STATEMENT OF PROJECT OBJECTIVES (SOPO)
Beyond AMI to True Grid Intelligence with Distribution Automation

A. OBJECTIVES 
The Smart Grid Implementation project throughout the AVECC network would increase efficiency, reliability, flexibility, and resiliency of the distribution grid through the implementation of grid-enhancing technologies that prevent faults and system disturbances, allow for the integration of variable renewable energy resources at the distribution level, and facilitate the aggregation and integration of grid-edge devices. A successful project would transition all major downline devices on the AVECC distribution grid to “Smart” grid devices with two-way communications and control capabilities with the intent to improve system reliability and flexibility, provide full grid visibility to operators, implement autonomous controls for rebalancing and natural disaster mitigation and recovery, and reduce consumer energy burden by reducing operating and maintenance costs. SCOPE OF WORK 
B. SCOPE OF WORK
[bookmark: _Int_Ms4efWei]The AVECC Smart Grid Implementation is divided into 5 different device categories (Regulators, Capacitor Panels, Capacitor Banks, Reclosers, and AMI) and the project execution is planned in three project phases: Design, Installation, and Commissioning. Each of the device types has tasks and subtasks that are categorized into the three project phases. The Arkansas Valley Electric Cooperative territory is subdivided into 4 districts, each having their own office with dedicated construction crews and service technicians. In addition to the district divisions, the entire AVECC territory has 36 substations whose control and maintenance are divided between the districts. All AVECC engineering activities are completed from a single engineering department headquartered in the Ozark District but serving all districts. The engineering department resources include engineers, substation technicians, meter technicians, and dedicated SCADA personnel. Each device type being installed as part of the AVECC Smart Grid Deployment project had its tasks subdivided into either districts or substations based on the number of devices, resources required for each device, and device lead times. Each of the devices installed brings their own project deliverables that come together to make the fully developed Smart Grid.
The Design phase for each device type will begin upon receipt of federal funding and will commence until all location analysis, required system studies, and equipment programming has completed. The Installation phase of each device will begin when the design is complete and the equipment has been allocated via workorder to a specific location and will commence until the equipment is physically installed on the distribution grid and functioning as intended. The commissioning phase for each device will begin after the equipment is physically installed and will commence until that piece of smart grid equipment is SCADA connected, communicating autonomously, and can be remote controlled.
C. TASKS TO BE PERFORMED

Task 1.0:  Project Management and Planning
Subtask 1.1 – Project Management Plan (PMP): 
Within 30 days of award, the Recipient shall submit a Project Management Plan (PMP) to the designated Federal Project Officer (FPO).  The Recipient shall not proceed beyond Task 1.0 until the PMP has been accepted by the FPO. 
The PMP shall be revised and resubmitted as often as necessary, during the course of the project, to capture any major/significant changes to the planned approach, budget, key personnel, major resources, etc.   
The Recipient shall manage and direct the project in accordance with the accepted  PMP to meet all technical, schedule and budget objectives and requirements.  The Recipient will coordinate activities to effectively accomplish the work.  The Recipient will ensure that project plans, results, and decisions are appropriately documented, and that project reporting and briefing requirements are satisfied.  
Subtask 1.2:  National Environmental Policy Act (NEPA) Compliance 
As required, the Recipient shall provide the documentation necessary for NEPA compliance.  
Subtask 1.3:  Cybersecurity Plan (CSP)* 

