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Executive Summary 
This report provides a summary of three years of work completed to test a “servicizing” model for 
chemical and waste management with school districts and tribal communities. It outlines the specific 
needs of schools districts and tribes, as well as the unique challenges they face, the conditions needed 
to allow for “servicizing” to be adopted on a wider scale, and the opportunities for the United States 
Environmental Protection Agency (EPA) to put those conditions in place. 

 

In 2002, EPA published “Beyond RCRA: Waste and Materials Management in the Year 2020”—commonly 
referred to as the 2020 Vision.  One of the key findings was the need for society to shift focus away from 
waste management toward sustainable materials management.  Sustainable materials management 
embodies three primary principles: reduce toxics, recover more and use less material. Action toward 
implementing these findings was furthered by the 2020 Vision Workgroup who published a roadmap in 
2009, titled the “Sustainable Materials Management: The Road Ahead”, to accelerate the move towards 
sustainable materials management.  The roadmap stated, “It is important that both the federal and 
state governments make more systematic efforts to enable, encourage, and collaborate with all parts of 
society to see that materials are used more effectively and efficiently with less overall environmental 
toll.”1

EPA realized that sustainable materials management will require economically successful business 
activities and models that fundamentally reduce the energy, material and water needed to deliver goods 
and services.  Thus, they are pursuing models that embody this approach, one of which is “green 
servicizing”.

   

2

The EPA is joined by numerous international governments and business leaders in promoting more 
efficient material use and a servicizing business approach as a key strategy to achieve this vision.   

  In this approach, service providers are incentivized to help customers reduce their 
consumption of materials through the provision of enhanced services. Servicizing models exist for 
numerous materials and products including waste, chemicals, building materials, and vehicle use.  

 

Supporting Demonstration Projects 

As part of its efforts to implement its 2020 Vision, EPA supported demonstration projects in 2005 and 
2007 to test two servicizing approaches: Chemical Management Services (CMS) and Resource 
Management (RM).  Two of EPA’s key target groups for assistance are K-12 school districts and tribal 
communities.  School districts and tribal communities across the nation are challenged with meeting 
increasing demands for educational and support services under sharply declining budgets.  At the same 
time, hazardous materials remain a risk in schools and tribal communities that struggle to implement 

                                                           
1 EPA, Sustainable Materials Management: The Road Ahead, June 2009, p. 2. 
(http://www.epa.gov/wastes/inforesources/pubs/vision2.pdf) 
2 See EPA, “Green Servicizing” for a More Sustainable U.S. Economy, September 2009 
(http://www.epa.gov/waste/partnerships/stewardship/docs/green-service.pdf); 

http://www.epa.gov/wastes/inforesources/pubs/vision2.pdf�
http://www.epa.gov/waste/partnerships/stewardship/docs/green-service.pdf�
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proper solid and hazardous waste management practices.  In an effort to assist schools and tribal 
communities in managing chemicals and waste cost-effectively, demonstration projects were launched 
in each setting to test CMS and RM approaches as a low cost solution.    

With EPA’s support, a successful pilot was launched at the Lansing, Michigan School District in 2006, 
where a combined chemical and waste management service program was implemented.  This “bundled” 
approach of working with one service provider to reduce chemical use and waste, while improving 
management of both resources, is called Chemical and Resource Management Services (CRMS). 

The goal of the demonstration projects under this grant was to build on the Lansing School District 
success and understand how broadly the bundled servicizing approach could be applied across school 
districts and tribal communities.  The San Francisco-based non-profit Chemical Strategies Partnership 
(CSP) was selected to conduct these pilots based on its previous work with Lansing School District and 
the CRMS model.   

CSP contacted more than two dozen prospective school districts and signed a Memorandum of 
Understanding (MOU) to work with two school districts and a district consortium. CSP conducted a pilot 
program with the Albuquerque School District.  CSP and the Albuquerque School District completed a 
baseline analysis and developed a Request for Proposals (RFP) to identify a service provider to assist in 
improving chemical management, but the school district never released the RFP. 

CSP worked for over a year to engage a tribal community, but did not succeed due to a number of 
challenges discussed in this report.  Since CSP was not able to work with a tribal community, a pilot was 
pursued instead with the Ohio Schools Council, a purchasing consortium for schools and resource 
centers in Northern Ohio.  CSP, four school districts, and the Ohio Schools Council completed a baseline 
analysis and released a Request for Proposals to identify a service provider to assist in improving 
chemical and waste management, but no bids were received. 

 

Chemical and Waste Management: challenges and opportunities for K-12 schools 

Chemical management is a persistent challenge for schools, municipalities, research labs, small 
manufacturers and multi-national corporations.  Regulatory requirements are becoming more stringent, 
concerns about safety have increased and scrutiny of the environmental and health impacts of 
chemicals is intensifying.  However, most organizations and companies do not devote the necessary 
resources or attention to proper chemical management, since chemicals typically comprise only a small 
part of overall operations. Despite the low volume of chemicals or small spend, the legal, environmental 
and health risks are significant. 

The primary driver to combine or “bundle” chemical and waste management is to create a mechanism 
for schools to pay for the full program. While, most schools interviewed were pleased with their waste 
management services, CSP observed that there was potential to reduce costs and improve performance 
through more efficient pickup schedules and increased recycling. There are numerous examples of 
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schools and cities that have created savings by implementing a “Resource Management” program3

Key challenges for schools 

; 
these savings could be used to subsidize the effort to improve chemical management.   

Not surprisingly, all the schools with whom CSP worked had the same five basic needs:  

1. Initial clean-outs – particularly in classrooms, to remove legacy chemicals and high hazard 
materials, and to ensure proper labeling and storage of remaining hazardous materials. 

2. Gate-keeping – a person and system in place dedicated to screening which chemicals can and 
cannot be purchased and brought into the district.  

3. Training – for teachers and custodians on how to properly store and dispose of hazardous 
materials.  

4. Material Safety Data Sheet (MSDS) management – a system in place to ensure quick and easy 
access to safety information about all hazardous materials at the district.  

5. Mechanism for “Greener” material substitution – a program in place to seek less toxic 
substitutes for high-hazard materials and test them with custodial/maintenance staff to ensure 
satisfaction.  

There are a number of barriers to addressing these needs and implementing a robust chemical 
management program in a school district.  These include: 

• Lack of priority for schools to improve chemical management  

• Finding a champion to lead chemical management efforts is challenging but essential  

• Conducting a baseline analysis of chemical use and management requires resources and third 
party assistance 

• A proper chemical management program is not cost neutral for schools 

• Bundling services is a good idea in theory, but challenging in practice 

• The K-12 School District sector is not highly attractive to CMS Providers 
 
To address these barriers and successfully introduce CRMS into schools, there are several conditions 
that must be in place: 

1. The school district must view chemical management as a priority  
2. Third party support is needed in designing a CRMS program 
3. CRMS must be a cost neutral or cost saving proposition 
4. CRMS in schools must be attractive and profitable for the provider community 

 
  

                                                           
3 See the CSP website for more information and case studies about Resource Management 
http://www.chemicalstrategies.org/other_resource_mgmt.htm 
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Recommendations to accelerate chemical and waste management improvement in schools 

Based on the pilot activity with school districts, several key recommendations emerged for improving 
chemical management. 

1. Create incentives to make chemical management a priority for school districts 

• When providing funding for chemical clean-outs under EPA’s Schools Chemical Cleanout 
Campaign (SC3), require first that a long-term chemical management program has been put 
in place.   

• Provide recognition or monetary awards to school districts who are proactively managing 
their chemicals.  

• Implement a law similar to Jarod’s Law in Ohio, prohibiting specific chemicals from being 
used or stored in schools and requiring the appropriate storage, use, and management of 
chemicals. Such a law must also provide the resources to ensure that districts and local 
health departments are able to implement programs to comply with such measures.  

• Develop a user-friendly searchable database, potentially connected to the EPA’s 
Environmentally Preferable Purchasing (EPP) database, which school districts can use as a 
resource to identify less toxic products for maintenance and janitorial chemicals.  

• Impose fees on high hazard chemicals to make them less attractive than greener cleaners 
for schools.  

2. Provide the necessary support to school districts in designing their chemical management 
programs 

EPA should train staff with the SC3 program, National Partnership for Environmental Priorities 
(NPEP) program and/or local health departments on baselining to assist school districts in 
understanding their current state of chemical management and to assist in developing an action 
plan for improvement.  

3. Assist in making good chemical management cost neutral to schools 

• Target schools that have not yet launched energy conservation or waste reduction programs 
to consider launching the three programs together. The savings from the energy 
conservation and waste reduction programs can subsidize a chemical management 
program. 

• Encourage local companies to support and/or sponsor chemical management programs. 

• Require companies to support chemical management improvements in their local school 
districts as part of a consent decree or settlement requirements for environmentally-related 
infractions. 
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• Leverage the materials that have already been developed (e.g., School Chemistry Laboratory 
Safety Guide) to assist school districts in chemical management by promoting them in 
schools and providing simultaneous training. 

• Remove perverse incentives on solid waste to increase recycling rates.  

• Provide grants, tax cuts, or other financial incentives to school districts to help pay for CRMS 
programs.  

4. Incentivize the supplier community to expand services to assist schools 

• Provide incentives to encourage CMS providers and local distributors (e.g., janitorial service 
providers, chemistry classroom suppliers) to serve school districts through awards, 
recognition, or subsidies. 

• Encourage small districts to join purchasing consortiums to increase their purchasing power 
and pool their service needs (e.g., training, MSDS management, greener material 
substitution). 

 

Testing CMS and RM in Tribal Communities 

EPA was interested in testing the CRMS model in tribal communities to understand its feasibility for 
improving chemical and waste management for tribal nations and potentially for municipalities.  

A benefit of working with tribal communities is that they often have the same type of operations: 
hospitals, clinics, schools, casinos, hotels, and several light manufacturing operations.  Many of these 
activities are consistent with the services of a municipality. 

The barriers to engaging a tribal community were consistent with the barriers outlined for schools.  
However, three specific barriers were more prominent with tribal communities:  

• Improving chemical management was not a priority  

• Tribal communities are in difficult service locations due to their remoteness and rural nature  

• Engaging an outside provider was not culturally acceptable 

To address these barriers and successfully introduce CRMS into tribal communities, several conditions 
must be in place: 

• Chemical management must become a priority  

• CRMS must be provided by a trusted entity 
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Recommendations for promoting CRMS in tribal communities 

The following are steps that the EPA could take to help create the conditions for successful CRMS in 
tribal communities. 

1. Make chemical management a priority  

• EPA provides funding annually for tribal communities to assist in improving their water and air 
quality.  Linking chemical use reduction to the program criteria could encourage tribal 
communities to consider prevention strategies instead of end-of-pipe cleanup solutions.  

