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() ENERGY NORTHWEST

Mission Statement

Providing our public power members and regional customers
with safe, reliable, cost-effective, responsible power generation
and innovative energy and business solutions.

Vision Statement

Leading the clean energy transformation for
the regional public power community.

Columbia Vision

Sustained nuclear excellence
reflected by performance in the top quartile.

Energy Services and Development Vision

The leader in providing diverse services and clean energy solutions
that offer our regional customers best value while
achieving sustained growth and excellence.
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Foreword

The Excellence Model Handbook is for your use as a guide to ensure sustained high performance across the
agency. While originally developed to foster broad and immediate improvement in our nuclear plant operations,
the precepts presented here are timeless truths applicable to all departments and employees at every level across
Energy Northwest. The handbook incorporates our own and industry experience to make it a useful tool and daily
reference for new and longtime employees. Like all reference material, its value is enhanced when its governing

principles are applied each and every day.

Our recent successes - including the growth in the ways we fulfill our mission to the region, our emergence as a
leader in new nuclear development, and Columbia’s rise to become an industry top performer - were due in large
part to your dedicated adherence to individual excellence as outlined in the Excellence Model. We must be wary of
complacency. The daily engagement you have with your co-workers will either miss, meet or exceed our standards and
performance expectations. These interactions provide you with real-time opportunities to reinforce the principles,
or conversely, to permit backsliding to less than excellent behaviors and standards. It is your choice - and a choice
you make many times every day. Each of these opportunities represents a crossroads of sorts - you will either move
us toward excellence or away from it. There is no stagnation, only a self-imposed drive to continuously improve.
We expect that everyone, leadership included, will drive for excellence every minute of every day, always looking to
make something in ourselves or something we do better in some way. This is how we ensure that Energy Northwest
continues to be a leader in clean energy. It is not always easy, but it is certainly rewarding and meaningful work.

For agency leaders, this handbook gives you the tools to lead your workers effectively in a time-tested and proven
manner. Becoming familiar with this book and its principles will aide you in providing the right coaching at the right

time to sustain excellent performance, while also driving for achievement of our agencywide vision.

Please keep these thoughts and practices in mind each day as you fulfill your individual and collective goal of

sustaining excellence and pursuing our vision of a clean energy future.

January 2022
Bob Schuetz <\ Grover Hettel - Scott Vance
Chief Executive O Chief Nuclear Officer Vice President for Corporate

Governance & General Counsel

Cristina Reyff Greg Cullen Steve Lorence Dave Brown
Vice President f Vice President for Energy General Manager for Site Vice President
Corporate Finance & Services & Development Corporate Support Services

Chief Financial Officer




Core Values

Safety First

A strong safety culture permeates the organization - every employee takes personal responsibility and demonstrates
commitment to nuclear, industrial, radiological and environmental safety.

Employees operate every day without incurring an industrial accident (ACCIDENT FREE); minimize their daily
exposure and work contamination free while operating in radiological areas (CONTROL DOSE); coach others when
they are observed engaged in “at-risk” behavior; and bring nuclear, industrial, radiological, environmental safety or

quality concerns to management, the Employee Concerns Program or the Nuclear Regulatory Commission.

Pride in Al We Do

We work hard every day for excellent results and are proud of our efforts and performance as individuals and as an
agency. When we fall short of our goals, we hold our heads high and ensure we learn from our mistakes. We earn
trust through high integrity and strong moral principles, by doing what we say we will do and ensuring our actions
and words are consistent, honest and ethical. We help each other succeed through collaboration, mutual respect

and trust.

Employees seek out differing perspectives and demonstrate they value what others have to offer; meet their
commitment to quality and schedule (PREDICTABLE); effectively coach, mentor and provide assistance to team
members; address others with respect and professional courtesy in person and when they are not present; resolve
conflicts promptly and respectfully; are considerate and sensitive to other’s self-esteem and well-being; actively
listen to others; communicate actions with reason “why” and tests for understanding; share appropriate information
important for other situational awareness, well-being and success; and demonstrate commitment to the success

of the team.

