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MassHighway Organization





“State, EPA Agree on $20M Waste Cleanup”

“The Massachusetts Highway 
Department has agreed to 
spend tens of millions of 
dollars to clean up hazardous 
waste after federal inspectors 
discovered nearly 200 aging 
barrels of it outside 
maintenance facilities in….”

September 11, 1994

Our EMS was 
initiated by an 

Enforcement 
Action



Consent Order Required an Audit
Over 6,000 compliance 
issues discovered and 
placed into compliance 
programs 

Hazardous waste

Hazardous materials

Water Quality

Solid Waste

Tanks

Wetlands

Asbestos (added later)



Summary of Audit Findings



no system in 
place to 
achieve or 
maintain 
compliance

No Training

No Dedicated Budget

No Clearly Defined Roles and Responsibilities

Incomplete Knowledge of Regulatory 
Applicability

The Audit Also Concluded:





Achieving Compliance Became Priority 1

Our Management System Improvement Plan 
presented our Strategy for the organizational, 
operational and system improvements 
necessary to achieve and maintain compliance



The Implementation Plan

Identified the schedule and funding required 
to program the work over several budget 
cycles

$50 Million over 6 fiscal years
Today, 55 issues remain open 

wetland restoration and solid waste capping 
projects due to previously buried debris



MassHighway’s EMS Tools

Regular inspections are conducted 
by the EMS Compliance 
Coordinators  to ensure a 
sustained level of compliance.  
This is currently the primary 
method for identification and 
correction of violations. 



Standard Operating Procedures – provide 
directives

Handbook  - provides simple instruction

MassHighway’s EMS Tools



MassHighway’s EMS Tools
Facility Maps – identify general and permitted 
activities and, locate compliance points



EMS Manual – describes the elements of the EMS 
and how the system works and reinforces the Plan-
Do-Check-Act cycle.

MassHighway’s EMS Tools



MassHighway EMS Elements
Environmental 
Commitment
Roles and 
Responsibilities
Funding
Environmental 
Requirements
Emergency 
Preparedness
Standard Operating 
Procedures

Facility Handbooks 
and Maps
Training
Compliance 
Tracking
Self-Auditing
Pollution 
Prevention
EMS Review and 
Evaluation

System is 
designed to 
Achieve and 
Maintain 
Environmental 
Compliance



Conducted by independent consultant

125 facilities audited 

First comprehensive system check

Produced high anxiety 

Hopefully we won’t find violations but what if 
we do? 

We found Violations 

Independent Audit Completed in 2004-2005



163 6.3%1. Miscellaneous (not adhering to SOPs)

111 52%2. Right-to-know (labeling of materials)

105 1%3. Solid waste management

96 83%4. Tank management

94 64%5. Hazardous waste management 

6. Underground injection 62 45%

7. Asbestos 33 12%

8. Air management (stage II and air permits) 25 100%

Findings
Violations/
Findings

Summary of Independent Audit Findings



Audit Results

Resolved 68% of our regulatory findings 
within 14 days

Bulk of the remaining regulatory issues 
are related to fuel reconciliation 
equipment upgrades

61% of the total findings were good 
management practices 

The system 
worked by 
providing a 
means for 
identification 
and correction 
of violations 



We Reported Findings to DEP



MassHighway Commissioner 
Luisa Paiewonsky

“At MassHighway, we understand 
that an EMS requires a long- term 
commitment, focus, and support 
from all levels of the agency.”

Commissioner Luisa Paiewonsky



Commitment from the top must be 
established early 

Change occurs slowly

As long as there is commitment at all 
levels of management, continuous 
improvement will happen

Trust the process

Lessons 
Learned



Collaborate with Regulators

Relationship required development of trust 

Understand the respective missions 

Educate the regulators  - these changes 
require

several budget cycles
time to train and integrate responsibilities into day to 
day operations

Lessons 
Learned



Collaborate with Regulators

Without proper coordination, the EMS risked being 
created to suit the regulators more than the agency

Tailor the implementation plan to achieve 
compliance issues first.  

Lessons 
Learned



Collaboration with State and Federal 
Regulators Proved Beneficial

Developed a Self-Disclosure Policy 
that works for state Agencies

Requires that the agency has a system

DEP exercises enforcement discretion



Experience and Organization are Important

Need staff with strong working knowledge of 
regulations. This builds regulator’s confidence that 
the agency is  taking the EMS seriously

Compliance Coordinators work in the Districts but 
report to Boston HQ. This allows inspections to be 
transparent within the Agency. 

Use consultants to help develop and update your 
EMS tools. While you’ll need their support; to truly 
understand the system, you need to own it 

Lessons 
Learned



Compliance activities became part of 
everyone’s job. 

Roles and responsibilities changed over time

Funding needed to maintain compliance 
decreased substantially

Lessons 
Learned

As our System Matured 



Operations is Moving the Fence-line to  
Roadway Maintenance

Build on our Experience

Utilize AASHTO Tools

For more information on AASHTO
http://environment.transportation.org
Shannon H. Eggleston
Director, AASHTO Center for Environmental 
Excellence
202-624-5800
http://environment@aashto.org

http://environment.transportation.org/
mailto:environment@aashto.org
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