• Provide recognition or monetary awards to tribes who are proactively managing their chemicals 
and have shown success in reducing toxics.   

• Encourage tribal communities to use the EPA’s Environmentally Preferable Purchasing (EPP) 
database, to identify less toxic products for cleaning products.  

2. Help develop CRMS expertise within tribal communities  

• EPA is expected to establish a National Tribal Toxics Committee (NTTC) in December 2010. NTTC 
will give tribes a forum for providing advice on the development of EPA’s chemical management 
and pollution prevention programs that affect tribes. EPA’s Office of Resource Conservation and 
Recovery should engage with the NTTC to introduce CRMS and discuss options to develop a pilot 
program with tribes. 

• Provide information on government RFPs for chemical management assistance on the American 
Indian Environmental Office Tribal Portal and other information portals for tribal communities.  
Exposure to the numerous business opportunities may incentivize tribes to partner with CMS 
and RM providers to bid on the RFPs. 

 

Opportunity for CRMS in other public sector entities 

This pilot program focused on the feasibility of expanding the CRMS model in school districts and tribal 
communities. However, there are tremendous opportunities for CRMS in other types of public sector 
operations such as research laboratories, hospitals, Department of Defense sites, and general facilities 
operations for buildings and fleets. Some of the barriers to introducing a servicizing model in other 
public entities are the same as those outlined for schools and tribal communities.  The EPA has several 
opportunities to encourage CRMS adoption by federal agencies in the next several years. These include: 

• Capitalizing on Executive Order (EO) 13514 and EPA’s focus on sustainable materials 
management 

• Targeting federal facilities with significant chemical spend 

• Training EPA staff to assist in baseline development 

• Starting with CMS and adding RM over time 
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Despite the setbacks from the pilot efforts, EPA and CSP learned a great deal about the conditions 
necessary to incentivize schools, tribal communities and other public entities to improve chemical and 
waste management.  CRMS embodies the goals EPA is pursuing in its sustainable materials management 
efforts.  It aligns directly with EPA’s goal to promote efforts to manage materials and products on a life-
cycle basis.  EPA should continue to test and promote CMS and RM in public entities (e.g., research labs, 
hospitals, DOD sites, general facilities operations) where there is larger chemical spend and agencies are 
working to comply with EO 13514. Such an effort would provide EPA a unique opportunity to 
demonstrate national and international leadership in sustainable materials management.  
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I. Introduction 

In 2002, EPA published “Beyond RCRA: Waste and Materials Management in the Year 2020”—commonly 
referred to as the 2020 Vision.  One of the key findings was the need for society to shift focus away from 
waste management toward sustainable materials management.  Sustainable materials management 
embodies three primary principles: reduce toxics, recover more and use less material. Action toward 
implementing these findings was furthered by the 2020 Vision Workgroup who published a roadmap in 
2009, titled the “Sustainable Materials Management: The Road Ahead”, to accelerate the move towards 
sustainable materials management.  The roadmap stated, “It is important that both the federal and 
state governments make more systematic efforts to enable, encourage, and collaborate with all parts of 
society to see that materials are used more effectively and efficiently with less overall environmental 
toll.”4

EPA realized that sustainable materials management will require economically successful business 
activities and models that fundamentally reduce the energy, material and water needed to deliver goods 
and services.  Thus, they are pursuing models that embody this approach, one of which is “green 
servicizing”.

   

5

The EPA is joined by numerous international governments and business leaders in promoting more 
efficient material use and a servicizing business approach as a key strategy to achieve this vision.   

  In this approach, service providers are incentivized to help customers reduce their 
consumption of materials through the provision of enhanced services. Servicizing models exist for 
numerous materials and products including waste, chemicals, building materials, and vehicle use.  

 

Supporting Demonstration Projects 

As part of its efforts to implement its 2020 Vision, EPA supported demonstration projects in 2005 and 
2007 to test two servicizing approaches: Chemical Management Services (CMS) and Resource 
Management (RM).  Two of EPA’s key target groups for assistance are K-12 school districts and tribal 
communities.  School districts and tribal communities across the nation are challenged with meeting 
increasing demands for educational and support services under sharply declining budgets.  At the same 
time, hazardous materials remain a risk in schools and tribal communities that struggle to implement 
proper solid and hazardous waste management practices.  In an effort to assist schools and tribal 
communities in managing chemicals and waste cost-effectively, demonstration projects were launched 
in each setting to test CMS and RM approaches as a low cost solution.    

With the support of EPA, a successful pilot was launched at the Lansing, Michigan School District in 2006 
where a combined chemical and waste management service program was implemented in a medium-to-
large size school district. The pilot marked the first attempt to blend the CMS and RM approaches, and 

                                                           
4 EPA, Sustainable Materials Management: The Road Ahead, June 2009, p. 2. 
(http://www.epa.gov/wastes/inforesources/pubs/vision2.pdf) 
5 See EPA, “Green Servicizing” for a More Sustainable U.S. Economy, September 2009 
(http://www.epa.gov/waste/partnerships/stewardship/docs/green-service.pdf); 

http://www.epa.gov/wastes/inforesources/pubs/vision2.pdf�
http://www.epa.gov/waste/partnerships/stewardship/docs/green-service.pdf�
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to test the model with a school district. 6

Based on the initial findings of the Lansing pilot and in recognition of the fact that there are 
approximately 15,000 schools districts in the country, it became clear that other critical work was 
needed to facilitate the development of servicizing as a real option for school districts nationwide to 
improve chemical and waste management.  

 This “bundled” approach of working with one service provider 
to reduce chemical use and waste, while improving management of both resources, is called Chemical 
and Resource Management Services (CRMS). 

Although Lansing represented one successful attempt at CRMS, it was not clear whether or not the 
bundled approach would work in a large urban setting or a tribal community. Both scenarios are quite 
different and more complex. Large, urban school districts typically use a greater diversity of chemicals, 
which are spread across dozens or even hundreds of facilities. Tribal communities face significant 
challenges with waste, due to their remoteness. Thus, pilots were needed in each setting to help 
determine how broadly the bundled servicizing approach could apply across school districts and tribal 
communities.    

The San Francisco-based non-profit Chemical Strategies Partnership (CSP) was selected to conduct these 
pilots based on previous work with Lansing School District and the CMS and RM models. CSP works with 
customers, suppliers and government entities to help reduce chemical use, waste, risks, and cost 
through the transformation of the chemical supply chain by redefining the way chemicals are used and 
sold.7

  

 

                                                           
6 Lansing School District case study: http://www.chemicalstrategies.org/pdf/case_studies/Lansing_Case_Study.pdf 
7 For more information about the Chemical Strategies Partnership http://www.chemicalstrategies.org/about.htm 
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II. Challenges for schools and tribal communities  

K-12 schools face diminishing resources under increasing demands from parents and federal, state and 
local governments. At least 15 separate EPA programs target K-12 schools.  While chemical risks and 
mismanagement has been a known, serious, and intractable problem at the local level for many years, 
they are gaining national attention due to numerous highly publicized accidents. Schools also face 
numerous challenges in managing their wastes.  

For tribal communities, there has been more concern about waste management than chemical 
management.  Many tribes struggle to manage typical municipal waste, as well as discarded tires, 
appliances, and vehicles. Thus, they were most interested in this pilot program as a way to tap resources 
to improve waste management. More sophisticated tribal communities often owned or had a third party 
manage their waste and landfill operations. They were not driven to take part in the pilot because they 
felt they had a good handle on waste management, and chemical management was simply not a priority 
for them.   

 

What are Chemical Management Services and Resource Management? 

Chemical Management Services (CMS) and Resource Management (RM) are servicizing approaches 
shown to be cost-effective in addressing chemical and waste issues in many organizations. 
Fundamentally, they are innovative, market-based, pollution prevention programs, examples of a trend 
toward reducing the material intensity of our society.8

Servicizing approaches allow customers to tap into the expertise of their service providers to better 
manage chemicals and wastes. Most schools, government entities and tribal nations do not have the 
resources to invest in improving chemical and waste management. In addition, a chemical and waste 
management system that strives to reduce material use and ensure safety needs to address purchasing, 
use and storage processes.  In the private sector, companies have turned to service providers to assist in 
implementing a comprehensive approach to chemical and waste management. CMS and RM programs 
have proven capable of delivering chemical use, waste reductions, and cost reductions, with a focus on 

  These approaches change the relationship 
between the customer and supplier from one where profit is based on the amount of product sold (unit 
of product) to one based on quality of services provided (unit of service). The supplier’s activities 
(commonly referred to as the service provider) can cover the entire life-cycle of the product: 
procurement, inventory (including removal of old and excess chemicals), storage, application/use, 
internal distribution, collection, treatment, disposal, training, information technology, monitoring, and 
reporting.  

                                                           
8 See EPA, “Green Servicizing” for a More Sustainable U.S. Economy, September 2009 
(http://www.epa.gov/waste/partnerships/stewardship/docs/green-service.pdf); EPA, Sustainable Materials Management: The 
Road Ahead, June 2009 (http://www.epa.gov/wastes/inforesources/pubs/vision2.pdf); and the World Business Council for 
Sustainable Development, 2050 Vision: The new agenda for business, February 2010, 
(http://www.wbcsd.org/web/projects/BZrole/Vision2050-FullReport_Final.pdf). 

http://www.epa.gov/waste/partnerships/stewardship/docs/green-service.pdf�
http://www.epa.gov/wastes/inforesources/pubs/vision2.pdf�
http://www.wbcsd.org/web/projects/BZrole/Vision2050-FullReport_Final.pdf�
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continuously improving the system.  In nearly all cases, the cost reductions achieved offset the cost of 
the program.   

In crafting a program that will help schools and tribal communities to better manage their chemicals, 
CSP sought to combine or “bundle” chemicals and waste management into one program.  The intention 
was to create a larger suite of materials from which to generate potential savings and attract service 
providers to help implement the programs.   

In conducting the pilots, CSP selected entities deemed suitable to give them a fair chance at testing 
bundled servicizing as a viable option. The goal of this work was to help discover how broadly the 
bundled servicizing approach could be applied across school district sizes (including the tailoring needed 
in different environs for it to work); to develop the tools necessary to enable school districts to consider 
the bundled servicizing approach; to raise school district awareness of the bundled servicizing approach; 
and stimulate service provider interest in the K-12 school sector. 
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III.  Servicizing in school districts 

A.   About the school districts 
CSP reached out to 23 public K-12 school districts across the nation, targeting those assumed to have 
the highest chance of success based on location (urban, proximity to CMS providers), size (larger than 
Lansing), and referrals by EPA and CMS Forum members9

Figure 1. School districts considered for the pilot opportunity (size based on 2002 data) 

. CSP investigated several of the top 100 largest 
school districts in the nation (districts with more than 44,000 students, based on 2002 data), as well as a 
handful of smaller districts. Figure 1 below provides a list of school districts considered for the pilot 
opportunity. 

