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BENCHMARKING
Staffing, Structure and Budgets 
of EHS & SUSTAINABILITY  
FUNCTIONS
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Welcome to NAEM
A professional community where you can get the 
solutions you need to make an impact

Benchmark your programs via events, online 
learning, research and executive networks 

Benchmark

Learn tools & techniques to execute your 
strategy and be inspired by peers 

Learn

Build a network of peers whose experience 
can help you solve your challenges

Build
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NAEM Connects EHS & Sustainability 
leaders

Reaching a community 
of Practice 

Individual Members

4,200

25K+ 

120
Corporate Members

60
Affiliate Members
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Delivering Knowledge & Professional 
Wisdom

Targeted NetworkingResearch InsightsPeer Forums

Actionable strategies to empower 
EHS&S leaders to make an impact

https://www.naem.org/page/survey_2018_trends
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Welcome
Welcome & Introductions:

● Carol Singer Neuvelt, NAEM Executive Director

Featured Speakers:

Scott Tew 
Executive Director, Center for

Energy Efficiency & Sustainability
Trane Technologies

Sean Mason
Research Manager

NAEM

Callum Lever
Research Analyst

NAEM

Q&A 

Closing Remarks: 
● Caitlin Wilson, NAEM Senior Program Manager

Anne Monine
Associate Vice President, 

Environmental Compliance 
& Regulatory Management 

Cargill Inc. 
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Purpose of this Report

Support EHS&S leader’s assessment of what 
size and staff composition is appropriate for 
their organization as well as benchmark 
their budgets and responsibilities against 
other EHS&S functions. 

●Fielded from Oct. 2019 – Jan. 2020

Distribution Partners:
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About the Research

Today’s Executive Summary presentation:

● Reflects data analysis from the survey designed with the following sections:

▪ Demographics

▪ Responsibilities

▪ Structure

▪ Staffing

▪ Budgets

● Incorporates trends data from past benchmarking

▪ Comparisons of 2016 to 2020

▪ Now in its 5th edition, the report framework has remained consistent. However, 
survey questions have been updated to reflect the maturation and evolution of the 
EHS&S function
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Participant Demographics

●Responses from EHS&S leaders from 150 companies

●Annual Revenue
▪ 85% of respondents had annual revenues over $1 Billion USD

● Industry
▪ Consumer Product Manufacturing, Chemical Manufacturing, Utilities, Pharmaceutical 

Manufacturing, Transportation and Warehousing, Agriculture/ Food Production 

●Geography
▪ Primarily based in the US and Canada, with global operations

●Company Classification
▪ 69% publicly traded

●Level of EHS Risk
▪ 67% medium risk
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Responsibilities
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Defining the EHS & Sustainability Functions

●Survey participants responded on behalf of their function: 
▪ EHS

▪ EHS&S

▪ Stand-alone Sustainability

●Survey participants assessed 88 different responsibilities in the 
following 10 activity categories:

▪ Prevention, Control & Disposal

▪ Health & Safety

▪ Compliance

▪ Tracking & Monitoring

▪ Energy Management

▪ Product Stewardship

▪ Strategy

▪ Reporting & Communications

▪ Engagement

▪ Fleet Management & 
Transportation
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EHS Functions Lead Tracking, Auditing & Training 

0% 50% 100%

Setting key performance indicators for EHS

Regulatory tracking

EHS audit training

Setting EHS corporate goals

Corporate strategy: EHS

EPA (or an international equivalent) compliance

Safety Training

Health & safety training

OSHA (or an international equivalent) compliance

Auditing

Carbon disclosure (GHG tracking)

Air pollution

Site remediation

Industrial hygiene

Air emissions tracking

Ergonomics

Permitting

Right-to-know

Incident & safety management

Internal communications: health & safety

Areas that EHS Leads

N = 144
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Sustainability Leads Strategy & Goal Setting

N = 16

0% 50% 100%

Corporate strategy: sustainability

Materiality Assessment

Setting sustainability corporate goals

External sustainability reporting

Setting key performance indicators for sustainability

Corporate strategy: CSR

Lifecycle analysis

Internal communications: sustainability

Carbon disclosure (GHG tracking)

Corporate sustainability marketing

Product green labeling/certifications

Product stewardship

Chemical management

Data analytics for reporting

Zero Waste

External marketing communications

Conservation initiatives

Areas Where Sustainability Leads
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Structure



14

Structure Overview

●Respondents were asked about how their functions were embedded 
within their corporations as well as to whom their function reported

●4 levels of structure within companies

▪ Corporate

▪ Business Unit

▪ Regional

▪ Facility
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Companies are Increasingly Utilizing EHS 
Departments

