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MEMORANDUM 
TO: 

FROM: 

SUBJECT 

DATE: 

Fernald Citizens Task Force Members 

John Applegate 

Ten-year vision 

6/28/96 

As I mentioned at our June meeting, the new Assistant Secretary for Environmental 
Management, Al Alm, has made a ten-year vision for eliminating the most urgent risks and for 
"mortgage reduction" (that is, reducing the day-to-day operations costs so that more money can go 
into clean-up), the centerpiece of his efforts. Tentative drafts of ten-year plans are due from each 
DOE facility on July 31st, and they will be extensively reworked at headquarters and in the field 
between August and November. The sites are expected to work closely with the public throughout 
this process. Official descriptions of the ten-year vision are attached. 

Obviously, Fernalds accelerated clean-up plan is tailor-made for EM'S ten-year vision. Since 
the Task Force has previously supported accelerated clean-up, I do not see a great need for our 
intensive involvement in drawing up the July 31st draft or subsequent revisions. Nevertheless, I 
have agreed with DOE that Task Force members will have two opportunities to participate in the 
July 31st draft -- a planning meeting to be scheduled in the next two weeks, and a review of the 
draft that will go to headquarters towards the end of July. I will have the details of these opportu- 
nities shortly, and I encourage any members with :an interest to participate. 

I 
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United States Government Department of Energy - 
memorandum 

June 20, 1996 
REPLY TO '._ 
A m O F :  ' m-1 

S W E m  Guidance f o r  the 10-Year Plan 

O l s t r i b u t i o n  

T h i s  memorandum i s  des i aned  t o  c l a r i f y  my views f o r  c r e a t i n g  a 10 -yea r  
v l s i o n  and a s s o c i a t e d  p l ann ing  process f o r  the Environmental Management 
(EM) Program. 
i n  c o n j u n c t i o n  w i t h  s i m i l a r  p l a n s  f o r  eacn o f  the s i tes  or Operations 
Offices. 
I 0 - y e a r  v i s i o n .  

A 10-year p l a n  w i l l  be developEd f o r  the e n t i r e  EM program 

The purpose o f  the p l a n s  will be t o  guide the achievement  o f  our 

The p r o c e s s  needc t o  be i n  immediately.  
meet ing was he ld  with t f f  e A s s i s t a n t  Secretary, the Deputy A s s i s t a n t  
S e c r e t a r i e s ,  and two f i e l d  representat:ves f o r  the purpose of  d e v e l o p i n g  
t h e  10 -yea r  v i s i o n  ar;d the process t o  be fol lowed t o  compls to  the v i s i o n  
and 10-year p l a n s .  On Fr iday ,  June 14, we held a t e l e p h o n e  conference with 
the f i e l d  and Headcuarters  o f f i c e s  t o  discuss the vision, the p l a n n i n g  
process, my e x p e c t a t i o n s ,  and how we c a n  most effectively use the extensfve 
uork t h a t  has a l r e a d y  t e e n  done a t  Headquar t e r s  and the f i e l d  t o  a c h i e v e  
OUF goals .  Attached IS a c ~ p y  o f  the d r a f t  schEmle (Attachment I )  f o r  the 
develooment o f  the individual s i t e  p l a n s  and the  overall 10-year p l a n .  

On June 5 - 6 ,  1996, a p l a n n i n g  

The p l a n n i n g  will begin with a s t r o n g  v i s i o n  o f  the f u t u r e  ten y e a r s  from 
now. 

With in  a decade, the EM program w i l l  c o n p l e t e  c leanup a t  most s i t e s .  A t  a 
small number o f  s i t e s ,  t r e a t m e n t  w i l l  c o n t i n u e  f o r  the few r ema in ing  waste 
streams. 
p r o j e c t s ,  and act ions taken t o  meet program o b j e c t i v e s .  EN w i l l  implement 
t h i s  vision i n  collaboration w i t h  r e g u l a t o r s  ana s t a k e h o l d e r s .  

T h i s  unifying v i s i o n  will d r i v e  budget d e c i s i o n s ,  sequencing of 

PRINCIPLES 

Achfeving the v i s i o n  will be guided by t h e  fo l lowing  seven p r i n c i p l e s :  

o Eliminate t h e  most urgent risks 
o Reduce mortgay 2nd 2:lzmort costs  t o  free up funds  f o r  f u r t h e r  risk 

r e d u c t i o n  
o Protect worker heqlth and safety 
o Reduce the generation of w a s t e  
o C r e a t e  a collaborative relationsnip between ODE and i t s  r e g u l a t o r s  and 

s t a k e h o i  ders 
o Focus technology developnent OR cast  and r i s k  reduction 
o Integrate waste treatinent and d i s p o s a l  across s i tes  

a 
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.. DEFINITIONS 

' The vision is intended to be simple, clear, and use the plain understanding 
of  words. Nonetheless, to,?nsure that there is no confusion the following 
definitions provide more detail to explain some of the key words or phrases 
used i n  the v i s i o n .  