 

Of the 23 districts CSP considered, three made formal commitments to pursue the pilot program: 
Oakland Unified School District, Albuquerque Public Schools, and the Ohio Schools Council (representing 
a consortium of four districts based in Cuyahoga County). The other twenty districts did not express 
strong interest – either because chemical management was not a high priority for the district, because 
staff did not have the time required to commit to the project, or because the districts felt they were 
already proactive enough about managing their chemicals. 

For example, representatives from Mesa Public Schools felt that the district was already proactive 
enough about chemical management because it had been recognized by the EPA for a commitment to 

                                                           
9 CMS Forum is a coalition of chemical management service providers, their customers, Tier II chemical suppliers, and other 
stakeholders interested in promoting chemical management services. 

 

District City State Size Summary of outcome
Chicago Public Schools Chicago IL 500,000 CSP contacted several people, District was too politically difficult for a pilot effort

Miami-Dade County Public Schools Miami - Dade FL 365,000 Deemed infeasible due to lack of CMS provider presence
West Palm Beach Schools West Palm Beach FL 170,500 Deemed infeasible due to lack of CMS provider presence
Detroit Public Schools Detroit MI 165,000 Met with them, Aramark manages all  DPS facil ities - not enough interest
Dallas Independent School District Dallas TX 164,000 Initial interest, but could not retain staff attention
San Diego Unified School District San Diego CA 142,000 Already proactive, not interested in program
Long Beach Unified School District Long Beach CA 96,000 No response to CSP outreach
Milwaukee Public Schools Milwaukee WI 95,000 Already proactive, not interested in program
Albuquerque Public Schools Albuquerque NM 90,000 MOU signed, baseline conducted, RFP drafted but ultimately not released
Fresno Unified School District Fresno CA 81,000 Initial interest, but could not retain staff attention
Fort Worth Independent School District Fort Worth TX 81,000 No response to CSP outreach
Austin Independent School District Austin TX 78,000 Initial interest, but concern that baseline/RFP would take too much staff time

Mesa Public Schools Mesa AZ 75,000 Already proactive, several conversations but ultimate lack of interest
Cleveland Municipal School District Cleveland OH 75,000 No response to CSP outreach
Tucson Unified School District Tucson AZ 62,000 Initial interest, but felt they were already doing a lot and didn't see the value

San Francisco Unified School District San Francisco CA 59,000 Initial interest, but could not retain staff attention
Boston Public Schools Boston MA 57,900 Reached out, but not interested
Oakland Unified School District Oakland CA 54,000 MOU signed but terminated prior to baseline - could not retain staff attention

Minneapolis Public Schools Minneapolis MN 50,000 No response to CSP outreach
Portland Public Schools Portland OR 42,000 Already proactive, not interested in program
Orange Unified School District Orange CA 30,000 No response to CSP outreach
Ohio Schools consortium (4 districts) Cuyahoga County OH 16,000 MOU signed, baseline conducted, RFP released, but no bidder interest
North Penn School District North Penn PA 13,000 CMS Provider proposed this District, but deemed too small for this pilot

http://www.cmsforum.org/cms_definition.html�
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improving chemical management under the Schools Chemical Cleanout Campaign (SC3). Through this 
program the district: 

• reduced chemical usage in the schools by 15% and eliminated 14 chemical products; 

• eliminated the practice of accepting household chemicals by schools; 

• cleared custodial closets of unauthorized chemicals; 

• raised awareness about preventing chemical hazards in science and agriculture programs; 

• aligned the curriculum with the necessary chemicals for classroom activities; and 

• disposed of all chemicals that were outdated, unnecessary, and incompatible. 

In addition, Mesa had developed a chemical management program with three primary components: 1) 
Integrated Pest Management, a system to prevent unacceptable levels of pest damage with the least 
possible hazard to people, property, and the environment, 2) Custodial Chemical Standardization, which 
aims to clean out large stockpiles of accumulated custodial chemicals, and a 3) Chemical Inventory 
program, which is focused on secondary schools that have accumulated and improperly stored 
chemicals from the Science and Agriculture programs. 10

Another example of a district that felt it had chemical management already under control was the San 
Diego Unified School District. According to John Baker, Environmental Specialist with the Risk 
Management Department, the district has “taken a proactive approach to controlling the types and 
volumes of chemicals used in the schools,” as it has been working towards the goal of sound chemical 
management for several years. San Diego’s chemical management program includes integrated pest 
management and requires notification of pesticide application. 

 

Portland Public Schools (PPS) is part of the Sustainable Oregon Schools Initiative (SOSI) network, an 
organization that serves as a focal point for sustainability information and resources for all K-12 schools. 
It provides the means for interested school districts and schools to integrate sustainable practices into 
their operations, classrooms and guiding principles. As part of its efforts, SOSI facilitates an Indoor 
Environment and Toxics “topic team,” which focuses on indoor environmental quality, chemical 
management (pesticides, cleaning, lab, other), and toxics. PPS is already an active participant in this 
program and did not express interest in further engaging with CSP. 

As described earlier, there were three districts that were particularly excited about the opportunity to 
improve chemical management. These districts signed MOUs with CSP, formally committing to 
participation in the EPA pilot program. Their stories are shared briefly below. 

Schools pilot #1: Oakland Unified School District (OUSD) 
Oakland Unified School District (OUSD) is a large, urban school district located east of San Francisco in 
California with roughly 40,000 students enrolled in 109 schools (2010 data). CSP connected with OUSD 
through Toni Stein, and Air Pollution Research Specialist with the California Department of Health 
Services. She was already involved with OUSD through work on indoor air quality, part of a “healthy 

                                                           
10 See EPA, Building Successful Programs to Address Chemical Risks in Schools: Summaries of State, Tribal, and Local School 
Chemical Cleanout Programs, p. 8 (http://www.epa.gov/wastes/partnerships/sc3/pdfs/state.pdf)  

http://www.epa.gov/wastes/partnerships/sc3/pdfs/state.pdf�
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buildings” group working with the district. Toni introduced CSP to the Acting Director of Buildings and 
Grounds, the Assistant Superintendent for Facilities Planning and Management and the Director of 
Facilities. They expressed initial enthusiasm about the project after several face-to-face meetings and 
presentations between February 2007 and March 2008. OUSD formally committed to participating in 
the pilot in February 2008. OUSD’s biggest driver for the program was to cut costs in a time of financial 
crisis. They also liked the idea of being a leader in student safety and environmental stewardship. CSP 
had several meetings with OUSD describing the parameters of the project and outlining the data 
necessary for evaluating the feasibility of a bundled servicizing program at the district. Unfortunately, 
the Facilities Department was time-constrained and did not make data collection a priority. CSP was 
unable to schedule a site visit, conduct staff interviews, or collect any chemical data. Although OUSD 
had signed an MOU committing to the project, CSP ultimately terminated the MOU in July 2008 due to 
lack of staff attention, and the opportunity to pursue a pilot with Albuquerque Public Schools. 

Schools pilot #2: Albuquerque Public Schools 

Albuquerque Public Schools (APS) is the 23rd largest school district in the U.S., located in Albuquerque, 
New Mexico. It has roughly 90,000 students, 14,000 employees, 133 schools, and covers an area the size 
of Rhode Island. CSP connected with APS’ Director of Risk Management through the district’s hazardous 
waste vendor and CMS Forum member, Rinchem Company.  

APS was enthusiastic about the opportunity to improve chemical lifecycle management and welcomed 
the idea of more control, more visibility, and more training around chemicals. The Risk Management 
Department felt it had lost control of chemical purchasing when APS moved from a centralized financial 
system to one decentralized by school. A district-wide lab safety program was difficult to institutionalize. 
APS was particularly interested in putting a chemical management training program and an enhanced 
chemical data system in place, as long as such enhancements could be provided at no cost.  APS signed 
an MOU in May 2008. 

 

Figure 2. Chemical users at APS 
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Estimating chemical purchases at APS

CSP first pulled Maintenance and 
Operations data electronically from the 
purchasing department, which showed 
the amount of spend with each vendor, 
but it was difficult to distinguish how 
much spend was on chemicals. For 
example, pulling data on one of the 
district’s paint vendors showed paint 
spend, but it was unclear if that spend 
was on paint alone, or also on paint 
brushes and related tools. To mitigate this 
problem, CSP sampled dozens of detailed 
hard copy purchase order receipts to try 
to get a sense of what percent of spend 
with each vendor was on chemicals 
versus related products. 

CSP came up with a rough percentage of 
chemical spend for each vendor and used 
that to estimate chemical spend from the 
total vendor spend pulled by the 
purchasing department. That took care of 
estimating most of the Maintenance and 
Operations spend on chemicals. 

CSP also pulled data from the Materials 
Management Warehouse system, which 
included primarily custodial spend. The 
amount of custodial spend was very low 
indicating either that APS was extremely 
efficient in its custodial chemical use 
(unlikely), or that the system was not 
capturing all the spend, or that custodians 
were buying outside the warehouse 
system. CSP also surveyed and talked with 
individual science and vocational teachers 
to estimate classroom chemical spend.

CSP worked with the Director of Risk Management to 
establish a project team and interviewed roughly 50 
staff members, including science teachers, 
vocational teachers, and staff from Risk 
Management, Procurement, Materials 
Management, Environmental Management, 
Operations, the two Warehouses, Electrical, Building 
Services, Custodial Services, Fleet Maintenance, 
Grounds, Mechanical, Structural, Support Services, 
and Energy Conservation. During the interview 
process, CSP also collected data on chemical spend 
within each of these departments.  

According to one science teacher, “Chemical 
management is a huge deal because there is no one 
person assigned to chemical management.” 
Consequently, data collection proved to be 
extremely challenging.  Chemical purchase records 
were not all kept in one place, and many records did 
not have the detail necessary to identify what was a 
chemical and what was not.  

