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OVERVIEW
DOE Otfice of the inspector General
Labor Utiization Audit st the WIPP
March 24, 1984

The DOE Office of the inspector General {01G) Western Regional Office In
Albuquerqus conducted an audit of labor utitization st the WIPP. The QIG sudit leated
from May 28, 1992, through March 31, 1883, An exit conferencs was held with the
OOE Carisbad Arsa Office (CAQ) manager on Janvary 18, 1994, snd the final report
from this sudit wes lasusd on Februsry 13, 1894, aimost one year after audit
conclusion. The CAO did not sgres with the finding and recommendations of the
report.

At the request of the CAQ, the OIG and tha DOE initiated s more intensive sxamination
of WIPP staffing/funding in light of current operstions! snd reguistory requirements.
The sudit team is composed of auditors assigned by the Inspector General,

augmented by managemaent and technics! experts selectsd by the Inspector General,
The sudit objectives are as follows:

- Review relevant baseline data to arrive at # "working® baseline for audit
PUIPOSes.

- Ensure that the bassline reflects current program and opersting poficles,
perticulaty the October 1993 revised test strategy, which focuses efforts
in tha immediate future on regulatory compliance, rather than on-site
redicactive wasts testing.

- ldentity ureas whaere spacific cost reductions can be made, consistent
with the revised baseling and mission. These sreas may include, among
others, vahidstion of job skills required, vaiidsting poasition requiremnents,
sppropriate span of control, requiremants and cost-sffectivensss of
training, productivity improvemaents, and overhesd and support costs.

An gverview of the first labor utilization sudit report is as follows:
The stated audit objectives wers to determing whethar:
(1) The WIPP used persannel efficiently

12} The WiPP Contingancy Plan could ssaist management in deciding whaethar to
reduce operations during deisys in bringing waste to the WIPP

Note: The Contingency Plan, developed in June 1891, is a documant
delinesting steps 1o e taken If land withdrawal legisistion failed to pass. The
plan considered delays t0 receipt of wasts and sseociated costs with ramp up
and ramp down. The Contingency Plan iz irrelevant to the currant situation.

The audit scope covered statfing levels and manpower estimates from 1988 to 1994 in
five Westinghouse sections, representing slightly over 100 full-time employses.
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Overall, the WIPP does not conour with the finding and the three recommendations
made by the O0iG and submits that many of the statements presented as fact are
incorrect, and that the conclusions drawn from those statements are not velld.
Additonally, the WIPP notes that the sudit broadened in scope andfor visw without
the benefit of sdditions! on-site inspection or conference with the approprists WIPP
people.

Frst and foramost, 33 mandated by Congreas (PL 86-1€4), the WIPP ig & research
and developmaent facility intended to demonstrate the safe disgosal, in deep geologic
formations, of mixed wastes genersted by the Government's defenss activities. While
the WIPP can and should do everything in its authority to meet the technical
requirements of the WIPP, such a resesrch and dsvelopment praject cannot be
eoxpectad to plan for the polltical changes and legal challenges that occur with no
significant rea! notice or sxpectation. The luxury of hindsight Is not afforded to tha
WIPP. The WIPP belleves that decisions it made were valid. They were based on
best business practices snd given informstion avallable at ths dme declsions were
made. To sudit based on hindsight diminishes what wers very velid business
decisions.

To lustrate this point, consider the last psragraph of the “Background” section of the
report. This pwagraph cites tha recent decision by the DOE to conduct radioactive
tests at 8 location other than the WIPP. Considering that the audit was conducted
from May 1882 through March 1883, an October 1983 DOE decision to conduct the
above-mentioned test eisewhere cannot possibly bs construed as a trigger to
impiement the Contingency Plan. The WIPP understands that sverything ls
background when one looks back from today. The WIPP belisves that the OIG should
have audited the WIPP to what It knew and could control during the time frame in
which the decisions wers mads and the milsstones created. Thus, many of the large
s3vings e O1G claims the WIPP would have realized could have only been possible if
the five-year delwy in the Contingency Plan had occurred five ysars sgo.

