Welcome to the bussinessassurance.com climate change podcast series. my name is Neville Hobson. 

This episode is an interview with Neil Griffiths, Director of Health, Safety and Environmental at TNT express. LRQA recently certified TNT’s environmental management system to the ISO 14001 standard.
INDUSTRY ISSUES
NEVILLE:
To start we asked Neil what the key environmental issues facing the industry at the moment and what are the actions he is taking to tackle these issues?

NEIL: 
The key environmental issues facing the transport industry and TNT as a global operator in the express logistics and mail service, recognise that almost one fifth of CO2 emissions produced globally are as a result of transport activities, therefore we take a view that we are part of the problem. 
So, in 2006 we launched what we called a very unique environmental programme called Planet Me and that basically focuses on reducing our carbon footprint through two different strands. Through what we call ‘Code Orange’ which is our approach to environmental issues within our operations globally, including the UK and Ireland, and the second strand is through what we call ‘Choose Orange’ which is where we engage our employees to reduce their personal carbon footprint, both at work and at home. 

So, I think as a transport operator, for us it’s about reducing CO2 emissions from our activities, reducing our carbon footprint. 

NEVILLE: 
So TNT are taking an internal and an external look at how they effect the environment and what actions need to be taken to reduce that effect.
NEIL: 
Yes, and in terms of the actions that we are taking it’s very much an environmental programme, is Planet Me, and that has become one of our key strategic objectives. As an organisation, we are heavily into corporate social responsibility and if you go back to the early part of 2005 we set ourselves some key objectives. One of which was to reduce our carbon footprint and secondly was to gain external and independent recognition of our performance. 

So basically, we started to achieve four standards globally, ISO 9001 for quality, Investors in People for people management and development, ISO 18001 for Health & Safety and ISO 14001 for environmental. And I am pleased to say that not just in the UK and Ireland, but TNT globally has now got certification to all those standards. We have a fifth standard as part of the CSR programme which is Social Accountability 8000 and that is for those countries who are none OECD, so for example our division in Mauritius which is part of our business unit in the UK, as well as achieving the four, achieved ISO 8000 in 2007 as well.
CHOOSING ISO 14001
NEVILLE: 
What drove you to choose ISO 14001 and how does ISO 14001 relate to your overall CSR and environmental policies?

NEIL: 
We took the view that as part of our CSR objectives, which was to obtain independent external accreditation of our in-house programmes and our management systems that we should look at ISO 14001. We looked at a number of environmental standards, but the organisation globally as part of the CSR objective programme, decided to go for certification of 14001, so that was the key driver. 

For us it’s not just about getting the badge, it’s about taking the journey to get certification, so devising the environmental management system, implementing it, buying at local level, getting our people at all our 90 locations implementing it, and the result was LRQA came along last year and there was a certification. 

What I would say is that our association of LRQA goes back to 2005 for ISO 14001. In fairly typical TNT fashion we decided to pilot our management system as a first step, and we worked with LRQA, Daniel Doreman your lead assessor, and he helped us, we implemented the system at TNT Express at Wellingborough depot and then Daniel came along and gave us a critical and independent audit of the process. The good news was that we got certification at the first attempt, so that was excellent. We then used the Wellingborough blueprint to implement the system throughout our business units, and that ran in tandem with the TNT corporate CSR objectives to obtain ISO 14001 and the good news was that was that three assessors Daniel, David Ward, Paul Jackson came and spent some time with us in October/November last year. They made twelve site visits, and the result was that they recommended us for certification, so we were delighted to achieve that, at the first attempt. 
NEVILLE: 
What key learning’s were discovered along the way during the assessment process? Did you have any surprises?
NEIL:

I think it was very challenging, to take a management system such as ISO 14001 and implement that in your business effectively in a 12 month period proved to be very challenging for not just for my central team here, but also for our individual locations. However, the good thing about TNT is that we like a challenge and the commitment from our Managing Director, he is the key sponsor in this process, and he was heavily committed into us achieving IS0 14001. 

We got great support from the Chief Operating Officer, from my manager, the Director of HR, and also from our regional Directors and down to depot management and then down to the boys and girls on the shop floor, because at the end of the day the system only works if they implement it for you. 

