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3.1 Introduction 
Any successful project begins with thorough and 
sound project planning. This chapter and the 
remainder of the RDIRA Handbook focuses 
specifically on Federal-lead, Fund-fmanced sites. 
Tabbed dividers have been provided so that 
individual documentson state-andenforcement-lead 
sitesmay be added. 

The Remedial Project Manager (RPM), acting on 
EPA’sbehalf, is responsible for the quality of the 
remedial design (RD) or remedial action (RA) 
project. To implement a successfulRWRA project, 
the RPM must devote substantialtime and effort to 
the phmning process. The RPM who does so will 
face fewer unanticipated management demands as 
the project progresses. Although RDiRA project 
planning may appear to startafter remedy selection 
and tbe signing of the Record OfDecision (ROD), it 
should commence before the ROD is signed 
whenever possible.The earlier the planning begins, 
the greatet the RPM’s ability to direct the RD/RA to 
its successfulcompletion. 

3.2 b&doping the Projecth%mgenmt 

After the RPM’is familiar with remedy details and 
pert&m site information and history, he or shecan 
begin making key planning decisions.To facilitate 
theplanning and eventual ~ple~~~ of theRD/ 
RA, theRPM should develop a project management 
plan that documents project managementgoals and 
operational procedures. Tbe project management 
plan is the RPM’s tool to &vise and document a 
strategy for successfuRycompleting the project on 
time and within budget. The project management 
plan is a “living” document that is updated when 
new information becomes available as the design 
proceeds or as site circumstanceschange. 

‘Ihe RPM isresponsiblefor thequality of theproject. 
establishing project requirements and 
communicating these requirements to the other 
project participants, including the designer and the 

constructor. To summarize tire requirements of the 

project fully, the RPM should consider carefully all 

aspectsof theRD~pmj~t.Apro~~~t 

plan enablesthe RPM to do this effectively. 


Figure 3-l outlines the major managerial decisions 

addressedin project managementplan development. 
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Plan content will depend on the complexity of the 
RD or RA; fewer requirements need to be addressed 
for simple projects. The RPM determines plan 
contents and the ievel of detail. Some questions 
cannot be addresseduntil the design is underway; 
thus, the project management plan must be 
periodically revisited andupdated.An inexperienced 
RPM should seek technical assistance from 
experienced Regional staff or the U.S. Army Corps 
of Engineers (USACE) when developing the plan. 
Specific elements of the project management plan 
are discussed in the following sections and in 
Chapters 4 and 5. 

3.3 Es~bi~shi~~ RDIRALeadfor 
FederaCLeadProJects 

Before an RD/RA project commences,the lead is 
established.For l%deral-lead sites, the RPM must 
selectthe appropriate meansof performing the RD 
and the RA. RD responsibilities may be assignedto 
an EPA contractor or USACE, at the Region’s 
discretion, regardless of cost. An Office of Solid 
Waste and Emergency Response (OSWER) 
Directive mandated a maximum RA ceiling of $15 
million for issuing RA assignments to an EPA 
contractor. RAs estimated to exceed $15 million 
should be assigned to USACE for construction 
management. 

If an EPAcontractor will be selectedfor the RD or 
RA or for both, tbe RPM, with assistancefrom the 
ProjectOfXcer (PO), shouldevaluate the contractor’s 
successon other projects. Although it may appear 
to be desirable to maintain continuity from the 
remedial investigation/feasibility study (RI/IS) 
through the RA by using the samecontractor for the 
RD and the.RA, the RPM must consider carefully 
all options in light of project requirements and 
available contract capacity. In some instances,an 
EPAcontractor will be selectedto design the remedy 
and USACB to manage the construction. In these 
situations,it is strongly recommended that USACB 
serve as a technical advisor during the RD and be 
permitted to participate fully in the review of 
drawings and specifications. 

-__l..-
OSWER Directive 9242.3-03, December 10, 
1991, mandateda omxirnum RA ceiling of$lS 
mii&n for issuing RA assignments to an EPA 
COnbUCtO~ 

3.4 A~b~~aT~nl~ RevIewTeam 
Tbe complexity of a typical RD or RA project 
requires in-depth knowledge of a variety of 
engineering and geological fields, including 
chemical, civil, mechanical, and electrical 
engineering, and hydrogeology. Sincea single RPM 
rarely possessessuch a broad knowledge base, the 
RPM should assembleand coordinate a project team 
of career professionals with knowledge in the 
applicable fields. Before initiating an RD, the.RPM 
should review the nature of the project and select 
~~p~p~~~~~~s~.~~~t~ 

approach, which requires the creation of aTechnlca1 
Review Team (TRT) comprised of representatives 
Born many disciplines, is used by federal agencies 
engaged in design and constntctlon management, 
including USACE, and results Ln higher technical 
quality and improved Project efftclency. 

‘he TFtl’ may include SuperI’& technical support 
staff, 0the.rexperienced RPMs, representativesfrom 
USACE, the state, tbe Office of Research and 
Development (ORD), other EPAprograms such as 
the Offices of Air, Water, and Solid Waste, or 
Technical Assistance Grant (TAG) technical 
representative. Ihe RPM should also involve the 
stateor other agencieswith dataexpertise to assistin 
regulatory interpretation for compliance with permit 
or substantive requirements. 

USACE uses the project team approach when 
managing an RD or RA and taps its own m-house 
resources to create a TRT. When issuing work 
assignments (WAS) to Alternative Remedial 
Contracting Strategy (ARCS) contractors and 
ResponseAction Contract @AC) contractors, the 
RPM must identify additional resources, both 
internal and external, that could be used as part of 
the TRT to ensure success.For example, the RPh4 
should consider using USACE in a technical 
assistancecapacity. Other agencies have excellent 
technical resourcesand may provide a wide variety 
of engineering and project management services 
unavailable within EPA. These services can be 
obtained by preparing a technical assistance 
interagency agreement (IAG) that will explain and 
authorize the services needed. An IAG is an 
agreement between governmental agencies that 
outlines the responsibilities of each agency in a 
cooperative project. An RPM will encounter three 
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typesof IAGs with USACE on RDiRA projects:RD 
IAGs; RA IAGs; and technical assistanceIAGs.Tbe 
titles of the IAGs reflect their purposes; technical 
assistance IAGs typically are used to facilitate 
USACE provision of technical assistance on a 
project. See section 4.4.2 and Appendix D for 
additional information. 

