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Introduction

This Water Program Quality Management Plan (WPQMP) contains an outline of the
systematic approach to quality assurance adopted in the Water Programs, Water Division,
Alaska Department of Environmental Conservation (ADEC). The Water Program
Quality System is a structured and documented management system which describes the
policies, objectives, principles, organization authority, responsibilities, accountability and
implementation plan for ensuring quality in its work processes, products (items) and
services. This WPQMP was developed to document how Water Program staff will
consistently plan, implement and assess the effectiveness of quality assurance and quality
control operations. It describes the quality system in terms of the organizational
structure, functional responsibilities of management and staff, lines of authority, and
required interfaces for those planning, implementing and assessing all activities
conducted. Due to its broad scope, the resource and scheduling implications of the
WPQMP are significant. The Water Programs will continue to phase in any requirements
outlined in this WPQMP which do not currently exist, such as Water Program Procedures
and Guidance documents, generic Quality Assurance Project Plans (QAPP) and Standard
Operating Procedures (SOPs).

This Quality System approach is based on guidance provided by the U.S. Environmental
Protection Agency (EPA) in EPA Requirements for Quality Management Plans, EPA
QA/R-2, March 2001 http: //www.epa.gov/qualityl/ga_docs.html. All
organizations conducting environmental programs funded by EPA are required to
establish, implement and document a Quality System (EPA Order 5360.1 A2 (May
2002), EPA 5360 Manual A1 (May 2000) and 40 CFR 30.54). This Water Programs
Quality Management Plan (WPQMP) is implemented statewide and ensures that all data
collection and measurement activities are conducted in accordance with EPA’s data
collection and quality assurance requirements. This includes projects funded by EPA.
The purpose of this WPQMP is to establish Division—wide consistency in the application
of quality assurance and quality control practices.

1.0 Management and Organization

1.1 Quality Assurance Policy

The Director of the Division Water is committed to ensuring that all environmental data
generated by or on behalf of the Water Programs are suitable for their intended use. The
systems and practices presented in this WPQMP provide a framework for ensuring that
the quality of all environmental data generated and processed are appropriate for their
intended use, are scientifically valid, are of known precision and accuracy, of acceptable
completeness, representativeness, and comparability and where appropriate, legally
defensible. Implementation of this WPQMP will allow ADEC Water Program Managers
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in the Water Division, to make decisions based on verifiable environmental data with the
assurance that environmental technology has successfully performed its intended role.

The Alaska Department of Environmental Conservation (ADEC) is strongly committed
to aggressive quality assurance and quality control practices. This commitment
compliments the EPA emphasis given to a comprehensive and coordinated Quality
Assurance (QA) Program. The ADEC Water Program is developing and integrating
Quality Assurance practices into data collection and measurement activities within its
purview. These Quality Assurance and Quality Control practices are designed to
generate and process data of known and appropriate quality in a cost-effective manner.

The Water Program strives to implement its Quality Assurance Policy, which includes

the following:

¢ All water programs generating, using, or requiring the collection of environmental
data will follow the requirements outlined in this Water Program Quality
Management Plan (WPQMP).

¢ Management and staff will establish the intended use(s) for environmental data and
the level of data quality necessary to support decisions prior to initiation of data
collection efforts.

¢ All new environmental data generated by ADEC will be of known and documented
quality using a systematic planning process.

* Acceptable and effective Quality Assurance Project Plans (QAPPs) and when
appropriate Standard Operating Procedures (SOPs) will be developed and
implemented. The Water Program has adopted the EPA requirements for project-
specific QAPPs. See EPA Requirements for Quality Assurance Project Plans, EPA
QA/R5, March 2001 http: //www.epa.gov/qualityl/ga_docs.html.
and its companion document, EPA4 Guidance for Quality Assurance Project Plans,
EPA QA/G-3, December 2002nttp: / /www.epa.gov/qualityl/qga_docs.html.

¢ All environmental data generated will be of known quality. This quality, and
associated level of effort, will meet the needs of the intended use of the data as stated
in the individual QAPP. This WPQMP is the “umbrella” document under which
project-specific QAPPs will be developed.

