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Project Charter 
PROJE CT OVE RVIE W 

PROJECT NAME Empowering Customers Through Equitable Business Planning 

STEERING COMMITTEE Perform Council CORE PROJECT TEAM 
Anna Scarlett, BT Director 
Annette Brandon, PM 
Peggy Blowers, BT Manager 

COMPLETION DATE Executive Approval: Oct 2024 
Filing: December 31, 2024 KEY STAKEHOLDERS 

Regulatory Affairs  
Business Transformation  
Financial Planning & Analysis 
Customer Solutions 

PROJE CT SCOPE  

PROBLEM or 

OPPORTUNITY STATEMENT 

Regulatory requirements for cost recovery have changed from “fair, just and reasonable” to 
“fair, just, reasonable and, equitable.” Consideration of all energy equity components in 
business is essential for favorable regulatory treatment for capital investments. To meet these 
changing expectations and ensure favorable outcomes for Avista and our customers, the 
following should be established: 

• Formal, consistently applied definitions for energy equity, energy equity components,
and its application to Business Planning.

• Clear understanding of “equitable business planning” for Avista’s business.
• Defined process for business units to incorporate equitable planning in project

decisions, design, implementation, or completion.
• Alignment with overall Company Strategy – specifically a shared understanding of how

of our “customer of at the center” vision will include equitable planning components
(i.e. “lens”).

DELIVERABLES 

A Framework and Implementation Plan for incorporating energy equity components into the 
Company’s overall business planning process that will include: 

• “Equitable Business Planning” Framework comprised of:  Common Language, Guiding
Principles, Core Energy Equity Policies, Equitable Planning , Preliminary Energy Equity
Focus Areas and Smart Goals, Employee Expectations with a concentrated approach
for integrating the framework into the company’s culture.

• Identification of gaps to determine future state.
• Implementation Plan

IN SCOPE (Capital) 

 Framework for Internal Capital Planning Process that will serve as an example for other
areas of the business

 Feedback loop for listening to and reflecting customer needs
 Update to Business Case Template Narrative

OUT OF SCOPE  Operation and Maintenance (O & M) Cost Process for Incorporating Energy Equity
 State-wide distributional Equity Metrics – Commission Defined (TBD)
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WORKIN G DE FINITION  
 

Equity  

Fair and just inclusion. Treating all people fairly, recognizing that each person has a unique 
circumstance, and allocating resources and opportunities in a manner which achieves a equal 
outcome 
 

Equitable Energy 
Components 

 Recognition - which requires an understanding of circumstances that have resulted in 
historical or ongoing inequalities and prescribes efforts that seek to reconcile these 
inequalities. 

 Procedural – focus on inclusive decision-making process and seeks to ensure that 
proceedings are fair, equitable, and inclusive for participants, recognizing that marginalized 
and vulnerable populations have been excluded from decision-making processes 
historically. 

 Distributional - objective aims to ensure that marginalized and vulnerable populations do 
not receive an inordinate share of the burdens or are denied access to benefits. 

 Restorative justice, - which is using regulatory government organizations or other 
interventions to disrupt and address distributional, recognitional, or procedural injustices, 
and to correct them through laws, rules, policies, orders, and practices. 

 

Energy Equity in Business 
Planning 

Avista’s methodology for ensuring our work results in fair outcomes for customers, recognizing 
that customers have different needs based on many different factors. 

 

MILE STONES 

 

Key Milestones Est. Start Date Est. Due Date 

Executive Review / Definitions and Objectives 00/00/0000 09/18/2023 

Form Project Team, Organizational Team Management, Create Draft Framework 09/18/2023 12/31/2023 

Functional Business Team Training, Director Training, Pilot Kick off 01/01/2024 03/30/2024 

Create Equitable Business Process Template, Evaluate new CBIs, Cost/Benefit 
Analysis Evaluation and Matrix 03/31/2024 06/30/2024 

Present to CPG Pilot Results, Consolidate Feedback, Compile Results, Identify 
Next Steps 07/01/2024 09/15/2024 

