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PRELIMINARY BUSINESS CASE   
METER, MARKET AND CUSTOMER SYSTEMS CAPABILITY 

FOR INFORMATION 

Date Prepared: 16 December 2022 

Recommendation 
That Essential Energy endorses this preliminary business case for investment in Meter, Market and Customer 
Systems capability. 

As a preliminary business case, this paper analyses the drivers for investment and the options to address 
those drivers. It identifies the likely costs, benefits, risks and impacts of the proposed investment in order to 
inform organisational planning and forecasting.  

Consistent with Essential Energy’s investment governance processes, prior to proceeding with the proposed 
investment a detailed delivery business case will be developed and evaluated. 
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Executive Summary 
This business case proposes investment in renewal or replacement of Essential Energy’s Meter, Market and 
Customer systems and associated business processes, including: 

• The in-house developed EDDiS Meter Data Management (MDM) system,
• The Hansen “PeacePlus” Customer Information System (CIS),
• The Hansen Market Interactions (MI) capabilities (including “Gatekeeper” and the Peace “Market

Solution”), and
• The Energetiq “Network Billing Management” (NBM) solution.

It also proposes to further build on that core capability, with improvements in Customer Relationship 
Management (CRM) and Customer Online Portal (COP) capabilities. 

As a Distribution Network Service Provider (DNSP) in the National Electricity Market (NEM), Essential Energy 
must continue to meet its market obligations, including the management of accurate customer connection 
data, meter data, networking billing and reconciliations.  

In the current Regulatory Control Period (RCP) the company has undertaken prudent “life extension” 
technology upgrades to the existing Hansen MI and CIS platforms, as well as the in-house developed EDDiS 
MDM system. These technology upgrades have enabled compliance with the new 5 Minute Settlements & 
Customer Switching obligations, in parallel with delivery and integration of the new Oracle Cloud ERP Financial 
Management system.  

While the technology upgrades have enabled market compliance throughout this RCP, the underpinning 
software remains heavily aged, with significant supportability risks in the medium term. It is therefore proposed 
to perform a generational replacement of these systems in the coming RCP, to ensure supportability and 
flexibility through the 2030s.  

The existing systems have evolved progressively over their 20+ year lifespan in the company. While they have 
supported Essential Energy’s market compliance to-date, much of the associated processing is overly manual, 
labour intensive and potentially error prone. The current systems operating model is therefore not suitable for 
ongoing use through the coming RCP given the introduction of the Sun Soaker two-way tariff, migration away 
from Type 6 metering, and increased retail market volatility.    

Through 2021 and 2022, extensive customer and stakeholder consultation has also been undertaken to inform 
Essential Energy’s Customer Strategy and Vision. Through this consultation, the need for improved CRM 
practices has been highlighted, including improvements in enquiry and case management, and provision of 
tailored online customer information.  

The recommended option in this business case therefore aims to leverage the MDM, MI, CIS and NBM 
systems sustainability renewal, building on this new platform to enable the required CRM and COP 
improvements in customer service.    

The proposed investment is required to address the following drivers: 

• Compliance and Risk:  Risk of non-compliance with Essential Energy’s evolving and increasingly
complex electricity market obligations. 

• Business Improvement:  Opportunity for improved customer services through introduction of CRM
capability and an online customer portal.  

This business case considers three options, contrasted with the counterfactual base case: 

• Base Case:
Continue to operate the existing systems, with minimal incremental investment.

• Option 1: Integrated meter, market and customer system (Recommended)
Replace the existing MDM, MI, CIS and NBM capabilities with a modern integrated solution.
Then leverage the new solution to also provide CRM and COP capability.

• Option 2: Integrated meter and market system, with a separate customer system
Replace the existing MDM, MI, CIS and NBM capabilities with a modern integrated solution.
Deploy separate CRM and COP capability.

• Option 3: Separate market and customer systems, with redeveloped meter data system
Replace the existing MI, CIS and NBM platform with a modern solution.
Rebuild the in-house MDM system. Deploy separate CRM and COP capability.
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1. Business Drivers

As a DNSP (and LNSP) operating in the NEM, Essential Energy must continue to meet its market obligations, 
including: 

• Connection Point Management – including new connections, additions and alterations (“adds & alts”),
customer information management, life support management, site access details, outages/planned
interruption letters;

• Service Order Management – including connects, disconnects, reconnects tariff change management,
controlled load configurations;

• Requests and Notifications – B2B CATS and NEM Market Transactions including MPB, MDP, LNSP
notifications;

• Meter Data Management – including meter route management, meter data upload/download, special
reads, meter data exceptions management; and

• Network Billing Management – including billing calculation, retailer invoice generation, remittance
management, reconciliation, exceptions and dispute management, ERP general ledger posting.

