














Another significant benefit of implementing this PMP is that it will substantially resolve
issues underlying the Draft Administrative Order and the Determination of Imminent
and Substantial Endangerment that DOE and UC received from NMED in May 2002.
The Draft Order and the accompanying Determination refer to a need for sustained
funding of cleanup projects and to potential impacts to drinking water supplies through
the groundwater pathway. This PMP addresses these issues by advancing groundwater
protection, reducing the highest-priority risks to the public and the environment, and
calling for the appropriate funding to accomplish these goals.
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Section 5 presents specific reforms and management strategies for implementing the
PMP initiatives.

Section 6 discusses the regulatory framework that exists at LANL and specific needs to
help acceleration.

Section 7 details cost and schedule profiles for the initiatives.

The appendices contain detailed information on government-furnished activities,
responsibilities matrix, and the Letter of Intent.

1.3 Development of the Accelerated Cleanup Proposal
Senior Management Steering Committee

DOE and UC have followed a disciplined process to develop and refine the elements of
this PMP and to establish the commitments necessary for implementing accelerated
plans. The primary development of this PMP was made by the Senior Management
Steering Committee (SMSC) that consists of DOE, NMED, EPA, and contractor
managers for DOE sites in New Mexico (LANL and Sandia National Laboratory [SNL]
fac ties). The SMSC is chartered to provide leadership and guidance to its staff in
removing barriers and achieving completion of cleanup objectives.

Letter of Intent

Appendix C contains the May 2002 Letter of Intent signed by DOE, NMED, and EPA
Region VI." is letter, directed to both LANL and SNL, set forth the following key
commitments:

e Accelerate risk reduction of groundwater and soil contamination as well as
legacy waste;

¢ Define regulatory endpoints;

e Continue partnerships;

e Shorten review periods and provide timely decisions;

e Streamline internal processes for quality control and quality assurance.

Stakeholder and Public Interactions

Proposal development also included two focused interactions with the public,
government officials, and stakeholders, including a session with the Northern New
Mexico Citizens’ Advisory Board (NNMCAB). Feedback from these interactions has been
incorporated into this PMP, and commitments exist for ongoing inclusion of stakeholders
and the public in the development and implementation of PMP initiatives. These plans
include posting the PMP on the Internet, making it available in reading rooms, delivering
it to the NNMCAB, and sending it by email to interested parties. Comments received
during the development of accelerated plans will be included as the PMP is updated.
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operating permit (Hazardous Waste Facility Permit) to LANL in 1989, and the EPA
issued a corrective action permit for HSWA in 1994 that is administered by NMED.

Much has already been accomplished: retrieval, characterization, and repackaging of
legacy wastes and cleanup of major waste sites, including a landfill containing igh-
explosives, a PCB-contaminated storage area, and plutonium-contaminated sediments
where Manhattan-era waste effluents were released. However, substantial wo:

remains to be done, including final disposition of legacy wastes, particularly shipment
of legacy TRU wastes from LANL to the Waste Isolation Pilot Plant (WIPP), and
conducting corrective actions for groundwater, remaining landfills, and numerous
surface waste sites on mesa tops and in canyons spread over LANL's 43 square mile
area. Current plans call for completing this work by 2030. This PMP sets forth strategies
for using the best available business practices and commensurate funding to accelerate
completion to 2015 at a cost savings of $950 million.
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3.0 SHARED VISION FOR ACCELERATING CLEANUP AT LANL.

The DOE, NMED, EPA, with input from stakeholders and the public, have developed a
shared vision for risk reduction and environmental stewardship of LANL by
accelerating the completion of the EM program by seventeen years—from 2030 to 2015.

The shared vision focuses on reducing, first, the greatest risks to the public, workers
and the environment from stored legacy wastes and from historically contaminated
sites. The Letter of Intent signed by DOE, NMED, and EPA describes the priorities and
principles that make up a common strategy for acceleration and completion of EM work
at LANL.

The strategy includes acce___ iting the disposition of legacy TRU waste through
characterization and packaging efficiencies and by focusing first on early shipment of
the ~5% of waste volume that makes up ~60% of the risk associated with legacy wastes.
It includes applying contaminant-control measures, such as permeable reactive barriers
in shallow groundwater to protect regional drinking water supplies and completing
corrective actions in the public areas outside of LANL’s boundaries. These pul c areas
include residential, business, and recreation areas where any historic waste issues tend
to become high priority because of the proximity of waste sites to the public. The
strategy focuses resources on completing cleanups using an already establishe
aggregate/ watershed approach that, with sufficient up-front investment, is the most
efficient and cost-effective way of completing work at numerous sites spread over
watershed areas.

