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MEMORANDUM

SUBJECT:  Superfund Reform Strategy, Implementation Memorandum: Optimization of Fund-lead
Ground Water Pump and Treat (P& T) Systems

FROM: Elaine F. Davies, Acting Director S’Elaine F. Davies
Office of Emergency and Remedid Response

Wadter W. Kovalick, Jr., Ph.D., Director §Walter W. Kovalick, Jr.
Technology Innovation Office

TO: Superfund National Policy Managers, Regions 1-10

PURPOSE

In the OSWER Directive No. 9200.0-33, Transmittal of Fina FY’00 - FY’ 01 Superfund Reforms
Strategy, dated July 7, 2000, the Office of Solid Waste and Emergency Response outlined a commitment to
optimize our Fund-lead pump and treat (P& T) systems. This memorandum provides an overview of the
purpose and goas of P& T optimization, and outlines expectations of the Regions and Headquartersto jointly
implement this Reform Initiative. More detailed information on this Reform Initiative induding a schedule and
Headquarters and Regiond points of contact can be found in the attachment documents.

The Optimization Initiative is intended to encourage systematic review and modification to existing
P& T systems to enhance overadl remedy effectiveness and cost effectiveness, without compromising
protectiveness or other objectives of the Superfund program. It provides EPA an opportunity to
demondtrate our commitment to effective management of our long-term remedies. This effort recognizes that
remedia gpproaches should not remain gtetic, that Ste conditions change over time, and that better tools and
drategies have evolved which alow us to continuoudy improve the performance of the remedy. Thisreform
initiative does not Sgna any change in EPA’s decision-making framework for selecting remedies that are
protective of human hedlth and the environment. Any remedy modifications should be carried out in
accordance with existing guidance and policy regarding ROD modifications and the Administrative Record.



BACKGROUND

Over the last year, the Office of Emergency and Remedia Response and the Technology Innovation
Office worked together to develop, pilot and implement a process to optimize ground water P& T systems.
Working in cooperation with the U.S. Army Corps of Engineers, Headquarters implemented a year-long
pilot in Regions 1V and V to determine if EPA would benefit from a sysematic optimization andysis of our
Fund-lead P& T sysems. The pilot included identification of al Fund-lead P& T sitesin the Regions and
subsequent optimization analysis of four sites (two per Region). Results from the pilot indicated thet thereis
apotentid to improve our operating Fund-lead P& T systems and a definitive need for continuous evauation
of system operation and maintenance. Recommendations for these Stesincluded changesin P& T system
operation and maintenance, remediation technology modification or changes, and changed or reduced
monitoring data needs. Implementation of some recommendations will require additiond capital
expenditures, others are rdatively low cost adjusments. Generdly, these pilots demongtrate that
optimization can reduce long-term remedia action codts, accelerate cleanup times, and enhance
protectiveness of human hedth and the environment.

INITIATIVE GOAL

The primary god of this Reform Initigtive isto asss Regionsin optimizing dl operating Fund-lead
P& T sysgems. An additiona god of this effort isto increase awareness of the benefits and the need for
routine optimization analyss as a part of the ongoing management responghilities for our long-term remedies.

In year one, Headquartersin collaboration with the Regions will identify al Fund-leed P& T systems,
collect basdline cost and performance data on those systems, prioritize Stes based on optimization potentid,
and further evauate the optimization opportunities for up to two high priority Stesin each Region. The
gpproach to be used during this effort is called Remedid Systems Evduation (RSE); a process by which an
independent expert team works collaboratively with the RPM and Site contractor to evaluate the
performance of al mgor components of the operating system. The RSE team will consst of senior technicd
gaff from EPA and technical experts from the US Army Corps of Engineers and sdected support
contractors.

Headquarters will work collaboratively with Regions to evauate and implement optimization
recommendations. The ste RPMs will have the essentid role of determining which optimization
recommendations are gppropriate and working with Headquarters to secure funding and technica
assigtance, if necessary, to complete the implementation process. Headquarters is committed to providing
technical, adminigrative and monetary support for thisproject in FY’01. A system will be set up to
document any cost savings or changes in remediation time frame associated with implementation of
optimization recommendations.

Regions are asked to asss with this Reform Initiative in severad ways. Each Region shdl identify a
Regiond Project Liaison; an RPM or other technica person in the Region with experience in ground water
issues. Many individuas have aready volunteered to be Regiond Project Liaisons - please refer to the



attached Fact Sheet for alist of Regiona Project Liaisons. RPMswill be asked to provide basdine cost and
performance information on their Fund-lead pump and treat systems. Using this information Headquarters
will work the Regions to identify up to two Sitesin each Region for optimization andyss. RPMs, site
contractors and Regiond Project Liaisons will be asked to participate in a 2-day RSE ste vidt with the RSE
team. The RSE team will prepare a draft RSE report for review by the RPM and Regiona Project Liaison.
Regions are encouraged to coordinate with the States in selection of stes and involve the Statesin RSE site
vigts, as gppropriate.

