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. PROJECT MANAGEMENT (cont’d)
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1.4 Project / Task Organization.

= |dentify the individuals and organizations participating in your project and outline their specific roles
and responsibilities other than those already included in the Maine DEP’s Volunteer River
Monitoring Program (VRMP) QAPP.

= Include group’s coordinator, decision-makers, project data manager, principal data users,
laboratories and any other persons critical to the implementation of the SAP.

= Each entry should include the following: name, title, organization, and a brief description of that
person’s or organization’s responsibilities related to this specific project.

= Use orinclude an organizational chart or table that identifies reporting relationships between and
within organizations and between personnel participating in the project.

Over-
sight

Organi-
zations

DATA

VRMP Advisory Committee

(This committee is anticipated to he staff or volunteers from organizations such as MDEP, MDIFW, MASC,
MOMBE, University of Maine [Mitchell Center], BEowdain College, USEFPA, representatives from streamiriver
conservation groups, and some of the volunteer monitoring groups, etc. [Various members of this group
came together informally a fews times between 2004 & 2007, YREMP staff will attempt to reconvene this group

in 2009.T)

=TT
Y

VRMP Management Team / “VRMP Staff’

VYRMP Program Director VYERMP
- Coordinates and expands the Maine Vaolunteer Environmental
River Monitoring Program (YREMP). Specialist

- Assists VEMP staff
with a variety of
tasks.

- Warks under the
guidance of YREMP
Proaram Director.

- Maintainsiupdates QAPF, reviews volunteer
group SAPs, assists groups with
training/coordination to help ensure that high
guality data is collected by the volunteer group;
reviews volunteer data for QA/QC acceptahility,

[

DEP Biologists,

Managers. and
EGAD Database
Coordinators,

- Agsist the VEMP
Program Directar

with tasks and

provide advice.

coordinates fundraising.

Laboratory ¥
{example)

- Performs
analyses aof
water samples
for volunteer

| Volunteer “A” (Volunteer Group Director)
| - Yolunteer monitaring group director for a given wvolunteer group,
| - Owversees the group's organization, planning, member recruitment, and SAP
development, and volunteer monitoring program. Mav.collect samples,
1
Volun- | v
teer | Volunteer “B” (Data Manager: Yolunteer Coordinator)
'. - Data manager and wvolunteer coordinatar for a given volunteer group,
Group ™ - Coordinates and updates volunteers. Also collects data from volunteers, enters
e it into YRMP spreadsheets, and forwards it on to the YRMP for review and
eventual uploading into WYREMP database. May collect sample
(exam-
ple) |

Volunteer Samplers

- Collectwater samples & other data, enter information onto data sheets, then
turn in sheets to data manager.

group "=" and
then submits
raw data and
CAQC results
to vwolunteer
group.
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YRMP Management Team / “VYRMP Staff’

YEME Progtat Director

-Coordinates the Yolunteer River Monitoring
Program (WERF).

-Maintainsapdates QAFE,; reviews voluntesr
group B4 s, assists groups with training/
coordination to help ensare that high quality
data is collected by the wolunteer groug; re-
views volunteer data for QAQC acceptabil-
ity writes atnmnual report.

YERIP & meticorps

DEF Biologists

-Agzists VEMEP staff
with a watriety of
tasks.

-Wotks under the
gndance of YERIP
FProgram Director.

Engineers and
EGAD Database

Coordinators

-4 ssist the VERP
Frogram Director
with tasks and
provides advice.

L

YVolunteer “A” (WVolunteer Group Director)

-Wolunteer montoring group director for a given wvolunteer group;

Lahoratery ¥

Vol -Oversees the group’s organization, planning, member recruitment, SAP
utiteer developtient, and volunteer monitoring program. May collect samples. [;"L;ﬂl'kl
-Petforms

Chron analyses of wa-

cemgrn O ¥ ter samples for
Volunteer “B* (Data Manager; Yolunteer Coordinator) :‘:Ultmte B group

(exam - Drata Manager and wolunteer coordinator for a given volunteer group; x a_pd then

-ple) - Coordinates and updates volusteers. Also collects data from wolunteers, 4| sulmits data

enters it into YELMEP spreadshest, and forwards it to YEMP for review and QAQC

and uploading into DEP database, Mlay collect samples.

regults to volun-

l

teer group and
may also suh-

YVolunieer Samplers
- Collects water samples & other data, enters information onto data sheets.

mit to VRELF.