Findings 

What we found from the interviews and data 
collection was that Maintenance and Operations 
(M&O) staff was generally satisfied with chemical 
availability and delivery time, but that more control 
of chemicals (chemical “gate-keeping”) was 
necessary in the classrooms. There was inventory 
build-up in the classrooms, MSDS management was 
not consistent, and there was a need for training on 
proper chemical handling and application. In addition, the district was not able to access the right size of 
paint containers (for small jobs such as covering up graffiti), causing them to buy containers that were 
too large and creating excess hazardous waste. Finally, there was a desire for safer chemical alternatives 
and new chemical testing protocols. The data revealed that the district was spending roughly $860,000 
on chemicals and $1,500,000 on waste. Seventy-five percent (75%) of chemical spend was within the 
M&O department, while only 5% was in the classrooms. Another 10% of the spend was on custodial 
chemicals, and the remaining 10% was unknown.  
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Figure 3. Types of chemicals used at APS 
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CSP agreed to write the RFP, but warned the district that the program would likely not be cost neutral 
because solid waste and a large majority of chemical volume were being excluded from the program. 
CSP recommended bundling energy management services into the CMS program, or diverting some of 
the savings from APS’s current energy conservation program to chemicals management. The district, 
however, did not want to combine the two programs, preferring to keep energy savings separate. 

CSP forged ahead with drafting the RFP, but it was never released. One of the main issues that arose 
was the number of individual budgets associated with chemical purchases; it was not clear how current 
teacher/custodial/risk management budgets could be rolled-up to pay for the program upfront.  This 
challenge had been faced before by the Information Technology department in buying computer 
equipment and software.  It was solved by rolling up all technology spending under an overhead account 
paid for by the District.  CSP had probed whether that would be an option for chemical management, 
but the option did not gain traction. 

With the program unlikely to be cost neutral, APS’ Chief Operating Officer decided not to proceed with 
issuing the RFP. This marked the conclusion of CSP’s pilot with APS. 
 

Schools pilot #3: Ohio Schools Council 
The Ohio Schools Council (OSC) is a consortium of 126 school districts, educational service centers, joint 
vocational districts and Mental Retardation and Developmental Disability boards in 21 northern Ohio 
counties. OSC is a purchasing consortium that exists for the purpose of obtaining top quality products 
and services at the most competitive price through cooperative purchasing.  

For this project, CSP took a new approach to conducting the baseline analysis and data collection piece. 
CSP held a 1.5 day training using the CRMS Draft Manual for district staff as well as OSC and Cuyahoga 
County Board of Health (CCBH) staff members so that they could conduct baselines themselves. Several 
benefits were realized through this approach: 1) a more rapid and streamlined baseline process – those 
who were trained and provided with CSP’s data template were able to go out and collect the data on 
their own and send it back to CSP to be synthesized and analyzed; 2) the ability for OSC and CCBH to go 
out and conduct baselines at other districts, if the need were to arise in the future; and 3) school district 
exposure to the CRMS concept. In addition to the four committed pilot districts, five additional local 
districts attended the training.  

Having data from four districts at once provided the additional benefit of comparison. By looking at the 
data on a chemical spend per student basis for each category of chemical type (e.g. custodial, 
transportation, classroom, etc.), CSP could identify gaps where a district might have missing data. In 
addition, where data could not be found, it was possible to make estimates on a per student basis based 
on the data provided by the other three districts. 

In October 2009, after six months of conference calls, an in-person CMS training, and some initial data 
collection, four K-12 school districts committed to participating in the pilot program through a 
collaborative purchasing agreement with OSC: Beachwood City, Berea City, North Royalton City, and 
Orange City. The combined size of the districts (in students) was roughly equivalent to that of the 
Lansing School District.  
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Total chemical purchases $384,000

Custodial $170,500

Grounds $58,500

Transportation $47,500

Paint $33,500

Pool $20,000

Boilers $17,500

Art $14,000

Maintenance $10,000

Kitchen $7,000

Science $5,000

Industrial Arts $500

 

These four districts were motivated to participate in the pilot due to a law enacted in 2005 – Jarod’s Law 
– to improve safety for school children. The four districts saw the CRMS pilot as a way to win the 
support of the community and cost-effectively maintain their efforts to comply with Jarod’s Law. 

At the districts’ request, CSP drafted a press release to announce the pilot and share the districts’ efforts 
with the community (See Attachment 1).  Several articles were published about the districts’ efforts to 
proactively manage chemicals. 

Findings 

Data showed that the combined chemical spend of the districts totaled nearly $400,000 (excluding 
certain chemicals and hazardous waste services purchased under existing service contracts). Figure 4 
outlines the chemical spend, which was higher than that of the Lansing pilot. 

Figure 4. Total chemical spend in four Ohio Districts 

 

 

 

 

 

 

 

 

 

CSP spoke with chemical providers in the community and nationally to understand whether a chemical 
services contract with less than $500,000 in spend would be attractive enough for them to submit a bid. 
In general, the initial responses received were positive, although one provider expressed that the 

Summary of School Districts
Beachwood City School District - located in an eastside suburb of Cleveland, has 
approximately 1,600 students enrolled in two elementary schools, one middle school, and 
one high school.
Berea City School District - has approximately 7,500 students. The district consists of six 
elementary schools, two middle schools, two high schools, one special-needs school, an 
administration building, a buildings and grounds / maintenance / warehouse facility, and a 
transportation center.
North Royalton City School District - has approximately 4,781 students enrolled in four 
elementary schools, one middle school, and one high school. In addition, it has one pre-
school.
Orange City School District - has approximately 2,300 students enrolled in one elementary 
school, one middle school, and one high school. In addition, it has two pre-schools.
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chemical spend was still too low on a per-facility basis to warrant interest. The districts were eager to 
issue an RFP, and CSP assisted in drafting the document. The RFP outlined the key services desired: 

• Oversight and control of chemicals purchased, used and stored (e.g., a gate-keeping and 
tracking system); 

• A system to prevent stockpiles of old or unused chemicals; 

• Assurance of proper availability, management of, and access to MSDSs; 

• Recommendation, evaluation, and testing of safer, less-toxic and/or better alternatives to 
current chemical product use; 

• Proper training for teacher and staff necessary to ensure safe handling, storage, use and 
disposal of hazardous materials; 

• Proper collection and disposal of hazardous waste, including sharps; 

• Assistance in continuously improving all phases of chemical management to lower costs and 
improve safety (e.g., streamlined logistics, ordering, and inventory management; reduction in 
quantity of chemicals used; identification of less toxic alternatives custodial products, etc.); and 

• Compliance with local, state, and federal environmental and safety regulations.  

CSP assisted in hosting a bidders briefing and five bidders attended a presentation, site visit, and Q&A 
session. Although there seemed to be interest from the provider community, in the end, not a single 
provider submitted a bid. In follow up conversations with providers, CSP found that there were several 
different drivers for the lack of interest. First, the chemical spend may have been too small to attract big 
providers, but the scope was too big for small providers and scared them away. For example, one local 
provider stated that “we have concluded that support and training for the science and art departments 
is outside our scope of expertise. Therefore, we will not be able to bid on this opportunity.”  If the four 
districts narrowed their scope to focus on the most critical elements needed - initial clean-outs, training, 
and greener material substitution - CSP estimated the cost of such a program would be about $35-40K 
($9-10K per district). 

While the districts had originally stated that they might be willing to pay for a chemical management 
program, this willingness disappeared by the time CSP actually estimated a price for the program. One 
reason could be that Jarod’s Law had been repealed since the verbal commitment to pay for a program. 
Another reason was looming budget cuts and lay-offs. OSC decided to apply for a grant to support the 
program which was denied. OSC is still trying to figure out how to make the program work. 
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B.  Chemical management needs in school districts 

School District Needs 
From our conversations with the districts, we learned that their chemical management challenges were 
remarkably consistent, with five primary needs rising to the top: 

1. Initial clean-outs – particularly in classrooms, to remove legacy chemicals and high hazard 
materials, and to ensure proper labeling and storage of remaining hazardous materials. 

2. Gate-keeping – a person and system in place dedicated to screening which chemicals can and 
cannot be purchased and brought into the district.  

3. Training – for teachers and custodians on how to properly store and dispose of hazardous 
materials. Training is also needed for a “gate-keeper” on what kinds of materials can be bought, 
and where to look for less hazardous substitutes. In addition, training teachers on how to 
perform micro-scale experiments will help to reduce use of chemicals in general. 

4. Material Safety Data Sheet (MSDS) management – a system in place to ensure quick and easy 
access to safety information about all hazardous materials sited at the district.  

5. Mechanism for “Greener” material substitution – a program in place to seek less toxic 
substitutes for high-hazard materials and test them with custodial/maintenance staff to ensure 
satisfaction.  

 

Service Provider Needs 
For a CRMS program to work, however, it must not only meet the districts’ needs, but must be attractive 
for a service provider as well.  For a CRMS provider to be interested, the following conditions are 
important:  

• A CRMS provider must be able to cover its costs, which will likely start at $100,000 – this implies 
that at least $100,000 in cost savings need to be achieved in the CRMS program to pay the 
provider’s costs;  

• The higher the district’s overall chemical spend, as well as chemical spend per transaction (or 
per facility), the more attractive the program is to a potential service provider; 

• If a CRMS provider serves a local company near the district, and that local company is willing to 
lend chemical management staff to the district (or share other resources), the CRMS provider’s 
costs may decrease significantly; and 

• Not all providers will view bundling solid waste and chemicals as a more attractive package than 
chemicals alone; some providers may not feel that waste management is a “core competency” 
and would rather focus on chemicals alone. 
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Barriers to implementing CRMS in schools
• Chemical management is not a priority for schools 
• Finding a champion to lead chemical management efforts is challenging but essential 
• Conducting the baseline requires resources and third party assistance
• A CRMS program is not cost neutral for schools
• Bundling services is a good idea in theory, but challenging in practice
• The K-12 School District sector is not highly attractive to CMS Providers

C.  Challenges in implementing CRMS in school districts 
While initiating change at any type of organization can be challenging, school districts and municipalities 
face a unique set of challenges due to their size, governing structure, and financial and political 
constraints. Trying to improve chemical management and/or institute a CRMS program has additional 
barriers in these settings. Outlined below are the key barriers to implementing a successful chemical 
management program in school and municipalities.   

 

 

 

 

 

 

Chemical management is not a priority for schools  
Several of the districts interviewed did not feel that chemical management was a priority issue. The 
highest level of interest came from districts in which chemical management was perceived as a problem 
due to a specific incident, regulatory action, or pressure from the community. 

For example, the Lansing School District’s concern for proper chemical management stemmed from a 
safety incident.  Likewise, the four school districts in Cuyahoga County, Ohio were prompted to act due 
to a law enacted in 2005 to improve the safety for school children.11

On the other hand, school districts that already had internal chemical management programs in place 
were less interested in joining the CRMS pilot. As discussed earlier, representatives from San Diego, 
Mesa, and Portland Public Schools felt that their districts were already very proactive in managing 
chemicals and turned down the pilot opportunity, not seeing the full value. 

