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DISCLAIMER 

This report was prepared as an account of work sponsored by an agency of the 
United States Government. Neither the United States Government nor any agency 
thereof, nor any of their employees, makes any warranty, express or implied, or 
assumes any legal liability or responsibility for the accuracy, completeness, or use- 
fulness of any information, apparatus, product, or process disclosed, or represents 
that its use would not infringe privately owned rights. Reference herein to any spe- 
cific commercial product, process, or service by trade name, trademark, manufac- 
turer, or otherwise does not necessarily constitute or imply its endorsement, recom- 
mendation, or favoring by the United States Government or any agency thereof. 
The views and opinions of authors expressed herein do not necessarily state or 
reflect those of the United States Government or any agency thereof. 





SITE CONTRACTOR PARTICIPATION IN THE DOE SWEIS PROCESS 
AT LOS ALAMOS, NEW MEXICO 
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The U.S. Department of Energy (DOE) prepares site-wide 
environmental impact statements (SWEIS) on sites that are to 
remain in operation in order tb provide an estimate of the 
cumulative environmental impacts from projected future operations 
at the site. DOE has relied on outside contractors rather than 
the site management and operating (M&O) contractors to prepare 
EISs, in order to preclude the potential for conflict of 
interest. The site M&O contractors, who know the site best and 
are most familiar with existing information, are critical support 
for the contractor. The University of California (UC) is the 
site M & 0  contractor for Los Alamos National Laboratory (LANL) in 
Los Alamos, NM. The role of LANL (UC) personnel in DOE’S 
preparation process for the LANL SWEIS is described. 
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ABSTRACT 

The U.S. Department of Energy (DOE) prepares site-wide environmental impact 
statements (SWEIS) on sites that are to remain in operation in order to provide an 
estimate of the cumulative environmental impacts from projected future operations 
at the site. DOE has relied on outside contractors rather than the site 
management and operating (M&O) contractors to prepare E I S s ,  in order to preclude 
the potential for conflict of interest. The site M&0 contractors, who know the 
site best and are most familiar with existing information, are critical support 
for the contractor. The University of California (UC) is the site M&O contractor- 
for Los Alamos National Laboratory (LANL) in Los Alamos, NM. The role of LANL 
(UC) personnel in DOE'S preparation process for the LANL SWEIS is described. 

THE DOE'S SWEIS PROCESS 

What a SWEIS Is and Why DOE Prepares Them 

The National Environmental Policy Act (NEPA) requires that federal agencies 
prepare a detailed statement on proposed major actions significantly affecting the 
quality of the human environment (42 U.S.C 4371 et seq.). As stated by the 
Council on Environmental Quality (CEQ) implementing regulations (I), an 
environmental impact statement ( E I S )  is to be used by Federal officials in 
conjunction with other material to plan actions and make decisions. The NEPA 
process also provides opportunities for the public to become informed and to 
contribute to the federal decision-making process. 

The U.S. Department of Energy (DOE) has extended the use of the E I S  process 
through its policy to prepare site-wide E I S s  (SWEISs) for certain large, multiple- 
facility sites, to assess the impacts of all or selected functions at these sites 
(2). Further, DOE commits to re-examining a SWEIS five years after its completion 
to determine whether it still accurately represents the site or whether an update 
needs to be prepared. 

When DOE prepares a SWEIS for a facility that may be converted to another mission 
or may be closed, the alternatives to be analyzed and the decisions to be made are 
reasonably clear. However, when DOE prepares a SWEIS for an operating site, one 
where no major change such as shut-down or change in mission is under 
consideration, identifying a reasonable range of alternatives and the decision to 
be made is much more difficult. 

DOE selected alternatives in the SWEIS for Los Alamos National Laboratory ( W L )  
that represented a range of levels of operations. The SWEIS was conceived as 
presenting the cumulative impacts associated with these different levels of 
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operation, including those developments that are reasonably foreseeable within the 
'next 10 years. The impacts of the total site at those levels of operation can be 

projected into the future more comprehensively in a SWEIS than can usually be done 
in a single-project NEPA analysis. The SWEIS analysis can then create an 
assessment envelope by describing some maximum level of operations, a level within 
which actual operations would be conducted. The impacts of the maximum or 
bounding case of operations are quantified and the risk is publicly acknowledged. 
This assessment envelope approach is similar to the safety envelope created by the 
Safety Analysis Review system where the consequences of any actual accident would 
be bounded by the those of the hypothetical accidents analyzed. 