Once the TRT is formed, team members assistthe 
RPM in scoping the work and reviewing the work 
plan and other aucialdeliverabIes. Documentreview 
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isa very common bottleneckin project management. 
Some EPA Regional offices have adopted an intra­
agency approach involving the creation of peer 
review groups from EPA staff to assistRPMs. Peer 
review groups tend to be most useful on simple or 
small-scaleprojects ** as a component of the m 
Figure 3-2 lists potential representative membxs 
of the TRT 

Large, diverse WI’s, with members from EPA and 
other organizationslocatedin different areas,present 

-

PotWal Technical Review TeamMembera 

EPARegIonalF’amonnel 
Technical SuFopactTeam 

Groundwater Tedmbl Sup+xt Unit 

other expadeoced RPM 

ORD personnel 

OilbOfWStW 

offll of s&l waste 

Off& of Air 

RCFIA representative 


Healthandsaf0tyofflcw 

Conmunity Relations coordinator 

Environm@W services D&ii 

Rqional WE Ccwdinator 

Contra&g Off&i/p mj& Olker 

sta#attomey 

Quality Assurancs~~~~~~ 


stata Personrlol 


State E~r~rn~ Da@mMs 

state Natuml ResourcesTNsteea 


Federal Agenclea 


U.S. Army Corps of Engineers 

U.S. Bureau of Redamatlon 

U.S. Dapar%nantof Interior 

U.S. Geoioglll survey 

Occupational safety and Health Admiriistratlon 

National OcaanlcandAtmospheric Added 


EPAContrfWra 
ARCSiRACs s Engineering and s&n!& expertise; RD and knl 

map 
LbceiGovernmentAgencies 
Build&g inspectors l Design reviewpla 
~mrnuni~ rnernbers(TAG representatives) l Technic& expertise 
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the RPM with a resource management challenge. 
When creatine the TRT. the RPM should daIexate 
responsibilitiesup front to teammambemand cl&ly 
establish project and individual requirements for 
each team member. 

3.5 Developinga CommunicationsStrategy 
Once a TRT is formed, the RPM must develop an 
effective communications strategy. The strategy 
should provide a framework for communication 
among a diverse team of individuals, usually 
working within different organizational boundaries, 
and facilitates efficient exchange of technical, 
fmancial, schedule.and procednral information. As 
a general rnle, the more information a project 
manager passesalong to TRT members, the mom 
likely that they will generate good ideas for the 
project and communicate them to the project 
IllMtlgW. 

SincetheRPM actsastheconduit for RD/RA project 
information, heor sheshould ensnrethat appropriate 
information is communicated to the appropriate 
people at the right time. The project mGn@nent 
plan should document a strategy, in written or 
graphical form, that: 

f Setsup communication procedures 

l Outlines frequency of communication patterns 

* Provides clear channels for communication 

* 	 Establishescontrols to identify 
communication breakdowns 

The RPM should strike a balance between the 
frequency of communication among the various 
partiesand the appropriate level of communications. 
The opportunity for miscommunication and 
misunderstanding increases with the number of 
people involved and the complexity of the project. 
The following communications mechanismsshould 
be included in the project managementplan: 

l Kickoff meeting involving ail team players 

l 	 Formal meetings to review progress (e.g., 
design reviews) 

l Conference calls 

l Periodic statusreports 

l 	 Informal meetings/interpersonal 
comtnunication 

An RPM cm structure a communications strategy 
in many different ways. One suggested method 
involves preparing a communications matrix 
identifying key 1e.m membersandhow information 
(including submittals, memoranda, documents,and 
approvals) is distributed among the members. The 
RPM should use whichever matrix format(s) best 
serves his or her purposes. A generic example of a 
matrix format is illustrated in Fignra 3-3. 

The communications matrix should reffect the 
agreementof the entire teamand be designed sothat 
everyone clearly understandshis or her role in the 
flow of comnnmication before the RD commences. 
The roles in the commnnicatioas matrix should 
provide open channels of commtmication without 
,inundating team members with too much 
information, thereby discouraging a value-added 
review. An important aspect of effective 
communications is providing TRT members with 
advancenotice regarding submittalsfor tbeii review. 

3.8 CollectingPreddgn 1~0~~ 
During the planning process and before the RD 
begins, the RPM must be asthorongb aspossible in 
providing all relevant information (sam#tg reports, 
etc.)to the designer.Predesigninformation coflection 
is an essential step in facilitating the smooth 
transition from the ROD to theRD andensuring that 
the designer has a clear understanding of the 
technical objectives of the ROD. The RPM must be 
as thorough as possible in providing relevant 
information. but the designer is responsible for 
ensuring the completeness of the information 
provided.Tbis collection of informatioq along with 
the project management plan, servea as the initial 
building block for the RF%4to develop the RD 
statementof work (SOW) (seesection 4.3). 

Primary information sources for predesign 
information collection include tha RI/I%. the.ROD, 
and other available documents. In addition, much 
of the information for Federal-lead RDs may be 
obtained through a predesign discussion session, 
which should be held soon at% the ROD is signed, 
involving the RPM, the RIiFS contractor, in-house 
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costs.By recognizingpotential constraints,the RPM 
can develop the most eff&ive RD/RA contracting 
strategy IO avoid late changes to the budnet and 
hd&. 

technical experts, and other Regional personnel 
experienced in RDiRA project work. 
Representativesfium thedesigner,tbeTRT, the state, 
and other federal agenciesalso may attend. 

A listing of collected information serves asa cwent 
inventory of information pertinent to the RD and 
should be attachedas an appendix to the RD SOW 
so that both the RPM and designer may identify 
design information needs. ‘Figure 3-4 lists 
information to be collected. 

OSWER Direcfive 9355.0-43, “Gtddame for 
Scoping fhe Remedial Design,” March 1995, 
provides more information on praiesign 
infotmtion couecnon. 

3.7 AnalyzingPmjectConstraints 
Although tbe RPM faces several project constraints 
that can jeopardize timely project completion, they 
can be minimized through effective planning. This 
section describesa list of issuesan RPM generally 
encounters that can affect the project schedule and 
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3.7.1 GeneralConstraints 
The following major typesof constraintsshould be 
considered for mosf RD/RA projects: 

l Funding 

l Schedule 

l Health and safety 

l Qnipment 

l Weather 

- ChangeinRPM 

l Community relations 

l Permits 

* Off-site disposal 

Flltlliing 
All funding constraints must be identified so that 
the project may be scoped adequately. The RPM 
should know the availability of funds for the RI& 
RA. technical assistance,and O&M costs.TheRPM 
also should be aware of the statecost sham. 

incomplete RA funding for the project (only partial 
funding available) may result in the need to phase 
certain portions of the RA (see section 3.10.1). A 
phased RA would alter the design approach. 
Additionally, a state’s inability to fund expeasive 
RAs or O&M activities may affect design decisions 
(seesection 3.11). 

!si?hedule 
The RPM, with help from theTRT, prepareaamaster 
project schedule containing major milestones 
throughout the RD/RA process. The RPM must 
identify any schedule commitments to factor them 
into the contracting decision-making process. The 
schedulemust be updated as the project develops. 

