
 
 

SWAN SIWW Workshop – Recap: ​
“Scaling Smart Metering: How can utilities balance the financial value, 

customer trust, and operational impact with the scale?” 
 
Facilitator: Bruce Kain, Director of Water-Australia, New Zealand and 

Pacific Islands (Itron) 
I. Summary 
 
Utilities that succeed in scaling smart metering shift the conversation from devices and 
deployment to decisions and outcomes — embedding data into everyday operations, 
unlocking system efficiency, and laying the foundation for the digital water utility. 
 
II. Top Challenges 
 

1.​ Key Challenges (What is Holding Scale Back) 
 

A. Business Case & Funding 
●​ Difficulty quantifying ROI beyond meter replacement 
●​ Benefits often spread across silos (operations, customer, planning) 
●​ Regulatory models may not incentivise digital investment 
●​ Long asset lifecycles = slow capital recovery 

  
Aligns with industry tension between capex-heavy infrastructure vs data-driven 
optimisation 
  
B. Data → Insight Gap 

●​ Utilities collect data but struggle to operationalise it 
●​ Lack of analytics capability and integration into workflows 
●​ “Too much data, not enough decisions” 

  
C. Integration & Interoperability 

●​ Legacy systems limit end-to-end digital workflows 
●​ Challenges integrating: 

○​ AMI platforms 
○​ Billing systems 
○​ SCADA / network models 

●​ Risk of vendor lock-in 
  
D. Change Management & Capability 

●​ Workforce not always ready for data-driven operations 
●​ Resistance to new processes and tools 
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●​ Need for cross-functional alignment (IT, OT, Customer, Finance) 
  
E. Deployment at Scale 

●​ Logistics of rollout (installations, comms coverage) 
●​ Cost and complexity of last 10–20% of network 
●​ Maintaining quality and consistency 

  
F. Customer Engagement 

●​ Limited customer awareness of benefits 
●​ Risk of perceived surveillance / billing concerns 
●​ Underutilisation of customer-facing data 

  
2.​ Benefits (Why Scale Matters) 

 
A. Network Efficiency & NRW Reduction 

●​ Early leak detection 
●​ Improved water balance and district monitoring 
●​ Reduced non-revenue water and operational costs 

  
B. Better Decision-Making 

●​ Shift from reactive → predictive operations 
●​ Enables: 

○​ Demand forecasting 
○​ Targeted asset renewal 
○​ Pressure management 

  
C. Customer Outcomes 

●​ Near real-time consumption visibility 
●​ Faster leak alerts 
●​ Improved billing accuracy and trust 

  
D. Operational Productivity 

●​ Reduced manual meter reads 
●​ Improved field workforce efficiency 
●​ Faster issue resolution 

  
E. Strategic Planning & Capex Deferral 

●​ Better demand insights → delay major infrastructure 
●​ Smarter investment prioritisation 

  
F. Platform for Digital Utility 

●​ Smart metering = foundation layer for digital transformation 
●​ Enables broader smart city / smart water initiatives 

 
​
III. Practical Solutions, Tools, Approaches, & Best Practices 
 

3.​ Actionable Items (How to Accelerate Scale) 
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A. Build a Strong, Multi-Dimensional Business Case 
●​ Quantify benefits across: 

○​ NRW reduction 
○​ Opex savings 
○​ Customer improvements 
○​ Deferred capex 

●​ Avoid “metering-only” business cases → position as a data platform 
  
B. Focus on Outcomes, Not Technology 

●​ Define use cases upfront: 
○​ Leak detection 
○​ Demand management 
○​ Customer engagement 

●​ Tie deployment to clear operational KPIs 
  
C. Invest in Data & Analytics Capability 

●​ Build internal capability or partner strategically 
●​ Integrate insights into: 

○​ Control rooms 
○​ Field workflows 
○​ Planning processes 

  
D. Ensure Open, Interoperable Architecture 

●​ Avoid closed ecosystems 
●​ Use standards-based platforms 
●​ Futureproof integration across systems 

  
E. Take a Phased, Scalable Deployment Approach 

●​ Start with priority zones (high NRW / growth areas) 
●​ Validate benefits → expand in stages 

  
F. Strengthen Change Management 

●​ Engage stakeholders early (operations, customer, finance) 
●​ Upskill workforce 
●​ Align incentives to new ways of working 

  
G. Enhance Customer Value Proposition 

●​ Provide clear, simple benefits: 
○​ Leak alerts 
○​ Usage insights 
○​ Cost control tools 

●​ Build trust through transparency 
  
H. Partner Ecosystem Approach 

●​ Collaborate with: 
○​ Technology providers 
○​ Analytics partners 
○​ Industry forums (e.g. SWAN) 
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