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Document Purpose

U.S. Environmental Protection Agency (EPA) policy requires that all work performed by or on behalf of EPA involving environmental data operations or environmental technologies that include steps to use or report environmental information, will be implemented in accordance with an Agency-approved, Quality Assurance Project Plan (QAPP).

This requirement is defined in Policy and Program Requirements for the Mandatory Agency-wide Quality System, EPA Order 5360.1 A2 (May 2000) for EPA organizations, and in applicable regulations governing extramural agreements (e.g., under the authority of 48 CFR.46, 40 CFR 30, 40 CFR 31 and 35, etc.) for non-EPA organizations. See www.epa.gov/quality/qs-docs/5360-1.pdf.

The purpose of the QAPP is to document planning results for environmental data operations or environmental technologies and to provide a project-specific “blueprint” for obtaining the type and quality of environmental data system needed. The QAPP documents how quality assurance (QA) and quality control (QC) will be applied to assure the results obtained are of the type and quality needed and expected. This QAPP was developed using guidance supplied from the EPA Requirements for Quality Assurance Project Plans, EPA QA/R-5 (March 2001) See www.epa.gov/quality/qs-docs/r5-final.pdf.

This QAPP integrates all technical and quality aspects of the project, including the planning, implementation, and assessment. In order to accomplish this, it documents the description of the project and will outline the organization and responsibilities, quality assurance requirements, and documentation and record-keeping requirements. It also provides the criteria by which progress in attaining project goals can be assessed. The QAPP is intended to facilitate project work and to successfully achieve the project objectives. The QAPP elements are detailed in the following sections.

1 Project Overview

1.1 Project Background

State environmental agencies and EPA depend on the flow of quality information for every aspect of their work. Yet, many of the current data systems and management approaches to information exchange are ineffective and burdensome. 

The National Environmental Information Exchange Network (Network) has been established to provide an alternative to current approaches to data exchange. Using Internet technologies and standard formats for data exchange between nodes or portals maintained by participating partners, the Network will increase the efficiency of information management, improve the quality of environmental data, and provide ready access to this data by federal and State agencies, improving their ability to use this information to protect public health and the environment.

Potential Network Partners have outlined their vision for the Network in the Blueprint for a National Environmental Information Exchange Network, as well as the Implementation Plan for the National Environmental Information Exchange Network. These documents outline the Network’s vision and implementation approach, part of which calls for the development of an EPA Node called Central Data Exchange (CDX), which will exchange data using eXtensible Markup Language (XML) standards. At the same time, States are to develop their own Nodes that will enable environmental information to either be submitted to or queried from States in a standard manner, using XML schema and Web services. Similarly, States can utilize EPA’s Node to submit their data to EPA.

To support the development of the Network, the EPA has established a federal grant program. This grant program has four parts: 1) Core Capacity (i.e. Readiness and One-Stop) Grants, 2) Challenge Grants, 3) Network Steering Grants, and 4) a Tribal Set-Aside. 

A 5-state team, consisting of New Hampshire, Maine, New Jersey, Rhode Island, and Vermont, received a Network Challenge Grant award to develop and implement a process of electronic data flow from laboratories to the State Drinking Water Programs in keeping with Network data exchange guidelines and applicable regulatory requirements. This will ultimately help states advance their capacity to participate in the Exchange Network by facilitating the flow of laboratory data in accordance with Exchange Network data exchange and security guidelines. Furthermore, the process developed by the Team will be potentially usable by other states that wish to implement a similar system.

The EPA Region I States have a long history of working together to solve program and analytical challenges, work closely with EPA Region I to implement new programs, technology, and education and outreach projects, and work together in a spirit of cooperation to achieve environmental goals and public health safety. It is in this spirit that the New England States will work jointly on this Electronic Storage and Sharing of Laboratory Information project.
1.2 Project Description & Goals

This sub-section provides further description of the project. Please see section 3 for concrete tasks, milestones, and schedules.

States have the primary responsibility for implementing and enforcing the drinking water standards promulgated under the Safe Drinking Water Act (SDWA). Most of the laboratory data the State Drinking Water Programs receive from either the state laboratories or private commercial laboratories come as paper documents that must be manually entered into the State’s information system. The number and complexity of EPA mandates on State Drinking Water Programs, as well as the need for States to make better decisions regarding the environment and public health, necessitates that States improve efficiency, through the use of electronic technologies to satisfy regulatory obligations. 

As analytical testing procedures become more vigorous and complicated, the State Principal Laboratories are no longer the sole providers of all analytical services to their respective drinking water programs. Commercial laboratories now provide a large portion, and in some states, all of the analytical data required by the drinking water regulations. Most analytical data are delivered on paper and manually entered into the drinking water program’s database for compliance determination.