HealthandSafety 
The RPM should be aware of worker and public 
health and safety issuesbecausethey might affect 
project completion. For example, the use of levels 
A or B personal protective equipment (PPE) for 
workers may affect productivity and, subsequently, 
the budget and schedule.There also may be periods 
when construction is halted at a site to protect the 
public against safety threats such as a potential 
increasein air emissions. 

Equipment 
Although rhe RPM is not responsible for procuring 
equipment, he or she should know if the ROD 
specifies a processor remedy that requires special 
or proprietary (unique) equipment. Equipment that 
needs to be procured under a separatecontract or 
ha a delayed delivery schedulemay affect theRLX 
RA schedule. 

weether 
Geographic location and seasonalweather variances 
should be evaluated for the project site. Extreme 
temperatures,excessiverainfall, or high winds may 
delay RA execution; winter construction shutdowns 
am common in the northern United States.Weather 
patterns affect design decisions such as whether to 
usefast tracking. It may not make senseto fast-track 
an RWRA only to be shut down during the winter. 

An RPM may not be the pm&t manager for the 
entire processdue to the length of time required for 
project completion. To minimize project disruption, 
records should be organized and current so that the 
replacement RPM cm tracethe history of the project 
and the rationale for earlier decisions. 

The RA schedule should accommodatecommunity 
concerns.Responding to tkccommunity takesmuch 
more of the RPM’s time wbiie a site is being 
remediated becauseof the increase in construction 
activity (e.g., the community may be affected by 
truck tra6ic or noise levels): The community may 
propose a desired hauling mute, work hours, etc. 
These constrainta must be identified to allow the 
designer an opportunity to addressthem. 

PetmIte 
Permitting requirements may delay an RD/RA if not 
addressedin a timely fashion. Section 121(e)( 1) of 
the Comprehensive Environmental Response, 
Compensation, and Liability Act (CERCLA) 
exempts EPA from having to obtaii permits (local, 
state,or federal) for any RA conducted entirely on 
site;however, the“substantive requirements”of such 
permits muststill be met.This applies toallpermits, 
including environmental and building permits. The 
formal Permitting processmustbe completedfor any 
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off-site activities, becauseoff-site activities are nor 
exempt from having to obtain permits. 

The designer is responsible for applying for all off-
site permits and identifying substantive 
requirements, but the RPM must ensure that 
permitting requirements for the project are met. As 
part of the basis of design report, the designer must 
submit a permits plan that lists the permits requited 
and the strategy for complying with permit 
requirements, including how to address the 
substantive requirements for the on-site RA. In 
addition, the permits plan should include a schedule 
for obtaining all required permits before the RA 
begha To prevent RA delays, this processmust be 
startedas early in the design effort aspossible. 

The expertise to evaluate the substantive 
requirements often resides with the appropriate 
permitting agency. Ttte RPM must identify the 
agenciesresponsiblefor settingpermit mqnirements 
sothat agencypersonnelmayprovideassistancewith 
interpreting the regulations and setting permit 
conditions. Arrangements should be made with the 
panitting authorities for assistancein reviewing 
submittals for compliance both for on-site work 
where permits are not required and for off-site work 
where permits are required. 

Thesameapproachsbotddbeusedtoworkwithlocal 
authorities to ensure that all national and local 
building codes are met. If necessary,an RPM may 
request assistancefrom local permitting authorities 
to review pertinent design specitications to ensnm 
substantive requirements are met.Local authorities, 
however, may lack the health and safety training to 
be allowed accessto certain areasof the site. 

OSWER Dimetive 9355.7-03, “Permits and 
Pemi! Equivalency Pmcsssssfor CERCLA On-
Site RemedialAciims,” February 1992, provides 
guidance oa permits for CERCIA. 

ofl-sl@ Di6pwal 
Section 121(d)(3) of CERCLA requires EPA to 
dispose of hazardouswaste only at those facilities 
operating in compliance with the Solid Waste 
Disposal Act. The RPM plays a critical role in 
ensuring effective implementation of the off-site 
rule. The RPM must determine if the facility permit 

or interim status authorizes receipt of waste, 

pretreated asrequired, from the RA site. 


The RPM is responsible for ContaCtingthe Regional 

Off-Site Contact (ROC) in the Region where the 

wasteswill be shippedThe ROC reports on whether 

the facility can currently receive the waste. Often, 

determining whether a facility can accept waste is 

specific to particular units within a facility, rather 

than to the entire facility. Becauseof the dynamic 

nature of compliance umditions at these units or 

facilities. statusshould be verified before eachwaste 

shipment. 


A facility that has received a notice of 

unacceptability (issued by the ROC) has a 6Oday 

period during which it may continue to receive 

CERCLA wastes while it addressesthe violation 

cited. The ROC and RPM should communicate 

throughout the @day period. On the 60th day after 

issuanceof ~~~~~n~~,~~Mrn~t 

stop waste tmnsfer to the facility if the facility has 

not corrected the problem. 


Because the off-site disposal rule can result in 

lengthy RA schedule delays, the RPM should be 

prepared with an alternative disposal site or other 

contingency in place suchasrequiring the deaiguer/ 

RA constructor to designate backup f~ihties. 


For example. the disposal contract between the 

constructor and the company chosento manage the 

disposal of CBRCLA waste off site should specify 

the primary and ahemate facilities that will receive 

the wastefor ultimate ttwame&storage,ordispostd. 

The RPM sbontdcoo&n&e with theRCiC regarding 

the facility permit statusof all facilities to receive 

waste before a disposal contract is signed. The 

contracting party should require the constructor to 

pmvide copies of written agreements between the 

facilities and the.constructor to document facility 

availability. 


&WRR Dirscffve 9834.11 and.110, ~‘Revhi 

Prvehs for Planning and I~Fl~~~n~~ o$-

Sife ResponseActions,” 

OSWER Dirsctivs 9834.11FS, Yhwiew of tFie 

0$&&e Ruik for OSCaandi?PMs,” SepaSnsCr 

1993, provide g&iwce for EPA’s @-sits 

di.rpasalpoLicy. “---



3.72 PropertyAccessIssues 
Pqetty accessis a potential constraint for hoth RDs 

and RAs and obtaining site access for both will 

involve much more effort than an RPM may 

anticipate. Early planning is crnciat becausefailure 

to obtain access in a timely manner results in 

schedule delays and increased costs. 


