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Maui County Department of Water Supply 
(MDWS) Water Quality Lab Introduction

 Overview
 Small Lab – 10 FTEs
 3/31/2008 - NELAP Accredited (Chem DW)
 2008 - Compliant with 2003 NELAC Std
 2010 - NELAP Accredited (Chem and Micro DW) 
 2011 - Compliant with 2009 TNI Standard
 Effective Compliance Indicators

 July 13-14, 2016 – Last NELAP OSA – By Oregon 
Assessor’s Closing Conference
 No Findings
 2 Recommendations
 Best Small Lab
 Top 5% (Small and Large Labs)
 Proficient Analysts
 Best SOPs/Checklists
 Binders – So well organized documentation
 Good Document Control
 Good systems in place
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Maui County Department of Water Supply 
(MDWS) Water Quality Lab Introduction

 Overview (Cont.)
 Effective Compliance Indicators (Continued)

 July 11-12, 2016 – FSMO Accredited – Last 2014 FSMO 
OSA By L-A-B
 Assessors Closing Conference

 Good Assessment
 3 Simple Findings

 Findings Easily Fixed
 Good Record Keeping

 Good Thing, not an Easy Thing To Do
 Award

 County of Maui Departmental Team of the Year
 10/14/2008
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Overview of Maui County 
Department of Water Supply

 Water System
 154,000 people served
 12 separate water systems: Molokai (3), Maui (9)
 Priorities: water quantity, water quality, productivity

 Water Department
 220 professional and support staff
 Four membrane and two conventional SWTPs

 Laboratory and Sampling
 10 FTEs
 GFAA, TOC, Colorimetric/HACH, IC, pH, Cl2, Turbidity
 $200,000 per year in outsourced analytical costs
 13,171 Samples Tested In-house
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MDWS DOH Microbiology 
Certification 

 DOH Micro Certification History
 09/10/1991 to PRESENT
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Objectives
 Why Maui, a Small Lab, Applied for NELAP Accreditation 

in 2007
 Level of Effort/Challenges During Initial Implementation
 Tools Used to Minimize Challenges
 Changes in Approach after Initial Implementation
 Consistent Implementation with the Standards
 Effective Compliance
 Monitor Compliance
 Share with other Small Labs the Benefits of NELAP 

Accreditation
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Maui’s Needs – 3 Stakeholders
And Project Approach; 9/2006 -2/2007

 Management
 Maximize productivity with limited staff (10 FTES)

 Expand Chemistry Testing Capabilities

 Lab
 Heighten customer service and response time
 Improve Competence and Lab Credibility by State Lab 

Certification

 Analyst
 Increase knowledge and control of quality systems by 

Demonstration of Capability, Trainings and Lab Certification
 Hire EEA to assist lab to meet needs, develop methods, and 

implement Project Plan
 Apply for State Chemistry Certification
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Implementation Schedule: For Chemistry 
DOH Certification (09/07/2006 – 02/2007)
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Goals S O N D J F M A M J J

1 Maui to authorize project budget (rev 9/7/06)

2 Analysts Training (Furnace and AA- Pb, Cu, Mg, K, Turbidity, 
pH, alkalinity, conductivity)

3 Draft QA/QC summaries, Sample Sequence for other methods

4 Onsite Visit  GFAA (2 days); Others (1 day); Field Collection

5* EEA submit to Maui the Draft of the *QA Plan and Draft SOPs

6 Practice MDL/DOC 2006

7 Onsite QA Plan training/ SOP Training
Finalize Training Records

8 Review Raw Data IDC/ Implement Corrective Action if Needed

9 Maui to review Draft QA plan and SOPs

10 Complete analysts IDC/MDL/Internal QC/PT

11 Perform  2007 MDL/DOC

12 Finalize QA Plan and SOPs

13 Internal PT

14 Perform external PT

15 Send Application for Certification and DOH

16 DOH Audit

17 Submit Corrective Action report to DOH audit findings

*QA Manual NELAC Template



GFAA Training
10/2006
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Monitoring Progress
01/2007
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“You want me 
to do WHAT?!”