N = 144

96%

100%

82%

89%

63%

75%

55%

50%

60%

70%

80%

90%

100%

2016 2020

Companies With an EHS Department

Corporate Business Unit Regional Facility

94%
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EHS is a Commonly Integrated Function 

N = 150

52%

41%

47%

45%

17%

14%

43%

16%

9%

58%

23%

9%

Combined environment, health & safety (EHS)

Combined EHS & Sustainability

Stand-alone Sustainability

Frequency of Combined EHS&S Departments

Corporate Business Unit Regional Facility
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Integrating Sustainability Into EHS Increases 
Likelihood to Report to the CEO

Environment, Health & Safety (EHS) Combined EHS & Sustainability

CEO 9% 23%

Legal 11% 19%

Operations 27% 13%

Manufacturing 7% 12%

To Whom EHS / EHS&S Reports
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EHS/EHS&S Is Increasing in CEO Visibility

N = 144

25%

17%
15%

8% 7%

4%
3% 3%

18%

23%

11%

18%

7%
8%

2%

4%
3%

18%

Operations CEO Legal Supply Chain Human
Resources

Risk &
Compliance

Board of
Directors

Finance Other*

To Whom EHS reports: 2020 v 2016

2020 2016

*Other includes: Real Estate, Quality Control, as well as reporting to multiple other functions
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The Value of EHS/EHS&S is Increasing  

N = 144

26%

46%

21%

7%

17%

54%

20%

8%

1 2 3 4 or more

Levels between EHS Leader & CEO

2020 2016
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Sustainability Increasingly Reports to the CEO

N = 16

25%

19% 19%

13%

6%

0%

13%
11%

6%

22%

17% 17%

6%

17%

CEO Marketing Operations Legal BOD Human
Resources

Other

To Whom Sustainability Reports

2020 2016

*Other includes: SVP of Strategy, Facilities, and to multiple functions

*
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38%

25% 25%

13%

1 2 3 4 or more

Levels between Sustainability Leader & CEO

Proximity to CEO Reflects Sustainability Business 
Value

N = 16
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Staffing & Budgets
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Staffing & Budgets Overview

● These two sections were combined because there is a strong correlation 
between staffing and budgets given that a large portion of EHS function 
budgets go towards staffing costs

● Staffing and Budgets of EHS&S functions are driven by 3 factors:

➢Risk

➢Industry

➢Revenue
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High-Risk Operations Require More Staff

N = 144

EHS Staff by EHS Risk Profile



25

Change in EHS and Sustainability Budgets 

Changes in EHS Budgets 

Changes 2019 to 2020 Expected Changes 2020 to 2021

Increase 39% 39%

Decrease 16% 16%

No Change 41% 35%

Don’t Know 4% 9%

Changes in Sustainability Budgets 

Changes 2019 to 2020 Expected Changes 2020 to 2021

Increase 38% 42%

Decrease 8% 0%

No Change 46% 50%

Don’t Know 8% 8%

N = 13

N = 137
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Much More Data Available!
Figure 1: Respondents by Function
Figure 2: Annual Revenue
Figure 3: Total Number of Employees
Figure 4: Geographic Presence of Operations
Figure 5: Industry Sector
Figure 6: Primarily B2B or B2C
Figure 7: Company Type
Figure 8: Company Classification
Figure 9: EHS Risk Profile
Figure 10: Industry Structure by EHS Risk Profile
Figure 11: Type of EHS and Sustainability Departments
Figure 12: Variations in Structure
Figure 13: To Whom EHS Reports
Figure 14: Top Reporting Structures for EHS by Function
Figure 15: Top Reporting Structure for EHS by Annual Revenue
Figure 16: Title of Senior-most EHS Leader
Figure 17: Levels between EHS Leader and CEO
Figure 18: Companies with an EHS Steering Committee
Figure 19: Companies with an EHS Working Committee
Figure 20: Centralization of EHS Management
Figure 21: Number of Divisions
Figure 22: Function Organized the Same Way Across All Business Units
Figure 23: Why Divisions are Organized Differently
Figure 24: Presence of a Dedicated EHS Leader
Figure 25: Presence of a Dedicated EHS Leader by EHS Risk Profile
Figure 26: Presence of a Dedicated EHS Leader by Annual Revenue
Figure 27: To Whom Sustainability Reports
Figure 28: Title of Senior-most Sustainability Leader
Figure 29: Levels between Sustainability Leader and CEO
Figure 30: Have a Sustainability Steering Committee
Figure 31: Have a Sustainability Working Committee
Figure 32: Centralization of Sustainability
Figure 33: 2020 EHS Budgets
Figure 34: EHS Budget by Annual Revenue
Figure 35: EHS Budget by EHS Risk Profile
Figure 36: Budget Allocation
Figure 37: EHS Budget by Industry
Figure 38: EHS Budget by Company Type