The manual entry of information is labor intensive and inefficient, resulting in the delay of appropriate corrective actions. It also increases the occurrence of errors. With an adequate data collection system, the State can manage and track information more efficiently as well as enhance the performance of its operations. In addition, the States depend extensively on the expeditious turnaround time of data, especially those analyses associated with acute health effects, such as microbial contaminants. In light of heightened awareness of biological and chemical terrorism threats to our drinking water supplies, the ability to access real time information is more critical than ever.
The Challenge Grant awarded to the Partner States will further this process through the development and implementation of a process of electronic Internet-based data flow from laboratories to the State Drinking Water Programs in keeping with Network data exchange guidelines and applicable regulatory requirements. 

At a broad level, the Project shall develop certain technologies and tools to help states advance their capabilities to participate in the Network. In order to achieve this broad goal, the project has the following objectives:

· Develop and implement a process of electronic data flow directly from laboratories to the State Drinking Water Programs in keeping with CROMERR with the ultimate goal to expand the process to other regulatory programs.

· Provide access to laboratory data to EPA, programs, and the general public via the Network Node in XML format. 

· Actively work with both the partnered state environmental laboratories and a core group of commercial laboratories in the development of a generic data exchange template across partner states.

· Ensure that future environmental decisions are made from accurate and consistent laboratory data.

· Reduce the reporting burden on the regulated community.

Each of the Partner States comes to this project from a different starting point relative to developing a Node, their database strategy, their available resources and their understanding and acceptance of the Network Initiative. However, the Partner States acknowledge the need to keep the project on track, be aware of other initiatives being developed throughout the country and provide direction so that the project’s proposed end products are produced.

It is the intention of this project to incorporate, as much as possible, data standards developed by the Environmental Council of the States, Environmental Data Standards Council and other nationally accepted standards as they are adopted.

Project results will then potentially serve as a national model for flowing electronic Drinking Water reporting data from facilities to states and from states to CDX (EPA) under the National Environmental Information Exchange Network. 

The state of New Hampshire will be the lead state to manage the Project and administer the contract for the Team.

Further details describing the deliverables needed to fulfill these goals are outlined in the following section.

1.3 Project Deliverables

This section describes the complete scope of project deliverables. The completion of these deliverables will be the criteria for the measurement of project success. 

· Memorandum of Understanding (MOU)

· Project Work Plan

· Develop and Foster Advisory Committee

· State Needs Assessment Reports

· Data Element Requirements for Exchange of Laboratory Data Between Laboratories and State Drinking Water System

· Data Format (XML Schema) for Exchange of Laboratory Data Between Laboratories and State Drinking Water System

· Functional Requirements Specification (FRS) Document for an Internet Form Template

· Documentation of Business Rules / Best Practices
· Trading Partner Agreement (TPA) Template

· Pilot System Implementation (not part of facilitation portion of project)

· Knowledge Transfer Document

The approach to completing these deliverables is outlined in Section 3.

2 Project Tasks & Descriptions

2.1 Project Approach

The Project Approach outlines the high-level tasks to be performed, along with expected output (i.e. deliverables).

 The Project deliverables for each component are outlined below:

2.1.1 Memorandum of Understanding (MOU)

This Memorandum of Understanding (MOU) will clarify the intended objectives and roles of the partner states that received funding for the Electronic Storage and Sharing of Laboratory Information project. This Agreement will serve as a formal document defining the responsibilities and coordination among the partner agencies.

2.1.2 Project Work Plan

This document, a Project Work Plan, will be developed for the project. The Project Work Plan outlines the project schedule, tasks, deliverables, organization, responsibility, and overall approach.

In addition, the Project Plan will be reviewed on a monthly basis by the Contractor to ensure it is up-to-date. Revisions will be made to the document and it will be redistributed to the group when necessary.

2.1.3 Develop and Foster Advisory Committee

The Team will foster the creation of an Advisory Committee, consisting of participants from States, private laboratories, municipalities and consultants. The Advisory Committee will provide feedback to the Team at various points in the project. Some potential areas of collaboration with the Advisory Committee include:

· Data standards Development: The Committee can help to ensure that the data standard includes all data elements provided by the laboratories.

· Functional Requirements of an Internet Form Template: The Committee can help develop system requirements by identifying their current computer infrastructure and software capabilities as well as ensuring that the system meets their basic reporting needs.

· Best Practices Development: The Committee can provide comment on the Best Practices document, to help ensure that the best practices developed during the course of this project meet the needs of the States as well as the laboratories.

The Team will foster the creation of this Committee through the issuance of a Committee Charter document and by facilitating periodic Committee meetings.

2.1.4 State Needs Assessment Reports

2.1.4.1 Purpose

For each of the five member states, a Needs Assessment Report will be developed. A Needs Assessment will be conducted with the following goals in mind:

· The assessment report will assist each State in determining the needs of their State program, the information that the laboratories are able to provide, determine the labs needs, determine federal requirements, and consider other potential stakeholders requests

· The assessment report will assist each State in understanding the overall effort required to prepare their data collection business processes, systems and data so that data can be collected from laboratories via the Internet.

· The findings from the assessments, when combined from the five states, will provide the Team with an understanding of the complete list of data elements and report types that should be included in a total solution for an Internet-based Laboratory Data Submission System. These findings will be used when developing a Functional Requirements Specification (FRS) for an Internet-based Laboratory Data Submission System.