Create Report for UTC Compliance Filing 09/16/2024 12/31/2024 
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DEPEN DEN CIE S & RISKS  

 

CONSTRAINTS 
 Workshop process with UTC on Distributional Equity (Timing) 
 Data limitations for metrics, limited staff resources (outreach, engagement, analysis,  etc.) 
 Conflicting expectations among the states 

ASSUMPTIONS/DEPENDENCIES 
 Development of 2025 Clean Energy Implementation Plan and CBIs 
 Business Transformation Support for Organization Change and Asset Management 
 Approval/Review of equity evaluation components by Equity and other Advisory Groups 

ANTICIPATED RISKS 
 Limited Staff Resources - multiple priorities  
 Conflicting Washington regulatory requirements (and expectations) 
 Conflicting expectations among the states  

 

PROJE CT TE AM & IN TE RNAL STAKEHOLDERS 

 

EXTERNAL STAKEHOLDER GROUPS 

 Utility Joint Planning Group 
 Utilities and Transportation Commission 
 Public Counsel Unit of Attorney General’s Office 
 Equity Advisory Group 

 

Title Department Role Description 
Manager Business Transformation Business Transformation Core Project Team – Key input, process, implementation 

Process Improvement Business Transformation Core Project Team – Process Lead 

Operations Analyst Business Transformation Core Project Team – Capital Planning Lead 

Business Analyst Business Transformation Core Project Team – Data Analytics Lead 

Social Impact Manager Community Outreach Primary Equity Customer Interface 

Customer Experience Manager Customer Experience Customer Service Persona – experience lead 

Sr. Manager Regulatory Policy  Regulatory Policy Regulatory Policy  

Integrated Resource Planning Mgr Energy Supply Equity considerations at beginning of IRP process 

Sr. Forecaster & Economist Financial Planning & Analysis Root Cause analysis and economic indicators 

Energy Efficiency Manager Energy Efficiency Equity considerations via programs and procedures  

Energy Efficiency Program Manager Energy Efficiency Customer interface expert 

Equity, Diversity, Inclusion Human Resources Customer Representative - Input 
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	01 BCJN_Automation Replacement_signed 202008 (1)
	1. Business problem
	1.1 What is the current or potential problem that is being addressed?
	The purpose of this program is to replace aging Distributed Control Systems (DCS), Programmable Logic Controllers (PLC) and meters. DCSs and PLCs,  referred to as controllers, are used throughout Avista’s generating facilities to control and monitor A...
	1.2 Discuss the major drivers of the business case and the benefits to the customer
	1.3 Identify why this work is needed now and what risks there are if not approved or is deferred
	1.4 Identify any measures that can be used to determine whether the investment would successfully deliver on the objectives and address the need listed above.

	2. PROPOSAL AND RECOMMENDED SOLUTION
	2.1 Describe what metrics, data, analysis or information was considered when preparing this capital request.
	2.2 Discuss how the requested capital cost amount will be spent in the current year (or future years if a multi-year or ongoing initiative). Include any known or estimated reductions to O&M as a result of this investment.
	2.3 Outline any business functions and processes that may be impacted (and how) by the business case for it to be successfully implemented.
	2.4 Discuss the alternatives that were considered and any tangible risks and mitigation strategies for each alternative.
	2.5 Include a timeline of when this work will be started and completed. Describe when the investments become used and useful to the customer.   spend, and transfers to plant by year.
	2.6 Discuss how the proposed investment aligns with strategic vision, goals, objectives and mission statement of the organization.
	2.7 Include why the requested amount above is considered a prudent investment, providing or attaching any supporting documentation. In addition, please explain how the investment prudency will be reviewed and re-evaluated throughout the project
	2.8 Supplemental Information
	2.8.1 Identify customers and stakeholders that interface with the business case
	2.8.2 Identify any related Business Cases

	This business case does not replace any business cases but it is related to the HMI Control Software business case. As new control software and computers with Windows 10 are planned to be installed over the next couple years they need to communicate t...

