3.0 FAST TRACK CLEANUP PROGRAM | MPLEMENTATI ON
3.1 EPA Roles and Responsibilities

To support the Fast Track d eanup Programeffectively, CSWER the
Regi ons, and appropri ate Regi onal personnel w Il work together
and carry out general roles and specific responsibilities
described in the foll owi ng sections. EPA Regional personnel who
support Fast Track O eanup w Il be nanaged by the Regi onal
offices and will be accountable to appropriate Regi onal D vision
Drectors and, ultimately, to the National Program Manager in
CBVEER

3.1.1 The O fice of Solid Waste and Energency Response
( CSVEER)

FFRRO i s responsi bl e for allocating and accounting for Fast Track
resources and devel opi ng Agency policy and gui dance, in
conjunction with Regional prograns, for EPA s inplenentation of
the Fast Track O eanup Program FFRROw Il coordinate internally
wi th other Headquarters offices, including the Federal Facilities
Enforcenent Ofice, and with the Regions, as EPA inplenents the
Fast Track A eanup Program FFRROw || review and comment on
Regi onal Fast Track | npl enentati on Pl ans devel oped by the
Dvision Drectors. FFRROw || nonitor progress, provide

techni cal assistance, provide training, assist Regions with

probl emresol ution, and work to ensure nati onal consistency in
the inplenentati on of the program

FFRRO i s al so responsi bl e for external comruni cations regarding
EPA s inplenmentation of Fast Track A eanup. FFRROwW || provide a
conpi l ation of the Regional binmonthly reports to DoD on program
progress and issues of national concern. A so, FFRROw ||
interact with DoD and Congress on national policy and | egislative
i ssues and coordinate activities wth various state groups (e.g.,
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the National Governors Association (NG), the Nationa

Associ ation of Attorneys CGeneral (NAAG, and the Association of
State and Territorial Solid Waste Managenent Cfficials
(ASTSWMD ). The Assistant Admnistrator for CSBWER, or his

desi gnee, represents EPA on the Defense Environnental Response
Task Force, a Congressionally nandated interagency task force

t hat exam nes environnental issues associated with the cleanup
and reuse of BRAC installations to identify and recomrend ways to
expedite and i nprove environnental response actions.

3.1.2 Regi onal Waste Managenent D vi sions

EPA Regi onal WAste Managenent D visions (or other organizational
units), state environnental regul atory agencies, and DoD, wl |
forma BRAC d eanup Team (BCT) for each Fast Track | ocation. The
BCT will be conprised of representatives fromthe EPA Region, the
state, and DoD. The BCT will serve as the primary forumin which
i ssues affecting the execution of cleanup to facilitate reuse

w || be addressed.

EPA' s Regional representative on the BCT is the Renedi al Project
Manager (RPM. The RPM designated for each Fast Track d eanup
|ocation or locations will work for the Regi onal Waste Managenent
D vision (or other organizational unit) and will have the
responsibilities and inplenmentation authorities for EPA' s

t echni cal assi stance, guidance, and oversight of environnental
cleanup prograns related to the transfer of the Fast Track

A eanup location's real property. The RPM shoul d have experience
and grade commensurate with the responsibilities of the position.

The Regi on shoul d consider factors such as the status and
conplexity of the cleanup programat the Fast Track d eanup

| ocation, the inpact of the closure on the comunity, and the
potential for economc reuse, in determning whether to dedicate
an RPMto a Fast Track deanup |ocation or assign an RPMto nore
than one location. It is anticipated that Regions will assign a
dedi cated RPMto Fast Track |ocations on the NPL; however, there
may be factors that |ead a Region to decide that a greater or

| esser degree of support is necessary. The Region should
consider input fromthe mlitary services and states in making

t hese deci si ons.

The EPA RPM wi I | be supported by a team of EPA experts that wll
wor k across Fast Track O eanup | ocations, depending upon the
needs at a particular location at a given tine. The EPA support
teamw || include experts in such areas as hydrogeol ogy, health
ri sk assessnent and toxicol ogy, ecol ogical risk assessnent,

engi neering, community relations, field work support (sanpling
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and site assessnent), and clean parcel identification.
Adm ni strative, nmanagenent, NEPA and | egal support wll also be
provided to address regul atory conpl exities and policy issues.