The RPM, with assistance from the Offka of 

Regional Counsel (ORC), should determine :if 

existing RI/F!3 accessagreements, obtained usi& 

the authority provided by CBRCLA, allow epi\ 

access to the site. If new access agreementa are 

needed, they must be obtained before the designer 

goes onto the property. GaneraIly, property acce$s 

is not problematic during the design effort becauae 

of existing property accessagreements or 

~d~i~~~not~~~t~ 

On a few occasionswhere sampling must 

site (e.g., the ground water ht off-site 

sampled) and RI/P’S agreements do not cover the 

access,property accessmust be eatabk&ed. At t$s 

stage, the RPM also should begin to explore 

obtaining aocessto utility connections. The RP$.i 

should work with USACB or the EPA contractor m 

establiih responsibilities for doing so. 


A for RAsplit 
During RD development, the des 

i~ti~~~~~~ 

the RA and submit the information to 

design submittal. The RPM, with assistancef& 

ORC, develops an appmach IO obtain site accessm 

the property. The process by which property is 

acquired depends upon the parties involved in 

remedy implementation and the statewhere the sim 

is located. 


There are two ways to obtain accessto a pmporty to 

implement the RA: 


l Access agreements 

* Property acquisition 

A 4 
Section 104(e) of CERCLA provides EPA with the 
authority to obtain access to property that is 
contamhated or threatened with contamination for 
implementing responseactions.Any existing access 

