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Selection of Subprojects for the Streamlined Approach for Environmental

Restoration Pilot Progect

Distribution

The Department of Energy (DOE) has developed the Streamlined Approach for

Environmental Restoration (SAFER) to help reduce the time and cost of the
environmental restoration process at DOE sites and to improve the

efficiency and effectiveness of environmental decision-making
decision methodology that recognizes and manages the uncertainty inherent
in site remediation. Attachment 1 1s a paper that describes the basic

concepts of SAFER

DOE worked closely with the Environmental Protection Agency (EPA) to advise
them of SAFER and to set up a joint DOE/EPA pilot project that will be used

SAFER 1s a

to implement and evaluate the SAFER process at two or three DOE

subprojects

EPA has agreed to support the SAFER pirlots and to incorporate

them into EPA's overall pilot program currently being pursued under the
auspices of EPA Superfund Accelerated Cleanup Model (SACM)
1s a memorandum from EPA Headquarters to 1ts regional offices encouraging
them to participate 1n the SAFER pilots.

Attachment 2

The purpose of this memorandum 1s to specify the general considerations
that will be used to select the pilot subprojects and to request that
project managers assigned to our eight operations offices,
Field Office, and the Rocky Flats Office begin discussions with the
appropriate Federal and State personnel to identify candidate subprojects
To ensure that SAFER pilots have similar characteristics to SACM pilots,
DOE agreed that the SAFER pilot subprojects would satisfy three critera-

the Fernald

(1) The pi1lot subprojects will be part of National Priorities List (NPL)

sites

Although DOE agreed that its pilot subprojects should be part

of Comprehensive Environmental Response, Compensation, and Liability

Act NPL sites, we strongly believe non-NPL sites or cleanup activities

regulated under the Resource Conservation and Recovery Act and other
environmental restoration activities at DOE facilities would also

benef1t considerably from use of the SAFER process.

however, cannot be part of these initial SAFER pilots.

Those sites, _

(2) DOE, EPA, and cognizant State authorities must all agree on the

candidate subprojects.

1nvolvement in the decision making process.
offices, EPA regional offices, and cognizant State authorities must all

The SAFER process relies heavily on stakeholder
DOE operations and field

be willing participants 1n the pilot and be dedicated to streamlining
the remediation process at the pilot subproject.
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(3) The prolect manager i1n DOF operations and field offices will have
signature authority for primary deliverables under the pilot project
DOE Headquarters has agreed to delegate signature authority for primary
documents to field offices

We anticipate that the SAFER pilots will begin shortly after the beginning
of the new fiscal year. Two teams of DOE and contractor personnel who have
been responsible for developing the SAFER process are committed to assist
implementation at the selected subprojects. To ensure that participants
understand SAFER principles, we anticipate that the pilots will begin with
a 3-day training session at each pilot location.

Project managers at DOE operations and field offices, i1n consultation with
regional EPA officials and cognizant State authorities, should begin
immediately to 1dentify candidate subprojects and to develop information
packages These packages should contain the information in Attachment 3
and be submitted to your Headquarters program manager with a copy to Claude
Magnuson 1n the Regulatory Compliance Division (EM-431) A1l packages must
be submitted within 30 days of the date of this memorandum

Please call Mr Magnuson at (301) 903-7651 1f you have any gquestions
Thank you for your interest in wmproving the environmental restoration

program at DOE ’—*——/”’j;;lriﬁuhvx////
/
//m/ 7 /

Thomas P Grumbly |
Assistant Secretary for Environmental
Restoration and Waste Management
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Attachment 1

