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DOE/HQ OFFICE OF GEOLOGIC REPOSITORIES (OGR) AUDIT 85-N-1' OF WASTE MANAGEMENT
FROJECT OFFICE (WMPO) QUALITY ASSURANCE PROGRAM

During the Mareh 5-7, 1985, HQ-OGR aulit of WMPO, the auldlt team members

fdentified four findinge and five obsecvations. The enclosure addresses the
proposed avdit respoases by WMPO to the [indings and observations. Two of the
proposed responses lavolve actions by other Operatfoas Offices. Auvdit Finding

f1 in part involves the WMPO management coantrols exercised over the Nationmal S
Laboratories; Audit Floding #4 involves the lead auditor qualifications of an ;%?w”
audit teanm leader from the Albuquerque Operatione Offfce. WMPO has been _ B
unable to attaln closure of thesé audiv £indinge. If the additional proposed

steps are not guccessful ia resolving the findings, these igsues will be

escalated to the Office of Civilian Radicactive Waste Manazemeat (OCRWM) for
further consideration,

.-y

For those proposed responses requirlaz changes to the NNWISI Project QA Plad or

- the WMPO QAPP, modiffcations to those documents will he made during the

geni~annual teviev and update, WMPO acticipates these changes will be
completed by August 1985 unless otherwise noted.

I you have any questions, please call James Blaylock on FIS 575-1125,-
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Audiv Findiog #1

_F_E.“ndi‘:gg o Fain o

Maragemeat coantrols have been established but sre not fully documented between
the projJect and the following participating organizaticas,

4. Natlonal Laboratorles (SNL, LANL, aad LUNL)
b. USGS
c. NISO contrsctors (HSN and REECO)

Response

1. The Director, WMPO, hae been designated to act as the Contractling
Officer's Technlcel Repregentative (COIR) for NNWSI Project activities with
responsibllities as defined in accordance with the provisioans of DEAR
901.603-73 for USGS (effective April 15, 1985) and the State of Nevada
(effective April 23, 1985). In additlon, the Director, WMPO, has beea
delegated Contracts Administrator Representatlve Authority for NNWSI Project
activities conducted by HSN and REECo (effectlive April 12, 1985), With .
respect to USGS, a2 Memorandum of Understandiug exlists betwaen DOE/NV and USGS -
that covers the work USGS does for the NNWSI Project. Revision of that MOU

wags proposed beginning in July of 1984, Action on the proposed revision has
been held in abeyaance duting the perlod October 1984 to present while the USGS
reconsidered the role it wanted to play in the NNWSI Project. As soon as thils
question 1s settled, further negotiations will resume to more clearly define
WMFO QA authority and control over the USGS effort on the NNWSI Project.

Nl

2. WMPO ie attempting to resolve the 1ssue of management controls on the
Natlonal Laboratorles through inter-Operatlons OfElce channels, and by ueing
the Project Charter as specified in DOE Order 5700. Currently the coatracts
for two National Laboratoriee involved, Sandia National Laboratocy aod los
A'amos Natlonal Laboratory, are managed by Albuquetque Operations Office and
thr vemaioning Natlonal Laboratory contract, Lawrence Livermore Natlional
T-*oratory, is manazed by the San Franclsco Operations Offfice. WMPO has
recansted, through the NV Assistant Manager For Administeaction, that
Centracting Officer Technical Representative authority be defined and
celegated to the Director, WMPO,

ince the contracts the Department has with the University of California for
tha operation of Los Alamos National Laboratory and Livermore National Labora-
tory and with Westera Electric for the operatlion of Sandla Natlional Laboratory
are different than the standard coatracts with coatrcacters, the use of a Con-
tracting Officer's Technical Represeatative may not be apprepriate, Alterna-
tive mechanisms for establishing management coantrol over the laboratories arce
being investigated by WMPQ and the Manager of NV, These alternatives may
require OCRWM envolvement and action. It is expected that three to four
additional months will be required to propose and evaluate these alternative
mcans, One approach is to give WMPO direct control over the distributlea of
funds with appropriate technical guidaace,
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To fully fotdhltib :hc tecognltlon by the other Opcratioas Offlces that they
are intlimately ifuvolved fu thls program, WMPO has proposed that the revlsed
Project Charter now uader development clearly deflne the roles and respon-
sibllities assipgned to these operations offices and obtain each of the
Operations Office Manager's revliew and concurtence on the Project Charter.
The revised Project Charter is still in preparation and cannot be flnalized
until the question of management authority is clarified,

Avdit Findlng §2

Find Lag

1. Contrary te the requicemeats, WMPO has not established a Records
Management Bystem, The Director, WMPO, wae fully aware of this situation
before this audlt and in & December 13, 1984, mcwo to Ralph Stein adviged EHQ
that a procedure 1s being developed and will be issued after completion of a
study by Effectlive Solutions, Inc, (ESI).

