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SUBJECT: Appfoval of Long Term Contracting Strategy for
Superfund (Superfund Management iew:, Recommendation
E.2) .

FROM: Henry L. Longest II, Directér
: Office of Emergency and Remedial Response

TO: Don R. Clay
Assistant Administrator

PURPOSE

I have attached for your approval a paper which summarizes
the issues, findings, analysis and recommendations for the
Superfund Long-Term Contracting Strategy. Implementation plans
will be developed subsequent to your approval. :

ACKGROUND

The issues, analysis and recommendations contained in this
paper are the products of an Agency-wide task force comprising
representatives of the Office of Emergency and Remedial Response,
the Office of Waste Programs Enforcement, the Procurement and
Contracts Management Division, as well as the ten Regions and
Headquarters projectl officers, contracting officers and other
affected organizational entities. The overall effort is
a 90-Day Study project scheduled for completion at the end o
August 1990. -

As part of this effort a broad analysis was conducted on the
program's dependence upon contractor support. The analysis
-ranked Superfund contractor work in terms of its relationship to
the decision-making process and the perception of overdependence.
The analysis indicated that the Superfund work being performed by
our contractors is legal, appropriate, and within the scope of
OMB guidance on contracting. Because of the large resource
implications, a recommendation was made to maintain the same
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level of Superfund contracting while strengthening contracts
management through increased training, clear policies and proce-
dures, and increased management attention.

=»= The attached Executive Summary outlines the recommended
strategy. In addition, the attached paper contains a discussion
of the development of the strategy, the key evaluation factors,
the five options developed by the task force and the analysis of
those options by the key subgroups. The task force subgroups
analyzed the structure, competitive aspects, roles and respon-
sibilities, legislative impact and organizational barriers posed
by the optional contracting approaches. Detailed appendices
containing documentation of the analyses are avaxlable upon
request. ‘

The regional representatives of the task force supported
continued decentralization under the final recommended strategy.
The workload analysis developed by the task force demonstrated-
that the resources needed to support the strategy are approxi-
mately the same as current levels of personnel (both program and

_contract office) provided in the budget.

. The recommended strategy addresses Superfund contracting by
each of the program functions. This strategy balances the key
evaluation criteria and the needs of the various program func-

‘tions. The Executive Summary con::ins a description of the
- components supporting the program functions.

The Long-Term Contracting Strategy recommends that
preremedial and removal support be combined. This involves
merging the two dedicated teams =-- the Field Investigation Team
(FIT) and the Technical Assistance Team (TAT). These regionally
based teams will provide technical assistance to both the site

.assessment and removal programs. The strategy proposes that the
. site cleanup needs of the removal program will continue to be

addressed by a decentralized approach which includes
time-critical and site-specific contracts. 1In addition, rapid
response capabilities for the remedial program will be included
in these contracts. For the rare nontime-critical responses,
activities will be integrated into a response action contractor
function.

In evaluating the needs of the preremedial program, the
imminent expiration of the Pield Investigation Team (FIT) -con-
tract (September 1991) required the evaluation of an interim

.implementation plan, as well as long-term recommendations. The
‘strategy recommends using ARCS contract -capacity to support

preremedial activities for up to three years. We will work to.
assure that the ARCS contracts contain administrative procedures
which minimize the burden placed on the Regions using this new
structure. The procedures will also provide for the rapid
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response capabilities to which the Regions have become accustomed
in use of the FIT.

The remedial and enforcement oversight responsibilities are
proposed to be integrated into a single response action contrac~
tor structure. In addition, specialized enforcement activities °
are proposed to be separated into regionally-based contracts to
provide items such as litigation support and potential respon- .
sible party searches. Separate administrative and regional -
management support contracts will also be developed.

The component of the recommendation related to analytical
support under the current Environmental Services Assistance Team
contracts, proposes decentralized regional contracts. However, -
the task force deferred a final decision on decentralization of -
the Contract Laboratory Program pending additional study and the
outcome of several pilot efforts. This recommendation reflects
Regional requests by both the Waste Management and Env1ronmental
Services Divisions.

. Finally, at Regional request, a centralized transportation
and disposal broker contract is proposed to assist Regions in
locating and procuring such activities nationally. The services
that would be provided under this contract will require further
definition and evaluation prior to implementation.

OBJECTIVE : ‘ -

I am asking for your approval of the recommended strategy.
The final strategy is required to be completed by the end of
August 1990. .

IMPLEMENTATION

This strategy is intended to be a road map for the next
decade of Superfund contracts. We will continue to evaluate the
strategy in light of changes that may occur in the program. Upon
your approval, an implementation plan will be developed to phase-
in the new contracting structures as existing contracts expire
and to avoid program disruption. The plan will be developed by
the Long-Term Contracting Strategy Task Force and will outline
our approach to initiating the new contract program.

Attachments @/ /’( % Date 7/ 7 / 1o

Approve

Date

Disapprove
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The Agency developed a Superfund Long~Term Contracting
Strategy to meet two objectives. - First,.to-analyze the: long-term
contract needs of the Superfund’ Progran;.and second,. to designm a.
portfolio of Superfund contracts to meet:those needs over: the -—;_

- next ten years. : o o CeTil o ammuE Y

,

In analyzing Superfund Program contracting’needs, several .
assumptions were made about the future direction of the Superfund
Program. The Agency assumed program priorities and policies will
continue to change as the program matures. For example, the May

‘1989 Superfund Management Review. presented new areas of program .

emphasis including an integrated "One Program" approach to
enforcement and response. - Reauthorization of the Superfund
legislation may also bring changes to the program. : The Agency
also recognized that effective cleanup of Superfund sites will be

‘a complex, long-term effort. Additionally, competition for

scarce resources and changes in program focus may lead to -
fluctuations in the Superfund budget. ' These factors indicate -
that the Agency needs to establish a contracting strategy that .
will support both current and future program.goals,— oo e

i 8

eqy Direction A _jvgvﬂu L

The Superfund Long-Term Contracting Strategy is built on
several key principles. The strategy is designed to.

. Support an integrated "One Program" approach to
enforcement and response;

. .Support project management from site discovery through
" remedy construction; . ..