1.5 Problem Definition / Project Background.
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= Provide sufficient background information to provide a historical, scientific, and regulatory perspective
for the project.

= Describe any known water quality impact issues, studies, local ordinances, or watershed management
plans which form the basis for the project. Consider referring to Maine DEP’s Rivers and Streams
website < http://www.maine.gov/water/rivers-streams/index.htm >.

1.6 Project / Task Description.
= Provide an overview of the project.

= Describe your group’s expected goals for participating in the VRMP (e.g. baseline data, determine
health of watershed, potential for re-classification). In addition to expected goals state the specific
problem to be solved, decision to be made, or outcome to be achieved. In other words, describe the
reason the monitoring is being done.

= This section must give an overall picture of how the project will resolve the problem, goal, or question
described in the previous section. Provide a brief summary of the “who, what, where, when, why, and
how” aspects of the project. Include a general description of the sampling region (detailed site
locations are covered later in this SAP [section 2.0]).

= Summarize work to be performed, products to be produced, and the schedule/timeline. Attach a
general study area map.

1. 7 Quality Objectives and Criteria.
= Discuss your targeted data quality objectives and measurement performance criteria for all parameters
that include the following. Refer to Table 3a and Table 3c and list any deviations or additions.
e Precision: in most cases, using the relative percent difference or “RPD” method
e Accuracy: shows how close a sample result is to the actual value
o Measurement range: the range of reliable measurements of an instrument or measuring device
¢ Quality control samples: in most cases, 10% of samples should be quality control samples

= Discuss the representativeness of sampling design and monitoring schedule: collecting samples that
represent actual stream conditions (example considerations: season, time of day, frequency of
sampling).

= Discuss the completeness required (completeness is the a measure of the number of samples you
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must take to be able to use the information as compared to the number of samples you plan to take).

= Discuss comparability (extend that data can be compared to past data from the project or data from
another project).

= (See Appendix 1 of the VRMP QAPP for more information). Refer to section 4.4 of the Volunteer River

Monitoring Program QAPP for minimum VRMP standards. Insert or append a table summarizing plans,
if necessary.
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1.8 Training Requirements / Certification.
= Groups participating in the VRMP must be trained or recertified by VRMP/DEP staff on an annual basis.

= |dentify and describe any specialized training or certifications needed by personnel in order to
successfully complete the project or task.

= Refer to training and certification details included in the Volunteer River Monitoring Program QAPP (see
section 4.5) as needed.

= List laboratories that will be part of the study design. Contact the VRMP Coordinator for a list of
approved laboratories and the parameters for which they are approved.

1.9 Documentation and Records.

= Describe the process and responsibilities for ensuring the appropriate project personnel have the most
current approved version of the QAPP and SAP, including necessary updates.

Detail the types of data and other records that will be kept in this volunteer group’s archives (electronic
or hardcopy) as well as how that information will be forwarded on to the VRMP. If these details are
exactly the same as those described in sections 4.6 and 5.10 of the VRMP QAPP, then a reference to
that document is sufficient. If this volunteer group plans any deviations from those protocols, then
specify below. (Records can include raw data, data from other sources such as databases or literature,
field logs, sample preparation and analysis logs, instrument printouts, model input and output files,
reports, and results of calibration and QC checks.)

= |dentify any other records and documents applicable to the project that will be produced, such as

annual reports and audit reports, if applicable. Specify or reference all applicable requirements for the
management of records and documents, including location and length of retention period.
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Il. DATA GENERATION AND ACQUISITION

2.0 Sampling Process (Experimental) Design.
Describe the experimental data generation or data collection design for the project including the
following:

« Design of the sampling network (i.e. sampling locations): Provide a list or table, or map that shows the
geographic locations of sample stations. Be sure to include the geographic coordinates (UTM is
strongly desired). Contact the VRMP if you need assistance documenting location of sampling.
(Appendix 6 {Sampling Site Location Form} of the VRMP contains the necessary form for documenting
this information.)

Specific water quality, hydrology, habitat and biology parameters to be sampled or monitored.