"Complete cleanup" means that land, facilities, and materials are 
adequately safe to be available for alternative use, based on future land 
use policy decisions, with a minimum cost for long-term surveillance and 
monitoring. Facilittes where only surveillance and maintenance are to be 
perfoned, or where rernedles such as groundwater pump and treat operations 
are i n s t a l 7 4  and operational, or where the Government will retain storage 
responsibilities are considered to be complete for this purpose. 

"Remaining waste streams" include high-level and TRU waste. 

SITE PLANS 

Each site will need t o  develop a 10-year plan i n  a relatively short period. 
We do not want to provide volumes a f  guidance to you for this effort. 
Consequently, the remainder of this short memorandum is designed to provide 
more detail on what each plan should cover and the assumptions and 
considerations that should go i n t o  their preparation. 

site plan should be developed as follows: 

Assume level budgets over the 10-year periad 1997-2006 
(constant 1957 dollars) 
Reflect completion of cleancp by 2006 or earlier if practicable 
Assume optimum regulatory flexibility 
Def ine the s t a t u s  of the site i n  2006 
Make maximum use of information already developed for BEMR, strategic 
p l a n s ,  etc. 
Reduce immediate risks f irst  
Optimize integration across programs and sites 
Make continuous improvements i n  efficiency 
Hake continuous reallocation of resources from support to mission- 
d i  rect act i vi ti es 
Recognize strong stakeholder values 
Use innovative technology to reduce costs and improve effectiveness 
Maximize the use o f  privatization where cost-effective 
Optimize sequencing o f  work w i t h i n  and among sites 

The intent of the IO-yeer plans i s  n o t  to create (L volumincus set pf 
documents b u t  a short set a f  papers and accompanying data t o  faci 1 i t a t e  our 

3 
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decisionmakdng. 
the following documents that each site will develop:\ 

Therefore, the 10-year plans will be primarily based on 

Master budget presentation (Attachment 11) 
Associated output data (Attachment 111) 
Supporting data (Attachment IV) 
An analysis of the 5 top mortgage reduction candidates, a listing of  
the highest risk projects, and privatization opportunities 
(Attachment V ) 
A crosscut analysis  of support c o s t s  using the FMSIC definition 
(For those s i t e s  not previously participating in this work, use your 
existing accounting definition o f  costs to provide a projection of 
support type c o s t s  in the future.) 

@! 0 0 .  

The purpose o f  the planning exercise i s  not to manipulate numbers but to 
develop a creative plan to complete cleanup at m o s t  nuclear sites i n  e . 
decade, to determine which waste streams will not be completed at that 
time, and to decide haw we will.continue to treat them until cur work i s  
fully complete. It Is important to build up t o  the project level to 
understand t h e  impact an risks and mortgage reduction. 

I expect the vision and the 10-year plans to guide our Strategic thinking 
and decisionmaking as well as the performance measures that we w i l l  use to 
monitor our progress during the upcoming decade. We will need to look at 
a11 of  our current management systems and processes to ensure t h a t  they 
support the vision. 1 am looking t o  the EM Bcsiness Management kTuc!ar 
Improvement Team tu expedite this process. 

In addition to the planning process at the sites, which i s  likely t o  focus  
on each site's problems, we also must look 3t the cross-cutting issues that 
will materially affect the 10-year plan. 
across sites or program areas that could help or hinder the xh ievement  o f  
goals.  One s i t e  may need h e l p  from another t o  treat o r  dispose of 
materials; some s i t e s  may be able to offer assistance in treatment capacity 
or some other help. Each site manager should c o n s i d e r  which cross-cutting 
issues are most important, both as a recipient or a provider o f  assistance.  

For example, which issues cut 

I am asking each Deputy Assistant Secretary, Operations Office Manager, and 
Assistant Manager f o r  EM to actively participate in making this challenge a 
success. For overall leadership o f  this effort I have deslgnated 
Gene Schmitt t o  take this responsibility. 
Dan Bericovitz and his s t a f f  on this matter. 