Figure 39: Changes in EHS Budgets
Figure 40: 2020 Sustainability Budgets
Figure 41: Sustainability Budget Allocation
Figure 42: Changes in Sustainability Budgets
Figure 43: EHS Staff by Annual Revenue
Figure 44: EHS Staff by Total Number of Employees
Figure 45: EHS Staff by Company Type
Figure 46: EHS Staff by EHS Risk Profile
Figure 47: EHS Staff by Industry
Figure 48: EHS Staff by Position Type and Organization Level
Figure 49: Average EHS Staff by Annual Revenue and Position Type
Figure 50: Average EHS Staff by EHS Risk Profile and Organizational Level
Figure 51: Full List of EHS Activities
Figure 52: Top 20 EHS Activities by Level of Involvement
Figure 53: Top Activities EHS Leads
Figure 54: Top Activities for EHS Collaboration
Figure 55: Top Activities for EHS Participation
Figure 56: Top Activities Not Applicable to the EHS Function
Figure 57: EHS Involvement in Prevention, Control & Disposal Activities
Figure 58: EHS Involvement in Health & Safety Activities
Figure 59: EHS Involvement in Compliance Activities
Figure 60: EHS Involvement in Tracking & Monitoring Activities
Figure 61: EHS Involvement in Energy Management Activities
Figure 62: EHS Involvement in Product Sustainability Activities
Figure 63: EHS Involvement in Strategy Activities
Figure 64: EHS Involvement in Reporting & Communications Activities
Figure 65: EHS Involvement in Engagement Activities
Figure 66: EHS Involvement in Fleet Management & Transportation Activities
Figure 67: EHS Involvement in 'Other' Activities
Figure 68: EHS Most Contracted Out Activities
Figure 69: Top Activities Not Applicable to the EHS Function
Figure 70: Top Activities Where Sustainability Leads
Figure 71: Top Activities Where Sustainability Collaborates
Figure 72: Top Activities Where Sustainability Participates
Figure 73: Top Activities Not Applicable to the Sustainability Function
Figure 74: Departments at the Corporate Level: 2012 - 2020
Figure 75: To Whom EHS Reports: 2012 – 2020
Figure 76: To Whom Sustainability Reports
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Key Takeaways
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Key Takeaways

●EHS&S functions have grown and adopted many responsibilities 
beyond compliance.

●As the EHS function evolves beyond compliance to addressing 
broader business risk, there is a corresponding increase in visibility 
to the C-suite.

●The Sustainability function is maturing in a way that reflects the 
growing relevance and business value internal and external to the 
organization.

●EHS and Sustainability are growing stronger and more impactful 
together. The growth of one does not detract from the other.

●The correlation between risk and staffing remains constant. 
Complex and risky operations require a large number of staff to 
manage. 
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Peer Perspectives
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The Leadership Perspective

Anne Monine
Associate Vice President, 

Environmental Compliance & 
Regulatory Management 

Cargill Inc. 

Scott Tew 
Executive Director,

Center for Energy, Efficiency 
& Sustainability

Trane Technologies

Case Study and Discussion: 



Benchmarking + Insights

Calibrate organization design 

Inform Senior Leadership—
Evolution of Roles & Scopes

Background
1. Trane Technologies—major separation and reorganization

2. How Are We Organized? Decided to maintain approach.
• EHS group centralized within Global Integrated Supply 

Chain/Operations + Decentralized Business Unit EHS staff
• Sustainability group centralized within Strategy & Innovation



Cargill Protein & Salt
Cargill Agricultural 

Supply Chain
Cargill Animal Food

and Nutrition

Cargill Food 
Ingredients & Bio-

Industrial

Our purpose is to nourish the world in a safe, responsible and 
sustainable way.  Every day, we connect farmers with markets, 
customers with ingredients, and people and animals with the food they 
need to thrive. We combine our experience with new technologies and 
insights to serve as a trusted partner for food, agriculture, financial and 
industrial customers in more than 125 countries.

Working in 70 countries
(1250+ locations)

160,000 Employees & 
100,000 Contractors

More than 150 years 
of experience

Centralized ESH Staff;
Corporate, Regional & SiteHow we are organized:

Four Global Enterprises

EHS&S

How we will leverage the report:

• Support EHS Transformation (Organizational 

Design)

• Benchmark Responsibilities & Budgets

• C-Suite & Board Visibility & Topics

• COVID-19 expected to affect FY21 & FY22 

Budgeting

• COVID-19 WILL NOT affect EHS 

transformation and centralization of EHS 

resources

Business Operations & Supply Chain Function
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Questions? Type in the Chat Box! 