Service to Others

Energy Northwest exists for the benefit of our member utilities. We take ownership and personal responsibility for
both individual and team actions. Employees demonstrate ownership of assigned issues, actions and commitments,
driving those items to resolution by an agreed upon time; perform in a manner that does not cause or contribute
to an operational event (EVENT-FREE); and enthusiastically acquire and apply their knowledge and experience in
the workplace (ATTEND TRAINING). Employees look for opportunities to serve and assist each other and improve
our performance for the benefit of our members. Managers and supervisors take accountability not only for their
own issues, actions and commitments, but also those of their work group; own decisions made by others in their
organization; acknowledge performance gaps and failures to meet individual and/or department commitments (e.g.,
no late or improperly closed corrective action assignments), and take action to resolve them; work to CONTROL
COSTS and MEET COMMITMENTS.
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Excellence in Performance

Relentless pursuit of the highest performance expectations through continuous improvement and zero tolerance

for deviation from standards, and a dedication to fostering an event-free environment of teamwork.

Employees establish high performance standards for self and others; complete their assignments with no
deficiencies that require correction (NO REWORK); are knowledgeable of and drive toward the highest industry/
professional standards; value ideas, suggestions and feedback from others; effectively uses learning organization
tools as appropriate (e.g., benchmarking, self-assessment, operating experience and corrective action program), and
excellence plans to identify gaps and correct issues; actively model, monitor and reinforce department expectations
and human performance tool usage when appropriate; engage in, support and reinforce behaviors that promote
excellence; drive continuous improvement including proactively adjusting processes and procedures to mitigate risk;
actively monitor for declines in performance and act with urgency to arrest declines when detected; create a climate
for achieving future results; and demonstrate collective ownership for station and agency-wide effectiveness and

performance.

Leadership at All Levels

Organizational excellence is the result of sound individual leaders, a strong leadership team and an effective
management model. Every employee plays a role in setting the direction of their workgroup, maximizing competency
and proficiency, engaging with other workgroups, successfully managing risk and helping to ensure sustainable
excellent performance.

The most important role of leadership is ensuring the right workforce coaching and engagement, both up and down
the chain of command and horizontally across work groups. To that end, every employee is a leader and is expected
to play arole in continuous improvement, making every day, every task, every assignment better than the one before.
Dedication to personal excellence and excellent performance of their workgroup will help to build and sustain the
organizational trust necessary for long term success. All employees must not only feel free, but continuously be
encouraged, to lean forward and exert the influence necessary to achieve sustainable results.




The Excellence Model

The Excellence Model is a model for changing and sustaining workforce behaviors. It is a union of management
structure, procedures and processes that result in excellence, which is measured by continuous performance
improvement. It builds on proven industry principles to form a solid basis for long-lasting and effective performance.

The model’s visual appearance includes four interdependent tiers that build on the preceding tiers’ strengths. Its
foundation is based on four principles.

The model is a proven blueprint to pursue performance excellence opportunities and realize sustainable results.

Although the concepts within Chapter 2 are applicable agencywide, Chapter 3 has been created as a supplement to
provide specific agency oversight and business operations examples for broader adoption of the Excellence Model.
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- CHAPTER 1 -
The Excellence Model's Principles

Four principles are key to establishing and maintaining a workplace environment that leads to and sustains desired
behaviors. These are selecting and retaining the right people; communicating and reinforcing the right picture; verifying

the right implementation of the right processes; and providing the right workforce coaching and engagement.

The Institute of Nuclear Power Operations 19-003, “Staying on Top,” and leadership and teamwork effectiveness
attributes described in Chapter 6 directly support these principles and, when exercised effectively by leaders, ensure
essential outcomes that lead to sustained organizational effectiveness.

The Right People

Selecting and retaining the right people ensures each employee has the right skills, knowledge and required attitudes
for their job. It also builds appreciation for workforce diversity. Energy Northwest places the right people in the right

jobs by employing these elements:

« Behavior- and technical-based selection process.

« Comprehensive leadership continuity and succession planning.
« Initial and continual individual development.

+ Periodic evaluation and feedback.

The Right Picture

Communicating and reinforcing the right picture aligns and engages all employees with agency standards and goals.
It involves team and individual goals that align with the model’s structured and multi-tiered meetings. The right
picture is achieved by doing the following:

« Clearly and credibly communicate the right expectations.

» Model the right behaviors.

« Understand and demonstrate the right performance.

« Understand and align with the right vision, goals, strategy and plan.
« Demonstrate the right passion.

» Provide timely and effective performance feedback.




The Right Process

The right processes lead to improved performance and ensure processes are effective and efficient. Achieving the

right processes lowers agency costs and increases productivity. The right processes are achieved when individuals

adhere to the following:

Use procedures that are technically accurate, easily understood and consistently applied.
Use processes as “the way we do business.”