	3. MONITOR AND CONTROL
	3.1 Steering Committee or Advisory Group Information
	Each project with have a project manager and steering committee for ongoing vetting. The steering committee for each project will consist of the Controls Engineering Manager, the Protection Control Meter Technician Foreman, the SCADA Engineering Manag...
	3.2 Provide and discuss the governance processes and people that will provide oversight
	More detailed project governance protocols will be established during the project chartering process. The Steering Committee will allocate appropriate resources to all project activities, once the scope is better defined.
	3.3 How will decision-making, prioritization, and change requests be documented and monitored
	Project decisions will be coordinated by the project manager. The Steering Committee will be advised when necessary. Regular updates will be provided to the Steering Committee by the project manager as project scope, schedule and budget are defined, a...

	4. APPROVAL AND AUTHORIZATION

	02 BCJN_Base Load Hydro_202107 (1)
	03 BCJN_Base Load Thermal_202107 (1)
	04 BCJN_Cabinet Gorge 15 kV Bus_signed 201907
	05 BCJN_Cabinet Gorge Dam Fishway_202107 (1)
	06 BCJN_Cabinet Gorge Unit 3 Protection & Control Upgrade_signed 202008
	07 BCJN_Cabinet Gorge Unit 4 Protection & Control Upgrade_signed 202008
	08 BCJN_Clark Fork License_signed 202007
	09 BCJN_CS2 LTSA_signed 202008
	10 BCJN_CS2 Single Phase Transformer_signed 202007
	11 BCJN_Generation DC Supplied Update_signed 202008
	12 BCJN_HMI Control Software_signed 202107
	13 BCJN_Hydro Safety_signed 202007
	14 BCJN_Little Falls Plant Upgrade_signed 202007
	15 BCJN_Long Lake Plant Upgrade_signed 202007
	16 BCJN_Peaking Generation_signed 202107
	17 BCJN_Post Falls Landing and Crane Pad_signed 202008
	18 BCJN_Regulating Hydro_signed 202107
	19 BCJN_Spokane River License Implementation_signed 202007
	20 Strategic_BCJN_Upriver Park Development_signed 202110
	21 BCJN_Use Permits_signed 202007
	22 BCJN_WSDOT Franchises_submitted 202007
	23 BCJN_Boulder Park Generator Replacements_202107 (1)
	24 BCJN_Cabinet Gorge HVAC Replacement_202107 (1)
	25 BCJN_Cabinet Gorge Station Service_202107 (1)
	26 BCJN_CG - Stop Log Replacement July 2021
	28 BCJN_Cabinet Gorge Unwatering Pump Replacement_202107 (1)
	30 BCJN_Generation Masonry Building_signed 202107
	31 BCJN_Generation Protection Upgrades_202107
	32 BCJN_KF Fuel Yard Equipment Repl_signed 202107
	34 BCJN_Monroe St Abandoned Penstock Stabilization_signed 202007
	1. Business problem
	1.1 What is the current or potential problem that is being addressed?
	The Monroe Street Powerhouse was initially constructed in 1890 and has undergone several modernizations over the last 129 years.  During the 1972 modernization, a new turbine intake and penstock arrangement was installed, just prior to Expo ’74.  Duri...
	1.2 Discuss the major drivers of the business case (Customer Requested, Customer Service Quality & Reliability, Mandatory & Compliance, Performance & Capacity, Asset Condition, or Failed Plant & Operations) and the benefits to the customer.
	The driver for this business case is Failed Plant.  The original penstocks are no longer functional and pose a risk to the continued operation of the park and the power plant.  Monroe Street supplies year-round base load hydroelectric power to Avista’...
	1.3 Identify why this work is needed now and what risks there are if not approved or is deferred
	The penstocks are located under what is now Huntington Park and run underneath parts of the access road, crane staging area, and walking path through the park.  The park is open to the public, and the access road and crane areas are critical to mainta...
	1.4 Identify any measures that can be used to determine whether the investment would successfully deliver on the objectives and address the need listed above.
	The investment would field effort in two phases.  The first phase would consist of an investigation of the penstocks and original intake dam to determine the condition.  The second phase would implement corrective actions to eliminate the risk from im...
	1.5 Supplemental Information
	1.5.1 Please reference and summarize any studies that support the problem.
	1.5.2 For asset replacement, include graphical or narrative representation of metrics associated with the current condition of the asset that is proposed for replacement.
	The metric supporting the stabilization of the current system is that it is no longer useful and poses a risk to continued operation of the park and plant.  During the 2018 Maintenance Assessment, these penstocks were identified as a high risk due to ...