  “Jarod’s Law” included a list of 
chemicals that were prohibited from being used or stored in the classroom, as well as several other 
stipulations around the appropriate storage, use, and management of chemicals. In accordance with 
Jarod's Law, the Cuyahoga County Board of Health (CCBH) began conducting comprehensive annual 
inspections of over 330 schools, focusing on issues such as indoor air quality, proper storage and 
handling of hazardous chemicals, and pest control and pesticide use. The four districts saw the CRMS 
pilot as a way to win the support of the community and cost-effectively maintain their efforts to comply 
with Jarod’s Law.  

 

 
                                                           
11 Jarod’s Law was prompted by an incident that occurred in 2003, in which six year old Jarod Bennett was killed in 
school by a mobile, folding cafeteria table. In reaction to the tragic event, Governor Bob Taft of Ohio signed Jarod’s 
Law into law in 2005 in an effort to increase the safety of school children. 
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Finding a champion to lead chemical management efforts is challenging but essential 
For most companies and organizations where chemical management is not a core focus of operations, 
responsibility for chemical management is rarely assigned to one person. Rather, it is shared among 
many people and becomes a small part of each of their jobs. From buying chemicals, to managing 
inventories, to using chemicals, to disposing of them, there may be dozens of different staff members 
dealing with some aspect of chemicals management (e.g. purchasing, janitorial, facilities, grounds 
maintenance, building maintenance, transportation/bus maintenance, science and art, the risk 
management department, etc.). Because managing chemicals is such a small part of so many people’s 
jobs, it is hard to find a single person to truly spearhead chemical management efforts within a school 
district. 

Nonetheless, CSP has learned from experience that a CRMS program’s success depends on finding the 
right champion to lead efforts internally. This champion must be high-level enough to see the value of 
the program and have the authority to take action across numerous departments.  

CSP found that its outreach was most effective in large urban districts when it was targeted towards 1) 
the Risk Management, Safety, or Environmental department heads – due to the safety and positive 
environmental aspects that CRMS could bring; or 2) the Facilities and Operations directors – who have 
day-to-day control over the bulk of chemicals used in the district and are interested in the potential cost 
savings and efficiencies a CRMS program could bring. At smaller school districts, like Berea City School 
District in Cuyahoga County, the director of Business Services served as a champion. 

In many cases, the reason for lack of communications was not necessarily lack of interest in improving 
chemical management; rather, many other competing priorities took precedence. For many schools in 
crisis, it can be hard to devote resources to a new initiative. In the case of CSP’s failed attempt with 
OUSD, the District was officially declared a “district in crisis” in 2003, both academically and fiscally, 
leading the School Board to cede its authority to the State of California in exchange for a $100 million 
line of credit. Clearly, these other pressing issues left limited time to work on chemical management. 

Conducting the baseline requires resources and third party assistance 

Even with a committed champion, conducting the “baseline” – an initial analysis of the current state of 
chemical management operations and costs – proved challenging. Conducting a baseline requires a 
team that is committed to the effort. While CSP signed MOUs with four school districts (Oakland, Dallas, 
Albuquerque, and Ohio), only two (Albuquerque and Ohio) showed enough commitment upfront to 
move onto the baseline analysis stage. 

• Albuquerque Public Schools: Albuquerque is a very large district (ranked 33rd in the nation in 2002, 
and growing) with nearly 90,000 students and chemical management activities spread across an 
area roughly the size of Rhode Island. Collecting data on chemical product spend required CSP to be 
onsite, literally digging through stacks of purchase orders and receipts. CSP also surveyed dozens of 
science teachers to estimate their chemical purchase costs. Janitorial chemical spend was captured 
at the warehouse level, but appeared to be missing a significant amount of purchases (more than 
50%). The Maintenance and Operations warehouse provided some information on herbicide, 
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pesticide, and fertilizer use. The Risk Management department provided information about MSDS 
management costs, sharps disposal and other hazardous waste costs. In addition, CSP sought out 
contracts for solid waste and boiler chemicals and services to capture related costs. The volume and 
spend associated with chemicals bought on individual credit cards or at local stores was unknown. 

CSP staff spent dozens of hours capturing and analyzing data and interviewing staff to complete 
Albuquerque’s baseline. It is likely that without a neutral third party such as CSP, school districts like 
Albuquerque would never have had the time, resources, or patience to conduct the initial baseline 
study needed to gain an understanding of current costs and management practices. 

• Ohio Schools Council: The baseline process for the four Cuyahoga County school districts proved 
much easier. Two conditions helped: 

1.  Each champion had a broad view of chemical activities at his or her district and knew exactly 
where to find the right data.   

2.  A 1.5 day training with representatives from the four districts in advance of the baselining 
process enabled the district champions to go out on their own and collect the data using 
templates provided by CSP, as well as CSP’s guidance via phone. CSP was the central point for 
data assimilation and provided the final analysis of the data collected. However, even within 
these smaller districts, and under CSP’s guidance, some of the district champions complained 
that the data collection process was time consuming and frustrating. Some simply gave up 
before they had collected all categories of chemical data, so CSP assisted in making estimations. 

• Lansing School District: In a recent telephone interview with the Lansing School District, the district 
agreed that Lansing could not have conducted a baseline assessment without the help of CSP or 
another neutral third party. It would have been difficult for the district, already short-staffed, to 
have made the time to conduct one. Lansing staff recommended that districts use third parties to 
conduct their baselines not only to save time, but also to provide a broader, outside perspective of 
how the district is performing in managing chemicals. 

A CRMS program is not likely to be cost neutral for schools 
The original premise of promoting CRMS in K-12 schools was that savings generated from a program 
would pay for the cost of the program – thus, it would be a cost neutral program.  This premise 
appeared possible with the successful CRMS program at Lansing School District and the long history of 
success of CMS in numerous commercial sectors. However, based on experience with APS, Ohio, and 
Lansing’s rebid process, CSP did not find that a program could be cost neutral. Below is a summary of 
experiences testing this premise and the changing conditions that emerged.  

• Lansing School District: In its original CRMS program launched in 2006, Lansing received chemicals, 
chemical services, and solid waste hauling and disposal services for no more than it had been paying 
previously for chemicals and solid waste. The reason for this was fourfold: 1) Lansing received an 
EPA grant for $24,000 which funded an initial clean-out and training for science teachers; 2) CSP was 
able to deliver free (EPA-funded) baseline and consulting services to help Lansing launch its program 
under an EPA Resource Conservation Challenge grant; 3) a local company, General Motors, 
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supported the program, which helped alleviate some of the costs; and 4) through its CMS provider, 
Lansing was able to negotiate with its solid waste vendors to receive some revenues for recycling 
cardboard. In addition, Lansing had asked for a very narrow scope of services. 

After the three-year contract expired, Lansing went out for bid again, this time with a broader scope 
of services. Lansing received only one bid, from the provider it had used previously, and this time 
with a price attached. The new bid was not cost neutral due to several reasons: the scope of services 
requested had expanded, General Motors was no longer supporting the program, and the CMS 
provider truly could not deliver a program without charging a minimal cost. The proposed cost led 
Lansing to drop its program, as the newly appointed school board had no interest in paying a third 
party to manage the program during a time of major layoffs and $15 million in budget cuts. There 
was an assumption that any improvements that were needed could be performed in-house, without 
additional funds committed. Further, since the CMS provider had already come in and made 
improvements, and an initial clean-out and already been conducted, the school board no longer saw 
chemical management as a risk issue that needed outside assistance. As stated by a staff member at 
the Lansing School District, “in this economy, chemical management initiatives must be connected 
to saving districts money.” Lansing staff continues to manage chemicals internally, and some of the 
elements from the former CRMS program have stuck. 

• Albuquerque Public Schools: Albuquerque was a special case in which the program potentially could 
have been cost-neutral if the district had chosen to bundle waste and/or energy services; however, 
the District was unwilling to consider such a scope (as discussed earlier).   

In addition, the potential costs and lack of internal alignment on the scope of the program dissuaded 
APS from launching a CRMS program. Although the district had over $800,000 in chemical 
purchases, district authorities decided to exclude Maintenance and Operations (M&O) chemicals – 
75% of the district’s spend – from the program.  This was because the M&O department did not see 
value in participating in the program. The challenge was that while 75% of the chemical spend was 
in the M&O department, 75% of the chemical management effort would be directed to the 
classrooms. Thus with such a narrow scope, it became evident that APS’ program could not be cost 
neutral and the effort was ended.  

• Ohio Schools Council: At the start of work with the consortium of four school districts in Cuyahoga 
County, CSP cautioned the districts that a program would likely not be cost neutral. However, 
because of the recent implementation of Jarod’s Law and local community pressure, the districts 
initially said that they would be comfortable paying a small fee for a program. However, the 
solicitation for bids yielded no interested suppliers. One bidder stated that his company did not 
provide a bid because he felt that the districts were not willing to pay for a program, and his 
instincts were right. When CSP later interviewed the districts to ask whether they would be willing 
to split a small fee to pay for a consultant to provide key needs (e.g. initial clean-outs, training, 
MSDS management, and greener product substitution), the districts backed away and said that they 
could not pay anything, due to recent budget cuts and layoffs. It is also likely that the repeal of 
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Jarod’s Law in October 2009 (due to health department implementation costs) put a damper on the 
districts’ enthusiasm and their willingness to pay for a program. 

• CMS Providers: CMS providers shared their perspectives on this question as well. One firm claimed 
that only under exceptional circumstances would they be able to provide CRMS services to school 
districts on a cost-neutral basis. The rationale was that school districts buy chemicals in low volumes 
but have a high number of transactions. A CMS provider incurs costs each time there is a 
transaction: resources are needed to source a product, develop and populate the database, and 
ensure proper MSDSs are on file. A program needs to have a minimum of $1 - $1.5 million of 
chemical spend to generate enough savings to pay for one staff person to support the program. 
Even Albuquerque Public Schools, the 33rd largest school district in the United States (2002 data), 
had less than $1 million in known chemical spend (2007-08 school year). 

Another CMS provider said that even if a school district could reach $1 million in chemical spend, 
the provider still wouldn’t be able to provide CMS services to the district on a cost-neutral basis 
because that $1 million would be spread across dozens of facilities. The Lansing School District had 
roughly $200,000 in chemical spend spread across 40 facilities. The CMS provider said that most of 
his clients were spending $1-30 million per facility. 

A third CMS provider agreed that a school district program would likely take at least one full time 
staff to implement, plus some warehouse space, requiring a minimum cost to the district of 
$100,000. The provider recognized that it would be difficult to save that much in a program and that 
a school district would be unlikely to pay this sum to a CMS provider. 

It is possible that in a stronger economy, school districts would be willing to pay some amount for a 
program; however, it is unclear how much they would pay. In this economic climate, it is critical that the 
program is cost-neutral.  