- Sampling methods (provide brief summaries here). The details regarding sampling
methodologies, protocols and SOPs are saved for Section 2.1.

« Sampling frequencies including and sampling season(s) including numbers of samples and monitoring
period.

- Rationale for sampling design (i.e, addressing the group’s goals, representativeness, safety,
landowner permission, etc.).

= Insert or append tables, as necessary. Refer to sections 5.1 and 5.2 of the VRMP QAPP for guidance.

2.1 Sampling Methods.
= Describe the procedures for collecting samples.

= |dentify the sampling methods and equipment, including any implementation requirements, sample
preservation requirements, decontamination procedures, and materials needed for projects involving
physical sampling.

= Insert or append tables and SOPs as necessary. Refer to sections 4.4, 5.1, and 5.2 of the VRMP
QAPRP for guidance as needed, as well as Appendix 2 (VRMP Standard Operating Procedures {SOPs}
Catalog).

» Refer to Table 3a of the VRMP QAPP for data quality objectives and Table 3d for typical preservation
requirements for various parameters.

10
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2.2 Sample Handling and Custody.

= Describe the requirements for sample handling and custody in the field, laboratory, and transport;
taking into account the nature of the samples, storage temperature requirements, the maximum
allowable sample holding times before extraction or analysis, and available shipping options and
schedules for projects involving physical sampling.

= Refer to the VRMP QAPP as needed (section 5.3 and Appendix 2 and 8). Please note any deviations
from these VRMP recommended procedures so that they may be reviewed.

= Indicate which laboratory will be used to analyze your samples, if applicable. (See section 4.5 of the
VRMP QAPP for information about laboratories that can be used by volunteer groups wanting to have
their data in the VRMP database.)

= Examples of sample labels and chain-of-custody or sample submission forms/logs should be included
when they differ from those in the VRMP QAPP (section 5.3, Appendix 10).

2.3 Analytical Methods.
Identify the analytical methods and equipment required, including sub-sampling or extraction methods,
and any specific performance requirements for the method.

» Where appropriate, refer to section 5.4 of the VRMP QAPP and its SOPs (in Appendix 2 and 8) or to
SOPs from other laboratories.

= Specify the laboratory turnaround time needed, if important to the project schedule. Discuss how
problems are addressed in section 3.0 below.

2.4 Quality Control.
= |dentify any QC activities needed for each sampling, analysis, or measurement technique that differ
from those listed in the VRMP QAPP (sections 4.4 and 5.5) and associated SOPs (Appendix 2).

= For any additional QC activities, list the associated method or procedure, acceptance criteria, and
corrective (or response) action. Be sure to describe how sample bottles or containers, if used, will be
appropriately prepared (rinsed, sterilized, etc.) prior to sampling (or if new containers shall be used), by
either a laboratory or the volunteer group.

11
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2.5 Instrument / Equipment Testing, Inspection and Maintenance.
= |dentify any instrument/equipment testing, inspection and maintenance activities that differ from those

listed in the VRMP QAPP (section 5.6) and associated SOPs (Appendix 2). For any different or
additional procedures, describe how they will be implemented and documented to assure quality.

Describe how deficiencies are to be resolved, when re-inspection will be performed, and how the
effectiveness of the corrective action shall be determined and documented.

Describe or reference how periodic preventive and corrective maintenance of measurement or test
equipment and their components affecting quality shall be performed to ensure availability and
satisfactory performance of the systems (refer to specific equipment manuals if necessary).

Identify the equipment and/or systems requiring periodic maintenance. When appropriate, assemble
such activities into SOP format to be appended to the SAP.

2.6 Instrument / Equipment Calibration and Frequency.

Identify all instruments and other equipment used for data generation/collection activities that must be
controlled and, at specified periods, calibrated to maintain performance within specified limits. As
stated in the VRMP QAPP (sections 4.4, 4.5, 5.5, and 5.7), instruments will be calibrated and checked
against VRMP reference instruments and standards during annual VRMP volunteer
certification/recertification workshops.

Refer to SOPs for use of each instrument/piece of equipment for specific details about additional
calibrations (e.g., most dissolved oxygen meters need to be calibrated each day that it is used).

For any procedures differing from those found in the VRMP QAPP Appendix 2 (SOPs), describe how
each will be implemented and documented to assure quality including: the basis for the calibration,
certified equipment and/or standards used for calibration and how records of calibration shall be
maintained and be traceable to the instrument.