Enable, through technology, efficient processes that meet the user’s and performance needs.
Support workflow design effectively.

The Right Coaching

Ensuring the right workforce coaching and engagement is the most important role of leadership, and involves

providing individuals positive and constructive guidance needed for performance improvement. Leading by example

and providing anecdotes are effective coaching methods. Positive reinforcement of desired behaviors is the best way

to ensure those behaviors are repeated. Performance measures, the performance appraisal process, ACEMAN and

trend data provide early indication of performance results. These elements are also cues for supervisory oversight

and involvement. The following actions ensure the right coaching and engagement are achieved:

8

Communicate respectfully, clearly and credibly.

Apply effective oversight.

Conduct effective field observations.

Use Energy Northwest’s recognition system in accordance with its goals and values.
Engage the workforce - “What's in it for me?”
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- CHAPTER 2 -
Energy Northwest Excellence

Energy Northwest Excellence
Safe, Reliable, Predictable

The Excellence Model shows if each individual exhibits the model’s attributes through their behaviors, the agency
will have strong pillars of excellence and, in turn, achieve excellence. Attributes and corresponding behaviors
indicative of agency excellence are:

Attributes Behaviors

Safe » Do what is right.

Predictable « Do what we say we will do, when we say we will do it.
» Find our problems before others do.

Reliable e Focus on long-term success.
« Prevent, not react.

Pillars of Excellence - Nuclear

The four pillars of excellence are: Organizational Excellence, Operational Excellence, Training/Business Excellence and
Equipment Excellence. Each is based on industry performance objectives to ensure safe, reliable power operation. Their
definitions, attributes and behaviors examples follow. Chapter 3 provides additional details on Business Excellence.

S D
Organizational Operational Training/Business
Excellence Excellence Excellence ellenc
Effective Leaders Safety Effective Zero Tolerance
Predictable Configuration Control Accountable Reliable
Accountable Teamwork Model Predictable
Learning Organization Customer Satisfaction Pride
Teamwork Teamwork Teamwork
%\ r, \




Organizational Excellence

Effective Leaders, Predictable, Accountable, Learning Organization and Teamwork form the foundation for nuclear
safety, which embodies conservative values, behaviors and high standards. These attributes foster safe, reliable
operation through the strategic use of error-prevention tools, leadership development, performance monitoring

and safe work practices. Leader and workforce behaviors reflect these characteristics.

The following attributes and behaviors embody Organizational Excellence:

Attributes ‘ Behaviors

Effective Leaders « Everyoneis a leader.
« Communicate a clear and compelling vision and strategy.
 Build and sustain trust.
» Coach and foster accountability.

Predictable « Do what we say we will do, when we say we will do it.
« Follow human performance principles of excellence.

Accountable » Hold ourselves to the highest industry standards.
« Beour own toughest critic.

Learning Organization » Know our roles.
» Develop others and ourselves.
» Improve from the experience of others and ourselves.

Teamwork »  Work to resolve our problems, regardless of who owns them.
« Communicate what is needed and when it is required.
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Operational Excellence

Operational Excellence is the combination of activities, decision-making and organizational alignment that ensures
safe, reliable plant operation. High standards, operational risk and probabilistic safety assessments are strategically
applied to prioritize work on plant equipment and control room deficiencies. A team approach is modeled throughout
the organization to protect workers and plant equipment.

The following attributes explain Operational Excellence:

Attributes Behaviors

Safety » Make operational decisions based on safety as our highest priority.

» Make risk-informed decisions.

» Use procedures that are technically accurate, easily understood and
consistently applied.

» Eliminate workarounds and operator challenges.

Configuration Control « Link all work activities to improving plant performance.
« Understand and operate facilities and equipment within design basis.

Teamwork » Do theright thing voluntarily.
« Operate seamlessly across organizational lines.




Training Excellence

Training Excellence, which includes Effective, Accountable, Model and Teamwork, is the collaborative engagement of
line and training organizations that produces a capable workforce to support and improve plant performance. High
standards among leaders, training programs and training representatives ensure initial and continuing training are
performance-based. Excellence includes a well-developed training conscience - the personal obligation of training
professionals to support the administration and maintenance of high-quality training programs to ensure safe and
reliable plant operations. Business Excellence attributes are included in Chapter 3.

The following attributes reflect Training Excellence:

Attributes Behaviors

Effective » Integrate training into the core business as a means to improve plant and
human performance.