* Project-specific QAPP documents will be submitted to the designated Water Quality
Assurance Officer (WQA Officer) for approval prior to any new environmental data
collection activity. Technical and administrative authority for all QA/QC matters is
the Water Quality Assurance Officer. The WQA Officer reports to the Water
Programs Manager in matters of quality assurance and quality control (Appendix
12.1.1: Organization Chart). The designated WQA Officer will be the focal point for
interaction between EPA’s Regional QA/QC Program and the ADEC Water Program.

¢ Data quality information will be documented and available.

Regular technical assessment audits will be conducted of program sections and
projects involving environmental data collection to ensure they comply with QA/QC
requirements. Deficiencies highlighted in these assessments will be addressed in a
timely manner. These audits may be conducted internally or by an outside party.
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e Management will define personnel and training requirements. Adequate resources to
support the Water Program Quality System efforts will be provided to accomplish
objectives for all environmental data collection programs, projects, and tasks. As
ADEC’s partner in Water Quality, EPA supplies some of the resources to support the
Water Program Quality System through the Cooperative Agreement process.

e Management will provide and support QA training. This training may be achieved
through internal training and/or external sources to staff at all levels to ensure that
QA/QC requirements and responsibilities are understood and implemented at all
stages of projects. Some of the training needed to support the Water Program Quality
System will come from EPA.

1.2 Organization Chart

The Division of Water has four Water Programs that are involved in data collection or
management: Water Quality Standards, Assessment and Restoration, Cruise Ship,
Wastewater Discharge Authorization , and Compliance (Appendix 12.1.1: Organization
Chart). Projects undertaken or administered in these programs, which generate, use or
require the collection of environmental data, must have approved Quality Assurance
Project Plans (QAPPs). The Water Division has adopted the QAPP requirements in EPA
Requirements for Quality Assurance Project Plans, EPA QA/R5. These requirements
resulted from a national consensus on how to develop and implement Quality Assurance
Project Plans, (ANSI/ASQC E4), and are being followed at the federal, state and local
level.

Projects that require approved QAPPs in Water Quality Standards, Assessment and
Restoration include routine and special water monitoring projects led by ADEC staff or
its subcontractors. An example is the Environmental Monitoring and Assessment
Program (EMAP).

Monitoring projects in Non-Point Source Water Pollution Control include any
monitoring projects that involve data generation or compilation. Possible projects
include non-point source grant projects funded by EPA under Section 319 of the Clean
Water Act, and TMDL, forestry, stormwater and wetlands projects. ADEC staff may
participate in, lead, manage or access these types of monitoring projects. '

Projects in the Wastewater Discharge Authorization Program include all wastewater
discharge permit self-monitoring projects, and ADEC staff inspection monitoring
activities. These projects and others are developed, implemented, and/or administered by
ADEC Water Program Managers and their staff. Example types of monitoring include
direct measurements or data generation, environmental modeling, compilation of data
from literature or electronic media, and data supporting the design, construction, and
operation of environmental technology.
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The Water Quality Assurance Officer (WQA Officer) works with the Water Program

Managers and their staff to ensure that each data collection project has an approved
QAPP, and that data are collected per the approved QAPP.

1.3 Responsibilities and Authorities for Quality Assurance

ADEC Water Division Directors

Name: Lynn Kent, Director Phone: (907) 465-5135
Water Division
Name: Vacant, Deputy Director Phone:
Water Division
Responsibilities: Provides overall water policy definition, leadership and

oversight for the Division’s Quality System and serves as
the overall authority for directing activities in accordance
with Department policies and regulations; particularly 18
AAC 70 Alaska Water Quality Standards (as amended
through May 27, 1999); and 18 AAC 72 Wastewater
Disposal (as amended through January 17, 2002).

ADEC Water Programs Managers

Name: Vacant, Programs Manager Phone:
Water Quality
Name: Bill Griffith, Programs Manager Phone: (907) 269-7601
Facilities
Responsibilities: Provides policy definition, leadership and oversight for the

Water Programs Quality System and serves as the overall
authority for directing its activities in accordance with
Department regulations and policies. Responsibilities, with
respect to quality, include serving as the final authority for
resolving quality-related issues, ensuring that the proper
training is provided and that resources are available to
support the quality approach, and ensuring that the Water
Programs Quality Management Plan (WPQMP) is in place
and functioning.
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ADEC Water Quality Program Managers

Name:

Name:

Name:

Name:

