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• Webinar is being recorded ‒URL for the recording will be in post-
webinar email and posted at https://bit.ly/AIAQTPwebinars

• Please complete the webinar feedback survey ‒ Link for the feedback 
survey will be in post-webinar email 

• Certificates will be emailed to participants
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Webinar Overview

• This is an introduction to the formal project planning process 
mandated by EPA

• Importance & benefits of the formal planning process in 
environmental data collection projects

• Overview of planning documents which provide organization, 
documentation & understanding of a monitoring project

• Two tribal professionals will be sharing their project planning 
experiences 



Beginning the project

What are we asking about our environment?
“Why are we making measurements or 
observations?”

Plan out who is going to do what, where, when, 
how.

What information your are going to record?

What are we going to do with the information?
Use the data to make a decision even if its going 
to be making more measurements.

Why are we making 
measurements?

Smoke signal guy
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Air Quality Coordinator
Harriet Blackhoop-Cruz



• Radon is a colorless, odorless radioactive gas that is released from 
the natural breakdown of uranium in the soil, rock and to a lesser 
extent, water. 

• It is the second leading cause of lung cancer in the United States, 
responsible for an estimated 21,000 lung cancer deaths a year. 

• The Standing Rock Sioux Reservation is located in the south-
central part of Sioux county that extends into the north-central 
part of South Dakota in Sioux county. 

• This places Standing Rock Sioux Reservation in EPA’s Zone 1 for 
radon. 

Radon Testing Project



 It is the intention of the Standing 
Rock Sioux Tribe to assist any 
residents that are living in homes 
that are found to have unsafe 
radon levels by working with the 
residents and homeowners to 
assist in the remediation of their 
home, and/or to help them find 
funding to cover the cost of 
equipment and labor for 
remediation.

 The Standing Rock Sioux Tribe 
manages activities that promote 
the protection of human health 
and the environment. 

 The inhalation of radon in levels 
greater than 4.0 picocuries per liter 
(pCi/L) over prolonged periods of 
time poses a significant concern to 
human health. 

State the Problem



State the Problem- Continue

 There is concern within our 
community about potential radon 
exposures, and our mission is to 
protect public health and the 
environment in our population.  

 High indoor radon concentrations 
have been found in all areas of the 
country and reducing indoor radon 
concentrations is an established and 
relatively inexpensive method of 
reducing risks of lung cancer. 



• Data will be used for mitigation of homes that tested 4.0 
picocuries per liter (pCi/L) or over for concerns to the human 
health of the tribal members.

• Outreach and services to sources for mitigation of homes 
will be applied through grants, state radon programs and 
homeowners' programs. 

• At the end of radon project, all information, data and 
methods will be applied in a final report and sent to EPA.

Data Decision



Challenges/ Experiences

• EPA STANDARDS AND 
PROTOCOLS

• RESOURCES TO 
DEVELOP PROGRAM

• RULES AND REGULATION 
GUIDELINES

• FINDING THE RIGHT 
RESOURCES

• NETWORKING
• FACE TO FACE 

(PARTNERSHIPS)

CHALLENGES EXPERIENCES
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What are we asking about the environment? 
“Why are we making measurements or observations?”

 The WMAT air quality is often impaired by pollution from 
woodburning, sawmill or prescribe burns and off reservation 
sources. Tribes in such situation may find that one way to 
improve their air quality is to have a regulated air program. 

 The goal of the White Mountain Apache Tribe (WMAT) Air 
Program is to support clean air initiatives at the local level and 
bring awareness to tribal members of the importance of 
maintaining good air quality. 

 Our beautiful Mtn. Baldy elevate at 11,4oo ft is a class 1 area and 
granted special air quality protection under the federal CAA.

 The WMAT air quality standard is 50ug/m3 and is well below the 
EPA standard of 150ug/m3 for PM-10 Its take effort to help everyone 

breathe a little easier. 



Plan out who is going to do what, where, when, how 

and what information are you going to record.

 Phase 1 in this task is to get the flow meter recertified and 
recalibrate the air monitoring instrument. Begin download 
AQ data and data review, load into Tribal Data Toolbox.  And 
then flag the data, validate the data, and create AQS data 
files. 

 Phase 2 into the task is to get Quality Control on the 
performance of the air quality equipment. And then Quality 
Assurance to have other air quality program come in and 
preform and Air Quality audit

 Phase 3 would be to generate a quarterly report and educate 
the general public the importance of clean air quality. 

 By reaching out, networking and asking for assistance you 
can get much done. Individual air quality task works when you plan 

and preform the task to develop an air program.



What are we going to do wit the Information?

 WHITE MOUNTAIN APACHE TRIBE  decision is to gather data to determine compliance with the National 
Ambient Air Quality Standard (NAAQS) which are standards set to protect human health & the 
environment.