He will work closely with 

Alv in  L .  A h  
Assistant Secretary Cor 

Envi ronmentzi danagement 

6 Attachments 

4 
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July 10-11 Coruorate Forum to discuss rnid-course corrections and crosscut 

July 31 

Aug- Sept 

Sept 25 

Oct 1-2 

Oct 15 

Nov IS 

i s u e s  

S i t e  interim draft o f  10-year 

Reviews of s i t e  plans 

Second iteraticn of 10-year p 

plan due 

an 

Corporate meeting t o  review sites and consolidate plan including 
impact on FY 1997 p l a n s  

Fina’l package prepared 

Findl  FY 1997 and 1998 allocations 

5 
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TEN YEAR VISION: AN END IN SIGHT 

Teleconference with Field Managers 
June 14, 1996 

. As Al said, one of the fundamental reasons he wants to engage you in developing a ten- 
year vision is to ensure that there is a strong basis of Congressional and public support for 
’the Environmental Management program. 

The discretionary spending accounts are going to be scrutinized -- by both Republicans and 
Democrats -- for hundreds of billions of dollars in savings that are needed to reduce the 
deficit. 

As our experience of the last few years bears out, the most dramatic changes in strategy 
have been possible when we have fully engaged stakeholders in the decision-making. At 
Fernald, the Citizens Advisory Board’s recommendations to keep significant quantities of 
waste on-site and to prohibit residential or agricultural uses has enabled managers to 
accelerate clean up and save billions of dollars. 

We must build upon the trust and credibility that we have won over the past few years 
through the success of our public outreach strategies, the advisory boards, stakeholder 
summits, pizza meetings, and other traditional and innovative ways to engage the public. 

First, we are on a very fast track to produce the initial drafts of the ten-year visions for each 
site. Nonetheless, each site must find ways to inform and appropriately engage interested 
stakeholders in the planning process. 

Yesterday we had a teleconference with the public participation coordinators across the 
complex and came up with a suggested approach, thanks in large part to our field strategies: 

1. For our part in Headquarters, we will engage the Public Affairs office and develop a 
campaign strategy for getting the message out nationally about the ten-year vision. Our 
goal will be to explain the problem of the Cold War legacy and the need to address the 
urgent risks, reduce the mortgage, and achieve cleanup goals to the maximum extent 
feasible within a decade. We will try to keep away from Washington-speak and use simple 
enough terms that it is really understood across the country. 

In fact, we have decided to borrow a phrase from Ohio that is already field-tested, “An End 
in Sight”, to communicate the national intent of this endeavor. 

2. For the field, we recommend that you actively inform and engage interested 
stakeholders in the planning process through a variety of mechanisms. Exactly how you 
do this is up to you, but among the activities suggested are: 

a. Call key stakeholders individually now to involve them at the outset of the 
process. 

b. Invite selected stakeholders to join field planning teams (i.e., state and EPA 
regulators, actively interested board members, opinion leaders) 

c. Hold a workshop; use the FY 98 budget stakeholder televideo conference on 
June 26th to explain the process and how they might be involved. 

d. Brief the site specific advisory boards. 

b 
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e. Get some time on local public cable TV. 

3. Both HQ and field need to work to assure stakeholders that key assumptions and 
decisions identified in the plans will be discussed, debated, and resolved collaboratively. 

a. Both field and HQ employees should participate in all hands meeting on June 
19, 1996. (CHECK) 

b. Use WWW pages to display draft plans for comment. 

. c. Utilize conference calls. 

d. Hostlparticipate in debates through satellite/radio/TV 

e. Present site profiles and national issues on TV/radio. 

4. Headquarters will work with the field to identify inter-site issues and opportunities to 
achieve greater cost-savings and efficiencies through collaboration. 

a. Sumharize plans and identify assumptions and decisions needing national 
resolution. 

b. We will be working with a planning group to develop a public participation 
strategy for the National Dialogue. Because of the overlap between the issues to be 
addressed by the National Dialogue and those that are likely to emerge as cross-site 
issues in this process, we plan to use that group for input in what approach may 
make the most sense. The initial planning meeting is tentatively scheduled for the 
second week in July. 

c. Finally, we are planning to ask EMAB to advise us -- both on process issues as 
well as substantively in identifying issues and opportunities across the complex. 
(And here’s John Applegate) 
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O A T € .  2 c JUN 19S5 
REPCVTO Cindy Kel ly  (EM-22)  

SUBJSCi:~.: 

AITN OF! 

