Environmental Performance Measures

May 18 & 19 Workshop Results

The Environmental Performance Measure Process (Three Phases) 

Following is a summary of the entire process for developing and implementing Environmental Performance Measures (EPM), including the Plan, Implementation, and Review Phases. Western-wide Environmental managers and staff have completed the Plan Phase and will work further with other organizations to verify the outcomes of the Plan Phase and work though the Implementation and Review Phases.
Plan Phase

1. Develop Environmental Policy

Western’s Environmental Policy:
Western will conduct its business in an environmentally sound manner, efficiently and effectively complying with the letter, spirit, and intent of applicable environmental statutes, regulations and standards. We believe in protecting and enhancing the environment and that these investments are sound business practices.

Western will use effective planning to eliminate, lessen, or mitigate the environmental impacts of its actions. Western will enhance the environment through cleanups, pollution prevention, and waste minimization.

Environmental protection is everyone’s responsibility.
2. Identify Environmental Aspects/Risks (elements of an organization’s activities, products or services that can interact with the environment—(lifecycle) raw materials to disposal of spent materials and equipment)

Identified aspects/risks (in general order of priority) include:

a) PCB releases

b) EPCRA community right to know violations

c) CERCLA/SARA liability at Western facilities and disposal sites

d) Hazardous waste violations

e) Oil spills

f) Storage tank releases and violations

g) Groundwater pollution

h) Surface water pollution

i) Impacts to cultural and historic resources 

j) Impacts to fish and wildlife habitat

k) Pesticide misuse, drift and contamination

l) Air pollution

m) Ineffective pollution prevention efforts

n) Non-hazardous waste mismanagement

3. Establish Objectives (goals that a company strives to achieve. Objectives arise from the environmental policy, relate to significant aspects, and are quantifiable where practical.)

With the environmental policy and Western’s Strategic Plan in mind, four main objectives were developed:

1.
Protect the Environment

2.
Achieve and Maintain Compliance

3.
Protect the Generation Resource

4.
Use Sound Business Practices

4. Select Indicators and Metrics (quantifiable attributes of a company’s activities that characterizes the potential implications of these activities with respect to its objectives).

Indicators and metrics have been developed. See “Workshop Results” section below. Indicators should be verified to meet the following criteria:

· Clear linkage to Western’s business and environmental goals.

· Usefulness in process improvement and decision-making

· Emphasis on high priority/impact issues

· Relevance to individuals and their work

· Supportiveness of stakeholder communication

· Cost-effectiveness and use of existing data where possible

· Suitability for intra-industry competition

· Consistency across sites and over time

· Quantifiable (if possible)

· Few in number (to be narrowed down as process continues)

· Other?

5. Determine Targets (the level of achievement desired by the company for a specific performance indicator).

Several targets were developed for the various indicators and metrics. These targets will require further refinement.

Implementation Phase

6. Obtain Support from:

· Business units, functional groups, individuals and groups that may be able to affect targets or required to provide data.

· Unions, management, decision makers, committees, advisory groups

· Those whose actions will affect the organization’s ability to achieve performance goals

7. Integrate with Business Processes

a) Identify business processes that benefit from (and provide benefit to) relevant EPM information:

· Strategy formation

· Budgeting

· Accounting

· Purchasing

· Compensation (incentives and rewards)

· Employee evaluation

· Auditing

· Internal and external communication

· Customer relations

· Public relations

· Agency and regulator relations

· Safety

· Information management (Maximo, BIDSS, etc.)

· Reliability

· Equipment maintenance program

b) Establish linkage and obtain further support from affected groups

c) Leverage existing business systems

d) Consider data value and reporting frequency

e) Gradually transition ownership from the environmental group to line organizations as appropriate.

8. Track and Report Performance

· Establish responsibilities for reporting, tracking, followup

· Use actual tracking and reporting of indicators and metrics developed earlier

· Establish reporting timeframe (quarterly, annual, other)

· Distribute results (bulletins, meetings, scorecards, etc.)

9. Improve Performance

· Incorporate minor improvements immediately

· Prioritize larger, capital-intensive projects according to urgency, financial impact, etc.

· Monitor appropriate indicator improvement as projects progress

Review Phase

10. Gather Feedback

· Review process with internal stakeholders (annually?)