In the current RCP, Essential Energy has undertaken prudent “life extension” technology upgrades to the 
following core business systems: 

• The Hansen “PeacePlus” CIS and “Gatekeeper” / “Market Solution” MI capabilities, operating
together with the Energetiq NBM system; and

• The “EDDiS” in-house MDM system.

These “life extension” upgrades have included hardware (server) replacements, upgrades to Database 
Management System (DBMS) software, and VMWare vSphere virtualisation. These technology upgrades 
enabled compliance with the new 5 Minute Settlements and Customer Switching obligations, in parallel with 
delivery and integration with the new Oracle Cloud ERP Financial Management system. However, the core 
software operating on these renewed technology layers remains heavily aged and requiring replacement. 

The Hansen PeacePlus product, currently operating on “version 9” of the software, is now outside of standard 
vendor support. An extended services agreement has been established with Hansen to provide continued 
hosting operation for PeacePlus version 9, potentially up to June 2027 if two one-year contract extensions are 
exercised. A software transition is needed prior to conclusion of that agreement.  

The EDDiS MDM system is a custom-built application, dependent on the Microsoft Visual Basic 6 (VB6) 
software programming environment which is well out of Microsoft operational support, as well as the VB6 
“runtime libraries” which now have limited Windows Server operating system support. It has also become 
difficult to retain access to experienced technical staffing, skilled in this ageing software environment.   

It is therefore proposed to perform a generational replacement of these systems in the coming RCP, to ensure 
supportability and flexibility through the 2030s.  

While the existing systems have supported Essential Energy’s market compliance to-date, much of the 
associated processing is overly manual, labour intensive and potentially error prone. The current system-set 
is therefore not suitable for ongoing use through the coming RCP given the introduction of the Sun Soaker 
two-way tariff, migration away from Type 6 metering and increased retail market volatility.   

Extensive customer and stakeholder consultation has also been undertaken as part of developing Essential 
Energy’s Customer Strategy and Vision. Through this consultation, the need for improved customer service 
practices has been highlighted, including requirements for: 

• A “single customer view” with a common datastore, avoiding the need for customers to “tell us twice”;
• Timely, proactive and tailored information on network service status, planned and unplanned outages,

and estimated times of recovery (ETRs);
• Efficient contact, enquiry and issue management;
• Ability to interact through a choice of channels, including an online portal with mobile enablement; and
• The ability for large customers and other stakeholders (including councils) to define specific contacts for

individual locations or divisions within their organisational structure.

The recommended option in this business case therefore aims to leverage the MDM, MI, CIS and NBM 
systems lifecycle replacement, building on this new platform to enable the required CRM and COP 
improvements in customer service.    
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• Electric vehicle specific tariffs; and

• Other alternative tariffs.

Our existing systems have no ability to simulate or batch test the introduction of new tariff designs. Deployment 
and rollout of new tariffs at-scale is therefore highly labour intensive, with no batch load, or automated 
validation and roll-back facility. Each NMI which is subject to a tariff change must be updated through 
PeacePlus to MSATS manually for each affected register.  

Changes in tariff charging parameters also require the manual updating of individual register configurations in 
PeacePlus and EDDiS, with each register representing a separate datastream provided to the market. 

The existing systems also require mid-month tariff changes (and meter exchanges and FRMP changes) 
records to be split manually, and handled by the internal billing team. In the event that customers need to be 
“off boarded” from a tariff trial, the reversal process is also fully manual. 

All of these manual activities are time consuming, inefficient, potentially error prone and are growing over time. 

Where the processing of new tariffs requires software changes in the legacy systems, substantial regression 
and user testing of the systems is necessary to ensure the continued stable operation of our market processes. 

The above issues and inefficiencies drive the requirement to complete the systems replacement and process 
improvement prior to large scale transition to the new Sun Soaker tariff, which will apply two-way charges to 
existing smart meter customers’ default tariff by 1 July 2028 (see Figure 2).  

Market volatility and throughput issues 

With our existing systems and practices, there are currently eight different billing processes to accommodate 
the following meter data sources: 

• Basic Meters;

Figure 2: Sun Soaker Introduction Timing (as at October 2022) 
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• Smart Meters;

• Logger Meters (C&I);

• Manually Read Advanced Meters;

• Streetlighting;

• Nightvision;

• Unmetered Supply; and

• Turtle Meters.

As the existing systems have been heavily customised over their 20+ year lifespan, the processes are 
inconsistent and highly dependent on operator knowledge, manual procedures and checklists. Limited 
consolidated reporting is available, and data verification checking is also largely manual.  