The risk reduction strategy results in a completion of the EM program at LANL by 2015,
with NNSA assuming responsibility for LTES as major milestones are achieved from
2003-2015.

The strategy contains three specific initiatives:
o Accelerated disposition of all legacy TRU and mixed waste by 2010;

* Accelerated groundwater characterization, monitoring, and source control
assuring regional aquifer protection by 2007; and

* Accelerated environmental restoration through completion of all corrective
actions by 2015.

The Accelerated Legacy Waste Disposition Initiative has three major goals. These are
(1) completion of all legacy mixed and TRU WD activities by 2010, (2) shipping 12,000
cubic meters (1500 shipments) of TRU wastes to WIPP, and (3) returning to NNSA in
2010 continued LTES for the LANL Treatment Storage and Disposal facility (Technical
Area [TA-54]) for newly generated WD.
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The Accelerated Groundwater Protection Initiative has three major goals. They are

(1) complete the Hydrogeologic Workplan characterization of the regional groundwater
and shallow aquifers by 2005, (2) complete monitoring well construction by 2007, and
(3) establish contaminant control at the highest-priority shallow groundwater sites by
2005. Monitoring and maintenance after these dates will transition to NNSA through
the LTES program.

The Accelerated Environmental Restoration Initiative has three objectives. They are
(1) completion of high-priority remedies in Los Alamos/Pueblo Watershed, including
land transfer parcels, by 2008, (2) completion of remedy implementation on material
disposal areas by 2008, and (3) completion of all other ER activities at LANL by 2015.
Monitoring and maintenance after these dates will transition to NNSA through the
LTES program.
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Control of Groundwater Contamination

Elevated contaminant levels currently exist in shallow (canyon bottom) alluvial systems
that could spread to deep groundwater bodies such as the regional aquifer that serves
as the primary drinking water supply to LANL and surrounding communities.
Preliminary analysis indicates potentially rapid (10-50 year) travel times exist at some
LANL locations between surface waters and the deeper regional aquifer. The
Accelerated Cleanup proposal addresses the problem of elevated contamination in
certain canyon-bottom groundwater locations (specifically in Mortandad and Los
Alamos Canyons) through the use of permeable reactive barrier technologies to control
the migration of contamination. The reactive barrier technology is being designed to act
as a physical barrier within the alluvial groundwater zones within selected canyon
bottoms. The barriers consist of materials that chemically and physically react with
contaminants of concern to eliminate and/or reduce migration beyond these areas of
the canyons. A site-specific permeable reactive barrier design (along with some field
work) will be completed for Mortandad Canyon in FY02.

The project design indicates that LANL’s steep, confined canyons are ideal for using
permeable reactive technologies. However, as these barriers are constructed, they will
be evaluated for effectiveness in controlling contaminants, and a range of poss le
measures will continue to be considered to meet contaminant control objectives.

Benefits of controlling the spread of elevated contamination include

e reduced characterization and analysis costs (reduced effort of “proving”
monitored natural attenuation will be sufficient in a highly complex
hydrogeologic setting);

e reduced risk and perceived risk, through a proactive measure to address a major
regulatory and public concern; and

e stimulating endpoint focus for groundwater by implementing the first steps in a
graded approach.

Monitoring

Groundwater monitoring is a key element of the EM end-state for groundwater at LANL.
Monitoring and monitored natural attenuation are expected to be the primary elements
of the remedies for most contaminated groundwater locations at LANL. A substantial
amount of groundwater monitoring is expected in the LTES program for LANL.

Table 4-1 summarizes the groundwater monitoring requirements that are applicable at
LANL.
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5.0 MANAGEMENT STRATEGIES

In order to accelerate and complete WD and environmental restoration activities,
significant changes in practices at UC, DOE, and regulator offices must be
accomplished. These changes, discussed below address UC/LANL process changes,
DOE project management and execution changes, and integration with NNSA since
LANL is a site operated for NNSA. Finally, the stakeholder and public involvement
process in the acceleration planning is discussed. The regulatory process changes are
described in Chapter 6.

5.1 UC/LANL Changes to Support Acceleration

The UC/LANL has already made, and proposes to make, additional, substantial
changes in its business practices to enhance progress in both ™™ and legacy WD.
Business processes are being changed to increase efficiency, eliminate redundancy, and
apply innovations from lessons learned on ER and WD projects. ...ese changes have
been in progress since a major reorganization at LANL in the spring of 2002, which is
fundamentally changing the LANL ER approach to undertaking cleanup actions.

