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MISSION STATEMENT

heath and the environment.

Thiswill be accomplished through the development, implementation, and financia

solutions.

The mission of the Rouge River National Wet Weather Demonstration Project is to demonstrate
effective solutionsto water qudity problemsfacing an urban watershed highly impacted by wet weether
and devel op potentid solutions and implement projects which will leed to the restoration of water qudity
in the Rouge River. The project will address both conventional and toxic pollutants to:

» provide asafe and healthy recreational river resource for present and future generation
* re-establish a healthy and diverse ecosystem within the Rouge River Watershed,;

» protect downstream water resources such as the Detroit River and Lake Erie; and

» hdpensurecompliancewith federd, sateandloca environmenta lawswhich protect human

integration of

technicd, socia, and indtitutiona frameworksleadingto cost efficient, and innovative, watershed based
solutionsto wet weather problems. Thiswatershed-based national demongtration project will provide
other municipalitiesacrossthe nation facing similar problemswith guidance and potentialy effective
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1.0 QUALITY MANAGEMENT POLICY (QMP) AND PROJECT
ORGANIZATION. Provisonsof theprevious QMP, prepared in July 1996 will be followed
until thisQMP is approved. The applicable term of this QMP is October 1998 to December
2000. Thissection setsforth the quality assurance policy of the Wayne County Rouge Program
Office (RPO) and identifiesthoseindividual sresponsiblefor implementing the quality system
detailed in subsequent sections of this Quality Management Plan (QMP). The QMP is
disseminated to various staff memberswithin the RPO and their contractorsand subconsultants by
requiring work plan managers and project coordinatorsto become familiar with the document and
maintaining a copy in the RPO library for al interested parties to refer to as needed.
Implementation of the QM P will be the responsibility of the work plan managers and project
coordinators.

1.1 BACKGROUND OF THE ROUGE RIVER NATIONAL WET WEATHER
DEMONSTRATION PROJECT. The RougeRiver and itswatershed are aprimary source
of pollution to the Great Lakes. The Clean Water Act of 1972 intended to make waterways
"fishableand swvimmable." Although that goa hasnot been reached, great progress has been made
inimproving water quality in most waterways. The Rouge River Remedia Action Plan (RAP)
provided abasisfor which Rouge Project effortswere created. It identified the major sources of
pollution and the relative contributions of each to the water quality to theriver. The RAPisthe
continuing foundation for the Rouge Project and presentsaframework for addressing the problems
within the Rouge River. The Rouge Project with thisplanis attempting to look beyond treatment
and focus on prevention methods.

The Rouge Project is based upon and serves as anatura extension of the Remedial Action Plan
(RAP). TheRAPwasorigindly developed by the MDNR and presented to the Water Resources
Commissionin 1989 (updated in 1994/5) asaplan to restore the water qudity inthe Rouge River.
A watershed-wide management approach wasrecommended in the RAPto addressthe pollution
of the Rouge River. Currently the RAP is scheduled for update in the year 2000, those effortsare
now underway by the state M DEQ with communities and subwatershed input (inacollaborative
modd). The Rouge Project will help further theimplementation of this recommendation through
Project activitiesdesigned to specifically address, and substantially reduce, water pollutioninthe
Rouge River by successfully demonstrating a holistic watershed-wide management approach.

The Rouge Project is managed under the auspices of the Wayne County Department of
Environment (WCDOE), Wayne County, Michigan. Thisproject isfunded in part by the United
States Environmental Protection Agency (EPA), Grant Nos. X995743-01, 02, 04, and C-
264000-01 totaling $315.6 million and $161.3 millioninlocal funds. Asthe recipient (Grantee)
of federa grant funds, the executive management of the WCDOE isresponsible for the overdl
administration, direction, and quality management of the Rouge Project including grant
adminigiration, reporting, and alocation of fundsto subgrantee basn communities. The Divisons
of Public Works (DPW) and Watershed Management (WMD) are a part of the WCDOE.
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The Rouge Project was established under theinitid Rouge Grant 1 from the EPA, Region V, and
enabled Wayne County toinitiate acomprehens vewatershed-wide pollution control gpproach that
addresses combined sawer overflow (CSO), sorm water management, and other nonpoint source
controlsthrough the application of innovativetechnol ogies, progressvecommunity based financid
and institutional arrangements, and creative public involvement and education programs.

Rouge Grant 2 provided the framework for the progression and implementation of Project goa's
asWayne County continuesits mission to develop potentid solutions and implement projectswhich
will lead to the restoration of water quality in the Rouge River. The Project will address both
conventional and toxic pollutants to:

* provide a safe and healthy recreational river resource for present and future
generations;

* re-establish a healthy and diver se ecosystem within the Rouge River Water shed,;

» protect downstream water resources such as the Detroit River and Lake Erie; and

» help ensure compliance with federal, state, and local environmental laws which protect
human health and environment.

Thiswill be accomplished through the development, implementation, and financid integration of
technicd, socid, and inditutiona frameworks|eading to cost-efficient and innovative watershed and
subwatershed -based solutions to wet weather problems. This Rouge River watershed-based
national demonstration project will provide guidance and potentially effective solutionsto other
municipalities across the nation facing similar problems.

Under Rouge Grants 3 to 5, work continues with implementation of CSO Phase 1 projects,
stormwater management proj ects, GI S devel opment, wetlands, recreation and habitat restoration
projects.

1.1.1 RougeProgram Office(RPO). Wayne County implementsthe Rouge Project through individua
joint partnership agreements or Inter-Agency Agreements (IAA) with local Rouge River
Watershed communities, the Michigan Department of Natural Resources (MDNR), Michigan
Department of Environmenta Qudity (MDEQ), and other ingtitutional and organizationa entities
including the Southeast Michigan Council of Governments(SEMCOG). One of the primary goas
of the Rouge Project isto promote the success of water pollution clean-up initiatives through
demonstrating a holistic watershed-wide management approach to the problems of runoff and
nonpoaint flow control and treatment systems. The Rouge Project isintended to serve asanationd
model with inherent technical and administrative components specifically designed, and
documented, for transfer, reuse, and portability to other watersheds with similar problems
throughout the United States. The Rouge Project will aso serveto demonstrate the efficacy of
alternative wet weather flow control and treatment systems, and watershed-wide management
processes.
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To facilitate implementation of the Rouge Project, the WCDOE contracted with Camp
Dresser & McKee (CDM) to provide technical and administrative support in establishing the
RPO. The RPO serves as Wayne County's strategic base for project management and
operations of the Rouge Project.

In addition to staff allocations by the WCDOE, the Wayne County RPO is currently comprised
of the following Rouge Project consultants:

Camp Dresser & McKee (CDM), Prime

Applied Science, Inc. (ASI)

AScl Corporation (AScl)

Cole Financial Services, Inc. (CFS)

Environmental Consulting & Technology, Inc. (ECT)
Hubbel Roth & Clark (HRC)

Johnson, Johnson & Roy, Inc. (JJR)

McNamee, Porter & Seeley, Inc. (MPS)

Orchard, Hiltz & McCliment, Inc. (OHM)
Organizationa Improvement Systems (O1S)

Project Management Associates (PMA)

Public Sector Consultants (PSC)

Sigma Associates (SIGMA)

Systems and Management Consultants (SYMCON)
Thomas Management Consultants (TMC)

Tilton & Associates (TA)

Tucker Young Jackson Tull, Inc. (TYJT)

Wade Trim/Associates (WTA)

1.1.2 Misson Statement. The mission of the Rouge Project is to demonstrate effective solutions
to water quality problems facing an urban watershed highly impacted by wet weather and
develop potential solutions and implement projects which will lead to the restoration of
water quality in the Rouge River. The project will address both conventional and toxic
pollutants to:

* provide a safe and healthy recreational river resource for present and future
generations;

* re-establish a healthy and diverse ecosystem within the Rouge River Water shed;

» protect downstream water resources such asthe Detroit River and Lake Erie, and

» help ensure compliance with federal, state and local environmental laws which protect
human health and the environment.
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1.2

This will be accomplished through the development, implementation, and financial
integration of technical, social, and institutional frameworks leading to cost efficient, and
innovative watershed-based solutions to wet weather problems. This watershed-based
national demonstration project will provide other municipalities across the nation facing
similar problems with guidance and potentially effective solutions.

QUALITY ASSURANCE POLICY. Recognizing that maor environmental measurement
activities are critical components of the Rouge Project led EPA to request Wayne County to
develop a Quality Management Plan (QMP) for the Rouge Project.

Wayne County has devel oped this QM Pin accordance with the DRAFT EPA REQUIREMENTS
FOR QUALITY MANAGEMENT PLANS - EPA QA/R-2, EPA, 1992. The Rouge Project
QM Pdefinesthe project management structure, framework for decision processes, implementation
responsibilities, quaity assurance policies, and standard operating procedures (SOPs) employed
by Wayne County to ensurethat the overal qudity project management meets EPA requirements.

The RPO will perform al assignments set forth in the Rouge Project Grants in a manner that
ensures full compliance with EPA grant requirements throughout all phases of project
implementation; yields technically superior work products that are produced consistent with
established quality systems, and ddliverson time and within budget. Wayne County will strivefor
continua improvement of RPO work processes and documentation and will implement al quality
management systems set forth in this QMP to assure that:

» theRouge Project may serve asanationa model with inherent technical and administrative
components specifically designed, and documented, for transfer, reuse, and portability to other
watersheds with similar problems throughout the United States.

* environmental measurement activitiesare planned and executed to produce data of appropriate
type, quantity and quality for decision making; and

» engineered sysems are designed, constructed and operated to meet the criteriafor which they
were devel oped.

Wayne County hasdeveloped this QM P to serve asthe primary guide for implementation of the
program quality assurance policy. The QMP addresses specific quality assurance system
components under the following section headings in this document:

This QM P documents the quality management and assurance polices, procedures, roles and
respongbilities, and identifies the methods by which continua improvement of qudity management
will be achieved and monitored. The QMP will be mutually approved by both the EPA and
WCDOE. Upon approva, authority for approva of the associated quality assurance documents
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(Quality Assurance Project Plan, field sampling plans, standard operating procedures, and guidance
documents) becomes the responsibility of Wayne County and that the Management System
Reviews (M SRs) will be done both internally and in collaboration with the EPA to overseethe
quality system established for the Rouge Project. No environmenta measurementswill be made
without: an gpproved Qudity Assurance Project Plan, field sampling plan, and standard operating
procedures; and the planning phase including the Data Quality Objective (DQO) process as
described in the document “ Guidance for the Data Qudity Objectives Process’ (EPA A/G-4). To
date, there have been threeinternal management system reviews, July 16 & 17, 1997, September
24,1998 and March/April 1999. These meetingsreviewed and updated strategiesto achievethe
edtablished project goas. The meetings held in 1999 recondtituted the project Steering Committee
to include subwatershed advisory groups (SWAGSs) and private sector business representation.

13 ROUGE PROJECT ORGANIZATION. TheRouge Project isadministered by the WCDOE,
under the leadership of Mr. James Murray, who is the Director for the Rouge Project. As
Director, Mr. Murray designated key WCDOE staff members to assist with the management,
administration, and coordination of the Rouge Project. The Rouge Project was comprised of 10
separate, but functionally interrelated, Program Work Elementsin Grant 1. In Grant 2, work
continuedinfiveprincipa work groups. These organizational componentsof the Rouge Project
Qudity Management Plan areidentified in Figure 1-1. The Rouge Project team membersroles
for the WCDOE are described below:

Director, Wayne County Department of Environment - As Director of the WCDOE and the
Rouge Project, Mr. Murray reportsdirectly to Mr. Edward McNamara, Wayne County Executive.
Mr. Murray isresponsible for the oversight and overall management of the projectand works
directly withthe Grantor, EPA, Region V, in defining project management obj ectivesand policy
guidelines. Mr. Murray aso coordinates closaly with the MDNR/MDEQ in theimplementation
of this project as an extension of the RAP and he has established, and works closely with, a
Steering Committee composed of institutional, regulatory, and watershed community
representatives. The Steering Committee serves as an advisory group to Wayne County in
reviewing project progress. Corresponding technical advisory groups (TAGS) were also
established for each of the technical program components.

Mr. Murray plans, organizes, directs, reviewsand eval uates programs and staff to providefor the
planning, financing and implementation of WCDOE environmental protection programs and
facilities. He also provides leadership and coordination for the various divisions, units and
administrative support functionsincluding providing expert professional assistanceto Wayne
County and local agency management staff in areas of responsibility.

Chief Deputy Director, WCDOE - Mr. Vyto Kaunelisworks under the direction of the Director
of the WCDOE, and supports the Director on policy development for the Rouge Project. Mr.
Kaundishasconsderablelatitudefor independent judgment and action, servesasthe Chief Deputy
and Divisional Program Administrator of the WCDOE, and coordinates its Division programs,
operations, and activitiesin accordance with the mission, directives, and statues by which the
WCDOE programs operate.
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Director, Water shed M anagement Divison - Ms. Kelly Caveisthe Director of the Division.
Ms. Caveisunder the direction of the Director of the WCDOE, and plans, organizes, directs,
reviews and eval uates grant, construction, demonstration and operating programs and staff to
providefor management of integrated and Quality Watershed Systemsand Environment. Ms.
Cave provides expert professiona ass stanceto the county and local agency management staff
including transition activitiesfor the Rouge Project to Wayne County communities and to the
WCDOE through her Division. This Division operates and
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Figure 1-1: Quality Management Plan Organizational Chart
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coordinates the continuation efforts coming from the Rouge Project.

Technical Coordinator, Water shed Management Division - Mr. Noel Mullett operates as
Technical Coordinator for the Rouge Project. Mr. Mullett reportsdirectly to Ms. Kelly Cave,
Director Watershed Management Division. The Technical Project Coordinator supervises
technical oversight personnel; sets general project coordination policies; establishestask and
process prioritiesfor demongiration; directs the process and coordinateswith or through othersthe
project linkagestransferring information, standards, or data to the Division and communities. The
Technica Coordinator a so establishesand maintainsgood working rel ationships with community
governments, asassigned, citizengroupsand individua citizensif assigned; and workswith Project
Adminigtratorsto assure devel opment of community programs and trangtion of RPO activitiesto
divisions of the Wayne County.

Chief of Administration - Mr. Butler Benton isWCDOE Chief of Administration and isunder
the genera direction of the Director with considerabl el atitudefor independent planning, directing,
and coordinating; heisresponsble for overseeing al manageria and adminigrative operationsin
the WCDOE. Specifically, Mr. Benton is responsible for overseeing the financial, technical
planning and genera admini stration services, aswell astheimplementation of proper procedures
and modernization of systems and resources to meet federal, state and county requirements.
Additionally, he providesadministrativeleadership to the Program Operation and Compliance
Deputiesin areas of Adminigtration of the WCDOE and provides expert professiona assistance
to WCDOE management staff in areas of responsibility, and acts as Chief of Administrative
Operations for the Director.

Project Administrator - Mr. Dennis Scully works under the general supervision of Director of
Division of Adminigtration for the Rouge Project. Mr. Scully isresponsiblefor oversight of non-
technical aspectsof projectsand coordinator of resourcesfor contract compliance and planned
parametersof projects. Inaddition, Mr. Scully ensures compliancefor all tasksof projectsand
recommends corrective actions to expedite solutions; reviews and anayzes reports and records,
workswith departmental managersto ensure that necessary datafor planning activities on current
and future projectsis obtained and avail able to them; and ass sts with development of department
goals and objectives.

Director, Compliance and Public Affairs- Ms. Josephine Powel | works under administrative
direction of the Director of Department of Environment with considerablelatitude for independent
judgement and action. Mrs. Powe | plansorganizes, directsand reviews and evaluates programs
and staff to provide for the planning, coordinating and imnplementing environmental legal,
compliance and enforcement activities for the Department. She provides consultation in
conjunction with the Corporation Counsel and Prosecuting Attorney. Mrs. Powell provides
leadership and coordination for the publicinvolvement and alternative dispute functions of the
Department and providesexpert professiona ass stanceto County and local agenciesintheareas
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of responsibility. Mrs. Powell directsand causesthe proper administration of various County,
State and Federal Laws; assures that ordinances, regulations and policies are performed
consistently and accurately throughout the Department for all programs.