2.1.4.2 Preliminary State IT Survey and Gap Analysis

Prior to conducting any site visit, a survey will be conducted in order to assess the following:

· Technology infrastructures of the member states

· Current status in flowing information electronically

The purpose of conducting this survey will be to gain a broad understanding of the current state of system infrastructures (including current hardware, software, and network infrastructures, as well as security-related information) and get a quick overview of the areas that can be addressed during a site visit.. This understanding will help lead to a more informed planning approach during the technology development phases of the project. Since the organizations surveyed have heterogeneous computing hardware, software, database, and application development environments, it will be important to consider the differences between these systems.

2.1.4.3 Site Visit

The contractor will perform a 2-day site visit to each of the five member states. During the site visit, the contractor will examine the states’ current technical infrastructure, their current method of collecting laboratory information, their current state database/application (if it exists), and their current related business processes. Day 2 of the site visit will contain an interactive discussion between the state and the contractor discussing different approaches the state can pursue to modernize their data collection system and flow drinking water laboratory data to state and from state to USEPA.

2.1.4.4 Laboratory Survey

A Survey will be developed by the partner states to assess what the private water laboratories currently have in terms of their technical infrastructure to participate in an Internet Submission System of Laboratory Data. Surveys will be mailed out to representative laboratories, with a response requested. An online survey submittal option will also be provided for the laboratories’ convenience. 

The results from this survey will be incorporated into each State Needs Assessment Report. These results will help the States in determining the laboratories’ readiness to utilize an Internet Lab Data Submission System. It will also help drive the Functional Requirements of an Internet Form Template  (later deliverable in the Project).

The results from this survey will also be combined for the member States and compiled in a separate document. 

2.1.4.5 Assessment Report

Following the site visit, the contractor will develop an Assessment Report for each State. It will have structure similar to the following:

· Section 1: Executive Summary

· Section 2: Current Business Process 

· Data elements currently submitted from laboratories

· Current Drinking Water Data Management Process

· Current data validation procedure

· Current method of submitting data to EPA

· Section 3: Current Technical Infrastructure

· Hardware/Software/Networking

· Applications/Systems Used to Manage Drinking Water Data

· Current IT Infrastructure to Support Submittal of Data to EPA

· Technical Capability of Laboratories

· Section 4: Preferred Approach to Submission of Laboratory Data

· Core elements to be included in data transfer file

· State’s Functional Requirements for a Data Submission Form

· Section 5: (Optional) Steps and Effort Required in Building a Network Node

· Section 6: Gap Analysis & Transition Strategy: After looking at the State’s current technical infrastructure and business readiness, as well as their goals for future system development, a description of the pieces that must be put in place, as well as the effort required to perform these action, will be discussed. These tasks will be prioritized to develop a transition strategy.

Note: Additional conference calls may be required between the contractor and state following the site visit in order to confirm or clarify certain issues that would be discussed in the Assessment Report. Also, the assessment should consider SDWARS requirements.

2.1.5 Data Element Requirements for Submission of Data from Laboratories to State Drinking Water Systems

Based on knowledge gained during the State Needs Assessments, a set of common data elements will be developed or selected to provide common data elements and data definitions (i.e. field names, data type, and potentially high-level data grouping) for the data that will be exchanged between the laboratories and states. It is expected that the data element requirements will be comprehensive enough to ensure that it will be able to satisfy the needs of the five member states. 

The team will strive to utilize existing standards whenever possible. The following will be considered during the development or selection of the data standard:

· Laboratory data standard: This group, formed by the Environmental Data Standards Council (EDSC), is currently developing the data standards for laboratory data that will span all environmental program areas (more than just drinking water). The Team will utilize these standards whenever possible, although timing issues may require that the Team establish their own requirements before the Laboratory data standards have been developed or approved.  The Team may submit the data element requirements to EDSC for incorporation in the Laboratory Data Standard development.

· Facility data standard: The Team will explore the potential for using this standard, which has been approved by the EDSC, to identify laboratories and regulated entities. 

· Contact data standard: The Team will explore the potential for using this standard, which has been approved by the EDSC, to identify contact information for laboratories and regulated entities.

· Core Reference Model (CRM): TRG establishes a CRM workgroup to develop a Core Reference Model, which provides a high-level depiction of the major data groupings and their relationships. This allows EDSC to identify opportunities for data standard development, while at the same time provides XML Schema developers with guidelines to reuse common schema modules to improve “interoperability” of data among all environmental data flows.  It is recommended that the Team consider the CRM during the data requirement development to promote data interoperability and collaboration with other standard development workgroups for Exchange Network. 

· Drinking water reporting forms used by member states: The data element requirements  will ensure that it contains the data elements that are used on the reporting forms from the laboratories at each of the member states.

2.1.6 XML Schema for Submission of Data from Laboratories to State Drinking Water Data Collection Servers

Once the data standard has been developed or selected, the Team will then be able to develop the data format for data exchange between laboratories and the states. It is expected that the data exchange format will be comprehensive enough to ensure that it will be able to satisfy the needs of the five member states. The Team will use XML schema as the framework of a data exchange format.