The EPA RPM and the support team shoul d be enpowered to nake
decisions locally to the maxi num extent possible. EPA has

del egated Fast Track O eanup related authorities to the Regi onal
Admnistrators (RAs), i.e., delegation 14-39, "Concurrence on

I dentification of Uncontam nated Federal Real Property" and

14- 40, "Eval uation of Approved Renedi al Design". The RAs have in
turn redel egated the authorities to lower levels within their
organi zations. Regional personnel should be famliar with their
internal delegation of authorities. Should the need arise, the
RPM and support teamw || have the ability to raise issues

i mredi ately to seni or EPA Regional or Headquarters officials for
resol ution.

Specific Regional responsibilities inherent to carrying out the
Fast Track O eanup Program i ncl ude:

/ I dentifying the RPM and ot her nmenbers of the support team
and notifying OSWER of those individual's nanes and
addresses, as well as any changes.

/ Del egating to the | owest practical level, authority and
responsibility for the review and approval of all
environnental restoration activities, including those
related to the transfer of real property within a BRAC
d eanup Plan (BCP).

! Ensuring that all RPMs are adequately trained to execute
their responsibilities.

/ Appl ying the joint DoDY EPA gui delines for establishing and
operati ng RABs. The gui del i nes enphasi ze the need for the
RAB to be representative of all community interests.
Speci al care shoul d be taken to consider comunity diversity
and environnental justice.

/ Ensuring that resources (e.g., technical, |egal expertise)
are available to the RPM and devel opi ng a neans for ensuring
that resources allocated are being used for Fast Track
d eanup.

! Devel opi ng a Regi onal Fast Track d eanup | nplenentation Pl an
addressing in particular, the allocation of, and method of
accounting for, Fast Track-dedicated resources; provision of
technical /scientific and other support to the RPM and,
prioritization of staff activities.
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! Providing regular reporting to OGBWER, including tinely
el evati on of issues of national inportance.

/ Assi sting FFRRO and DoD, where requested, in devel opi ng
nati onal BRAC Fast Track policies and gui dances.

3.1.3 The Renedi al Project Manager

The success of the Fast Track O eanup Programis largely
dependent on the BRAC O eanup Team RPMs should work with the
rest of the BCT in a spirit of partnership to expedite cl eanup
and integrate cleanup with potential reuse options. The BRAC

A eanup Team approach is a different way of doing business - it
breaks the traditional nold for site cleanup. The RPMand the
EPA support team along with the state counterparts, bring a
cadre of in-house technical and | egal experts to support the
BCTs. This leads to real-tine decision making, reduction in
docunents, and identification of innovative ways to acconplish
faster cleanup. It is essential that the BCT and the RPM in
particular, identify and take advantage of all opportunities for
"in-process" reviews to resolve (or elevate for resol ution)
critical path technical and/or admnistrative issues before they
becone i npediments to cl eanup and reuse. The BCT shoul d | ook for
opportunities for tine and cost savings throughout the process,
including effective use of contractor resources, scoping, and
sequenci ng of wor k.

I n conjunction with other nenbers of the BCT, the RPM conducts a
"bottomup" review of the environnmental conditions of the base,

i ncl udi ng any ongoi ng envi ronnental cl eanup. The "bottom up"

revi ew i ncl udes an eval uati on of the existing environnental
prograns, such as the Installation Restoration Program d osure
Rel at ed Conpliance Program and the Asbestos Program to identify
opportunities for acceleration of cleanup in order to expedite
conveyance of property.

The product of this reviewis a BRAC deanup Plan (BCP), which is
the road map for expeditious cleanup necessary to facilitate
conveyance of property to communities for redevel opnent, and
shoul d be considered a living docunent. The BCP is a phased pl an
that encapsulates and prioritizes requirenents, schedul es, and
costs of the environnental prograns to be inplenmented by the BCT
to facilitate cleanup, reuse and redevel opnent of the base.

For sites with existing Federal Facility Agreenents (FFAs),
| nt eragency Agreenents (I AG), HSWA permts or simlar cleanup
agreenents or orders, the RPMw ||, as appropriate, review and,
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in accordance with the terns of the agreenents, renegotiate
schedul e changes to accel erate cleanup consistent with the terns
of the agreenent. The RPMshould be willing to negotiate

accel erated schedul es or re-prioritize cleanup (CERCLA, HSWA)
actions, bal ancing considerations of risk to human health and the
envi ronnment, cost effectiveness, tineliness, and reuse, and w ||
encourage the states to do the sanme, where appropriate.