ROUGE PROGRAM OFFICE ORGANIZATION. Brief positionand functional descriptions
are provided below for RPO management controls positions.

RPO Project Manager - TheProject Manager, Mr. Carl R. Johnson, P.E., isresponsiblefor the
successful trand ation, implementation, and coordination of Wayne County directives and the qudity
management systemsto ensure the devel opment and delivery of quality RPO work products. He
works under the direction of the Chief Deputy and the Director, Division of Watershed
Management. Mr. Johnson isresponsiblefor the general technical approach being taken and for
providing guidance to the Work Plan Managers and Objective Managers.

RPO Objective Managers- Therole of the objective managersisto assure that the scope of
assignments and end products of the Rouge Project meet the program objectives. Additional
detailsintherole of the Objective Manager are contained in the Program Management System
Guide (Volumel1-A Binder), hereinafter referred to as PM S document. Objective Managers have
been appointed in the following areas:

* Human Health - Mr. Barry Johnson

* Recreation and Public Understanding - Dr. Donald Tilton

* Ingtitutional and Downstream - Mr. James Ridgway

e CSO Load Reduction - Dr. Suresh Sangal

* Nonpoint Sources and Watershed Management - Ms. Kelly Cave
* GIS- Mr. CharlesBristol

* OQutreach - Mr. Dale Bryson

* Monitoring & Ecosystem Diversity - Mr. Joe Rathbun

RPO Quality Assurance Managers - The Rouge Project Quality Assurance Managers
(QAMS), Mr. Tom Pedersen and Mr. John Bonaare responsible for designing, implementing, and
monitoring thequality systemsestablished for the RPO and for continually ensuring that the quality
management approachesare modified, revised and updated asnecessary. Mr. Pedersen provides
independent review of the effectiveness of the qudity control systemsand isresponsiblefor auditing
the processes. Additionaly, he specidizesin quality assurance and control systems specificaly
related to environmental measurement tasks.

Mr. Bonaisresponsiblefor ensuring that appropriate levels of review are provided for al Rouge
Project Work Efforts products and for andytical |aboratory quaity and field measurement quaity
assuranceactivitiesthrough the use of auditing procedures documented i n subsequent sectionsof
thisdocument. In addition, the QAM hasthe authority and responsibility for bringing quality
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management issues that are not being adequately addressed within the framework of the RPO
project management structureto the attention of CDM's Corporate Quality Management Officer.

Mr. Bonaisresponsible for addressing, communicating, tracking, and resolving specific quality
assuranceissues, concerns, or questionsrel ated to the Rouge Project through efficient, expedient
meansof direct communicationswith the RPO Program, and Wayne County decison makers. Mr.
Pedersenis respons blefor keeping CDM's corporate quality assurance staff appraised of quality
management activities associated with the Rouge Project. Wayne County has also established a
direct reporting linefor the QAM to Project Director, WCDOE, for the purpose of ensuring that
quality issues that require high level attention are communicated in an effective manner.

Project Coordinators- The RPO Project Coordinators are directly responsible to the RPO
Project Manager and work in concert with the Objective Managersfor the day-to-day execution
of the associated task management. All Project Coordinatorsare responsblefor maintaining close
communication and working relaionshipswith Wayne County Senior Management, Wayne County
reviewers, or other WCDOE and community peoplewith their project liaison, staff membersas
needed. AsProject Coordinators, one of their most important project management tasksistheir
timely identification/communication of project work issues and daily information exchangesto
Wayne County. Project Coordinatorsareaso respong blefor generating, monitoring, and tracking
individua work plan budgets and schedul es againgt the daily management of the activities of work
Plan’ team.

Staff - All RPO project saff are responsible for performing assigned tasks in a cons stent manner
with the procedures and protocols set forth in the QMP and to recommend methods
to improve quality management, project execution and staff management.

The PM S explains the RPO position roles and responsibilities in more detail.

All RPO project staff havedirect responsibility for quality management asdetailed in subsequent
sections of thisQMP, and are responsible for reporting deficienciesin the quality systemsto the
RPO QAMs, Mr. Tom Pedersen and Mr. John Bona.

15 OVERSGHT GROUPS. The RPO qudlity assurance sysemsare dynamic in nature. Assuch,
they arerevised based on shared observations and input from both RPO staff members and
working groups a both the management and technica levels, asneeded. Quality management for
the RPO hasbeen designed around a processthat ensuresinput from al levelsof the organization.
Within the RPO program structure, dl staff have an active participatory rolein qudity management.
RPO staff oversight and technical groups, and Wayne County staff share quality management
respongbilities. Thegod isto promoteinteractive consensus building to implement and maintain
quality management of all RPO initiatives. Figure 1-2 illustrates the process of funneling
information to Wayne County as a means of quality improvement.
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Wayne County has established a Steering Committee to review the activities of the RPO.

Steering Committee - In addition to the quality control functions built into the RPO, a Steering
Committeeformed by key participantsin the Rouge Project has been established to provide budget
oversight and review of Rouge Program Work Efforts and Work Plans. The Rouge Project
Steering Committee meets quarterly at various Rouge Watershed communities or the RPO.

While Wayne County has the responsibility and accountability for administration of the
demonstration grant, Wayne County allowsthose unitsof government most impacted to sharein
the planning andimplementation of thegrant. The Steering Committeehas specific responsibilities
consi stent with the grant application whichinclude: (1) budget oversight, (2) review of project
elements, (3) review of work plans, (4) participation of TAG, and (5) providing comments,
guidance, and leadership to assure that the demonstration grant accomplishes its primary
objectives. Membership in the Steering Committee includes leaders of Rouge Watershed
communitiesaswell as EPA, MDEQ, and Wayne County. EPA participation in the Steering
Committee doesnot inany way diminish itsresponsbilities asthe grantor nor in Wayne County's
roleasthegranteefor the Rouge Project. Similarly, MDEQ' s participation neither modifies nor
diminishesin any way itsresponsbilities for enforcement of state environmental and del egated
federal environmental laws.

151 Speciality Work Groups.

The Core Advisory Group or CAG was given the task in 1998 and 1997 of developing the
elements of awatershed (subwatershed) based general storm water permit that would offer local
agenciestheoption of meetingtheir sormwater quaity respongbilitiesunder federd and statelaw
based on hydrologic rather than politica jurisdictiona boundariesand present recommendations
to the United States District Court. The CAG proposed three subgroups: one subgroup would
focus on the technical aspects of the general permit, one would focus on the ingtitutional and
financia optionsrequired for communities to implement the provisions of awatershed based
generd permit, and onewould focus on policy questionsthat arise concerning the devel opment of
the generd permit or itsimplementation. Work of the CAG continues within seven subwatershed
advisory groups (SWAGS) in 1998 to 2000.

Subwatershed Advisory Group Meetings.  There are seven active subwatershed advisory
groups. Main 1/ Main 2, Upper 1/ Upper 2, Middle 1, Middle 3, Main 3/ Main 4, Lower 1,
Lower 2. A map showing the seven areas is presented in Figure 1-3. These seven
subwatersheds represent the areas ddlineated in consultation with communities and the DEQ to
fulfill requirementsfor subwatershed planning under the Michigan DEQ voluntary stormwater
genera permit. The subwatersheds meet approximately monthly, and thereisa WC/ RPO
facilitator assigned to each group.
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Great Lakes Initiative is a specia regulatory program to provide an enhanced level of
Oprotection to thewatersinthe Greet LakesBasin. The GLI hasaprimary focusof controlling the
discharge of bioaccumul ative chemicals of concern (BCCs) through asuite of implementation
procedures to be followed by the eight Great L akes States. Because of the

Figure 1-2: Quality Management Organizational Components
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very low concentration of the BCCsin waste streams, the GL | strongly encourages the use of
pollution prevention practicesto meet the effluent limitsthat will beset under the GLI. A Great
L akesInitiative Coordinating Committee was established in 1996, including Wayne County and
other Great Lakes pollution control agencies, to establish approaches to implementing the GLI.

The Community Grant Program began in 1993 with the award of grantsfor the Phase 1 CSO
basinsand sewer separation projects. The program expanded in 1998 and the RPO introduced
three new community support features: a) astreamlined processfor executing |AA for Wayne
County; b) ahandbook on grant requirementsto assst communities; and ¢) the gppointment of an
RPO representativeto provide more* persond service’ to your community inthe development and
implementation of your project. The Community Grant Program has six categories. GIS,
Recreation and Habitat Restoration, Watershed management, Wetlands, Stormwater and CSO.

The Urban Wet Weather Flows Federal Advisory Committee was created by USEPA to
advisethe Agency onissuesréating to the development of NPDES storm water regulations and
theirimplementation. The FACA Committee hastwo subcommittees. the Storm Water Phasel|
Subcommittee and the Sanitary Sewer Overflows Subcommittee. Representatives of Wayne
County and the RPO continue to participate actively in awork of the FACA Committee by
participating in meetings, by developing documentsfor the Committee and USEPA, by reviewing
documents and related activities.

The Phase I Storm Water Rules have been proposed by USEPA. These rules are an
outgrowth of the Urban Wet Weather Flows Federa Advisory Committee. Wayne County and
the RPO coordinated the devel opment of extensive commentsthat were submitted to USEPA by
the Rouge Project. When promulgated in final forminMarch 1999 theseruleswill establish the
water pollution control program addressing storm water dischargesin urban areas.

TheTotal Maximum Daily L cadsFederal Advisory Committeewas created by USEPA to
advisethe Agency onidentifying water quaity limited water bodies, establish Totd Maximum Dally
Loads(TMDLs) for them and devel oping appropriate watershed protection programsfor these
impaired waters in accordance with the Clean Water Act. Wayne County and the RPO
participated in the meetings of the FACA Committee by providing testimony at the committee
meetings, by reviewing documents from the Committee and through active discussions with
Committee members and USEPA.

RRAC and RAP Update: The RPO and RRAC are represented by a team from each
organization that isidentifying meansfor the two groupsto work more closely together. Both the
RPO and RRAC arejointly working on a Rouge Report Card, a progress Report on the 1994
RAP, and aplan for developing the next RAP Update, which is scheduled for the Y ear 2000, and
will coincidewith the completion of the Phase 1 CSO basin eva uation and the devel opment of the
seven subwatershed management plans under the MDEQ Voluntary Genera Stormwater Permit.

Rouge River National Wet Weather 1-13 July 23, 1999
Demonstration Project

Quality Management Plan g:\adm\gmp\gmp02.00



1.6

ROUGE PROJECT COMPONENTS. The project is organized in away to implement a
comprehensive water quality management program. The strategy isto perform these tasks plan
inamanner which will achieve the goals of the Clean Water Act and provide thetechnical basis
on which other watershed managers can implement a similar effort.

Thefollowing description provides an overview of the current studiesunder Grant 2, 3, 4, and 5.
In 1999 and 2000, the RPO plans to perform two types of work:

* Servicesto support watershed-wide needsin monitoring, CSO eval uation, publicinvolvement,
grant administration, program management and reporting., and facilitation of subwatershed
advisory group efforts. See Table 1.1 for adescription of thework plansfor watershed-wide
Services.

* Servicesreguested by particular communities and agenciesthrough interagency agreementswith
Wayne County.

In the second category of work, there are currently 4 work plansin effect, and several others
pending:

Agency Title RPO Work Plan Number
Work Plans in Effect...

MDEQ GIS Ingtalation and Training WMOG6.5
SOCWA Healthy Gardens Program URBSW?7.1
Wayne Co. Parks Nankin Mills Streambanks URBSW?7.2
Superior Twp. GIS Development URBSW?7.3

Work Plans being Devel oped...

Livonia GIS Project TBD
Detroit Parks & Rec. Streambank/Park |mprovements TBD

In addition, at thiswriting, five of the seven subwatersheds have chosen the RPO to assist themiin
preparing their subwatershed management plan as required by the General Permit.

Thesework planswill be administered and managed through quarterly budgets and tasks during
1999. Thequarterly timeframewill allow the RPO to most effectively alocate resourcesto those
watershed wide servicesthat are of most benefit to the demonstration project objectives and the
needs of the communities and agencies in the watershed.
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Tablel.1
1999 RPO WORK PLANS-- WATERSHEDWIDE SERVICES

[®X

Number Title General Description of Work for 1999
WMD6.5 Program Management and Steering Committee, Court meetings, EPA
Reporting -- 1999 and DEQ meetings, national outreach, and
office administration
WMD6.7 Subgrant Administration -- Administration of all subgrants
1999 (approximately 100), processing of
reimbursement requests, progress reports
CS06.3 CSO Evaluation -- 1999 Coordination of community monitoring,
water quality evaluations, sewer system
modeling
URBSW6.3 | Watershed Management -- Facilitation of subwatershed advisory
1999 groups, assistance with General Permit
applications (through time of Certificates o
Coverage); technical extension service.
DSSPI1.6 Public Involvement -- 1999 Rouge Friendly Business and Neighborhoo
programs, partnership activities, local
outreach events -- Waterfestival,
workshops, Pl survey.
WMOG6.6 | GISMap Production and Operate and maintain GIS system and
Database Administration database, produce GIS maps as requested,
operate and maintain website
WMOG1.2 [ Assistance on RAP Revision | Work with RRAC, development of Interim
Rouge Report Card, assistance with RAP
Revision as requested by RRAC.
WMOG2.4 | Monitoring -- 1999 Planning for 1999 monitoring season,
evaluation of 1998 data and results,
integration of effort with USGS, MDEQ),
and Wayne County, operation of 1999 fielg
program.
DMP1.2 Abandoned Dumps Completion of Presumptive Remedies
Handbook; pilot field work at two sites.
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1.7 PROJECT COORDINATION AND REPORTING. The RPO project personnel are kept
gpprised of qudity assuranceissuesthrough thenormal routesof communication established by the
Wayne County RPO including:

» Wayne County RPO Policy Meetings (as schedul ed)

» Weekly Technical and Program Management Meetings
* Monthly Progress Reports

» Monthly Project Controls Activity Report

* Bi-Monthly Wayne County/EPA/MDNR/MDEQ Rouge Project Policy Meetings
* Quarterly Rouge Project Steering Committee Meetings
» Watershed Restoration News

* Products Catalogue

» Website

» Rouge Information Manager

» Kiosk

Wayne County RPO Policy M eeting - On amonthly basis, the Director, DOE Managers and
appropriate RPO policy level Management staff members meet inthe RPO conferenceroom. At
thismeeting, the Director isapprised of project progress, issues, policy clarificationsand updates
on Programwork effortsand their work plan. Additionally, the Director will addresskey project
policy issues and provides management guidance to Wayne County decision makersand RPO
Program Management. Significant project issuesconcerning coordination effortsamong staff, loca
communities, MDNR/MDEQ, and EPA are also addressed and resolved.

This meeting provides aregular forum for key project personnel to assess progress-to-date;
evaluate procedures, processes, and work products; and identify actions required to assure
maximum and efficient efforts are directed toward the Rouge Project mission and goals.

Bi-Weekly Program Technical and Program M anagement M eeting - Thismeetingisheld
every other Monday afternoon and resultsin development of actionitemsfor follow through by
RPO gaff. The RPO Technicad Manager directsthese meetingswhich provide equa opportunity
for al attendees to pose questions, obtain information, resolve project issues, report new
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information and introduceinnovative gpproachesfrom Wayne County, RPO Work Plan Managers,
EPA, MDNR/MDEQ, or watershed communities.

Monthly Progressand Project Control Activity Reports- The Wayne County RPO submits
aforma Monthly Progress Report to WCDOE by the 20th day of each subsequent project month.
The RPO Program Director directsthe preparation of the Monthly Progress Report which serves
asthe official Rouge Project progress report of RPO activities to Wayne County and other
interested parties on Grants 1 through 5. The Monthly Progress Report is distributed to Wayne
County senior management, decision makers, EPA, MDNR/MDEQ, and RPO Program
Management staff. The Monthly Progress Report isaso made available to RPO staff through the
RPO Library. Each approved work plan istracked by cost and schedule by the Projects Control
team of the RPO. Thisvariancereport isto improve control, assist Work Plan Managers with
schedule correcting and assist in timely project work correction and coordination.

