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Department of Energy (POE) and New Mexico Environment Department
(NMED) Senior Management Meeting

E. Kelley, Director, Water and Waste Management, NMED

T. Todd, Area Manager, LAAO

T. Baca, Program Director, Environmental Management Program Qffice, J591,
LANL

M. Zamorski, Acting Area Manager, KAO

R. Lynch, Director, Environmental information & Technology Center, MS 0701,
SNUNM

As | previously communicated to you, Mark Weidler, Secretary, NMED, and |
have agreed to a meeting of senior managers from the DOE, Albuquerque
Operations Office (AL), its laboratories, and the NMED to define a means for
our agencles to more efficiently and effectively achieve environmental cleanup
for the citizens of New Mexico. This meeting is scheduled for December 5,
1997, at the inn of the Governors (Kiva Room) in Santa Fe from 8:30 a.m. to
3:30 p.m (agenda attached). Yourinput and participation is essential in making
this meeting a success.

Let me request, once again, that you consider doing the following in
preparation for the meeting:

« Read the attached short paper that explains some means to improve the
communication and coliaboration between federal and state agencies while
maintaining each agency's roles and responsibilities.

» Think of areas where we could focus more attention an building a “High
Performing Team" befween our organizations and agencles to collectively
meet our common objectives for environmental cleanup.

+ Consider the possibility of a common goal, either qualitative or quantitative,
that we might agree to.
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. Addressees 2 November 26, 1997
A professional facilitator, Laurie Boucher, will facilitate this meeting. You can

direct any questions regarding meeting logistics to George Razel, of my staff, at
845-4311. | look forward to a productive meeting for us all.

L Do

hn G. Themelis
Acting Assistant Manager
Office of Environment/Project
Management
2 Aftachments
cc w/attachment:
Mark Weidler

New Mexico Environment Department
P. Q. Box 26110

Santa Fe, NM . 87502

George Rael, ERD, AL
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“Determine how NMED & DOE (AL, UC, & Lockheed) can work better
together to clean Los Alamos and Sandia National Labs for the

citizens of New Mexico.”

December 5, 1997

8:30am to 3:30pm
Agenda
Subject Action
Welcome/intros & Process Laurie

NMED/DOE Expectations for this Mtg  Mark/John

What is Success for DOE's Cleanup?  Discussion

Break ALL

Joint Development: Goal & Vision Discussion

What are the Barriers? Discussion

Lunch: Reservations at Hotel Restaurant

Continued Partnering Initiatives Discussion
Document of Understanding

Quarterly Meetings w/Senior Mgmt
High Performing Teams

Next Steps Discussion

Time

15 mins
20 mins
45 mins
18 mins
100 mins
30 mins
75 mins

60 mins

30 mins
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USING INTER-AGENCY COLLABORATIVE
DECISION-MAKING TO ACCELERATE
ENVIRONMENTAL CLEANUP

“Improving communications is critica! to achieving the DOE 's goal
aof completing cleanup at most sites within a decade,”

Alvin L. Alm, Assistant Secretary for Environmental Management. United States Deparment of Energy

Steven A. Herman. Assistant Administrator, Office of Enforcement and Compliance Assurance, and
Timothy Fields. Jr., Acting Assistant Administraror, Office of Solid Waste and Emergency Respanse,
United Stares Environmental Protection Agency

The U.S. Department of Energy (DOE) is
facing the challenge of environmental
¢cleanup for the majority of this Nation's
nuclear legacy by the vear 2006. Success
depends on valid, cost-effective technical
strategies that are accepted in a timely
manner by the appropriate Federal and
State regulatory agencies. Collaborative
decision-making provides a means to
achieve this goal.

Collaborative decision-making among
DOE, EPA, and Stare cnvironmenral
agencies creates a sense of shared
ownership of the cleanup process. while
preserving each agency’s individual role.
Working together also leads 10 improved
technical approaches that are more readily
accepred by the regulatory agencies.

Collaborative decision-making:
« Improves the ability of Federal and
State agencies to achieve their

respectve missions:

¢ Helps meet compliance commitments
with fewer dollars:

* Prevents lengthy and costly legal
disputes;

« Enhances these agencies’
commitment for joint problem
solving;

¢ Helps develop the foundation for
more ecffecive communpication
between Federal and State agencies;
and

» Ephances existing partnerships
outlined in cleanup and compliance
agreements,

DOE has successfully used this approach
to streamline the regulatory process and
create cost-efficiencies at the Hanford
Site. Examples include:

¢ Revising tri-party agreement (TPA)
milestones to achieve cost savings of
approximarely $90 million (TWRS);

o Accelerating DOE  Headquarter's
review of a Record of Decision
(ROD) by 20% (TWRS);
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«  Developing innovative approaches
and cost-efficiencies to achieve
savings of over $200 million (100BC
Area Cleanup).

Both DOE and the U.S. Environmental
Protecuon Agency (EPA) endorse
collaborative  decision-making, as
illustrated in the jointdy issued guidance
dtled “Improving Communication to
Achieve Collaborative Decision-Making
at Department of Energy Sites™ (1997).