5.1.1 Business Practice Changes
Specific reforms include

e Changing acquisition strategies to align with the watershed / aggregate approach
and allow larger tasks/scopes of work to be subcontracted on a turnkey basis.

e Having new subcontracts with incentive clauses that specify unit-priced and
fixed-priced requirements that are completely performance based.

e Establishing new increased targets for subcontracting turnkey geotechnical and
remediation services.

¢ Partnering with the Carlsbad Field Office (CBFO) to supplement site capability
with needed characterization units to accelerate the certification for shipment of
TRU waste.

5.1.2 Organizational Changes to Accelerate EM Program Completion

In the spring of 2002, LANL made significant organizational changes to improve
accountability and productivity. All ER and WD activities were reassigned from LANL
R&D directorates to the Operations directorate to ensure accelerated completion of EM
programs. One of the primary drivers for these changes was to consolidate all
environmental compliance activities within LANL, an NNSA site operating in
compliance with RCRA permits. Realignment of LANL infrastructure ensures that EM
supports only its proportional share of environmental work and that funded projects
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are integrated where appropriate. The following specific changes are underway to
support accelerated environmental cleanup and WD:

e ER, WD, as well as all compliance programs are now the mission of one ANL
Division, Risk Reduction and Environmental Stewardship (RRES), and LANL has
vested the institutional authority for ER and WD in the RRES Division Leader.

e QOutreach and communication have been centralized at the RRES Division Office
and streamlined using L/ [L Communication and External Relations as its
primary support.

¢ The ER Project Sample Management Office (SMO) was elevated to the LANL
SMO for all environmental programs without increasing staff by consolidating
analytical chemistry subcontracting and by using a single process for chain-of-
custody.

¢ Database management and information technology are being streamlined using
standardization processes to support all RRES activities and to complete ongoing
data automation improvements supporting WIPP shipment “data packages.”

e A senior business acquisition manager now reports to the R™™% Division Leader
on the acquisition and management of all ER and WD contracts, and
procurement for ER and WD was consolidated within a smaller but more
experienced business team.

5.2 Changed DOE Project DoE LANL ER Project
Management and Execution
Approval of Prepare/Review
Historically, EM reported at a very detailed Funding 5| TeskPans
level (work-breakdown structure [WBS] e edooie TaskiSubproject Level

Level 9). The new reporting structure for ER Sysem Level
established a DOE Federal Project Manager
(FPM) and streamlined reporting is
implemented based on DOE Order 413.3. Ao She oo
This process has been successfully Eidiirsiouisd ‘—’
implemented by DOE at LANL for the

completion of the Cerro Grande

Rehabilitation Program. No -

Approved

Approved

Prepare Request for
Project Authorization

Y

Taek Afyltitael | aval

A work authorization process will be
implemented to for1 "y approve discrete
work elements identified within the ER
baseline. This process will allow individual or
multiple WBS elements to be approved, Execute Work
managed, and controlled by the FPMs, as
shown in Figure 5-1.

Issue Work
Authorization and
Open Program Codes

Yes

Y

Figure 5-1. Work authorization process
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DOE/NNSA has assigned FPMs from NNSA-Office of Los Alamos Site Operations to
ER and legacy waste projects. FPMs are responsible for the DOE onsite management
related to the ER Project and are the lead DOE point of contact at Los Alamos for the
project. Additionally, the FPM maintains close communications and coordination with
the LANL Project team to provide the support, guidance, and approval required to
assure success of the project. Among other responsibilities, the FPM has project
ownership responsibility, serves as primary project advocate, resolves performance
issues, and oversees development of the acquisition strategy for project work.

5.3 Integration with NNSA

The LTES strategy/ process incorporates existing and emerging guidance from EPA and
DOE on risk-based decision-making, streamlined corrective-action programs, integrated
environmental management systems, and long-term environmental stewardship. It
integrates environmental protection activities into the DOE mandated Laboratory’s core
national-security mission to formalize the Laboratory’s commitment to restore and
protect the environment from detriment associated with past, present and future
operations.

NNGSA is the responsible landlord at LANL and, prior to development of this PMP, has
participated in LANL's environmental restoration and TRU WD activities in
meaningful ways. '

Because the landlord is responsible for maintaining a monitoring and surveillance
program for the site, the Office of Los Alamos Site Operations (OLASO) oversees the
ES&H programs at LANL. As EM activities are completed and regulatory status moves
‘from corrective action to LTES, funding for these obligatory activities will shift from EM
to NNSA. OLASO will continue to be the DOE LTES organizational element.

Prior to 1998, the waste management operations at LANL were developed and
managed by EM. In 1998, funding for the characterization, treatment, and disposal of
newly generated waste transitioned from EM to NNSA. At that time, the funding for
waste facilities was also transferred to NNSA. Currently at LANL, EM and NNSA share
the waste facility costs, and NNSA funds the core capabilities for TRU waste
characterization.

