


TABLE OF CONTENTS 
 
 
 
 
Introduction            1 
 
Green Zia Tools          2 
 
Green Zia Core Values        4 
 
Green Zia Criteria          7 
Green Zia & ISO 14001 
 
Green Zia & National Environmental    9 
Performance Track 
 
What is an Environmental Management   11 
System (EMS) 
 
Small Business Criteria        12 
 
Technical Assistance         14 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 
 
 



 

Acknowledgements 

The Green Zia Environmental Excellence Program is closely modeled after the highly 
successful Quality New Mexico Program.  We are fortunate to have such a strong model 
for business and organizations in our state.  The Green Zia Environmental Excellence 
Program is also modeled after the Malcolm Baldridge Award that was created to honor 
companies in public and private sectors with demonstrate a continuing commitment to 
excellence.  The New Mexico Environment Department’s Pollution Prevention Program 
wishes to acknowledge both Quality New Mexico and Malcolm Baldridge for setting the 
standard for continuous improvement.   

 
The Green Zia Environmental Excellence Program is funded by the U.S. Environmental 
Protection Agency and continues to be supported by the New Mexico Environmental 
Excellence Alliance. 

 
We also wish to acknowledge Senator Dede Feldman, Senator Michael Sanchez and 
Senator Pauline Eisenstadt for their support in the development of Senate Joint Memorial 
2 that established the Green Zia Environmental Excellence program.  We would also like 
to extend our thanks to Senator Dede Feldman, Senator Carlos Cisneros and 
Representative Pauline Gubbels for their support of pollution prevention legislation 
during the 2001 New Mexico Legislature. 

 
We would also like to thank those people who have continuously worked to improve the 
Green Zia Environmental Excellence Program and its process. 

 
Special thanks to the Green Zia Environmental Excellence judges and examiners who 
volunteer their time to review, exam and judge applications - their time is invaluable.  
The program could not exist without you! 

 
 
 
 
 
 
 
 
 
 
 
 
 

 

 



Introduction 

The Green Zia Environmental Excellence Program (GZEEP) is a voluntary recognition 
program administered by the New Mexico Environment Department’s Pollution 
Prevention Program.  The program is designed to recognize New Mexico organizations 
that achieve environmental excellence through continuous environmental improvement 
including effective energy management, water conservation, and other resource 
management.  The Green Zia Criteria are the driving force of both the Pollution 
Prevention Program and the recognition program.  Those criteria are:  Leadership, 
Continuous Environmental Improvement, Information and Analysis, Employee 
involvement and Process Management.  The program encourages integration of 
environmental excellence into business operations and management practices. The  
GZEEP also offers training and workshops to assist you in the application process, to 
teach the Green Zia Criteria required for the applications process and the Green Zia Tools 
that will assist you in obtaining environmental excellence. 

 
The basic premise of the Green Zia Environmental Excellence Program is that waste is 
the result of inefficiency and, by reducing waste; an organization can increase its 
productivity and, therefore, its profits.  Likewise, the environmental benefit is clear: 
waste that is never created does not pollute.  

 
The Green Zia Program emphasizes the establishment of a system to provide a framework 
for continuous environmental improvement that will assure compliance and reduce or 
eliminate pollution.  The Green Zia Program is based on the Malcolm Baldrige 
Performance Excellence Criteria and the Quality New Mexico program.  It is the only 
program of its kind nationally and helps participants integrate environmental decision 
making into core business practices.  

 
The Green Zia Environmental Excellence Program is a multi-year program.  An 
organization that works through the Green Zia Program from the beginning Commitment 
Level through the Achievement Level and then ultimately to the Green Zia 
Environmental Excellence Award, will gain a thorough understanding of environmental 
and energy-associated issues that will positively affect its bottom line.  The participating 
organization will also establish a system that helps them address environmental issues in 
cost-effective ways, based on sound business practices.  Participants that achieve the 
Green Zia Environmental Excellence Award will be on par with environmental leaders 
worldwide and will demonstrate that companies can profit from sound environmental 
performance. 
 