om pmvious site activities must be m-
ensure that the ~~~~ am valid 

during construction. Becauseof the intrnsive nature 

of construction, the access agreement should 

describe the activities that will occnr and the planned 

restoration of the property updn completion. This 

approach may not be effective for ground water 

actions where the extraction well 

~~~~tpr~~~ 

for guaranteed long-term access. 

are valid only for the curre 

signature is on the agreement 

future pmperty owners. Access agrm us&ly 

~notti~~~~~. 


Section 1044j) of CEKLA atiowa EPA to acquire 

by purchase, lease, donation, ~~a~ or 

otherwise any property neces 


to conduct an RA. However, BPA 

proptyunderc!~c!LA1o4(j) 

where the property is located assures 

the property is acquired, s contract or 

coopalive agreement or 

will accept transfer of 

compktion Property acquisition 

easements, leases, etc.) allows 

interest onto the property deed. 

differs from propertyaccess 

subject to future access issues 

owner&p change. Acquisition c 

amess for off-site actions. CBR 

allows EPA to acquire property for &‘-site staging 

areas, creation of new wetlands for ARARs 

compliance, or permauently relocating re#idents. 


in addition, other typosof 

d~g~~~~~ 

RDZ 


Temporary relocations during conatmetion-
Residents may need to be rel~ated during 

tivities. USACB 
to carry oat Ibis ARCS/ 

RAC con&actors must not perform this 
function for EPA. 

Replacing damaged pmperty-4 
necessary for EPA to excavate in maidential 
areas such as yards, driveways, or sidewalks. 
EPA can offer replacements (e,g,, rephtcmg 



fencing and restoring landscaping). The RPM 
should consult with ORC in theseinstances. 

Site access issues must be resolved before 
advertising tbe RA contract.Failure to obtain access 
may result in contractor delay claims. 

USACE develops a Real Estate Planning Report 
(REPR) for all RDs that it manages. The REPR 
describes the property needs for the project based 
on information from the designer and associated 
costs should EPA choose to acquire property or 
interests in property. The RPM should consider 
requesting a similar report from an EPAcontractor 
for EPA-managedRDs. The strategy for obtaining 
the property through the accessprovisions of 104(e) 
or acquisition through Icwj,, however, is developed 
by the RPM and ORC. 

Regardlessof the RD lead, if propmty acquisition is 
necessary, USACE must perform that function. 
USACE acquiresproperty (h~cludingacquisition of 
temporary construction easements)on EPA’sbehalf 
becauseEPAlacks the appropriate staff to cany out 
an acquisition program. EPA contractors can be 
tasked to provide real estate support but cannot 
determine any purchase price, make any offers, or 
negotiate with property owners. 

The RPM enters into an L4G with USACE (if one 
does not already exist) for real estate assistance. 
Wbeu acquizing prop&y, USACE follows Public 
Law 91-646, the Uniform Relocation and Real 
Propcr~ Assistance Act, which governs the means 
by which citizens are compensated and the 
procedures the government must follow when 
purchasing property. Although tbe law concerns 
permanent property acquisition, the procedures are 
used by USACE for all property acquisitions. 

OSWER Dir&ive 9355..5-01~FS, “Real Estate 
AcquMtiorr Preccdrvcs for USACE Projectr,” 
Febnuvp 1990, olctlincs USACE’s role in real 
da& acqrdsi~n ttmiar CERCLA. 
~-- -. 

3.7.3 R~~~~~g~ 
The RPM must ensurethat the RD is consistentwith 
the ROD. After a ROD is signed, information may 
be received or generatedduring the RD&A process 
that could affect how EPA believes the selected 
remedy shouldbe implemented.These changesmay 
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include a changein theremedyscopeor pcrfotmance 
standards or an increase in costs or treatment 
quantities. In caseof a deviation from the ROD, the 
designer should immediately notify the RPM. The 
RPM then makesa determination whether the design 
resultsin one of the threecategoriesof ROD changes 
demibed below. FIgwe 3-5 iIhkskratesexamplesof 
eachtype of ROD chunge. 

Exatnpka of RODCha 

tmrchanges 
Minor changeshave little or no effect on the overall 
scope.performance, or costand should be recorded 
in amemorandumin thepost-de&ion documentfile. 

Significant changes have a profound effect on the 
scope,performance, or cost of the remedy and are 
documented in an Explanation of Significant 
Differences (ESD) as required by CERCLA 
Section 11?(c).Depending on tbe signifmanceof the 
change,apublic commentperiod may be warranted. 

‘le the ESD is developed, EPAmay conthtucwith 
i-re design or construction activities. 

Fundamat~talC 
Fundemental changesoccur when fundamental new 
information resuhs in a change of the selected 
remedy and must be documented by a ROD 
amendment. The amendment must be prepared in 
accordancewith proceduresoutlined iu theNational 
Contingency Plan (NCP), 40 Code of Federal 
Regulations (CFR) Section 300.435(c)(2). If a ROD 



arnemhnent is necessary, affected site activities 
should be stopped until an amendment is issued. 
Work unaffected by the change may continue. 

Documenting both minor and significant ROD 
differences is an NCP requirement that must be 
performed in a timely manner. Preparing the 
documentation for ROD changesconnot wait until 
site deletion. No site will be eligibie for the NCP’s 
Con.rrruction CompIetin categoty with outstanding 
memoranda on minor changesor outstanding ESDs 
on significant changes. 

Significant or fundamental ROD changesmust be 
reflected in the SSC.The RPM must ensurethat the 
stateis aware of the ROD changesand that they am 
incorporated into the SSC. 

3.8 Schedulingthe RWRA 
In the project managementplan, the RPM, with the 
assistanceof the TRT develops a baseline schedule 
from start to completion of the RD and RA. The 
RPM createsan initial RDRA scheduleduring the 
planning stage that builds upon the schedule 
information in the Comprehensive Environmental 
Response,Compensation,and Liability Information 
System(CERCLIS).An inexperiencedRPM&ould 
communicate with experienced RPMs who have 
successfully managed an RD or RA to identify 
obstacles and factors that will affect the overall 
schedule(see section 3.7). 

Project scheduling flows from the work breakdown 
structure (WBS), a standardized system for 
numbering eachwork element (seethe statementof 
work [SOWI for a RAC). ‘Ihe scheduleassignsdates, 
durations, and interconnections to the tasks and 
subtasksidentified in the WBS. Start and end dates 
for each task and subtaskin the WBS are basedon 
the RPM’s experience and knowledge of site 
conditions, on the advice of the TRT and more 
expmiencedRPMs,existing guidancefor scheduling 
RDs and RAs, and the RPM’s ability to balance 
priorities. Although some tasks are conducted 
concurrently, some depend on the successful 

completion of others.The interrelationships among 
tasks need to be identified and refleoted in the 
scheduling technique used by the RPM. 

The RPM should evaluate the appropriateness of 
accelerating the schedule. For example, the RPM 
may want to consider acceleration options (e.g., 
phasing and fast-tracking) for RI%. Generally, more 
opportunities exist for scheduleacceleration during 
the RD than the RA (see section 3.10.1). 

The baseline project schedule is the basis for 
negntiations with the EPA contractor and is used to 
develop agreed-upon timeframes for USACE-
managed projects. When the EPA contractor 
~vid~~~M~~a&~~~~~~~ 
(as part of the work plan submittals), it should be 
incorporated into the RPM’s overall baselineproject 
schedule. For USACE-managed projects, the 
schedule is maintained by USACE with a copy 
provided to the RPM. The approved project schedule 
mustbe establishedearly in the RD or RA and must 
incorporate any scope changes as they occur to 
remain a valid benchrpk for evaluating schedule 
performance. The RPM should review the schedule 
on a monthly or mom fresuent basis. Becausethe 
schedule is a tool for evaluating contractor or 
USACE performance, it may be changedonly upon 
prior EPA approval. The RPM also should update 
schedule changes in CERCLIS and inform EPA 
management as necessary. Two scheduling 
techniquesare suggested:the Gann cliart method 
and the critical path method (CPM). EPA 
predominately usesthe former, 

The Gantt chart is a bar chart presenting a list of 
tasksor activities required to meet anobjective with 
estimatesof time required to complete each task. 
Time is usually displayed asa horizontal bar with a 
dateline plated at the top. Tasks or activities are 
scrdadto show expected durations~.~-&elength of 
each line represents the number of planned labor 
hours/daysfor a particular activity. For example, in 
Mgure 3-6, TaskA is scheduledfor daysanda 
horizontalbar extendsbetweenday one and day four. 
Also, TasksC and D are scheduled for six and two 
days, respectively. and each inclikdes two floating 
days (note boxes spanning days 11 and 12 for Task 
C and days 13 and 14forTask D). Depending on the 
RD/RA project, the time scaleshould be weekly or 



monthly, covering asmany yearsas is necessaryfor 
project completion. The Gantt chart is easyto mad, 
the time scale is readily comprehensible, and it 
clearly identifies where msourcesare required. Its 
main disadvantage is that schedule logic (i.e., tasks 
critical to timely completion) is not always evident. 

3.82 CfitkalPath 
Crucial project elementsare called critical tasksand 

are determined by a processcalled the critical path 

method (CPM.) The critical path is determined by 

considering each activity’s duration, seqaence,and 

c~~n~~~y~i~~~~ng~~ 

solid. For example, inFIgure 3-7, TasksA, B, and E 

are critical tasks;therefom, they are representedby 

solid horizontal bars. Noncritical tasksaredisplayed 

differently. 


CPM usesptwzedencediagramsfor a graphic display 