2. Procedures for the control of computer programs have not been finalized
and issued, The WMPO hag drafted SOF-02-02 to establish program controle of
computer programs la accordance with the guldance in NUREG-0856.

Regponse

1, A draft NNWSI Project QA records management speclfication has been
developed by ESI. Tha WMPO has evaluated the specification aad 18 in -
agreement with the concept. Aleo, the WMPO Ls in the procese of expanding the
EST contract and developing & WMPO position description for a8 NNWSI Project
Records Adminlstrator (called for in the speclficatlea) to complete the
developuent of an NNWSI~SOP and provide for its melementatton. The procedure
1s expected to be igsued ia August 1985,

2, A commlttee has been assembled and charged with the respoasibllity of
developing a new draft of $0P-02-02. The draft procedure is expected to be
sant to WMPO for review and approval by July 1985. At the preseat time, there
a“n no computer program¢ being utliliged that fall into the NWISI Project
Quality Level I classiflication to which this procedure should be appliecd.

Audit Fiading #3

Finding

1., The QA Program Plan does not adequately describe provisions for the
resolution of disputes involving quallcy.

2, Although the PQM position has been established in WMPO, the
responsibilities of the PQY are not defined {n Section 4 of QIP-01-0l,

Regponse

1. If disputes in QA aclse between the PQ{ aad the Director, WMPO, the PQM
- has & clearly defined independent reporting channel te the Director, QAD.
Within the NV organizatlonal structure, if QA lssues cannot be resolved at a
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lower level,. NV Ocder 5700,6A provides the Director, QAD, with access to the
Assistant Magnagar for Boglneering and Safety and the Manager, NV for the
regolution of such iesues.

2, @P=-01~-01, Sectlod 4.7.4, will be revised to reflect the responsiblilties
of the P which are now ldentifled in the NNWSI Project QAP KVO-196-17,
Sectlon 1.6, aad the WMPO QAPP NOV~196-18, Sectioa 1.0. The responslibilitles
of the PQM presently identified ian the QAP and QAPP which will also be
included in the QMP ate 88 follows: coordilnatlion of QASC activitles;
developuent, implemeatation, and maiatenance of the NNWSI Project QAP, WMPO
QAPP, and implementing procedures for each; conductlag audits and
survelllances; and reviewlng NNWSI Project participant documeats.,

Audit Pinding #4

Finding

The audit team leader on the LANL audit and the SNL audit conducted by the
Albuquerque Field Office was not certlfied to the requivements of NQA-l. ..

Response

The current policy of the other Operations Offices that wanage the coantracte ™
for the National Laboratories is that QA audite of thelr coatractors will be
led by an auditor froa theic office, WMPO recognizeg that thege lead auditors
are nelther certified to the requitements of NQA~l nor femflisr with the
objectives or details of the technlcal work conducted by the Natlional
Laboratories in support of the NNWSI Project., WMPO's initlal position was
that one of our auditors on the audit team would be the lead auditor; however,
we were unable to malarain this positfon. The compromise that was established
to accommodate the other Operations Office's policy and allow the audits to
proceed was to accept thelr man as lead auditor and he would work to the cheek
{st that was establlighed by WMFQ.

Tne curreat situatlon is & result of an Qperations Office policy positionm.

The approach that we plan to use to change this previous unchangeable position
1~ to use the revised Project Charter that the other Operations Office
Managers will sign. Thie should provide the vehicle wlth eppropriate OCRWM
aad Department managemeat support necessary to change a policy positfon. We
will need support from OCRWM to encourage the Operations Offlces involved to
accept a different policy posltlon that will be reflected in the revised
Project Chacter,

Observatlon f1

Obsecvation

Coples of the five OCR baseline documente released by HQ to date were nol all
readlly available in elther of the WMPO Branch Chief offlces and the Branch
Chiefs dld not seem famlllar with the documents., The program does not
describe interface controls to ensure that the vequlirements in thege documents
had been passed on (as requlrements) to participante.
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The laterface respoasibilities for passlng OCRWM policy, program, and project
guldance on to the KNWSI Project participante ls covered in the NNWSI Pcoject
Administrative Procedure, AP 3,1. The AP was issued on January 15, 1985, but
was not fully implemented at the tlme of the audit, particularly due to WMPO
personnel not yet being trained regarding thelir specific responsibilities.