 If the air quality exceed the NAAQS, a decision will be made to make more measurements to determine the 
source of high pollution concentration. 

 Air Quality data is used to calculate the air quality index to generate health advisories to educate tribal 
members. If the air quality gets bad, a health warning will be announced on our local radio station



What Challenges or Barrier did you Encounter While 

Planning Your Project?

 At the beginning I had no idea how to plan the project. I had to set a milestone and figure how to how to 
begin.

 Working solo you've got to figure out everything, write plenty of SOP’s and reach out for help. Thanks to 
ITEP training, workshops, conferences, and networking. I began to have a vision and setting goals. 

 Effective Communication with vendors, networking with the right peoples, having the right mind set like 
“there always someone who already did the work, don’t reinvent the wheel”. 

 My point of view is you can’t be passive, speak your mind on what your trying to accomplish, Believe in 
yourself is extremely important for a successful air quality program. 



Polling Questions
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Introduction to Formal Planning

• The Environmental Protection Agency (EPA) policy requires systematic 
planning for all Agency-funded data collection projects  
• Planning helps eliminate approaches that do not work well to reduce 

the cost of lost time and rework, but also increases efficiency and 
early detection of problems

• All successful projects include a planned data collection process that is 
conducted following an organization’s Quality System. 

What is a Quality System?

Smoke signal!!



What is a Quality System?

• A Quality System is the means by which 
an organization ensures the quality of 
the data it provides.

• This management system controls 
technical, administrative, and human 
factors that affect data quality. 

• EPA’s Quality System consists of three 
levels: a Policy Level, a Program Level, 
and a Project Level. 



A Quality System

Smoke signal!!

We will focus on the planning components which prepare data collection 
projects to ensure that project objectives are achieved.

Begins with 
Systematic 
Planning

Systematic Planning???



Systematic Planning & Scientific

Method

• Systematic planning is a 
planning process based on the 
widely-accepted “scientific 
method” 

• The scientific method is a series 
of steps for experimentation 
that is used to explore 
observations and answer 
questions.



EPA Systematic Planning

• EPA’s formal planning process
• Elements of Systematic Planning

• Identifies project team (oversight) 
and the problem to be 
investigated or decision to be 
made 

• Defines the project’s objectives, 
the type, quantity and quality of 
data needed

• Defines quality assurance/quality 
control activities

• Documents!! 
Source: Guidance on Systematic Planning Using the Data Quality Objectives Process EPA QA/G-4



EPA Data Quality Objective Process

• The Data Quality Objectives (DQO) Process is 
the most commonly-used (EPA 
recommended) application of systematic 
planning. 
• DQO Process applies systematic planning 

to develop performance and acceptance 
criteria (or data quality objectives) for 
collecting environmental data to support 
project goals.

• Formal way of ensuring the Quality of Data 
used to support a project decision.



Systematic Planning Using 
the Data Quality Objectives 
Process

 Activities performed within the 
Systematic Planning process occur 
within the DQO Process 

 Systematic planning is the 
framework for DQO process
 An essential component of a 

Quality System/Project 
Management

Systematic Planning Data Quality Objective Process



Data Quality Objectives

 The DQO Process is a series 
of 7 logical steps that guide 
project planning

 Identify data objectives for 
monitoring project
 Ex. Determine compliance 

with National Ambient Air 
Quality Standards 

• DQO Process is used to 
define criteria that will 
be used to design your 
data collection project 

• The outputs of the 
DQO Process are then 
used to develop 
planning documents & 
data quality 
assessments 

• i.e. Quality Assurance 
Project Plans 



Data Quality Objectives (7 Steps)

 State problem
 Define why monitoring is 

needed
 Create team and purpose

 Identify Goal of Study
 Identify decision
 What decision will be made 

with data?



Data Quality Objectives (Cont.)

 Identify Information Inputs
 What data is necessary to 

make decisions?

 Define boundaries
 What are the study area 

boundaries?

 Define a sampling unit 



Data Quality Objectives (Cont.)

 Develop decision rule
 What conditions will require action 

(action level)?

 Specify decision error limits
 Identify allowable measurement 

uncertainty in making a decision 
error

 Measurement performance criteria 
(imprecision, bias, detection limits, 
etc.)



Data Quality Objectives (Cont.)

 Optimize monitoring design
 Develop QMP/QA Project Plans for obtaining data



(Diagram courtesy of U.S. Department of Energy – DQO homepage)

 DQO Process can be repeated 
through the Project Life Cycle as 
more information on the problem is 
obtained.

Primary decision, intermediate decision, advanced decision 



Benefits of the Data Quality 

Objectives Process

 The structured format facilitates: good communication, documentation 
& data collection design

 Makes data collection operations more resource-effective.