NNSA is the landlord and responsible Agency for ongoing operations at LANL, and
participation in Accelerated Cleanup will benefit NNSA by reducing programmatic
risks to LANL missions. In addition, the changes in UC and DOE business practices and
organizational structure will allow increased efficiencies and cost savings for NNSA
operations at LANL.
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5.4 Stakeholder and Public Involvement

Key stakeholders such as the New Mexico Tribes/Pueblos, county governments, federal
and state agencies, community leaders, interest groups, and the public have been
regularly involved in LANL legacy waste and environmental restoration activities
through the Northern New Mexico Citizen’s Advisory Board and through focused
meetings on waste management and cleanup decisions. These interactions will continue
in the future, and accelerated projects will go through public review and comment
processes according to the legal requirements and the outreach practices that have
already been established at LANL. The accelerated proposal does not call for shortening
public review times or lessening public input opportunities in any way.

One of the keys to public input is the NNMCAB whose charter calls for providing
recommendations to DOE on EM work at LANL. The Board has interacted with DOE,
NNSA and UC concerning the accelerated proposal primarily its ER Committee, Waste
Management Committee, and Environmental Monitoring and Surveillance Committee.
Through these mechanisms, the DOE expects to receive ongoing input on accelerated
cleanup plans and implementation.
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Agreements between DOE, UC, and NMED for corrective action emphasize
e risk-based approach,
e effective permit modification,
e EPA’s watershe management approach, and

¢ DOE/UC/NMED/EPA team approach.

Regulatory Partnering Teams

Several management teams already exist consisting of members of the DOE, UC,
NMED, and EPA. These teams will be instrumental in implementing the Accelerated
Cleanup projects. These management teams, and their hierarchy, are depicted in Figure
6-1. The Senior Management Steering Committee, consisting of high level managers,
will oversee continued development and execution of accelerated cleanup at LANL. The
Management Coordination Team for LANL consists of the UC and DOE project
managers for ER and the Chiefs of the NMED Hazardous Waste Bureau and DOE
Oversight Bureau. The Groundwater Core Team consists of senior DOE, UC, and
NMED managers who oversee groundwater activities at LANL.

Senior Management Steering Committee

ugs

ER Management Groundwater Core Team
Coordination Team

LN

Figure 6-1. Hierarchy of DOE-UC-NMED-EPA Partnering Teams
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7.0 COST, FUNDING, AND SCHEDULE

This section presents the current estimated
life-cycle costs and schedule for completing
cleanup and dispositioning legacy TRU waste
and compares it with the Accelerated Cleanup

life-cycle baseline costs and schedule. * Reduce costs for completion by $950
million

LANL accelerated cleanup initiatives will
o Accelerate ER’s completion by 15 years
o  Accelerate WD completion by 20 years

7.1 Comparison of Funding Profiles:
Existing Baseline vs Accelerated Cleanup Baseline

The current life-cycle cost for completing cleanup and dispositioning legacy TRU waste
at LANL is presented in Figure 7-1. This profile does not reflect the efficiencies that are
possible when work is planned and executed according to the reforms proposed in this
PMP. The current profile reflects lower annual levels of funding between FY03 and
FY10, resulting in reduced efficiency in program execution. The existing profile also
fails to reflect the reformed business practices that UC and the DOE have implemented
to position LANL to respond effectively and efficiently to this plan. By increasing EM
funding for LANL in the short term, the overall life-cycle cost of cleanup and waste
disposition will be reduced substantially and will ultimately afford the DOE greater
flexibility in responding to emerging federal priorities.

Funding requirements for implementing this PMP are shown in Figure 7-1, including
the current LANL baseline. The Accelerated Cleanup baseline is superimposed. A
savings of $950 million can be realized if LANL’s Accelerated Cleanup proposal is
implemented in its entirety.

Figure 7-1 also shows schedule acceleration with a total EM program acceleration of
15 years from 2030 to 2015. Specifically, the ER schedule is accelerated by 15 years from
2030 to 2015 and the WD schedule is accelerated 20 years from 2030 to 2010.

7.2 Accelerated Cleanup Schedule

The critical path for the completion of all EM activities at LANL by 2015 is comprised of
three major initiatives:

e Legacy TRU and mixed low-level waste initiative,
¢ Groundwater protection initiative, and
¢ Environmental Restoration initiative.

The master schedule for the entire Accelerated Cleanup project will be prepared based
on detailed critical path activities within each initiative. A high-level summary schedule
is provided in Figure 7-2.
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