Pease digtribute this memorandum to all Remedia Project Managers (RPMs), and other appropriate
saff, and encourage them to actively participate in this effort. For more information, please contact Paull
Nadeau of the Office of Emergency and Remedia Response at (703) 603-8794 or Kathleen Y ager of the
Technology Innovation Office at (732) 321-6738, or refer to the attached documents.

Attachments.  Implementation Plan
Fact Sheet
Question and Answer
Draft Technica and Administrative Resources

cC: Tim Fields, OSWER (5101)
Mike Shapiro, OSWER (5101)
Steve Luftig, OSWER (5101)
OERR Regiona Center Directors
OERR Records Manager, IMC (5202G)
Joanna Gibson, HOSC (5202G)
Elizabeth Cotsworth, OSW (5301W)
Cliff Rothenstein, OUST (5401G)
Barry Breen, OSRE (2271A)
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1. Purpose

In the OSWER Directive No. 9200.0-33, Transmittal of Final FYOO - FYO1 Superfund Reforms
Strategy, dated July 7,2000, the Office of Solid Waste and Emergency Response outlined a
commitment to optimize our Fund-lead pump and treat (P& T) systems. To fulfill this commitment,
Headquarters will assst Regionsin evauating their Fund-lead operating P& T systems. During FY 01,
al Fund-lead P& T system will be identified, baseline cost and performance data will be collected and
up to 2 Stesin each Region will be evaluated for optimization potentid.

This Reform Initiative provides EPA an opportunity to demonstrate our commitment to improve the
both the effectiveness and efficiency of our remedies through the gpplication of optimization approaches
to our Fund-Lead pump and treat systlems. This Implementation Plan provides the background, results
of apilot study, gods and approach, and a proposed schedule to implement this Superfund Reform
Initiative.

2. Background

EPA edtimates that the Superfund Program has over 700 sites with pump and treat (P& T) systems
operating, under construction or selected as a remedy component in Records of Decision (RODs).
Sitesmay dso have had P& T systems ingtdled during actions performed by Superfund’ s Removd

program.

Approximately 30% of these systems are expected to be Fund-financed, suggesting that the Federd
Government is or will be paying for the congtruction, operation, maintenance and monitoring of over
200 pump and treat systems nationwide. Based on an EPA study of 28 operating P& T systems; the
average cost for operation of the systems and monitoring of system performance ranges from $200,000
to $600,000 annually. Many of these systems are anticipated to operate for aslong as decades which
will result in a substantia cost to Federa and State Governments. After a 10-year period, States are
expected to assume financia responsihility for the Fund-Lead P& T systems.

EPA and the US Army Corps of Engineers (USACE) have identified severd gpproachesto optimize
ground water P& T systemsthat can markedly improve system performance and potentialy offer
ggnificant reductionsin Long-Term Remedid Actions (LTRA) costs. Results of these sudiesindicate
that mogt stes will benefit from optimization, either through improvement of the existing remedy or cost
reduction. On average, a 30% reduction in annual LTRA cogts were identified in EPA/ACE sudies.




These methodologies have the potentid to be gpplied nation-wide, resulting in consderable savings
and/or improvements in remedy performance. It should be noted that private industry as well asthe
Department of Defense have recognized the benefits of optimization and currently are working towards,
or dready have a adopted, systematic optimization strategies Agency- or company-wide.

Although in many cases the driving force behind optimization may be cost reduction, it should be noted
that opportunities for system improvement may aso be identified which impact the overdl effectiveness
of aremedy. Under these circumstances, additiond capital investment and increased LTRA costs may
be recommended as part of the optimization anayss. Furthermore, even in cases where overdl cost
reductions are identified, additiond evauation and capita invesment (e.g. drill 2 new wellsin order to
shut down 4 wells) may be required in order to achieve long-term cost reductions.

3. Reaultsof Filot Project in Regions4 and 5

TIO conducted a pilot project in Regions 4 and 5 to better understand the number of operating Fund-
lead P& T systems and the potentid for gpplying optimization technologies to these Stes. Through this
effort baseline cost and performance data were collected on al operating and to-be-designed P& T
systemsin each Region. Two Stesin each Region were sdlected for optimization andyss.

A sample of the basdline system data are summarized below.