Specific RPMresponsibilities (wth EPA support team assistance
as appropriate) for successfully carrying out the Fast Track
A eanup Programincl ude the foll ow ng:

! Provi ding assistance to DoD, and to the states, in
i npl ementing all environnental cleanup prograns related to
closure in an expeditious and cost effective manner in
accordance with the BCP

/ Supporting up-front planning and scopi ng;

/ I n conjunction with the other nenbers of the BCT, conducting
a "bottomup" review of the environnental prograns and
devel opi ng and updating the BCP, as appropriate;

! Jointly preparing and revi ewi ng docunents, such as the
sanpling and anal ysis plan, baseline risk assessnent, the
Renedi al I nvestigation/Feasibility Study, proposed plan,
record of decision, renedial design, renedial action plan,
study and sanpling dat a;

! Negoti ating appropriate cleanup and abatenent actions with
DoD and state BCT nenbers;

! Supporting the NEPA revi ew process;

/ Participating, in conjunction with the BCT nenbers, as a
nmenber of the community's Restoration Advisory Board
review ng environmental matters (e.g., cleanup schedul es and
priorities, cleanup actions and |evels, reports to community
| eaders on cl eanup progress and/ or possible inpedinments to a
| ease or conveyance);

! Coordi nati ng and exchangi ng cl eanup and reuse information,
in conjunction with the BCT nenbers, with the Local
Redevel opnent Authority (through the Base Transition
Coordi nator, where appropriate);

/ Eval uating and providing tinmely recomendati ons and gui dance
t o EPA Regi onal managenent to expedite approval / concurrence
regar di ng:
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(1) DoD proposals for changes to existing cleanup
agreenents, orders, and other environmental
procedures to achieve tinely and cost effective
cl eanup;

(2) Proposed Plans and Records of Decision for cleanup
acti ons under CERCLA

(3) Decision docunents for corrective actions rel ated
to cleanup under applicable State | awns,
regul ati ons and prograns;

(4) HSWA corrective action selections and preparation
of statenment of Basis/Final Decision and Response
to Comments Summary

! Wrking wth DoD and the state participants on the BCT to
collectively formul ate and revi ew conponents of:

(1) The installation's Environnmental Baseline Survey,

(2) Uncontam nated parcel determ nations under CERFA
and

(3) Finding of Suitability to Lease and Fi ndi ng of
Suitability to Transfer to accelerate revit
aliza
tion
throu
gh
reuse

! Revi ewi ng construction requested by | essee with the BCT and
ensuring that such construction will not interfere with the
envi ronnment al cl eanup program

! Revi ewi ng denonstration that renedy is operating properly
and successful ly;

The above list is not exhaustive, nor does the order indicate any
kind of ranking or priority.

3.2 Resour ce Franmewor k
Begi nning in FY 1994, DoD provided EPA, via an interagency

fundi ng agreenent, with rei nbursable resources to support EPA s
BRAC Fast Track activities. DoD, EPA and the Ofice of
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Managenment and Budget (QOwvB) worked together to devel op the
details of this agreenent, which included 100 workyears for EPA
and $7 mllion starting in FY 1994 (the FY 1995 budget was 100
workyears and $8.4 mllion). The current interagency funding
agreenent for BRAC rounds I, II, IIl, and IV extends fromFY
1996- 2001.

The majority of EPA's Fast Track workyears (93% are allocated to
the Regional prograns. Regional personnel provide technical

assi stance and gui dance to DoD and states at Fast Track Q eanup

| ocati ons. EPA uses Base O osure funding for EPA personnel that
partici pate on BRAC d eanup Teans as either the EPA designated
team menber or as technical experts and support personnel that
assist the teans. EPA utilizes in-house expertise; no BRAC funds
can be used for contractor support.

Regi ons are all ocated workyears, and personnel costs, travel and
admnistrative funding via a workl oad nodel jointly agreed upon
by all Regions. The |evel of EPA support varies dependi ng on
regi onal and base specific circunstances. (EPA s base closure
wor kl oad nodel takes into account relevant data to assess the
environnental condition and economc status of a Fast Track

| ocati on).