· Obtain input from external stakeholders

· Scan for important regulatory, technical, competitive and other changes

11. Review Planning Steps

· Process must evolve

· Question the need for changes by asking:

a) How effective is our reporting of EPM results to internal/external stakeholders?

b) Have we clearly demonstrated the financial impacts of our environmental efforts?

c) Should we begin using EPM results to influence employee compensation?

d) Are any procedural changes necessary to verify data reliability for EPI’s?

e) Who has ownership of the EPM process? Should that ownership be shifted to another organization?

Workshop Results. 

The following summarizes workshop discussions based on the 4 main environmental objectives. Indicators, metrics and targets (in blue print) were selected for further discussion and development by environment and other organizations. Other indicators and notes are included to demonstrate the scope of discussions assist in understanding the process.
Objective #1

Protect the Environment

Focus: Eliminate, Lessen, or Mitigate Adverse Impact of Western’s Activities

· Improve planning/design/construction practices (MDCC meetings, teams, finance, procurement)

· Implement lessons-learned, reviews, and conclusions

· Improve involvement in project planning to include environmental reviews.

· Do mitigation agreements (document)

· Increase environmental involvement in post-award/pre-construction meetings, service contracts, supplies contracts, etc.

· Conduct environmental investigations (e.g., class “c”)

· Increase informal SA section 7 consultation

· Reduce wastes

· Reduce # and severity of spills

· Reduce air pollution

Focus: Enhance the Environment Wherever Consistent With Our Business Practices

· Eliminate SF6 Leaks and other air emissions

· Improve internal and external customers’ knowledge and performance

· IPM—reduce chemical pesticides

· Improve habitat

· WM/PP—reduce waste, recycle, AP—purchase recycled content products

· Eliminate PCBs and other hazards from system

· Cultural resources curation/interpretation

· Enhance landscaping around Western facilities (EO 13148)

· Reduce EMF/educate

· Ensure clean stormwater runoff

· Integrate goals with E2 folks

· Enhance system operation efficiency (e.g., decrease line losses)

· Reduce avian/T-line interactions

	Indicator
	Metric
	Target
	Notes

	SF6 Leaks
	Lbs of SF6 released
	Complete SF6 Management Plan
	

	Training (effectiveness)
	% required training delivered (% employees trained)
	ID training requirements and individuals requiring training
	

	Training (efficiency)
	Hours and $ spent
	
	

	Pesticide use
	Reduction in pounds (lbs.) of active ingredient (AI) applied
	Establish baseline use, ? % reduction over ? years
	Recommendations from Art R. 

	Pesticide use
	Use of less toxic pesticides
	Establish baseline, ? % reduction over ? years
	Recommendations from Art R.

	Pesticide use

Rights-of-way establish low-growing vegetation

Substations 

Reduce runoff from substations and yards which impacts adjacent lands

Reduce Water table contamination

General Pesticides

insecticides, rodenticides, termiticides, avicides, and fungicides (wood preservation
	Use of Integrated Vegetation Management  strategy and/or techniques

Use alternate methods of control  e.g., weed burning, weed steaming, hand-pulling when practical and cost effective (practices are labor intensive). 

Apply herbicides in the fall rather than the spring to minimize runoff impacts. The pro's far outweigh the con's for fall applications versus spring.

Use of traps instead of chemicals.  Reduced use of  AI might work here (see perf measure above table).
	Ultimate Goal (Right-of-way) -  Convert the right-of-way to low-growing plant communities.

Substations/Yards -  minimize off-site runoff

Practices implemented under  90% of  Western's transmission lines. 
	Recommendations from Art R.

	Wastes
	
	
	PP Team to evaluated data quality, improvement opportunities and recommend indicators, metrics, and targets.

	Cultural Resources-National Historic Preservation Act Compliance
	% EISs, EAs and CXs reviewed for compliance
	100%
	

	Eliminate impacts to archeological sites
	Number of archaeological sites affected
	Develop checklist for maintenance and construction to sign off on mitigation measures 

 Zero
	

	Native American Consultation on projects
	% EISs and Eas consulted and documented 
	Develop checklist for tribal consultation which lists tribes, documents calls, letters, and meetings.

100% 
	

	ARPA Training
	# maintenance staff attending
	90%
	

	Coordination with other land management agencies regarding environmental policies (esp. re: maintenance practices)
	# management plans reviewed

# consultations
	
	

	Programmatic Agreements
	% input on project information in annual report
	100%
	

	Cultural Resources Mitigation Monitoring
	% Followup on avoidance measures
	100%
	

	Facility pollution discharge
	Part 1: % facilities evaluated

Part 2: % recommendations implemented
	
	Combine with spill reduction indicator(s)

	Audit Energy Efficiency goals
	
	
	Assign Cathy C. with task of developing metric as appropriate (according to requirements of EO 13123)

	Biological Improvements
	
	
	Assign John B. with task of developing metric as appropriate (avian impacts monitoring and mitigation, etc.)