Publ i c  P a r t i c i p a t i o n  in Def in ing  a Ten-Year Vision 
. .  

Publ i c  P a r t i c i p a t i o n  C o n t a c t s  TC: 

This i s  t o  recap the c o n f e r e n c e  c a l l s  w i t h  the p u b l i c  p a r t i c i p a t i o n  
c o o r d i n a t o r s  cjn Thursday, June 13, 1996, and the f i e l d  managars on F r i d a y ,  
June 14 ,  1996. The most imned ia t e  commitment o n  your  p a r t  was t o  develop 
publ ic  participation plans for your si te 's  ten-year p l a n s  by Friday,  June 
28, 1996. Please  FAX or send them t o  t he  a t t e n t i o n  of Denise Kotek a t  

. - '  202-586-4622. 

G i v e n  the t i g h t  time f rame f a r  p u t t i n g  together the f i r s t  c u t  a t  a ten-year 
v i s i o n  a t  each s i t e  by July 31, 1996, we a p p r e c i a t e  t h a t  i t  may be 
c h a l l e n g i n g  t o  invo lve  s t a k e h o l d e r s  i n  t he  i n i t i a l  s t a g e s  o f  t h e  process .  
Moreover, we a p p r e c i a t e  the uniqueness  of each site; a 'cookie c u t t e r "  
a p p r o a c n . a c r o s s  t h o  complex w i l l  n o t  work. However, a s  .a f i r s t  s t e p ,  we 1 

suggest t h a t .  f i e l d  managers c a l l  t h e i r  key stakeholders, expla in  the 
p r o c e s s ,  and- a s s u r e  them t h a t  t h e  July 31, 1996, d r a f t  w i l l  bk just t h a t - - a  
beginning p o i n t  f o r  real d i a l o g u e .  

I n  o r d e r  t o  enccurage s t a k e h o l d e r  p a r t i c i p a t i o n ,  ws a t  Headquarters 'will  

Environmental Laboratory ([NEL) wants t o  i nvo lve  t h e  I N E L  c i t i z e n s '  
a d v i s o r y  b o a r d .  Eecause t k e  board w e t s  i n  mid-July and not a g a i n  untJI 
l a t e  September, INEL will submit their ' f inal"  p l a n  i n  September w i t h  the 
board 's  c o m e n t s  a t t a c h e d  b u t  follow s h o r t l y  w i t h  a r e v i s e d  v e r s i o n  
i n c o r p o r a t i n g  recommsndations a s  a p p r o p r i a t e .  

Why. i s  Stakeho lde r  Involvement Important?  

One of  A 1  Alm's  g o a l s  i s  t o  engage and win the support of a b r o a d e r  
spectrum of t h e  American people f o r  the mission o f  c l e a n i n g  up the  l egacy  
o f  t h e  Cold War. Talk ing  abou t  a 75-year program t h a t  is e s t i m a t a d  t o  c o s t  
5230 b i l l i o n  i s  much too a b s t r a c t .  By p u t t i n g  the  program i n  a t e n - y e a r  
p e r s p e c t i v e ,  people w i l l  be a b l e  t o  r e l a t e  t o  I t .  To borrow P h i l  Hamric 
and t h e  Ohio Area Office's winning s logan ,  there i s  'an end i n  s i g h t " .  T h i s  
i n i t i a t i v e  should h e l p  d u r i n g  a pe r iod  of  inc reased  pressure on the budget  
as Congress l ooks  f o r  the hundreds of  billicns of  d o l l a r s  i n  savings needed 
t o  reduce ths d e f i c i t .  

A s  o u r  experience o f  the l a s t  few y e z r s  bears  o u t ,  the  most d r a m a t i c  
changes In s t r a t e g y  have been porribfe when we have .fully engaged 

. s t a k e h o l d e r s  i n . t h a  decisions. A t  Fernald,  the C i t i z e n s  Advisory Board's 
recommendations t o  keep significant quantities of  waste on-site and t o  
p r o h i b i t  residential or a g r i c u l t u r e  uses has enab led  managers t o  a c c e l e r a t e  
c l e a n  u p  and save b i l l i o n s  of d o l l a r s .  

' 

. .  . . .  

t r y  t o  be as f l e x i b l e  a s  p o s s i b l e .  For example, t h e  Idaho N a t i o n a l  ' . . .  

' 

. 