The team will strive to utilize existing standards and approved reusable schema modules whenever possible. The following will be considered during the development or selection of the data exchange format:

· e-DWR schema: This XML schema has been developed for the submission of drinking water reports for laboratory-to-state data flow and is in use by other states. It is currently approved by TRG and is currently in the “Last Call Working Draft” status, which is the highest rating a schema could obtain before it goes through a formal TRG schema review process. The schema review process is yet to be developed and is expected to go through a pilot development in summer 2003.  The e-DWR schema will serve as a starting point for a data format, and could be altered based on the data standard that is developed. The Challenge Grant Team will work with the e-DWR schema workgroup to ensure that the e-DWR schema is refined to include data elements required by the member states. An effort will also be made to modify the existing e-DWR schema to make the laboratory data section more modular, so that in the future it could potentially be used for other data flows.
· Data Standards: The data exchange format will need to be based on the data standard that is developed in the previous step (3.1.5).

· XML Policy and Design Rules for the Exchange Network: The XML schema that is developed will need to conform to the policies and design guidelines developed by the Data Exchange Template (DET) Policy Workgroup under the TRG. 

The schema will contain some information that will be able to provide data validation capabilities on XML instance files conforming to the schema. Schema-level data validation options might include validation on data type, text string length, required field checking, data element sequence, and enumeration lists.  

2.1.7 Functional Requirements Specification (FRS) Document for Internet Form Template

2.1.7.1 Overview

A document will be developed that outlines the requirements and state’s desires for capturing laboratory data from an Internet form. Different Internet form options will be explored, such as manual data entry, “cut-and-paste”, and XML file upload. Requirements for each method will be documented and discussed with partner states.

2.1.7.2 Considerations

The functional requirements of this Internet form may be influenced by the following considerations:

2.1.7.2.1 Laboratory Concerns

Because the Team understands that the system will not succeed unless it is embraced by its end-users, the team will consult with the Advisory Committee during the FRS development process. Initial drafts of the FRS will be given to the Advisory Committee for review and feedback.

2.1.7.2.2 Regulatory considerations

Several regulations, most notably the federal CROMERR rule, have been developed which regulate security requirements when transferring environmental data over the Internet. All security solutions must comply with the applicable federal regulations.  Applicable state security policy and rules will be identified and be considered by respective state during the implementation phase.

· CROMERR rule

· State version of electronic signature/authentication rules or policy (e.g., PIN, e-signature) 

2.1.7.2.3 Technology Considerations

There are currently several different approaches to securing information transmitted over the Internet. Some of these approaches include:

· Procedure/policy-based

· Password/PIN-based

· PKI (Server-side SSL, Server and Client SSL)

· Web services security (WS-Security, XKMS, SAML)

All viable security approaches must be considered in order to achieve a comprehensive security assessment. 

2.1.7.2.4 State Security Infrastructure Considerations

Each state has a unique security infrastructure in place, which handles their current Internet security demands. Some examples include: 

· State Security Policies

· Firewall considerations

A state’s existing infrastructure must be examined when attempting to implement a security solution. 

2.1.8 Documentation of Business Rules/Best Practices
Once the States have the requirements for an Internet Form Template , they will then need to document the business process that would surround an implementation of such a template. This project will document these business processes (i.e. business rules & best practices), which will include the following:

2.1.8.1 Laboratory Application / Signature Process

The States will need to develop a process that will govern how laboratories join their Internet report submission program. A process flow will be developed, taking the following into consideration:

· Laboratory application process

· Process of reviewing applications

· Process of issuance of lost/forgotten password or account ID

· Potential staged process of accepting laboratories to participate in the electronic report submission 

This process will be developed with the understanding that it will need to comply with CROMERR requirements once they are promulgated and that the process will need to be deemed as CROMERR compliant by OEI. The Team will look to guidance from OEI (if available) when developing this process. OEI is currently developing a guidance document which will aid States in developing CROMERR compliant systems.

2.1.8.2 Data Validation Requirements and Preferred Validation Procedure

An XML schema file can only perform low-level data validation (such as data type validation). The States may require additional data validation to occur. This document will identify the following:

· Additional data validation (business logic validation) that each states requires

· Preferred process of reporting data exceptions / errors to state and to laboratory

Additional business rules and best practices will be identified as states gain a better understanding of the system requirements, which should also be included in this deliverable.

2.1.9 Trading Partner Agreement (TPA) Template

TPAs are documents that Network Partners agree upon for each Flow. They define what Flow(s) are exchanged, outline the stewardship and security expectations, and specify additional technical details for the exchange of information among two or more Network Partners.

A trading partner agreement template will be created for use by the 5 partner states. This TPA template will be generic so that all states can apply it to their own needs. Depending on timing, the Team may develop their TPA template based on guidance from the NSB.