This manual will discuss the Green Zia Criteria and Core Values.  It will provide a brief 
explanation of each of them.  We will explain ISO 14001, small businesses and some 
other tools to assist you in achieving environmental improvement. 

Who should participate in this program? 

Any business, organization or community will benefit by participating in the Green Zia 
Environmental Excellence Program, regardless of size.  Any operation that generates 
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waste or uses resources such as electricity or water can strive for continuous 
environmental improvement.   
 
By showcasing your company’s environmental practices, you can attract new customers 
and set an example for other businesses in your community.  Customers are beginning to 
not only look at green products, but green businesses as well.   

 
Communities can use the Green Zia Environmental Excellence Program to work with 
local businesses to meet community environmental and economic sustainability goals.  
Local governments can apply the Green Zia Program to operations such as fleet 
maintenance, waste handling and other operations to reduce waste and save money!  
Schools can apply the Green Zia Program incorporate environmental ethic into curricula.  
Medical facilities can apply Green Zia to their health and safety initiatives.  Other types 
of organizations, such as economic development organizations and environmental 
groups, can also benefit from using the tools associated with the Green Zia Program. 

The Green Zia Tools 

   The Pollution Prevention Program also provides tools to help a 
business look at its operations, identify losses or wastes, and 
understand the associated costs.  We refer to the tools as the Green 
Zia Tools.  The Green Zia Tools can also help a company identify 
and make improvements.  Although a company is not required to 

use these tools to apply for an award, their use will walk the 
company through a step-by-step process that will meet the basic 

program requirements.   
 
The Green Zia Tools introduce pollution prevention as a core component of business 
management.  The minimization of waste and maximization of efficiency are important 
to micro-business viability and to protecting the environment.  The Green Zia Program 
assessment tools are fun and easy-to-use. Achieving environmental excellence is not an 
easy task.  Tools are essential in completing this task.  The Green Zia Tools are just one 
of the many ways to help you get there. These tools will assist you in establishing a basic, 
systematic prevention-based environmental management system.  
 
The following six tools have been developed to demonstrate the key principles of 
pollution prevention.  Entrepreneurs are encouraged to immediately and continuously 
apply these pollution prevention concepts toward their businesses.  These tools should be 
used in sequence.   
 
The process of applying pollution prevention includes examining the business process, 
identifying material loss, identifying the cause of the loss, generating possible solutions, 
selecting an alternative and implementing an action plan to prevent material loss and 
reduce costs.  The tools walk through the process, each building upon the strategy 
presented in the previous tool. A copy of the Green Zia Tools or the “Nothing to Waste” 
Program can be downloaded at the Green Zia website:  
www.nmenv.state.nm.us/Green%20Zia/index.html.. 
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Tool 1:  Process Mapping illustrates the steps that resources pass through as they are 
transformed into final product.  Process maps allow an organization to identify all inputs 
and outputs from a process.  This makes wastes, discharges, emissions and other losses 
evident, and leads to a better understanding of the processes.  With process mapping, 
environment, health, and safety requirements can also be identified for each work step.  
Processes that people perform and information flow can also be captured on the process 
maps.  These process maps can serve as templates for resource accounting and activity-
based costing. 

 
Tool 2:  Activity-Based Costing identifies the true costs of wastes, discharges, emissions 
and other losses.  It also helps organizations identify areas to target for pollution 
prevention by assigning dollar values to these losses.  Full-cost accounting provides 
information to help gain management attention and support for environment, health, and 
safety improvements. 

 
Tool 3:  Root-Cause Analysis gets at the nature of the problem.  The employees can use 
a cause and effect diagram that highlights why and where losses occur in a process.  This 
information helps participants focus on specific areas for improvement.  Root cause 
analysis promotes discussion and helps gather information on problems from a complete 
range of possible contributing factors, including machines (technology), materials, 
methods, and people. 