Over time, the market is seeing greater mobility with customers switching retailers, leveraging the benefits of 
competition for retail energy supply. With these changes in retailer (FRMP), the exchange of Type 6 
accumulation meters to interval based (smart) meters also continues to grow. In our existing systems, 
configuration of this exchange process is highly manual, as we move the customer from one meter data 
processing method to another.  

1.5. Existing Issues (Customer Service) 

Through 2021-2022, Essential Energy has undertaken a detailed process of customer engagement and 
consultation.  

The consultation process was facilitated with our customers and business partners by Woolcott Research & 
Engagement, and resulted in a set of detailed Journey Maps describing the target state for customers’ 
expected service scenarios.  

The concepts were assessed through in-depth interviews and surveys with our customers and business 
partners, as well as a series of workshops involving Essential Energy staff.  

The sections below summarise the identified Key Customer Service Issues, the Customer Service Vision, 
Required Service Improvements and the Enabling Capabilities.   

Figure 3: Customer engagement and consultation 
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Key Customer Services Issues 

The verbatim Key Issues identified through the consultation include the following: 

> General Issues

• “Some C&Is are frustrated that they do not have a direct contact to call for information.”

> Outage Communications

• “Notifications are not always well directed, especially for customers such as C&Is and councils with
multiple sites.”

• “Estimated Times of Recovery (ETRs) are not [always] available during most outages [through the
customer’s channel of choice].”

• “Not receiving more information about a lengthy outage is a negative experience and may cause
customers to feel powerless and/or frustrated.”

> New Connections Engagement

• “Customers who are installing a new connection often lack information […] about the status of their
application. They often do not have contextual information about the cause of delays”

• “Some customers and developers find it hard to contact Essential Energy if they have questions
about new connections, as they are not registered as the end customer of the asset.”

> Meter and Meter Data Management Issues

• “Some customers only become aware of access issues or meter faults when they get the bill.”

• “Complaints from retailers, or escalated via a retailer, are often related to estimated reads or solar
related issues. Lack of clarity about where responsibility lies can lead to ‘back and forth’, especially
with regards to metering issues arising from solar installation.”

• “Many retailers find that Essential Energy are too slow to respond, which can lead to
complaints/queries being further escalated by the customer.”

• “Many customers had experienced faulty meters and underwent a lengthy process with their retailer
to challenge their retail bill and resolve their metering issue. Contact from Essential Energy can
come too late in these cases.”

• “Often the rectification step occurs over several visits.”

Customer Service Vision 

The verbatim Future State Vision for customer engagement identified through the consultation process 
includes the following: 

> General

• “Developers and [large] customers are assigned an Account Manager”

• “Customers have a more positive experience when making [an enquiry or] a complaint as they do not
need to repeat themselves, receive a reference number and an indicative time to expect a reply.”

• “They may not [need to] speak to the same [Essential Energy] employee each time, however  Detailed
Customer Files [Database] ensure that staff are knowledgeable about the customer and their
[enquiry or] complaint”.

> Outages

• “ETRs and updates are available for most unplanned outages [and customers can choose how to
receive this information and when].”

• “The Outage App may inform customers of an outage if they are not home, which is particularly
useful for SMEs and C&Is when outages occur outside business hours.”

• “Customers have access to personalised outage information via the Outage App. C&I customers
also can access personalised information via the Customer Information Portal.”

• “The Detailed Customer Database for local councils ensures that relevant contacts are informed of
upcoming outages for particular council sites.”
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> Meters and Meter Data Management

• “Retailers can use the process set out by the Customer Decision Tree, and/or the contacts provided
in the Retailer Operations Contact List to refer customer complaints/enquiries to the right person at
Essential Energy.”

• “Customers are alerted to the upcoming process to replace their meter. [They can also submit self-
reads where this has been missed, to avoid estimated bills].”

• “If their meter develops a fault, the customer knows who to contact.”

> New Connections

• “Customers and developers who use the New Connections Videos and/or FAQs have a strong
understanding of the new connections process, including requirements, costs and timeframes.”

• “Renewable developers who use the Renewable Capacity Map can make more strategic site
selections for new applications.”

Required Service Improvements 

Through the consultation process, a number of Required Service Improvements were identified to address the 
Key Issues and enable the Future State Vision, as summarised below.  

> Required Service Improvement 1: Account Managers (utilising CRM capability)

• Large (C&I) customers, local councils, business prosumers, real estate and renewable developers are
assigned an account manager who acts as a single point of contact, and may proactively suggest
opportunities to create mutual value, where relevant.