Abbreviated Baseline Fund-Lead
Pump and Treat Site Data

Regions4 & 5

Region 4 Region 5
#Fund-Lead P& T Systems 6 14
(operating)
#Fund-Lead P& T Systems 3 4
(planned)
Average Annud O&M cost $274/yr $319/yr
Time Horizon 3>>>30yrs 4>>>30 yrs

Optimization of 2 Stesin Region 5 has been completed.  Optimization of 2 Sitesin Region 4 isill in
draft form. Results of the optimization of the 2 Region 5 Sites offered over 28 suggestions to improve
the performance and/or reduce costs of the operating systems. Examples of recommendations for




system improvement which would result in additional cost to the Sites included suggestions to complete
acapture zone anayss, perform ground water modeling, further delinegte the ground water plume,
expand ste monitoring well networks, and evaluate the potentid for ingtalling a permeable reactive
barrier. Examples of recommendations to reduce operating costs included; eimination of an above-
ground trestment component, use of an dternative metds remova technology, and eimination of a
duplicate trestment system. Totd potentia net lifecycle cost savings were in the millions of dollars for
the 2 Stes evauated in Region 5.

As summarized above, substantia cost reduction opportunities were identified at each Stein Region 5.
Some of these recommendations also required substantia capita investment (e.g., one recommendation
requires a capita investment of over $1.5M for ingtalation of a permesble reactive barrier (PRB).
However, a PRB could potentidly reduce system operating costs by $420K annudly). It should be
noted thet it islikely that not dl of the recommendations can or will be implemented. Many of the
recommendations require additiona evaluation before a decision can be made whether or not to
proceed with implementation.

It was evident from the number of Fund-lead P& T systemsin these Regions (9 in Region4 and 18 in
Region 5) and results of the optimization of 2 Region 5 Stes, thereisapotentia for sgnificant sysem
improvement and/or cost reduction with optimization. The number and nature of the Fund-Lead P& T
systemsin other Regions will be evauated, however some degree of improvement is likely given the
results of the pilot study in Regions 4 and 5, and results of previous EPA and ACE studies.

4. Project Goals and Approach

The god of this effort isto gpply optimization methodologies at EPA Fund-lead operating P& T systems
with the assstance from EPA Headquarters to improve the effectiveness and efficiency of operaing
P& T systems. A secondary god of this effort isto increase the nationa awareness (RPMs, PRPs,
contractors, etc.) of optimization approaches such that optimization becomes integrated into the overall
cleanup processfor al sites, regardless of program.

Optimization, as defined by thisinitiative, includes an overal Ste evauation of system performance using
the US Army Corps of Engineers (USACE) Remedid Systems Evauation (RSE) process. The RSE
process eva uates most aspects of an operating P& T system including; aboveground treatment
systems, extraction well networks, sampling protocols, monitoring networks, data management, labor
costs, and more.

The mgjor components of this effort are listed below. The lead office (listed 1%) and supporting offices
(listed subsequently) areindicated in parentheses.

FY 01
1 Collect basdline operation, maintenance and monitoring dataon al Fund-leed P&T
sysemsin Regions 1-10 (T10, OERR, Regions, Regiond Project Liaisons);




Provide basdline data to EPA Headquarters and each Region (T1O, OERR);
Optimize up to 16 Fund-lead P& T dites nationwide (up to 2 in each Region) using the
USACE RSE process (TIO, OERR, Regions, Regionad Project Liaisons);

1 Evauate and implement optimization recommendations, as gppropriate (Regions,
Regiond Project Liaisons, OERR);

Provide technicd, adminigrative, and monetary assstance to EPA Regionsin
implementing dl of these recommendations, as necessary, through existing program
mechanisms (OERR, Regions, Regionad Project Liaisons, TIO); and

Track progress of Ste optimization initiative and the optimization recommendations a
each of the 16 dtes nationwide for reporting requirements of the Superfund Reform
Strategy (OERR).

FY02

Work with the Regions to determineif additional Fund-lead P& T sites not optimized
during the first year of this project should be optimized (OERR, TIO, Regions);
Evauate and implement optimization recommendations, as gppropriate (Regions,
Regiond Project Liaisons, OERR);

Continue to provide technical, adminigtrative, and monetary assstance to Regionsto
implement recommendations, as necessary, through existing program mechanisms
(CERR, Regiond Project Liaisons, Regions, TIO); and

Continue to track progress of the Ste optimization initiative and implementation of
optimization recommendations (OERR).

What Types of Systems are Included in this Initiative?

Basdline operation, maintenance and monitoring data on operating and to-be-designed Fund-lead
P& T sysemswill be collected during this project. Only operating Fund-lead P& T systemswill be
optimized.

What Types of Systems are Not Included in this Initiative?