. 'Build in flexibility to respond to changing program
' priorities and budgets, S

e Support rapid response to immediate risks;

. Decentralize contracts management to the Regions where
practicable; and _

. Be implemented to avoid program disruption. -
Approach

An agency-wide task force vas formed to analyze the
contracting needs of the Superfund Program and recommend a
portfolio of contracts.-"The Long-Term-Contracting Strategy Task
Force comprises the Office of Emergency and Remedial Response,

‘ﬁOffice of Waste.Programs Enforcement, the Procurement and C
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Contracts Management Division,. the Office of Small and
~ Disadvantaged Business Utilization, and the Regions' Waste
Management Environmental SerVices, and uanagement Divisions.

S5 The.task force developed.tour contracting options in .. ...
addition- to: the:status:quo,.and identified issues- and.evaluation. ;
criteriaffor'their-analysis.; Key issues axamined by the task;.oe'
force included: : : : _;;,\ _a-sﬂ.v::i TR
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. What contracting approach will bast support an -“y}’~}m
integrated "One Program" with flexible responses. ;T‘”’

. :-"‘"\Qan -_..-_.-'-.'q re .1.‘.;. S 7o SO IS ol alaii s ‘Y M %-«n.—o '5 - d‘
ST e s What'contracting approach will.best deal. with program
Tt and budget changes’----f' P SIS {n::'“

L. e What contracting approach will promote decentralization
< .and create program~eftic1encie8’ e oprllduaTiil misotioon
[ R S SN °Y -l P . - b - am o wd ——— - - W .-..-_......:_.:r-‘_r-.. at - . -
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. ;;;t;n What contracting approach will best maintain and - .’
NN »5increase.competition’;, HeliTallin F8AC Bevenzosor oot
Z0Y n3lZiregmon V.. znoldinFS L 2malits mIaS-tnnd -xmlgmos s

Various aspects of each option were: evaluated including -
structure, legislative effects, impact on EPA resources, roles -.
and responsibilities, organizational barriers, and competition
(see Chart I-Analysis of Options by Evaluation Criteria, page v).
Each option's impacts on the program functions (e.g., ‘
preremedial, removal, and remedial) were also analyzed.- .The task
force then selected elements of the options that best served each

program function while meeting the evaluation criteria.

PRI -
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The Long-Term Contracting strategy promotes program
integration, incorporates flexibility to meet change, and
balances the various evaluation criteria. ' The strategy supports
the "One Superfund Program" concept and minimizes handoffs by
. integrating cleanup activities according to response needs rather
than NCP classification. In addition, enforcement oversight and
" remedial response are consolidated to increase regional
flexibility to pursue various enforcement options. The following
summary presents an analysis of the strateqy by program function
(also see Chart II-Long-Term Contracting Strategy, page vi).

Proramodial

si c am . This approach will promote
program integration and early action at Superfund sites by
coordinating site discovery, investigation, and removal
-assessment”activities 3 The combined teams will-also provide the -

A
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Regions with flexibility to respond to changing budgets and
workloads. Finally, the approach enhances preaward competltion,
opportunities for small business participation, and
decentralxzat;on by creatznq smaller, regxonally'based contracts.

T e g v e e T T "_:__

Because the FIT'contract is due” to- expire ih 1991, the~task force .
.also. conszdered interim approaches to facilitate transition=to:y -

"the new contract mechanism. - The strategy’ uses ARCS contract zsy -

P S R

capacity to support preremedial activities tor-up to~three years.

’ .
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Removal - “;T77ff;*f-i*iﬁfu?‘“fﬁFrnfiﬁ,f}@;

The strateqv creates regional FIT/TAT contracts. - The - -
strategy provides flexibility for the Regional Removal Programs
by maintaining a dedicated technical assistance team for - :

emergency response. - i -
cleanup activities with rapid remedjal responses. -This approach:

- e we

enhances flexibility and promotes program integration by 7:=:z7l
providing all rapid response capabilities under a single regional
contract mechanism. It also reduces the handoffs that can occur
between removal and remedial during rapid responses at Superfund
sites. Further, competition and small business participation are
enhanced through creation of smaller, regionally based cleanup
contracts. S S TR e Lo T

Remedial - - - .- . el T cL T Amn L
R - B B S
__ The strategy combines :
versi ontime-cri v
o acti echani -~ This approach will reduce handoffs and.

promote program integration by -creating one umbrella program to
perform all remedial and enforcement oversight work. Integrating
remedial action with enforcement oversight will give the Regions
flexibility to pursue various enforcement options. ~ Contract
management impacts will be minimized because the new contracts
can use the existing management infrastructure created for the -
ARCS contracts. Also, the numbers of contracts will be reduced
. by eliminating separate TES oversight contracts. - Multiple

" remedial contracts, ‘available to each Region, will provide'
flexibility to respond to potential ‘conflict of interest - .
problems, and enhance postaward competitxon based on contractor
performance.

Enforcement 8support

trate S ovide
e ized i ' The new contracts
will provide enhanced support to Superfund enforcement efforts by
supplying expertise for specialized efforts such as PRP searches
and litigation and negotiation support. This should reduce the
appearance of conflict of interest by removing thzs specialized
support from a response action contract.’ : _ -
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i e These contracts will proVide vital

eadnministrative support to On-Scene Coordinators and.Remedial  :
. Project. Managers, :as.vell. as. information nanaqement:support: The

. task force:agreed,..however, - that the contract.scopestot’vork:nust;
be.zurther'defined-srpre-award.competition, small businoss'“*“‘:>'<-

- N

.‘.‘

participation, and decentralization will be’ onhanced.by"croatinq* L)
' these small, regionally-based contracts.

S TS r"“?‘&?:‘{_aﬁwa =
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er ana 51s.—~sThis~approach,minimizes opportunitxes for" “
:conflict of-interest by maintaining a’ separate.contract for data
review.:- The approach also promotes decentralization, and '__." .
:increases opportunities. for. small business, participation by ‘n;, L
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:creating smaller,,regional contracts.if.,m__,, e e
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Transportation & Disposal Broker

trat ec ends +i v e

ng;;gngl;:___p_g;gkg:_ Such a contract might assist in - -~9F%4

minimizing the delays experienced ~ith current disposal ..