Bi-monthly Wayne County/EPA/MDNR/MDEQ Rouge Project Policy Meeting - In
dternate months, Wayne County senior management, along with MDNR/MDEQ representatives
to the Rouge Project, meet with EPA staff at Region V officesin Chicago. The purpose of these
meetingsisto assuregppropriate policy coordination onadminigirative, policy, financid, grant, and
other issues. Questions concerning specific grant requirements and/or procedures for information
exchange are answered at these meetings. This meeting providesaforum for direct contact ona
regular basis between the EPA Project Officer, and senior EPA staff with Wayne County DOE
Director, JamesE. Murray, and senior Wayne County staff and the MDNR/MDEQ representative.

The Watershed Restoration News is an ongoing publication of the Rouge Project. It is
published periodicaly to educatethe public and generateinterest in the community grantsprojects.
The community grant program fundsindividua projectsthat can demonstrate the application of
techniques to meet water quality goals.

The Products Catalogueis produced under the project’ s public involvement work effort. The
cadogueincdudesalig of dl technica documents, tools and public involvement materias produced
for the project. Its purposeisto share lessons learned from the project with other watersheds
and/or organizationsand encourage the use of those lessons as a guide in implementing water
quaity improvement programs. There arethree mgor categories of inofrmation: documents, data
and maps. The catalogue is updated every six to eight months.

The Websiteis acomputerized listing of documents, maps and papers produced under the
project. The project website addressis:

http://www.RougeRiver.com
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Documents on the website are updated monthly or quarterly, depending on the particular
document.

TheRougel nformation Manager isamultimediabased tool to provideinformation on Rouge
activitiesaddressing GI S, database management, CSO, nonpoint source, water quality modeling,
and publicinvolvement. Thisinformationwill bedistributed periodically on CD-ROM throughthe
RPO.

TheKiosk isatouch-screen computer system that displaysvarioustypes of information, including
maps, aeria photographs, graphics, artwork, photographsand text. Thekioskisuseful asapublic
outreachtool for severa reasonsincluding: low maintenance, effectiveness, easeof use, multimedia
capability, and information dissemination. Currently, there aretwo Rouge Project kiosks, oneis
located within the WCDOE and the other one is transported to libraries and science centers
throughout the Rouge Watershed.

The RPO Extension Servicewill share the information, data, and pollution prevention Strategies
learned on the project with Rouge Watershed communities. Some of the areas in which the
Technica Extenson Service programwill provide assstanceare: GIS, modding, publicinformation
and involvement, illicit connection, grant management assi stance and watershed planreview. The
RPO can provide communities with technical support and grant funding to perform their own
watershed management projects.

Wayne County RPO Technical Advisory Group Meetings - The Technical Advisory and
Working Groups provide comments, guidance, and | eadership to assure that the demonstration
grant accomplishesits primary objectives. Membership and attendancein the TAGsis dependent
upon the specific areabeing reviewed. In the current phase of the project, technical advisory
groups (TAGs) are convened for specific purposes. For example, thereisa TAG for the Upper
2 GISPilot Study being performed to examine Gl S datasharing issues. ThereisasoaWERF
Peer Review Team, which functionslike a TAG, and reviews the work of the Phase 1 CSO
performance evauation. ThereisaCSO Work Group, and awork group charged with developing
aregional stormwater detention ordinance. Thereisalso a Public Involvement TAG.

18 QUALITY MANAGEMENT IMPLEMENTATION. Communication of quality system
requirements among Wayne County RPO gtaff isaprerequisite to their effective implementation.
To facilitate the exchange of information on project activities and quality issues, the RPO has
established three formal communication channels: (1) Bi-Monthly WC/RPO Technical
Management M eetings; (2) Weekly Program Element Status Reports; (3) Wayne County RPO
Monthly Progress Reports; (4) and project central elements. In addition, daily informal
communications and documentation distribution systems are used to keegp Wayne County RPO
staff informed of al quality system issues and necessary changes.
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1.8.1 QMP Revisons. The QAMsareresponsblefor updating and revising the QM P in response to
comments provided by the Wayne County RPO staff and asaresult of quaity system audits. The
QAMswill provide staff with updates on quality systems through E-mail
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Figure1-3
Seven Subwater shed M anagement Areas
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Table1.2
Monthly Progress Report Example Table of Contents

Section

EXECUTIVE SUMMARY .. e 1.0
GRANT 2PROGRESSREPORT ... ..o 2.0
Work Plans Completed this Month/Nearing Completion

WATERSHED MANAGEMENT . ... ... . 2.1

NONPOINT SOURCE POLLUTION CONTROL .................. 2.2

CSO COORDINATION .. 2.3

DECISION SUPPORT/PUBLIC INVOLVEMENT ................. 2.4
GRANT 4PROGRESSREPORT ... .. 3.0

GRANT 4WORK PLANS ... e 31
GRANTS3& 5PROGRESSREPORT ... ... 4.0
RPO COMMUNITY PROJECTS ... e 5.0

Grant Budgets for Individual Communities. ....................... 5.1

STORMWATERBMPPROJECTS ... ... 52

SUBWATERSHED PILOTPROJECTS ... ... 53

ROUGE WATERSHED PROJECTS ...... ..o 54

Geographic Information Systems (GIS)
Stormwater Management

PHASE1CSOPROJECTS ... it 55

PHASE I CSOPROJECTS ... e 5.6
CONSOLIDATED GRANT FINANCIALS ... 6.0
ATTACHMENTS .. e e e 7.0

by the QAMs or such as when major changes are made, and updated as needed. Updated
verdgonsof the QMPwill be submitted for interna review and approvd to thefollowing individuds:

C RPO Program Director (review )
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C RPO Technical Manager (review )
notification and presentations at staff meetings. The QMP will be reviewed on an annual basis

Wayne County Administrator, Director (accept)

Wayne County (approve)

EPA Region V, Quality Assurance Manager (approve)

EPA Region V, Chief, Water Compliance Branch (approve)

OO OO

The QMP gpprova sheet contained on page "iii" will be used to document review and approva
of the QMP revisions.

1.8.2 Document Digribution and Update Notices. Thequaity system being implemented by Wayne
County for the RPO isdynamic and is subject to revison and updates asrequired. To Stay in step
with the required changes needed to update and properly maintain the project quaity systems, the
Wayne County Project Director implemented the decision to maximize computer technology to
create electronic mail capability between WCDOE and RPO project staff; thismail intersection
capability has been successfully implemented.

TheRPO wasdirected to coordinate with Wayne County communications personnel to establish
E-mail system access between the WCDOE and the RPO. Thiscommunication tool will facilitate
communication transfer between Wayne County RPO project staff. The E-mail sysstemmay also
be used by Program Management to inform staff of dynamic changesin qudity sysemsaswell as
providing updateson project activities. Ingtructionson how to usethe E-mail system are contained
inthe RPO Office Procedures Guide. At thedirection of the Wayne County Director, all Wayne
County and RPO project aff arerequired to read and familiarize themsel veswith al sections of
the QM P related to their Program Work Efforts and the overall quality management systems
established by Wayne County for RPO project personnel and operations.

The Wayne County QM P will be reviewed on an annud basisand updated if necessary, by Wayne
County and RPO staff working with the Quality Assurance Managers.
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2.0

21

QUALITY MANAGEMENT SYSTEMS. This section describes the components of the
RPO qudlity system and the proceduresfor their use. The qudity systemsinclude componentsthat
set forth the quality requirements and approachesaswell as procedural elementsthat detail the
processfor performing quality reviewsand documenting theimplementation of thequality system.

In undertaking the mission of the Rouge Project, WCDOE has tasked the RPO with the
development of avariety of technical work products and providing related services. Accomplishing
the specific work task objectives across all program work effortsin a consistent and efficient
manner can only be achieved through the implementation of aprogram-wide quality management
system. TheQM Pdescribestheoverall quality assurance/quality control (QA\QC) procedures
that have been developed for use by the RPO and the process by which the QMP is updated.

The quality management systems can be thought of asthe"scaffolding” that will be used to facilitate
the"construction” of the RPO. Similarly thework products canbe likened to the"building” that
will remain at program completion. The product of these effortswill be diverse and numerous but
must all fitintothe overall "framework™ of the national demonstration program. Thetechnica
objectivesand god s of each of the program work efforts serve asthe framework for execution of
work. All thesestructural componentsare built on the"foundation” of the Rouge Project, which
isarticulated in the mission statement and broaded in the mission objectives.

The qudity system “ scaffolding” will be modified astime progressesto alow for the execution of
technical work, but thelasting products of the RPO will bethetechnical products and services
generated by the RPO in support of Rouge Project initiatives.

This section provides adescription of the quality management system that i s being developed by
theRPO. The systemsestablished providethe scaffolding for execution of thework tasks currently
envisioned. Asthe program devel opsto meet the needs of Wayne County, adjustment in the
quality system "scaffolding” may berequired. This section also describes how changesin these
systemscanbemade. Themagor quality management systems established for the RPO include the
organizational tools and quality control procedural components discussed in this section.

This section focuses on the qudity systemsthat address environmental measurement activities. The
RPO Program Management System Guide describes adminigtrative operationa and management
systemsthat apply to al RPO activities, and will be updated periodicaly in support of the QMP.

QUALITY MANAGEMENT PROCESSDOCUMENTATION. The RPO has established
aquality management system that providesfor variouslevels of QA/QC documentation. This
QMP serves asthe overal umbrellaunder which al other quality systems are devel oped and
implemented including standard operating procedures (SOPs), operating guidelinesand other
documentsuseful inthepreparation of technica ddiverables. Figure2-1illustratestheredationship
of the QMP to the other RPO quality documentation and work product process.
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2.1.1 Quality Management Plan - The QMP servesasthe overall planning document for the RPO
with regard to quality systemsdevelopment and implementation. The QM P setsthe stagefor the
quality assurance program which is the responsibility of the RPO Quality Assurance Managers.

The QMP has been developed to address all activities of the RPO that affect environmental

measurements and theresulting data. For thisreason, the QM P addressesissuesranging from data
management to staff training. The QM P does not contain specific procedures or protocolsthat are
usedto conduct of day-to-day work activities, but identifies the documentsthat contain specific
guidancefor QA\QC tasksand identifiestheindividua sresponsiblefor these activities. ThisQMP
and the associated quality management system components have been devel oped with the
assistance of EPA Region V Quality Assurance Section and Water Quality Division.

2.1.2 Quality AssuranceProject Plan - Environmental measurement activities undertaken as part of
the Rouge Project include baseline water quality and sediment characterization, storm event
sampling, and sampling for special studiesincluding CSO surrogate basin evaluations. Thedata
collected will be used in the devel opment of water quality model simulations and for making
decisonswith regard to control and treatment of wet weather flows. Numerous sampling events
are planned for the course of the study; the purpose of the Quality Assurance Project Plan
(QAPP) isto document the manner in which sampling and analysiswill beperformed. Sincethe
mgority of environmental sampling and anayses activitiesthat will be performed over the course
of the Rouge Project will utilize identica sampling and analyses procedures, a decision was made
to develop an overall QAPP which would serve as the guide for conducting RPO field and
analytical activities. Table 2.1 provides the table of contents for the RPO QAPP.

The QAPP documents the overall requirements for establishment of Data Quality Objectives
(DQOs) using the processoutlinesin “ Guidance for the Data Quality Objectives Process’ (EPA
A/G-4) and specifiesminimum requirements. Specific DQOsaredeve oped for each samplingand
analysistask and documented inthe Fiedld Sampling Plan (FSP). The QAPP servesasthe overdl
guidance for planning field activities and developing FSPs.

The QAPP is submitted for internal review and approval to the following individuals:

* RPO Program Director

* RPO Technical Manager

*  Wayne County, Divisions of Public Works and Watershed Management Directors
*  WCDOE, Director

* EPA RegionV, Quality Assurance Manager

» EPA RegionV, Water Division, Director
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The QAPP will be updated whenever dictated by the results of theannual review of the QMP.
The QAMs will provide staff with updates through e-mail or presentations at staff meetings.

2.1.3 Fidd Sampling Plans- FSPsare prepared to provide the detailed information required by staff
to undertake specific environmental measurement activities in amanner consistent with QAPP
requirements.

The FSP isthe document which providesinformation on types of samples, sampling locations,
sample bottles, and analysis to be performed. FSPsareused by field staff in executing
environmental measurement activitiesand are devel oped for eachindividud field sampling task.
Table 2.2 providesthe generic FSP table of contents. Development of FSPsisthe responsibility
of the Work Plan Manager under which the environmenta measurement activity will be conducted.
FSPs developed by RPO staff are subject to interna review and approval by the Sampling
Functiona Group Manager and the Quality Assurance Manager (refer to Section 2.2 and Figure
2-3).

Fidd Sampling Plan Preparation Guide - To facilitate cons stent and complete devel opment of
FSPs, a FSP Preparation Guide has been developed. This guidance document serves as a
templatefor the preparation of site specific FSPs. The FSP Preparation Guide also servesasa
review checklist for quaity control reviewsto ensure that the ppropriatelevel of detail isprovided
in the FSP.

2.1.4 Standard Operating Procedures Compendium - Activitiesthat are undertaken routinely ina
consistent manner are documented in the Compendia of RPO SOPs. SOPs are available for
|aboratory methods(i .., fiveday Biochemica Oxygen Demand Determination) andfield sampling
(i.e. sediment core sampling) techniques. The RPO isassembling SOPsin the following documents
that are available for staff use:

* Field SOP Compendium
» Laboratory SOP Compendium
» Office Procedures SOP compendium

Each laboratory under contract to Wayne County is responsible for implementing a quality
assurance program specifically designed for laboratory activities. Aspart of thisprogram, SOPs
for al analytica methods must be devel oped, used and updated on aregular basis. The RPO
maintains copies of al subcontract laboratory SOPs that are used on RPO activitiesin the
laboratory SOP Compendia. Only EPA approved analytical methods are used for analyses of
samplescollected aspart of the Rouge Project. For those activitieswhich require the modification
of existing SOPs or devel opment of new SOPs, internal review and approval will be sought from
EPA prior totheir use. The proceduresfor development of SOPs and their review are detailed

in Section 8.3 and the QAPP.
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Figure2-1: Quality System Documentation
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Table2.1
Quality Assurance Project Plan Table of Contents

SECTION TITLE
1.0 Project Description
20 Project Organization and Responsibility
3.0 Quality Assurance Objectives for Measurements
4.0 Sampling Procedures
5.0 Sample Custody and Field Documentation
6.0 Calibration Procedures and Frequency
7.0 Analytical Procedures
8.0 Internal Quality Control Checks
9.0 Data Reduction, Validation and Reporting
10.0 Performance and System Audits
11.0 Preventive Maintenance Procedures
12.0 Routine Procedures to Assess Data Precision, Accuracy,
Completeness, and Sensitivity
13.0 Corrective Actions
14.0 Quality Assurance Reports to Management
Table2.2
Field Sampling Plan Generic Table of Contents
Section Title

1.0 Task Description

2.0 Data Quality Objectives

3.0 Sampling Location and Frequency

(Including QC)

4.0 Field Measurement, Monitoring, and
Sampling Methods

5.0 Field Documentation
6.0 Sample Designation
7.0 Sample Handling & Shipping

The standard numbering format for each SOP is listed below:
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RPO/FIRM-Y Y'Y -XXXX

Where" RPO” representsthe Wayne County RPO. “FIRM” representsthe consultant organi zation
that prepared the SOP. “YY'Y” isrepresentative of the SOP Compendium classificetion (i.e, field
or laboratory), and“ X XXX” representsthetopic of the manual asidentified by itsnumeric code.
The"YYY” dassficationisfurther defined by thevariables”FLD” which representsfield or “LAB”

which indicates laboratory.

The coding of each SOP manua isidentified and will adhereto the classification and topic format
outlinein Table 2.3.