Only operating Fund-lead P& T systems will be optimized in this project. Other types of systems
including soil vapor extraction systems, landfills, monitored naturd attenuation, and other Stes with
long-term operation, maintenance or monitoring components would likely benefit from optimization,
but are not included in this effort.

Furthermore, optimization can aso be beneficia for the design of anew P& T system. In future
initiatives, OERR may consder providing technical assstance to the Regions for the design of
optima P& T systems using the optimization techniques gopplied during thisinitiative. Future
optimization of the system during LTRA would till be necessary at these Sites.

5. Implementation Approach

5.1 Briefings




Headquarters:

Kick-off meeting with OERR  (September 13, 2000)
Follow-up meetings with OERR (DCM, Regiona Coordinators, Budget network) to
discuss project tracking and funding (September/October 00)

Regiond Management

Work planning meetings with Regions and OERR (October-November 00)
Focus Forum Meeting (October 00)
Divison Directors Monthly Conference Cdl (October 00)

1 RPMs & Ground Water Forums

TIO will organize internet based seminars with the Regions to discuss the gods,
approach, and schedule of this project. RPMs and Ground Water (GW) Forum
members from each Region will be asked to participate in the seminars to better
understand the optimization technologies being applied through this project and the
overdl approach to their Fund-lead Sites.

5.2 Site ldentification, Data Collection & Prioritization
5.2.1 Siteldentification and Data Collection

TIO will identify al Fund-lead P& T sSitesin each Region and collect basic information on
system congtruction, operation, maintenance and monitoring. This information will be used to
prioritize Stes for optimization analyss.

TIO will gtart with amaster list of potential Fund-lead Sites (obtained from CERCLIS, Annua
Status Report, and/or OERR funding information). Each Regiona Project Liaison will send a
request to each RPM with alisted Fund-lead Ste asking if their Steis still Fund-financed and if
aP&T system is planned or operating at the site. The RPMs will have two options for
submitting basic information on their Fund-leed ste:

RPM can go to a central website and complete an 18-question information form on
the system, or

RPM can request we contact them, and/or their O&M contractor and obtain
information over the phone. If thisoption is selected TIO's contractor will contact
the RPM and complete the information form over the phone.

5.2.2 Site Prioritization

The information forms will be used to prioritize Stesfor optimization. The prioritization processis
based on an initid assumption of 20% savings at each Site, the percent savingsis adjusted up or
down depending on Ste data. For example, the percent savings is decreased for Sites pumping less




than 10 gdlons per minute (gpm) and increased for Sites pumping greeter than 500 gpm. The
prioritized results will help HQs and the Regions, sdlect the 2 Stesin each Region for optimization.

HQs will prepare areport summarizing prioritization results for each Region. The report will include
the following information:

Site Name;

Status (operating or planned);
Egimated Time frame

Annua O&M Cost

Basdine Present Vdue
Edtimated Potentid Savings (%)
Edimated Potentid Saving ($)

5.3 Site Optimization

Remedid Systems Evauations will be performed at up to 2 Stesin each Region. Collection of data
and ste optimization will be managed by TIO with assstance from a contractor, HSl GeoTrans.

Severd individuas from the USACE will be part of the RSE core technicd team. The USACE will
review al reports before submission to RPMs and Headquarters. The RSE team will be assembled

asfollows

Core Technica Team (3 people)

T
T
T

HSl GeoTrans Senior Hydrogeologist
US ACE Senior Engineer
One Alternate from either GeoTrans, USACE Center of Expertise, academiaor
conaulting;
Robert Greenwad, HSl GeoTrans M S, Stanford 14 yrs experience)
Peter Rich, HS GeoTrans
Dave Becker, USACE/ MS, Nebraska (17 yrs experience)
Lindsey Lien, USACE
Other (option for academic or consultant with particular expertise, eg.,
modding, long-term monitoring optimization)

Regiona Project Liaison/Troubleshooter/Headquarters Representative (1 person)

One person - ether the Regiona Project Liaison, T1O, or OERR will participate in
each RSE. Regiond Project Liaisons are expected to participate in 8 RSEs, T1O
in4 RSES, and OERR in 4 RSEs.

T




Region/State (3 or more people)
T EPA RPVM;

T State RPM; and

T Site contractor

Within 45 days of the RSE dte vidt the core technica team will complete a draft RSE report for
review by the EPA RPM and Regiond Project Liaison. Following incorporation of, or response to
Regional comments, afind report will be prepared and submitted to the RPM and EPA
Headquarters.

The RSE report will contain the following items.