'arrangements. - The task force agreed the Regions need enhanced,
support in tracking facility status, comparing disposal and s
transportation costs, and arranging for disposal. = The expertise

of a national broker might make the disposal process more 7. °
efficient and consistent across sites, and achieve economies of

scale not now realized at the regional level. C e L -
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The task torcevdiscussed the need to enhance the consistency
and credibility of Superfund community relations. . The task.force
recommended that an evaluation of integrated community relations
support within the remedial contracts, and a review of the >’

-advisability of bringing some community relations activities in
house be performed. _

Next Steps

The next steps for the task force will involve developing a
strategy implementation plan. This plan will phase-in new :
contract procurement as existing contracts expire, to avoid
disruption of program activities. T e e T
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Highest Priority

Analysis of Optioné by Evaluation Criteria

Kl ol

Evaluation Criteria

- —

Mecdium Priority

11. Reduces Numbers of Contract

12. Minimizes Conflict of Interest

'13. Minimizes implementation Efforts

14. Increases Small Business
Participation

15. Minimizes Legislative Impact

w ———__ Low Priority

R o R S R TUUL




Recommended Long-Term Contracting Strfategy for Superfund

Each EPA

Enforcement o Reglonal Management
Support Contracts . Support Contracts

Time Critical / Fleld Investigation Team/ " Response
Rapid Response Technical Assistance Action

. Team
Activities . (FIT/TAT) Contracts

Site Specific

| Contracts

1, *Defers decision on decentralizing CLP pending further study. :

2. *Creates concept of national broker for transportation and disposal services. Further evaluation to be conducted. :

3. Creates regional contracts for PRP searches and litigation support, and separate regional contracts (o provide data entry, managemem. and adminismnvc support.
4, Combines removal time-critical and rapid remedial response activity.

S. Decentralizes ESAT to Regions.

6. Combines two dedicated team programs (TAT, FIT) into one program for removal and preremedial activities. :

7, Integrates enforcement oversight of PRP lead remedial activities into response action contracts for RIFS, RD/RA and non-time critical mnovnls.
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.Mmhe Envxronmental Protection.Agency developed the Long-Tern
COntractlng Strategy for Superfund to define the shape of the "I
portfolio of Superfund contracts over the next ten years. The 3%
Superfund Program over the years has undergone many changes in ¥ -
emphasis as it has matured. One "~of the key results of thig -:s%
maturation process. is a recognition that flexibility to respond
to changes such as.fluctuating budgets, modified regulations, - -~
statutes and policies will need to be a cornerstone ot the Soh
defined strategy- . . .. ... .o oo 2R

Thls paper summarlzes the background of the strategy, the ,
program direction, key issues, and strategy objectives. soction
II outlines_the approach “taken to develop the strateqgy; S8ection
III provides a summary of the ‘analysis ‘of ‘the optional- approaches
des1gned to meet the strategy objectives and evaluation criteria.
-Finally, Section IV. analyzes ‘the components of the recommended:
structure for the strategy. “Detailed documentation ‘supporting
this summary is avallable 1n appendlces, as noted throughout the
text. = . - -

Background - . . . . . . Tt oe

- The Superfund Management Review issued in May 1989
emphasized the need for a long-term contracting strategy
incorporating the key objectlves of the Review. These
objectives: the integration of program elements (e.g.,
enforcement, remedial, removal) into "one program" to more
effectively pursue cleanup of Superfund sites, the need for
making all sites "safe" via early action to mitigate immediate
risks, the emphasis on pursuing enforcement actions prior to
committing fund money for cleanup, and the need for flexibility
in administering the program, have defined and shaped the final
recommendation for the long-term contracting strategy.

In addition, the Superfund program recognized the need to
improve its contract management. Outside scrutiny by Congress,
the Office of the Inspector General, and the General Accounting
Office also highlighted areas of contract management which needed
improvement. 1In response, EPA has instituted many improvements
in the short term management of the contracts (e.g., development
of training programs for On-Scene Coordinators, Work Assignment
Managers, and Remedial Project Managers; issuance of policies on
conflict of interest; improved cost control mechanisms). These
short-term improvements will continue to be developed and
implemented as an ongoing part of the contracts management
process. However, it was also decided that resolution of some
issues would best be done in the context of the development of a
long-term contractlng strategy (e.g., improved contract ’
management via delegation of authority to Regions).

——— .
- .
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In developing the Long-Term Contracting Strategy, it was
necessary to define the future direction of the program in order
to tailor the strategy to fully support the program. Certain key
trends were determined to influence Superfund contracting (see
Appendix 2).” The budget process and determination-of pricrities .
will be affected by these trends:“‘Several inportant.poznts inyu'f
defznxng these.trends came.to Iight. : -v'ﬁi“‘ .

_———— e e L .. .
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It is | expected that.the queue ‘of sites awaiting ranking for
' the National Priorities Lisﬁ‘(NPL) ‘will continue to grow. fIm 23
addition, the number of sites undergoing potentially responsible
party (PRP) led remedial investigation/feasibility studies -
(RI/FS) and remedial design/remedial actions (RD/RA) will
increase, generating the need for additional enforcement support
and oversight. ._.The number of sites awaiting remedial action is
-expected -to 'increase. .along. with the number ot sites requirlng &~1

QJ el
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- These ‘trends also naturally affect the shape and integration
of the Superfund contracting program.  Although it is “expected -
that the US Army Corps of Engineers and the Bureau: of Reclamation
will continue in their currently defined roles, other trends such
as those mentioned above may generate changes in the kinds of
contract support the Superfund program will need. Additionally,
the Comprehensive Environmental Response, Compensation and
Liability Act as amended in 1986 expires in 1991 and the strategy
must be flexible to accommodate any changes generated during‘the
reauthorlzatlon process. - . L _ -

- P B . . '~¢-'.,_

As these trends shape "the future, it is alsc expected that
the EPA Regions will continue to have a growing role in contract
management and that there will be a contznuing need to cultivate
expertxse in these offices.
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The analysis of program direction led to the establishment
of certain objectives for'the strategy.' The strategy vould- ST

. '\‘
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-] continue to provide capabilities to conduct"rapid response ‘

v
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i_o be flexible to respond to changing hudgets and priorities

.-0 emphasize integration of program areas (e. g. entorcement N
' remedial,” removal) into "one program® ‘" T ~ﬂ—w¢-¢-~r

o phase-in implementation to avoid disruption ot ongoing
program efforts_ "~ .

o continue to decentralize management of contracts to the-::'
Regional offices to the extent practicable

© maintain the role of the US Army Corps of Engineers and
the Bureau o< Reclamation.