Table2.3
Standard Oper ating Procedur es Coding System
Classification Topic Codes
FIELD (FLD) L ogistics (Coordination) 0100
Documentation 0200
Survey 0300
Instrumentation/Calibration 0400
Flow Measurements 0500
Sampling 0600
Analysis 0700
QA/QC 3000
LABORATORY (LAB)
Logistics 0100
Documentation 0200
Instrumentation/Calibration 0400
Sampl e Preparation 1000
Inorganics 1100
Organics 1200
QA/QC 3000

2.1.5 Guidance Documents. Inaddition to the QAPP, FSPs and SOPswhich arefocused mainly on
environmental measurement activities, the RPO has developed a series of guidesthat areused to
ensure the quality of work products. These guides provide information on how dataisto be
managed through details on proper report formatting. Guides currently available or under
development by the Wayne County RPO include:
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2.2

* Program Management System Guide

» Office Procedures Guide

*  Document Style Guide

* Field Sampling Plan Preparation Guide

» Data Management and Evaluation Guide

» Data Screening, Validation Reduction, and Reporting Guide

QUALITY MANAGEMENT PROCESSIMPLEMENTATION. Theguidancedocuments
and supporting information being assembled by the RPO must be utilized and improved upon by
staff for quaity improvement to occur. The day-to-day technical operationsare the key parts of
the program that determine the measureto which the overdl program godsare achieved. Inorder
to ensurethat the quality system that has been devised isin fact being implemented, a series of
quality control checks have been developed.

Figure 2-2 illustrates the relation of the QM P, QAPP and FSPsto one another. Under the
Wayne County RPO’ squality "scaffolding” approach, the QM P serves asthe overall framework
for performance of the quality system. The QAPP provides details specific to environmental
measurements on the project asawhole and the FSPs providesite and activity specific ingtructions
for environmental measurements.

All SOPs developed by the RPO will have a structured format. SOPs developed for field or
|aboratory anaytica methodswill follow theoutlineshownin Table2.4. SOPsdevelopedfor fied
sampling methods will follow the format shown in Table 2.5.

The overd| length of each SOP may vary in length from two to 20 pages and the tone of each will
enable another not familiar with the task to execute the work.

Quiality control checks have been built into the FSP devel opment system asillustrated in Figure
2-3. FSPsaredevel oped for each task specificwork activity defined under each program eement.
The FSPisdeve oped using the FSP Guide asatemplate and the QAPP for specific information
on sampling and analysis methodsthat are consistent acrossthe program. SOPsthat areavailable
inthe RPO Compendium are utilized as availablein preparing FSPs or are devel oped as needed.

Early planning isthe key to the devel opment of asound FSPfor the environmental measurement
activitiesand involvement of senior leve technica staff during the planning sageof theproject. The
Work Plan Manager responsible for the FSP development must confer with the Sampling
Functiona Group Manager and QA Manager(s) a aminimum during the planning stagesof FSP
development. FSPs must be reviewed and accepted by the Work Plan Manager responsible for
the environmenta measurements activities, the Sampling Functiona Group Manager and the QA
Manager(s).
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The QA Manager(s) conduct(s) audits of the filesto ensure that the appropriate level of staff
involvement was provided in the FSP development. In addition, the QA Manager(s) also audits
the processto ensure that all newly developed SOPs or additions of EPA accepted SOPs results
intheir inclusionin the appropriate compendium. Any new SOPsor changesinthe QAPPthat are
identified through the preparation of the Site specific FSP will trigger updating or review of these
documents. EPA will beinformed of any proposed changes to SOPs or the QAPP. The QA
Manager(s) are a so responsiblefor ensuring that the FSPsand SOPs are reviewed and that the
review processis modified as the need arises.

Table24
Field/Laboratory Analytical Method SOP Elements

Section Title

1.0 Scope and Application

2.0 Method Summary

3.0 Sample Collection, Handling, and Preservation

4.0 I nterferences

5.0 Safety

6.0 Equipment/Material Reagents

7.0 Calibration

8.0 Quality Assurance/Quality Control

9.0 Calculations

10.0 Quality Assurance/Quality Control

11.0 Data Reporting Requirements

12.0 References
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Figure 2-2: Wayne County Rouge Program Office Guidance Documentation
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Table2.5
Field Sampling SOP Elements

Section Title

1.0 Scope and Application

2.0 Method Summary

3.0 Sampling Equipment/A pparatus

4.0 Safety

5.0 Sample Containers and QC Procedures

6.0 Preservative

7.0 Procedures

8.0 Quality Assurance/Quality Control and Chain-of-Custody

9.0 Documentation and Reporting

10.0 References
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Figure 2-3: FSP Quality Management Process
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3.0

3.1

3.2

PERSONNEL QUALIFICATIONSAND TRAINING. Ensuring that qualified and
appropriately trained staff are assigned to perform work tasks, and environmental measurement
activitiesistheresponsibility of each of the RPO Project Managerswith the assistance of Project
Coordinatorsfor respective community projectsand RPO work plans. Thissection providesa
description of the RPO's systemati ¢ gpproach to evaluation of staff training needs and methods for
meeting those needs in atimely manner.

STAFF QUALIFICATIONS. Thetechnicd direction of the RPO is managed on aday-to-day
basis by the RPO Project Manager who has specialized educational and management training
specificto the activities of the project. The Project Manager interactswith staff on acontinual
bassand isin the best position to determine the qudification needs for the various activitiesto be
conducted under hisdirection. Table 3.1 liststhe general requirementsfor the various positions
withinthe RPO. Thesegenerd qudificationsare guideinesonly; specid consderation may begiven
toensuredl relevant training and education iseva uated as circumstancesand proj ect requirements
will vary. The RPO strivesto dlow all project consultant staff equal opportunitiesfor advancement
as sipulated under each RPO project consultant firm's equa employment opportunity provisions.

TRAINING. Themgority of RPO project staff have bache ors degrees, and many have graduate
degreesin the engineering or scientific disciplinesin which they are practicing. Continued
enhancement of technical skillsisrealized through work experiences and on-the-job training, as
well asformd training courses. Wayne County RPO project consultant firms each have established
mechani smswhereby their respective employeesare provided accessto training and educational
opportunities.

Inaddition, it isimportant to note that firms contracted by Wayne County to work with the RPO
are various types of professional services firms which encourage professional training and
educationa programsfor the advancement of their employees. Thesefirmsalso providetheir
employeestraining required by Occupationd Hedth and Safety Adminigration (OSHA) regulations
(or require that their employees receive training by OSHA certified trainers) to ensure strict
adherence and enforcement of OSHA safety requirements.

RPO gtaff experiencedin particular environmental measurement activitiesare providing on-the-job
trainingto junior staff inavariety of skills. On-the-job training providesfor continua transfer of
technology among RPO staff. All staff memberswill be provided with training prior to performing
anew task. Thistrainingwill consst of reviewing how the tasksfitsinto the overdl work plan, data
quality objectives, standard operating procedures, manufacturer instructions, and relevant guidance
documents. Hands-on instructionsin the usage of the monitoring and sampling equipment (auto
samplers, water quaity monitors, stage/flow monitors) and software gpplicationsfor datahandling
(downloading, uploading to RPO database, QA/QC review, flagging) will be provided. Practice
sessonsor “dry-runs’ will be conducted for field-related activities. Formalized trainingisaso
provided by RPO staff on an asneeded basis. Below are examplesof formalizedtraining provided
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to RPO staff. Project staff aretrained in the latest hardware and software programsin order to
keep abreast of the new technologiesand features. Trainingin thelatest programs enabl esthe staff
to offer innovative ideas and enhance the design of various RPO Presentations and publications.

Geomedia, anew GI S application devel opment system, hasbeenidentified asavauabletool for
developing applications which utilize RPO’s GIS and andytical databases. To quickly gain
technical competency with Geomedia, one of the project staff will besent toformal traininginits
usewith the cost of training being shared between Wayne County and the consultant’ sfirm. Upon
his/her return, the knowledge gained through training will be shared with other project staff by
collaborative development of targeted applications.

Computer software - project staff areatrained in thelatest hardware and software programsin
order to keep abreast of the new technologies and features. Training in thelatest programs enables
the staff to offer innovative ideas and enhance the design of various RPO presentations and
publications.

Identification of the additional or further training requirements for RPO staff is primarily the
respongbility of the WPMsworking with the Technica Advisors(TA). Asanormd part of thelr
quality control activities, TAswill be adleto identify if thetechnicd activities performed are meeting
the expectations of Wayne County. Should the quality of work products or activities not meet
expectations, the TA will conduct an assessment of theroot cause of the problem to determineif

correction could be accomplished through atraining program (Figure 3-1).
Table3.1
RPO Staff Qualifications Guidelines

Direct Applicable
Position Education Registration Experience
Program Director Masters P.E. 25 years
Quality Assurance Manager Masters Professional 15 years
Certification
Project Manager Masters P.E. 20 years
Objectives Manager Masters Professional 10-20 years
Certification
Technical Advisors Masters Professional 10 years
Certification
Project Coordinator Bachelors P.E. 5-10 years
Senior Professional Bachelors -- 5years
Senior Technician Associates - 5years
Professional Bachelors - 2 years
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Technician

Associates

3years

Figure 3-1: Corrective M easure Deter mination Process
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3.2.1 Training Opportunities!dentification. In addition to the identification of training needsto
correct deficienciesin work products or activities, the RPO hasimplemented a proactive gpproach
to providing RPO staff training. The RPO project staff and WPMs are encouraged to identify
training necessary for RPO staff to remain current intheir technical disciplines. Thesetraining
opportunities are usually identified through courses offered by universities or professional
organizations.

The RPO staff are encouraged to communicate training needs and opportunities to the RPO
Program Director for consideration. Vauable training can also be attained by attendance at
professional conferences, meetings, seminars and workshops, and staff are a so encouraged to
identify those opportunities that would benefit the mission of the Rouge Project. 1n addition,
Wayne County conducts training programsto provide technology transfer to the Rouge River
Watershed communities.

The processfor advancing RPO training activitiesare outlined in Figure 3-2. Figure 3-3 provides
aform to be used in requesting permission to attend a training course, conference, or seminar.

3.2.2 Orientation Training. Wayne County established the RPO to serve as Wayne County'sarm and
srategic basefor project management and operationsfor the Rouge Project. Theinterrelationships
of the Rouge Project consultant firmsto one another and the communi cation networks established
amongst these firmswith one another, the RPO, WCDOE, state and federal regulatory agencies,
and the publiciscomplex. To ensurethat al project staff are familiar with the interactions and
communication channel s established for the Rouge Project, newly assigned staff are provided
orientationtraining. Theorientation trainingincludesan overview of the RPO office procedures,
policy, and introduction to the quality management system as documented in this QMP.

In addition, the following system software and training manuals are available to all RPO staff:

e Harvard Graphics™ Software Training Manual
» Quattro Pro™ Software Training Manual
»  WordPerfect™ Software Training Manual

3.2.3 Training Records. The RPO Project Manager is responsible for maintaining records of all
training activitiesincluding recordsof internal training activities. Thetraining materialsobtained
from staff attending forma training courses and those proceedings from professiona seminarswill
be logged into the RPO training catalog and copies will be maintained in the RPO Library. All
training manuals and supporting materials procured by the RPO are the property of WCDOE.

3.2.4 TrainingEffectivenessEvaluation. Each staff member attending atraining coursewill provide
a memorandum summarizing the materials covered in the training course and
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providing an assessment of the vaue of the courseto the RPO. These evauation memorandawill

be used asthe basis for management to support attendance of additional staff at these or smilar
courses or elimination from consideration.

Training evaluation memorandawill aso be developed by the RPO in the form of internally
conducted coursesfor usein guiding future training activities. The QA Manager and Technical

Manager will review theseforms on an annual basisto provide recommendationsto the RPO
Program Director on training needs.
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Figure 3-2: Training Activity Schema
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Figure 3-3: Seminars/Conferences/Training Request Form
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40 PROCUREMENT OF ITEMSAND SERVICES. TheRPO utilizesthe services of
anumber of subcontractors and purchases equipment and suppliesin support of environmental
measurement activitiesthat are authorized by Wayne County for use on the Rouge Project. This
section describes how the services and materials required by the RPO are procured. The
procedures outlined have been devel oped to ensure that the vendors and subcontractors are guided
by quality systems consistent with those established by Wayne County for the RPO.

One of the most important services procured by the RPO, from the standpoint of environmental
measurements, are analytical laboratory services. Thedataresulting from laboratory anaysesare
criticd inputsto dl stages of the planning, modeling and eva uation portions of the RPO Program
work efforts. Equaly important are the field monitoring and sampling equipment ingtalled on the
Rouge River. This section provides an overview of the procurement guidelines and specific
procedures for securing analytical services and field equipment.

41 PROCUREMENT GUIDELINES. The RPO procurement procedures were devel oped to
comply with EPA grant requirementsand Federal Acquisition Regulations (40 CFR Part 31).
Specificaly, the RPO procurement procedures mirror the requirements for Wayne County asit
relates to:

C

C

Having written procedures;

Maintaining a contract administration system which ensures that contractors performin
accordancewith the terms, conditions, and specifications of their contractsor purchase orders;

Reviewing proposed procurements to avoid the purchase of unnecessary or duplicate items,
Using value engineering in design contracts for construction projects;

Awarding contracts only to responsible contractors with demonstrated ability to perform
successfully under the terms and conditions of the proposed procurement;

Maintaining records sufficient to detail the sgnificant history of aprocurement, including but
not limited to:

- rationale for the method of payment

- contractor selection

- basisfor the contract price

Maintaining procedures which alows bidders or contractors to communicate and resolve
disputes and proteststhe RPO. Al disputes/protests shal be resolved by Wayne County; and
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C Ensuring that the Wayne County requirementsfor the Disadvantaged Business Enterprise
(DBE) Program aremet. If needed, the Wayne County Human Relations Director shall be
consulted on proposed procurements.

The RPO iscommitted to conducting procurement transactionsin such away asto providefull and
open competition consi stent with Wayne County and 40 CFR Part 31.36 standards and quality
assurance practices cons stent with 40 CFR Part 31.45 standards.  Tothisend, al procurements
by the RPO must be approved by the appropriate Technical Manager or Finance Manager and
RPO Program Director. Additiondly, the procurement of capital equipment and/or services(in
excess of $5000 for asingle procurement) must be reviewed and approved by the appropriate
Wayne County Senior Management Staff before the procurement processisinitiated. The RPO
Program Director, or in hisabsence, the Technical Manager shall consult withthe appropriate
Wayne County Senior Management Staff in the RPO procurement process; within the RPO, no
further delegation is permitted.

The processfor preparing a procurement and obtaining procurement approva isshownin Figure
4-1. For dl procurementswhere Federd Acquisition Regulations(FAR) require open competition,
the RPO will issue gppropriate announcements and conduct the procurement consistent with FAR,
State and applicablelocal regulations. The goodsor servicesrequired to perform environmenta
measurement-type activities are identified by the originator of the purchase requisition. The
standard purchase requisition form contained in the Wayne County RPO Office Procedures
Guidelineshould beusedfor all basic project purchases. Additiona justification for procurement
of services should be provided asrequired. The originator of the purchase requisition must secure
the approval of the Technical Manager. For other equipment, supplies or services related to
environmenta measurements, the purchase requisition should be forwarded to the RPO Technica
Manager. For items or services not related to environmental measurements, the purchase
requisition isgiven to the RPO Finance Manager for review. Subconsultants who are procuring
the equipment for service under their contract shall use their own company standard form for the
purchase.

The respective Work Plan Manager, Project Manager, and Project Coordinator Laboratory
Coordinator or Technical Manager, in consultation with the RPO Project Manager, should
determine if adequate justification exists to procure the requested service or item. If so, the
appropriate form of requisition should be prepared whether that be a Request for Bid (RFB),
Request for Proposal (RFP), Request for Qualifications (RFQ), or Purchase Order (PO). The
completed requisition is provided to the RPO Finance Manager for review to ensure that it
complies with all regulatory requirements prior to approval.
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Figure 4-1: Wayne County RPO Procurement Guidelines
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The RPO Project Manager monitors procurement activities and decisions and coordinateswith
gppropriate Wayne County Senior Management before gpprova and issuance of a purchase order
or other form of procurement. The RPO Program Manager is responsible for monitoring the
processfor purchasing equipment, supplies, or servicesin amanner which will ensure that quality
products and services are secured.

4.2  ANALYTICAL SERVICES. Threecategoriesof andytica servicesare currently utilized by the
RPO:

* Production analytical services,
* Specia analytical services; and
e Quality control analytical services.

Thelaboratoriesqudity auditing system and designated L aboratory Quality Assurance Officersare
listed in Table 4.1 and shown in Figure 4-2.