The Agency nonitors these DoD rei nbursabl e resources via the
Cfice of the Comptroller's Integrated Financial Managenent
System (1 FMB) whi ch tracks Headquarters and Regi onal expenditures
separately for each BRAC round. EPA utilizes site specific
charging to track resource utilization directly to actual sites
and site work. EPA also tracks non-site work that is perforned
to support the Fast Track Program Accounting for EPA use of

DoD s BRAC funds is required by the nature of BRAC appropriations
and the BRAC l egislation. EPA reports quarterly to DoD and
annually to OMB on their utilization. (EPA's Gfice of the
Conptrol I er, Financial Managenent D vision, Gncinnati, Chio

i nvoi ces DoD on actual programobligations incurred by EPA).

EPA headquarters receives regular programactivity reports from
the Regional offices, every two nonths, on the progress of work
at all Fast Track locations. These reports are generated by the
EPA Regi onal BRAC O eanup Team personnel and provi de EPA
headquarters and DoD with pertinent program and personnel
information related to cleanup and reuse. EPA's Ofice of the
Conptrol l er, Budget D vision also provides to the Ofice of Solid
Wast e and Emergency Response's ((BVER) Federal Facilities
Restoration and Reuse (Ofice (FFRRO a nonthly "BRAC Wilization
Report" generated fromtheir agency-w de Resource Managenent
Integration System (RMS).
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This RM S report details the status of expenditures by the

regi onal Base ( osure resources, workyears, personnel, travel and
admnistrative funding. This reporting is done for overal
program nmanagenent and to track resource expenditures in each
BRAC round. Regional Waste Managenent Directors will be provi ded
copies of the reports and are expected to nonitor the use of al
BRAC resources within their respective region.

3.2.1 Accountability for Resources

The followng information is provided to all EPA personne
involved with the admnistration of the Mlitary Base O osure
Fast Track O eanup Programto ensure appropriate use and
managenent of the DoD rei nbursabl e resources.

1) BRAC workyears and fundi ng nust be used only for EPA-rel ated
intranural (not for contracts) mlitary base closure activities.
Mlitary Base AQosure activities are activities related to Fast
Track A eanup of specific locations identified by the mlitary
services and DoD, in consultation with CSWER and the states.

Bef ore approaching a | ocation as a Fast Track | ocation, please
confirmits status as such with EPA Headquarters. Activities at
Fast Track locations include those detailed in this guidance such
as accelerating the identification of uncontam nated parcel s
under CERFA; devel opnent of BRAC O eanup Pl ans; pronoting
communi ty invol verent in cl eanup deci si on-naki ng; prepari ng and
review ng site docunents; studying and sanpling field data;, NEPA
review and anal ysis; assisting DoD or states with Fast Track

A eanup location issues; and, support activities related to the
performance of the EPA personnel participating in Fast Track

A eanup. These activities are outlined in the Menorandum of
Under st andi ng bet ween EPA and DCD dated February 3, 1994, and,
subsequent nenoranduns and gui dances related to EPA BRAC

resour ces.

2) As the signatory and executing agent for the reinbursable
agreenent with DoD, the Assistant Admnistrator for CSWER wi | |
rely on Regional Admnistrators, and, as the primary focus of the
EPA BRAC resources, the Hazardous Waste Managenent D vision
Drectors (or their equivalent) to ensure reinbursable costs are
accurate and appropriate. Each region should identify an
individual in the regional Waste Managenent D vision who wll
coordi nate and nonitor the regi onal BRAC program and resources,
and who can act as a day-to-day liaison with CSVER and DoD. The
FFRROwithin CSWER wi || periodically provide the Assistant

Admni strator of CBWER with programmati c and financi al reviews of
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specific regions. Reprogranmm ngs of funds submtted to the
headquarters O fice of the Conptroller require notification of
FFRRO for their approval.