A separate evaluation of the role of Headquarters support:
contractors was conducted in addition to the development of the
long-term strategy. Recommendations were made to bring certain
functions in-house and other functions were identified as
sensitive. These sensitive tasks would reguire scrutiny and
attention to oversight. _

The analysis of contractor support to Headquarters was
expanded by assessing contractor support to all Superfund
contracts (Appendix 3). The analysis ranks Superfund contractor
work in terms of its relationship to the decision-making process
and the perception of overdependence. Data on contractor labor
hours, contractor skills, and contract funding were analyzed to
determine the number of FTEs required to do the same level of
work in-house.

The analysis indicated that the Superfund work being
performed by our contractors is legal, appropriate, and within
the scope of OMB guidance on contracting. If a decision were
made to bring all contractor work in-house, EPA would be required
to recruit and fill approximately 3,000 new positions. Because
of the tremendous resource implications, a recommendation was -
made to maintain the same level of Superfund contracting while
strengthening contracts management through increased training,
clear policies and procedures, and increased management
attention.



Key Issues

The Agency identified key issues to examine during the
development of the strategy. These issues included the
evaluation of: 1) the contracting approach which would best ~
support.the fone program" goal of the Superfund Managenent
Review, 2) contracting approaches which would provide
to respond to. fluctuating budgets and program uncertainties, 3) -
the optimal numbers of contracts which can be effectively managed
- given current trends and directions, 4) various methods or :
efficiencies to reduce duplication of efforts or handoffs, 5)
contract tvpes for effectiveness, 6) the roles of contractors in
the Superfund program and the gkills and expertise needed to
serve the program, 7) the most effective means to increase
competition, and 8) the need for coordination with g;ng:_gggngigg
and progqrams contractlng efforts.

—_ B i T L



II. DEVELOPMENT OF STRATEGY

In January 1989, the Office Emergency and Remedial Response
(OERR) and the Procurement and Contracts Management Division
(PCMD) began to evaluate the need for a long-term contracting -
strategy for Superfund. Subsequent to this meeting and the
issuance of the Superfund Management Review, a task force was
formed with representation across the ten Regional offices, the
enforcement, remedial and removal programs, the Environmental
Services Divisions and Headquarters and Regional contracting = .
offices. The task force was chaired by the Contract Operations,
Review and Assessment Staff (CORAS) of OERR. Multiple task force
meetings were held which evolved into the following approach.

Process/Approach

The initial evaluation performed by the task force included
the development of a summary of the evolution of the Superfund
contracting program to date (see Appendix 2) and the expectations
for future program direction as discussed earlier in this .
document. With the summary of the program's evolution and its

expected direction, the task force began to focus on the key
issues to be evaluated in the strategy (see Section I).

The task force then developed options which would be
evaluated in light of the key issues identified. (The process
evolved as detailed in the attached flowchart). Five subgroups of
the task force were formed. These groups were to evaluate the
optional contracting approaches comparatively within their areas
of concentration. The five key subgroups were: structure,
competition, roles and responsibilities, organizational barriers
and legislative impacts. In conducting the comparative analyses
of Options A-E, the subgroups found fifteen evaluation criteria
which shaped the recommendations of the groups. Section III of
this document will more fully summarize the findings of these
subgroups.

As the final steps, the task force then took a tresh look at
the options by program area (e.g., removal, remedial,
enforcement) and recommended the advantageous components of each
individual option to be assembled into a final alternative. This
alternative balanced the needs of the program areas and the
evaluation criteria (see additional discussion in Section 1IV).

The next steps for the task force will involve development
of a plan for implementation. This plan will phase-in
procurement of new contracting structures as the existing ones
expire to avoid disruption of any activities. -
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IIT. ANALYSIS OF OPTIONS —~=S<'i-i - ..i < 1li. %ui s:li _eool .o

" The task force developed four optional contracting ‘
approaches -in addition to the status quo (see. attached charts of
Options A-E and Appendix 4). “ The options were' compared across x: .
program areas-to~determine commonalities and differences. within.: -
those areas (see chart “ on pages 16-18).:- On the issue of I« uscx
decentralization of the Contract Laboratory Program (CLP),: it was.
determined that a separate:workgroup would fully analyze this .-
issue and that only one option, E, would illustrate this as a - ;
possibility. Any final'determinations on the' CLP will be married
to the long—term strategy during implementation.

The fifteen evaluation criteria evolved from the analyses
conducted by the five subgroups: - structure, competition, roles .
.and responSibilities, organizational barriers and legislative .-
‘impacts. 'The attached matrix -illustrates the relative ranking of
the options within each criterion as decided by the subgroups and
the “full task ‘force- (page 15). The criteria are arrayed . in order
of relative importance -- the highest priority criteria are the -
first five; the second group of five are medium priority; and the
last five were considered by the task force to be of lowest . -
priority. Values were assigned to the three categories: highest
priority items receiving a value of three per weighted point,
medium priority items receiving a value of two, and low priority
criteria receiving a value of one. Option D reoeived the highest
“total in ranking the proposed options.

The findings of the indiVidual subgroups are sumnarized in
the following sections.- .