Executive summary

Introduction

System Description

System Objectives, Performance and Closure Criteria

Fnding from the RSE Vist

System Problems

Recommendations

Cogt Summary Table (the Cost Summary Table could be used as asmple way of tracking
recommendations at a Site)

5.4 Project Tracking and Implementation of Recommendations

OERR will be respongble for tracking the progress of this project, including the implementation of
recommendations. Regiond Superfund Divison management, Regiond Superfund Adminigtrative
Reforms contact for remedy updates, and the Information Management Coordinators (IMCs for
budget) could also assist with project tracking.

It is recommended that each RPM prepare a response to prioritize the recommendations and suggest
a schedule and process by which the recommendations be evauated or implemented. If an RPM or
Region disagrees with a recommendation, he/she can note that in the response with a brief
explanation. Thisresponse would aso include an indication of whether additiona funding or
contractua support is required to further evauate or implement the recommendations (e.g., One
recommendation may be to remove a component of the above ground treatment system. Before the
component is removed, the RPM would need to evduate the implications of making such achangeto
the aboveground trestment system and propose a method to eva uate the effectiveness of the change.
The RPM may need contractua support for this evauation).

OERR will provide assstance to RPM s that wish to make changesto their syssems. Thismay involve
guidance on understanding the regulatory process in making minor and mgor changes to asystem
(eg., Isan Explanation of Significant differences required?), technica support in evauating




recommendations, and funding to evauate and implement recommendetions.

6. Schedule

I Regiond Briefings 10/00-12/00
1 Data Collection and Prioritization (al Regions) 11/00-2/01

1 Site Optimization (16 totd) 12/00-9/01

1 Regiond Review and Implementation Ongoing

1 OERR Tracking Ongoing
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Fact Sheet

Purpose and Goals

In the OSWER Directive No. 9200.0-33, Transmittal of Final FYOO - FY0O1 Superfund Reforms
Strategy, dated July 7,2000, the Office of Solid Waste and Emergency Response outlined a
commitment to optimize our Fund-lead pump and treat (P& T) systems. The goas of thiseffort are as
follows

C Identify adl Fund-lead pump and treat sysemsin dl EPA Regions,

C Conduct optimization anayses at up to 2 Fund-lead P& T systems per Region;

C Increase the awareness of the need and benefit of optimization; and

C Provide a framework for incorporating optimization into the overal clean-up process.
Background

A pilot project was subgtantialy completed in Regions 4 & 5 to determine if EPA would benefit from
optimization of our Fund-lead P& T systems and, if so, develop a process by which it could be
implemented Agency-wide. The pilot included identification of dl Fund-lead P& T Stesin Regions4 &
5 and optimization of 4 Stes (2 per Region).

Results of the pilot indicated atremendous potentia to improve our operating Fund-lead P& T systems
and adefinitive need for continuous evauation of system operation and maintenance.
Recommendations included both suggestions to improve system protectiveness (at additiond cost to the
gte) and improve system efficiency (at reduced cost to the Site) at dl 4 Stes. Opportunities for
reducing life-cycle costs by millions of dollars were suggested for both of the Sites evaluated in Region
5. Reaults of the remaining 2 Stes have not been findized.

Optimization Approach

The US Army Corps of Engineers (US ACE) Remedia System Evaduation (RSE) process
(www.frir.gov/optimization/generd) is the optimization gpproach to be used for this project. An RSE is
acomprehensive, independent expert evauation of most components of aP& T system including
extraction well network, ground water monitoring, data management, labor costs, aboveground
treatment systems, etc. An RSE includes areview of dte data, atwo-day sSte vist, and report




preparation. An RSE team congsts of the following individuds:

Core technical team of engineers and hydrogeologigts [for this project the team will consst of 3
people from HSl GeoTrans (EPA contractor) and/or US ACE]

Site RPMs (EPA and State)

Site contractor

Project Liaison (GW Forum member or dternate Regiona contact)

444 o

The project will occur in three phases.

Phase 1. Site identification and data collection (HQ, HQ contractors with Regions)
Phase 2. Site optimization (HQ, HQ contractors with Regions)
Phase 3: Project tracking and implementation of recommendations (OERR with Regions)

Required Actions by Regions

Regions will be asked to provide brief cost and performance information on al Fund-leed P& T
gysems. A 2-page questionnaire will be completed for each Ste, with assstance from the RPM and
HSl GeoTrans (EPA project contractor). Working with the Regions, up to 2 sites in each Region will
be sdlected and optimized. For the selected sites, RPM s will be asked to provide copies of site
documents (e.g. Remedia Investigation, Remedid Design, ROD, & O&M reports). The RPM will
als0 be asked to participate in the 2-day Ste vist and assst with coordinating State and Site contractor
participation in the vigit. A draft RSE report will be prepared for review by the RPM and Project
Liaison before afind report is prepared.