The CSP shall be revised and resubmitted as often as necessary, during the course of the project, to capture any major/significant changes.   
Subtask 1.4:  Continuation Briefing(s):   
The Recipient will brief DOE on roughly an annual basis to explain the plans, progress and results of the technical effort.  The briefing shall also describe performance relative to project success criteria, milestones, and the Go/No-Go Decision point that are documented in the Project Management Plan (PMP).
Task 2.0 - Regulator Implementation
Subtask 2.1 – Regulator Design
The Engineering department will be responsible for regulator design, which will consist of programming a digital panel for controlling each regulator and an RTAC to communicate with each regulator or set of regulators. 
Subtask 2.2 – Regulator Installation
The installation of the panels and RTAC hardware will be completed by the Engineering department. 
Subtask 2.3 – Regulator Commissioning
The engineering department will commission the regulators by connecting the hardware to fiber, assigning IP addresses, and testing SCADA controls and communications. 
Task 3.0 – Capacitor Panel Implementation
Subtask 3.1 – Capacitor Panel Design
Capacitor Panel design will consist of the Engineering department programming a digital panel for control and programming an RTAC for communication. 
Subtask 3.2 – Capacitor Panel Installation
The Engineering department will install the panel and RTAC for the capacitors while a construction crew will connect these controls to the capacitor bank.
Subtask 3.3 – Capacitor Panel Commissioning
The engineering department will commission the capacitor panels by connecting the RTAC to fiber, assigning IP addresses, and testing SCADA controls and communications. 
Task 4.0 – Capacitor Bank Implementation
Subtask 4.1 – Capacitor Bank Design
Design for the capacitor banks will also involve programming a digital panel and RTAC by the engineering department. 
Subtask 4.2 – Capacitor Bank Installation
Capacitor bank installation will consist of the engineering department installing the panel and RTAC in conjunction with a construction crew hanging the new capacitor bank and connecting the controls.
Subtask 4.3 – Capacitor Bank Commissioning
Capacitor bank commissioning will be accomplished by completing the fiber drop, assigning IP addresses and testing the communication and controls through the SCADA software.
Task 5.0 – Recloser Implementation
Subtask 5.1 – Relcoser Design
The design for the reclosers will start with a full coordination study and proceed to the programming of an SEL panel and RTAC. 
Subtask 5.2 – Recloser Installation
The vacuum reclosers will be installed by a construction crew while the engineering department installs the panel and RTAC. 
Subtask 5.3 – Recloser Commissioning
Commissioning will include completing the fiber drop, assigning IP addresses and a full SCADA test.
Task 6.0 – AMI Implementation
	Subtask 6.1 – AMI Design
NRTC will be contracted to complete the design portion of the AMI implementation. This will involve field network design, first article testing, environment setup, and training. 
	Subtask 6.2 – AMI Installation
AVECC personnel will complete the installation phase of the AMI project which will consist of installing Fiber MIniAP devices and all Itron Gen 5 Riva meters.
	Subtask 6.3 – AMI Commissioning
NRTC will complete the commissioning phase to optimize network communications and do a final test of the system.


D. DELIVERABLES 
The Recipient shall include a list of deliverables that will be submitted during the project.  
Subtask 1.1:  Project Management Plan 
Subtask 1.3 – Cybersecurity Plan
Subtask 1.4 – Pre-Continuation Briefing Document(s)
In addition to the deliverables listed above, the Recipient shall submit all periodic, topical, final, and other reports in accordance with the Federal Assistance Reporting Checklist and accompanying instructions.   
E. BRIEFINGS/TECHNICAL PRESENTATIONS 
The Recipient shall prepare, and present periodic briefings, technical presentations and demonstrations as requested by the Federal Project Officer, which may be held at a DOE or the Recipient’s facility, other mutually agreeable location, or via webinar.  Such meetings may include all or a combination of the following: 
Kickoff Briefing - Not more than 30 days after submission of the Project Management Plan, the Recipient shall prepare and present a project summary briefing as part of a Project Kickoff Meeting. 
 
Pre-Continuation Briefing - Not less than 90 days prior to the planned start of a budget period, the Recipient shall brief the DOE on the results to date, and their plans for the subsequent periods of work.  The DOE will consider the information from this briefing, as well as the content of deliverables submitted to date, prior to authorizing continuing the project.
Final Project Briefing - Not less than 30 days prior to the end of the project, the Recipient shall prepare and present a Final Project Briefing on the results and accomplishments of the entire project. 
 
Other Briefings – The Recipient shall prepare and present technical, financial, and/or administrative briefings as requested by the DOE.  Additionally, the DOE may require Recipients to make technical presentations at national and/or industry conferences. 
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