The first subgroup, structure, analyzed the types, EPA

' resources, program management costs, sizes and numbers of . o
contracts associated.with the individual options. Several key

. assumptions affected these analyses. The baseline size and
numbers of contracts associated with each option were generated
on the basis of current budget assumptions for funding and
numbers of activities (e.g., removal starts, RI/FS starts). .
FleXibility'for-changing priorities and funding would be provided
via the exercise of options to increase these baseline amounts.
Program management costs were estimated based upon historical
data (negotiated or actual amounts) for the activity types as
contracts are structured currently. ' The workload model used to
generate the necessary estimates of EPA resources was based on
current budget assumptions for numbers of activities and
estimates associated with contract workload (e.g., numbers of = .
work assignments, technical direction documents, etc.). The full
supporting documentation for these analyses are available by
requesting Appendices 5-8. It was determined that a full
analysis of decentralization of the Contract Laboratory Program



would be conducted by a separate workgroup. Only Option E “~ -
presented data for illustration purposes on this issue. R :
The primary conclusions of the structure subgroup were.that '

the fewest contracts: were- required to support Option E because xt
included the: decentralization: of the Contract Laboratory Program.
Many of the functions: of the: Sample Management Office and .the .~ ;
actual ‘laboratory:..analyses: (both special analytical services ang -
regular analytical services). were integrated into the response T
action contracts structure. :The independent.leboretory~ccntracts.
no longer.would be used. » The second lowest, number o£ contracts
were . needed _to support: Opticn: D (see Appendix Sy e r:"fi";“

PSP
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Program management costs would remain.relettvely stable o
across all the options because, .in the analysis, the workload
(numbers of activities undertaken) did not change by option. This
was done only to compare scenarios across options. :.Workload may - =~
actually- fluctuate across-the years.. The.task.force expected that ..
.certain-combinations-of activities (e.g., FIT and TAT) would > > -~~~
yield program management -efficiencies. Additionally,.. flexibility - -
would be provided by. .combining certain key _functions and" :\;,';" -
.therefore, responsiveness to fluctuating budgets and prcgremJ h -

E R e

uncertalntles would be 1ncreased.;> S e o~ s -

Sl LAY . sullew .Av.,- T

- - t- -

The types of contracts would remain, in the majorxty, ‘cost _
reimbursed with additional opportunities for fixed price: .77 7
contracts where specifxcs within the statement of work were. well
.defined. In the main, however, the uncertainties associated with
site work dictate that most activities must be performed on a
cost.reimbursed basis. Regarding EPA resources the status quo - -
and Option E generated the need for the highest number of EPA ...
resources (207 FTE and 205 FTE respectively). Options C and D ~
required the fewest (189 FTE and 176 FTE). However, these . .
numbers vary depending upon the range in the numbers of contracts
and do not reveal _wide differences in the needs for resources

regardless ot the option selected. ... . .. - ..t sllope.oo T
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The competxtion subqroup-analyzed the marketplace and the. .
effects of options on increasing competition, decentralization,”
the number of handoffs generated by the options and the: effects
of the options on the competitive environment for small .
businesses and small and disadvantaged businesses (see Appendices
9-11). The -analyses illustrated that Option B, very closely
followed by Option D was the best for the competition subgroup.
Option B presented the highest number of contracts and thus -
created the most opportunities for competition and small business
pertlcipaticn. Option E created the fewest handotfs. e
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The organizational barriers subgroup examined the effects
programmatically, as well as organizationally of the options. In
addition, they examined the duplication of effort between
Headquarters and the Regions presented by the options and the o
policy and procedural effects of the options. - With regard to -~
organxzatxonal impacts, Option B presented the fewest ettects by_
crossing fewer organizational lines within contracting - I
structures. Option E was determined to be the best with regard
to programmatic effects (see Appendix 12). In analyzing the -
effects on policies and procedures, it was determined that all
options including the status quo will require major revisions and
changes over time. Option B closely followed by Option D
presented the least duplication of effort and also was found to
effectively reduce opportunities for conflict of interest (see
Appendices 13-15). .

e d _Res onszb‘ ities is v cts

The final two groups, roles and responsibilities and
legislative impacts also analyzed the effects of the options. As
a result, it was determined that the significant programs under
development by the Department of Energy and the Department of
. Defense might affect the competitive environment for EPA

contracts. As a consequence, an interagency committee was
established to share information on contract strategies. The
legislative subgroup examined three key issues: the effects on
the options of Brooks Bill, the effects on the options of the
Davis-Bacon Act and the effects of the definitions of OMB
Circular A-120 on the options. Three of the options, E followed
closely by B and C were the least affected by these issues
(detailed analysis may be found in Appendix 16).



OPTION A

Headquarters STATUS QUO
Contracts
| 1 1 l
E R cal Environmental
mergency Response Technica Services Assistance Field Contract Laboratory
Cleanup Services Assistance Teams Investigation Program
Zones1& IV Teams (ESAT) Teams (CLP)
EPA
Regions
Alternative Remedial Reglonal Zone
Contracting Strategy Emergency Response Emergency Response .snmS.deﬂc TES .
(ARCS) Cleanup Services Cleanup Services Reglons 1 - 10
Regions 1 - 10 Reglons 2,3, 4,5 Reglons 4 & 5 Reglone2,4.5.7 pone?




Headquarters

. OPTION B
National R
Contracts
CcLp
Each
EPA
REGION
Regional
Management
Support
Contracts
' Pre-Remedial, _ Remedial Design, -
Time-Critical Small Analytical and Enforcement investigations, Construction Site-Specific
Response Response Technical Suppor} Feasibllity Studles and Contracts
. Activitles Activitles Assistance Activitles and RD/RA Oversight
: ' . Support RI/ FS Oversight Activitles

* Separates removal support into two contracting structures (Time-Critical Response Activitics and Small Responsc Activities).
« Provides rapid response capability for remedial program (Small Response Activities).
o Combines dedicated team programs (TAT, FIT, ESAT) into one program,
o Creates sepante contraci(s) for litigation support, mpomlblc party scarches, and ldmlmsmuve record support.

o Scpanates RUFS and RD/RA activitics while integrating enforcement oversight into each area.
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Headquarters OPTIONC
National '
Contracts
[ 1
' Transportation
and
ESAT Disposal cLp
Broker
Each
EPA
REGION
Reglonal Management
Enforcement & Support
Contracts
rwrgoncy | [ smatmapa | | PRI | [Rempe R [t
2osponso ::m:;’: Assistance (Remedial) and Contracts
ontracls and Enforcement Enforcement
Oversight Activilies Oversight

o Creates national broker for Transportation and Disposal Services.
o Scparates classic emergencies from other removal actions.
¢ Combines removal time-critical and rapid remedial response activities.