• The account manager is able to access a single view of the customer or stakeholder’s dealings with
Essential Energy through a “single source of truth” CRM facility.

• The CRM also tracks the customers and maintains lifecycle information for the customer’s enquiries,
applications, claims and complaints.

• Through better understanding of our customers’ needs, we can support and enable growth in emerging
technologies and energy requirements.

> Required Service Improvement 2: Detailed Customer Files/Database (utilising CRM capability)

• A detailed customer database is developed for all customers, and updated when customers make
enquiries, complaints or claims, or when a customer reports an issue (e.g. tree trimming complaint,
meter reading access issue or request to reschedule planned outage).

• This database is available to Contact Centre staff, other internal stakeholders and contractors so that
the issue can be avoided in the future.
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> Required Service Improvement 3: Detailed Council Database (utilising CRM capability)

• Councils provide Essential Energy with detailed information about each council asset, including the
physical address, NMI(s), points of contact and preferred means of contact.

• This will include information about the impact of an unplanned outage as well as preferences for the
scheduling of planned outages.

• This will also include information about key contacts for specific service areas (e.g. vegetation or
streetlighting).

> Required Service Improvement 4: Improved Enquiry and Complaint Handling (utilising CRM and COP
capabilities)

• Customers who are making an enquiry or complaint submit a short form online or over the phone to
collect all relevant information.

> Required Service Improvement 5: ETR Updates and Outage App (utilising CRM and COP capabilities)

• Customers receive updates through an online app/portal or via text message when ETRs are 
available or changed for an ongoing outage.

• Customers receive the outage information through their preferred communication method.
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> Required Service Improvement 6: Customer Information Portal (utilising CRM and COP capabilities)

• C&I customers have access to a password protected ‘one stop shop’ online portal which contains
information about energy consumption, planned outages, current contact details and ongoing
enquiries.

> Required Service Improvement 7: Renewable Capacity Map (utilising CRM and COP capabilities)

• Renewable developers and business prosumers have access to a user friendly and up to date
interactive map that shows capacity on the network.

• Note: While this improvement will utilise the CRM and COP capabilities proposed in this business
case, the cost to develop and publish the “renewable capacity map” (through the COP) are included
within the separate “Network of the Future” business case.
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2.2. Option 1: Integrated meter, market and customer system (Recommended) 

Through this option, Essential Energy will replace the ageing MDM, MI, CIS and NBM systems with an 
integrated commercial solution for long term sustainability, business process efficiency and cyber security. The 
opportunity will also be taken to leverage the systems and process renewal to provide improved customer 
services, enabled through CRM and COP capabilities in alignment with customers’ expectations for a modern 
business.  

This option addresses all the business drivers identified in section 1, including as summarised below.  

System supportability and sustainability  

Transition from the existing PeacePlus CIS, EDDiS MDM, NBM and MI systems to an integrated replacement 
solution will complete prior to the end of the negotiated Hansen extended support agreement (which concludes 
at end-FY27, including remaining renewal options).  

This transition therefore mitigates the risk of the core PeacePlus CIS falling outside of extended support. It 
similarly mitigates the risk of the in-house EDDiS Microsoft VB6 MDM system becoming unsupportable. 
Through these mitigations, and corresponding investment in integrated NBM and MI capabilities, Essential 
Energy can continue to apply updates as necessary to meet the requirements for new market compliance 
changes and to address cyber security threats.  

With close integration with Essential Energy’s new Oracle Cloud ERP Financial Management system, further 
support efficiency can be achieved through streamlining our core system interfacing, including the General 
Ledger interface for Network Billing, Reconciliations and Remittances. 

Following this investment, Essential Energy will have achieved generational renewal of its critical business 
systems (specifically including ERP, EAM, CIS, MDM, MI and NBM), enabling sustainable business operations 
through the 2030s.       

Manual handling, tariff changes and market volatility   

The new integrated solution will be selected and configured to minimise manual handling, and to thereby 
automate market transaction processing to the full extent feasible.  

Improvements will specifically include: 

• Automation of meter exchange processing and configuration; 
• Standardisation of meter data collection processes and network billing; 

• Ability to dynamically configure and trial new tariff models;  

• Ability to bulk apply new tariff configurations to multiple meters, and to revert to previous configurations 
where necessary, including as required for introduction of Sun Soaker two-way charging; and  

• Ability to handle alternative tariff models which cannot currently be processed through automated 
handling in the existing systems (e.g. combination demand tariffs with load control).  

Through the removal of manual handling, Essential Energy will have the capacity to meet its market obligations 
on an ongoing basis, including in the event of rapid growth in meter exchanges and the introduction of the Sun 
Soaker tariff. 