The TPA could be expanded to act as a Laboratory Participation package. The document may include the following sections (pending review and approval from the Team):

· Provide a background on the project and the Internet Submission System

· Identify partner roles and responsibilities

· Identify the period of agreement

· Identify points of contact

· Identify the minimum system requirements for a laboratory to participate

· Describe the application process

· Describe the procedure for XML file submission

· An application form for the Laboratory to fill out to become a participant

· Provide troubleshooting or contingency procedures

In addition to providing the TPA template, the Project Facilitator will provide guidance to the states on how to craft the template to suit their own needs. States will still have the primary responsibility for approving and implementing their own TPAs, but the Project Facilitator will assist them in getting started.

2.1.10 System Implementation

The States will take the information developed by the Project Facilitator and begin to implement a solution. This will include a pilot testing of the following:

· State and Private Labs reporting to State Drinking Water Programs

· Development of a Standard Operating Procedure

· Development of a Training Module

· Setup of a Training Schedule

The Project Facilitation Consultant will not be responsible for implementing a solution for the states.

2.1.11 Knowledge Transfer Document

At the close of the project, a Knowledge Transfer Document will be created which will contain all lessons learned from the project, as well as suggestions for continued effort to further the Network’s function in the coming years. This document will be made available to all Network partners. The Project facilitator will develop this document.

2.2 Critical Steps and Milestones

Project tasks are grouped into the following milestones:

	#
	Milestone/

Critical Step
	Primary Responsible
	Due Date
	Status (as of 7/28/2003)
	Measure/Deliverable

	1
	Memorandum of Understanding (MOU)
	All
	Nov 2002
	Completed 
	MOU Document

	2
	Secure Facilitator
	NH
	Jan 2003
	Completed
	Contract with facilitator for total length project.

	3
	Project Plan
	Facilitator
	Jan 2003
	Completed (to be updated accordingly throughout project)
	

	4
	Develop and Foster Advisory Committee
	All
	Apr 2003
	· Members identified

· Initial kickoff call held
	Identify potential members

Develop Charter Document

Committee Kickoff Call

a. Meeting agenda.

b. Meeting minutes

Key deliverables to include Advisory Committee input

	5a
	Laboratory Survey
	NH, ME, RI, VT
	June 2003
	Completed
	Create laboratory survey

Send Lab survey to laboratories

Collect/compile laboratory results

	5b
	State Needs Assessments
	All
	August 2003
	Site Visits Completed
	Site Visit to Each State

Needs Assessment Report for Each State

	6
	Develop/select data standard for submission of data from Laboratories to State Drinking Water Systems
	All
	Aug 2003
	Draft Data Elements List compiled
	Developed/selected data element requirement document

	7
	Develop/select data format (XML schema) for submission of data from Laboratories to State Drinking Water Server
	All
	Sept 2003
	e-DWR schema selected as starting point. Agreement on schema development.
	Completed XML Schema and inherent schema-level data validation

	8
	Functional Requirements Specification (FRS) Document for Internet Form Template
	All
	Dec 2003
	
	FRS Document

	9
	Documentation of Business Rules
	All
	Feb 2004
	Preliminary list of best practices identified at 6/19 face-to-face
	Best Practices Document (to include Laboratory Application / Signature Process, Data Validation Requirements and Preferred Validation Procedure, and additional best practices identified by the Team)

	10
	Trading Partner Agreement (TPA) Template
	All
	Feb 2004
	
	TPA Template

Laboratory Participation Package Template

	11
	Populate State databases
	Member States
	May 2004
	
	Populate drinking water databases with required information

	12
	Pilot testing:

a. State Labs reporting to State DW Programs

b. Test of private labs reporting to state DW programs

c. Develop SOP

d. Develop training module

e. Setup training schedule
	Member States
	May 2004
	
	Establish TPA with private labs

Successful transmissions

Create SOPs

Customize lab participation package and user’s guide

Document any problems, software bugs and suggested changes.

Completed workshops

Phase in labs successfully transmitting data

	13
	Data via the node for EPA access
	NH, RI
	May 2004
	
	Successful transmission of program data flows Dependent on EPA’s ability to access state node

	14
	Knowledge transfer
	All
	May 2004
	
	Regional meetings, final report, technical presentation.


2.3 Project Timeline

It is estimated that the project will take about 12 months to complete the Facilitation portion of the Project. The project schedule for the Facilitation portion of the project is shown below:
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Task Name


Start


Finish


1


(0) Project Facilitation


Fri 11/1/02


Fri 4/30/04


2


1. Project Kickoff


Fri 11/1/02


Fri 11/1/02


3


2. Establish Project website


Fri 3/28/03


Wed 4/9/03


4


3. Maintain / Update Team Website


Thu 4/10/03


Fri 4/30/04


5


Communication among the group and EPA


Mon 11/11/02


Fri 4/30/04


6


(1) Memo of Understanding


Fri 11/1/02


Fri 12/27/02


7


1. Memo of Understanding


Fri 11/1/02


Fri 12/27/02


8


(2) Secure Facilitator


Mon 12/2/02


Fri 3/28/03


9


1. Secure Facilitator


Mon 12/2/02


Fri 3/28/03


10


(3) Project Work Plan


Fri 3/28/03


Fri 11/28/03
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1. Develop Project Work Plan