Bundling services is a good idea in theory, but challenging in practice 
As described above, CMS alone is unlikely to be cost-neutral in school districts. Chemical volumes are 
too small, the volume of transactions too high, and facilities too spread out. But what if we were to look 
at not just chemical management, but facilities management as a whole? Could we then include energy 
and solid waste management services in the package? 

These are questions that the CMS community has been trying to answer for years, particularly in 
considering how the CMS model can be applied to small- and medium-sized enterprises (SMEs). School 
districts are like SMEs in that their chemical spend is typically under $1 million and yet they are often in 
desperate need of chemical management assistance because they do not have the staffing resources to 
properly manage chemicals. 

Combining solid waste management with chemical management is one potential way to get around this 
issue. For example, Lansing School District applied the savings it generated from its recycling program to 
pay for part of its chemicals management program. At another school district, West Des Moines, which 
was half the size of Lansing, was able to increase its recycling from less than 2% to 20% in the first year 
of its resource management program. This increase paid for an expansion of services, rendering the 
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program cost-neutral. In addition, the improved billing system saved West Des Moines substantial 
administrative costs for verifying the bills.12

Unfortunately, this approach proved untenable in the pilots. APS, for example, would not consider 
bringing waste into the scope of its program. There were two primary reasons that APS, as well as others 
CSP interviewed, would not include waste management. First, waste management contracts can be a 
politically sensitive issue within a community.  The school district is often one of the largest customers 
for a waste vendor, and there is considerable local pressure to avoid changing vendors.  In some cases, 
the waste vendor for the school district also serves other government agencies, making it politically 
difficult to change the contract.  Finally, nearly all schools wanted to wait until the contract was up for 
renewal before “touching” it.  

 

Another issue at play in Albuquerque stemmed from the fact that the local waste management provider 
owned most of the landfills in the region, so it was cheaper for APS to dispose of waste than to recycle. 
The cost of recycling was higher than disposal costs, so a recycling program could not generate revenue 
for the customers to offset a potential CRMS program. Consequently, bundling solid waste management 
into the program was not a possibility at APS. However, in a city where the right incentives are in place, 
this type of arrangement might work. 

Combining energy management with chemical management is another opportunity. The Lansing School 
District implemented an energy conservation program with a third party, Energy Education. That 
program led to nearly $5 million in avoided net costs over six years due to simple energy conservation 
measures such as turning off lights in classrooms at the end of the day. The program savings allowed the 
district to hire an energy manager, who was able to devote part of her time to managing the district’s 
chemical program. Similarly, the Albuquerque Public Schools spends roughly $17 million on energy costs 
per year. Over the last 10 years, it has been implementing an energy conservation program that has 
saved roughly $500,000 across less than 40% of its classrooms to date. There is more opportunity since 
over 60% of facilities have not yet been tapped due to a lack of staff resources. Per CSP’s 
recommendation, APS is now considering adding staff or an outsourced energy conservation program to 
target the rest of the facilities to realize additional savings from energy conservation. If a small portion 
of those savings were to be allocated to a chemicals program, a combined chemical and energy 
management program might be possible on a cost-neutral basis. However, APS was unwilling to use 
future energy savings to pay for a chemicals management program. 

The K-12 School District sector is not highly attractive to CMS Providers 
In the words of one CMS provider, commenting on why his company did not bid on a CMS contract at a 
school district, “there is too little upside for too much work.” Two CMS providers stated that given the 
choice of serving a single facility that spends $10 million in chemicals versus a school district that spends 
less than $1 million on chemicals, when both require the same amount of labor, the CMS provider will 
always choose to serve the larger facility (i.e., the most profitable option). 

                                                           
12 For the case study, see http://www.chemicalstrategies.org/pdf/West_Des_Moines_School_District.pdf.  

http://www.chemicalstrategies.org/pdf/West_Des_Moines_School_District.pdf�
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There is also a second issue at play. CMS providers have been serving clients in the automotive, 
aerospace, heavy machinery, and electronics sectors and have built their businesses around 
competencies in those areas. School districts are a very different operating environment and most CMS 
providers would say that chemical management in schools is not their core competency. For this reason 
they would not bid on a CMS contract for a school district. In this economy, CMS providers are already 
short-staffed and are generally unwilling to devote the resources and take the risk to develop a new 
business around schools. However, in a more robust economy they might be open to the idea.  

 

D.  Key conditions for implementing CRMS in school districts 
It is clear that there are strong barriers preventing school districts from adopting CRMS programs on a 
wide scale. For more rapid and successful implementation of the model, the right conditions must be in 
place. There is a good chance that CRMS would be practiced more widely in schools if the following 
favorable conditions were met. 

Chemical management must become a priority for school districts 

Currently, chemical management is only on the radar of school districts if a high-profile incident has 
occurred, if there is pressure from the community, or if there are regulations in place requiring 
stricter chemical management. The goal is to make school districts care about chemical 
management before an incident occurs. Districts should adopt the precautionary principle in dealing 
with hazardous chemicals. 

School districts need third party support in designing their CRMS programs 
Performing baseline assessments requires significant time and resources, a difficult exercise for 
school districts to undertake on their own. While CSP developed the CRMS manual13

CRMS must be a cost neutral proposition 

 to assist 
schools in the baselining process, several people who reviewed the manual reported that the 
process outlined appeared time-consuming and too complicated to undertake on their own. A third 
party is needed to assist schools, at no cost, in baselining and designing their chemical and resource 
management programs. 

School districts are not able to commit to a CRMS program unless it is cost neutral - the program 
needs to generate sufficient savings to pay for itself.  Since a chemical management services 
program at schools will not generate savings, it should be combined with programs that are likely to 
generate savings. Energy conservation and waste reduction programs have both been proven to 
generate savings and can subsidize a chemical management program. 

 

 

                                                           
13 The CRMS manual has been downloaded by over 60 users and may be accessed at 

http://www.chemicalstrategies.org/implement_manualstools.htm  

http://www.chemicalstrategies.org/implement_manualstools.htm�
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CRMS in schools must be profitable for the provider community 
In order for a CRMS provider community to take on a school district as its customer, the supplier 
must both be able to make a reasonable profit from the relationship, and see the benefit from 
expanding into that sector. 

 

E.  Recommendations for promoting CRMS in school districts 
The following are measures the EPA could take to help put the necessary conditions in place to make 
CRMS successful in schools. 

1. Make chemical management a priority for school districts 

One goal for the EPA should be to make school districts care about chemical management before an 
incident occurs. It can do so by creating incentives, including: 

• When providing funding for chemical clean-outs under EPA’s SC3 program, require first that a 
long-term chemical management program – including a chemical purchasing policy and 
teacher/custodial training program – has been put in place and has received support and 
enforcement from the top. Provide sufficient funding for a chemical management program as 
well. 

• Provide recognition or monetary awards to school districts who are proactively managing their 
chemicals. EPA has already developed many useful tools for schools, including the Healthy 
School Environments Assessment Tool (HealthySEAT), the Chemical Management Resource 
Guide for School Administrators, the workbook entitled “Building Successful Programs to 
Address Chemical Risks in Schools,” and several other brochures, videos, and guides under its 
Schools Chemical Cleanout (SC3) program. Encourage school districts to use these tools by 
offering financial incentives and celebrating publicly their commitments and successes. 

• Develop a user-friendly searchable database, potentially connected to the EPA’s 
Environmentally Preferable Purchasing (EPP) database, which school districts can use as a 
resource to identify less toxic products for maintenance and janitorial chemicals. The database 
should include the capability to evaluate the hazard level of chemicals currently used in 
classrooms, gyms, facilities, sporting fields, etc., and to find less toxic substitutes for high hazard 
chemicals. The database should also include cost comparison information and case study 
examples of schools that have successfully switched out hazardous chemicals for eco-friendlier 
varieties. Chemical distributors and chemical management software providers could be good 
partners in developing the database (see IHS Dolphin’s Green Product Selector as a good 
example). 

• Implement a law similar to Jarod’s Law, prohibiting specific chemicals from being used or stored 
in schools and requiring the appropriate storage, use, and management of chemicals. Such a law 
must also provide the resources to ensure that districts and local health departments are able to 
implement programs to comply with such measures.  
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• Impose fees on high hazard chemicals to make them less attractive than greener cleaners for 
schools.  

 

2. Provide the necessary support to school districts in designing their chemical 
management programs 

EPA should train SC3 program staff, NPEP providers and/or local health departments on baselining 
to assist school districts in understanding the current state of chemical management and assist in 
developing an action plan for improving. As the major needs of school districts have already been 
uncovered from this project, the baselining process could be simplified. The goal would be to 
establish an inventory of hazardous materials used in the district (this could be done during the 
initial clean-out phase to save time) and to understand the district’s key chemical management 
issues.  Baselining teams could interview a few district staff to confirm key challenges/needs and 
inform the development of an actionable chemical management program.  

 

3. Assist in making good chemical management cost neutral to schools 
• Target schools that have not yet launched energy conservation or waste reduction programs to 

consider launching the three programs together. The savings from the energy conservation and 
waste reduction programs can subsidize a chemical management program.  

• Encourage local companies to sponsor chemical management programs. Local companies can 
sponsor school districts by helping to design a chemical management program, train teachers, or 
help with cleanouts.  The EPA can encourage this behavior by providing awards and visibility to 
the local companies for their efforts.   

The EPA Region 6 has already taken a step in this direction through its Military School Chemical 
Cleanout Campaign14

• Require companies to support chemical management improvements in their local school 
districts as part of a consent decree or settlement requirements for environmentally-related 
infractions. 

. Under this program, EPA is seeking partners at military bases to assist 
local school districts in managing their chemicals by providing trainings, inventory reviews, 
clean-outs, and other in-house knowledge/expertise. The program is still in its early stages. If 
such efforts are fruitful, the EPA should consider replicating the program across other regions. 

• Leverage the materials that have already been developed to assist school districts in managing 
chemicals by promoting them in schools and providing simultaneous training. The majority of 
training needs expressed (around proper labeling, handling, storage and disposal of chemicals, 
and on interpreting and managing MSDSs) are already covered in the guide, “School Chemistry 

                                                           
14 For more information, contact Joyce Stubblefield, Environmental Scientist, EPA Region VI, Dallas, TX, 214-665-
6430, Stubblefield.Joyce@epamail.epa.gov.  

mailto:Stubblefield.Joyce@epamail.epa.gov�
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Laboratory Safety Guide,” developed by the Department of Health and Human Services and the 
Center for Disease Control. 

• Remove perverse incentives on solid waste. It should not cost more for a school to recycle than 
to dispose of materials, but in some cases (e.g. Albuquerque), this is happening. Support efforts 
to make recycling and composting the preferred method for school districts via zero waste 
initiatives similar to that of the City of San Francisco. 