«  Apply the systematic approach to training (SAT) process for
performance improvement.

Accountable « Attend training as scheduled.
» Actively participate in training.

Model » Conduct training consistent with plant standards.

Teamwork » Demonstrate strong line-management ownership of training programs.
» Routinely assign top performers to training.

» Provide effective observation of training and use feedback effectively.
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Equipment Excellence

Equipment Excellence is the achievement of sustained, high-performing plant equipment. An integrated and
strategic framework of high standards, predictive and preventative maintenance, and equipment and resource
management is used to ensure long-term equipment reliability.

The following attributes embody Equipment Excellence:

Zero Tolerance « Demonstrate a consistent intolerance for unanticipated critical
equipment failures.
« Aggressively resolve long-standing or repetitive equipment problems,
especially operator workarounds.
« Manage backlogs to eliminate old equipment issues.
« Eliminate single-failure vulnerabilities.

Reliable « Emphasize preventive and predictive maintenance as
long-term strategies.
» View work management as a sitewide process to improve
equipment reliability.
« Use operating experience and benchmarking as a key part of the
overall strategy.

Predictable » Make critical safety and reliability systems a primary organizational
focus.

« Understand the risks associated with plant conditions, including
those of degraded or out of service redundant equipment. Implement
compensatory and interim actions as appropriate.

Pride » Focus on work quality by doing the job right the first time.

« Focus on maintaining and fixing existing plant equipment over

replacing via design changes.

Teamwork  Prioritize equipment issues and assign accountability.
« Communicate equipment problems and trends.

« Select proper outage scope and online work windows.




Individual Excellence

Accident Control Event Meet Attend No
Free Dose/Cost Free Commitments Training Rework

Individual Excellence (ACEMAN)

Individual Excellence, or ACEMAN, specifies individual results that constitute individual and agency excellence.
ACEMAN was established as a simple “line of sight” tool for individuals to evaluate how their daily performance has
an impact on agency performance. The letters in ACEMAN represent six critical attributes developed to show how

daily activities and daily individual results relate to excellence.

The attributes are listed below, along with their correlating expected individual result. Business Excellence attributes

are included in Chapter 3.

Attributes Behaviors

Accident Free « Everyindividual is expected to operate every day without incurring an
industrial accident.

Control Dose » Individuals are expected to operate in radiological areas, minimizing their daily
exposure and working contamination-free.

Event Free « Everyindividual is expected to perform in a manner that does not cause or contribute
to an operational event.

Meet Commitments + Individuals are expected to meet their commitments to quality and schedule.

Attend Training « Individuals are expected to enthusiastically acquire and apply their knowledge and
experience in the workplace.

No Rework « Individuals are expected to complete their assignments with no deficiencies that

require correction.
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To embed ACEMAN attributes into our culture, agency and departments, human performance clock resets will be
evaluated against each of the six ACEMAN attributes. Clock resets require analysis and sharing of lessons learned
with employees. ACEMAN is reviewed at production team, leadership, Daily-15, Weekly-30, and monthly group,
department and site roll-up meetings to ensure the right outcomes are being achieved and reinforced. Example
criteria and desired behaviors are:

Attributes Expected Individual Results

Accident Free « Actively engaging in discussion of safety aspects of the job (in pre-job briefings and
at other times).

« Using proper personal protective equipment (PPE), and questioning whether
additional actions must be taken to ensure worker safety.

« Conducting formal and/or informal job safety analyses prior to beginning work.

« Exhibiting concern for others’ safety, looking out for one another.

» Requesting the conduct of a job safety evaluation prior to beginning work.

« Adhering to clearance and tagging practices.

Control Dose + Actively engaging in discussion of radiological aspects of the job, including expected
dose rates, the possibility of contamination and the use of anti-contamination
options to perform work with less dose.

» Regularly checking dosimetry for accumulated dose (and expected dose rates) when
in the radiologically controlled area.

» Staying aware of current dose, margin to site administrative limit and specific job
limits dose.

« Consistently using low-dose waiting areas and checking that co-workers do the
same; making use of other available dose-reduction techniques.

+ Using the radiation work permit (RWP) and survey sheets effectively to help keep
dose as-low-as-reasonably-achievable (ALARA).

Event Free « Using STAR (Stop, Think, Act, Review) during selection of equipment for
manipulation and during other activities for which choices must be made.

« Requesting peer-checks during activities involving choices.

« Double-checking one’s own work before presenting it for review or prior to the next
step in the process.