PAY 3

THE STREAMLINED APPROACH FOR ENVIRONMENTAL RESTORATION

Thus paper represents the fundamentals of the U.S Department of Energy’s Streamlined Approach for
Enviropmental Restoration (SAFER) process The process 1s a marniage of primary components of the Data
Quality Objecuve process and the Observational Approach to enavironmental restoration Implementauon of
SAFER at hazardous waste sites throughout the DOE complex offers an excellent opportunity for better,

faster cheaper. and safer completion of projects

INTRODUCTION

As part of the effort 1o meet the US Department of
Energy's stated goal of remediating all DOE hazardous waste
sites within 30 vears, DOE has been invesuigaung a vanety of
opportunities 1o perform the environmental restorauon pro-
cess 1 a better, faster, cheaper, and safer way One ofthe most
promusing opportunitics developed to date 1s the Streamlined
Approach for Environmental Restoration (SAFER) Three
DOE offices have been instrumental in providing the financial
and techmcal resources for developing SAFER. The offices
are the Office of Environmental Guidance (EH-23), the Of-
ficz of Program Support within the Office of Environmental
Restoration (EM-43), and the Office of Speaal Projects
within the Office of Technology Development (EM-56)

The SAFER process 1 a integration of the major tenets
of two important imiuatives developed by the US Enwiroon-
mental Protection Agency o plan and conduct environmental
restoration more effectively The tmuatives are the Data Qual-
ity Objective (DQO) process developed by the Quality Assur-
ance Management Staff (1) and the Observauonal A pproach
(OA) for cavironmental restoration developed by the Haz-
ardous Site Control Division (2) DOE has recognized the
benefits of each of the methods and the potenual strength of
a combined process.

The DQO process idenufies the problem and the re-
quired action, defines the quality and quantity of data needed
to resolve the problem, and offers a mechanism for determun-
g "how clean 1s cican * The OA estabhishes the operational
framework for managing the wnherent uncertainty encoun-
tered from site charactenizauon through remediation and the
wnherent uncertainty encountered dunng planning acuviies
By combinng the rwo approaches, the SAFER process meets
the following objectives.

o locrease focus on planming and scoping

e Luink data coliection directly to decision-making

needs

o Exphaitly recognize and manage uncertawty

Learn as planning and remediation proceed

o Converge carlv on a remedy
Ensure parucipation and consensus of key stake-
holders

APPLICATION

The SAFER process 1s divided 1nto three major compo-
nents planning, assessment and selection, and umplementa-
uon (see Fig 1) Below s an overview of the process.

Plannming

The first, and probably most important, step of any pro;-
ect s planning Often, thus step1s descnibed as a necessaryeval,
but expenence has shown that poor planning will lead to poor
project exccution and the consequent wastuing of tume and
resources The first step in planning 1sto develop a concepeual
model of the site The model 1s a summary snapshot of the sue
that wall frame and gude the remedial process. Development
of the model enables the project manager to document pre-
Liminary understanding of the site and to begin identifying
uncertanues about the site The remedial objectrves that
focus on the probable conditions of concern then are devel-
oped, and a preliminary evaluation of nisk 1s perfarmed.

Throughout the planning process, the project manager
will conunuc narrowing the focus of the study to the probable
(r.c., most likely) conditions that need to be addressed. The
other site condiions, or deviations, that mav anse and change
the view of the problem also arc idenufied, and possible
conungenaes for addressing these deviations are developed.

For cnsuring that site decsions are properly framed and
that data collection 1s aigned wath decision-makang needs, 2
deciion rule 1s established for cach project decasion. Al sates
with rehable existing data or relauvely straghtforward con-
ceptual models, a comprebensive deaision rule - Le., one thal
fully incorporates remedial objectives as well as characterza
lion needs-can be developed at the plannung stage, In this way
the SAFER process can accomplish one of the key goals
embedded m EPA's Super-fund Ateelerated Cleanup Mode
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Fig 1. Safer framework.

(SACM) a single pass at data collection. The opportunity to
buld a comprehensive deasion rule 1s one of the primary
streamhining opportunitics offered by SAFER

At sites where there are major uncertamnnes and a com-
plex conceptual model, a single data-collection effort wall not
be feasible At those locations, the mtial decasson rule 1s likely
to focus only on site charactentzzation, deaision rules and data
collection for technology selection and remediation will be
addressed dunng the assessment and selecnon phase

In each case, the deasion rule 1s an acuon-onented state-
ment ("If-Then") that defines data needs and shows how the
data will be used to make deasions. During planning, the
deasion-making stakebolders must estabhsh the accepable
uncertanty they are willing to bive with for cach deasion.
Deasion-error tolerances then are quannfied, and the dea-
sion performance critena arc translated mto data quality
requrements. Plans for optamal data collectson then are de-
veloped to meet the performance and budgetary constraints
of the deasion-makers.