Benefits of a SwEIS for LANL 

LANL is the largest of DOE's three national weapons laboratories, a multiple 
facility, multi-program site spread over 43 square miles. LANL supports DOE'S 
nuclear weapons program with research and development activities and with limited 
scale production. In addition, LANL conducts extensive basic scientific and 
technical research in other areas. The previous SWEIS for LANL was prepared in 
1979 ( 3 ) .  This document presents the basic mission and operations of LANL, which 
are fundamentally unchanged. However, the document does not present all 
facilities now in operation nor all the operations being performed at LANL at 
their current levels. 

There were no particular drivers for DOE to initiate a new SWEIS for LANL. New 
Mexico has no state law requiring NEPA analysis. No lawsuits had been filed to 
require a new SWEIS at LANL. However, several stakeholder groups had made 
requests to the Secretary of Energy to initiate preparation of a new SWEIS. 
Moreover, LANL had several projects for which NEPA reviews had been initiated or 
were anticipated. A SWEIS could provide the complete NEPA coverage for some of 
these projects, with the hope of saving time and costs. In addition, a SWEIS 
could provide an analysis of the cumulative impact of the individual projects. 

Another benefit of a new SWEIS would be the analysis of the impacts of the many 
small but scientifically important projects that are undertaken at LANL. A SWEIS 
could substitute for documenting most of them individually. Moreover, a current 
SWEIS would serve as a point of reference for future NEPA reviews, making them 
simpler to prepare (tiering). Finally, a SWEIS could be a vehicle to tell the 
public about the range of activities in which LANL is involved. The alternatives 
would describe what possible different levels of operation might be. The 
consequence analysis would show, at least in a comparative fashion, what the 
current and future impacts to the environment would be for the alternative levels 
of operation. These descriptions and analyses would dispel much of the secrecy 
that has surrounded work at LANL since its beginning as the Manhattan Project when 
the work was classified. 

What the SWEIS Contractor Can Do 

DOE's policy has been to engage an independent contractor to prepare EISs, rather 
than to have the site management and operations (M&O) contractor prepare them. By 
so doing, DOE intends to avoid conflicts of interest that the site M&O contractor 
might have and achieve an independent analysis of environmental impacts. However, 
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a contractor unfamiliar with the site does have a formidable task in learning 
about the nature of the work performed, the ecological and geological setting, the 
information that is available, and the locations of facilities, watersheds, and 
population centers, etc. 

What the Site M&O Contractor Can Do 

A site M&O contractor for DOE has a limited role in preparing the SWEIS but has 
the most to gain from a comprehensive, accurate, and useable document. The site 
contractor can provide existing information about a site, information that would 
serve as a baseline for projections of future operations. The site contractor can 
help explain site operations and provide a guide service. The NEPA process does 
not require that new studies be performed but information already developed should 
be made available. The site contractor should review drafts to assure that the 
statements about the site are technically accurate but may not perform the 
analyses. Finally, informing the internal stakeholders, the LANL site personnel, 
about the NEPA process and the status of the SWEIS study falls within the site 
contractor's sphere. 

e -  

LANL'8 PREPARATION FOR THE SWEIS PROCESS 

During the summer of 1994, LANL recognized that a new SWEIS was imminent and that 
the Laboratory could be of significant help in cornpiling baseline information and 
in providing a central focus for the contractor. These activities would not 
compromise the objectivity of the SWEIS contractor. Consequently, in October 
1994, even before the contract had been awarded, the LANL Environment, Safety, and 
Health Division Director established the Site-Wide EIS Project Office to support 
DOE and the DOE'S contractor during the SWEIS process. This Project Office was to 
serve as a focal point for interactions, in order to make the process more 
efficient. 

Inventory of Information 

Project Office's first task was to consider what we could do ahead of time €or the 
SWEIS contractor, from the prospective of what information we would want if we 
were in the-contractor's position, coming into an unfamiliar site. We wanted to 
provide the SWEIS contractor with an introductory collection of information about 
LANL, particularly material relating to environmental issues that had been 
submitted to regulatory agencies. This collection included the 1979 SWEIS, the 
Annual Environmental Surveillance Reports for recent years, some recent 
environmental assessments (EAs), and site maps. 