A brief summary of the Fund-lead Site data and optimization recommendations will be provided to the
Superfund Division Director, Regiond Reform Strategy Contact, and the Center Directors.
Implementation of optimization recommendations will be the respongbility of the Regions, with
technicd, adminigtrative and monetary support from Headquarters and the Office of Research and
Development.

Milestones
Task Anticipated Schedule
. Regiond Briefings 10/00 - 12/00

(RPMs, Project Liasons, Regiond Management)

. Site |dentification and Data Collection 11/00 - 2/01
(10 Regions - R4& 5 completed)




Site Optimization

(up to 2 in each Region)

Key Contacts

Project Tracking

1/00 - 9/01

Ongoing through FY01 & 02

EPA Headquarters

Regional Project Liaison

Contractors/US Army Corps of
Engineers

Kathleen Y ager
TIO

Jeffrey Heimerman
TIO

Paul Nadeau
OERR

Charles Sands
OERR

R1- thd*

R2 - Diana Cutt

R3 - Kathy Davies

R4 - Kay Wischkaemper
R5 - Dion Novak

R6 - Vince Mdllot

R7 - Mary Peterson

R8 - thd*

R9 - Herb Levine

R10- thd*

*tbd - to-be-determined

Robert Greenwald
HSI GeoTrans

David Becker
USACE HTRW CX

Lindsey Lien
US ACE HTRW CX
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??Questions and Answer s??

What is this Superfund Reform Strategy? Inthe OSWER Directive No. 9200.0-33,
Transmittal of Final FYOO - FYO1 Superfund Reforms Strategy, dated July 7, 2000, the Office of
Solid Wagte and Emergency Response outlined a commitment to optimize our Fund-lead pump and treat
(P&T) sysems. To fulfill this commitment, Headquarters will assst Regionsin evauating their Fund-lead
operating P& T systems. In year one, dl Fund-lead P& T systemswill be identified, basdline cost and
performance data will be collected and up to 2 sites in each Region will be evaluated for optimization
potentid. This provides EPA an opportunity to continue to operate and maintain our P& T systemsin the
mogt efficient manner possible and to demonstrate to Congress and the States our commitment to
improve the effectiveness of our remedies.

What does pump and treat (P& T) optimization include? Optimization, as defined in

this project, refers to abroad range of techniques to improve the operation, maintenance and monitoring
of our P& T systems. The gpproach used for this project isthe Remedid Systems Evauation (RSE)
process described below.

What is a Remedial Systems Evaluation (RSE)? An RSE isacomprehensive,

independent expert evaluation of most components of a P& T system including extraction well network,
ground water monitoring, data management, labor costs, aboveground trestment systems, etic. An RSE
includes areview of Ste data, a 2-day Ste vist, and report preparation. The RSE evaluates system
effectiveness and explores opportunities for cost reduction and technica improvement. For more
information on RSES and other optimization technologies, refer to the following website:
www.frtr.gov/optimization.

Why should | perform an RSE at my site? EPA egtimates there are over 700 P& T systems
selected in Record of Decisions, under design, or operating at Superfund sites throughout the nation.
P& T systems can be extremely costly to operate and many are anticipated to operate for decades. Until
recently much of our focus has been on remedy selection and congtruction completion; it is now
appropriate we further review long-term operation, maintenance and monitoring issues at dl of our Stes.

The RSE approach provides alow-cost but comprehensive evaluation of most aspects of aP& T system,
and isan excdlent firgt step in continuous improvement of our operation P& T systems. The USACE
and EPA TIO have completed more than 8 RSES over the past year. In every case, opportunitiesto
improve system performance were identified, and in most cases the potentia for cost savingsis
substantid. For the 2 Stes evaluated in EPA Region 5, the potentiad net lifecycle cost savings was in the
millions of dollars. Other opportunities for improvement were d o identified, including improved
understanding of how a current P& T system is progressing toward achieving the remedid gods, the use




of dectronic databases, the use of dternative sampling methodologies, additiona source area delinestion,
reduction of monitoring well networks, developing an P& T exit srategy, and many others. The RSE
provides a very thorough overdl review of an operating system and the information may be used in
preparing a Five-Y ear Review.

What types of sites will be included in this project? Basdine cost and performance data

on al Fund-lead P& T sites (operating or planned) will be collected in the first phase of this project. Only
OPERATING Fund-lead siteswill be optimized with the RSE process (up to 2 Stes per Region).