So, yes it was challenging, we had a few little surprises along the way, we learnt quite a bit, but we did well to achieve it and our Managing Director, Tom Bell was delighted with the certification. And we have recently had Dennis Ives along to present the award at a luncheon and Tom received the company award and Dennis also presented certificates to the successful depots.
KEY Benefits
NEVILLE:

Can you name some key benefits which you’ve gained from attaining ISO 14001 accreditation?
NEIL:
What the assessment process made us do was to look at our environmental impacts. And you think as a transport organisation, probably the most significant aspect of our operation is that we run a fleet of over 3,200 vehicles, which uses a large amount of diesel fuel every year, so beyond that we do produce some waste. Beyond that, we use energy, so gas, electric, heating oil. So, our focus was very much looking at those environmental impacts, and deciding what we could do to reduce them. 

So, if you take the fleet of 3,200 vehicles, that is commercial vehicles and company cars, we approached that through an initiative called ‘Delivering Clean’ and what Delivering Clean did was it focused on, firstly, we introduced the worlds first zero emission electric vehicle and that was in early 2007. That was based at our Berking depot in London, and whilst the vehicle runs on batteries, it does produce some carbon emissions in the sense that we have to charge the batteries up every night. So, no emissions when it’s running, but when its charging overnight, then we have to draw power from the national grid to charge the four batteries. What I would say is that that vehicle probably produces or creates a process that uses about 45% less CO2 emissions than a diesel equivalent. Now, the company evaluated the pilot and then we have invested £3.5m in another fifty electric vehicles which will be in the fleet. There are some in the fleet already, but the remainder will be in operation by midyear, so we see that as one of the most significant things we have done to reduce the carbon footprint, as a result of vehicle operations. 

We are also working with a couple of suppliers on what we call a hybrid vehicle. The hybrid vehicle basically runs on a mixture of electricity and diesel, so the electricity is recharged from the diesel engine and has the potential to reduce emissions and diesel consumption by about 30%. Line haul movements is basically where you will see the large TNT tractor unit and trailers going up and down the motorways late evening and early hours of the morning, and our business is very much moving freight on line haul vehicles to our four sortation centres. We saw that activity as being a significant environmental risk and therefore introduced our line haul optimisation system, and that’s a computer based model and it plans the daily movement of trailers between 54 depots and 4 sortation centres, and the objective is to minimise distance travelled and reduce fuel consumption. The software considers the use of tractor units, trailers and drivers hours, to generate detailed line haul movement schedule and since we implemented that in August 2007, we have reduced fuel consumption by almost 15,000 litres per week. 

We have also decided, as part of our environmental programme which as the LRQA auditors also looked at with us, we are going to jump to what’s called Euro Five. Now in Europe you have emission levels depending on the vehicle age and at the moment the current emission level is what’s called Euro Four, legislatively Euro Five doesn’t come into being until October 2009. We have decided to introduce those type of vehicle engines in our fleet well ahead of the mandatory legal date. So, we have jumped, that’s the expression I use, we have jumped to Euro Five and we have currently got 65 tractor units that’s the vehicles that pull the trailers and 15 rigid vehicles in the fleet and the tractor units will be increased by another 100 during the course of this year. 

We also operate our fleet of vehicles on a 5% blend of bio diesel, and in 2007, we increased the amount of bio diesel used by TNT to over 8 million litres, that’s an increase of 18%. In terms of energy, the ISO 14001 process forced us to look at our energy consumption so we measured that, its one of our KPIs and a part of that process was to decide how we can measure it in a more effective way. So what we have done now is we have installed smart metering at all our main locations so that we can get real time measurement of electricity consumption. 

We also considered the use of renewable electricity and entered into an agreement with Scottish Power, and we currently take, or in 2007 we took just over 15% of our consumption from renewable sources, so wind and hydro. That’s already increased to just over 20% this year because a couple of our newer locations up the road here in Lutterworth, two of our warehouses there run on 100% green energy. So and that obviously has a substantial financial benefit to the organisation as well. 

In addition to that the 14001 process made us look at our waste management and we have introduced a programme for waste minimisation and recycling and we recycle paper, magazines, newspapers, paper cups, metal drink cans, plastic bottles and wooden pallets and as a result of that our waste recycling increased by 33% in 2007 to 4,536 tones and again there is a substantial saving which we estimate to be in the region of £300,000 by increasing our recycling activities. 