	2.
	2.1 Describe what metrics, data, analysis or information was considered when preparing this capital request.
	2.2 Discuss how the requested capital cost amount will be spent in the current year (or future years if a multi-year or ongoing initiative). (i.e. what are the expected functions, processes or deliverables that will result from the capital spend?). In...
	2.3 Outline any business functions and processes that may be impacted (and how) by the business case for it to be successfully implemented.
	2.4 Discuss the alternatives that were considered and any tangible risks and mitigation strategies for each alternative.
	Continue to Operate at risk.:  The level of risk is unknown due to the condition of the penstocks being unknown.  However, the risk is likely to increase over time due to deterioration of the penstocks and the presence of groundwater in the park.  Giv...
	Investigate and Remediate:  This alternative includes further investigation of the intake dam and penstocks to better quantify the risk, and implementation a plan to mitigate those risks.  The approach to fix is likely to involve grouting for penstock...
	2.5 Include a timeline of when this work will be started and completed. Describe when the investments become used and useful to the customer.   spend, and transfers to plant by year.
	2.6 Discuss how the proposed investment aligns with strategic vision, goals, objectives and mission statement of the organization.
	2.7 Include why the requested amount above is considered a prudent investment, providing or attaching any supporting documentation. In addition, please explain how the investment prudency will be reviewed and re-evaluated throughout the project
	The impacts due to an implosion could harm Avista employees, the public, continued generation from the powerhouse, and Avista’s reputation.
	A formal Project Manager will be assigned to a project of this size.  The project will be managed within project management practices adopted by the Generation Production and Substation Support (GPSS) department.  This includes the creation of a Steer...
	2.8 Supplemental Information
	2.8.1 Identify customers and stakeholders that interface with the business case
	The primary stakeholders for this project are, the Hydro Regional Manager on the Upper Spokane, the Upper Spokane plant personnel, GPSS Engineering, Environmental Resources, the City of Spokane and Parks.  Other stakeholders may be identified during p...
	2.8.2 Identify any related Business Cases

	3.
	3.1 Steering Committee or Advisory Group Information
	A formal Project Manager will be assigned to a project of this size.  The project will be managed within project management practices adopted by the Generation Production and Substation Support (GPSS) department. A Steering Committee will be formed fo...
	3.2 Provide and discuss the governance processes and people that will provide oversight
	Management of this project will include the creation of a Steering Committee which will include managers representing the key stakeholders involved in this project. The project will also be executed by a formal Project Team lead by the Project Manager.
	3.3 How will decision-making, prioritization, and change requests be documented and monitored
	Once the project is initiated, reporting on scope, schedule and cost will occur monthly.  Changes in scope, schedule, or cost will be surfaced by the Project Manager to the Steering Committee for governance.
	4.