4.2.1 Production Analytical Services. Production analytical services are those routine laboratory
andysesconducted in support of RPO basdinewater quaity, sediment, and other related sampling
activities. Anayses conducted by production laboratoriesinclude total suspended solids(TSS) for
other program work efforts such as CSO and NPS, and 5-day biochemical oxygen demand
(BOD,) through semi-volatile organic and polychlorinated diphenyls (PCB) andysesfor example.
The Wayne County RPO has contracted with five Michigan-based analytical laboratories to
provide production analytical services.

Table4.1
Analytical Laboratories Designated Quality Assurance Officers

Analytical Laboratory QA Officer

McNamee Porter & Seeley Dr. Romulo F. Aquino

AAC Trinty/ Kemron Environmental Services| Chuck O'Brien

University of Michigan, School of Public Heal{hDr. Peter Meier

L aboratory

ENCOTEC James Kuchn
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Figure4-2: Field and Laboratory Quality Auditing
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4.2.2

4.2.3

The RPO production laboratorieswere selected following the evaluation approach illustrated in
Figure 4-3. RPO member firm McNamee Porter & Seeley, Inc. (MPS) conducted the initial
procurement and contracting of laboratoriesfor the program using aprocess devel oped specificaly
for the Rouge Project. This processrequired two steps. Thefirst sep involved aRFQ. The RFQ
required interested laboratories to submit information on the types of analytical procedures
performed, the methods used to perform each analysis, the capacity or size, and their current
Quadlity Assurance Project Plan (QAPP). Based ontheinformation presented inthequdification
packages, a given number of laboratorieswere selected for further consideration. The criteria
varied, but focused on the laboratory’ s ability to use EPA-approved methods and provide the
desired analysisin atimely period. The second step wasto visit each selected laboratory and
review with thelab manager the QA PP, QA/QC documentation, samplereceipt and storage area,
samplepreparation area, instruments, and datahandling. Resultsof both stepswere incorporated
into Wayne County’ s standardized procurement process, where the final selections were made.
The MPS Laboratory Director servesasthe coordinator for RPO production anaytical |aboratory
services and works closaly with the Sampling Functional Group Manager to ensure that the
adequate analytical capacity is maintained for the duration of the program.

The production analytical services|aboratories under contract are required to maintain an active
quality assurance program and ensurethat the programisdocumented inaQuality Assurance Plan.
The production laboratory analytica resultsare evaluated on acontinua basisthrough submittal
of blind duplicate and blank samplesand analyses. In addition, performance evaluation samples
and laboratory audits are conducted to ensure that quality analytical services are provided to the
RPO. The RPO QAPP provides details on the auditing procedures that apply to production
laboratories. The RPO QA Manager is responsible for ensuring that laboratory audits are
conducted. The QA Manager will utilizetrained independent analytical chemiststo performthe
laboratory audits.

Special Analytical Services. Special anaytical servicesinclude those laboratory methods that
are not routinely performed by the production laboratories or require speciaized methods or
equipment. Scanning electron microscopy (SEM) and X-ray diffractionare examples of specid
analytica servicesthat may berequired to characterize sediment samples. Work Plan Managers
and/or the Technica Manager identifying the need for gpecia andytica serviceswill work with the
Sampling Functional Group Manager and the RPO Production Laboratory QA Coordinator in
identifying and contracting for speciaized anayticd services. The processfor procuring Specidized
analytical serviceswill follow the general procurement process shown in Figure 4-3.

Quality Control Analytical Services. Quality control analytical services are performed to
provideindependent checking on the productionlaboratories. Thelaboratoriesproviding quaity
control analytical services are independent of the contracted production laboratories. The
functionsperformed by the QC laboratoriesinclude analyses of samplessplit withtheproduction
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4.3

4.4

4.5

laboratory, preparation of performance eval uation samples, auditing production laboratories, and
evaluating production laboratory data sets for quality assurance purposes and data reliability.

The primary QC laboratory for the RPOiSENCOTEC, in Ann Arbor, Michigan. Camp Dresser
& McKee's (CDM) Cambridge, Massachusetts laboratory serves as a backup QC laboratory
for the Rouge Project.

EQUIPMENT. Environmental measurement activitiesbeing conducted by RPO staff requirethe
use of various equipment, including automatic samplers and continuous monitoring devices. The
equipment purchased for use in the Rouge Project is procured in a manner which maximizes
potential for collection of high quality data. Technicd staff develop technical specificationsfor
equipment and work with vendors to ensure equipment and work with vendors to ensure
equipment delivered meetsthe RPO specifications. Calibration and maintenance proceduresfor
equipment are described in the QAPP and SOPs Compendium.

OTHER SERVICES. The RPO may, at times, require other goods or services not directly
related to laboratory anadyses or field equipment, but which still have bearing on environmental
measurements. Servicessuch asgeographic positioning and surveying, and itemssuch ascomputer
programs, would fall under thiscategory. To ensurethat the appropriatelevel of considerationis
given to the procurement of these types of goods and services, dl purchase requisitions not faling
under analytical servicesor sampling/monitoring equipment will bereviewed by the Technical
Manager. If the equipment request or serviceisjudtified, the request will then be forwarded to the
RPO Project Manager and the appropriate WCDOE decison maker for gpprovad. The Appendix
contains cost information on review of bills and invoices.

EARNED VALUE SYSTEM. The Earned Value System is the budgeted cost of work
performed. It iscaculated by multiplying the percent complete of an activity by the budget for the
activity. We use earned vaue by loading each task in our schedules with the budgets asidentified
in the approved work plans. Then, the earned value is calculated by multiplying the percent
complete for each task by the budget for each task. The earned value isthen compared to the
actual costs and the budgeted costs to measure the performance of each work plan.
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Figure4-3: Analytical Laboratory Procurement Process
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5.0

5.1

QUALITY DOCUMENTATION AND RECORDS. TheRougeProject will develop
and produce numerous documents and records. The documents prepared by RPO staff will range
from technical memoranda through final program work effort work products and program
deliverables. In addition, numerous guidance documents, such asthis QM P and the referenced
PM S Guide and QAPP, will be developed over the course of the program and will serve as
planning and management tools of the RPO. This section discussesthetypes of documentsthat
are generated by staff and the means by which these documentsarefiled. Theinternd and externa
review processes, as well as the manner by which the RPO will respond to external review
comments, isalso outlined. Record preservation issues are aso discussed. Additional detailed
information on quality document record keeping is contained in the RPO PM'S Guide.

Work Plan Managers aong with either the Technical Manager or RPO Project Manager are
respong blefor identifying reports and work productsto be deivered to Wayne County under each
work plan. The review process for work products is discussed in Section 8.0 - Quality
| mplementation of Work Processes.

DOCUMENT MANAGEMENT. Variousformsand types of documentswill be managed by
RPO staff asanormal course of Program work effort task execution, including reports published
by othersand origina datacollected. Theinformationwill be collected in variousformats, including
written reports; paper and digitized maps; photographs and computer generated images; and
videotape and sound recordings.

Figure5-1illustrates generally the document management process. Work plan managersare
responsiblefor maintaining working filesof dl documentsimportant to the execution of work tasks.
The Document Control Processin Section 8.0 of the PM S Guide document isthe guidefor thefile
and record system for the RPO. Those reference documents and publications which are not relied
upon on adaily or continual basis are transferred to the RPO Library or centrd filefor use by all
staff. The RPO Support Speciadist Manager provides administrative ass stance to the document
control specialist who maintains a catalog or database of RPO library documents, central file
procedures and index. The RPO Document Control System aso contains copiesof al guidance
documents including this QM P, the QAPP, the PM 'S Guide and SOP documents.

Copiesof al deliverables, by work plan, produced by the RPO are maintained in the centra file
managed by the document control specialist. Deliverablesincludetechnical memoranda, officia
correspondence, meeting notes and agenda, and work task reports. Each technical memoranda
and technical work product isassgned adocument control number and stored in the secure central
file under the control of the document control speciaist. All staff have accessto thesefiles, but
removal of materialsisonly permitted for producing copies for use within the office.

The central files contain all, technical information that documents the activities conducted

Figure 5-1: Document Management Schema
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by the Wayne County RPO. For example, draft reports and final reportsfor each Work Plan are
maintained in the central file. To ensure that documentation critical to the operation of the RPO
isnot lost or destroyed as aresult of uncontrolled events or acts (i.e. fire, theft), copies of all
project records are maintained in a secure off-site storage facility provided by Wayne County.
Thisoff-ste storagefacility, which isavailablefor use by staff, providesan archive of information
important to the RPO and Wayne County.

All RPO off-gte storage records will be maintained by Wayne County in accordance with federd,
state, and county guiddines. Thetransfer of project magnetic mediato an off-site secure facility
is also managed by the RPO document control specialist.

52 GUIDANCEDOCUMENT DEVELOPMENT. Guidancedocumentsare developed by RPO
staff to assist othersin performing routine functions and to document processesthat have been
standardized for the RPO. Examples of guidance documents that have been prepared are the
Document Style Guide, Data Management and Evaluation Guide, Data Screening,
Validation, Reduction and Reporting Guide, Field Sampling Plan Guidance Document and
the Field Sampling Plan Preparation Guidance Document. This subsection describes the
preparation review, gpprova and revision process for guidance documents. Figure 5-2 illustrates
the stepsinvolved in devel oping guidance documentsfor use by staff including the specific chain
of authority responsible for the internal review and approval.

The need for guidance documents may arise at times during the course of the Rouge Project to
address standardization of processor methodsin additional SOPs. Thefirst stepindevelopinga
guidance document or protocol is preparation of an outline. The outlinewill be reviewed by the
RPO Technical Manager to ascertain need and to assign appropriate staff for preparation. The
QA Managerswill aso review the outline to ensure that it is not redundant to other guidance
documents. Staff are then assigned to develop a preliminary draft of the guidance document.

The prdiminary draft document isreviewed by apeer review group conssting of staff who would
be subject to the protocol s devel oped in the guidance and by the appropriate Program WPM and
respective TA. Based upon review comments received from the peer group, the document is
revised and the resulting draft is provided to Wayne County and the Wayne County Technical
Manager or RPO for review and comment.

Following incorporation of commentsfrom Wayne County and the RPO Technical Manager or
hisdesignee, the guidance document isfindized asRevision 0 and issued to staff. EPA review and
approval isrequired of the QM P, QAPP, and all RPO devel oped SOPs and revisions of these
documents.

All guidance documents issued through this process are maintained in the RPO Management
Library and are available for auditing by EPA, MDNR and/or MDEQ.
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Revisions and updates to guidance documents are made on an as needed basis asidentified
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Figure 5-2: Wayne County RPO Guidance Document Development
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5.3

by staff using the documents. In addition, the QA Managerswill conduct an annud review of the
RPO guidance documents. Thisreview will be undertaken to identify those documentswhich
require modifications or revisions and will lead to the devel opment of a schedule for
issuing maor revisionsto theguidanceif required. Minor updatesand modificationswill beissued
by March of each year. Any changeswill dso beidentifiedinamemo to dl RPO staff and Wayne
County.

All RPO technical documentation identified asadeliverable or work product must adheretoa
formal quality management review, approval, and distribution process. Figure5-3illustratesthe
steps required for the production of RPO documentation.

RECORDSMAINTENANCE. TheRPO activitieswill result in the devel opment of numerous
technical memoranda, data sets and reports that will be of value to researchers, engineers,
managersand administrators even after the Rouge Project missionisaccomplished. Therecords
produced throughout the course of the Program will therefore be catd ogued and maintainedina
manner that will alow for easy accessfollowing program completion. To the extent possible, only
datacollected aspart of the program work effort activitieswill be stored in computerized form that
will allow for ease of retrieval.

The RPO Technical Manager and Project Manager are responsible for the assembly of dataina
format that satifiesthe need to be trandferable to local communities and government agencies. The
GIS Functiond Group Manager and the Data M anagement Functiona Group Manager are tasked
with developing program data repositories that can be easily accessed by future users. The GIS
isbeing built usng ARC/INFO (ESRI, 1992), an industry leader and the standard system being
used by MDNR/MDEQ and EPA in Region V. Laboratory analytical data results are being
maintained in an ORACL E® database structure which will alow for data eva uation using sandard

guery language (SQL).

Useof these computerized systemswill resultin theassembly of analytical data, field monitoring
information, and mapping detailsin acons stent manner providing ameansfor ready accessto
authorized data users.
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Figure5-3: Wayne County RPO Document Review/Approval/Distribution Process
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6.0

6.1

COMPUTER HARDWARE AND SOFTWARE. The RPO staff use computers on
adaily bassfor conducting avariety of tasksrelated to environmenta measurement activities. The
Rouge Program work effortshave been structured to maximize the use of computerized methods
for data collection, management, evauation, reporting and display. The DataManagement and
GISfunctiona groups specificaly addressthe need to ensure that the data collected isaccessible
via computerized methods, and oversees the usage of computerized hardware and software
systems to support the program mission. This section outlines how computer hardware and
software is managed by the RPO including:

» System Specifications

» System Modifications

» Software Devel opment

» Software Evaluation

» Information Resources Management

SYSTEM SPECIFICATIONS. Thecomputer hardware systemsinstalled at the RPO include
IBM compatible personal computers (PCs), SUN SPARC microcomputer work stations, and
peripherals networked viaa NOVELL communications system (Figure 6-1). The NOVELL
network isaprocess server that dlowsall desktop persona computers (PCs) to communicate with
each other. The NOVELL system dlowsfor transfer of information and files between PCsand
also alows for remote printing of reports and graphics. Figure 6-2 is a representation of the
NOVELL network which showsthe configurationin the RPO office aswell asthelink from the
RPO on the 9th floor of the Michigan Building and the Wayne County Department of Environment
located in the Neudeck Building.

Database management and GI S activities are conducted using two SPARC work stationswhich
arelinked to the Central SPARC 1030 work station server. The GIS plotter, digitizer and model
are linked through this server to the other work stations. An Ethernet system provides
communication between the desktop systems and process servers. Table 6.1 lists the computer
processor hardware systemsinstalled at the RPO.

Most RPO computers are equipped with 16 megabytes (MB) of random accessmemory (RAM)
and some have extended RAM of 32 MB. All computersinclude hard disk driveswith ranges
from 240 MB to 4.0 gigabytes (GB). In addition, thefile server includes asupplementary hard
drive that provides for 6.0 GB of storage.

Serial numbersfor al computer processing units (CPU), numeric processing units (NPU), hard
drives, monitors, keyboards and al peripherals such as printers and tape storage are maintained
onfileat the RPO by the Technical Manager. Table6.2 lists software systems currently installed
on RPO computers.

Wayne County maintainslicensesfor each of the software packagesingaled on hardware systems.
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Unauthorized copying of softwarefrom, or loading of unlicensed software onto RPO computers
isstrictly prohibited. The Computer Systems Manager is responsible for
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Figure6-1: RPO Computer Hardware Network Configuration
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Figure 6-2:. Wayne County RPO NOVELL Network Configuration
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Table6.1

Computer Processor Systems

Processor Type
486DX-33

486D X-50
486D X 2-66

486D X4-100
386DX 40
PENTIUM-133
PENTIUM-150
PENTIUM |1 350
486SL (Notebooks)
PENTIUM 233 Notebook
SUN SPARC 1030
SUN SPARC 1PX

No. of Units

10
2

=
a1

PR DNOWRRR
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Table6.2
Computer Software

Package No. Of Package No. Of Copies
Copies
ABC Flowchart 4 Microsoft Office 97 Professional 1
Developer

Adobe Acrobat 1 Microsoft Powerpoint 95 2
Aldus Pagemaker 1 Microsoft Publisher 1
ArcView v3.1 6 Microsoft Visual Basic 1
AutoCad 1 Microsoft Windows 95 24
Calendaar Creator Plus 2.0 2 Microsoft Windows NT Workstation 3
Carbon Copy 2 Microsoft Windows NT Server 1
CD Creator 1 Netscape Communicator 1
Check-1t Pro 1 Norton Utilities 14
Corel Draw 1 Novell GroupWise 50
Crystal Reports Pro 6.0 1 Org Plus for Windows 1
Harvard Graphics f/Windows 2 PC/TCP Network for DOS 5
HiJack Pro/Win 1 Perfect Office Suite 37
InstallSheild Express 2 1 PKWare Utilities 29
Internet Chameleon v4.5 1 Premivera Project Plan 1
LapLink Pro 3 WEMM 1
Lotus 1-2-3 1 SAS for Windows 1
L otus Frelance Graphics 95 2 TimeLine for Windows 1
Microsoft Access 11 Turbo Pascal 1
Microsoft Front Page 1 Uninstaller 1
Microsoft Excel 3 WinProxy 2.1 1
Microsoft Office 4.2 1 WinZip 6.3 10
Microsoft Office 97 Professional 15

monitoring al RPO computer systemsto ensurethat only licensed software productsareinstalled and
for deleting any authorized or unlicensed systems. The Computer Systems Manager
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maintains an
updated list of
al  software
seria numbers
and Cross
referencelisting
of CPUs on
which the
packages are
installed. The
Computer
Systems
Manager aso
maintains file
copies of dl
license
agreements.