• Provide grants, or other financial incentives to school districts to help pay for CRMS programs.  

 

4. Incentivize the supplier community to expand services to assist schools 
• Provide incentives to encourage traditional CMS providers to serve school districts through 

awards, recognition, tax cuts or subsidies. 

• Incentivize local distributors (e.g., janitorial service providers, chemistry classroom suppliers) to 
assist districts with chemical management and training. CMS providers have suggested that 
school districts are more likely to find a smaller provider who is already in the local community 
that would be able to serve the districts. For example, in Cuyahoga County, local distributors 
were interested in providing services, but did not feel they could provide the full scope of 
services the district was requesting. With proper training and incentives, a CMS program with 
local suppliers might be possible.  

• Encourage small districts to join purchasing consortiums. Some districts have little chance of 
attracting service providers to serve their needs because they are too small. By joining a 
purchasing consortium, the districts can increase their size and pool their service needs (i.e., for 
training, MSDS management, greener material substitution).  
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III. Servicizing in tribal communities 

CSP approached or spoke with 12 tribal communities to invite participation in the pilot program.  The 
goal was to test whether the CRMS model would provide a feasible solution for improving chemical and 
waste management in tribal communities. This was the first step in investigating whether the CMS and 
CRMS model could be successful in a municipal setting. 

Of the 12 tribes that CSP spoke with, two quickly emerged as viable candidates: the Cherokee Nation in 
Oklahoma and the Mississippi Band of the Choctaw Nation. These two tribes are well known for their 
innovation and business savvy.  What interested them most was the potential to create jobs on the 
reservation and continue to build self-sufficiency.  We engaged in a series of conversations to probe the 
option of creating a CRMS company owned by the Nation to serve its community and beyond. However, 
CSP was unable to secure commitment by either tribe to participate in the pilot.  

 

A. Chemical and waste management needs in tribal communities 

Like any municipality, tribal communities generally have the same type of operations: hospitals, clinics, 
schools, casinos, hotels, and several also have light manufacturing operations. Several of these 
operations require higher levels of chemical management – the hospitals, clinics, schools and light 
manufacturing.  However, there appears to be limited knowledge and resources in these communities 
to manage chemicals and investigate greener alternatives.  

The biggest issue facing tribal communities was waste management – typical municipal waste as well as 
discarded tires, appliances, and vehicles.  Due to the remote location of many of the tribal communities, 
as well as the broad geographic distribution of their residents, waste pickup and management is very 
challenging.  

 

B. Challenges in implementing CRMS in tribal communities 

The barriers to engaging a tribal community are consistent with the barriers outlined for schools above.  
However, there were three specific barriers that were more prominent with tribal communities.  Below 
is a summary of the barriers to CRMS in general as well as key issues that prevented successful 
engagement with the Cherokee and Choctaw Nations.  

 

 

Barriers to CRMS in Tribal Communities
•  Improving chemical management was not a priority 
• Remoteness and rural nature of the tribal communities
• Engaging an outside provider was culturally not acceptable
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Improving chemical management was not a priority  
In November 2006, CSP participated in EPA’s annual gathering of tribal communities to present the 
opportunity to participate in the CRMS pilot program. The feedback received at that meeting was 
consistent with that provided as CSP continued to recruit for participants. The biggest issue facing tribal 
communities was waste management. They were most interested in the pilot as an opportunity to tap 
resources to improve waste management. The more sophisticated tribal communities either owned or 
had a third party manage their waste and landfill operations. They felt they already had a good handle 
on waste management, and chemical management was simply not a priority for them.   

Remoteness and rural nature of the tribal communities 
Some of the tribal communities that were most interested in the pilot, including the Little River Band, 
the Saginaw, and the Mille Lacs Nations, have operations that were geographically dispersed, and often 
in remote, rural areas.  These tribes had relatively low chemical use and were focused on improving 
waste management.  Based on our experience in dealing with school districts, CSP did not feel that CMS 
providers would be interested in serving those types of communities.  Thus, CSP did not continue 
conversations with those smaller communities. 

Engaging an outside provider was culturally not acceptable 
The premise that a third party provider could provide assistance in chemical management was greeted 
with skepticism.  The historical experience of the tribal nations with “outsiders” has been consistently 
disappointing and damaging.  Thus, third party engagements are rare and entered into carefully.  In 
addition, there is a high priority on creating jobs within the community and “outsourcing” is perceived 
as contrary to this goal.  

Due to these inherent barriers, CSP proposed that a tribal community could build a new service area 
around chemical management to offer to its own community as well as outside entities.  The idea 
originated from a joint venture that the Choctaw Nation has with Haas TCM (a CMS Provider) to provide 
CMS services to a defense contractor.  This is the value proposition that CSP offered to both the 
Cherokee Nation and the Choctaw Nation.  

The Choctaw Nation showed initial enthusiastic interest.  CSP visited the community and there was 
interest in expanding on the joint venture with Haas TCM to serve other tribal communities and 
government entities.  CSP was well into negotiations to secure them as a pilot partner when tribal 
elections installed a new Chief.  The interest and engagement in the pilot immediately ceased. 

The Cherokee Nation owned its own landfill, using a third party operator to manage the site.  They had 
no interest in touching the waste issues.  They already had an environmental consulting firm with 
approximately 85% of their business serving the government.  Tribal communities have a special status 
in federal contracting that gives them preference in bidding on certain types of work.15

                                                           
15 Tribal-owned firms have special rights under the SBA 8(a) program: 1) Tribal firms may receive sole source 8(a) 
contracts regardless of dollar size, with no upper limit, while all other 8(a) firms may not receive sole source 

  They had no 
interest in expanding their work to include chemical management services at this point in time. 
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C. Key conditions for implementing CRMS in tribal communities 
It is clear that there are strong barriers preventing tribal communities from adopting CRMS programs.  A 
number of conditions need to be in place for adoption to occur.   

Chemical management must become a priority  
As tribal nations are sovereign entities, regulatory pressure for compliance is less of a driving factor 
than for schools or private companies. Without the threat of imminent enforcement action, drivers 
to improve chemical management must focus on health, safety, or job creation.   

CRMS must be provided by a trusted entity 
Due to the cultural wariness of engaging “outside” providers, the most likely CRMS providers for 
tribal communities would be a current waste provider or another tribal entity.  In both cases, the 
provider would need to partner with a provider that has experience in delivering CMS and/or RM 
services.   

 
 

D.   Recommendations for promoting CRMS in tribal communities 
The following are measures the EPA could take to help put the necessary conditions in place to make 
CRMS successful in tribal communities. 

1. Make chemical management a priority  
EPA can encourage tribal communities to prioritize good chemical management practices through 
incentives and program support.  

• EPA provides funding annually for tribal communities to assist in improving their water and air 
quality.  Linking chemical use reduction to program criteria could encourage tribal communities 
to consider prevention strategies instead of end-of-pipe cleanup solutions.  

• Provide recognition or monetary awards to tribes who are proactively managing their chemicals 
and have shown success in reducing toxics.   

• Encourage tribal communities to use the EPA’s Environmentally Preferable Purchasing (EPP) 
database to identify less toxic cleaning products.  

 

 

                                                                                                                                                                                           
contracts in excess of $3 million; 2) The A-76 Program imposes a long and cumbersome procedure for any 
government facility that wishes to contract out an activity that employs ten or more civilian government 
employees. One of the few options open to a DOD command, service or agency that wants to contract out a 
function but avoid the cumbersome A-76 process is to award the contract to a 8(a) firm; and 3) A DOD contractor 
that subcontracts with a firm that is 51% or more Native American owned is entitled to receive a bonus equal to 
5% of the amount of the subcontract award. 
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2. Help develop CRMS expertise within tribal communities  
There is an opportunity to develop new tribal businesses that serve both the government and 
private sectors in chemical and waste management.  EPA could play a significant role in helping 
tribal communities access these opportunities to build their expertise. 

• EPA is expected to establish a National Tribal Toxics Committee (NTTC) in December 2010. NTTC 
will give tribes a forum for providing advice on the development of EPA’s chemical management 
and pollution prevention programs that affect tribes. EPA’s Office of Resource Conservation and 
Recovery should engage with the NTTC to introduce CRMS and discuss options to develop a pilot 
program with tribes. 

• Provide information on government RFPs for chemical management assistance on the American 
Indian Environmental Office Tribal Portal and other information portals for tribal communities.  
Exposure to the numerous business opportunities may incentivize tribes to partner with CMS 
and RM providers to bid on the RFPs. 
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IV. Opportunity for CRMS in other public sector entities 

This pilot program focused on the feasibility of expanding the CRMS model in school districts and tribal 
communities. However, there are tremendous opportunities for CRMS in other types of public sector 
operations such as research laboratories, hospitals, Department of Defense sites, and general facilities 
operations for buildings and fleets. Some of the barriers to introducing a servicizing model in other 
public entities are the same as those that have been outlined for schools and tribal communities.  
However, if certain conditions are in place, viable opportunities exist.  Below we discuss the barriers and 
opportunities that exist for introducing CRMS in public entities.  We identify the key conditions that 
need to be in place to consider introducing CRMS and recommendations for EPA to continue its 
leadership role in promoting servicizing. 

A. Similar barriers to CRMS in schools and tribes 

Public entities face many of the same barriers as school districts and tribes in implementing a CRMS 
program. On the demand side, chemical and waste management may not be a priority issue for an 
agency or department. Like in schools, responsibility for chemical management is generally spread thinly 
across many departments with no single staff member in charge; therefore, there may be difficulty in 
identifying a champion with the time and commitment to spearhead chemical management efforts. 
Conducting the initial baseline requires an investment of resources and will likely need to be done by a 
neutral third party.  It is important to identify a facility or department that has a significant spend on 
chemicals and waste to generate sufficient savings that can offset the cost of a CRMS program.   