 
Tool 4:  Developing Alternatives by using a tool like brain writing helps participants 
generate as many P2 alternatives as possible for addressing the wastes, discharges, 
emissions, or other losses.  This tool aims to produce many potential ideas, rather than 
focusing on a single “right” answer. 

 
Tool 5:  Selecting an Alternative involves using a tool like “bubble-up/bubble-down.”  
This tool helps the employee team prioritize alternatives to determine the optimal P2 
solution for the selected P2 opportunity.  Factors such as cost, ease of implementation, 
and effectiveness are considered in evaluating and prioritizing the alternatives. 

 
Tool 6:  Action Plans detail each step that needs to be taken to implement the alternative 
chosen for reducing or eliminating the waste, discharge, emission, or other loss.  Action 
plans allow companies to track progress and provide a platform against which to audit 
environmental excellence program implementation. 

 

The Green Zia Core Values and Criteria  

The Green Zia Environmental Excellence Program uses core values and criteria as the 
guiding principles, or essence, of the program. Applicants must consider the Green Zia Core 
Values and Criteria when applying for the Green Zia Environmental Excellence Recognition.     
Core Values convey what must be present if an organization’s environmental management 
system is to succeed.  The Criteria will walk you through the structure of an environmental 
management system that is integrated throughout the organization. 
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Green Zia and National Environmental Performance Track 

The National Environmental Performance Track ("Performance Track") is a voluntary 
partnership program that recognizes and rewards private and public facilities that 
demonstrate strong environmental performance beyond current requirements. The program is 
based on the premise that government should complement existing programs with new tools 
and strategies that not only protect people and the environment, but also capture 
opportunities for reducing cost and spurring technological innovation.  

Since the program's inception in June 2000, Performance Track membership has grown and 
has produced solid results. Performance Track encourages participation by small, medium 
and large facilities and its members are located throughout the United States, including 
Puerto Rico. Furthermore, all of the major industries are represented, with manufacturers of 
chemical, electronic and electrical, and medical equipment composing nearly 40 percent of 
the members. Over the last three years, Performance Track has received 508 applications and 
accepted 409. Currently, there are 344 members. 

The National Environmental Performance Track requires an organization to have an EMS in 
place and to be in full compliance with regard to regulatory issues.  Memberships in NEPT 
are for three years. 

The key difference between Performance Track and Green Zia is that Performance Track 
requires facilities to meet prescribed criteria, while Green Zia scores applicants based on 
their fulfillment of the Green Zia criteria and provides customized technical assistance and 
feedback to help applicants improve over time.  Organizations that have participated in Green 
Zia have also participated in NEPT.  For more information on National Environmental 
Performance Track www.epa.gov/performance.track/ 
   

What is Effective Energy Management? 

 
Effective energy management is a comprehensive term that includes many diverse, related 
activities.  It encompasses measures to reduce energy consumption, as well as the purchase or 
use of renewable energy (i.e., from solar, wind, geothermal and biomass resources).  The 
important point is that effective energy management minimizes or eliminates pollution and 
reduces operating costs. 

 
Reductions in energy consumption can be accomplished by organizations in a variety of 
ways.  These include, but are not limited to, monitoring and assessment of energy usage; 
designation of an “Energy Manager” for each facility or group of facilities; establishment of 
education and training programs to effect changes in employee behavior (as it pertains to 
energy use); efficiency improvements to lighting, heating/cooling systems, motors and other 
energy-consuming equipment; purchase of energy-efficient vehicles and products such as 
EnergyStarTM appliances, computers, etc.; formation and use of carpools by employees; 
adoption of telecommuting and/or flexible schedule policies; scheduling custodial services to 
coincide with normal business hours; use of native landscaping to enhance building 
efficiency; and strict adherence to manufacturers’ recommended maintenance schedules for 
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energy-related equipment.  Thus, there are numerous mechanisms available for an 
organization to reduce its consumption of energy or to use it more wisely.   