	Mitigation actions
	# actions that are late
	
	

	Contractor input, MDCC coordination, notification of projects, integration of processes
	
	
	Develop formal processes (with EMS). This item is probably not yet ripe.

	Spills
	# of spills

Types and quantities

Severity (per DOE classification)
	
	

	Following are indicators not selected at this time—retain information for future use:
	
	
	

	Halon and refrigerant leaks
	Unauthorized # Lbs released
	
	

	Hazardous waste disposal
	Pounds
	
	

	Waste recycled (poles, cement)
	Tons
	
	

	PCB Equipment disposal
	# of pieces
	
	Focus on compliance with megarule

	Facilities landscaped
	# new facilities
	
	Low priority

	System Improvements to reduce EMF and improve education
	
	
	Low priority

	System efficiency improvements
	# projects
	1:1
	

	Project Teams (environment, design, construction, maintenance, safety, etc.)
	1 team per project
	100%
	

	Lessons learned reviews and implementation
	#
	
	Part of EMS

	Environmental reviews for maintenance, construction, communications projects
	# of reviews per projects ratio
	1:1
	

	Informal Sect 7 consultations
	# informal/formal
	95%
	


Objective #2

Achieve and Maintain Compliance

· No (reduce) NOV’s

· Conduct internal audits

· No (reduce) findings from internal audits

· Use proactive approach to NOPR’s

· Resolve NOV’s and internal audit findings in a timely manner

· Improve awareness and support

· Define and communicate/train minimum requirements

· Increase current knowledge of Federal, state, local, and tribal requirements and knowledge of inspectors for these entities (and knowledge of their interpretations).

· Formalize processes, procedures and guidance.

· Increase use of multidisciplinary approach for project implementation

· Ensure reporting requirements are met.

	Indicator
	Metric
	Target
	Notes

	Internal compliance audit findings
	# findings/# audits
	Within top 10% of electric utility industry
	

	Notice of Violations (regulatory agencies)
	# NOV/# inspections
	Within top 10% of electric utility industry
	

	NOPR’s
	#?
	
	Need to ID applicable NOPR’s

	Training (effectiveness)
	% required training delivered (% employees trained)
	ID training requirements and individuals requiring training
	

	Training (efficiency)
	Hours and $ spent
	
	

	PD’s reflect Environmental Responsibility
	%
	ID PD’s and respective env. resp. which should be included.
	

	Guidance and Support
	Memos, customer plans & procedures, feedback, 360’s, e-mails, tailgate meetings, PSMM, PSSM, orders, formal training on-on-one mtgs., field trips, phone calls, web page, etc.
	
	Identify and prioritize by region.

Possible topic for Environmental Conference? Nancy will address with planning group.

	Self Assessments
	# completed/3-yr cycle
	15
	

	SA Corrective Actions
	% completed by deadline
	100%
	

	NOV’s and audit findings
	# resolved by deadline
	100%
	

	Internal audits and program development (vendors also)
	# conducted/year/ requirements
	
	1/year—manned

1/3 years—unmanned

prior to use of vendor

	Submittal of required environmental reports
	# submitted by deadline/# required
	100%
	


Objective #3

Protect the Generation Resource

· *Monitor developments of industry (news clipping services, maintain contacts, attend meetings, use resources—liaison office, reliability council, EPRI, Tech groups, etc.)

· *Prepare business case for involvement in pending resource decisions

· *Get power customers on board

· *Frame the argument

· *Participate in decision Venues

· *Be an equal partner with the decision maker

· *Representation in science process

· *Form alliances

· *Be creative

· *Plan for ongoing process without a final outcome

· Partner with decision makers (DOI)

· Raise stakeholder awareness

· Public education

· Look for ways to bring a need to the table (rather than just whining)

· Incorporate life-cycle or other proven/accepted standard

· E-strategies

· Objectively compare hydro impacts to impacts of replacement power

*  Taken from “Resource Protection Performance Measures” paper.

	Indicator
	Metric
	Target
	Notes

	Operating capacity
	Western-wide system operating capacity/5-year (moving?) average (mW)
	# or % increase

?
	

	Energy generated for system
	Western-wide 5-year (moving?) average (mWH)
	# or % increase

?
	

