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Remediation programs have historically given companies little satisfaction while costing them millions. Leading
companies today, however, are finding ways to gain increased control over their remediation programs and greater
value from their expenditures. These programs go beyond the largely reactive approaches of the past to build long-
term company value by emphasizing a business focus and strategic action. They achieve consensus for realistic
solutions through better communicat ion with all stakeholders in remediation projects. And they use measures that
enable companies to track real progress and target areas for improvement. At a two-day colloquium, Arthur D.
Little’s senior managers facilitated a discussion among executives from nine companies whose remediation
management practices represent the „Best of the Best.“ They explored how their remediation strategies are helping
them improve business results.

Building a Remediation Management Strategy

Shaping a remediation management program in terms of a strong business vision often means going against
prevailing corporate and regulatory traditions. Russell Susag, Director of Environmental Regulatory Affairs at 3M,
commented that the regulatory framework and the insurance system for cost recovery encourage companies „to fight,
rather than solve the problem.“ He added, „Only the company has an interest in cost-effective remediation. The
government doesn’t.“ Another participant agreed. „If we do nothing but convince companies to start treating
remediation as a business process, and not just a litigation issue, we will all be better off.“

Despite systemic pressures perpetuating reactive, fragmented remediation management, some farsighted companies
have forged ahead. Their experience shows that five practices help define effective companywide remediation
management:

• Taking the lead with the regulatory community

• Using innovative technologies

• Focusing remediation on property reuse

• Managing remediation as a business process

• Ensuring learning and improvement over time

Take the lead with the regulatory community.

Taking the lead on regulatory matters is the foundation for controlling remediation projects. „If you are perceived as
a company that takes hold of the problem,“ said Kevin Walsh, Remediation Program Manager, the Upjohn
Company, „it goes a long way not only with regulatory agencies, but with your employees, the public, and
environmental groups as well.“ Ken Matson, General Manager, Gas Compliance Programs, Public Service Electric
and Gas Company, described his company’s view: „Don’t let the regulators ‘manage’ your program for you. Have a
plan for interacting cooperatively with the agency. Look at the changes you would like to see in standards and
technical requirements and work the legislative and regulatory process to enact those changes.“

One way to take the lead with the regulatory commu nity is to identify sites and initiate remediation before regulators
do. Companies that follow this approach, realizing that regulators are not their only stakeholders, act to meet the
needs of other stakeholders, including their shareholders, their employees, local communities, and the general public.
„When contamination exists and we previously owned the site,“ said Rick Harley, Technical Manager, Site
Remediation, Exxon Research and Engineering Company, „we’ll look at it.“ Exxon’s straightforward approach to
one site with contamination dating back 50 years won a very positive reaction from both agency officials and the
media.

Olin is undertaking a comprehensive effort to survey sites it no longer owns to ensure that it understands the extent
of any potential problems and can handle them promptly and effectively. „We’re a 100-year-old company,“ said
Chuck Newton, the company’s Vice President, Environment and Regulatory Affairs. „We have former plants all
over the country; they’ve gone through two, three, four owners. Of those plants, 49 out of 50 won’t have significant
problems. But we need to know about the fiftieth.“



Many companies combine aggressive approaches at high-visibility or high-risk sites with a more conservative
approach at sites that are more stable and low-risk. The key to making this balanced approach work is having a
thorough understanding both of the characteristics of all sites where the company may have a responsibility and of
the regulatory community’s current priorities. What’s at stake for companies in this area is a greater degree of control
not only over the process, but also over a significant aspect of their balance sheets – which can be strongly affected
by the discovery of unanticipated liabilities.

Use innovative technologies.  New remediation technologies offer the promise of cheaper, more effective routes
to cleanup goals. Companies that operate in the United States, however, must be prepared to work closely with
regulatory agencies to win acceptance for these technologies. Success with innovative technologies tends to go hand-
in-hand with effective relationship-building: companies that have won a reputation for shouldering remediation
responsibilities and taking the right steps to solve problems are often in the best position to win acceptance of their
technology ideas from regulators. Upjohn, which aggressively pursues innovative remediation technologies, has
obtained good results by sharing findings and building awareness about technologies that work with other companies
and with regulators.

Focus remediation on property use. From a business perspective, remediation management is a component of
property management. The underlying issue is recognizing the continuing value of the land and making choices that
enable that value to be realized.

