Similarities between Los Alamos National
Laboratory Environmental Management Scope
and Rocky Flats Cleanup

“Echos of Rocky Flats”
Frazer Lockhart

September 17, 2015
Albuquerque, NM

to edit Master title style
Glad toClick
Be Here

•

29-year DOE Career
o

o

o

22 years at Rocky Flats






Project Management
Weapons Production and Operations
Environmental Restoration
Closure Planning
Culminated as Site Manager (2003-2007)





Acquisition and Procurement
American Recovery and Reinvestment Act (ARRA)
High-Level Tank Waste

7 years for DOE HQ

Retired January 2014

•

Current Position - Asst. VP for Stoller Newport News Nuclear (SN3)

•

Other Background
o

Retired Colonel – 25 years U.S. Army and U.S. Army Reserve

o

Certified Project Management Professional, #1333686
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Stoller – full service environmental remediation and
waste management
•
•

HQ in Broomfield, CO - 18 offices throughout the U.S.
Project work at 90+ sites in U.S. and Japan

Newport News Nuclear – premier nuclear operations and
systems integration
•
•

Savannah River M&O contractor
Reach-back to Newport News Shipbuilding

Huntington Ingalls Industries – parent corporation
•
•
•

Preeminent builder of commercial and nuclear naval
vessels for 129 years
38,000 employees in 2 divisions and 6 subsidiaries
Largest military shipbuilder in the U.S. - sole builder
of nuclear aircraft carriers
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LANL legacy of extraordinary scientific achievement
•
•
•

Manhattan Engineering District – birth of U.S. nuclear weapons program
(Originally a remote location northwest of Santa Fe)
Nuclear weapons deterrence, safety and security
Advancing energy and nuclear security

EM Cleanup - another aspect of the LANL legacy
•
•
•
•
•

1985 – New Mexico receives EPA authorization to implement State hazardous
waste program
1996 – New Mexico receives EPA authorization to implement its corrective
action program
1999 – First transuranic (TRU) waste to Waste Isolation Pilot Plant (WIPP)
2011 - Las Conchas wildfire leads to TRU waste campaign
2014 – LANL TRU drum release at WIPP; State fine of $54 million

Current EM Challenges
•
•
•
•

TRU above-ground and below ground inventory
Groundwater and surface water contamination
Material Disposal Areas (MDAs) and excess facilities
Regulator and Stakeholder frustration
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•
•
•
•
•
•
•
•
•
•

Up to 8,000 site employees
385 acres of industrial area
5,800 acres of buffer zone
~800 facilities and
structures
Wastewater treatment
plant
Laboratories
Water, power, steam,
nitrogen facilities
Security/law enforcement
Fire department
Medical office
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•
•

1951 - Ground broken for new “A-Plant”
1950-1980s – Primary nuclear weapons pit fab
•

•

1969 – Mother’s Day glovebox fire
•
•

•

•
•
•

Nuclear operations shut down for safety and
environmental concerns

1992 - Production mission end
•

•
•

New production Building 707 at Rocky Flats
TA-55 at LANL to be ‘prototype’ for Rocky Flats

1989 – Operation Desert Glow (FBI/EPA raid)
•

•

Production started at LANL, then Hanford Z Plant

The Denver Post headline, March 23, 1951

TA-55 at LANL to accept pit fabrication role

1995 - DOE awards clean up contract to Kaiser-Hill
2001 - Congress passes legislation declaring Rocky
Flats a future Wildlife Refuge
2005 – Physical completion of cleanup and closure
2006 – Regulatory completion; removal from
National Priority List
2007 - U.S. Fish & Wildlife Service establishes
Wildlife Refuge and land transfer
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•

Rocky Flats contained:
o
o
o
o

•

Aging facilities and improperly stored nuclear material
that posed risks to our workers and community
o

•
•
•
•
•

More than 21 tons of weapons-grade nuclear materials,
much of it improperly stored
More than 100 tons of high-content plutonium wastes
called residues with no treatment or disposal path
More than 30,000 liters of plutonium and enriched
uranium solutions
More than 275,000 cubic meters of radioactive waste

Two buildings were ranked the most dangerous plutonium
buildings in the U.S.