3) Headquarters and Regi onal personnel utilizing BRAC resources
shoul d receive authorization fromtheir appropriate EPA
headquarters or Regi onal senior nmanagenent and use the

est abl i shed BRAC budget Program El enents (PEs). Specific PEs
were created in order to closely track costs rei nbursed by DoD.
Congress created separate appropriations for each round of Base
A osures and EPA is required by DoD to track funds based on each
round of the base closings (BRAC I, II, Ill, and IV). 1In order
to facilitate this tracking systemEPA created, via its

| ntegrated Financi al Managenent System (I FM5), specific accounts
for each base covered by this reinbursabl e agreenent with DoD.
Each Region is responsible for ensuring costs are accurately
tracked to each base covered by the reinbursabl e agreenent.

3) EPA's Mlitary Base d osure budget Program H enents (PEs)

i ncl ude: RSAY9A (BRAC | fundi ng whi ch expires Septenber 30,
1995); RS5Y9A (BRAC Il funding); RPOY9A (BRAC Il funding); and
RS6Y9A (non-site funding). (BRAC 1V PEs have not yet been
establ i shed). Personnel expenses, travel, and other program
costs shoul d be accurately recorded and, where appropriate, site-
speci fic charging shoul d be done. BRAC site specific charging
shoul d be used to fund personnel costs, travel, training,
conputers, site related equi prment, protective clothing, and
assi stance at a designated Fast Track O eanup |ocation. BRAC
non-site specific charging should be used for general BRAC
program costs associ ated with admni strative support and

equi prent, and may i ncl ude tel ephones, conputers, and ot her
equi pment necessary to support BRAC d eanup Teans.

4) EPA regions are required to set aside fromeach BRAC round
fundi ng (each BRAC PE) an equi val ent percentage of the initial
operating plan for the non-site cost PE (RS6Y9A). For exanple, a
Region that has funds in only BRACII and Il may choose to
reprogram 10% each of the BRAC II and BRAC I Il funds the region
has in the initial operating plan. By reprogrammng funds in
equal proportions fromeach BRAC PE, the Agency will ensure that
each BRAC PE will share an equal share of the non-site costs
(much li ke an overhead cost would be distributed). The integrity
of the equal proportions nust be naintai ned throughout the fiscal
year. The regional Waste Managenent D vision shoul d determne
what proportion of the BRAC programfor non-site costs is nost
appropriate, but it must not exceed 30% wi t hout perm ssion of the
Drector of FFRRO and the Director of the Ofice of Conptroller
Budget D vi si on.
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5) The non-site PE should be used judiciously. EPA and DoD
seni or nmanagenent nmade a conmtnent to mnimze "overhead costs"
in the overall BRAC cl eanup program To the maxi mum ext ent
possi bl e, EPA s costs under the reinbursabl e agreenent shoul d be
directly attributable to the specific bases covered by the Fast
Track deanup Program Personnel, travel, equi pnent and ot her
expenses shoul d be charged directly to the site specific accounts
establ i shed for these bases. For exanple, if a conputer is

pur chased specifically for an EPA staff person assigned to one or
two bases exclusively, then the costs of that conputer should be
charged to base specific accounts in an appropriate proportional
manner. This procedure should al so be applied for other costs
such as annual and sick |leave, training, etc. Supervisors,
attorneys and techni cal experts that work at numerous bases
shoul d make every effort to account for their time based on the
specific bases they are working with. For exanple, an attorney
that spends three hours one day review ng docunents related to
one base shoul d "charge" those three hours to the base specific
account on their tine sheets. However it is recognized that EPA
personnel also work on non-site specific activities that provide
benefits to the Fast Track O eanup Program For exanple, a

regi onal representati ve who responds to EPA headquarters'
requests to revi ew DoD gui dance docunents or is working on a
cross-cutting i ssue that concerns a dozen or nore bases, should
"charge" his or her tine to the non-site PE

6) BRAC resources cannot be used to fund enforcenment actions nor
can they be used to support contractors.

7) The required bi-nonthly reports that the regi ons send OSVEER
shoul d include a summary of the individuals who work with the
particul ar bases (EPA, DoD, and state) including the EPA staff
that support the EPA RPMs and BRAC d eanup Teans at the bases.
Wiile this list need not be exhaustive, OSVWER should be able to
refer tothe list in order to determne who (including their job
title) is working with the base. The regional bi-nonthly reports
are also required to outline detail ed base specific reports that
shoul d i nclude programmatic issues. The binonthly reports are
conpi | ed by FFRRO and provi ded to DoD

8) OSWER wi |l provide DoD a summary of the BRAC program
financial status on a quarterly basis.