We put together a comprehensive listing of the environment, safety, and health 
data bases already available about LANL, effectively a road map of what 
information exists and where it could be found. Environmental studies have been 
conducted at LANL for more than 50 years, by staff as well as visiting scientists, 
but no comprehensive compilation had ever been made. We did not attempt to make a 
comprehensive data base containing all this information for a rider of reasons. 
Data are in various (incompatible) forms, from published reports to electronic 
spreadsheets in numerous computer languages to field notebooks stowed away in 
boxes and file drawers. Sampling and analytical methods depend on what was 
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available and what was of interest when the data were collected. Some information 
had received careful quality assurance ( Q A ) ,  but not all had been QA'd. We put 
together a summary of all the data bases and data collections that could readily 
be accessed, annotated as to location, owner, condition, quality, and possible 
usefulness from the perspective of the data owner. 
prepared at LANL before. We believed that this compilation would be useful to the 
SWEIS contractor in understanding the range of studies already available for their 
use. 
bases will be useful to future researchers at LANL. 

Such a summary had never been 

We also anticipated that this collection of information about existing data 

Safety Documents 

We assembled the series of approved safety documents along with a listing of those 
in preparation and in the approval process. 
facility descriptions with corresponding hazard class identification for the major 
structures. For each technical area, a map identifies the facility of interest 
and the type of hazard (radiological category and chemical hazard class). This 
safety information has allowed the SWEIS contractor to readily identify the 
buildings that warrant the most attention for operations as well as for accidents. 
Based on the buildings' radiological category and hazard class designation, we 
developed a list of key facilities, those that we thought would contribute most to 
the environmental parameters of interest, such as air emissions. 

We also prepared a notebook of 

Employee Information Program 

We started an employees' information service, recognizing that every person who 
works on-site is an internal stakeholder and a source of information to and from 
the surrounding communities. This internal stakeholder information process enabled 
us to build a supportive network throughout the organization. The better LANL 
personnel understood the SWEIS process and its potential benefits, the more 
willing they would be to help provide information to the Project Office and to the 
SWEIS contractor. We made speakers available for group and section meetings and 
for informal brown bag lunches to explain the process, solicit concerns, and plead 
for help and tolerance in coming months. Initially there was very little interest 
in our service because the SWEIS process had not begun to impact working groups. 
Later, our explanations were tailored to the immediate need of specific groups and 
were in more demand. 

We started publishing a quarterly employees' newsletter loosely modeled on similar 
publications at other sites. The format is single 11 x 17 inch sheet, folded to 
produce four text pages. Graphics, sidebars, and a glossary of jargon break up 
the text. This newsletter has been our best method of internal education, one 
that paid dividends later in the process when we needed the help of many 
individuals. 

An important part of the internal stakeholders information process has been 
keeping LANL management informed about the status of the SWEIS and demands on LANL 
personnel. The Project Office Leader initiated a series of regular, brief status 
reports to the Operations Working Group (a panel of senior Laboratory line 
managers with responsibility for major facilities), the Laboratory Leadership 
Council (an entity composed of all Division Leaders and Program Directors in the 
Laboratory), and to the Special Assistant to the Laboratory Director. 
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Management Procedures and Budget 

The Project Office put in place a set of management procedures and a budget. The 
Project Office was to receive some funding from LANL's overhead budget, as well as 
some from the DOE SWEIS Program Manager. The latter funding wzs allocate *n a 
task-by-task basis. The management procedures included a Quality Assurance 
Management Plan which was approved by the LaSoratary Deputy Director and the DOE 
Program Nanager, a Project Control System including work breakdown structure, and 
a Records Management System. We kept track of all information that we provided 
directly to the SWEIS contractor. 

LAN5 SWEIS PROJECT OFFICE AFTER THE CONTRACTOR'S ARRIVAL 

After the SWEIS contractor opened an office in Los Alamos we introduced them 
to our concept of the Project Office as the initiation PO nt for helping them find 
their way around and filling their information needs. We stressed our commitment 
to helping the process proceed smoothly while respecting their objectivity. We 
wanted the SWEIS contractor's efforts and ours to be complementary and collegial.- . 