of tasks and subtasks. CPM should be used to 

determine theproject length and to identify activities 

critical to project completion. The critical path of a 

project is the seriesof interdependent activities of a 

project that mnst occur in a specific sequence.The 


CPM illustrates schedule logic. Disadvantages of 
using the CPM are that the time scaleis dif%cult to 
understand, since time is usuaIIy denoted above or 
below eachtask,and it is difficult to assessresonme 
use, because resources are not depicted on the 
diagram. 

3.9 Devdoplng the RDlRA Budg 
‘he RPM is responsiblefor coatrolling RDFRA cost 
when Superfund monies are used for cleanup 
activities. The RPM controls RD/RA costs by 
establishing a prelimmary budget and pediodicaIly 
updating it After the ROD is signed, the RD/R.A 
budget and schedule developed during the RI/l3 
should be reviewed for accuracy and corrected, if 
necessary. The RPM consults with the IGCE 
coordinator, the information management 
coordinator, or other experienced staff within the 
Region to ensure consistency with available 
historical cost and scheduIe data. 

The RPM incorporates budget information into 
CERCLIS to ensure funding availability upon 
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Task 

commencement of the design process and to 
facilitate other planning and pmject management 
activities. The estimated costs and dates serve as 
benchmarks, however, they should be refined and 
updated in CERCLIS periodically as they become 
more detailed and accurate. Failure to update 
CERCLIS hinders efforts to fund and schedulethe 
project properly, potentially resulting in work 
stoppages,scheduling delays, cost overruns, and a 
general reduction in pmject quality. 

When planning theRDiRA project, the RPM should 
develop a contracting strategy. The contracting 
strategy for RDlRA execution includes several 
interrelated decisions including choices for the 
following: 

l Accelerated or traditional scheduling 

l Design approach 

l Designer 

’ RA contract types 

l RA procurement strategy 

Eachdecision .&ects other partsof the strategy.Par 
example, an accelerated approach to start or 
complete a project more quickly aBct.9 all other 
contracting strategy decisions,which subsequently 
affect remediation costs. Project constraints (see 
section 3.7) also affect the contracting strategy. 
Examplesof this include: 

l 	 Schedulerequimment+-.%uting or 
completing a project quickly con@require au 
acceleratedstrategy.which would affect all 
other contracting strategy decisions, including 
choice of designer, type of RA contract, RA 
procnrzment strategy,and cost. 

l 	 Pro&t complexity and size--Pro*t 
complexities range from simple earthwork 
pmjas to more complex pm&cts to 
innovative technologies. Technical complexity 
also affects the type of design approach 
needed. 
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with tbe standard specifications and modii them 
for thespecific site.USACE, with ftmding assistance 
from EPA, developed a series of standard design 
specifications for certain types of remediation 
activities that are available to any designer involved 
in federal remediation (see section43.1 and pignre 
4-3 or USACE’s Huntsville Construction Division 
should be contactedfor additional information). 

@ffmizlngt/mii0 
Optimization is the rearrangement of the sequence 
in which RD elementsare performed to enhancethe 
overall schedule.Examples include: 

l 	 Completing the site preparation portion of a 
design (and other simple construction 
activities) and initiaring const~~tion while the 
rest of the design effort continues 

l 	 Scheduling all design reviews in parallel with 
ongoing design work so they are not on the 
critical path 

Fast-TRSWW the RA 

Some projects can be divided into separatestages 
for consauciion by awarding contractsfor eachstage 
of construction work as soon as the design is 
completed (e.g., site preparation, procurement of 
long-lead equipment, utilities instahation). 

OSWRR LGective 9355.5-2, “Gutie I))( 
ExprdiairgRDandRA,“wntahcuMitionid 
ttlfLom&n on phaeingandf-king. 

uaeof Ilfkd contrec$ 
The use of preplaced or prequaliied contracts is 
another meansof expediting construction initiation. 
These coni.racting methods require approximately 
30 to 60 days to initiate construction activities by 
eliminating the solicitation and audit reqt&ements 
of site-specific contracts. Additionally, lengthy 
delaysdue to bid protestsor bonding difficulties are 
ehminated. These contracts reduce competition, 
however, and may increase the cost of the ptoject 
Rothermore, becausepreplaced cootracts ate cost-
reimbursement contracts, they require more 
extensive government oversight than fixed-price 
contracts. USACE has developed methods to 
expedite RA initiation through the implememation 
of the following two innovative contracting 
strategies: 

l Preplaced RA and Rapid ResponseContracts 

l Total Environmental ResponseContmcts 
WRCs> 

There are restrictions on these types of contracts, 
but they may provide an excellent means to 
acceleratetheRA.Tbe RPM isencouragedto consult 
with the appropriate USACE contact to diiuss the 
possibility of using them. 

.-~--_-
OSWER Directive 9355.54Sk%, ‘Froeetfure for 
Use of USACE Prqdaced Conttacts to Expedite 
Superfund Cieonuas,“April1994, wntrdne mom 
infortnntlon on prepiaced and rapid response 
wo&Y4cts. 

3.10.2RM?ADesignApproach 
Tbe &sign approach for an RD/RA is an important 
part of the cotttra&tg strategy. Specifications, a 
generic term that inchrdes drawings, are developed 
by the remedial &signer and inch&d in the RD 
package. Specifications cootaht a deacripthm of the 
technical requiremeuts the ~nstmctor must meet to 
implement the RA and the criteria for determining 
whether theserequiremems are met. Two types of 
design specificationstypically usedirt Superfund ate 
detailed design and performance-based 
spe&ications. The type of specific&m package, 
developed in responseto specific sitecharacteristics 
and the selectedremedy, infiuences both the design 
aod the RA procurement scbedttle. Although the 
RPM cannot mandate which type of design 
specificationstlte mmedial designer should develop, 
if the RPM can accurately describe EPA’s 
requiremenisfor thesitein theRD SOW, tbedesigrter 
should choosedesign specifications to meet EPA’s 
mquirements. Therefore, the RPM should know the 
different types of design specifications and theii 
effect on the RA procurement strategy when 
planning how to managethe RD/RA. 

bet&d Dealgn im 
Detailed designspeciticationsand drawings areused 
in solicitations when the government’s tectmical 
requirements are definite and can be clearly 
communicated to bidders (e.g., an entire treatment 
plant designed down to the bolt level). Under tbis 
type of speciticarion, the contracting party (in some 
cases,EPA) or the designer may be responsible for 
designand relatedomissions,errors,and deficiertcies 
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in the specifications and drawings. If the constructor 
follows the design and the remedy fails, the 
constructor may not be liable.The government must 
assume the cost of correcting the problem (and 
pursue designer liability, if any, separately). RAs 
lending themselvesto detailed design specifications 
include landfill covers and trsditional ground water 
treatment systems. 

Detailed design specifications permit RA contract 
award solely on price and may result in a lower cost 
to theegovermnent (see section 5.4 for addidonal 
informatiott). Competition for contractawatd is aho 
expandedbecauseconstructionfirms without design 
capabilities may bid on projects. Although detailed 
designssavetime during the RA procurementpbsse 
of a project (by alleviating the need for a tectmical 
proposal review), some time is usually Iost durh-tg 
theintensive designeffort. The RPM, in consuhation 
with the TRT, should decide whether the overall 
schedule and budget can be reduced using this 
approach. 

PWfWmanceBaaed 
Performance-basedspecificationsin theRD package 
advise the constmctor what the final product must 
achieve and explicitly describe how perfotmance 
will be measured.The RA constructor proposesthe 
method to achieve the requiremertts establishedin 
the specifications. If the RA constructor has 
tmdertakenan impossible task,meetstechnological 
problems, or cannot complete performance due to a 
lack of experience, the constructor assumesthe risk 
of fmancial loss.This potential risk of financhtlloss, 
however, translatesinto a higher project costfor the 
government (in the form of higher bids). 
Performance-based specifications are suitable for 
more complex treatment technologies and are 
commercially available through a number of 
vendols.Aperformance-basedspecificationpac~ 
is generally more easily prepared and canresult in a 
shortenedRD schedule.Time savings, bowever, are 
offset by the additional procurement time neededto 
conduct technical evaluations of the submitted 
proposals, since eachbidder may propose different 
meansto achieve the prescribed requirements. 

3.10.3RAContracts 
The enormous scaleand complexity of procurement 
has necessitatedthe development of a wide variety 

Chapter3 *RMRAProjsctPlanning 

;of contract types. The appropriate contract to 

’hlement the R.4 isa project-specific determination 

/made by the party contracting for the RA. USACE 

:and the ARCVRAC contractor, respectively, will 

:decide the RA contract type for USACE-managed 

;and EPA contractor-managed RAs. Although the 

~RPM doesnot choose the contract type for the RA 

procuremetn,heorshemustbeawam ofthedifferent 

contract types. 


RAcontraettLpe 

The tbrec typesof contractsgenerally used for RAs 

are fixed-price, cost-reimbursement, and thne and 

materials contracts. 


Fixed-price contracts provide a fum price for the 

RA at contract award. The contract amount is 