What additional workload will be required of RPMs? RPMswith Fund-lead P& T sites
will be asked to complete a 2-page questionnaire used to gather cost and performance data on their Sites.
The questionnaire can be completed over the phone with HSl GeoTrans (EPA project contractor) or by
completing the questionnaire on a project webste.  For the 2 Stesin each Region sdected for RSES,
RPMs will be asked to provide copies of ste documents (e.g. Remedid Investigation, Remedia Design,
ROD, & O&M reports) and participate in the 2-day site vist. RPMswill aso be asked to review a draft
RSE report for their Ste.

The mgority of work for RPMs may occur after the RSE is completed. RPMs will be responsible for
determining if and how RSE recommendations will be implemented (e.g. ingal or remove ground water
extraction or monitoring wells, perform more Site characterization, diminate or substitute an above-
ground trestment component). Some of the recommendations may involve asignificant leve of effort
(ingtal new extraction wells) whereas some will be easy to incorporate (switch from weekly influent
monitoring to monthly). RPMswill need to seek assstance with implementation from the Regiond
technical support personndl, ORD, and EPA Headquarters.

Who will perform RSES? RSEs are performed by an expert technical team with assistance from

the State and EPA RPM, site contractor(s), and Project Liaison (GW Forum or other Regiona contact).
The expert technica team for this project will consigt of three individuas from HSl GeoTrans (the EPA
contractor for this project) and/or the US Army Corps of Engineers.

Who will pay for RSES? All of the RSEsfor this project will be funded by EPA Headquarters
(OERR and TIO). The Regionswill not be required to pay for the RSEs.

What is the anticipated outcome of this project? It isanticipated that suggestionsto
improve the effectiveness (potential cost increases) and efficiency (potential cost savings) of Fund-lead
P& T remedies will be identified. A secondary outcome of this project will be to familiarize Regions with
key concepts associated with improved operation and maintenance of our P& T systems.

Who isresponsible for implementing recommendations? RSE recommendations will

be implemented a the discretion of the Regions. OERR is committed to providing technica and
monetary support for implementation of these recommendations. It is assumed that funding for many of
the recommendations will come from the On-going Remedia Action budget. Regions will be responsible




for requesting gppropriate funding to implement recommendations. More substantial changesto a system
requiring additiond dte characterization may require funding from the Pipeline Operations budget.

Who/what is the Regional Project Liaison? The Regiond Project Liaison will most likely be
a Ground Water Forum representative or other Regiona volunteer who will be the Region’s point of
contact for the project. The Project Liaison will help Headquarters interface with RPMsin collecting Ste
dataand sdlecting up to 2 Stesin each Region for optimization. Also, the Project Liaison will receive
updates on basdline cost and performance data on al Fund-lead Sites, and they will serve as a Regiond
technical contact for the RPMsiif there are questions on the optimization process.

What will be required of Regional management? We encourage Regionsto pay for
travel costs for the Regiona Project Liaison to participate in the 2-day Site visit (in most cases this will
mean hilling trave to the ste). RPMs will need adminidrative, technica, and monetary assstance with
implementing many of the RSE recommendations. We encourage Regiona management to support this
effort and provide longer-term support and incentives for RPMss to implement RSE recommendations.

What can Regions do to assist with this project? Ingenerd, providing informationin a
timely manner, remaining open to suggestions on how to improve an operating P& T system, and gpplying
some of the optimization concepts to other Steswill be extremely helpful. Contact your Regiona Project
Liaison to inquire how you can assst them.

Who will get copies of RSE reports? A draft RSE report will be sent to the RPM and Project
Liaison for review within 45 days of the Stevist. A brief summary of the Fund-lead Site data and
optimization recommendations will be provided to the Superfund Division Director, Regiona
Adminigtrative Reform Strategy Contact, Project Liaison, and the OERR Center Directors.

What is the year one schedule for this project? We anticipate collecting basdine cost and
performance dataon al Fund-lead P& T sites by February 2001. We anticipate initiating RSE gte vidits
will begin in January 2001 and end in September 2001.




Where can | go for more information? For more information contact your Project Liaison or
one of the contacts listed below.

EPA Headquarters Regiond Project Liasons | ContractorsUS Army Corps of
Engineers

Kathleen Yager/TIO R1- tbo* Robert Greenwald

732-321-6738 R2 - Diana Cutt HSI GeoTrans

R3 - Kathy Davies
Xeffrey Hemerman/TIO | R4~ Kay Wischkeemper | David Becker

R5 - Dion Novak US ACE Hazardous, Toxic, and
703-603-7191 R6 - Vince Mallot Radioactive Waste - Center of
R7 - Mary Peterson Expertise (HTRW CX))
Paul Nadeau/OERR RS - thd*
703-603-8794 R9 - Herb Levine Lindsey Lien
R10- tbd* USACE HTRW CX

Charles SandsOERR
703-603-8857 *tbd - to-be-determined
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Administrative and Technical Resour ces
OSWER 9283.1-13

This document outlines various adminigrative and technical resources available to RPMs and the
Regionsto assigt with implementation of Pump and Treat (P& T) syster recommendations as a result of
the Ground Water Optimization Superfund Reform Strategy. Many resources available within the
Regions may not be included in this document, but should be familiar to RPMs.