Technical Support Teams/Points of Contact 

Our informal discussions with the SWEIS contractor staff showed that the 
complexity of the site was going to be a problem for them because, except for 
several retired ex-LANL staff members, none were familiar with LANL or its 
operations. To help the contractors find their way through the information as 
well as the site, we set up Technical Support Teams who were familiar with the key 
facilities and the site as a whole, and with the envirormental, safety and health 
data available at the Laboratory. These Support Teams could also serve as guides 
to the information roadmap. Many of the key facilities are in secure areas, where 
access is limited to individuals who have a security clearance or who are escorted 
by someone with a clearance. Few of the contractor personnel had the necessary 
clearances so Technical Support Team members later became Points of Contact and 
escorts for the key facilities. The Points of Contact arranged for SWEIS 
contractor personnel to be given tours of the secure facilities. They also knew 
who the subject matter experts were within the key facilities and were able to 
arrange meetings to provide information and explanations to the contractor 
personnel. The Points of Contact were intended to serve two purposes:-;- to make 
the contractor's information gathering process as efficient as possible; and to 
insulate LANL staff from unproductive requests. 

Information Requests 

As the SWEIS contractor personnel became involved in the project, they identified 
a great deal of specific additional information needed from LANL. We extended the 
Project Office Records Management System to process information requests. We 
formally tracked each request by date and subject and requester, then determined 
who the LANL information owner might be, obtained the information, and delivered 
it to the SWEIS contractor's office, logging each step to completion. For easy- 
to-fulfill requests, the system worked well and rapidly. Most requests could be 
filled within days. However, some requests involved extensive work for WL 
personnel, such as compiling information from diverse sources or doing data 
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reduction. Our general agreement within LANL was that for any request that would 
take more than two days of work time to complete, we would request approval and 
funding from the W E  SWEIS Project Manager. Some requests we were not able to 
fulfill because the requested information does not exist, or was still being 
collected, or had not completed a QA review. In these cases, we brought the 
problem to the SWEIS contractor management staff and the DOE SWEIS Project Manager 
for resolution. We did not keep duplicate copies of the information packages for 
two reasons. The packages should be part of the DOE's SWEIS Project records at 
the end of the process and we simply didn't have the budget to photocopy that 
volume of paper or the storage space for it, if we had copied it. 

The Request Tracking System proved invaluable to us in keeping track of the status 
of all requests, those filled and date, those pending and for how long, and those 
we were unable to fill. This record facilitated resolution of misunderstandings. 
The record also prevented us from having to respond to duplicate calls for 
information as different data teams identified overlapping needs and as the 
contractor's personnel turnover brought in new individuals unfamiliar with the 
information that had already been delivered. 

Description of Pending Projects 

At the time the Notice of Intent (NOI) to prepare the SWEIS for LANL was 
published, LANL had several projects for which NEPA reviews had been initiated or 
were anticipated. DOE's intention had been to document them in sufficient detail 
that a decision could be made on them within the context of the SWEIS, following 
the example of the Atlas and National Ignition Project (NIF) studies that were 
embedded as appendices in the Stockpile Stewardship and Management Programmatic 
EIS (SSM PEIS). 
descriptions and rolling them into the site-wide analyses. However, because of 
the complexity of the contractor's site-wide job and the greater familiarity of 
LANL personnel with the proposed projects, the DOE SWEIS Project Manager 
redirected preparing the project descriptions to LANL. The list of projects that 
were appropriate to be included in the SWEIS decreased to three, as some were 
canceled, some NEPA analyses were completed independently, and some were absorbed 
within the general operational capabilities. We prepared approximately EA-level 
documents, focused on a finer level of detail than would be in the SWEIS. The 
documents presented the trade-offs on construction and development at alternative 
locations within LANL. The SWEIS contractor was to include the three projects and 
address the consequences of operation within the appropriate SWEIS alternative. 

