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Doing More with Less:
A Case for EHS Outsourcing

“In an industry where rapid change is the norm and regulatory
oversight is intense, it’s extremely helpful to have an on-call expert
when there isn’t time to meet a deadline or your knowledge base is
tapped. I recommend Kasai Consulting to any company in need of
technical EHS expertise or even basic EHS support.”

—Thomas Evans, MS, REA, Associate Director, EHS & Radiation
Safety Officer, Arena Pharmaceuticals
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Executive Summar vy

This paper builds a business case for Environmental, Health, and Safety (EHS) outsourcing,
describing the advantages, potential pitfalls, and first steps of utilizing this model for effective
EHS programs.

Rising EHS Risks and Costs

As EHS functions grow in complexity and become increasingly difficult and expensive to
manage, a new paradigm has emerged that makes it possible for organizations of all sizes to gain
the advantages of state-of-the-art EHS and compliance programs. This model is based on the
strategic use of managed services, a process through which companies outsource non-core
business functions to third-party experts. Outsourcing can help companies solve their two biggest
EHS problems: cost containment and dynamic access to EHS experts.

Why Outsource EHS?

The reasons to outsource EHS functions are as unique as each client. A large company may want
scalability in their EHS program so that it can be extended across multiple facilities without
adding personnel at each site. Outsourcing can be even more appealing to small businesses, since
it gives them access to expertise they couldn’t otherwise afford. Or perhaps there is not enough
workload to justify a full-time EHS employee.

Respond quickly to change. With an outside contractor, a company’s EHS staffing can be
adjusted without affecting internal headcount. EHS help may only be needed on a project basis,
such as indoor air quality, ergonomics, or regulatory compliance. EHS outsourcing makes it easy
for a client to engage services quickly, adjust as needed, expand when appropriate, and terminate
if necessary. In this way, organizations can continuously adapt their EHS program to changing
business and regulatory requirements.

Contain costs and risks. EHS outsourcing can significantly reduce the time, costs, and risks of
EHS management while improving a company’s overall compliance posture. For example, an
organization that does not fully comply with ever changing regulatory requirements could incur
direct costs such as financial penalties and indirect costs such as a diminished reputation and
brand. EHS consultants mitigate compliance risks, bringing to bear comprehensive, up-to-date
knowledge of all local, state, and federal regulations. Finally, through outsourcing a business can
increase EHS expenses more gradually than is possible by building an all-purpose, in-house EHS
staff.

Gain comprehensive expertise. With best practices culled from multiple consultants, hundreds
of clients, and thousands of projects, an EHS consulting firm offers a broader experience and
perspective than an in-house EHS staff is likely to have. Consulting services are comprehensive,
spanning environmental management, safety engineering, ergonomics, training, industrial
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hygiene, and other EHS functions. Internal staffing constraints typically do not allow for a
specialist in each EHS discipline.

Keys to Successful Outsourcing

Successfully transitioning EHS to a managed services model is a process that requires careful
planning and execution.

Identify goals and compare costs. First, an EHS consultant can conduct a thorough, unbiased
evaluation of the organization’s EHS environment to determine the scope of work that is suitable
for outsourcing and identify strengths, weaknesses, risks, and hidden costs. Secondly, goals need
to be set for the EHS environment. Analyzing the gap between current practices and the target
will identify issues within current processes and systems and the potential consequences for not
addressing those issues. Finally, the current costs of managing EHS functions should be
compared with the estimated cost of managing these functions under the outsourcing model.
Armed with this information, organizations can build a detailed roadmap for successfully
transitioning to the EHS outsourcing model.

Encourage cooperation. Consensus at every level of the company is critical to the success of a
managed services strategy. A thorough analysis will address the bottom-line concerns of
executives and show managers how the EHS consultant will increase control and reduce risk.

Choose the right provider. Customer service is the single most important criteria in choosing
an EHS consultant. Therefore, ensure that the prospect can meet your service expectations.
Carefully negotiate the contract to include provisions that build a long-term, mutually satisfying
partnership, defining metrics that will keep the relationship on track. This accountability will
ensure that the client receives the services contracted for and, more importantly, that the
consultant understands the client’s expectations.

Once the contract is signed, both the client and consulting firm should have a process in place to
ensure continued value, investing time and effort to effectively manage the relationship.
Typically a client manager on the consulting side will oversee the account, manage consulting
staff, and be the customers’ key point of contact to ensure that expectations are being met or
exceeded.

Conclusion
The EHS outsourcing model is a viable way to access best-in-class EHS expertise while reducing
costs and better aligning EHS functions with the changing needs of the business. By exploring

the EHS outsourcing model, organizations can gain competitive advantage from their EHS
operations while managing risk as effectively as possible.
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About Kasai Consulting

Founded in 2002, Kasai Consulting provides comprehensive environmental, health, and safety
(EHS) services to biotech and industrial companies, hospitals, and universities throughout
Southern California. Kasai Consulting’s seasoned experts integrate EHS management into
business processes, making it a beneficial part of their clients’ business strategies and corporate
cultures. A broad range of services—from indoor air quality to environmental assessment—helps
organizations realize measurable and sustainable improvements in EHS.

"Kasai Consulting gives us the comprehensive solutions and professionalism of a large EHS
company and the personal attention of a small consulting firm."

—Michael Alston, CSP, Director, EH&S and Security, Genomics Institute of the Novartis
Research Foundation
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