One way to manage the value of property undergoing remediation is to define reasonable land uses for the property
over the next 50 years and then use that information to establish a risk-based approach to remediation. In this
approach, remediation managers begin considering land uses as soon as they become aware of a site. They perform
business evaluations of each option and make sure senior management and divisions agree with what’s proposed.
Moving the process forward, they seek to avoid surprises for all stakeholders involved by educating regulators and
obtaining their buy-in; meeting with neighbors, public-interest groups, local officials, and regional planning boards;
studying local zoning laws and development plans; and investigating approaches such as land swaps that help build
community acceptance.

Manage remediation as a business process.

Like other activities in the environmental, health, and safety arena, site remediation evolved as a set of highly
technical skills. If remediation is to be managed as an activity with the potential to strengthen the company’s bottom-
line value, it needs stronger links with business operations.

Many companies now structure remediation teams to obtain input from all relevant areas of the business. Bill
McFarland, Manager of Remediation Projects, General Motors Corporation, described how General Motors has
cross-linked its corporate remediation group – composed of experts in regulatory, technical, and project management
areas – with research and development, purchasing, and corporate finance experts. Olin strives to ensure that broadly
experienced managers play a key role in each remediation project.

When managers handle remediation as a business process, their focus shifts from only meeting regulatory demands
and trying to control budgets to providing a service within the company that is capable of protecting – or enhancing –
company value.

Learn over time . One of the toughest challenges for remediation managers is cultivating a store of knowledge and
lessons learned about remediation projects. Projects take years to complete; individual sites present unique problems
whose solutions may not apply anywhere else; effective staff may feel that remediation is a dead end, not valued by
senior management, and seek transfers to other areas.

Yet without the ability to learn from past successes and failures, improvement is unlikely. In Arthur D. Little’s
experience, an organization’s capacity to learn is inextricably linked with a strong sense of purpose and real
„ownership“ of the means for reaching goals. In remediation management, learning is an integral part of core
challenges such as structuring resources and measuring quality and effectiveness. These issues tied together the
colloquium participants’ wide-ranging discussions as they explored the details of making a remediation program
work.

Structuring Remediation Resources

As companies trim corporate functions, they have begun to integrate environmental, health, and safety
responsibilities into line management and business processes. But in remediation management, many continue to
view a centralized corporate program as the most effective approach.



3M maintains a centralized remediation group to simplify the question of internal responsibility for cost: „We have
different divisions than we had 40 years ago,“ said Russell Susag. „Whom do you identify to pay for the cost? We
believe – and so does senior management – that the best approach is to fund remediation through the corporation.“

General Motors centralized all its remediation programs in 1992. Bill McFarland explained that the centralized
approach provides GM with consistency across all its remediation activities, including Superfund sites, closed plants,
operations identified for sale or disposition, operating sites, and dealership projects.

To enable the company to expand or contract as needed and to keep down overall headcount, General Motors
supplements its corporate remediation staff with contract staff and outside suppliers. Other companies have also
made flexibility a priority. At Westinghouse, the corporate remediation group is available to the business units to
provide oversight services for projects and outside contractors. But the business units are also free to bypass
corporate support and hire their own consultants – which challenges the corporate group to clearly convey the
advantages of its services over other channels.

Manage external relationships.  Finding the right contractor can be one of remediation’s toughest challenges.
Each contaminated site is unique, and there are rarely very many contractors to choose from who have extensive
experience with the kinds of challenges a specific site presents. As a result, companies often need to work more
closely with remediation contractors than they do with other external resources.

To get the most out of their contractor relationships, many companies have focused on developing a core group of
contracting firms. Thus they build in motivators for consistent high-quality work and ensure that contractors function
as part of the company team. At Niagara Mohawk Power, for example, the Purchasing Department used to review 15
to 20 proposals for every project. Now, according to David King, Director of Site Investigation and Remediation, the
company uses „a very rigorous Statement of Qualifications program, for which 48 consultants submit qualifications
every two years“ and the company chooses five to work with over the next two-year period.

Ken Matson of Public Service Electric and Gas emphasized that these supplier relationships are a two-way street.
PSE&G is conducting formal performance evaluations of suppliers. At the same time, the company is seeking their
input on how it can improve the working relationship. The company also uses supplier focus group sessions, which
help outline expectations and elicit feedback. Lloyd Wood, Director, Special Environmental Programs, Occidental
Chemical Corporation, confirmed the importance of building close working relationships. „If you are going to invest
in someone,“ he said, „make it worth your while – invest in their learning.“

Tim Basilone, Manager of Environmental Remediation, Westinghouse Electric Corporation, has also had success in
guiding consultants to learn with the organization. Presented with challenges such as, „Here is what remediation cost
last year – how can we improve on that?“ his suppliers have contributed ideas about technology and strategy that
have yielded significant cost improvements.