The SWEIS contractor had anticipated preparing these project 

Descriptions of Alternatives at Key Facilities 

The NO1 for the LANL SWEIS had identified four alternatives: No-Action (level of 
operations currently approved), Expanded (the same operations at a higher level), 
Reduced (minimum level of operations consistent with meeting mission requirements 
and maintaining capabilities), and Greener (meet minimum mission requirements and 
expanding activities that were either non-weapons related or would reduce the 
nuclear danger). In order to focus the SWEIS alternatives analysis on the most 
important programs at LANL and on the operations that account for most of the 
environmental impacts, some simplifying assumptions had to be made. Most of the 
work that supports the nuclear weapons program is performed in a small number of 
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facilities but basic research and development goes on all over the site. One way 
to describe the effects of the alternatives on LANL operations is to treat the 
basic research component as a constant level of activity and vary the level of 
operations at the major, or key, facilities by alternative. To this list of key 
facilities where weapons support work is done, the SWEIS contractor added two 
facilities involved with radioactive waste management and two research 
laboratories considered to be of particular concern to the public, for a total of 
15 key facilities. 

The Project Office was then tasked by the DOE SWEIS Project Manager with 
developing information for  the SWEIS on the kinds and levels of operations that 
could take place under each of the alternatives-in the key facilities. This 
assignment was taken up by the Points of Contact. We found that there were no 
adequate descriptions of the work being performed in the facilities; NEPA 
documents contain preconstruction projections and safety documents concentrated on 
high hazard operations. With the help of the facility subject matter experts, we 
produced a series of descriptions of the facilities, focused on the capabilities 
to perform work and the kinds of activities taking place in each. 

When we tried to incorporate into the key facility descriptions discussions of hCw 
the alternatives would affect the level at which each capability was utilized, we 
found the approach unworkable. The subject matter experts at the key facilities 
were familiar with their projects and programs as aggregations of activities which 
utilize the various capabilities, but not with the capabilities in isolation. 
Because several projects might have any one capability in common, no one could 
project the level at which an individual capability would operate under an 
alternative. The best compromise was to describe the level of activity for each 
program or project that takes place in the facility, alternative by alternative. 
We developed estimates of the level of activity in terms of annual material 
throughput where possible but for some of the facilities devoted to basic 
research, the best estimator of level of activity was number of personnel. These 
Alternatives Information Reports were to be used by the SWEIS contractor in 
preparing descriptions of LANL for the alternatives chapter of the SWEIS. 

D a t a  Projections 

These Alternatives Reports for the key facilities became an essential element in 
another task, that of projecting data on environmental parameter values by key 
facility for each alternative. Data development teams were formed with a staff 
member of the SWEIS contractor in the lead and a LANL staff member familiar with 
current LANL operations representing many of the parameters (e.g., radioactive and 
nonradioactive air emissions, utility use, waste generation, socioeconomics) as 
support. The Teams used the Alternatives Reports to query subject matter experts 
associated with projects and programs at each of the key facilities, to determine 
what changes in the parameter values could be expected, given the levels of 
activity that they had described for each of the alternatives. 

This data development was an iterative process, heavily dependent on expert 
knowledge of current parameter values by the data development team members and on 
process by the subject matter experts. The methodology does not lend itself to 
description in any quantitative fashion for most of the parameters. For a 
developed technology such as a coal-fired power plant, there are a series of well- 
understood relationships among power output, coal consumption, water use, and 

7 0 6  



stack emissions. However, this is not the case for a facility engaged in small- 

specifics of which change year by year. We produced a series of data development 
reports, presenting the parameters by key facility for each alternative plus a 
component representing the contribution of the science and technology work 
performed in all the other (non-key) facilities at LANL. The contributions of the 
science and technology functions were held constant across all alternatives. 
These data packages were to be used by the SWEIS contractor in performing impact 
analyses. 

‘scale production plus cutting-edge research and development activities, the 

Waste Management Strategies Report 

DOE requested that LANL pzoduce a report on the strategies for managing each of 
the waste streams produced on-site. The question to be answered was, for each 
waste stream, how much would be produced under each of the alternatives and by 
what strategies each component could be managed. The management question 
encompasses ways of treating to reduce volume, eliminate hazardous 
characteristics, etc. Management included the destination of the waste stream 
from the point of view of LANL (e.g., ship hazardous waste offsite, bury low level 
radioactive waste onsite, store transuranic waste onsite). In addition, we were 
asked to consider two options under each alternative, maximum onsite disposal and 
maximum shipment offsite. This exercise would bound the volumes of waste for 
which onsite disposal must be available and for which offsite transportation as 
well as a destination must be identified. The Waste Management Strategies Report 
was to be used by DOE in making decisions about the necessity of expanding the 
low-level radioactive waste disposal area at LANL. The SWEIS contractor would use 
the report to develop waste transportation requirements and associated risks. 