Fri 3/28/03


Wed 4/9/03


12


2. Periodic Updates to Project Plan Document


Thu 4/10/03


Fri 11/28/03


13


(4) Advisory Committee


Fri 11/1/02


Fri 4/30/04


14


1. Identify Potential Members


Fri 11/1/02


Tue 4/15/03


15


2. Develop and Distribute Charter Document


Tue 4/1/03


Wed 4/30/03


16


3. Hold Kickoff Conference Call


Thu 5/1/03


Thu 7/17/03


17


4. Facilitate Advisory Committee Discussions


Fri 7/18/03


Fri 4/30/04


18


(5) State Needs Assessment


Mon 3/3/03


Mon 8/18/03
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1. Develop Pre-Visit Initial IT Survey 


Tue 4/1/03


Wed 4/9/03


20


2. Develop laboratory survey


Mon 3/3/03


Wed 4/9/03
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3. Distribute laboratory survey to laboratories


Thu 4/10/03


Fri 5/9/03
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4. Collect/compile results from laboratory survey


Mon 5/12/03


Fri 5/23/03


23


5. Maine Site Visit


Mon 4/21/03


Fri 5/30/03
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6. Maine Readiness Assessment Report


Mon 6/2/03


Mon 8/18/03


25


7. New Hampshire Site Visit


Mon 4/21/03


Fri 5/30/03


26


8.  New Hampshire Readiness Assessment Report


Mon 6/2/03


Mon 8/18/03


27


9. New Jersey Site Visit


Mon 4/21/03


Fri 5/30/03
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10. New Jersey Readiness Assessment Report


Mon 6/2/03


Mon 8/18/03
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11. Rhode Island Site Visit


Mon 4/21/03


Fri 5/30/03


30


12. Rhode Island Readiness Assessment Report


Mon 6/2/03


Mon 8/18/03


31


13. Vermont Site Visit


Mon 4/21/03


Fri 5/30/03


32


14. Vermont Readiness Assessment Report


Mon 6/2/03


Mon 8/18/03
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IDTask NameStartFinish

1(0) Project FacilitationFri 11/1/02Fri 4/30/04

2 1. Project KickoffFri 11/1/02Fri 11/1/02

3 2. Establish Project websiteFri 3/28/03Wed 4/9/03

4 3. Maintain / Update Team WebsiteThu 4/10/03Fri 4/30/04

5 Communication among the group and EPAMon 11/11/02Fri 4/30/04

6(1) Memo of UnderstandingFri 11/1/02Fri 12/27/02

7 1. Memo of UnderstandingFri 11/1/02Fri 12/27/02

8(2) Secure FacilitatorMon 12/2/02Fri 3/28/03

9 1. Secure FacilitatorMon 12/2/02Fri 3/28/03

10(3) Project Work PlanFri 3/28/03Fri 11/28/03

11 1. Develop Project Work PlanFri 3/28/03Wed 4/9/03

12 2. Periodic Updates to Project Plan DocumentThu 4/10/03Fri 11/28/03

13(4) Advisory CommitteeFri 11/1/02Fri 4/30/04

14 1. Identify Potential MembersFri 11/1/02Tue 4/15/03

15 2. Develop and Distribute Charter DocumentTue 4/1/03Wed 4/30/03

16 3. Hold Kickoff Conference CallThu 5/1/03Thu 7/17/03

17 4. Facilitate Advisory Committee DiscussionsFri 7/18/03Fri 4/30/04

18(5) State Needs AssessmentMon 3/3/03Mon 8/18/03

19 1. Develop Pre-Visit Initial IT Survey Tue 4/1/03Wed 4/9/03

20 2. Develop laboratory surveyMon 3/3/03Wed 4/9/03

21 3. Distribute laboratory survey to laboratoriesThu 4/10/03Fri 5/9/03

22 4. Collect/compile results from laboratory surveyMon 5/12/03Fri 5/23/03

23 5. Maine Site VisitMon 4/21/03Fri 5/30/03

24 6. Maine Readiness Assessment ReportMon 6/2/03Mon 8/18/03

25 7. New Hampshire Site VisitMon 4/21/03Fri 5/30/03

26 8.  New Hampshire Readiness Assessment ReportMon 6/2/03Mon 8/18/03

27 9. New Jersey Site VisitMon 4/21/03Fri 5/30/03

28 10. New Jersey Readiness Assessment ReportMon 6/2/03Mon 8/18/03

29 11. Rhode Island Site VisitMon 4/21/03Fri 5/30/03

30 12. Rhode Island Readiness Assessment ReportMon 6/2/03Mon 8/18/03

31 13. Vermont Site VisitMon 4/21/03Fri 5/30/03

32 14. Vermont Readiness Assessment ReportMon 6/2/03Mon 8/18/03
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Task Name