 
In addition, effective energy management can entail the purchase or use of renewable energy.  
Clean sources of energy such as that produced from the sun, wind, or earth generate less 
pollution than conventional energy resources.  As a result, the purchase or use of renewable 
energy results in protection of the environment. 

 

What is Environmental Excellence? 

 
Environmental excellence means that an organization can demonstrate best-in-class 
environmental performance, beyond compliance with environmental, health and safety 
regulations.  Environmental excellence has two aspects: internal and external.  The internal 
aspect refers to activities within the facility boundary such as compliance assurance and 
continuous improvement of processes, products and services to significantly reduce or 
eliminate impacts to the environment and worker health and safety on an ongoing basis.  This 
also includes water and energy conservation.  The external aspect takes a broader look at the 
organization’s activities beyond the boundaries of the facility in a stewardship role such as 
interaction and support of community, product and process life-cycle analysis, resource 
efficiency, environmental enhancement and sustainability.   

 
Environmental excellence is best achieved through a well-integrated environmental 
management system.  A prevention-based environmental management system relies on a 
thorough knowledge of processes and a structure for continuous improvement to reduce or 
eliminate wastes.  A well-designed system incorporates leadership, both organizational and 
community; planning; customers’, suppliers’, and others’ involvement; information and 
analysis; employee involvement; process management; and results.  This system takes 
advantage of existing business management approaches to improve environmental 
performance.   An organization with this kind of system in place is well on its way to 
environmental excellence. 

What Makes Up a System for Continuous Improvement? 

A systems approach provides a framework for 
continuous environmental improvement.  
Continuous improvement, over time, will lead 

an organization to environmental excellence.  
 
Continuous Improvement can be envisioned and 
implemented through the “Deming Cycle” 
named after W. Edwards Deming who developed 
this particular approach in the 1950’s to improve 
business processes.  The cycle consists of four 

primary stages: 
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• Plan – Design or revise processes and/or process components to improve 
results 

• Do – Implement the plan and measure its performance 
• Check (Study) – Assess the measurements and report the results to decision-

makers 
• Act – Decide on changes needed to improve the process 
 
Repeat the cycle on an ongoing basis to assure continuous improvement. 
 

The Green Zia Program stresses the importance of a sound, systematic approach to 
environmental decision-making that is well deployed throughout the organization and is 
supported by results that measure the success of the system. 

 

What is an Environmental Management System? 

An Environmental Management Systems (EMS) is a formal approach for articulating goals, 
making choices, gathering information, measuring progress, and improving environmental 
performance.  An EMS promotes important planning and improvement elements needed in 
the design of multimedia source reduction and recycling programs for all forms of pollution. 

There are three dimensions to an environmental management system: 
 

¾ APPROACH  - How the organization responds to the requirements of the 
environmental management system as outlined in the Green Zia Core 
Values and Criteria.  

¾ DEPLOYMENT - The extent to which the organization uses the 
approach, for example, limited in major operations or throughout the 
organization. 

¾ RESULTS - The outcomes achieved by the approach. 
 

APPROACH  refers to the method(s) used. The factors used to evaluate approaches 
include: 
• Appropriateness of the methods to the requirements 
• Effectiveness of use of the methods. Degree to which the approach:  

– is systematic, integrated, and consistently applied  
– embodies evaluation/improvement/learning cycles  
– is based on reliable information and data  

• alignment with organizational needs  
• evidence of innovation  

 

DEPLOYMENT refers to the extent to which your approach is applied on the 
organization. The factors used to evaluate deployment include:  

 

• use of the approach in addressing requirements relevant to your organization, 
to what degree or what stage approaches are being implemented (time 
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element: just beginning to be used or mature).  
• use of the approach by all appropriate work units (horizontal). 
• use of the approach from management to engineers to support staff (vertical). 

 
 

RESULTS refer to outcomes in achieving the purposes of the system. The factors 
used to evaluate results include:  

• current performance  
• performance relative to appropriate comparisons and/or benchmarks  
• rate, breadth, and importance of performance improvements  
• linkage of results measures to key organization performance requirements 

including regulatory compliance. 
 