On the supply side, CMS providers are wary of bidding on programs based in the public sector.  The 
primary obstacle is the long bidding process and the uncertainty of commitment. The bidding process is 
very specific, highly complex, extremely time consuming, and expensive for CMS providers, especially for 
those who have not traditionally worked with government agencies. Two recent bidding processes have 
ended with no program launched.  An Air Force maintenance facility, Tinker Air Force Base, went 
through a full bidding process for a CMS program and never awarded a contract.16

                                                           
16 CMS Industry Report 2009, Chemical Strategies Partnership, p. 54 

 In addition, the 
Pacific Northwest National Laboratory (a Battelle operated Department of Energy laboratory) awarded a 
CMS contract and then rescinded the program before it launched. There has been just one successful 
CMS program at a government facility: the Stanford Linear Accelerator Center (SLAC), a joint DOE and 
Stanford University facility. There have also been limited versions of CMS programs (primarily assistance 
with purchasing, storing and tracking chemical use) implemented in several Army and Navy facilities. 
However, more success stories are needed to entice the CMS provider community to remain interested 
in serving the public sector.  The table below outlines the key barriers and conditions needed to provide 
viable opportunities for CRMS implementation in the public sector. 
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B. Recommendations for promoting CRMS in public sector entities 

Capitalize on the new federal mandate and EPA’s focus on sustainable materials management 

 The most compelling new 
development is an Executive Order 
signed in 2009 by President Obama.  
Executive Order 13514 is titled 
“Federal Leadership in Environmental 
Energy, and Economic Performance” 
and includes mandates to reduce 
chemical use. Teams in every federal 
department are mobilizing to draft 
plans to comply with the Executive 
Order. The EPA can use this mandate 
to aggressively promote CRMS within 
the Agency, and other federal 
agencies, as a solution.  A key barrier for schools and other public entities has been the lack of a 
mandate for improving chemical management.  This Executive Order can be utilized to help address this 
major barrier.  

In addition, the EPA is moving forward to implement the recommendations of the 2020 Vision 
Workgroup on Sustainable Materials Management.  In a report published in June 2009, EPA’s first 
recommendation is to “Promote efforts to manage material and products on a life-cycle basis.”17

                                                           
17 Sustainable Materials Management: The Road Ahead, United States Environmental Protection Agency, June 
2009, pg. 28 

  The 
report specifically encourages support for promoting the trend of chemical and waste management 
services.  Thus, EPA’s support for pilot CRMS projects in federal agencies is directly in line with the 
recommendations of the report. 

Barriers

•  Chemical management is not a priority 

•  A CRMS program is not cost neutral for schools

•  Conducting the baseline requires resources and    
third party assistance 

•  Bundling services is a good idea in theory, but 
challenging in practice

•  The public sector is not highly attractive to CMS 
Providers

Conditions for a ripe opportunity in the public sector

•  Executive Order 13514 is a mandate requiring improved chemical 
management

•  Target federal facilities with sufficient chemical spend to 
generate cost savings to offset the cost of a CRMS program

•  Train NPEP recruiters and other EPA staff to support baseline 
assessments

•  Start with CMS if including waste appears too problematic 

•  Success will breed success

Executive Order 13514

Areas  of EO 13514 that pertain to chemical use reduction:
•  Reduce/minimize toxic and hazardous chemicals acquired,  

used or disposed
•  Increase use of acceptable alternative chemicals and  

processes
•  Decrease use of chemicals that help achieve GHG targets
•  Reduce pollutants through source reduction
•  Implement integrated pest management and other 

appropriate landscaping  management
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Target federal facilities with significant chemical spend 

If the EPA wants to serve as an example to the public sector, it should start in its own backyard, where 
there are excellent opportunities for success. First, government spending on chemicals is high in a select 
number of areas (see Figure below).  This may attract some CMS providers. Second, there may be a 
growing market in the government sector: Sandia National Laboratories is currently in the initial bidding 
process for a CMS program.  Several other federal government agencies are considering programs, and 
there are a few good candidates: the 
Department of Defense uses a high 
volume of chemicals and has 
expressed interest; representatives 
from the USDA and EPA Laboratories 
have contacted CSP with interest in 
CMS. The CMS model has proven 
successful in pharmaceutical and 
biotech companies, as well as in 
industry labs. Thus, EPA labs may be 
the best place to start. 

Train EPA staff to assist in baseline development 

In July 2010, the Office of Resource Conservation and Recovery is launching a program to train National 
Partnership for Environmental Priorities (NPEP) recruiters in conducting CMS baseline analyses to 
expand their work to encompass the chemical lifecycle more fully.  As recommended earlier in this 
report, this training will provide instruction on a condensed version of the original CRMS baselining 
process so it will require fewer resources to conduct. As part of this program, EPA could encourage 
interested staff from EPA laboratories (and possibly other federal agencies) to participate in the training.  
If EPA lab staff members are trained on chemical baselining, they can immediately begin working on 
their own labs to develop a baseline. This baseline is critical for presenting a compelling case to take 
action to improve chemical management as well as a business case for introducing CRMS into the labs. 
Since this program for NPEP recruiters will be ongoing, the EPA staff can tap into the program for 
assistance, troubleshooting, and collaborative efforts. 

Start with CMS and add Resource Management over time 

As mentioned in the barriers to CRMS in schools earlier, most of the school districts that CSP engaged 
had no interest in including waste management in their programs due to political sensitivities and/or the 
contract term.  A more practical approach may be to start with a CMS program and wrap in Resource 
Management when the current waste management contract is up for renewal.  Unfortunately, the 
program will not benefit from potential savings early on from Resource Management, but it may be a 
realistic approach given the experience from the field.  This makes targeting a facility with a larger 
chemical spend more imperative in order to generate enough savings to offset the initial cost of the 
CRMS program. 

Government sectors with potential chemical spend greater 
than $1 million per facility

• EPA Laboratories
• DOE Laboratories

• USDA Laboratories

• Department of Defense installations
(Includes Navy, Marines, Army, Air Force, and Coast Guard)

• Department of Transportation
(Includes vehicle maintenance facilities)
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Success breeds success 

The CMS provider community will need to see a few successful public sector CRMS or CMS programs in 
order to have confidence that the bidding process is worth the resource investment.  The mandate from 
Executive Order 13514 is likely to offer an additional level of assurance to CMS providers that federal 
agencies will follow through on their bids.  In addition, EPA can play a role in sharing the lessons learned 
from the failed and successful CMS bids.  EPA should encourage any federal agency who is considering 
CRMS or CMS to talk with staff at Tinker Air Force Base, the Defense Logistics Agency, Pacific Northwest 
National Laboratory, and SLAC.  It will be important to learn how SLAC navigated both the Department 
of Energy and Stanford University’s unique requirements to successfully launch a program.  In addition, 
there is a great deal to learn from the roadblocks and key concerns of players who were involved in CMS 
bids that did not come to fruition. 

With the new Executive Order, EPA’s 2020 Vision to promote sustainable materials management, and an 
imminent training opportunity, there is a window of opportunity for introducing a servicizing approach 
to reducing both chemical use and waste in federal agencies. It will take leadership from EPA – starting 
with implementation of CRMS in its own laboratories – to provide a good example for other federal 
agencies to follow. Successful examples in federal agencies will help to encourage other public entities 
to try CRMS as well. 

 

 

V.  Conclusion 
Despite the setbacks from the pilot efforts, EPA and CSP learned a great deal about the conditions 
necessary to incentivize schools, tribal communities and other public entities to improve chemical and 
waste management.  CRMS embodies the goals EPA is pursuing in its sustainable materials management 
efforts.  It aligns directly with EPA’s goal to promote efforts to manage materials and products on a life-
cycle basis.  EPA should continue to test and promote CMS and RM in public entities (e.g., research labs, 
hospitals, DOD sites, general facilities operations) where there is larger chemical spend and agencies are 
working to comply with EO 13514.  Such an effort would provide EPA a unique opportunity to 
demonstrate national and international leadership in sustainable materials management. 
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Attachment 1 – Press Release: Cuyahoga County Schools 

FOR IMMEDIATE RELEASE    

 

CUYAHOGA COUNTY SCHOOL DISTRICTS TEST NEW APPROACH  

FOR SAFER SCHOOLS AND A CLEANER ENVIRONMENT  

 

[Independence, Ohio] -- Four school districts in Cuyahoga County – Beachwood, Berea, North Royalton, 

and Orange – are pursuing a new initiative to improve chemical and waste management in the schools.  

Backed by a grant from the U.S. Environmental Protection Agency (EPA), the Cuyahoga County Board of 

Health (CCBH) and Ohio Schools Council (OSC) are working with the non-profit organization, Chemical 

Strategies Partnership (CSP), to support the school districts in a pilot program.  

 

Nationwide, public school districts are asked to meet increasing educational demands with diminishing 

financial resources. At the same time, high-profile hazardous material incidents in schools have made 

improved chemical management a priority for leaders of school districts, state agencies, and the EPA. 

While cleaning out years of accumulated laboratory chemicals is an urgent need, school districts need 

long-term management systems to ensure that the problem does not recur in the future.  

 

The Cuyahoga County school districts will test an innovative, business model that has become a best 

practice among large research and industrial companies.  The approach is “Chemical Management 

Services”, where a service provider will not only help supply chemicals to the schools, but also assist in 

properly managing the chemicals and waste.  The unique model focuses on the schools receiving 

chemical services rather than just chemical products.  Thus, the school will receive assistance in 

purchasing, inventory management, data tracking and monitoring, waste collection, and 

safety/storage/handling training.  The schools expect to see multiple benefits including chemical use 

reduction (through improved purchasing practices, better information, and better overall management), 

improved safety (through increased staff training, tighter control on chemicals purchased, and 

substitution of safer products), and reduced waste. “We commend these schools for taking a leadership 

position in protecting the health of our students, teachers, and our community. It is our hope that this 

project will serve as an example for other K-12 school districts in Cuyahoga County, and extend even 

beyond that, to our municipalities,” says Matt Johnson, CCBH.  

 

There is a precedent for this pilot at the Lansing School District in Lansing, Michigan.  Based on the 

success demonstrated at Lansing, the EPA and CSP anticipate that the model will be successful with 

Cuyahoga County schools, and are actively working to provide training and promote the model in 

schools across the nation.  Matt Hale, Director of the US EPA's Office of Resource Conservation and 

Recovery states that “reducing chemical use and improving chemical management creates safer and 

healthier schools.  The innovative approach to be used here has great potential for improving the school 

environment for all our nation's children.” 
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### 
 

The Cuyahoga County District Board of Health has been serving the cities, villages and townships of 

Cuyahoga County since 1919. As Ohio's largest health district by population, servicing a major 

metropolitan area, the Board of Health provides a broad range of quality driven public health programs 

and services. 

 

The Ohio Schools Council is a consortium of 124 school districts, educational service centers, joint 

vocational districts and MR/DD boards in 22 northern Ohio counties. Ohio Schools Council exists for the 

purpose of obtaining top quality products and services at the most competitive price through 

cooperative purchasing.  

 

The Chemical Strategies Partnership (CSP) is a non-profit organization based in San Francisco, California.  

Founded in 1996, CSP works with companies and organizations to reduce chemical use, waste, risks, and 

cost through the transformation of the supply chain. 
 

### 

 

Contacts:  Dennis Allen     Jill Kauffman Johnson 

   Assistant Executive Director   Executive Director 

   Ohio Schools Council    Chemical Strategies Partnership 

   216-447-3100 x100    415-421-3405 x13 

   dallen@osconline.org    jill@chemicalstrategies.org  
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