CURRENT STATUS 

At this time, the draft SWEIS is still in preparation. The SWEIS contractor is 
conducting all analyses on the impacts of normal operations and accidents, using 
the various information documents developed by LANL personnel as well as their own 
studies. When a draft has been compiled, the Project Office anticipates coordin- 
ating reviews by LANL subject matter experts and environmental data specialists, 
focused on the technical accuracy of descriptions and the information that we 
provided. We expect to conduct this technical review before the draft SWEIS is 
released for public review and comment. 

BEYOND THE SWEIS 

Source Document 

All the information we collected about LANL as it was and is now and the 
informztion prepared for the SWEIS help to describe LANL in far greater detail 
than will be possible within the SWEIS itself. Although the information about 
LANL is nominally available to the public, there has been no easy way to access 
much of it. We have decided that compiling the information and publishing it as a 
Source Document will serve several purposes. Since the Source Document will 
contain information made available to the SWEIS contractor, it will function as a. 
secondary appendix to the SWEIS, presenting in detail, at an activity and facility 
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level, information that is summarized on a site-wide basis in the SWEIS. The 
collected information will be useful to the public, to LANL personnel, and to DOE 
in understanding LANL in detail. For the public particularly, this will help to 
"tell the story" of LANL and dispel much of the secrecy that has surrounded the 
institution. LANL personnel would find this compilation of information an 
efficient starting point f0.r more specific searches. 
ongoing need to understand the breadth of operations and capabilities at LANL, as 
they seek to downsize the Complex and make it a more efficient organization. 

W E  personnel will have an 

We plan to organize the Source Document in two sections, one describing LANL as it 
is, and the other compiling the special studies, reports, and projections that we 
produced for the SWEIS. At present, we hope to produce a limited number of hard 
copies and concentrate on an electronic version that would be available via 
internet. 
it would offer efficient access to a wide public audience. There would be the 
chance to cross-reference to numerous other reports that LANL publishes 
periodically such as the Annual Surveillance Report and the Capital Assets 
Management Plan of construction projects, reports that are already available on- 
line. Thus, some of the information would be static in time and some would be - 
updated. 

The prospect of an electronic version is particularly appealing because 

Updating Information 

DOE has made the commitment to review a SWEIS every five years to determine 
whether it accurately represents the facility or whether it should be revised. 
Considering the amount of effort and cost to produce a SWEIS, it makes sense to 
consider some way of updating the information about operations, to facilitate 
comparisons with projected data and the related consequences. 
is developing a proposal to make some of our information documents into a living 
status report, by updating them annually. Because it would involve cost and 
effort without a regulatory driver, it is a hard idea to sell. However, the costs 
of redoing the SWEIS are much higher. 

The Project Office 

CONCLUSIONS 

The site M&O contractor has the opportunity to facilitate the SWEIS process 
without compromising their own objectivity or that of the SWEIS contractor and it 
is in their enlightened self-interest to do so. They are best able to collect and 
develop information about the site and to furnish guides to the information and 
the site with its unique aspects and to identify the subject matter experts. The 
site contractor personnel need to review draft material to assure the accuracy of 
descriptions and data. The SWEIS process provides an opportunity to obtain an 
objective evaluation of the site operations and associated impacts. This 
objective process may reveal situations that need to be changed immediately as 
well as those that need modifications before some proposed operations are 
increased. The independent impact analysis should be very useful for 
communicating with the public. 

If the SWEIS alternatives describe bounding conceptual levels of operations, and 
the impacts and risks are deemed acceptable in light of the missions that the 
operations support, then the SWEIS can be considered as part of an authorization 
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I basis for operations.--Then, the SWEIS can be a useful tool to the DOE and to the 
'site M&O contractor in planning future operations. 
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