6.2 SYSTEM MAINTENANCE. The RPO hasestablished acomputer technical support group to
ensurethat computerized systemsarefunctioning properly. The computer technical support group
consists of the following steff:

e Technical Manager
*  Computer Systems Manager

TheTechnica Manager isrespons blefor the administration of the RPO computer systemincluding
purchases, upgrade planning, and interconnects, especially to external users. The Computer
Systems Manager isresponsible for the NOVELL and SUN networks and troubleshoots SUN
hardware and software problems, and troubl eshootsthe computer hardware and softwareon the
NOVELL network. The Computer Systems Manager is responsible for responding to and
resolving software and hardware related problems.

6.3 SOFTWAREDEVELOPMENT. RPO Staff are creating application toolswithin ORACLE®,
the RPO environmental database management system, ARC/INFO™, and the RPO GISto
enhance the ability of the software setsto meet project-specific needs. Thesetools are created
using the macro programming languagesinherent within the application software sets and use
industry standard approaches in their development.

Needed functionality which is not provided by a single software set can often be achieved by
"linking" multiple software setstogether, eiminating the need for extensive custom coding. When
needed, staff are creating these "compound" applications by using industry standard software
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interchangetechniquesand, wherenecessary, creating graphical user interfacestofacilitatether use.
All software applications and their associated code are documented and archived following RPO
guidelines.

6.4 SOFTWAREEVALUATION. Numerouscommercially available software programsare used
by the RPO, including Quattro Pro™ for dataevauation, and SAS™ for datisticd andyss. These
industry standard packages were selected for use based upon their ability to beintegrated into the
overal computerized network and the ability to providetechnica staff with user-friendly toolsfor
data manipulation and evaluation.

Asadditiond software tools are determined to be needed to support environmenta measurement
activities, these will be evaluated by the computer support group and by the appropriate WPM.
The software will be evaluated in terms of:

* compatibility with the existing systems

o suitability to perform the required tasks

e recogintion as an industry standard

*  cost-effectiveness

*  previous experience

e user-friendliness

«  ability to handle the RPO database

6.5 INFORMATION RESOURCES MANAGEMENT. Effective Information Resources
Management (IRM) iscritical totheongoing activitiesof the RPO and to future activitiesthat will
rely on the information assembled over the course of the program. IRM gppliesto the RPO PCs
aswell asthe GIS and Data Management activities.

Backup procedures have been implemented for all PCs used by RPO staff. Computer filesare
transferred from the network hard drives to magnetic tape on adaily basis.
The GISFunctional Group Manager isdeveloping IRM procedures for acquiring, imputing, and
formatting eectronic Gl Sdata. Although somedataisgenerated externdly, Rouge Project technica
teams also contribute data to the GIS database. The sources of GIS data include:

C MDNR/MDEQ

C EPA

C Wayne County

C Modeing Functional Group

C Sampling Functional Group

C CSOTeam

C Nonpoint Team
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C Subwatershed Teams
C Vendors
C USGS
C DataManagement Functional Group
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Table 6-3
GIS Coverages

THEME COVERAGE DESCRIPTION
BASEMAP Reach, watershed and municipal boundaries.
ADMIN COUNTY Wayne, Oakland and Washtenaw county boundaries.
ADMIN MICHIGAN State of Michigan
ADMIN QUAD USGS quadrangle corners.
ADMIN SECTION Section corners and boundaries.
ADMIN TOWN City/township boundaries
CONTROL TICCOV83 Arcl/Info tic coverage - geographic control
ENGIN CSOFAC Proposed CSO treatment facilities (basins & tunnel)
ENGIN DETBAS Detention ponds (RPO delineated)
ENGIN RAIL Railroads
ENGIN ROADCTY County roads
ENGIN ROADHWY Highways, interstates
ENGIN ROADLOC Local and two-track roads
ENVIR GEOLOGY Bedrock Surface Geology
ENVIR LUSES5 1985 land use cover for Wayne, Oakland and Washtenaw counties.
ENVIR LUSES0 1990 land use cover for Wayne, Oakland and Washtenaw counties.
ENVIR NWI National Wetlands Inventory
ENVIR SOIL Sail types for Wayne, Oakland and Washtenaw Counties.
HYDRO DSA Drainage Service Areas (Wayne County delineated)
HYDRO LAKE Lakes and ponds
HYDRO NEWBURGH Newburgh Lake
HYDRO REACH Rouge River, tributaries, and head waters
HYDRO RNGAGE95 1995 Rain gage stations
HYDRO RNGAGE96 1996 Rain gage locations.
HYDRO RNGAGE97 1997 Rain gage locations
HYDRO SHORE Detroit River shoreline
HYDRO SSHEDRAP Subwatershed boundaries as delineated by 1987 RAP
HYDRO STGAGE USGS stream gages
HYDRO SUBAREA RPO "subared" drainage boundaries
HYDRO SUBSHED RPO subwatershed drainage boundaries
HYDRO SWMA Storm Water Management Areas
HYDRO WSHED RPO Rouge watershed boundary
HYDRO WSHEDRAP Rouge watershed boundary as delineated by 1987 RAP
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POLLUT ACT307S Michigan Act 307 sites of environmental concern

POLLUT ACT641S Michigan Act 641 waste disposal sites

POLLUT ACT64S Michigan Act 64 hazardous waste disposal sites

POLLUT FILL Landfills and abandoned dumps as polygon features.

POLLUT FILLPT Landfills and abandoned dumps as point features.

POLLUT OUTFALL Qutfalls - CSO, storm and unknown

SAMPSITE BACTERIA RPO bacteria sampling sites thru 1997.

SAMPSITE FOTRSAMP Friends of the Rouge schools sampling sites.

SAMPSITE ROVCSO Roving CSO Sites.

SAMPSITE SAMPLE93 Water quality (wet & dry weather) sampling stations, fall 1993
SAMPSITE SAMPLE%4 Water quality (wet & dry weather) sampling stations, 1994
SAMPSITE SAMPLE9S Water quality (wet & dry weather) sampling stations, 1995
SAMPSITE SAMPLE96 Water quality (wet & dry weather) sampling stations, 1996.
SAMPSITE SAMPLE97 Water quality (wet & dry weather) sampling stations, 1997.
SAMPSITE SCHOOL 98 Schools participating in Friends of the Rouge sampling program.
SAMPSITE SEDSAMP River reconnaissance sediment sample locations
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7.0

71

1.2

QUALITY PLANNING. Panning for RPO work is undertaken in an interdisciplinary
manner to ensurethat work plansare devel oped inamanner that ensuresintegrationinto theoverdl
Rouge Project. WCDOE isinvolved in the formulation of each work plan and in defining task
specificgoas. Open communication at thework planning stage providesthe opportunity for the
RPO to develop unique project approachesthat will be cons stent with the mission of the Rouge
Project. Thissection providesan overview of thework planning process. Additiona detailson
planning and execution of work are contained in the RPO Program Management System Guide.

Work plansarethe primary planning documentsfor al Rouge Project tasksto be undertaken by
the RPO. They define the scope of work activities, schedule, and budgets for specific tasks and
definethe overall god and objectives of thetasks. For environmenta measurement activities that
will be conducted pursuant to the RPO QAPP, thework plan servesastheinitial document for
defining sampling objectives and intended data uses. The work plan must include budgetary
information, therefore, consideration must be given to the types of analysesto be performed and
thefrequency or number of samples needed to make decisionsand answer thequestionsraisedin
thework plan. Thework plan not only servesastheinitia planning document but also servesas
amonitoring document to ensure that the tasks are performed consistent with the scope, budget,
and schedule defined and approved by Wayne County.

QUALITY GOALS. Wayne County has established the RPO to provide program management
and technical servicesin support of the overall Rouge Project. Wayne County has set forthits
broad requirements for the program in the Rouge Project Mission Statement. The Mission
Statement and its objectives serves as the guiding principle for the RPO in undertaking specific
work activities.

The WCDOE directs the RPO in accomplishing the mission in a proactive manner by direct
involvement in programwork effort planning and execution. Figure7-1identifiesthevarioussteps
in the planning and execution phase of awork plan where quaity assurance aspectsareintroduced.
Thework plan managers, the lead technical staff and the Wayne County DOE reviewer(s) are
involved in these meetings. Wayne County staff have been specifically charged with providing
overal direction, and ass stance to the RPO Work Plan Managers as discussed in Section 1.0 of
the QMP. Designated Wayne County staff areresponsiblefor assisting RPO staff in defining the
need for work tasks and devel oping work plansand monitoring work activities. Through proactive
involvement in the work planning process, Wayne County is able to shape the work plansand
define the deliverables that will result from their execution.

QUALITY CRITERIA. Eachwork plan developed by the RPO and approved by WCDOE
specificaly liststhe activitiesthat will be undertaken and the productsthat will result from these
efforts. Wayne County staff are responsiblefor reviewing al work product deliverables and for
ensuring that they meet established criteriafor technica quality aswell asbeing completed within
budget and ontime. Thecriteriafor acceptability are defined by Wayne County for each work
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7.3

plans task at the time of project scoping.

WORK PLAN PREPARATION. Work plans define the tasks, budgets, schedules and
deliverablesfor al activities undertaken by the RPO. The process by which work plans are
prepared, reviewed, and approved isoutlined in Figure 7-2. When the need for work isidentified
by Wayne County, the RPO will be directed to prepare a draft work plan.

Thedraft work planincludesadetailed description of tasks, and adraft schedule and cost estimate.
Any environmental measurement activitiesthat will be conducted pursuant to thework plan must
beidentified along with the estimated number of samplesto be obtained and the analysesto be
performed. The draft work plan must identify the development of a FSP as a pecific task should
any environmental measurement activity be contemplated, dong with the schedule for devel opment
and review of the FSP.

The draft work plan is submitted to Wayne County for review and comment and revised as
appropriate. Upon Wayne County's approval of the draft work plan, the RPO preparesadraft
work plan Summary whichisthen reviewed by Wayne County. Following revisonsand approvd,
thework plan Summary is presented to the Steering Committee and the TAG for Review. The
RPO then modifiesthework plan, if required, and submitsthefinal work plan to Wayne County
for review and approval. During the work plan approval process an authorization to proceed
(ATP) may beinitiated if there are specific tasks within awork plan that require immediate
atention. If an ATPisrequested by theWork Plan Manager, it must be approved by the RPO
Finance Manager, Technical Manager, the RPO Program Director and Wayne County Project
Director before any work task execution is initiated.

During the course of executing awork plan it may become evident that amodification isrequired
to adjust the scope, schedule or budget. The Work Plan Manager isresponsible for initiating
development of Work plan amendments, asrequired. Any and all proposed modificationsto
schedule, cogt, deliverablesor tasksin awork plan must be documented and submitted to Wayne
County for review and approva. Mgjor modificationstowork plansthat significantly changethe
Work plan ddliverables, the schedule, or the cost must be presented to the Steering Committee.
Significant changesin work plansinclude those that would eliminate deliverables or modify the
schedule or budget in such away asto impact other work efforts. No modificationsto Work plans
will be made without the written authorization of the Director of WCDOE.

Work plans must identify al environmental measurement activities that will be performed and must
include provisions for development of the FSP. In addition, all work plans which include
environmental measurement activities that necessitate the development of a FSP should be
reviewed by the Sampling Functional Group Manager.

7.3.1 Cost/ScheduleConstraints. Thecostsfor performance of proposed work plansactivitiesand
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the schedule for execution are evaluated by the RPO Program Director to ensure
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Figure 7-1: Quality Planning Process
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consi stency with overall program goals, budget and schedules. The Deputy Program Director,
working with the gppropriate Wayne County Senior Management and RPO Finance Manager, will
identify budgetary constraintsif they exist and rectify these prior to forwarding the Work plansto
Wayne County for approval. The Program Director, working with the scheduler, will also
determineif the proposed work effort will impinge upon ongoing work and develop remediesto
ensure that program schedules are not adversely affected.

7.3.2 Project Management Plan. For each work plan developed under the Rouge Project, a Project
Management Plan (PMP) form will be completed and submitted for review. ThePMP includes
information on the work plan budgets, schedulesand qudity reviews. Beforeany RPO work plan
project numbers are established by CDM, against which labor and other direct costs can be
charged, the PM P must be reviewed and approved by the Program Director or Project Manager
and the Quality Assurance Managers. The PMP is prepared by the Work plan Manager with
assi stance from the administrative support staff. The Program Director or Project Manager is
respons blefor reviewing the scope of work and task budget and schedul esincluding subcontractor
budgets. The Quality Assurance Managers are responsible for reviewing the quality review
schedulesand list of reviewers. Theinformation contained inthePMPisused in performing work
plan audits.

The PMP form and instructions for completion are contained in Appendix A.

7.4  QUALITY ASSESSMENT. WCDOE Senior Management will ultimately determinewhether
the RPO has performed up to expectations. The open communication channels established
between Wayne County and the RPO dlow for continua feedback onthe quaity of work products
and services provided. In addition, the following regular meetings and reports have been
established to provide Wayne County with consi stent ongoing mechanismsto conduct quality
assessments of RPO project activities, management, work plans progress, and products:

* Bi-Monthly RPO Policy Meetings

* Monthly Progress Reports

* Monthly Wayne County / EPA / MDNR Technical Coordination Meetings
* Bi-Monthly Wayne County / EPA / MDNR Rouge Project Policy Meetings
* Bi-Monthly Rouge Project Steering Committee Meetings

* RPO Technical Advisory Group Meetings and Meeting Notes

Quality assessments are undertaken to determineif the work products and services provided meet
Wayne County expectations. The work processes established by the RPO ensure continual
assessment of work products by Wayne County Senior Management who providereview and
comment on al work products. Independent quality assessment of all report deliverablesis
provided by the assigned Technical Advisors.
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Figure 7-2: Work plan Development Process
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Quality assessment criteriaof environmental measurements and frequency for assessment are
described in the RPO QAPP.

The RPO QA Managers, will aso conduct monthly reviews of project records and reports, and
meet with RPO staff to address comments or suggestions regarding project quality assurance
issues. Wayne County and RPO gtaff may relay comments or questions to the RPO QA Manager
at any time viatelephone, facsimile, electronic mail or regular post.
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8.0

8.1

811

QUALITY IMPLEMENTATION OF WORK PROCESSES. Environmental
measurement activitieswill be conducted in conformancewith the RPO QA PP and withthe FSP
developed specifically for the project activity. This section provides an overview of the RPO’'s
approachto theimplementation of work processesrd ated to environmental measurement activities
relativeto the collection and analysis of surface water, sediment and other environmental media
samples. Themagjor quality system work process implementation components are described in
detail in the RPO Program Management System Guide. This section provides an overview of the
following components.

*  Work Process Procedures
*  Work Process Monitoring
»  Work Process Procedures Devel opment

The QMP isdisseminated to various staff members within the RPO and their contractors and
subconsultantsby requiring work plan managersand technica advisorsto becomefamiliar withthe
document and maintaining acopy inthe RPO library for dl interested partiesto refer to as needed.
Implementation of the QMP will be the responsibility of the QAMs, TAs, and WPMSs.

WORK PROCESSPROCEDURES. Thegenera progression of work activitiesis depicted
inFigure8-1. All tasks proceed from the development of awork plan and conclude with the
delivery of acompleted RPO work product. The deliverable may bein theform of atechnical
memorandum summarizing task activities or documenting the service provided, notesfrom TAG
meetings, documents such as FSPs or formd reports. Thework plan definesal the tasksthat will
be performed and the resulting work product that will be generated.