MDWS NELAP Certification History
Event 2006 2007 2008 2009 2010 2011 2012 2013 2014 2015 2016

1 Expand Chem Capabilities for DOH 
Certification Application 9/2006 – 8/2007

2
Applied for Initial NELAP-CA 
Accreditation (Chemistry) – State 
will recognize NELAP

9/2007 – (3/31/2008 
OSA)

(5 months prep)
3 Initial Accreditation - CA NELAP 3/31/2008 - 3/2009

4 DOH Chemistry state certification-
(Recognizing NELAP Accreditation) 6/3/2008 - 3/31/2009 ------------- ------------- ------------- ------------- ------------- ------------- Present

5 Renewal of NELAP Chemistry - CA 4/2009 - 3/2010

6 Renewal of CA NELAP Chemistry 
and added Microbiology 4/2010 - 4/2011

7 Oregon (P) NELAP Lab 
Accreditation

2012 -----------------------------------------------------Present
7/2016 Last OSA

8 Applied FSMO NEFAP 
Accreditation

5/2014  -
7/2014 
(OSA) 

(3 months) 
prep

9 Initial FSMO Accreditation 9/2014  -
10/2014 

10 FSMO Accreditation by L-A-B (AB) 2014 -------------------------Present
7/2016 Last OSA
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Challenges
 Key Executive Management Support
 Staff Turnover – New Hires
 Buy In

 Management and
 Staff

 Limited Resources
 Management of Documentation

 Extra QCs
 MDLs
 DOCs
 2nd PTs
 Data Integrity
 Error Corrections

 Trainings Start Up – Overwhelming
 From zero DOH to NELAP certification
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Tools and Templates
 TNI Technical Assistance Committee and Small Labs Advocacy 

Group 
 QM Template
 Guidance for Small Labs Handbook
 TNI Training Programs

 Online
 Webinars
 Webcasts

 TNI Expert Committees
 TNI Updates and Implementation

 TNI Standards and SIRs
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Tools and Templates (Cont.)
 PT Vendor

 PT electronic data entry
 PT Performance

 State’s and AB’s Website
 Accreditation Process
 Method Checklists
 DI/Ethics Trainings

 EPA
 Website
 CFR Regulations
 EPA DW Manual
 EPA Methods for DW
 Ethics/DIP Reports
 Approved SM References for DW
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Example 
COC
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Example 
COC (cont.)
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Example 
Benchsheet
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Example Benchsheet (Cont.)
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Example Benchsheet (Cont.)
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Traceability
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Monitoring Compliance for Consistent Implementation: TNI 
Management and Technical Standards

 Ongoing Review and Findings
 Annual Management Review (AMR)

 Internal Audits
 Data Package Reviews
 SOPs Review and Revisions
 QM Review and Revisions
 Training Records
 Competency Trainings

 QAO and Technical Director - QM
 QM and SOPs – Upcoming TNI Standards for Lab and FSMO
 Ethics/Data Integrity Program
 Manual Integration
 Regulatory Trainings 

 Prevention of “NOVs”
 CFR 141 – SDWA
 EPA Manual 5th Ed – Drinking Water
 RTCR
 UCMR4
 LT2
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Assist in the Root Cause Analysis and 
Corrective Action Implementation



Implementation Changes  Efficient Operations
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Before Initial NELAP Accreditation After NELAP Initial Accreditation
Analysts/Technicians are also samplers No Change
Analysts are assigned multi-methods No Change
Minimum/per Method ≥ 2 Analysts No Change
Analyst to Keep Track of Assigned
Instruments

No Change

QA Officer Tracks Analysts’ MDL/DOC No Change
Analyst MDLs and DOCs MDL/DOCs are run at the same 

schedule
Training for Traceability
Level 4 Data Package, MDL, IDOC, for 
each Analyst 

MDL/DOC Summaries Only

Trainings NELAP Trainings NELAP and FSMO
Teamwork Competency Increased – Teamwork

Stronger



Benefits of Obtaining NELAP 
Accreditation

 Improved Data Quality
 Improved Lab Quality Practices
 Improved Documentation and Traceability
 Approved 

 Vendors
 Subcontractor
 PT Provider

 Calibration and Maintenance
 Increased PT Requirements (2x per year)
 Control of Nonconforming work

 Demonstrated Competency
 ISO 17025 Stds – General Requirements for Testing Labs
 Lab Org Charts
 Analysts IDOCs/MDLs
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Benefits of Obtaining NELAP 
Accreditation (Cont.)

 Generate Lab Data of Known and Documented Quality
 At All Times

 Routinely
 Consistently

 Increased Confidence that Data is True and Authentic
 Reliable, Legally Defensible Data
 Data Integrity Program
 Prevention/Potential Occurrence of Fraud
 Inappropriate Practices

 TNI-AB Oversight
 OSA – every 2 years
 2 PT Studies per year

 Formal Reciprocity/States Recognition
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MDWS Benefits
 Productivity
Getting more without adding staff or 

instrument cost

 Ownership
Developing a structured and sustainable 

quality system and culture

 Compliance
Gaining greater control of quality 

management at a lower overall cost
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QUESTIONS?

Nilda Cox
Eurofins Eaton Analytical

NildaCox@eurofinsus.com
626-386-1170

Cari Sumabat
Maui County Department of Water Supply 

Water Quality Lab
Cari.Sumabat@co.maui.hi.us

808-270-7344