~~~~yw~w~rn~~~mor~l~ 

ham the contract, suchasupon the occurrenceof an 

unanticipatedevent or contingency.Most Superfuod 

RAs, in which the work is well-defined, are awarded 

asfixed-price contracts. 


Cost-reimhttrsementcontractsprovide for payment 

to the contractor of all allocable, eligible. and 

reasonable costs expended by the contractor in 

contractperforman ce. In addition to the costs.most 

cost-reimbursement contracts provide for the 

payment of a fee (pmfit) to the contractor. Cost­

reimbursementcomrac& contain an estimateof total 

cost and a cost ceiling so funds may be obligated. 

These contracts should be used only when the 

perfonrutnce costcannot be estimatedat the time of 

contract award with tbe accuracy ne4essaty for a 

fixed-price contract. Because cost-reimbursement 

contractsrequire the govermnent to pay for all costs 

incurred by the RA constructor, the government 

assumes a financial risk. To m,inimize the 

government’s potenthtl financial rir;k,mom intensive 

contract management is required by EPA. 


A time and materials contract provides for the 

acquisition of supplies, services, equipment, and 

construction on the basis of direct labor hours at 

specified hourly rates and materials at cost. These 

contractsare used only where it is not possible (at 




the time of contract placemem) to estimate 
accurately the scope (extent or duration) of work 
required.The contractprovides for direct labor hours 
at an hourly rate and the provision of materials at a 
designatedcost.Time andmaterialscontractsrequire 
the useof time and cost standardsapplicable to the 
particular work item. 

RAcontlact Rquimmenta 
After the RA contract type is established,bonding 
and wage rate requirements must be met by the 
constructor. Bonding and wage rates are the 
respxmsibility of the RA contracting party, but the 
CO works with the contracting party to ensure all 
requirements are met. The RPM. however, should 
be aware of the statusof such requirements. 

The contractingparty solicitiug the RA contractmust 
differentiate between constrnction and service 
portions of the contract. Whether an RAor portions 
of it are determined to be conetmction (&ration or 
repair, including dredging, excavadng, andpainting) 
or service (operating a treatment unit, refuse 
removal, etc.) will determine the labor wage rates 
and the bonds necessaryfor the project The plans 
and specifications should differentiate between the 
two typesof activities sothat appmpriate labor wage 
rates (Davis-Bacon Act rates for construction and 
Service Contract Act ratea for service) can be used. 

For construction work funded in whole or in part 
under Section 104(g)(l) of CERCLA, the law 
requirea that all laborers and mechanicsemployed 
by contractors be paid wages at rates not less than 
those prevailing on projects of a similar character 
within the same locality as determined by the 
Secretary of Labor in accordance with the Davis-
BaconAct. Service Contra&Act wage ratesmustbe 
applied when appropriate for government contractors 
providing services. 

OERR, “L3avis-Llacon ActlService Contract Act 
ad Related Bonding,“’ contains more 
ir4&m&on on w#l*e rates ami bonding 
requirements. 

BotrdlngR~~~~~~ -
Historically, bonding companieshave beenreluctant 
to issue bonds where the consauction cleanup costs 

arehigh. By separatingthe project into two portions, 
construction and service, the overall construction 
costsare lower, thereby increasing theopportunities 
for contractors to obtain bonds. Performance and 
payment bonds are required on ail federal 
conshucti~l~bsover$25.000.~3-8&.~bes 
construction bond requirements. When RA costs 
increase, bonds may need to be m-evaluated and 

3.10.4RAProcuf6inentsb8tegies 
The selectedprocurement method sbouid correlate 
to the type of work being performed snd will depend 
ou the type of designspecificationsdeveloped. Sii 
EPA usually does not directly procure the RA, the 
RPM probably will not choosethe RA procureme,nt 
method. Tbe RPM should,however, be familiar with 
the different types of procurement methods. In 
general, there are four basic forms of procummant 
within federal construction contracting: 

l Sealedbidding 

* Negotiated procurement 

l Two-step sealedbidding 

l Non-competitive (sole-source) procurement 
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For detailed information on these types of RA 
procmment, see section 5.4. 

The stateis an integral part of the Superfund program 
and as such must be afforded the opportunity to 
participate in a meaningful way in RD/RA 
imuIementation. As a first sten in defining state 
involvement for a site, the RPM should determine 
whether a State Memorandum of Agreement 
(SMOA) existsbetween EPAand the state(40 CFR 
300.500). The SMOA usually establishestbegeneral 
roles and responsibilities of EPAand the stateduring 
Federal-leadand state-headresponseactions.Having 
a SMOA will save time in negotiating site-specific 
agreements (i.e., Superfund state contracts and 
cooperative agreements) and other Superfuttd­
related issueswith the state. For statesthathave not 
signed a SMOA with EPA, the RPM bas a greater 
role in establishing the terms of tlte EPA-state 
relationship. 

Secondly,the RPM and his or her statecounterpart 
should meet before the RD startsto discussfully the 
roles and responsibilities of both parties. Durhtg 
this initial meeting, the RPM should question the 
state about potential state concerns related to its 
CERCLA obligations. Stateconstraintson ftnuhmg 
or property transfer may have a significant effect on 
the implementation of the project and must be 
identified prior to issuinga designassignment.This 
meeting serves asa kick-off to an ongoing exchange 
that must continue to take place between EPA and 
the state. 

Once EPAand stateroles are defined by a SMOA or 
discussions,the RPM should develop a site-specific 
agreement outlining state.and EPA responsibilities 
for that site. Snpertimd state contracts (SSCs) or 
cooperative agreements(CAs) specify RPAandstate 
roles for RDs and RAs. In a Federal-iead, Fund-
financed response,EPA is the lead agency and the 
stateis thesupport agency(4OCFR 300.5W). When 
EPA is the lead agency,an SSC is created between 
RPAandthe state(seesection3.11.2); wbenthe state 
is the lead agency,a stateentersinto a CA withRPA. 
SSCsalso allow the transfer of necessaryresources 
that the statemayrequestaspan of itssupportagency 
function. 

3.11.1StateSuppo8tRdeIn FedeM-L 
For a Federal-lead response, the RPM should 
encourage the state to be an actively involved 
member of EPA’sproject team. Under Section 104 
of CRRCLA. tbe stateis required to: 

l 	 Provide a 10 percent cost shareof the 
remedial response(could be JOpercent or 
more for state-operatedfacilities) 

l Conduct and fund ali O&M activities 

l 	 Accept transfer of all property acquired by 
EPAto conduct the RA 

In addition to the statutory requiremems, Sections 
300.515(g) and (h) of the NCP require that the 
following be done for RDs and RAs: 

l 	 The extent and nature of stateinvolvement 
duringtheRDandRAbespeGfiedhtsite 
specifx SCCs or CAs 

l 	 A joint insption be conducted at the 
conclusion of RA construction 

l 	 The hid agency allow the support agency the 
opportunity to review documents(i.e., for 
Federal-lead RDs, the stateis allowed a 
minimum of ten working days and a 
maximum of 15 workine davs to review RDs) 

Without die state’s assuranceof its wilhngneas to 

fulfill these requirements, the RA dannot be 

impIementea Anex~~~Mu~st~~~ 

gaining the state’s support takes much more titan 

meeting mhnmurn requimments. Therefore, early 

and full participation by the stateis crucial to project 

success. 