The other genersl observation concerns the fact that only 8 portion of the WIPP
Project, namely Westinghouse, was sudited in this sudit, yet the report uses totsl
project costs when stating potential cost ssvings. Westinghouse utilizes lass than half
of the WIPP Project funding on an snnual basis. Tha raport jumps from
Wastinghouse-specific funding to overall WIPP Project funding in severs| sreas. This
causes significant problems (n addressing the issues the report reises snd will not
properdy inform the uneducated reader of the report.

It is very obvious to the WIPP that all parties concerned with this sudit ars struggling
with dsted documents and continuously shifting events that impact the WiPP's
opening. The WIPP believas that the current review by the 0IG will be the beat
opportunity to resolve the misunderstandings contained In the recently released report.

The single finding and the three recommaendations of the report sre summarized
below:

Findging: When g project experiences operational delays for saveral yeers, sn
expectation srises that staffing levels will be reduced. Daspite the WIPP’s inabllity over
many yesrs to move into the next operations! phase, racelving wasts for testing,
Waestinghouss statfing lavels continued to increass. This was attributsble 10 (1) the
Department’s overly optimistic projection of initisl weste receipts, {2) Westinghouse
staff igvels that were budget-driven rather than requiremants-driven, and (3) &
contingency plan that DOE could not uss to make decisiona on suspending
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ocperstions. As 8 resvlt, labor costs in five WIPP departments incressed Dy aimoet
$1.2 mitlion snnuaily. Futurs savings of up to $414 milllon could be achleved if the
WIPP contingency plan is implemented.

Facts: The OIG report indicates that Westinghouse could have & realized cost savings
of aver $400 miion by reducing operations for a period of 18 months to five years.
Those costs ste for the total WIPP Project, and include costs for SNL, the waste
generator sites, and the DOE. Wastinghouss savings would be substantiafly less then
the amounts discussed in the WIPP Cantingency Plan. Additionally, the $400 + mflion
o3t savings was for 3 known five-yewr delsy. Untl October 21, 1983, the WIPP had
never had a delay longer than one yeer., The DOE had consistently projectad inltist
waste receipt within g 12-month window. Whils hindsight has shown that the first
receipt of waste continued to be pushed forward, the DOE had to make programmatie
decisions based on their knowledge st that time, thus maintaining wasts receipt
staffing levels and a rsadiness posture.

Recommendation No. 1: Reduce staffing levels in the five sudited departmenta to the
March 1991 operstionsl resdiness status.

Facts: DOE nonconcurred with the recommendation. In Merch 1881 the WIPP was
declared operationslly ready tv operate on an sight-hour-per-dsy, flve-day-per-week
basis. Not until October 1981 did mansgement declare resdineas to operate on a 24-
hour-per-day, seven-day-per-week basis. Therefore, staffing levels should be
associated with the later readiness figures, which were 35 higher than the March 1881
levels.

Recommandation No. 2: Prevent all staff incrosses at WIPP untll oparating
requirements sre realigned with ita reduced operating mission.

Facts: OOE nonconcutred with the recommandation. The receipt of waste and
rmaintenance of readiness were not the sole drivers behind increasss In staff or ¢costs.
New requirements of DOE Ordars, Secretaty of Energy Notices, and other regulatory
rsquirements increased the work scope over the 1891 operationsl readiness ievel,
The recently approvad WID Transition Plan shows scope snd corresponding
manpower requirements for Wastinghouse for the current WIPP program. The plan
takes into account the revised WIPP test strategy and-the acCelersted complisnce
strategQy.

Recommendstion Nc. J: implement the cost savings Identified in the WIPP
Contingency Plan until all sxternal obstacles to recsiving waste have besn resoived.