Start


Finish


33


(6) Develop Data Standard


Mon 6/16/03


Fri 8/8/03


34


1. Develop/Select Data Standard (Data Element List)


Mon 6/16/03


Fri 8/8/03


35


(7) Develop Data Exchange Format


Mon 8/11/03


Mon 9/29/03


36


1. Develop/Select Data Format (XML Schema)


Mon 8/11/03


Mon 9/29/03


37


(8) FRS for an Internet Form Template


Tue 7/1/03


Wed 12/31/03


38


1. FRS for an Internet Form Template


Tue 7/1/03


Wed 12/31/03


39


(9) Documentation of Business Rules /Best Practice


Fri 8/15/03


Fri 2/27/04


40


1. Laboratory Application / Signature Process


Fri 8/15/03


Fri 2/27/04


41


2. Data Validation Requirements and Preferred Validation Approach


Fri 8/15/03


Fri 2/27/04


42


3. Additional business rules / best practices


Fri 8/15/03


Fri 2/27/04


43


(10) Trading Partner Agreement Template


Fri 8/15/03


Fri 2/27/04


44


1. TPA Template


Fri 8/15/03


Fri 2/27/04


45


2. Enhancement of TPA to Include Facility Participation Package


Fri 8/15/03


Fri 2/27/04


46


(14) Evaluate lessons learned, recommendations


Thu 4/1/04


Fri 4/30/04


47


1. Knowledge Transfer Document


Thu 4/1/04


Fri 4/30/04
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IDTask NameStartFinish

33(6) Develop Data StandardMon 6/16/03Fri 8/8/03

34 1. Develop/Select Data Standard (Data Element List)Mon 6/16/03Fri 8/8/03

35(7) Develop Data Exchange FormatMon 8/11/03Mon 9/29/03

36 1. Develop/Select Data Format (XML Schema)Mon 8/11/03Mon 9/29/03

37(8) FRS for an Internet Form TemplateTue 7/1/03Wed 12/31/03

38 1. FRS for an Internet Form TemplateTue 7/1/03Wed 12/31/03

39(9) Documentation of Business Rules /Best PracticeFri 8/15/03Fri 2/27/04

40 1. Laboratory Application / Signature ProcessFri 8/15/03Fri 2/27/04

41 2. Data Validation Requirements and Preferred Validation ApproachFri 8/15/03Fri 2/27/04

42 3. Additional business rules / best practicesFri 8/15/03Fri 2/27/04

43(10) Trading Partner Agreement TemplateFri 8/15/03Fri 2/27/04

44 1. TPA TemplateFri 8/15/03Fri 2/27/04

45 2. Enhancement of TPA to Include Facility Participation PackageFri 8/15/03Fri 2/27/04

46(14) Evaluate lessons learned, recommendationsThu 4/1/04Fri 4/30/04

47 1. Knowledge Transfer DocumentThu 4/1/04Fri 4/30/04
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3 Project Organization and Responsibility

3.1 Project Members

Project members include representatives from:

1. Maine Department of Human Services

2. New Hampshire Department of Environmental Services (Lead State)

3. New Jersey Department of Environmental Protection

4. Rhode Island Department of Health

5. Vermont Department of Environmental Conservation

6. United States Environmental Protection Agency

7. enfoTech & Consulting Inc. (consultant)

3.2 Project Organization

The Project Organization Structure will have the following layout: 
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Details on project member responsibilities are outlined in the following section.

3.3 Project Member Responsibilities

As joint Project Manager of the Electronic Storage and Sharing of Laboratory Information Challenge Grant Project, Laurie Cullerot will have the following responsibilities:

· Coordination among all Project Members of the Challenge Grant Project

· Point-of-contact with entities external to the Project Team, with an emphasis on other Network Exchange Groups and initiatives such as the Network Steering Board (NSB)

· Definition and clarification of project scope, goals, and success criteria

Tony Jeng will be responsible for contract administration for the entire Project.  He will work closely with the NHDES Project Manager and Douglas Timms (Consultant Project Manager) to ensure that the Project is completed on time, within budget, and that the Project meets the objectives.

Jason Huang will server as a technical advisor and will guide the project team to provide a successful system implementation and ensure that the project utilizes best-of-breed technology.

Douglas Timms will serve as Project Manager and will be responsible ensuring that all project documentation and deliverables are completed on time and with a high level of quality. He will coordinate project resources including the project resources of subcontractors. He will also ensure that project activities are coordinated with other Network workgroups. Mr. Timms will serve as the central point of contact to NHDES on the Project. He will be responsible for submitting Project progress reports. Mr. Douglas Timms will be the main contact for the enfoTech team.

Rob Willis will serve as Project Facilitator. He will ensure that all conference calls and project meetings are properly coordinated. He will be in charge of implementing and maintaining the project website. Mr. Willis will also assist Mr. Timms on the development of certain project documentation. All conference calls and meeting agendas will be drafted by Mr. Willis and finalized by Mr. Timms prior to submitting to NHDES to ensure that all technical aspects of the discussions are included.