A sharply articulated vision is the key to achieving good results with a flexible approach to resources that relies on
suppliers and contractors. The vision must win the confidence of division staff, be quickly communicated to external
contractors, and provide strong motivation and direction for the corporate remediation group itself.

Develop internal resources.  Right approaches to training, incentive structures, and career path development are
helping many companies manage the evolution of remediation management from site-oriented technical project
work, to a business activity rooted in technical achievement but guided by a broader awareness of business goals.

Discussing Olin’s efforts to align remediation activities as business processes and to develop a team approach, Chuck
Newton said that the group is learning useful lessons from Olin’s manufacturing organization and is seriously
considering initiatives such as incentive pay. But, he cautioned, „Don’t put an incentive system in place until you are
well on the way to changing the culture.“

„Remediation policy doesn’t necessarily fit into other environmental programs or other core business activities in the
company,“ said Upjohn’s Kevin Walsh. A career path helps remediation staff members understand how their work
supports the company’s business goals. Moreover, defining career path criteria goes hand-in-hand with defining what
constitutes business success in remediation. This, in turn, helps build cohesion and a sense of purpose on remediation
teams. Finally, the career path is critical to retaining valuable learning and experience – in an area where these char-
acteristics are acquired slowly. „And if you fail at that,“ cautioned ADL’s John Willson, „you pay a big price: you
lose your people and you lose the continuity.“



Measuring Quality and Effectiveness

What gets measured gets managed. But in remediation management, getting the right measurements is probably the
hardest part of the whole puzzle. While the remediation regulatory process is slow and complex, the technology is
dynamic and plans quickly become outdated, even obsolete. Internal plans can easily be updated, but measurement
loses its meaning when the plan changes frequently. The problem is even greater if the plan is codified in a consent
decree, which will be very difficult to change but very susceptible to becoming outdated.

Moreover, in remediation management, the three primary stakeholders – regulators, commu nities, and the company
itself – are looking for different performance indicators. Regulators need to see continued progress through the
remediation process as established by law. Communities want to know that contaminants are being eliminated or
controlled and to see that properties are not lying idle. The company wants tangible evidence that remediation
liabilities are managed effectively.

Many companies respond to this set of challenges by establishing their own standards and measurement baselines
against which to measure progress. At Upjohn, said Kevin Walsh, „We evaluate the cost-effectiveness by looking at
the science: this is what is practical, this is what really should be done to protect the environment, this is what a
responsible company should do. We set our own target, and we try to get to what we can based on the best science
that we have.“

Olin’s approach uses 15 specific measures that provide the foundation for an ongoing appraisal of the effectiveness
of the company’s remediation work. In addition, it is a scorecard used for the annual report to the board of directors
about the remediation program’s performance. Newton has also analyzed Olin’s overall remediation costs from 1986
to 1993. In that period, Olin increased spending on construction and remediation from 60 percent of the total budget
to 70 percent, while holding investigative costs at 16 percent.

The communications link to senior management is critical for ensuring that a remediation program will have an
overall sense of direction. Effective measurement will go a long way toward making the remediation function be
seen as a positive force within the business. When senior managers understand the financial ramifications of
remediation and cleanup costs and liabilities, they will push much harder for the development and implementation of
a remediation management strategy based on clear principles and goals.

Defining Performance for the Future

Remediation management today is quickly evolving away from the days when companies simply struggled to react
to the demands of the regulatory community. The regulatory community is showing signs that it agrees with the need
for better communication among all stakeholders, speedier results, and a more certain focus on solutions keyed to
land use. Leading companies are moving away from the concept of remediation management toward the concept of
liability management – in which remediation is one option.

In this newly revitalized atmosphere, leading companies can gain substantial benefits from effective remediation
management. Companies that move beyond meeting deadlines and avoiding new liabilities to achieving results –
such as returning properties to productive use, or using innovative technologies to achieve results at lower cost – will
see increased satisfaction from internal and external stakeholders. Companies that can, in the words of Ladd Greeno
of Arthur D. Little, „manage remediation in line with other business goals, gain operational efficiencies, and
minimize costs, may be able to demonstrate a clear advantage over competitors in this area.“ These opportunities will
be richest for companies that are already well-versed in integrating technical skills with business processes and
meeting stakeholder needs.
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