¢ Combines two dedicated team programs (TAT, FIT) and enforcement oversight

activities into one program for removal and pre-remedial activities.
o Maintains remedial approach (ARCS) for RUFS, RD/RA including enforcement oversight.
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Headquarters OPTIOND
National
Contracts
|
1
Transportation and
cLp Disposal Broker
Each '
EPA
REGION
: [neglonal Management
Support
Contract(s)
. Pre-Remedial, ' ‘ | _
Time Critical/Rapid Anslytical and Enforcement Nor-Time Critical She-Specitic
.. Response Technical Assistance ppo esponse Contracts
Actlvitles Suppont Acilvities Activities

* Creates national broker for Ttinsponniou and Disposal services.
o Combines all removal and remedial rapid response functions.

+ Combines dedicated tcam programs (TAT, FIT, ESAT) into one program.
o Creates scpanate contraci(s) for litigation support, responsible party scarches, and administrative record support.

* Non-time critical removals, remedial and enforcement oversight activities combined into one contracting program.

* A variant of this option would be to keep classic emergencies as a separate contract program or 10 place pre-remedial
activities into non-time critical responses.
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Headquarters OPTION E
National
Contracis
1
| I
Transportation/ Technical
Disposal Broker . Asslstlance
Each
EPA
REGION
Critical/Ra Analytical Response Enforcement '
Response Suppon Action Support Slé;-:'?:;:‘lile
Activities . Contracts Contracts Contracts : .

- Combines SMO and ESAT functions for each region.

¢+ Rapid Response is classic emergencies, time-critical removals and npid remedial response.

» TAT is unchanged includir.g removal laborstories.
* Response Action contractors provide preremedial, RI/FS, RD/RA enforcement oversight,

Iaboratories for preremedial and remedial and nontime-critical removals.




Analysis of Options by Evaluation Criteria

Evaluation Criteria

Multiply by a factorof 3

& Contract Program Management Costs

27 Heduces Duplication Between

E| - "HQ & Reglons

£ 8. Reduces Handoffs

E .

E 9. Minimizes Organizational Impact

| 10. Minimizes Programmatic Impact

T Mumiplybyatactorof2 | 3% | 34 2 |

T 11. Reduces Numbers of Contracts 1 1 3

f 12. Minimizes Conflict of interest 2s 5 35 4 25 4

E 13. Minimizes implementation Efforts 5 2 - 4 4 3 3

S 14. Increases Small Busin '

. ess :

. Participation ! s 4 45 3 45

1 15. Minimizes Legislative impact 5 s 3 2 4 s
Multiply by a factor of 1 1S 16 175 175 175 1785

Ranking Totals 820 | 1025 | 102 | 119 | 1085 | 1215

1-Lnulldoquablyllna&lbrlon




- Long-Term Contracting Strategy Options

RG Managed
C HQ Managed

OptionA  OptionB  OptionC  OptionD  Option E

Remedial

Enforcement | - o o

Support

| TES
PRP Oversight

tho: PRP Oversight lpovod to Romodld Program SRR

IR AN




Long-Term Contracting Strategy Options

ARG Managed
HQ Managed

OptonA  OptionB  OptionC  OptionD  Option E

Preremedial FIT

Removal )

Technical Assistance TAT

Classic Emergencies .
(CE) Zone ERCS

Time-Critical
Response
(TCR)

Non-Time Critical
(NTO)




' Long-Term Contracting Strategy Options '

| RG Managed

Option A' Option B Option C ~ OptionD Option E

HQ Managed
| ESAT Same as A
Analytical
-Support | Note: Sampling
r SMO/CLP | Same as A Analysis done by
. ‘ RAC Contractor
Regional '
‘Management
~ Support
' : ' Transportatio | e e
T & D Broker . and glsposaln : Same asC
Broker . o A
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Thé task-force “considered’ the tindings ot‘each subgroup S‘l.
analysis and _determined that each option should be-evaluated. by"'
program._area (see chart.pages 16-18) . ‘The benefits of ‘each™ =:iF
change were weighed against the status quo using thefavaIuation3
criteria developed for the options. Components were’ chosen by~ £
program area. and were selected as the balanced approach.to best i .
serve that program area without creating negative etfects on the
.other program areas. These components were selected to- LEENE
adequately meet the evaluation criteria and to attectively'uftl*
integrate responses to meet the "one program objective" as well -
as to provide flexibility- for- changing priorities and’ budgets. s _
Many of the components of the ‘"highest rated options, =77 =:i-
particularly D, have been adopted into the' recommended ,-,:;;;:- .
alternative.. The following sections explain the analysis that .
~was performed by program area and the selection of the: components
which compile the recommended strategy (see chart pages 24-28).-.

The comparative matrix on page 15 illustrates that the . ™I .=
‘recommended strategy achieves a balance of all of the criteria.-
While it does not achieve the highest ranking in each of the .
criteria, overall it does rank highest amongst all proposed -
options. The chart on the last page of this document (29) e
illustrates the final components which make up- the task force s

recommended strategy.

-~
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%, CRTRI CRETANSE . \r"w-.:,« LP A e A o i s -_';.',j“ :
strong support was voiced by the ‘task force to combine the~
Technical Assistance Team (TAT) functions of the ‘removal program
with the. preremedial and to decentralize this combination: to: the
Regions.-: This recommendation would reduce the handoffs bctwecn
the removal.and preremedial programs.and would promote sSARCHEga,
decentralization.; ;In addition,.these.combinations- aIso’serve “to
integrate the- functions .into. a single vehicle serving the “oneS:.
program® objective...The site_discovery, inspection and removalX>: e
assessment activities could. be: integrated and lead to” é’a%&%ﬁ””ﬁ Mt ol Ay
recommendations for early actions at Superfund sites" to nitigate
immediate risks. . This may also lead to sites being fully cleaned
up before they need to be ranked for the National Priorities s
List. The final combination with TAT would enhance competition -