 Helps to focus projects by clarifying vague objectives 

 Allows data users and technical experts to participate collectively in 
planning

 Defines performance requirements appropriate for the intended use of 
the data



Alternative Planning Process

Plan-Do-Check-Act Model

 If a program’s quality guidance does not exist, then the program can develop or 
adopt its own quality procedures. 

 May employ the “Plan-Do-Check-Act (P-D-C-A)” quality model. 

 The P-D-C-A model includes the following steps:
 Plan: Establish the objectives and processes necessary to deliver results 

 Do: Implement the process on program specific activities

 Check: Monitor and measure processes, products and services against              
policies, objectives and requirements

 Act: Take action to continually improve process performance.



Polling Questions



Quality Assurance Project Plans 

Quality Management Plans

 EPA policy requires all 
organizations funded by EPA 
develop quality management 
plans (QMPs) and quality 
assurance project plans (QAPPs). 

 The QAPP/QMP is not just a 
checkbox for EPA but a tool that 
should be used to plan your 
project and document your 
findings. 

 QMP/QAPPs are the output of 
systematic planning



Quality Management Plan

 The QMP describes the Quality System in terms of the organizational structure, 
functional responsibilities of management and staff, lines of authority, for planning, 
implementing, and assessing project activities

Organizational 
Chart



Quality Assurance Project Plans

 The QAPP is a critical planning document for any 
environmental monitoring project.

 A QAPP is divided into four basic groups divided into 24 
elements documenting: 

 Project management (oversight) 

 Data generation, acquisition and validation (quality 
assurance/quality control (QA/QC) procedures) 

 Standard Operating Procedures (SOPs)

 Improves communication and ensures the quality of data 
satisfies performance criteria set forth in the Data Quality 
Objectives. 

A QMP describes the Quality System 
whereas QAPP describes QA/QC 
procedures & activities 



QAPP/QMP and the Graded Approach

Category 1 = All 24 Elements

Category 2 = Only 16 Elements

Category 3 = Only 16 Elements

Category 4 = Only 6 Elements

 EPA proposes a graded approach for 
the development of QAPPs and 
QMPs

 The term “graded approach” refers 
to the level of detail of QA/QC 
activities based on the project’s 
application



QAPP/QMP and the Graded Approach



QAPP/QMP and the Graded Approach

 Tribes may tailor their QMP/QAPP specifications to their own monitoring project 
applications to better fit their specific needs. 

Indoor Air Quality Monitoring Projects 
may implement the graded approach
Be sure to consult with QA Officer



Level of Data Quality Assurance & Documentation for Various 
Project Purposes

The Darker the shading, the more rigorous the quality assurance level of detail

Not all QA elements will pertain to every project. In addition, the extent or level of detail written in the QAPP for each element will depend 
on the type of project, the data to be obtained, the decisions to be made, and the consequences of potential decision errors.



Determine Your Air Monitoring Project Application to Meet 
Your Project Objectives

 Below are example applications of a monitoring project using low cost sensors 

“Why are we making 
measurements or 
observations?”

Most Important Question???



EPA Agency-wide Quality System Guidance Documents
Can Be Found On The EPA Website 
https://www.epa.gov/quality/agency-wide-quality-system-documents

https://www3.epa.gov/ttn/amtic/qalist.html

https://www.epa.gov/quality/agency-wide-quality-system-documents
https://www3.epa.gov/ttn/amtic/qalist.html


Notice for Consultation on the Update of the U.S. EPA Quality 
System Policy & Procedure



Resources

EPA Websites:
• EPA’s Managing the Quality of Environmental Data website
• EPA Regional QA Manager Contact Information 

Online Courses:
• Quality Assurance 

Fundamentals
• Writing Quality Assurance Plans
• Radon Fundamentals
• Writing a QAPP (video series)

Tribal Air Monitoring Support 
Center Resources:
• TAMS Guidance on 

Developing Tribal Air Quality 
Programs

• Professional Assistance

https://www.epa.gov/quality
https://www.epa.gov/quality/forms/contact-us-about-managing-quality-environmental-information
https://itep.scholarlms.com/catalog/index.php?route=product/product&path=20&product_id=42
https://itep.scholarlms.com/catalog/index.php?route=product/product&path=20&product_id=92
https://itep.scholarlms.com/catalog/index.php?route=product/product&path=20&product_id=52
https://mediaspace.nau.edu/channel/Writing%2Ba%2BQAPP/82283612
http://www7.nau.edu/itep/main/tams/docs/about/Technical%20Guidance%20for%20the%20Development%20of%20Tribal%20Air%20Monitoring%20Programs%2004FEB20.pdf
http://www7.nau.edu/itep/main/tams/Services/ProAsst


Thank you for joining todays webinar!
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