Algo, WMPO 1g preparing 8 letter to OCRWM to indicate which WMPO personnel are
to receive controlled coples of OCRWM baseline documents, As & minigum, the
1ist will contain the Dlrectoer, WMPO; Assietant Director; Becaach Chlefs; and
the PQM.

Observationa #2

Obhservation

1. 1Inlclal proficiency evaluatlons as required by Qir-02-01 for WMPO
personnel ave not 1a the QA filles,

2. The tcralaing records revliewed do not adequately degcrlbe the scope of :he e
training that was conducted, AR Ao

Regponse

1. The initlal proficleacy evsluations for WMPO personnel will be completed
by May 31, 1985.

2. The individual training records have been revised to show the detafled
scope of training presented,

Observation #3

Observation

W¥PO does not, to & reagoanable representative degree, perlota avdits of
“epresentative subconttactors, consultants, or vendors as requiced.

Regponse

It is the {uterpretation of WMPO of the NRC Review Plan, Appendlx A, paragraph
18,1 that the statement, "DOE should pecform audits of the prime contractor
and representative gubcontractors, consultants, vendors, and laboratorles to
assess the effectiveness of the prime coantractor's audit program."” is based on
the DOE field office using an integrating contractor (prime contractor).

Since the NNWSI Project organization does not use an lategrating contractor
(the WMPO acts as one) but is comprised of NNWSI Project participante (major
subcoatractors), WMPO feels that this requirement does not apply.
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AR R
The WMPO neeta~ehennkc tntent by conductlng yearly programmactic audics of all
NNWSI Project Partlcipatlag Organizatiens and NTS Support Coatractors and by
pac:lclpating in selected asudits conducted by the NNWSI Project participants
on thelr rubcoatrastors.

Observatlon £#4

Observation

The WMPO QA Plan does not describe how the yearly managemeat assessmuul of
the scope, status, adequacy, and compllance of the QA program is performed by
persons or organizatlons above or outside the QA organlzatlon.

Resgonse

The WMPO QAPP will be revised to describe how the yearly munagement assegsment
wlll be conducted, At the preseat time, the NNWSI Project approach will be

that the QAD perform the assegssment for the Director, WMPQ, The cholce of ;hﬂ;ﬁr
QAD to perfora the assessment ié two-fold: (1) the QAD 1s indepeadeat of the :
WMP0 QA organizatlon, and (2) the QAD has the frequeat contact with the OCRWM
progtan QA requircuents to effectively assess the NNISI Project QA Plan Eot
compliance.

Observation £#5

Observation

Performance of Internal audits have been scheduled but have mot commeaced.
The program 1s not clear, as evidenced by interviews, as to whether
gurvelillances of Lloternal activities will be perforwmed,

Regponge

1, The observation on WMPO iuterazl audits 13 correct, The audli tess
reviewed the WMP0 Audit Schedule which fdentified filve Lnternal audite of WMPO
artlvitles, the first of which teok place on April 1l1-12, 198S,

2. The actlvity coanducted by WMPO on the NNWSI Project 44 primarily a project
ranagement function, WMPO bhas delegated the technlcal responslbilicies of the
NNWSI Project to the various NNWSI Project partleipants. With this ia mind,
the WMPO evaluated the nsed and concluded that the WMPQ QAPF would exclude the
~ need for faternal survelllances (definiction: the act of mounltoring or
odserviag to verify whether or not an ltem or actlvity coaforams to specific
raquirements).

It should be noted that the program does provide for lateraal audlts to be
conducted, and gurveillances and audits of the Pcoject participaats!
responsibilities wiil be conducted, It should also be noted that the QAD/NV
performs audits and eurveillances oan WMPQO actlvitles, and that OCRWY pexforms
audits of WMPO.



WMPO QA-AUALE:

In regponse to the requitenent stated in the report, "NRC QA Review Plan,
Appendix A, Paragraph 1.1, etates im part, "...while the liae organizatlon is
responsible for performing quality affectling activities properly, the QA
organizatlon shall verify the performance of wift through lmplemeatation of
appropriate QA Controls". It should ba noted that the WMPO QAPP has provided
for the development of quality management procedures to implement the varlous
QA controls. Each ¢f the (MPs not ocaly addresses the responslbilities of the
WMPO technlcal staff but also integrates the WMPO QA staff responsibilities.
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