Work Plans. The Rouge Project grant identifies, in abroad sense, the goals and objectives that
areto be achieved under the various Program Work Efforts. The grant provides the starting point
for al work activities undertaken by the RPO asillustrated in Figure 8-1. Work Plan Managers,
in conjunction with their Wayne County Decision Makers, are responsiblefor developing work
plans which provide detailed scopes, budgets and schedules for execution of work. Thework
plans are the primary planning documentsfor al activities undertaken by the RPO and, as such,
the scoping sessions that lead to the work plan are critical tasks in the overall work process.

Scoping activitiesmust takeinto consideration al thoseissuesand factorsthat will bear upon the
qudity of environmental data. It isat this stage of thework processthat initial consderation must
be given to theidentification of DataQuality Objectives (DQOs). DQOs are specific statements
asto the quantity and quality of datathat will be collected as part of the work plan. For all
activitiesthat will require the collection of environmenta samples or making field measurements,
the work plans must provide information on the following issues:
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Figure8-1 Work Activities Progression
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8.12

» thetypes of environmental samples to be collected;

» typesof analytical or field measurement techniques to be used and what detection level,
precision, and accuracy must be achieved,

* number of samplesto be collected and analyzed or number of monitoring values to be
recorded including frequency of collection;

» why arethe samples or measurements being made and how will the resulting databeused in
making decisions or drawing conclusions.

Work Plan Managersaong with the Technicd Manager are responsiblefor the daily coordinating
effortswith al other program work efforts to minimize task redundancy and to maximize the
benefitsachieved by utilizing amultidisciplinary approach. ObjectivesManagersprovideoverall
guidance in technical coordination.

Thework plan development process may beinitiated at any time by Wayne County or the RPO
should they identify the need for additiona work efforts or the refinement of work efforts based on
Wayne County’ s needs or ongoing monitoring of RPO activities. Wayne County work assgnments
to the RPO are coordinated by Wayne County decision makers and directed for implementation
by the RPO Program Management who must coordinate RPO resources to implement the Wayne
County work plansand determine budget requirements before theinitiation of any new work plans
development efforts. The Technical Manager may alsoidentify the need for additional effortsor
the adjustment of ongoing effortsthrough the course of executing work; if suchaneedisidentified,
the Technical Manager will coordinatedirectly with the Project Manager. Inal cases, theassigned
Wayne County decision maker to a Program Work Effort will be kept informed and apprised of
the work progress and substantive issues that may affect the quality of the work effort or
subsequent work products.

Technical Memoranda. In many cases, execution of work planswill lead to the devel opment
of Technica Memorandathat serve aswork plan deliverables. These deliverables may befinal
"stand done' documentsthat provide summary information and findingsobtained asaresult of the
work plan efforts. These technical memoranda are considered to be of value because of the
technica information provided. For example, atechnica memorandum has been developed which
provides a comprehensive review of the literature related to watershed and river basin
compuiterized decision support tools. Thistype of technica memorandum provides useful datato
researcherswho haveaninterest in decision support systemsand is not specifically bound by the
parameters of the Rouge Project. Thistype of technical memorandaand review served the RPO
by providing the necessary starting point for the devel opment of the decision support approach
currently being implemented. Technical memorandamay aso beintermediate work products that
will be combined at |atter stages to form integrated work products. Developing technical
memorandaallowsfor sharing of theintermediary work productsamong thevarious programwork
effort staff for review. Following review and approval by Wayne County, these technical
memorandumsmay serveasuseful documentsfor distributionto EPA, MDNR/MDEQ, TAGsand
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others for review and comment.

Technica Memorandaare used mainly for the documentation of officerelated work effortsbut are
also used to summarize the results of field observations and sampling events.

Field Sampling Plans. FSPsprovide the detailed documentation necessary to conduct specific
environmental measurement activities. Beforeany sampleiscollected or field measurement is
made, an FSP must be prepared, reviewed and approved following the procedures described in
thisQMP and in the RPO QAPP. Figure 8-2 schematically depictsthe relationship of the FSP
to the QMP, QAPP and other related guidance documents.

ThisQMP servesto outline the overall quality systemsthat have been established and describes
the content of related qudity guideline documents and the process for implementing work. The
QAPP provides details on the sampling and analyses gpproachesthat arecommonto al activities
and specifiesminimum requirementsfor analytical detection limitsaswell ashias, precison, and
accuracy. The QAPP definesthe manner by which field activities are performed in generic terms
and describes procedures that are common to all sampling activities such as corrective action
reporting mechanisms.

Companion documents to the QAPP are the Laboratory Standard Operating Procedures
Compendium and the Field Standard Operating Procedures Compendium. These compendia
providean assemblageof al the SOPthat are utilized for sampling and analysis. The SOPsinclude
those used by the analytical |aboratories contracted by the RPO and include field equipment
calibration procedures, and field methodsthat are relevant to the Rouge Project. SOPsinclude
methods devel oped by RPO member firms as well as standard methods and SOPs contained in
published sources. SOPs contained in EPA guidance documents such as the sampling methods
contained in " A Compendium of Superfund Methods" may also beused. The SOP Compendia
are updated as new SOPs are developed or existing SOPs are revised as part of specific FSP
development activities.

FSP development isfacilitated by use of the"RPO FSP Preparation Guide' which servesasa
template for the devel opment of site specific SOPs. The FSP Preparation Guide identifiesthe
major elements, in the form of an annotated outline, that must be included intask specific FSPs.
FSPswill be developed under various program work effortsincluding Sampling, CSO, and NPS.
The Preparation Guide provides for the consistent development of FSPs across the program
elementsregardless of themember firm devel oping the document. The FSPtemplatedso provides
for the efficient review of draft FSPs by serving as a checklist.

Field Sampling. The Sampling Functional Group Manager (FGM), in conjunction with the
Program Work Plan Managersisresponsiblefor devel oping aschedule of al anticipated field
sampling activitiesand estimating the numbers of samplesthat will begenerated asaresult of these
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8.1.5

activities. Thisinformation isused by the Sampling FGM to inform laboratories of anticipated
samplevolume and determineif additiond |aboratory capacity isrequired. Although somebasdine,
dry weather, CSO and NPS sampling activities can be scheduled ahead of time, most of the wet
weether sampling events cannot be scheduled and will be dependent on storm events. Responding
to these storm eventsis addressed in the logistical plan outlined in each specific FSP that
addresseswet weather sampling activities. Figure8-3 outlinesthework processfor coordination
of sampling activities. RPO has contracted with aweather forecasting service that provides
advanced warning of anticipated storm events expected to occur within the Rouge River
Watershed. The weather forecasting service also provides information on the anticipated
magnitude, extent, and duration of astorm. The coordinator will determine whether sampling
crews will be mobilized to respond to the forecasted precipitation event.

TheFdd Sampling Coordinator or designee, will bein congtant communication with theforecasting
sarviceif the precipitation event isexpected to yied rainfall that will produce samplesfor synoptic
or specific area data needs as defined in the Baseline FSP.

Upon natification of animpending rainfal event, the Fidld Sampling Coordinator will determineif
adequatetimeisavailablefor sampling teamsto mobilize and respond to the storm event. If less
than 48 hours of advance noticefor therainfal event isprovided, mobilization will not beinitiated.
Should theforecast indicate that precipitation will not occur for at least 48 hours, then mohilization
will beinitiated.

Mobilization activitiesrequirethat the Field Sampling Coordinator inform the sampling team of
proposed activities and that al sampling containers, Chain-of-Custody (COC) forms, logbooks,
and sampling equipment be assembled. Laboratories must be contacted to prepare sample
containerswith preservativesif these have not aready been put asdefor theevent. All production
and QC laboratories are then contacted to coordinate sample delivery and to ensure that
laboratory Saff isavail ableto receive samplesand to initiate short hold time anayses. Coordination
of al sampling activitiesishandled by the Field Sampling Coordinator who maintains continual
communication with al field staff during the sampling activities by cellular telephone.

During the actua sampling activitiesthe Field Sampling Coordinator will serve asthe dispatcher
shifting field crew assignments to meet the sampling event objectives.

Field Activities Documentation. The RPO QAPP provides detailed information on the
documentation that iscollected aspart of al field activities. Chain-of-Custody form preparation
and distribution procedures, as well aslogbook entries, are described. The observations and
information generated as part of thefield activitiesare critical datasourcesthat will subsequently
beused in assessing analytical dataand interpreting theresults. Extreme care must betaken to
ensurethat al sample containers and field measurements are accurately recorded because these
data will serve as the basis for subsequent decision making activities.
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The work process for field documentation isillustrated in Figure 8-4.

Figure 8-2: Quality System Documentation
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Figure 8-3: Sampling Activity Coordination Process
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Figure 8-4: Field Documentation
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The FGM isresponsiblefor all work processes leading up to the sampling and/or monitoring
activities, aswell astheexecution of field sampling and measurement activitiesand documentation
through to the reporting of field activities. Thereporting of thefield activities servesasarecord
of observationsthat can bereviewed in conjunction with anaytica data. 1n some cases, thefield
report will provideinsght into data that isnot immediately evident from areview of the anaytical
data. For example, the field summary report should report observations of automatic sampler
conditionsthat may affect water quaity results (e.g., potential fouling) or water conditions (e.g.,
floating sheen) that may trandlate into presence of contaminants.

8.1.6 Laboratory Analysis. The RPO has contracted with anumber of laboratoriesto provide andyss
of environmental samples including:

McNamee, Porter, & Seeley, Inc.

Kemron Environmental Services

University of Michigan, School of Public Health
Analytic & Biologic Laboratories, Inc.

DO OO

These laboratories provide routine production laboratory services for the baseline sampling
activities as well as the specific analytical services required for program work effort support.
The process by which anadytical dataquality control isconducted isdescribed in detail inthe RPO
Data Management Guide and the Data Screening, Validation Reduction and Reporting guide.

Figure 8-5 depictsthework flow processfor anaytical datareporting and review. Because of
the significant number of samplesthat may result from any one sampling event, it isimportant that
all staff understand the process by which sampling activities are undertaken. Coordination of al
analytical laboratory servicesisthe responsibility of the FM G, with the Field Sampling Team
Coordinator providing day-to-day support on sampling/andytica logistics. The FGM, with the
support of the Laboratory Coordinator, is responsible for developing RPO contracts with
laboratories and for ensuring that analytical reports are generated per specified standards and
delivered on time.

All anaytica reportsresulting fromthefield activitiesare provided to the RPO in the Quattro Pro®
spreadsheet formats as shown in the QAPP. Theanalytical dataundergoes aseriesof reviews
beforeit isentered into the environmenta database including laboratory QA/QC reviews and data
useability reviews. These reviews are described in detail in the Data Management and
Evaluation Guide.

8.1.7 DataEvaluation and Reporting. Analytical datathat is determined to be valid for usein
interpretive reports (useable) isthen assembled into summary reports using the format presented
inFigure8-6. Detailed descriptions of how these summary datatablesand figures are generated
are discussed in the RPO Data Management and Evaluation Guide (September 1994).
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Figure 8-5: Analytical Data Reporting and Review
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Figure 8-6: Analytical Report Format Example
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Development of the final report generated from each sampling/monitoring activity is the
responsibility of the Work Plan Manager under whom the work effort was undertaken.
Field/analytical technical memoranda content and format are discussed in the RPO Data
Screening , Validation, Reduction and Reporting Guide.

82 WORK PROCESS MONITORING. A key component of RPO's quality system is the
continual monitoring of work processes provided by the program work effort Technical Advisors
(TAs) and overdl monitoring and program direction provided by the Technica Manager. TheTAs
arerespongblefor providing technical guidance and assistance to the respective Program Work
Effortsto which they are assigned. TAsare responsible for continual monitoring of all work
processes from developing work plans through fina work product preparation. The TAsservein
a proactive guidance capacity to each Program Work Plan Manager. Each TA provides an
objectivereview of the programwork effort technical progressand assessment, problem solving,
work product devel opment assi stance, and concisetechnical review of the Program work effort.
The TA reportsdirectly to the RPO Technical Manager and consultswith the designated Wayne
County decision maker of a Program Work Effort on an ongoing basis.

Each TA hasbeen dlotted up to 40 hours per month to assist with the production and review of
technical work inprogress. The TA’sprimary roleisto providedirect technical assistance and
support to the Work Plan Managers. Sincethe TA reportsto the RPO Technical Manager and
may coordinate directly with the Wayne County Decison Maker, they provide useful objective
technical reviewsof aProgram Work Effort'swork progress and activities of RPO management
and can therefore provide objective reviews of work activities. TAsare aso responsible for
coordinating and scheduling Technical Review Committee meetings with the RPO Program
Management and Wayne County decision makers, and for identifying the need for independent
gpecidty reviews. The TAsattend technical review and program statusmeetingson aregular bass.
TAsarerequired to visit the RPO to review and report on thework progress of their assigned
Program Work Effort at least every other month.

The Technica Manager provides guidance to the TAs and ensures that pertinent information is
exchanged across all Program Work Efforts; they also receive copies of al work products
generated asameans of monitoring work plan progress. In addition to providing guidanceto TAS,
the Technical Manager meets with FM Gs and the Program Director at the RPO on a monthly
basis.

Field activity monitoring detail s, including laboratory QC sampleanaysesarediscussed in detail
in the RPO QAPP.

Rouge River National Wet Weather 8-12 July 23, 1998
Demonstration Project

Quality Management Plan



83 WORK PROCESSPROCEDURESDEVELOPMENT. Proceduresfor the performance of
work are being developed under various program work efforts. Procedures development is
dependent on the expected frequency that the activity will be performed, complexity of thetask,
benefit of standardizing the approach, and the need to document the procedure. All field and
laboratory procedures used for the collection, measurement and analysis of samples must be
documented in a SOP.

Only SOPs approved by EPA are to be used for RPO related environmental measurement
activities. If a procedure or method will be used that is not contained in the RPO SOP
Compendia, it must be submitted for review and approved by EPA before use on the Rouge
Project. Work Plan Managersthat identify the need for developing anew SOP must inform the
QA Managersof thisneed. The QA Managerswill work with the program work effort staff to
develop thedraft SOP and will coordinate the review of the SOP by EPA QA staff. Only after
EPA review and approval of the SOP will it be entered into the RPO SOP Compendia and
available for reference in FSPs and use by RPO staff.

The procedure for review and approva of SOPsis detailed in the RPO QAPP and follow the
procedures outlined briefly below:

Review and approval of al RPO SOPsused in Field Sampling and L aboratory analyses occur
concurrently with the devel opment, review, and approva of FSPs. FSPsare developed for each
RPO environmental measurement activity and contain detailed information specific to the
environmental measurement activities utilized to support variouswork plans deve oped by the RPO
under aparticular Program Work Effort. Any newly created SOP (one not contained in the RPO
SOP Compendium), or proposed modification to an existing RPO SOP, must bereviewed and
approved by EPA before use. The specific procedures for review and approval of SOPsis
contained in the RPO QAPP. All FSPsand their associated SOPs must have the written approva
of the RPO FGM, QA Managers, and Wayne County Decision Maker before environmental
measurement activities may begin.

Questions on devel oping SOPs should be directed to the attention of the RPO FGM or the QA
Managers.

Procedures may a so be devel oped for those work processes for which improved efficiency will
be achieved through the implementation of astandardized gpproach. For example, under the GIS
Program Work Effort, documentation is being devel oped describing how new spatid datawill be
added to the system and how mapswill be generated. Each FGM isresponsible for identifying
those work process proceduresthat need to be devel oped and must identify how these procedures
will bebuilt into the overdl RPO qudity management system in the work plans developed for these
activities.

Rouge River National Wet Weather 8-13 July 23, 1998
Demonstration Project

Quality Management Plan



The QA Managers should be contacted should new or revised work process documentation be
required.
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9.1

911

QUALITY ASSESSMENT AND RESPONSE. TheRPO quality systems have been
instituted specificaly to provide amechanism to foster continual improvement in the quality of
services and technical work products developed in support of the Wayne County Rouge River
Nationa Wet Weather Demonstration Project. The principal focus of the QM P and associated
documentation isto ensure that the environmental measurement activitiesare undertakenina
manner consstent with EPA quality assurance requirements. The RPO Program Management
recognizesthat monitoring of all work activitiesisacrucial part of the quality system and that
appropriate means of assessing quality must be provided as part of these efforts. This section
describes the procedure established for:

e Quality Assessments
* Response Actions

QUALITY ASSESSMENTS. Quality assuranceisprovided by developing and implementing
gppropriatetechnical operation and management systems. Auditsare performed to ensurethat the
qudity control systems are being followed, to monitor procedures, and to assesstechnica qudity.
Auditing the performance of components of the qudity system areimportant aspects of the qudity
assessment activities, but more importantly, it is the integrated assessment of the overal
management of the program. Although equipment and SOP deficiencies are often cited as root
causes of environmental measurement problems, office procedures, resource limitations, and
management attitudes may also affect the quality of services or work products.