There may be opportunities at sites across
the DOE complex to use collaborative
decision-making. Collaborative decision-
making is best applied where work groups
have similar goals. interdependencies
naturally exist between the involved
parties (any one group cannot achieve the
goals independently), and a defined need
exists, such as meeting the requirements
of a legal cleanup agreement.

Interagency collaborative decision-making
has been used for:

« High cost. high visibility, and high
risk site cleanups;

« Complex technical issues with a
broad impact;

« Site programs with complex and

overlapping regulatory requirements;
and

+ Joint interagency development of a
technical strategy for a time-critical
ROD.

The process of interagency collaborative
decision-making involves three distinet
components: start-up rasks. management
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team tasks, and project team tasks (see
Figure 1). Each site then tailors these
components to meet their specific needs.

Start-up tasks involve an inmitial
assessment to determine if collaborative
decision-making is warranted or could
benefit the site program.  Because
collaborative decision-making can be
applied at any level within the
organjzation, managernent or project staff
can conduct this assessment; however, it is
essentiai that senior level management
publicly advocate this approach. One of
the bast options for initiating change in
working relationships berween agencies
is for senior management to publicly
mode} the behavior they intend ta create at
lower levels within the organization,

The management and project team tasks
involve developing new skills in working
productively and efficiently on cross-
disciplinary or interagency teams. Justas
engineers and scientists obtain technical
training, they also require training in
communication, conflict resolution, and
meeting management. Research clearly
indicates there is a science 1o people
working together productively. Because
misundersiandings,  conflicts. and
breskdowns in communicafion are
inevitable when people work together, itis
important to train working groups to
effectively  communicate,  resolve
conflicts. and manage roeetings.
Participation of key represenratives of
Federal and State agencies in these team-
building workshops also demonstrates
each  agency’s  commitment (o
collaborative decision-making.

As shown in Figure 1. workshops are
often followed by monthly or bi-monthly
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meetings attended by designated agency
representatives. These meetings serve as
opportunities for the exchange of
appropriate inforrnation, the development
of proactive and innovative approaches to
sweamline the work flow between the
different organizations or agencies, and
joint  decision-mzking,  effectively
accelerating environmental cleanup.

DOE's Office of Environmental and
Regulatory Analysis (EM-75) provides the
following technical assistance:

« Qualified expertise to support the
sites as they develop or enhance
parmerships between Federal and
State agencies;

+ DOE guidance on successful, long-
term interagency parmerships as a
means to improve environmental
regulatory compliance; and

+  The collection and dissemination of
lessons-learned on  interagency
collaborative decision-malidng.

FOR INFORMATION CONTACT:

Martha Crosland, Director

Office of Environmental and Regulatory
Analysis (EM-75); DOE Headquarters
Telephone: (202) 586-5793

martha crosland@hq.doe.gov

OR SEE:
The collaboradve decision-making

component of the EM-75 Home Page
hup://www.em.doe.gov/em75/ index.html
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Figure 1

A DOE Interagency Caoliaborative
Decision-Making Approach

6S:L0 (T (A R7-.AON

START-UP TASKS

Assess if the
approach could
benefit the sita
program

Assess if goals of
various parlies are
similar

Obtain senior
manageament buy-in
and participation
ldenlify parinering
sponsors

Decide who needs to
parlicipate in
padnering workshop
Selecl a qualified
team builder

Conduct a meeling of
the principles of each

agency

SENIOR MANAGEMENT TEAM TASKS

Participale in senior management
partnering workshop

Develop senior management team
Establish leam mission

Conduct senior management partnering
meeting

Eslablish basic meeting management
practices

Eslablish leam goals {likeiy to be
qualitalive)

Measure progress

Assess sita-specific program where
parinering could be most beneficial
Decide who needs lo participale in staff-
level parinering werkshop

Establish and communicate decision-
making authority to staff-lgvel team
Resolve issues identified by staff-level
team

—]

STAFF-LEVEL TEAM TASKS

- Participate in staff-level partnering

»

workshop

Develop a “core decision-making team”
Clarify roles and responsibilities
Establish team missian

Conduct team meelings (facililated
meetings focused on direct project work)

Establish basic meeting management
practices

Eslablish team goals {likely to be
quantilalive}

Establish baseline against which goals
are measured

Measure progress

Report progress o senior managament
leam

Assess team development

OUTCOMES
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DUTCOMES

* Engures consislent direction (o slaff-level leam

* Increases lkelihood that duplicative work will be
eliminated

+ Explores and adopls coordinated approsches

OUTCOMES

¢ Increases understanding of
whalis possible through
paitnaring

*+ Reduces likellhood of any
rework requlred to educale
key personnel on componenis
of partnering

* Reduces document review periods

» Accelerates agreemant on reporls and documents

+ Ensures early and conlinuous pariicipation by
regulators

+ Degvelops consistent lechnical approachas

+ Focuses on1echnical and regulatory Issues, not
personalities
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