	35 BCJN_Nine Mile HED Battery Building_202107
	36 BCJN_Nine Mile Powerhouse Crane Rehab_signed 202007
	1. Business problem
	1.1 What is the current or potential problem that is being addressed?
	The Nine Mile Falls bridge cranes were replaced in 1993 prior to the Units 3 and 4 replacement project.  Both cranes are Kone brand 35ton cranes.  Service class for both cranes is H1 – light duty.  The light duty means infrequent use in a powerhouse o...
	These cranes are now beyond their useful life.  Recent maintenance and deeper investigation have resulted in one crane being removed from service and the other having a finite amount of life left.
	1.2 Discuss the major drivers of the business case (Customer Requested, Customer Service Quality & Reliability, Mandatory & Compliance, Performance & Capacity, Asset Condition, or Failed Plant & Operations) and the benefits to the customer.
	The driver for this business case is Failed Plant.  The generator floor crane is no longer available, and the access bay crane has a finite amount of life left placing future repair and refurbishment activities at risk.  Nine Mile supplies year-round ...
	1.3 Identify why this work is needed now and what risks there are if not approved or is deferred
	1.4 Identify any measures that can be used to determine whether the investment would successfully deliver on the objectives and address the need listed above.
	The measure of success would be in restoring the capabilities of the powerhouse cranes.  This could be captured in reduced crane downtime, reduced O&M for crane repairs, and decreased risk to future project schedules due to crane failures.  With the c...
	1.5 Supplemental Information
	1.5.1 Please reference and summarize any studies that support the problem.
	See Nine Mile Falls HED Bridge Crane Replacement Basis of Design Report
	1.5.2 For asset replacement, include graphical or narrative representation of metrics associated with the current condition of the asset that is proposed for replacement.
	The metric supporting the replacement of the current cranes is that one is no longer functional and other has a finite number of start/stops left.  Major repairs to turbine generator equipment may not be feasible and future projects will be impacted w...
	During the 2018 Maintenance Assessment, the cranes were identified as high risk due to their current condition.

	2.
	2.1 Describe what metrics, data, analysis or information was considered when preparing this capital request.
	2.2 Discuss how the requested capital cost amount will be spent in the current year (or future years if a multi-year or ongoing initiative). (i.e. what are the expected functions, processes or deliverables that will result from the capital spend?). In...
	2.3 Outline any business functions and processes that may be impacted (and how) by the business case for it to be successfully implemented.
	2.4 Discuss the alternatives that were considered and any tangible risks and mitigation strategies for each alternative.
	Do Nothing:  This alternative includes doing nothing with the existing cranes.  Maintaining them as is without replacing any electrical or mechanical components.  This would include the continual maintenance and/or replacement of parts, where possible...
	The approximate capital cost to this alternative is $0 initially.  However, future costs could be substantial if crane down time causes delays during maintenance or Unit overhaul projects.  These future costs are anticipated to be all O&M costs relate...
	Alternative 1:  Replace crane control system.  This alternative would include removing the existing control system on the two bridge cranes and replacing them with a modern Magnatek VFD control system.  This alternative would ensure that the control s...
	Alternative 2:  Preferred Alternative:  Replace Hoists, Trolley’s, Bridge crane drives and controls.  This alternative would include replacing each crane’s hoist and trolley system and installing a modern hoist and trolley.  This alternative also incl...
	2.5 Include a timeline of when this work will be started and completed. Describe when the investments become used and useful to the customer.   spend, and transfers to plant by year.
	2.6 Discuss how the proposed investment aligns with strategic vision, goals, objectives and mission statement of the organization.
	2.7 Include why the requested amount above is considered a prudent investment, providing or attaching any supporting documentation. In addition, please explain how the investment prudency will be reviewed and re-evaluated throughout the project
	Industrial cranes of this size and complexity fall into this range of cost.  We are currently operating at risk with our units in not being able to respond to failed turbine generator equipment in a timely manner thereby, incurring substantial lost ge...
	A formal Project Manager will be assigned to a project of this size.  The project will be managed within project management practices adopted by the Generation Production and Substation Support (GPSS) department.  This includes the creation of a Steer...
	2.8 Supplemental Information
	2.8.1 Identify customers and stakeholders that interface with the business case
	The primary stakeholders for this project are, the Hydro Regional Manager on the Upper Spokane, the Upper Spokane plant personnel, GPSS Engineering, GPSS Construction and Maintenance, and Power Supply.  Other stakeholders may be identified during proj...
	2.8.2 Identify any related Business Cases

	3.
	3.1 Steering Committee or Advisory Group Information
	A formal Project Manager will be assigned to a project of this size.  The project will be managed within project management practices adopted by the Generation Production and Substation Support (GPSS) department. A Steering Committee will be formed fo...
	3.2 Provide and discuss the governance processes and people that will provide oversight
	Management of this project will include the creation of a Steering Committee which will include managers representing the key stakeholders involved in this project. The project will also be executed by a formal Project Team lead by the Project Manager.
	3.3 How will decision-making, prioritization, and change requests be documented and monitored
	Once the project is initiated, reporting on scope, schedule and cost will occur monthly.  Changes in scope, schedule, or cost will be surfaced by the Project Manager to the Steering Committee for governance.
	4.