James Niu will serve technical supporting roles and will provide technical guidance in the areas of web services, NEIEN security, SOAP, DIME, WSDL, UDDI, and application server platforms. He will provide major input for the development of the business rules, data validation templates, and Internet form template.

Sara Liu will provide XML schema support as well as data mapping support of laboratory and State data flows.

Louis Sweeny will serve as the Network advisor and will provide facilitation guidance and help keep the project team connected to the greater Network activities. He will also review key project documentation and deliverables.

Anna Brooks will be the primary developer of the Trading Partner Agreement template and will assist the States in applying this template. She will also develop the business process-related aspects of the Readiness Assessment Plan for States to become Network ready.

4 Communication Procedures

4.1 Project Management

A monthly project progress report will be sent from Douglas Timms to NHDES that will outline accomplishments made during the previous month and tasks planned for the following month. An example report is included in Appendix A.

4.2 Project Meetings

The meetings will consist of project status conference calls, face-to-face meetings, and advisory committee conference calls. 

4.2.1 Project Status Conference Calls

Biweekly conference calls will be held which include all Project Team members. The main focus of these conference calls will be to provide a status update of activities during the previous two weeks. The call will also be available to provide a short presentation of findings and to resolve any project issues and logistics, such as scheduling of face-to-face meetings.

These conference calls will be facilitated through the use of web conferencing and a conference call phone bridge.

Web Conferencing: All project conference calls will utilize web conferencing capabilities. This will allow all project team members to view presentations as they are being presented. The software package WebDemo has been selected as the web conferencing tool. A standard project website (http://www.enfomeeting.net) has been chosen as the domain for web conferencing for this project. 

Conference Call Bridge: Conference call phone support for all project conference calls will be provided. Freeconference.com has been chosen as the conference call bridge provider. 

Responsibilities: The Project Facilitator will be responsible for working with the Project Manager from NHDES to develop an agenda for each conference call. The Project Facilitator will also be responsible for setting up the web conferencing and phone bridge logistics prior to each conference call. The Project Facilitator will send out the conference call agenda and call logistics one week prior to each call.
4.2.2 Face-to-Face Meetings

On some occasions, face-to-face meetings will be required for presenting major project results, conducting site visits for research, and to prompt team communication. The need to have such meetings will be determined by the Project Manager on an “as needed” basis. An important activity conducted during face-to-face meetings is discussions with other Network groups. Representatives from EPA, the Regions, and the various Exchange Network workgroups will be invited to some face-to-face meetings and given a chance to see the progress that the Challenge Grant Team has made, as well as sharing their own unique experiences.

The Project Facilitator will work with the NHDES Project Manager to develop an agenda and presentation materials for these meetings.

4.3 Project Website

The Team will use a designated space on the official Exchange Network website (www.exchangenetwork.net) for the Challenge Grant Project. This website has both a public and private area. Project participants will be given a username and password to access private areas of the website. Public portions of the website serve the following purposes:

· Presents the project background and mission statement

· Presents the project goals 

· Presents performance measurement guidelines for the project 

· Provides pertinent URL links to related websites

· Lists project participants, including contact information for key project members

· Provides any clippings of the Project in the news, including any press releases by the project team

· Various public project documents

Portions of the website that are accessible only by project participants include:

· Project findings

· Conference call and meeting agendas

· Conference call and meeting minutes

· Certain project deliverables

· Updated project schedule

· Project announcements

5 Quality Assurance Objectives and Procedures

5.1 Performance Measurement

In order for the Project to be a success, it must advance States’ capabilities to participate in the Exchange Network. A successful project will not only provide assistance to its Member States, but to the greater Exchange Network community as well. In order to accomplish this, the project must achieve each of its stated goals, which include:

· Develop and implement a process of electronic data flow directly from laboratories to the State Drinking Water Programs in keeping with the CROMERR with the ultimate goal to expand the process to other regulatory programs

· Provide access to laboratory data to EPA, programs, and the general public via the Network Node in XML format. 

· Actively work with both the partnered state environmental laboratories and a core group of commercial laboratories in the development of the data exchange template

· Ensure that future environmental decisions are made from accurate and consistent laboratory data

· Reduce the reporting burden on the regulated community

Since this project involves an extensive collaboration with several States, EPA Regions, and EPA headquarters, it will only succeed if it receives input from and proves beneficial to each of the various Project Members. This includes States at varying levels of technical and NEIEN readiness. The project goals have been created in such a way as to provide tangible benefit to each of the project members.

5.2 Quality Assurance Procedure

During system implementation , at least a minimum of quality assurance (QA) planning and documentation will be required to ensure the system’s integrity and verify achievement of project goals, based on measures of the target project criteria explained in this document.

Quality Assurance procedures for the Network grant will include:

1. Comply with policies established by the State/EPA Information Management Workgroup (IMWG).

2. Following established IT standard operating procedures for system development at each State.

3. Documenting all development and configuration work including the logic or rationale used in design and testing, and the results of each test.

4. System programming for data exchange must accommodate the use of EPA’s approved data standards, approved by the Environmental Data Standards Council (EDSC). 
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