Facts: DOE nonconcurred with the recommendation. At no point in tima, since
preparation of the Contingancy Plan in June 1981, had the criteria for implementation
been attained, Thersfore, implamentation of the plan was not warrantsd.
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FACT SHEET
DOE Oftfice of the inspector Genersl
Lador Utilization Audit st the WIPP
March 24, 1994

Background

~ DOE-OIG Western Regional Otfice, Albuquerque, NM, conducted sudit from
May 268, 1992, through March 31, 1983

~ Tide: "Audit of Lsbor Wniization at the Waste Isoistion Pliot Plant, Carisbad,
New Mexico®

- First draft of report received in July 1993, second draft in November 1993
- Fina! report issued in March 1994

- The Wastinghouses Waste lsolation Division (WID) provided commant to the
DOE on both drafts

. DOE nonconcurrence was synonymous to WID response
- Final report acknowiedges CAQ disagresment

Misleading sudit title
- Assumes that the entire project was audited

- Audit only covered Wastinghouse
. Aydit only covered five WID sections

0!G overstated cost savings
~ Cost savings were calculated st total project cost.

. WID portion comprises less than half of annual project funding.
~ Cost ssvings wers based on erroneous manpower information,

- impacts from regulations, Orders, policiss, and other external pressures were
disregarded.

Incocrect staffing lavels used as baseline information
-~ March 1991 lsvels wers used for aperational readiness staffing levels

Operational readiness was schieved In two separate stages, which are
collectively referred to as operational readiness:

. October 1991 base facility resdiness
March 1931 waste receipt readiness
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- Staffing levels actually decreased by 6, while OIG claimed thet staffing levels
incressed by 48

OIG sccused the WID of budget-driven, rather than requiremant-driven staffing levels
~ FY 1993 scope was prioritized and reduced from the $91M baseline

- Scope reduction had associated impacta

-~ The WID made full disclosurs of programmatic impacts sssoolated with the
budget outs

Recommended implsmentation of an obsolete Contingency Plsn

- in seversl piaces, the Contingency Plan is discredited, vet the OIG recommands
its implementstion end associated cost savings OIQ audit based an hindsight.

- Although the sudit concluded on March 31, 1983, the October 1993 revised test
strategy is usad in the report to strengthen OIG contentions of over optimism
regarding recsipt of waste.

- The raport fails to recognize the window for waste receipt described in the
cortingency plan.
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WIO TRANSITION PLAN
March 24, 1994

The WID prepared a transition plan in response to the DOE’s decision not to perform
radiosctive tests st the WIPP. The WID Transition Plan addresses changss to the
near-term program activities st the WIPP based on the revised test strategy and
acceleratad compliance strategy leading to earfier dispass! operations. The pisn
pravides extensive descriptions of scope and resources for the following thres
categories: :

- The delation cf resdiness and redioactive teat associated scope.

- The recommaendation to retsin some of the resources in the raadiness and
radioactive test scope for closeout sctivitiea or to maintain capabliities for gfficient
future restart of activities.

- The new scope required to support the sccelersted compliance strategy and
eariisr disposal oparations.

The WID Transition Plan was issued with sxtensive accounting of readiness and radlo-
active tests associated resources, and detailed descriptions and justifications for
recommended retention of resources and propossd new scops. Over 260 pages of
detailed supporting information were developed. The Carlsbad Area Office approved
the plan in Janvary.

Based upon the DOE’s decision to discontinue radioactive waste testing at the WIPP,
ssveral stand-down activities were compieted in Novembar. Other actions taken
during the preparstion of the plan include the slimination of approximatety 90 percent
of the personsl dosimeters at the site, reassignmaent of waste handling and heaith
physics techniclans t0 scope not impacted by the decision, reassignment of
Engineering and Environment, Safety, Heslth and Regulatory Compliance staff to
reguiatory compliance activities, and the termination of a significant portion of the
surfecs and underground continuous sir monitars, as well as Bin-Scale Test Program
activities. -

The WD efficiently managed sttrition to meet the plan’s work force goal of 782
empicyess, without compromising the integrity of the WIPP mission. Managed sttrition
is being used to regulate the work force as It is the most cost-effective and least
impactive method of restructuring for the project, its smployses, and the surrounding
communities.