Administrative Resources

Where will funding come from to implement recommendations and who can
assist with funding questions? It isanticipated that any incurred costs of most
recommendations will utilize On-going Remedid Action funding. Some recommendations involving the
review and reconsderation of the Site conceptua mode or involving new or sgnificantly revised
modeling may appropriately utilize Pipeline Operations funding. Anticipated needs should be addressed
through existing mechanisms, particularly annual Regiona Work Planning mestings and mid-year
conference calls.

Budget coordinators in OERR can asss with the formulation of routine Ste funding requests, and
CERCLISWASTELAN information management issues including program targets.

OERR Budget Coordinators

Regions 1, 9 Richard Jeng (703) 603-8749
Regions 2, 6 Karen (Tomi) Tomimatsu (703) 603-8738
Regions 3, 8 Tom Sheckels (703) 603-8916
Regions4, 10 Sylvina Fonseca (703) 603-8799
Regions 5,7 Larry Zaragoza (703) 603-8867

Who in HQ can help with implementation of RSE recommendations?

Assgtance with the evaluation and implementation of Ste-gpecific recommendations, and program
requirements, can be requested by the RPM of the appropriate OERR Regiona coordinator or
Regiona Center Director. Another potential sources of help isthe OERR GW team.

Regiond coordinatorsin OERR can provide assstance with a variety of technica, administrative, and
program management issues. These include Ste characterization and engineering issues, support for
program/process implementation questions. Examplesinclude: remedy issues (ESDs and ROD
amendments); ARARsissues, Close-Out, Monitoring and Deletion requirements. The GW team or
the Regiona coordinators can offer technica support for groundwater issues.

Services are of no cogt, contingent upon the availability of the OERR personnd.




Technical Resources

Who can help with hydrogeologic, modeling and remedial design questions?

The Subsurface Protection and Remediation Divison in Ada, Oklahoma and their contractors can
provide many of these services. Services include review and comment on model issues/accuracy,
suitability of hydro-logic/geologic data, adequacy of treatment trains, monitoring issues, monitored
natural attenuation and completeness of availableinformation. They are accessed by request from the
RPM, Ground Water Forum member or Superfund Technical Liaison (ORD liaison) in the Region.

Services (up to $25K of contractor support) are routinely paid for by OERR/TIO through the
Technica Support Project (TSP).

Who can help with site characterization, sampling and analytical questions?

The Las Vegas, Nevada, ORD |aboratory and their contractors can provide many of these site
characterization support services. Services include performing or review and comment of datistical
andyses of environmenta data for monitoring, characterization, or to determine the effectiveness of
remedid actions. They are accessed by request from the RPM, Ground Water Forum member or
Superfund Technicd Liaison (ORD liaison) in the Region. There is aso asgnificant amount of
informetion on the following webste:  www.cluin.org

Services (up to $25K of contractor support) are routingly paid for by OERR/TIO through the
Technica Support Project (TSP).

Who can help with engineering and waste treatment questions? The Cincinnati,
Ohio, ORD laboratory and their contractors can provide ass stance with engineering and waste
trestment questions.  Services include providing advice concerning trestment technologies or review
and comment of treatability information and gpproaches to Site management. 1ssues and questions
about physical/chemica treatment, bioremediation and phytoremediation may be addressed. They are
accessed by request from the RPM, Ground Water Forum member or Superfund Technical Liaison
(ORD liaison) in the Region.

Services (up to $25K of contractor support) are routinely paid for by OERR/TIO through the
Technica Support Project (TSP).




What additional Regional resources may be available? The Ground Water Forum
representative or the Superfund Technica Liaisons (STL) may be available for assstance and familiar
with this Superfund Reform project. Also a Regiond Project Liaison has been identified in each Region
to serve as apoint of contact for this project. Their assistance can be requested by the RPM, but will
be dependent on gaff availability and Regiond management consent.

Regiond Project Liasons

R1- thd*

R2 - Diana Cuitt

R3- Kathy Davies

R4 - Kay Wischkaemper
R5 - Dion Novak

R6 - Vince Malot

R7 - Mary Peterson

R8 - tbd*
R9 - Herb Levine
R10 - tbd*

*thd - to-be-determined
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