Suggested Checklist for Evaluating the Site Exit Strategy

1.0 Evaluating the Exit Strategy 

1.4  Exit Strategy Content

 The exit strategy represents a formalized long-range process for taking the site from its current state to closure or to its best long-term use.  The strategy represents a plan to actively manage the site and make decisions at various points to best tailor the remediation and monitoring efforts.  The strategy is best developed with regard to stakeholder and regulatory agency concerns, resource constraints, and technical realities, and includes well-defined means to measure progress and a desired timeline.  A well-written exit strategy contains a statement of the remediation goals, a description of the future site land use, a decision tree, flow chart, or defined sequence of remedial activities, a clearly established process to evaluate performance measures relative to decision parameters, provisions for periodic re-evaluation of the project goals and technologies, and a means to verify clean up following cessation of active remediation.  With this in mind, any optimization effort should include an evaluation of the exit strategy.  Such a strategy may be documented in a stand-alone document, in a site monitoring plan, or in the operations and maintenance plan)

1.5 Evaluate Decision Documents and Remedial Action Objectives

The optimization team’s evaluation should begin with a review of the project goals defined in the decision documents for the site (as described above).  The evaluation should verify that the goals are measurable and realistic and are consistent with ultimate land use.  Measurable goals include specific cleanup concentrations at compliance points, acceptable risk levels, or hydraulic conditions (for long-term containment).  Realistic goals are those that are achievable with the current technology in a reasonable (as defined by all parties) time frame.   If the goals are not easily measurable or clearly realistic, the exit strategy may generally still be valid, but it is more difficult to assess the consistency between the RAOs and the strategy and some clarification or modification of the strategy or goals would be needed. 

1.6 Review Strategy

Reviewing the strategy can be called  reviewing the remediation process at a site or area of concern.  Strategy review tools include establishing or reviewing a Remediation Decision Tree, or, setting, or reviewing a Sequence of Remedial Actions. The team’s review should verify that the approach to achieving closure or suitability for ultimate land use is logical and realistic, both technically and from a regulatory perspective, and would result in (continuing) protection of current human and ecological receptors during remediation.  The plan should also be compared to the requirements of the decision documents to assure consistency.  Since the strategy or plan is very site specific, it is not possible to identify what is logical and realistic here. Various remediation activities, such as extraction from specific wells, use of a particular above-ground treatment process, or in-situ treatment of a source area, may be reduced or eliminated at points in the process prior to site closure or attainment of long-term goals.  The decisions as to when and where to implement these interim changes should be made in a technically sound manner based on reasonable metrics. The strategy is often conveyed effectively using a decision tree or flow chart.  The review should verify that specific metrics for evaluating cleanup progress are set.  Examples of these may specific concentrations in target monitoring wells by a certain date, percentage declines in extracted air or water concentrations, mass removed, or similar parameters.  Target values and timeframes may be based on modeling. The data collected by the monitoring program must provide adequate data for this purpose.  The strategy should include a specific approach to tailoring necessary monitoring frequency, location, and analyses.  This would include monitoring of aboveground treatment processes.  As progress is made toward goals, the scope of monitoring to make site decisions should drop.  There may also be a need for provisions for increased monitoring in the event unexpected conditions are encountered.  The exit strategy must include provisions for monitoring of response of the subsurface to the cessation of any remediation activity for some period of time.  There should be some contingency provisions for restart of the remediation process if some undesirable response is observed.  Lastly, the review should verify that all pertinent project staff members are aware of the exit strategy provision and remediation objectives.  

1.7 Review Any Planning or Programming Documentation.  
In some cases, it may be appropriate to for the optimization team to verify that adequate steps have been taken to assure adequate resources, both personnel and financial, will be available to implement the exit strategy.  There should be some provisions for training of new personnel as turnover of staff occurs.  The future costs projected for the cleanup should be quickly reviewed for reasonableness given the likely timeframe and level of effort required.  
1.5 Identify the Responsible Entity and Process for Periodically Evaluating Results Relative to Remediation Goals.  
The project staff member(s) who reviews the monitoring data and makes recommendations or decisions about the continued operation of equipment or processes or about the monitoring program must be clearly identified to the optimization team.  The frequency of such a review should be evaluated to assure it occurs with adequate frequency, relative to the cost and protectiveness implications of not making adjustments.  The process for proposing such changes to the regulatory agencies should also be identified and the extent to which actions can be taken without agency approval must be identified as well.  The timeframe and means of communication for regulatory agency approval should also be verified and should be reasonable, again considering the cost and protectiveness impacts of delayed or misdirected approval.

2.0 Recommended Changes to Exit Strategy.  
The optimization team should feel free to suggest changes to the exit strategy based on their review.  The report’s conclusion may need to address the likelihood of attainment of cleanup goals as currently identified.  It may be appropriate to suggest new technologies that would expedite attainment of goals or to identify data gaps for the proper evaluation of progress.  Any report should identify the appropriate sequence of implementation of optimization recommendations such that changes that can easily be made now can be initiated while other more difficult or sensitive changes are evaluated or coordinated further.  Lastly, if no clear exit strategy or project decision tree exists, the team must recommend creation of such a tool.

3.0 Follow-up Support.  
In some cases, the optimization team may need to assist with the creation or modification of the exit strategy following the completion of the optimization study.  The follow-on support provided by the team obviously depends on the resources available, but some assistance should be provided.