The following types of assessments are conducted as part of the RPO quality improvement
process:

*  Wayne County Client Satisfaction Surveys Audits
* Quality Management Reviews

*  Work Plan Status Reviews

» Objective Manager Assessments

* Technical Advisor Assessments

* Technica Review Committees

e System Audits

» Performance Audits

Wayne County Client Satisfaction Survey. Wayne County ultimately decides whether the
services and products developed by the RPO meet quality expectations. Wayne County as
Granteeisresponsiblefor ensuring that the misson of the programis attained and that the Grantor,
EPA, MDNR, MDEQ and the public are satisfied with the work being done by the RPO.

Wayne County has established adirect line of communication between Senior Management and
Rouge Project staff including individual Work Plan Managers.
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9.1.3

Independent evaluation of the quality of services and products provided to Wayne County is
provided through the performance of aquarterly client satisfaction survey. Figure 9-1 provides
the client satisfaction survey form that is used to document the findings of the survey. The survey
is conducted at least quarterly by staff not directly involved in the project such as senior
management staff of the RPO member firms. Quarterly client satisfaction surveysare conducted
by CDM’ssenior areaofficer for the Midwest Region. Theresultsof the surveysare rlayed back
to the RPO Program Director and QA Manager for communication to all RPO staff.

Project Quality Management Reviews. Project Quality Management (PQM) reviews are
conducted on an intermittent basis for all major projects as part of CDM's corporate Quality
Management Program. The RPO Program Director and QA Managers coordinate all PQM
activitieswith the senior management in preparing for this professiona review and assessment.
PQM reviews serve asimportant assessment toolsfor Wayne County. PQM addresses all aspects
of the RPO program management with specid emphasison theimplementation of Wayne County's
quality management system for the Rouge Project. Inusing PQM as a performance assessment
tool in addition to the overall quality management system established by Wayne County for the
Rouge Project, Wayne County has created an open communication system to promote continual
project quality assessments, both formal and informal.

In February 1993, aPQM review of the RPO was conducted by an independent nationwide group
of senior managersfrom the RPO prime contractor firm assigned to the Rouge Project. Theresults
of thisindependent review were provided to the Wayne County Senior Management for review
and comment. Thisinitial PQM review included theidentification of critical successfactorsand
responsibilities of RPO project consultant firms. The PQM recommendationswerereviewed in
the Fall of 1994 and asaresult anumber of recommended changesto the project wereinstituted.
During 1995 the recommendations of the PQM follow-up wereinstituted. 1n1996, the progress
of thechangesin program management, including the ingtitution of a project controls group and
integration of Project Management Plansinto thework plan preparation process was assessed.
TheRPO QA Managersarerespons blefor monitoring the progress of RPO program management
with regard to PQM review recommendations.

Work Plan Status Reviews. The RPO has established routine procedures for monitoring the
activitiesof all work plansthrough weekly staff progressmeetings, monthly work plan schedule
updates, and Monthly Progress Reports.

All Rouge Project staff arerespong blefor providing both verba and written updates on the current
and planned activities of work plans during the weekly staff progress meetings. These weekly
progress summaries are used to report on project schedule, cost, and resource variance for the
Monthly Progress Reports. Work Plan Managers are responsible for monitoring all work plan
schedules, budgets and technical progressand for informing the Technical Manager and Project
Manager if the need for implementing corrective actionsis
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Figure 9-1: Client Audit Form
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9.15

9.1.6

9.1.7

9.2

required. The Program Director is responsible for monitoring the overall schedule, budget
and technical scope for all RPO work plans.

Objective Manager Assessments. Objective Managers are responsible for conducting
assessmentsand providing comments on the performance of eechwork plan asit relatesthe overdl
objectives established for the Rouge Project. The Objectives Managers are responsible for
maintaining focus of the Work Plan Managers on the overall mission of the Rouge Project.
Additiona detailsontherolesand responshilitiesof the ObjectivesManager aredescribedinthe
Program Management System Guide.

Technical Advisor Assessments. Technical Advisors(TAS) providecritical feedback regarding
Rouge Project work activities to the Work Plan Managers, Technical Manager, and Wayne
County Senior Management on the overd| technica direction and the progress of individud tasks
asthey relate to the project goals and objectives as established by Wayne County.

The QA Managers are responsible for monitoring the effectiveness of the TAs activities and
communi cates directly with each of them on acontinua basisto review systemsand operationa
issues. The QA Managers also discuss the TA activities with Program Director, and Wayne
County Senior Management to verify that modificationsin quality systemsareimplemented as
needed.

Technical Review Committees. Technical Review Committees (TRCs) are amagjor component
tothe Qudity Management Program and areassembled to provide high level independent technical
review of project activities and products. TAs, working with Work Plan Managers and the
appropriate Wayne County Senior Management, are responsible for determining if a TRC review
will berequired for specific program work effort activities. Ideally, TRCsshould be budgeted for
and scheduled as part of thework plan development, but, in some cases, the need for aTRC may
be identified during the course of work activities.

The QA Managers are responsible for monitoring that the TRC recommended actions are
addressed and initiated by the appropriate RPO Work Plan Manager.

System and Perfor mance Audits. Environmental measurement activities, including al field
monitoring and sampling and al field and laboratory analysis, are subject to system and
performance audits as detailed in Section 10 of the QAPP. The QA Manager(s) are responsible
for ensuring that system and performance audits are performed and that appropriate responseis
taken as detailed under corrective actions sections of the QAPP.

RESPONSE ACTIONS. Response assessment monitoring activities may require modifications
to the specific work plan tasks being performed, in some cases, may necessitate suspension of
activities. The QAPP and the Data Screening, V aidation, Reduction and Reporting Guide provide
information on response activitiesrequired as part of quaity assessment activitiesfor environmentd
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9.2.2

measurement activities.

Activitiesthat may lead to work suspenson include those that pose ahedlth or safety risk or would
compromise the quality or integrity of environmental measurements.

Potential Health & Safety Risks. When any work activity posesapotential risk to the health
or safety of Rouge Project staff, the work effort shall be immediately suspended. All RPO staff
have the authority to suspend work that they fed poses potentid hedlth or safety risks. Corrective
actionsand reporting must bein conformancewith the Health & Safety Plan developed for the
specific field activity.

Environmental M easur ement Integrity. The FSP, in conjunction with associated SOPsand
the overall guidance of the QAPP, provides the information necessary to conduct activity specific
environmental measurements. Any staff member whoidentifiesthat field activitiesare not being
conducted in accordance with these documents should inform the designated fiel d coordinator
responsiblefor the activity who has authority to suspend work until deficienciesarerectified. The
QA Managers should be contacted if recommendationsfor work suspensionsare not acted upon
and immediately addressed.

The QA Managerswill monitor client satisfaction surveys, TRC meeting minutes, and the TA
review memorandum to determineif response actions beyond those recommended in thevarious
documents are required. The QA Managerswill notify the EPA QA Manager and RPO Senior
Management of any activity that could compromise the quality of work products or servicesif
resolution can not be achieved within the structure of the RPO.
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10.0 QUALITY IMPROVEMENT. Quality improvement isachieved through the continual
monitoring of Wayne County's satisfaction with the products and services ddivered by the Rouge
Program Office. In addition, the efforts of the RPO are also judged by EPA Region V,
MDNR/MDEQ), and the public. Thefeedback received from these various sources servesasthe
major input to the quality improvement process. Interna quality reviews are aso used to direct
quality improvement activities. This section describes the approach to continuous quality
improvement and outlinesthe quality improvement mechanismsavailable to WCDOE and RPO
staff. The quality improvement process is built on the following major components:

*  Quality Improvement Policy

e Quality Improvement Processes
e Quality Monitoring

e Quality Adjustments

10.1 QUALITY IMPROVEMENT POLICY. Continuousquaity improvement hasbeen agoal of
the RPO management team since the Project’ sinceptioninthe Fall of 1992. The RPO isaunique
assemblage of consulting firmswho work in conjunction with Wayne County Rouge Watershed
communities and their local governments, environmental groups, and both state and federal
regulatory agenciesto addresswet wesether flowsto the RougeRiver. Bringing together thediverse
technical and management expertise needed to meet the challenge of the project has necessitated
the development of afluid operational approach.

The RPO Program Director has enlisted the ass stance of Wayne County Senior Management and
hisfirm'sresourcesto continualy help identify waysto improve the RPO Program Management
activities. For example, in February of 1993, aPQM review was held to identify critical success
factorsfor the RPO Program M anagement and identify the meansto achieve these successfactors.
In June 1994, amid-point program status review was conducted to help define areas where qudity
improvement could beachieved. RPO work plan managers and technical advisors provided the
RPO Program Director and quality review team with written recommendations on the following
topics:

* Overall Program Improvement Opportunities
* Cost/Time Saving Opportunities
* Program Work Effort Specific Improvement Opportunities

Theserecommendationswerereviewed by the RPO Program Director, Technica Manager, QA
Managers, and Wayne County Senior Management. Subsequent discussionswith Wayne County
decision makers regarding these recommendations have formed the basis for changesin the
management of the RPO, some of which are now in the process of being implemented.

The qudity improvement activitiesthat have been initiated by the RPO Program Director and QA
Managersareilludrative of their commitment to the continuous quality improvement. The RPO's
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policy with regard to all work efforts actively encourages WCDOE and RPO staff to identify
opportunitiesto improvethe quality of servicesand products. The processfor improvementis
focused on theidentification of "root causes' of problems coupled with the implementation of
corrective actions in a cooperative manner.

10.2 QUALITY IMPROVEMENT PROCESSES. Quality improvement occursasthe staff learns
towork more effectively together asateam and teamwork isfacilitated through communication.
RPO qudity improvement processes are founded on effective communication through meetingsand
documentation.

At each phase of all RPO environmental measurement activities, program work effort staff are
required to develop documentation ranging from work plans through final reports. These
documentsare subject to thereviewsby Technica Advisors, the Technical Manager, and Wayne
County Senior Management. Quality monitoring is checked on aroutine basis by the QA
Managers by review of RPO filesand through discussion with RPO staff. The QA Managers
ensuresthat the quality review processes asdescribed in Section 9.0 arefollowed. Additionaly,
the QA Managers are charged with identification of systems that require modification and
development of additional systemsasrequired. The RPO QA Managerswill initiate aquality
system review on an annual basisto coincide with the anniversary of EPA approval of the RPO
QMP.

The RPO has been assembled to meet the needs, goals, and objectivesof the Rouge Project as
defined by Wayne County, EPA RegionV, MDNR\MDEQ), Rouge RAP, and Rouge Watershed
communities. Staff from the various RPO consulting firmswill continue to work together asateam
through continuation of the program in 1996. The breadth of technical talent, the diversity of
member firm corporate culture, and the complexity of the program requires a management
approach which encouragesopen dialogue. Constructive commentsrather than fault-finding are
promoted in seeking proactive approaches and corrections to quality problems.

Quadlity problems of anaturethat require confidential treatment of information and sourceswill be
treated as such and through to the QA Managers and/or Wayne County Senior Management.

10.3 QUALITY MONITORING. Qudity monitoring hasbeen built into al aspectsof RPO activities
through the assgnment of Technica Advisorsor technica reviewersas part of the RPO PMP and
work plan development process. Figure 10-1 illustrates the various types of quality monitoring
that are part of al work plan effortsthat involve environmenta measurement activities managemen.

TAswork with WPMsand Wayne County Senior Management in devel oping work plan scopes
and establishing review schedules. The Work Plan Managers monitor the progress of work
through the course of the project and schedule reviews by Technical Advisorsor .
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Figure 10-1: Environmental Measurements Quality Monitoring Process
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identify other staff to provide independent review of technical work. Reviews of draft work
products are conducted at critical milestonesidentified in the Work Plan and project control
schedule. The TAsareresponsblefor providing review commentsto the WPMs through the use
of the review checklists discussed in Section 8.0 or review memoranda. Completed review
checklistsand memorandaare maintained in the RPO filesalong with dl review draft revisons of
technical deliverables such as FSPs and technical memoranda.

The QAM monitorsthereview processby auditing the monthly projects control report and PMP
schedules. The QAM audit is conducted to ensure that the review schedules established are being
appropriately implemented.

104 QUALITY ADJUSTMENTS. Detection of qudity problemsistheresponshility of al Rouge
Project staff. The use of quality assurance auditsis aroutine means of ensuring that the quality
systemsare being implemented. The QAM isresponsble for conducting audits of RPO activities
to ensure compliance and to implement corrective actionsto improve the quaity of work products
and services.

Quality improvement reliesin part on the effectiveness of the quality systems developed for the
program and the effectiveimplementation and respons veness of the RPO program management
correctiveactions program. The specific corrective actions measuresoutlined in the RPO QA PP
have been devel oped to alow for feedback on specific environmental measurement activities. In
addition, dl Rouge Project staff are encouraged to provide feedback to the RPO Program Director
and Wayne County Senior Management on the QMP or any other aspect of the quality system.

Providingtechnically superior servicesand work productsto the project will be achieved through
the successful teamwork of the WCDOE and RPO, EPA Region V, and MDNR\MDERQ), in
concert with the partnership and support of watershed communitiesto achievethe mission goals
of the Rouge Project. The success of the Rouge River National Wet Weather Demonstration
Project’ seffortsliewith Wayne County'swel | defined quality systems and dynamic approach to
quality improvement. To thisend, all Rouge Project staff are encouraged to take a proactive
approach to quality improvement and to notify the QA Managers and/or Wayne County Senior
Management of waysin which the quality of products and services delivered to Wayne County
could be improved.
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120 ACRONYMS

AS|
ATM
ATP
BOD
CDM
CFS
coc
CPU
CSO
DPW
DQOs
DSS

Applied Science, Inc.
Authorization to Modify
Authorization to Proceed
biochemical oxygen demand
Camp Dresser & McKee
Cole Financia Services, Inc.
Chain-of-Custody

computer processing units
Combined Sewer Overflow
Wayne County Division of Public Works Operations
Data Quality Objectives
Decision Support Systems

E-Mail e ectronic mail

ECT Environmental Consulting & Technology, Inc.
EPA Environmental Protection Agency

FAR Federal Acquisition Regulation

FGM Functional Group Manager

FOTR Friends of the Rouge

FSP Field Sampling Plan

GB gigabyte

HAMR Hits and Misses Report

HRC Hubbell Roth & Clark

IAA Inter-Agency Agreements

IRM information resources management

JIR Johnson, Johnson & Roy, Inc.

MB megabyte

MDEQ Michigan Department of Environmental Quality
MDNR Michigan Department of Natural Resources
MPS McNamee, Porter & Seeley, Inc.

NPU numeric processing units

OHM Orchard, Hiltz & McCliment, Inc.

OIS Organizational Improvement Systems

OSHA Occupational Health and Safety Administration
PAG Program Advisory Group

PC personal computer

PCB polychlorinated diphenyls

PE performance evaluation

PMA Project Management Associates

PMP Project Management Plan
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PMS Program Management System

PO purchase order

POC point of contact

POMs Program Objective Managers

PSC Public Sector Consultants

QA quality assurance

QAM Quality Assurance Manager

QAPP Quality Assurance Project Plan

QC quality control

RAP Rouge River Remedial Action Plan

RFB Request for Bid

RFP Request for Proposal

RFQ Request for Qualifications

RPO Rouge Program Office

SEM scanning electron microscopy

SEMCOG  Southeast Michigan Council of Governments
SOPs Standard Operating Procedures

Sl standard query language

SYMCON  Systemsand Management Consultants

TA Technical Advisor

TAG Technical Advisory Group

T™MC Thomas Management Consultants

TRC Technical Review Committee

TSS total suspended solids

TYJT Tucker Y oung Jackson Tull, Inc.

WCDOE Wayne County Department of Environment
WMSS Watershed Management Support System
WPMs Work Plan Managers

WTA Wade Trim/Associates
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