In terms of competitor advantage, well we as I said earlier in the interview, we are the only express logistics and mail service provider in the UK who I believe holds the ISO 14001 and also the safety standard ISO 13001, company wide. I am not aware of any other large organisations in our sector that holds those two standards. We find with every tender document that we get, organisations are asking us about our CSR performance in particular our safety and environmental performance and they are looking for as a minimum certification to these standards so as part of the tendering process, organisations will look at us and think ‘yes’ this company is a responsible, safe and environmentally responsible organisation, they can look at our CSR report and they can see how much work we are doing through, under the umbrella of the ‘Planet Me’ environmental programme, but the external certification confirms to the external stakeholders that we do things well.

The DECISION PROCESS

NEVILLE: 

Is the impact on the environment a part of your decision making process?

NEIL: 

Yes, as I mentioned earlier in the interview, environment has to be a part of our decision making process. We are a global organisation, we operate in a highly competitive market, the launch of our Planet Me programme placed environmental stewardship at the heart of our strategy and culture, it is part of our strategic objectives from 2007 and beyond. 
Planet Me really is the start of the journey for us as an organisation and in our business unit, environmental issues are very much part of the day-to-day operation, whether it be at depot level or at head office, it is part of our considerations. We see ourselves as being capable of reducing our CO2 emissions, reducing our carbon footprint and that’s what Planet Me is all about.

NEXT STEPS for tnt
NEVILLE: 

What are your next steps in meeting your environmental objectives?

NEIL: 

Obviously, we will in terms of our next step we will continue with our Planet Me programme, as I said that is just the start of the journey for us really, and within that umbrella of activities, there are a number of things taking place. If you go back to, in terms of the structure of Planet Me it is split into what we call Code Orange, which is the operational processes and making sure we do things in an environmentally friendly way and we have got Choose Orange which is engagement of our people. If you look at Code Orange that is focusing on what we do with our 43 aircraft, it looks at the energy within our building. It looks at business travel. Now in business travel, we have introduced over 30 video conferencing systems around the world and with the prime objective is to reduce business travel by 20% in 2008. 

On the company car side, we have introduced a new company car policy which encourages the use of lower emission vehicles and we have various levels of company car in the business and we say to our employees if you would like a company car which has an emission level of 120gms per kilometre or less, then we will give you a financial incentive which is 3,000 Euros to encourage you to do that. 

We do work on our operational vehicles, I mentioned earlier about the low emission vehicles, about the Hydra vehicles, we do monitor our fuel consumption, we have got an electronic fuel monitoring system at all of our main locations, so TNT employees and vehicles fill up at those locations and we have got an excellent computer based tool that allows local management to measure vehicle consumption performance by vehicle type, so tractor units, pick-up and delivery vehicles or company cars, and also link that back to drivers. 

Now, from the drivers point of view, I mentioned that we, one of greatest environmental impacts is the use of diesel. So, all company drivers will be going through safe and fuel efficient driver training, our internal training team have become an accredited training provider, and within the process of training our 100 driving assessors up to that standard and they then have responsibility for training commercial and company car drivers. And the purpose of that is obviously is to reduce, improve fuel consumption, reduce the amount of diesel we are using and therefore reduce our carbon footprint. But we are managing to get, we have a great response from some of our drivers because they take the view that the techniques they will use driving our commercial vehicles, they will use the same techniques while driving their own company car and therefore save themselves a shilling or two.  In terms of the next step, we are also working with the Carbon Trust and an organisation called Faber Maunsell, and they are currently doing what is called a scoping study of our carbon related activities. 

So they are doing a gap analysis about what we currently do, what they think perhaps we could do, part of that process would be to interview key stakeholders. So they will talk to myself, our Chief Operating Officer, they will talk to Head of Engineering, Directors of Property, Head of Purchasing, Head of People Development (that’s a training function), to get a view on their influence on our environmental impact and our carbon footprint. 

And having done all that, they will come back to us with a report with recommendations on how we could reduce our carbon footprint further.
LONDON GREEN 500

NEIL:

We just joined an accreditation scheme in London called the ‘London Green 500’. Which is a Department for Environment and the Lord Mayors Office encouraging organisations within London to commit to reducing their carbon footprint. 

So, we see that as an additional method for our depots within the London region, of which there are seven within the scope of accreditation, and that will fit nicely into our other elements of our environmental programme. And again, we will be able to benchmark against other organisations within the London area who are also committed to reducing their carbon footprint. 

WHY LRQA?
NEVILLE: 
How did the LRQA Business Assurance approach help your business?