	37 BCJN_Nine Mile Units 3 & 4 Controls Upgrade_signed 202008
	1. Business problem
	1.1 What is the current or potential problem that is being addressed?
	The problem is that Nine Mile Units 3 and 4 controls are obsolete, unsupported and in overall poor condition. Upgrading the speed controllers (governors), voltage controls (automatic voltage regulator a.k.a. AVR), primary unit control system (i.e. PLC...
	1.2 Discuss the major drivers of the business case (Customer Requested, Customer Service Quality & Reliability, Mandatory & Compliance, Performance & Capacity, Asset Condition, or Failed Plant & Operations) and the benefits to the customer
	The major driver of this business case is Asset Condition. There have been unit outages that were specifically taken to address problems associated with the existing control and protection equipment. Problems with the governor and wicket gate actuatin...
	1.3 Identify why this work is needed now and what risks there are if not approved or is deferred
	1.4 Identify any measures that can be used to determine whether the investment would successfully deliver on the objectives and address the need listed above.
	1.5 Supplemental Information
	1.5.1 Please reference and summarize any studies that support the problem
	The following files from the 2018 Maintenance Assessment can be found at (c01m114) G:\Generation\Asset Management\GPSS Condition Assessment Forms and References\Condition Assessment - NM
	 Nine Mile Hydro AMP 041912.xlsx file
	 NM Lifecycle Cost Calculator 061918.xlsx
	1.5.2 For asset replacement, include graphical or narrative representation of metrics associated with the current condition of the asset that is proposed for replacement.


	2. PROPOSAL AND RECOMMENDED SOLUTION
	The recommended solution is to replace unit control, monitoring, and protection systems. In addition to addressing issues of obsolescence and increased likelihood of unplanned outages, replacement of these key systems addresses the performance needs t...
	2.1 Describe what metrics, data, analysis or information was considered when preparing this capital request.
	2.2 Discuss how the requested capital cost amount will be spent in the current year (or future years if a multi-year or ongoing initiative). Include any known or estimated reductions to O&M as a result of this investment.
	2.3 Outline any business functions and processes that may be impacted (and how) by the business case for it to be successfully implemented.
	2.4 Discuss the alternatives that were considered and any tangible risks and mitigation strategies for each alternative.

	No other options were considered due to the extensive age of the various systems and the difficulty to upgrade only a portion of the technology as new technology is incompatible with the obsolete technology.
	2.5 Include a timeline of when this work will be started and completed. Describe when the investments become used and useful to the customer.   spend, and transfers to plant by year.
	2.6 Discuss how the proposed investment aligns with strategic vision, goals, objectives and mission statement of the organization.
	2.7 Include why the requested amount above is considered a prudent investment, providing or attaching any supporting documentation. In addition, please explain how the investment prudency will be reviewed and re-evaluated throughout the project
	2.8 Supplemental Information
	2.8.1 Identify customers and stakeholders that interface with the business case


	3. MONITOR AND CONTROL
	3.1 Steering Committee or Advisory Group Information
	The project with have a project manager and steering committee for ongoing vetting. The steering committee will minimally consist of the Controls Engineering Manager, the Electrical Engineering Manager, The Mechanical Engineering Manager, The protecti...
	3.2 Provide and discuss the governance processes and people that will provide oversight
	More detailed project governance protocols will be established during the project chartering process. The Steering Committee will allocate appropriate resources to all project activities, once the scope is better defined.
	3.3 How will decision-making, prioritization, and change requests be documented and monitored
	Project decisions will be coordinated by the project manager. The Steering Committee will be advised when necessary. Regular updates will be provided to the Steering Committee by the project manager as project scope, schedule and budget are defined, a...

	4. APPROVAL AND AUTHORIZATION
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