and opportunities for small’ businesses by’ creating smaller "'3§

-l e - ﬂ&b&

regxonally-based contracts.J“ ol v 8vnn St viSsrasiieesy e

i e e - Lo e
e 87 " n: e e I o Tt iryersy e &
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.~=2=-The pending issue ot “the’ recompetition “of “the Field :7=3-:i5
Investlgatlon Team.(FIT) contracts led the’ task force to evaluate
interim approaches as_well as the final structure cf‘the’ cheatan- -
preremedial component. .. Severalrrepresentatives advocated. merging -
preremedial functions with the remedial as an interim approach to
avoid the necessity for recompeting.the ‘current FIT contracts.‘
Some Regions - strongly .preferred a continuation of the. current FIT
approach until.implementation of the long-term strategy ‘ Bacause
. of the desire to use existing cap::ity of the remedial contracts -
(Alternative Remedial Contracting Strategy (ARCS) contracts); a
desire to avoid duplicate payments of program management costs,
the need to save resources rather than hold a competition for a
short-term preremedial contract and the continued desire for
decentralization, the task force agreed that use of the ARCS
contracts for preremedial functions would be appropriate until an -
orderly transition to the merger with the TAT could occur. -
Procedures will be developed to ensure that the ARCS provide the .. .
same capabilities as the current FIT (e.g., rapid response). -

Removal
The TAT component determined to be the most balanced was a

- structure which would create regional' contracts. The Regional

TAT contracts will be phased-in and merged with the preremedial

contract function. This component enhanced opportunities for
competition.and small business participation by creating smaller
regionally-based contracts. It continued to support the

Superfund Management Review initiative of mitigation of immediate

risk and rapid response at Superfund sites by the continuation ot
~24-hour per day dedicated support for emergencies. Few -
organizational effects will result and those that do will affect 7 -
less than half of the existing entities. The current contract
management infrastructure in the Regions will be easily adaptable B
to managing regionally-based contracts. The primary negative -
‘effect of this component was the increase in the number of

4
LY}
" ‘L
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contracts to be nanagedl.‘ﬁoﬁever, the assets such as enhanced -
competition and decentralization were determined to tar'outweigh

-

the one drawback-f: Zmomian s fu ._;__w,p

- - .-»4._
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i~ n st e en i eepwia s

- --The. componentwserVing ‘removal cleanup “work is a continuation
of the current strategy to decentralize the Emergency Response:* -
Cleanup Services (ERCS) contracts. It integrates rapid.remedial
response capabilities into the ‘contract structure promoting an"""
integrated "one program approach" for all types of time critical . ..:--
activities and reduces handoffs between removal ‘and remedial::Z.; ~ i "
activities...Competition.is enhanced by creating more smallerf e e
regionally-based contracts and this also provides more '™+~ B
opportunities for small business participation.“~ In addition;’
post-award competition.is enhanced by creating multiple contracts
within the regions., This component also reduces the double layer
of management in the current status quo contracts, - ‘both e
Headquarters. and Regions, jto ‘a_single layer of Regional -~ """~
management. -.The baseline 'size of these contracts will- beffz;:ﬂ- o
structured around the current funding levels:; however, R
flexibility will he enhanced by creating multiple options to’
anticipate any increases in program growth. . In additions, a_
common component across Options A-E was site-specific
contracting. This component will meet many of the evaluation '
criteria such as enhanced competition and continued
decentralization while presenting a cost-effective means to.
provide specialized services to support primarily the removal
program with some support to the remedial and enforcement '
programs. EEE IR -
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The component recommended by the task force integrated --
remedial, enforcement oversight and nontime-critical removal
activities into an integrated and flexible single contracting
structure. This component was common to several options and was
considered to be highly desirable because of the flexibility,:--
enhanced post-award competition and the simplification to a - -
- single. layer of regional management. In addition, preremedial -
activities are being added to this component as a pilot effort."
The potential complex teaming arrangements due to the very broad
scope of the contract and disincentives to small business
participation because of the large size and management
requirements were considered to be more than offset by the
advantages. The task force also determined that this component
might reduce handoffs by allowing a broader range of activities
by a single component and it would also provide incentives for
improved performance incentives through the process of post-auard
competition. . . :

7 o A 3 - . -
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: The uniform consensus of the ‘task force across all’ options
‘was that specialized contracting support would be most effective
for certain specxfic enforcement support functions such as % - e

L ’3 ‘:‘: Y

21



potentially responsible party (PRP) searches and litigation
support. More specialized firms could be procured thereby - : =o:--
minimizing opportunities for conflict of interest. - This would™ .
also create opportunities for small business and 8(A) firms to7
-compete for these contracts. A recommendation was made to = - .
separate the current RCRA support of the Technical Enforcement -
Support contracts into.a new procurenent at the: time ‘of’ the :: 3&
developnent ot the Superfund contracts. “Q;'*f?',»;iaﬂff 4§a I“‘“
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Many “task force nembers ctated‘that“adninistrative-typer~$=
support was uniformly needed across the programs. These - ---
contracts would not be response action-type contracts but would
.be more.limited in the scope of their functions. -They would =
further decentralization, competition and small business o
opportunities by their small size and regional base. Conflict ot
interest considerations™ ‘would also be minimized by the fact that
smaller, more.specxallzed firms would:be ‘more "likely to-compete ‘
to perform these funct;ons. e s IS e Fhs st Lol
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The task force evaluated nultiple options to combine the o
current Environmental Assistance Team (ESAT) contracts with TAT
or TAT/FIT or with certain Sample Management Office functions.- -
However, the advantages presented by these approaches appeared to
. be outweighed by the unique functibns supplied by- the ESAT :#*- -2
contractor. The actual work performed by the contractors did. not
duplicate or overlap with functions currently being performed by -
other contract entities. However, the task force recommended =
that there was no obstacle to continue further decentralization
of the ESAT functions. ' Therefore, the recommended component for
analytical support would be regionally~based. The smaller =i
entities would enhance competition and opportunities for small
business participation and also would be flexible to provide - - -
response to specific regional needs." Opportunities tor*contIIct
of interest would be diminished by naintaining-a third party
entity to provide independent data review. " Despite the increase
in. actual numbers of contracts to manage, it appeared that - °
regional analytical support contracts would be the most etfective
components. The considerations for combining Sample’ Management
Office functions will be evaluated in the independent review E
being conducted of the Contract Loboratory Program. '