..- 

. .  
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We must  b u i l d  upon t he  trust and c r e d i b i l i t y  t h a t  we have won o v e r  the p a s t  
few y e a r s .  D e s p i t e  t h e  ve ry  f a s t  t r a c k  t o  produce t h e  i n i t i a l  d r a f t s ,  ke 
m u s t  f i n d  w a v s  t o  inform and a p p r o p r i a t e l y  engaqe i n t e r e s t e d  s t a k e h o l d e r s  
i n  t h e  planning prccess .  

Summarv of  Key S t e m  f o r  Headuuarters and the Fie ld  
' For our part i n  Headquar te rs ,  we w i l l  engage the Publ ic  A f f a i r s  bff ice  and 

deve lop  a s t r a t e g y  for g e t t i n g  the message about the  t e n - y e a r  vision out  
n a t i o n a l l y .  
and the need t o  address the  u rgen t  risks, reduce t h o  mortgage,  and ach ieve  
c l eanup  g o a l s  t o  the  maximum e x t e n t  f e a s i b l e  w i t h i n  a decade .  k'e w i l l  t r y  
t o  keep .away from Washington-speak and use s i n p l e  enough terms t h a t  +t f t  
real ly  understood zc ross  the  country. We hope t o  be a b l e . t o  have a v ideo  
o i  A I  A ? m  shar ing  his v i s i o n  t h a t  you can use w i t h  the s t a k e h o l d e r s  ASAP. 

For t h e  f i e l d .  we r e c o m e n d  that you a c t i v e l y  inform and engage i n t e r e s t e d  
s t a k e h o l d e r s  i n  t h e  p lann ing  process t h r o u g h  a v a r i e t y  o f  mechanisms.  
E x a c t l y  how you do t h i s  i s  up t o  you, b u t  among the a c t i v i t i e s  sugges t ed  

a .  Call key s t a k e h o l d e r s  i n d i v i d u a l l y  now t o  invo lve  then a t  the ' 

o u t s e t  o f  t h e  p rocess .  

b .  I n v i t e  s e I e c t e d  s t a k e h o l d e r s  t o  j o i n  f i e l d  p l ann ing .  'LEarns 
(i.e., s t a t e  and €PA r e g u l a t o r s ,  actively i n t e r e s t e d  boa rd  members,. . . 
opinion l e a d e r s )  

Our Goal w i l l  be t o  e x p l a i n  the  problem of t h e  Cold War legacy 

. are: - 

. .  

c .  Hold P workshop; use the FY 98 budget s t a k e h o l d e r  Talevideo 
conference  on Jme  26, 1996, t o  expla in  the process and how they 
might be involved. 

d. Br ie f  the s i t e  s p e c i f i c  adv i so ry  boards.  

e .  G2i some time on local  p u b l i c  c a b l e  rc/. 

Both He and f i e l d  need t o  work t o  a s s u r e  s takeholders  t h a t  key a s s u n p t i o n s  
and d e c i s i o n s  i d e n t i f i e d  i n  t h a  plans w i l l  be d i s c u s s e d ,  d e b a t e d ,  and 
r e s o l v e d  co i l  a b o r a t i v e l y .  

a. B o t h  f i e l d  and HQ eniployees should  p a r t i c i p a t e  i n  a l l  hands 
meeting on June 19, 1396. 

b.  Use World Uide Web pages t o  d i s p l a y  d r a f t  ? fans  f o r  corement. 

c .  U t i l i z e  confe rence  c a l l s .  

d. H o s t / p a r t i c i p a t e  i n  d e b a t e s  thtouah r a t e l l  i t e / r a d i a / r \ l  

e. Present  site prof i 1 es and nat f una I issues o n ,  TV/radi 0 .  

Headquarters w i l l  work w i t h  the f i e l d  t o  identify inter-site issues and 
opportunities t o  acnieve  greater cost-savin;s and e f f i c i e n c i a s  through 
collaboration. 

4 
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a. Summarize plans and identify assumptions and decisions needing 
national resol ution . 
b. We will be working with a planning group to develop a public 
participation strategy for the National Dialogue. Because o f  the 
overlap between the issues to be addressed by the National Dialogue 
and those t h a t  are likely to emerge as cross-site issues i n  this 
process, we plan to use that group for 'input in what approach may 
make the most sense. The initial planning meeting i s  tentatively 
scheduled for the secund week i n  July. 

c. F i n a l l y ,  we are planning to ask EMAB to advise us--both on process 
issues as well as substantively in ident i fy ing  i.ssues and 
opportunities across the complex. 

O f f i c e  of  Intergovetnmental . 
and Pub1 ic Accountahil i t y  

I O  