Scott Tew 
Executive Director, Center for

Energy Efficiency & 
Sustainability

Trane Technologies

Sean Mason
Research Manager

NAEM

Callum Lever
Research Analyst

NAEM

Anne Monine
Associate Vice President, 

Environmental Compliance 
& Regulatory Management 

Cargill Inc. 
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Wrap-Up
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How to Get this Report

●Available at naem.org/ssb

●Discounts for NAEM members and 
Survey Participants

▪ If you participated, you should 
already have received a code* for 
40% off the retail price of $1,700

*If you believe that you participated, but 
did not receive a code, email 
research@naem.org

naem.org/ssb
mailto:research@naem.org
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Benchmark:Implications of COVID-19 on EHS 

https://survey.co1.qualtrics.com/jfe/form/SV_4151L7ZZlNMhVg9

➢First-of-its-kind survey

➢Only 10 minutes to participate

➢Please complete by Friday, May 8 

Research Objective: 

● To measure the impact of 
COVID-19 on the EHS Function  

▪ Budgets

▪ Staffing

▪ Responsibilities and Corporate 
Objectives

● Benchmark with your peers

▪ Link to the survey:

https://survey.co1.qualtrics.com/jfe/form/SV_4151L7ZZlNMhVg9


EHS Operational Excellence – Virtual Conference 
Sustaining EHS During Times of Business Interruption

●Featuring Speakers on: 

➢Lessons Learned from the Frontlines 
Running A Cross Functional COVID-19 
Taskforce

➢Spotlight on Mental Health & Wellness 
Best Practices During COVID-19

➢The Urgent Call for Leaders - Keeping 
EHS Steady and Effective During Crisis

●Buzz Sessions to Network & 
Problem Solve with Peers

Registration online 
$199 for Individuals

$399 for Groups
www.naem.org/opex

May 21

http://www.naem.org/opex
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Connecting Online and In-Person

EHS Operational Excellence Conference

• May 21

Sustainability Impact Conference

• Aug 4-6

EHS&S Management Forum

• Oct. 20-23

Check our website for registration 
and additional information about our conferences!

www.naem.org

http://www.naem.org/
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Upcoming Webinars on EHS&S Management

FREE for NAEM members

Information & Registration at naem.org/webinars

May 14

Tips to Getting Your 
Business Ready to 
Re-Open In Person & 
Keeping Essential 
Employees Safe

May 28

How to Build 
Corporate Social 
Responsibility in 
Your Supply Chain

June 11

Effectively 
Incorporating 
Sustainability Into 
Your Business

naem.org/webinars
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NAEM’s Excellence Awards
Opportunity to be recognized for outstanding achievement 

● Lifetime Achievement

▪ Honoring one EHS&S visionary for 
driving positive impact over 20+ years.

● Leadership in Action 

▪ Celebrating exceptional EHS&S leaders 
with 15+ years of proven success.

● NexGen

▪ Recognizing rising EHS&S managers with 
5+ years of effectiveness.

Nominations due May 22!

naem.org/awards

naem.org/awards
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New & Upcoming Reports from NAEM

●2020 EHS & Sustainability Salaries

●2020 Staffing, Structure & Budgets

●Managing Covid-19 Challenges

All available at naem.org/research

naem.org/research
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A Wide Variety of Research & Publications
● The EHS&S Tech Transformation

● Why Companies Replace Their EHS&S Software 
Systems

● 2019 EHS & Sustainability Salary Report

● Strategies for Improving Contractor Safety 
Management

● Why Diversity and Inclusion is a Winning Strategy for 
EHS&S Teams

● Strategies to Increase Your Executive Presence

● Leading-Edge Greenhouse Gas Reduction Strategies

● Setting the Next Generation of Sustainability Goals

● Insights From Successful Supply Chain Sustainability 
Practices
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Connect with NAEM!

●Online: www.naem.org

●Via email: research@naem.org

●Social media: 

▪Twitter: @NAEMorg

▪Facebook: www.facebook.com/NAEM.org

▪LinkedIn: https://www.linkedin.com/company/naem

http://www.naem.org/
mailto:elizabeth@naem.org
http://www.twitter.com/NAEMorg
http://www.facebook.com/NAEM.org
https://www.linkedin.com/company/naem
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Thank You to Our Speakers & Participants! 

A recording will be 
available in 3-4 days. 

You will receive an 
email once it’s posted 

to our site. 

Have a safe & healthy day! 