The opportunities for carly action are cvaluated continu-
allv throughout the SAFER process. The acuions can be mt-
ated to reduce nsk at the site, or they may take the form of
hmuted field investigations dessgned to address topscs such as
confirming the probiem statement, esumanng the likelhood
of devianions, or increasing the understanding of the distnbu-
tion of contamunants,

Assessment and Selection

After the work plan 1s developed and approved, feld
actvinies are minated. Samplmg and anatyses are performed

e % -~ o

as speaificd 1n the work plan. The pnmary goal of ths field
acovity 1s not the traditional *full charactenzaton® of the
nature and extent of conmtamination. The focus now 1s or
collecung sufficaent data to support an informed rnisk-manage
meat deasion on whuch remedy appears to be most appropn
ate for the sute (3) The quesuon of data adequacy versus data
compileteness is defined by the senes of decsion rules devel
oped dunng planning,

As data are collected and evaluated, the determination of
whether sufficicat data have been collected to address eact
deasion rule and whether the appropniate deasion rules have
been developed must be made Evaluauon of the data wil
allow the conceptual model to be refined and will confirm the
appropriatencss of the deasion rules. If changes to the dea
sion rules are requured, the project manager will need tc
reconsidcer the appropnate planning steps.

As data are evaluated, the project team rust contnually
focus on the next set of decisions that have to be made
Deasion rules mntially arc focused on data collection, and a
more 15 learned about the site, rules are developed for tech
nology evaluation (e.g., treatabiity studies) and remedhatior
(cleanup levels). The appropnate data collection actvities for
cach additsonal decision also are establshed. Speafic actions
resulnng from cach decsion then are i1dentsfied, and the
acceptable uncertamty 1n these deasions are estabhished te
assist m designung data collection,

Remedual technologies then are cvaluated, and a nar
rowed sct of remedial alternatives 15 developed. A detailec
analyus of the alternatrves 1s performed. A report focusing ot
the probabie condihons at the sute, which also includes ¢
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discussion of rcasonable deviations and associated contin-
gencv plans, 1s prepared  The appropriate decision-makers
then select a remedy, including conceptual contingency plans

Implementation

After the preferred remedial alternanve 1s selected, the
remedy, the associated conungency pians and the monitoring
plan arc acvelopcd Additional data mav be required at this
point and mav 1aclude bench and pilot studies or samphing to
confirm the sclected monitoring parameters A design based
on the idenufied probable conditions 1s completed, and an
appropniate level of design for cach contingencv 1s deter-
mined according to 1) probabilitv of occurrence, 2) lead ume
for impiementation, 3) effect of occurrence, and 4) cost of
separate development

Extremely important 1s developing a monitoring system
that epables the project manager to determune o cicanup
crucna have beco met and to evaluate technology perfor-
mance and site conditions. Duning the operauon of the reme-
dial svstem, a properly designed monitonng program walt
enable the project manager to determine if remediation has
been compicted and if a deviation has been detected, thus
causing a conuingency plan to be implemented

FUTURE ACTIVITIES

DOE Headquarters 1s continuing cfforts Lo educate the

field offices about the benefits of applying the SAFER process
at sites at their facihies Several training sessions are sched-
uled at sites throughout the complex. A training team from

Headquaners wall boid a two-dav workshop that preseats the
concepts of SAFER 1n an interactive - lecture 20d casc-studv
format for DOE. contractor, and regulator staff. The training
tcam also will work wath site project personnel to assist them
in applving the SAFER process at speaific operable uans at
therr facihies
DOE and EPA also are planning to participate wn several
prlot studies Candidate sites will be chosen by EPA regonal
state staff and DOE ficld stafl DOE wall provide technical
support staff for each pilot-site 10 assist 1 such actuvities as
scoping, techmcal review of documents, and communicaung
the SAFER process to nicrestied community parucpants.
DOE and EPA also wall develop measures of success 1o assast
them 1o determining the exact bencfits denved from um-
plemeating the SAFER process
REFERENCES
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