Small Business Considerations 

Small businesses are encouraged to participate in the Green Zia Environmental Excellence 
Program.  Small businesses tend to have fewer financial and human resources to deal with 
environmental issues.  At the same time, environmental compliance may be a significant 
issue for small businesses in terms of cost, time and understanding complex regulations.  The 
Green Zia Program can help small businesses deal with their environmental issues in ways 
that reduce waste and associated costs as well as increase profitability.  The program can also 
help small businesses reduce their energy usage and associated costs. 

 
At first glance, the Green Zia Environmental Excellence Program may seem daunting and 
complex for a small business.  However, a small business can develop a prevention-based 
environmental management system that can meet their needs.  The Nothing to Waste 
Program provides tools to build such a program and is offered through the Pollution 
Prevention Program. The Nothing to Waste Program was specifically developed for use by 
very small businesses, even one-person businesses.   

 
The Core Values and Criteria of the Green Zia Program provide a framework for small 
businesses to reach environmental excellence.  The key is to understand how the criteria 
apply to a small business setting. A small business is only required to meet the intent of the 
criteria in ways that are relevant to their key business factors. 

 
For small businesses, the following considerations apply: 
 
• Understand the environmental and energy-associated issues that are relevant 

to the business 
• Effective, informal processes may be in place to support the program 
• Continuous improvement is key 
• Results demonstrate continuous improvement over time 
• The Organizational Overview will set the tone for a small business 
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A small business clearly will have different environmental issues and key business factors 
than a large manufacturer.  The small business may have informal processes in place to 
conduct planning, process management and employee, customer, and supplier involvement.  



 

These processes are all valuable in the Green Zia Program if they help the business improve 
its environmental performance.  For example, strategic planning in a small business may 
occur once each year at the dinner table.  The key is that environmental improvement is part 
of this informal planning process and that environmental improvement projects are 
developed, implemented and tracked.  A small business may not own a computer and may 
rely on effective, less sophisticated information management systems, such as a logbook.  
The logbook works well for tracking solvent purchases, and recording waste disposal 
information, as well as keeping receipts from the waste disposal companies.  This 
information can be used to show waste reduction and cost reduction results over time as the 
business reduces it solvent use.  The key is to have improvement processes in place and be 
able to demonstrate how the processes help the small business continuously improve its 
environmental performance. 

 
An example of a small business Commitment application is available upon request from the 
Pollution Prevention Program by calling 505-827-0677.  Small businesses are strongly 
encouraged to contact the Green Zia/Pollution Prevention Technical Resource Center or the 
New Mexico Environment Department for assistance in setting up a Pollution Prevention 
Program or improving environmental performance through environmental management 
systems.  Please call 505-843-4251 (in Albuquerque) or 505-827-0677 (in Santa Fe) for more 
information. 

 
Small businesses may also take advantage of the Green Zia Questionnaire.  This self-
assessment survey is intended to help your organization identify strengths and opportunities 
for improvement regarding your environmental management initiatives.  The statements in 
the questionnaire are simple and easy to understand.  A copy of the questionnaire may be 
obtained by calling Michelle Vattano at (505) 827-0677. 

 

Review Process 

Once your application has been submitted, a panel of trained volunteer examiners reviews 
applications for the Green Zia Program.  The examiners come from a wide variety of 
backgrounds, including state agencies, federal facilities, local governments, private industry, 
academia, and environmental and community groups.   

 
Reviews are conducted in teams with experienced team leaders.  The teams score each 
application through a consensus approach.  In order to receive a positive review, an 
organization must demonstrate that a particular process is in place; being anecdotal is not 
sufficient.  Please review the scoring guidelines to gain a sense of what is expected at each 
level.  At the Excellence/Achievement levels, the team of examiners provides a percent score 
for each item of the criteria and this score is totaled for a cumulative score.  At the 
Commitment level, the examiners use a checklist to determine the strength of the application 
against the Commitment Criteria questions. 