3.112 Developing the supetfund 

The SSC is a joint, legally binding site-specific 

agreement between EPA and a state to obtain the 

necessarystateassurancesbefore an RA can begin 

at a site. The process of developing an SSC may 

take a year or longer. Creating a draft SSC early in 

the RD and meeting with the stateon * regular basis 

asdiscussedabove to resolve common issuesshould 

prevent the SSC from delaying the RA 

implememation. Surprising the state with higher 

projected RA costs or labor intensive O&M 

requirements near the end of the RD is poor project 

management. ‘ihis may causetire stateto object to 
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meeting unanticipated obligations, which mayresult 
in project disruption. Taking a proactive approach 
by regularly meeting with the stateand creating an 
environment where the state is a valuable team 
participant should prevent incidents like this from 
occnrring. 

In addition to addressing the state’s required 
CERCLA obligations, the RPM should also work 
with the stateto ensurethe following issuesare dealt 
with in the SSC: 

Providing a complete RA cost estimatewith 
an appropriate contingency amount to 
minimize staterehrctanceto increaseits cost-
share during the RA. RA construction change 
orders may result in costsexceeding the SSC 
amount. To minimize statedisagreementover 
fmancial terms as the project progresses, 
carefd analysisof the RA costestimate and 
the associatedcontingency must be performed 
and included with the SSC. 

Defining if and to what extent the statewill be 
involved in RA construction management 
(change order and claims review, value 
engineering proposals, and USACE 
construction contractor selection technical 
evaluation panels). 

Determining at what point the remedy can be 
de&red “operational and functional” (see 
section 57.1). Once the remedy is determined 
to be operational and functional, the stateis 
required to assumeO&M activities (40 CFR 
300.510). The SSC should clearly list the 
tests,performance requirements, or other 
functional requirements to be used to make 
this determination. 

Identifyiig O&M requirements and projected 
costs. In this section, the RPM and the state 
should addressfacility transfer, operator 
training, site accessfor O&M activities, and 
the O&M manual conteots. 

OSWER Directive 93SS.O~.57FS,“Cost-Risk 
Analysis for Rem& Actions,” (DRAFT) 1995, 
provides guidance on sshaling contingency 
amounisfwRAs. 

3.12 Maximizing Community Relatictns 
Community relations is a useful and vital aspectof 
the RD/RA proeem. Community relations activities 
serve to keep communitiesinformed of the activities 
at the site and help EPA anticipate and respond to 
community concerns.EPA, as the lead agency in a 
Federal-lead RD/RA, must do the following, 
according to 40 CFR Section 300.435: 

l 	 Review the community relations plan and 
update it as necessary 

l 	 Issue a fact sheetand hold a public meeting at 
RD completion, as appropriate (public meet­
ings can also be held throughout the RD/RA 
process,if appropriate) 

A community relations plan is develw for a site 
when the RVFS commences. The community 
relations plan should be reviewed and updated to 
retlect theanticipatedcommunity relations activities 
that will occur during the RDiRA. Msny RPMs may 
recdl diffiulties in implementing the RA because. 
of~l~k~~ti~~ation withthecommunity 
over constnntion concerns. The key to effective 
community relations is taking a proactive role. The 
RPM must seriously discuss the effect of the 
construction and ways to mitigate its effect on the 
community. The RPM should not wait until the fmal 
design to initiate a discussion of the effects of the 
pmposed RA with the community tAcause it often 
WiIllXtWlatetO~ communhy concerns 
by making modifications. 

The RFM may be assistedby USACE (if it has the 
RD and& RAlead) or an EPAcontractor in revising 
the community relations plan. The Regional 
Community Relations Coordinator may also be 
consulted. However, the RPM must retain the 
primary responsibility for plan implementation. 

For ARCSfRAC contracts, all anticipated 
community relations support should be &scribed in 
detail in the RD and RA SOWS.EPA contractors 
may only serve in a sqporting capacity; they may 
not represent EPA during meetings with the 
community. 

During the RD. the RPM should meet with local 
citizensgroups early and often to discussthe effect 



of the RA 0” their community. These effects may 
idUde: 

l 	 Air emissions-The potential for fugitive 
emissions,types of monitoring, plan for 
suppression,warning systemsfor the 
community (Le., to addressconcerns about 
playgrounds, school sreas,etc.), and 
evacuation procwlures are very real 
community concerns. SomeRPMs have 
arranged to have air monitoring data read out 
to a local point within the community, 
instaUedvideo camerasto record site activities 
fox local cable accesschannels,and worked 
with the community to develop a warning 
systemto notify the community of an 
emergency situation. 

* 	 lM%c-The RA gemralIy will involve a 
substantial increasein vehicular (particularly 
truck) tmfiic around the site.The designer will 
suggesttruck hauling routes (basedon road 
weight restrictions, easeof transport, etc.) but 
citizenswho know the area may have their 
own suggestions.The RPM should consider 
the alternatives, which may include rerouting 
or restricting the time of day that trucks may 
operate. 

l 	 Noise levels--The RA may result in an 
incr~ in noise levels in the surroundmg 
community. The designer is responsible for 
evaluating the local restrictions on noise levels 
and ensuring that the design incorponrtes these 
standards. Even if the design complies with 
the kcal noise standturk. the RPM may ueed 
to consider additional sound suppression 
systemsto accommodatethe community. 
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Relocation-The RA may result in temporary 
or permanent relocation of community 
structuresor residents,which the RPM should 
address. 

Economic effects--G- will question the 
economic effect that the RA will have on the 
community. As a show of good faith, the RPM 
may request that the contract be structured in 
such a way asto allow more local business 
participation. The contract can be phased(e.g., 
site preparation work, site security) and 
separatedinto nonhazardousand hazardous 
components that would allow smaller local 
firms to compete. 

Overall, the RPM must remember that the 
~unityctmalaoserveasanallyduringtheRD/ 
RA effort. For exampk, community members may 
notice suspiciousactivitjes and repcal them to EPA, 
thus reducing Superfund site vandalism. By 
estabWmg arapportwiththacommonity, the RPM 
will find that the community should be more 
responsive which in mm will make evezyoae’sjob 
easier. 

The RPM should also d&cuss all of theabove issues 
with local citizensgroups before aed during the RA. 
Section 5.3.2 provides mote information on 
community relations efforts during the remedii 
construction project phase. 
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