This component grew out of the dissatisfection of regional
personnel with the current prime contractors in making - At

arrangements for transportation and disposal of hazardous -
materials and the difficulties encountered in assuring regulatory
requirements are being met. . The separation of this function from
- the major prime .contractors was seen as a way to minimize delays
-in making dlsposal _arrangements. = One of the primary concerns,
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cost of such functions, may be minimized under this component by
obtaining specialized services, making the. process consistent
across the Regions and the potential for economies of scale. One
issue associated with this component is that the number of
disposal facilities is currently quite limited and they exercise = -
a large degree of control over the market for disposal. The e
economic benefits and viability of this component remain less
well defined than in the other components of the recommended -
alternative. Additional study and definition is required in order : -
to determine the structure and cost-effectiveness of the broker ~ =
concept. However, given the dissatisfaction with the current = .. ...
system, the task force wanted continued exploration of this ~~ 7 -
structure. .

Community Relatjons

Although the task force gave serious consideration to the
development of a separate component for supplying of community
relations support, the final recommendation remains that an
evaluation of the new contracts be conducted. Because the new
response action contract function will provide continuity of
prime contractor control, the previous problems due to handoffs
to multiple community relatlons subcontractors at different
phases of work may be diminished. This evaluation will determine
whether the handoff problem experienced with multiple contractors
performing site work and PRP oversight will be diminished by the
use of the response action contract concept for all remedial
activities.

a ec e t]

The compilation of the components of the final
recommendation are contained in the attached chart. The
alternative balances the needs of the programs and the objectives
of the strategy. The CORAS staff and the task force will
develop a plan within the next few months to phase-in
implementation without serious program disruption.
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Recommended Long-Term Contracting Strategy

RG Managed | |
HQ Managed | | Task Force
Status Quo Recommendation
Preremedial FIT

Recommends that the existing FIT contracts be combined with the TAT contracts as a long-term option.
These contracts would be decentralized to the Regions. In most cases, the recommended structure
would be two separate teams under each contract to ensure that priorities of each program element
(preremedial and, removal ) would be met. Zone structures would be considered dependmg upon -
individual Regional workloads. ARCS will support FIT work in the interim.

RemOval " TAT
Technical Assistance

As stated above, recommends deeentralized Regional contracts combined with the FIT P
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Recommended Long-Term Contracting Strategy

RG Managed

HQ Managed | | Task Force
Status Quo Recommendation

- Removal
(continued)

Classic Emergencies
- (CB)

Zone ERCS

and

Time-Critical Response
(TCR)

NonTime-Critical , | ,
(NTO) Note: NTC combined with Remedial Response

Recbmxhends decentralized removal contracts to cover classic emergencies, time-critical response and :
rapid remedial response. Nontime-critical response moved to the remedial contracts. Recommendation includes,

where workload permits, more than one contract per Region to promote competltion and to address conflict of
interest concerns. . o e
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Recommended Long-Term Contracting Strategy

NI RG Managed

. v Task Force
HQ Managed Status Quo Recommendation

Remedial

TES
(PRP Oversight)
L el
ERCS
(Nontime-critical
removals)

Recommends continuation of the current ARCS strategy (RI/FS, RD and RA), adding all PRP oversight
and nontime-critical removal actions. Rapid response capability for the remedial program would be
handled by the removal contracts. The recommendation continues the theory of more than one contract
per region to support competmon and conflict of interest concerns. :




Recommended Long-Term Contracting Strategy

SN RG Managed o Task Force
HQ Managed Status Quo Recommendation
Enforcement
Support TES
PRP Oversight

Note: PRP Oversight moved -
to Remedial Program

Recommends smaller, decentralized enforcement contracts to support PRP searches and litigation support.
PRP oversight would be moved to the Remedial contracts. OWPE and the Task Force voiced concerns about
combining enforcement support with Regional Management Support (e g mamtaimng enforcement focus )
Recommends separate contracts for RCRA enforcement support. -

Regional .
Management N/A
Support

Recommends that separate Regional management support contracts be provided. Activities woilld include
items such as data entry support, systems management, data tracking, and contract management assistance.
Exact scopes of work will need to be determined by mdmdual Regional reqmrements '




Hecommended Long-Term Contractmg Strategy

- RG Managed

3Z

40 Managed - ~ Task Force

‘ Status Quo | Recommendation
Analytical : ESAT
Support | SMO/CLP | ';::;::,m:;t::,:‘;:;‘m

Recommends continuation of the ESAT contracts, decentralized to the regions. Zone structures
will be considered in accordance with regional workloads. A recommendation on decentralizing
the CLP is deferred pending further analysis of pilot efforts currently underway.

T&D T&D
Broker NA » Broker

. Recommends that a Transportation and Disposal Broker be established. Further study is
required to determine the exact requirements and how such a contract might be structured.

Community o
Relations - NA

‘ : .
Recommends that separate community relations contracts not be created. Community
relations support would continue to be handled by the removal and remedial contracts. -
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Recommended Long-Term Contracting Strategy for Superfund

Each EPA

Reglon
Enforcement Reglonal Managémom
Support Contracts Support Contracts
Fleld investigation Team / ~ -
Time Critical / Tochnical Assistance Response Site Specific

Rapid Response
Actlvltlog

NOWMAEAWLN-

. ‘debddmudeeuuﬂlﬂngﬁ?pu&ngfmﬂumﬂy '

. *Creates concept of national broker for transportation and disposal sefvioes. Further evaluation to be conducted.
. Creates regional contracts for PRP scarches and litigation support, and separate regional contracts o provide data entry, managemem. and ndmmimuve support.
. Combines removal time-critical and rapid remedial response activity.
. Decentralizes ESAT to Regions.
. Combimwodedlmedmms (TAT, Fﬂ)hmmplomfanmvdmdmmedw activities. '
. Integrates enforcement oversight of PRP lead remedial activities into response action contracts for RUFS, RD/RA and non- ume crmcnl temovuls

Team
(FIT/TAT)

Action
Contracts

Contracts