 
Examiners may conduct site visits to verify information provided by organizations in their 
applications.  Site visits are discretionary at the Achievement level, and mandatory at the 
Environmental Excellence Award level. 
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Examiners are held to a high standard of discretion regarding the applications they are 
charged with.    Examiners may not reveal which applications they review, even to other 
teams within the Green Zia Program.  Examiners may have no conflict of interest with an 
applicant.  In most cases the applicant would not be aware of the team.  In certain instances 
there is an opportunity for interaction between the applicant and the team members, in which 
case there is limited communication. 

 
Examiners prepare a “feedback report” for each organization whose application is reviewed.  
The report provides detailed information, including review team comments on the 
organization’s strengths and opportunities for improvement in the area of environmental 
performance. 

 
The feedback report is an invaluable asset to the applicant organization as it provides insights 
from an outside team of experts.  This is a great opportunity to receive free consultation on 
your environmental excellence program. 

 
A panel of judges, with consultation from the New Mexico Environment Department makes 
final award determinations.  Judges have extensive knowledge of pollution prevention and 
quality concepts.  The Governor makes Green Zia Awards, as well as Commitment, 
Achievement, and Partnership acknowledgements each fall at our Appreciation Banquet. 

 

Technical Assistance 

Technical assistance is available for businesses to help them use the Green Zia tools and 
implement pollution prevention or other improvement opportunities.  Training in both the 
tools and the Green Zia Program application process are offered across the state.  Classes that 
lead businesses through the tools are offered through community college continuing 
education programs and through other venues such as on-site training, community 
workshops, and industry-specific training. 

 
Very small businesses can work as a team in facilitated Green Zia Groups to work through 
the tools, teaching other team members about their business operations.  In turn, the other 
team members can provide feedback and offer ideas from a different perspective.  
Consultants and other technical assistance providers who are proficient in the use of the 
Green Zia tools may offer this service to companies in New Mexico.   

 
The Green Zia Pollution Prevention/Technical Resource Center has been established to help 
you develop a pollution prevention program and to help you work through the Green Zia 
Program.  Information on the latest prevention techniques and technologies as well as onsite 
assistance, a website, and a listserve are available through the Resource Center.  The 
Resource Center is administered through the Waste-management Education and Research 
Consortium in collaboration with the Energy, Minerals and Natural Resources Department 
and the Environment Department as part of the Green Zia Environmental Excellence 
Program. Please contact Chris Campbell, in Albuquerque at 843-4251 for information. 
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Businesses are encouraged to work with the free technical assistance programs through the 
New Mexico Environment Department and the City of Albuquerque to answer compliance 
questions or to implement pollution prevention opportunities.   

Technical Assistance Contacts: 
 
Green Zia Environmental Excellence Program:     505-827-0677 
WERC/P2 Technical Resource Center:        505-843-4251 
 
NM Energy Conservation & Management Division 
Energy Efficiency:            505-476-3310 
                 505-476-3318  
NM Environment Department  
Air Quality Small Business Assistance Program:     505-955-8025 
Air Quality Bureau Hotline:          800-224-7009 
Hazardous Waste Technical Assistance Program:    505-428-2528 
Recycling:               505-827-2653 
Petroleum Storage Tanks:           505-984-1939 
 
NM State Engineer's Office 
Water Conservation:            505-827-6680 
 
City Of Albuquerque/Bernalillo County Area Businesses 
 
Environmental Health Department:        
Household Hazardous Waste- Rinchem Company    505-345-1650 
Fire Department Non-Emergency Hazardous Waste Assistance 505-833-7391 
Fire Department Emergency Hazardous Waste Assistance  505-833-7397 
Air Quality Assistance for Small Businesses      505-768-1964 
 
Public Works Department: 
Pollution Prevention Program:         505-873-7059 
                 505-873-7058 
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