2.7 Inspection / Acceptance of Supplies and Consumables.

Describe how and by whom supplies and consumables (i.e, standard materials and solutions, sample
bottles, reagents, hoses, deionized water, potable water, electronic data storage media, etc.) shall be
inspected and accepted for use in the project.

State the acceptance criteria for such supplies and consumables.

Refer to the VRMP QAPP (section 5.8), associated SOPs, and equipment manuals as needed.

12
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2.8 Non-direct Measurements.

» |dentify any types of data needed for project implementation or decision-making that is obtained from
non-measurement sources such as computer databases, programs, literature files or publications,
historical information, maps, data from other monitoring groups, or geographic information systems
(GIS). Describe the intended use of the data. Define the acceptance criteria for the use of such data in
the project, if applicable, and specify any limitations on the use of the data. Refer to the VRMP QAPP
(section 5.9) and associated SOPs as needed.

= If collecting weather data refer to websites such as www.weather.com; www.weather.gov;
http://www.maine.gov/mema/weather/weather.htm.

2.9 Data Management.
» Trace the path of the data from their collection/generation to their final use or storage (i.e. the field, the

office, the laboratory, town conservation commission, report to watershed council, as well at the VRMP
and its EGAD database).

= Describe or reference the standard record-keeping procedures, document control system, and the
approach used for data storage and retrieval on electronic media, if different than that detailed in the
VRMP QAPP (section 5.10), as they apply to your group.

= Discuss the control mechanism for detecting and correcting errors and for preventing loss of data
during data entry to forms, reports, and databases.

= Provide examples of any forms or checklists to be used.
= |dentify and describe all data handling equipment and procedures to process, compile, and analyze the
data, including procedures for addressing data generated as part of the project as well as data from

other sources, as they apply to your group.

= Describe any data management processes not addressed by the VRMP QAPP (see section 5.10).

13
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lll. ASSESSMENT AND OVERSIGHT

3.0 Assessment and Response Actions / Problem Resolution.

= Describe problem assessments and detection procedures specific to the project not addressed by the
VRMP QAPP (section 6.1). Assessments can be done on data versus data quality objectives, sampling
and analytical methods, data management, audits of test procedures and methods.

= Discuss the information expected from the problem assessments/detections and the success criteria
(i.e., goals, performance objectives, acceptance criteria specifications) for each assessment proposed.
Include information as to how any problems identified through these assessments will be corrected,
who will carry this out and how the effectiveness of the corrective action(s) will be assessed.

= Describe how and to whom the results of each assessment shall be reported. Include details on how
the corrective actions will be verified and documented.

3.1 Reports to management.
= Describe reports to VRMP staff specific to the project not addressed by the VRMP QAPP (section 6.2).

= |dentify the frequency and distribution of reports issued to inform VRMP staff of project status including
results of system audits, periodic data quality assessments, and significant quality assurance
problems/recommended solutions or corrective actions.

= |dentify the individual responsible for such reports, recipients of the reports, and any specific actions
recipients are expected to take as a result of the reports.

14
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IV. DATA VALIDATION AND USABILITY

4.0 Data Review, Verification and Validation.

= State any criteria used to review and validate (accept, reject, or qualify) data, specific to the project not

addressed by the VRMP QAPP (section 7.1), especially as they may apply to your group. Table format
is preferred.

4.1 Verification and Validation Methods.

= Describe any data verification and validation methods not addressed by the VRMP QAPP (section 7.2),

especially as they may apply to your group. These may occur at any step from initial data acquisition
through the duration of the project.

= Discuss how issues shall be resolved and the system for resolving such issues. Describe how the
results are conveyed to the VRMP and other data users. Provide examples of any forms or checklists
to be used. Identify any project-specific calculations required.

4.2 Reconciliation with Data Quality Objectives.

= Describe how it will be determined if the actual data collected meets the data quality objectives
described in Section 1.7. If the data does not meet outlined objectives, describe how it will be utilized.

= Describe how reconciliation with data quality objectives will be documented, issues will be resolved,

and how limitations on the use of the data will be reported to decision-makers outside of those identified
under the VRMP QAPP (section 7.3).

15
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