NEIL:

Okay, so why did we choose LRQA? We’ve got a long standing relationship with them, we have been doing ISO 9001 for as long as I can remember, and that’s a long time. I think it was a case of we talked to a number of suppliers when we introduced the pilot scheme at Wellingborough Depot, when we first developed and implemented our environmental management system. And we had discussions with them and I got good advice from LRQA, so we chose them to do the Wellingborough pilot and that was successful, so the next step for us really was to extend that beyond one depot into the whole network and we felt it appropriate to ask LRQA to come in and have a look at what we do. 

In terms of Business Assurance, what I do like about LRQA it’s not just a tick in the box, they do take a very holistic approach to environmental management and they have given us some excellent advice on how we can improve our performance, and for us it’s about continuous improvement. It’s not just a case of getting a certificate that hangs on the wall it’s about good business benefits in terms of your environmental management system. 

Obviously, we are getting great PR in terms of what we have achieved. In all we have got a high level corporate objective to achieve 14001 (ISO 14001), but I think the approach of the external auditors, the assessors (Daniel Doban and his team) was first class, they gave us some excellent recommendations, some of which we will implement, some of which we will leave for the time being. But it really is not just about ticking the box, it is very much working with us really on a consultancy basis as the customer to improve our performance and that’s why later in 2008 LRQA will be coming to audit for the first time our integrated Health, Safety and Environmental Management System. So they will look at both standards at the same time and god willing we will obtain certification to 18001 again and maintain 14001.

NEVILLE:
What do you think the advantages of working with LRQA over other certification bodies and competitors?
NEIL:
Its not just about, as I said, ticking the boxes, its working with us to improve our performance and TNT and every aspect of its business are always keen to, and one of our key objectives is to continuously improve our performance whether it be profitability, whether it be cost efficiency, whether it be safety, whether it be environmental management whether it be quality, whether it be operational performance, whether it be training of our people, its all about continuous improvement, that’s the only way the business will continue to succeed the way it has done in the past. 

So. really LRQA offer that to us, we had a good relationship with them anyway, so its very much in my mind, its very much the devil you know, and we were happy to continue our relationship from the Wellingborough pilot into 14001 for the rest of the business.

management systems

NEVILLE:
How do TNT see management systems in general and how important are they to the running of your business?

NEIL:

TNT for a long, long time now has always seen the importance of management systems. It’s the way we run our business on a day-to-day basis. External verification has always been a key driver for us, but its not about getting a certificate its about travelling the journey that allows you to implement the management system, whether it be quality, whether it be safety and environmental, whether it be training and development of your people. 

The external verification assurance, whatever you would like to call it, then, that just confirms to us that we are doing things well. So its something we will continue doing. Our people are really appreciative of our ability to obtain these certifications, but as I say, its not just about the certificate, its implementing the system and getting real business value from that process whether it being reduced costs, whether it be operation efficiency, whether it be value to our external stakeholders. So our customers expect us to demonstrate that we do operate in a very sensible way, and one of the key ways to that is to get external certification. 

ADVICE

NEVILLE:

What advice would you give to other companies about their environmental impact and how their business can benefit from having their systems certified?

NEIL:

Right, in terms of giving advice to other companies, yes, what the process, the ISO 14001 process did for us is that it made us look at our environmental impact, so it made us look at the fact that we use the best part of 30 million litres of diesel every year. It made us look at the fact that we were sending far too much waste to landfill which has a significant cost, I mean our costs, the costs all rolled together including the transport, the landfill tax, the waste containers onsite was around about £88 per tonne. Whereas if we recycle our waster, there is still a cost, but that cost is around about £26 per tonne, so you have got a £52 per tonne saving there so a significant amount in terms of financial benefit to the business. 

So, yes the process allowed us to look at environmental impact. To look at our fuel consumption, our waste production, our energy consumption, those are really the three main aspects of our business that have impacted, and we have introduced programmes and environmental management programmes, and set objectives and targets to improve our performance in those areas. 

So, I do believe there is great business benefit from a financial point of view. I suppose secondly, other organisation won’t do business with us unless we do demonstrate well from an environmental point of view. So, as I mentioned earlier that all the tender documents we get ask us questions about environmental performance and the fact that we have now got certification to ISO 14001 gives us great kudos, great external PR. 

We have a number of our larger customers who are delighted that we have achieved certification because it then blends in with their commitment to reduce their environmental impact, to reduce their carbon footprint; we are an extension of their business, as their carrier. And the fact that we have got certification to 14001 helps them to achieve their business objectives, for us to have this type of certification. 

So, a number of benefits so I would certainly strongly recommend any organisation to look at their environmental performance even if its just for saving themselves a bob or two on the bottom line.
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