	Comments accommodated in EISs
	
	
	This indicator may be adequately represented in participation indicator (below)

	Western funding of scientific studies
	$/project/project revenue
	1% of total Western from projects at risk
	

	Sect 7 joint consultations
	Score: Yes or No
	Establish baseline

Increase (Western-wide?) average score by 20% per year (based on previous year)

Final target = 1
	

	Participation in NEPA reviews
	Score: where Western is

Joint lead = 6

Cooperating = 3

Coordinating = 1

Nothing = 0
	Establish baseline

Increase average score by 20% per year

Final target = 6
	

	Power Customer Involvement in process
	Score: where customer involvement is:

Extensive = 6

Moderate = 4

Low = 3

None = 0
	Establish baseline

Increase average score by 25% per year


	


Objective #4

Use Sound Business Practices

Focus: Provide Environmental Services Effectively and Efficiently:

· Partner with stakeholders to define quality services

· Understand and integrate environmental activities into work practices and policies of all programs/functions.

· Ensure quality processes are in place, including feedback from customers and process improvement.

· Share best practices/approaches/lessons learned across environment and from other industry groups.

· Demonstrate savings from environmental practices

· Complete environmental work on time and within budget

· Improve planning to assure resources are in place to meet needs.

· Improve staff development.

Focus: Enhance Environmental Awareness and Communication

· Enhance training programs (Western-wide, professional development training of env. Staff)

· Increase (improve) external communication (Closed circuit, newsletters, earthday efforts, etc.)

· Improve coordination among regions and CSO

· Develop functional teams

· Increase distribution of environmental guidance (e-mails, memos, meetings—One-stop shopping)

· Increase cross training (compliance, planning, safety, other)

· Increase detail assignments from other organizations to environment.

· Incorporate prizes for involvement.

· Improve training program—seek feedback, quality improvement

· Formalize best practices—share more

· Use “plain language” for guidance

· Use industry groups (EPRI, WSCC, MAPP)

Focus: Improve Business Systems and Practices

· Continue with EMS improvements

· Identify environmental goals and metrics

· Obtain better awareness of other Western functions (through partnering, other)

· Complete self assessment and corrective action process

· Formalize written procedures (One-stop shopping)

· Increase integration of environment into Maximo and BIDSS

· Increase environmental involvement in cost, schedule and budget activities

· Benchmark successful utility environmental programs

· Formalize the continuous improvement process

· Reduce liability from disposals.

Focus: Partner with Stakeholders

· Improve regulator, maintenance, etc. relationships

· Provide and define environmental services for power customers

· Increase accessibility of environmental staff (web, visibility, who to call)

· Form environmental advisory group per self assessment findings. Involve all functional groups and unions. (External and Internal?)

· Improve communication with external stakeholders

· Tag on to existing partner arrangements

· Improve interactions and visibility with local, community, and national groups

· Partner with other organizations (FWS, etc.) to improve environmental technology (e.g., bird monitors)

· Partner with

· Other Western functional groups

· DOE

· Resource management agencies (BLM, FWS, FS, NPS, etc.)

· EPA and state regulation agencies

· Other regions

· Rate-paying customers

	Indicator
	Metric
	Target
	Notes

	Customer Satisfaction
	Survey score
	Determine Baseline
	

	Self Assessments
	# completed/3-yr cycle
	15
	

	SA Corrective Actions
	% completed by deadline
	100%
	

	Individual Development Plan
	% completion
	100%
	Regional/individual basis

	Training (effectiveness)
	
	
	

	Training (efficiency)
	
	
	

	Web-based Library (policies, procedures, practices, regulations)
	% completion
	Determine total
	

	Repeated Findings (of audits and reviews)
	# per year
	0
	Regional basis

	Gaps analysis (integration of env. Policy, practices, and procedures into other functional groups’ policies, practices, and procedures)
	% Items addressed and closed
	Determine total
	

	Benchmark Study (across similar industry)
	Relative cost

NOV training /yrs. Etc. (depends)
	
	


Action Items/Next Steps

Done


· Cathy will organize information from workshop

· CSO will develop a script for introducing information on performance measure development and implementation. (By June 5)

-Core group will validate information using EPI criteria, verify metrics and targets,  and establish more detailed implementation plans (During July 19 & 20 Environmental  Managers’ Meeting)

-Environment will review and validate performance indicators, metrics and targets with other affected organizations (TBD)

-Environment and other organizations will agree upon indicators, metrics and targets (TBD)

-Environment and other organizations will develop timeline and benchmarks for implementation (TBD)

