving as the 
basis of a preventative analysis to build safety measures and contingencies. As 
stated by OSHA, “Leading indicators can play a vital role in preventing worker 
fatalities, injuries, and illnesses, as well as strengthening safety and health 
outcomes in the workplace.”3  They can help to:

• Provide a near-miss analysis of risks

• Enable root cause preventative analysis

• Offer contingency planning insight

• Give cumulative trend analysis

• Support probability and trend analysis

Use of leading indicators to strengthen safety and health outcomes in the 
workplace has been shown to give companies a substantial advantage over 
competitors and improve organizational performance overall.  

2 OSHA Fact Sheet, Id. at p.23. The Use of Metrics in Process Safety Management (PSM) Facilities.  
www.osha.gov
 3 OSHA 3970. Using Leading Indicators to Improve Safety and Health Outcomes. OSHA, June 2019.  
www.osha.gov/leadingindicators
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CONCLUSION

“A good program uses leading indicators to drive change and 
lagging indicators to measure effectiveness.”4  But the fact of the 
matter is that most EHS teams have yet to fully utilize the extent 
of what their data can truly offer them. They are either still stuck 
in the reactive state of meeting deadlines and putting out fires or 
are simply underestimating the insight that their EHS management 
information systems can provide.

To fully harness the potential of available tools and gain a broader perspective 
of what the metrics can tell them, EHS teams need to utilize the combined 
insight of past, present, and future data. It is only with this comprehensive 
vantage on systems and processes that highly effective EHS performance 
management can be established and maintained for long-term growth. 

Getting back to our example client from the beginning of this paper: it 
is not hyperbolic to say that the EHS team has undergone an evolution 
in organizational influence through data management. By adopting a 
comprehensive EHS information management system and closely working with 
a third party EHS firm to tailor their data collection system to their changing 
needs, the EHS team has established a secure launching point from which they 
will be able to initiate ongoing, meaningful improvements to their overall global 
EHS program. 

Aided by EHS experts from Capaccio Environmental Engineering, they’ve been 
able to identify data streams important to the functionality of their organization, 
establish baselines using lagging indicators, automate routine actions for easy 
reporting and compliance accuracy, track and modify key process metrics 
in real time, and choose leading indicators to mitigate future risk and drive 
new safety initiatives and business efficiencies. Their work with CAPACCIO 
continues, expanding to match the quantifiable growth opportunities that their 
metrics have highlighted, which will lead them toward a long-term optimization 
plan that aligns with corporate ESG and business objectives and fosters a 
positive cultural shift around EHS throughout the organization.  

4 OSHA 3970. Using Leading Indicators to Improve Safety and Health Outcomes. OSHA, June 2019.  
www.osha.gov/leadingindicators
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EHS SYSTEM SOFTWARE & PROGRAM MANAGEMENT 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 
gathering, identifying, and optimizing EHS metrics for performance 
management head on. From assessment to implementation, the 
combination of the EHS-Dashboard™ 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 well 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. 
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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 

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 future Black 
Swan type disruptions, a deeper focus on risk management that stresses 
the importance of speed, flexibility, 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 leadership needs 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.
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