« Using three-way communication techniques per agency standards.

» Using placekeeping in procedures and other work instructions.

« Pausing or asking others to validate the next step or confirming information to keep
out of knowledge-based performance space.




Attributes Expected Individual Results

Meet Commitments Having a clear awareness of when the current task should be completed; actively

communicating when encountering obstacles that may prevent completion on time.

« Being aware of the next activity and persons responsible while maintaining
communications to ensure readiness and awareness of when they will be needed.

« Involving management (for example, supervisor, work week manager [WWM], shift
outage manager [SOM]) when challenges occur that may cause delays.

« Staying aware of the many tasks yet to be performed, their due dates and whether
individuals’ actions will support completion as expected.

«  Working steadily toward task completion, displaying commitment to getting
the job done right.

Attend Training » Arriving early for scheduled training and displaying readiness to learn.

» Participating in class discussions and hands-on opportunities; actively seeking
answers to questions; assisting others to understand learning material covered.

» Providing thoughtful feedback before leaving class; displaying healthy criticism;
providing constructive suggestions for improvement.

« Displaying recognition during tasks that prior training is applicable; recalling and
using the needed skill or information.

» Identifying training needs during task completion; providing this feedback to
improve future training.

» Participating in pre-job briefings.

« Utilizing operating experience, classroom learning and good judgment in the
performance of daily tasks.

No Rework » Fully participating in pre-job briefings; asking questions to ensure work and
responsibilities are understood.

» Requesting peer-checks to verify correct step completion before proceeding.

» Double-checking one’s own work before presenting it for review or for the next step
in the process.

« Pausing or asking others to validate the next step or confirm information to keep out
of knowledge-based performance space.

» Using placekeeping in procedures and other work instructions.

» Using error-prevention tools to perform the job right the first time.
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Qualified | Job /Business | Procedures/ | Verification/ | Supervisor Worker
Workers Planning and Work Validation Oversight Practices
Preparation | Instructions

Enablers of Excellence

Enablers of Excellence provide physical or administrative tools and processes that promote consistency and enhance
safety and performance. They provide assurance methods to achieve a predictable outcome to every task we perform.
Business Excellence is included in Chapter 3. The six enablers, and their success measures, follow.

Qualified Workers are effective when workers are trained and task-proficient. Qualifications are verified through
supervisory functions such as checking the personnel qualification database (PQD) viewer against job assignments.
Behaviors to achieve excellence include the following:
e All necessary training is completed, including initial and classroom training, on-the-job training
and task performance evaluation.
« All necessary qualifications are current and not expired.
«  PQDis verified.
¢ The task is familiar; it is not a first-time evolution.
« The human factors (sick, tired, fatigued, etc.) present will not adversely impact the outcome of the task.
« Theindividual is mentally prepared for the task. Tools were put in place to reduce the likelihood of
an error.

Job Planning and Preparation are effective when plans are produced with the right depth of worker involvement
to ensure successful job performance and when they communicate and verify worker understanding of plans to
ensure successful job performance. Behaviors to achieve excellence include the following:

« The activity is scheduled (normally within the work week schedule).

« Groups or departments impacted by the activity are aware it is taking place.

« Prerequisite activities are completed prior to performance of the task.

* The proper tools are available.

» Error-likely situations are identified and resolved as appropriate.

»  Work packages, procedures, work plans and so forth are accurate, walked down, reviewed and ready.

« The pre-job briefing is completed as appropriate.

« Contingency plans are developed and are in place for risk-significant activities.




Procedures/Work Instructions are effective when they have the proper scope and depth commensurate with

worker qualifications. Behaviors to achieve excellence include the following:

.

.

The correct procedure revision is verified.

All of the pages are present in the required documentation.

The procedure/work plan is reviewed for flaws or inaccuracies before being implemented.

The procedure/work plan is written to be performed correctly.

The procedure/work plan is followed in the mindset of a “thinking compliance.”

The procedure/work plan is followed as written, and progress is stopped to resolve identified deficiencies.

Verification/Validation methods are effective when they ensure plans, procedures and activities are technically

correct and based on the correct source documents. Behaviors to achieve excellence include the following:

.

.

Questions asked are answered appropriately.

Uneasy feelings about task performance are discussed and reconciled.

The proper tools, procedures, information, etc., necessary to complete a task successfully are verified
and validated.

The correct train or unit of equipment is being worked.

Proper independent, simultan