Unknown contamination in buildings and environment
Regulatory milestones missed constantly
Fines and threat of further fines
Frustrated regulators and local communities
Damaged trust with regulators or stakeholders
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•

1989 - Interagency Agreement (IAG)
o
o
o

•

1993 – Crisis point – must change or “death-spiral”
o
o

•

State and EPA Regulators’ conflicting and compounding requirements
Fines for missed deadlines meant lower available funds

Making the regulatory process work for the project
o
o
o
o
o

•

DOE – Colorado – Environmental Protection Agency (EPA)
241 milestones over 10 years; enforceable with $$$ fines
Lowest risks first, but enforceable, and inflexible

Develop a common vision with commitment at the highest levels
Develop an agreement that specifically fit the project and mission
Use early and continuous consultation with regulators focused on results
over process
Organize all regulatory requirements under one controlling document
Lead Regulator for each issue with expedited dispute process

1996 and beyond - Rocky Flats Cleanup Agreement (RFCA)
o
o
o

DOE – Colorado – EPA (Defense Nuclear Facility Safety Board –
Community – Contractor)
12 major milestones; annual milestones and 2-year targets
Highest risk first, but not strictly enforceable, and flexible

Regulatory process is first and foremost a trust-building process
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•

Weak Starting Point
o
o
o

•

External stakeholder communication
o
o
o
o

•

Seek communication outside typical meetings; staff training,
“pizza-meetings”, one-on-one sessions, etc.
Develop clear and simple messages; over-communicate to the
point of excess
Cultivate relationships with media; recurring editorial boards
Leverage business community interests

Congressional / Political communication
o
o
o

•

Inexperienced / unskilled managers and staff for
communications
Poor communications record (“starting from zero”)
Sophisticated and demanding stakeholders

Increase dialogue with Congressional offices and local
governments
Recognize local stakeholders influence Congress
Focus dialogue on future site use and community values

Workforce communication
o
o

First-line management is most critical in getting company
messages to workers
Be open and honest about job impacts and worker transition
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•

What helped build success:
o
o
o
o
o
o
o

Integrating Federal, State and local requirements
Pursuing a new course, despite vast quantity of rules,
regulations, and constraints
Recognizing the constant interplay of politics, regulations,
stakeholder interests, business, and budgets
Aligning budget, regulatory agreement, contract, and project
baseline
Investing numerous, diverse and often hostile stakeholders in
the outcome
Always telling the full truth
Shared commitment to the goal, not to the process

•

Vision
Workforce
Contract

Budget
Regulatory
Political

What would put success at risk
o
o
o
o

Compromising public or worker
safety
Wasting or misusing taxpayer dollars
Violating regulatory agreements
Misleading or manipulating the
stakeholders
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Additional
•

“Closure Legacy – from Weapons to Wildlife”
o
o

•

“Rocky Flats – A Proud Legacy, A New Beginning”
o
o

•

•

18-page total project history summary with photos
Link from link above = “Weapons to Wildlife Brochure”

“Making the Impossible Possible: Leading Extraordinary
Performance: The Rocky Flats Story”
o
o

•

Full text report with references and electronic links
http://www.lm.doe.gov/Rocky_Flats_Closure.pdf

University of Michigan Business School analysis
Paperback – Kim S. Cameron and Marc Lavine, BerrettKoehler Publishers, San Francisco, CA, 2006

“The Role of Appreciative Intelligence in Creating High
Performing Organizations: A Case Study of Rocky Flats
Nuclear Waste Cleanup”
o

George Mason University research analysis

o

Technical paper – Tojo Thatchenkery and Irma Firbida,
December 2008

Frazer Lockhart
o
o

flockhart@stoller.com
303-546-4420
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