Name:

Name:

Responsibilities:

Sharmon Stambaugh Phone: (907) 269-7565

Program Manager
Wastewater Discharge Authorization

Chris Foley Phone: (907) 465-5257
Acting Program Manager
Compliance

Nancy Sonafrank Phone: (907) 451-2726
Program Manager
Water Quality Standards, Assessment and Restoration

Vacant Phone:
Program Manager
Cruise Ship

Greg Magee Phone: (907) 269-7613
Program Manager
Village Safe Water

Michelle Bonnet Phone: (907) 465-5158
Program Manager
Water Information Management
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These Program Managers have the primary responsibility

for facilitating the development of project -specific Quality
Assurance Project Plans (QAPPs) and conducting data
review, inspections and audits of these monitoring projects,

within their respective programs.

These sections are:

e Wastewater Discharge Authorization(Program
Development, Domestic Wastewater, Industrial

Wastewater)
e Compliance

Water Quality Standards, Assessment and Restoration
(Assessment and Reporting, Water Quality Standards,
Monitoring, Non-point source and Quality Assurance)

e Cruise Ships
Village Safe Water
¢ Water Information Management
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ADEC Water Quality Assurance Officer (WQAO)

Name: James Gendron

Responsibilities:

Phone: (907) 465-5305

Provides Water Program-wide focus on quality
management. Ensures that management and staff members
recognize their respective QA responsibilities, reporting
mechanisms, and methods of dispute resolution. Ensures
that staff is knowledgeable about current quality policy,
requirements, and guidance. Establishes quality policy in
coordination with management. Serves as quality program
liaison between the Water Program and the EPA regional
office. Maintains resource file of quality-related
documents. Coordinates updating the Water Quality
Management Plan. Provides EPA with QA mid-year and
end-of-year reports as per the Performance Partnership
Agreement (PPA).

The WQA Officer approves project-specific QAPPs,
reviews and validates/verifies data and audits at least 5% of
projects to ensure compliance with approved QAPPs. The
WQAO performs system assessments of the Water
Program or parts of the Water Program to determine the
progress being made to become a Quality System, and
reports these findings to the Water Programs Manager.

Water Quality Programs Project Managers and Staff
Wastewater Discharge Authorization

Compliance

Water Quality Standards, Assessment and Restoration

Cruise Ships

Facilities Programs Project Managers and Staff

Village Safe Water

Water Information Management Project Managers and Staff

Responsibilities:

During the planning of grant, permit or other monitoring
projects, these individuals are responsible for establishing
and implementing project objectives and data quality
indicators appropriate for the project purpose and
regulations involved. Throughout the implementation and
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assessment of monitoring projects, these individuals are
responsible for ensuring that the quality of the information
generated meets the requirements in the approved QAPPs.

Specifically, these individuals are responsible for the
following:

e Primary responsibility for facilitating the development,
renewal and implementation of Quality Assurance
Project Plans (QAPPs) according to EPA QA/R-5
requirements, by providing technical assistance and
training to permittees, grant recipients, consultants,
federal, state and local government representatives,
tribes, and ADEC water monitoring staff.

e Review, approve and sign, if acceptable, final QAPP,
along with the ADEC Water Quality Assurance Officer
(WQAO).

e Review data as they become available, and provide
technical assistance, as necessary, to ensure compliance
with approved QAPP,

e Working with the Statewide Database staff, assure that
applicable data become part of the ADEC statewide
STORET database and it’s replacement in an
acceptable manner,

e With the assistance and guidance of the WQAO,
assesses and audit projects to ensure compliance with
approved QAPPs.

2.0 Quality System Description and Implementation

The Water Program Quality System provides a framework for planning, implementing,
documenting and assessing work conducted within the Water Program. The purpose of
this system is to enable the Water Program to generate the type and quality of
information required to fulfill its environmental mission.

The foundation of this Quality System is management’s commitment to quality as
described in this WPQMP. The ADEC Water Program Quality Policy reflects
management’s philosophy, and stands as a guiding principle for all environmental data
collection activities. It states that all personnel have responsibility for quality, and with
management support, will continually strive to build quality into work processes,
products and services. Management provides policy definition, leadership and oversight
for its Quality System. Management is responsible for allocating resources, so that the
Quality Policy can be implemented.
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