Customer service 

This option will leverage the new integrated solution, building on the mandatory CIS capabilities required for 
market compliance to also provide higher order CRM and COP capabilities to address the service expectations 
of our customers and stakeholders, as identified in section 1.5 (Page 13). 

These expectations include requirements for: 

• A “single customer view” with a common datastore, avoiding the need for customers to “tell us twice”;  
• Efficient contact, enquiry and issue management; 

• Ability to interact through a choice of channels, including an online customer portal with mobile 
enablement; and 

• The ability for large customers and other stakeholders (including councils) to define specific contacts 
for individual locations or divisions within their organisational structure.   
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Risk R2 
Cyber security risk 

Aged software platforms 
fall subject to a successful 
cyber security attack, 
resulting in breach of data 
privacy, or an inability to 
transact in the market.   

High Through the lifecycle replacement 
of the legacy systems, the new 
platform(s) will be fully supported 
through the 2030s, making the 
likelihood “rare”.  

In the event of a cyber security 
issue, the consequence is also 
reduced to “moderate” as a pro-
active vendor support 
arrangement will be in-place to 
address the issue. 

Rare 

 

Moderate Low 

Risk R3 

Inability to support new 
market obligations risk  

New market requirements 
cannot be built into the 
aged MDM, MI, CIS and 
NBM systems due to lack 
of vendor or platform 
support, or due to 
inflexibility of the legacy 
system designs.  
Also inability to introduce 
new market tariffs 
(including Sun Soaker) 
due to inefficiency of 
existing system 
processes.  

High The new integrated solution and 
business processes will provide 
the flexibility to support market 
changes and new obligations. The 
solution will also markedly reduce 
the reliance on manual handling.  

Through these improvements, 
Essential Energy can be confident 
in the ability to support new 
market obligations through the 
2030s, including full introduction 
of Sun Soaker two-way charging 
by 1 July 2028. 

In the event that a new obligation 
cannot be directly handled 
through the new solution, the 
consequence is reduced as a pro-
active vendor support 
arrangement will be in-place to 
address the issue. 

Rare 

 

Moderate 

 

 

Low 

Risk R4 

Customer responsiveness 
risk 

Ineffective customer 
relationship management 
causes substantial 
customer dissatisfaction.   

High Extensive consultation has been 
undertaken with our customers 
and stakeholders to identify the 
improvements required in our 
service (see section 1.5, page 13).  

Through the investments in CRM 
and COP capabilities proposed in 
this option, Essential Energy will 
make the necessary process and 
organisational changes required 
to address the service 
expectations of our customers and 
partners.  

Rare 

 

Moderate Low 

Table 6: Residual Risks – Option 1 
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Project Risk 2 
NEM Changes During Project 
Delivery 

Market changes are likely to occur 
in the course of delivering the 
project. These changes may 
impact the solution design, 
configuration or delivery timeline. 

High The project will be planned with 
consciousness of likely market changes 
and the need to assess and apply 
changes at key checkpoints within the 
project lifecycle.  

Medium 

Project Risk 3 
Skills Availability 

The project will require a highly 
skilled delivery team, with 
knowledge and experience of 
NEM processes, the selected 
software platform(s), legacy 
systems and Essential Energy’s 
existing processes.  

Internal expertise will be limited in 
capacity, while external skills are 
reliant on market availability.  

High The project will be strictly planned, 
scheduled and governed, consistent 
with the Enterprise Program 
Management Office (EPMO) practices 
which have matured through delivery of 
the ERP and EAM projects in the 
current RCP.  

Program and project plans will be 
scheduled to identify and minimise 
scarce resourcing conflicts. 

Selection and procurement of the target 
solution will occur together (or in 
coordination) with the acquisition of 
external skills, experience and capacity, 
thereby ensuring that the necessary 
resourcing is available for the chosen 
product(s), platform(s) and delivery 
method.  

Medium 

Table 7: Project Risks - Option 1 
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Option 1, through the 
implementation of separate CIS 
and CRM solutions requiring 
complex integration and/or data 
synchronisation. 

associated with Meter, Market and 
Customer Systems implementation.  

Unlike Option 1 however, risks are not 
mitigated through leveraging the 
selected CIS capability to also deliver 
on the requirements for CRM and COP.  

Project Risk 2 
NEM Changes During Project 
Delivery 

Market changes are likely to occur 
in the course of delivering the 
project. These changes may 
impact the solution design, 
configuration or delivery timeline. 

High The project will be planned with 
consciousness of likely market changes 
and the need to assess and apply 
changes at key checkpoints within the 
project lifecycle.  

Medium 

Project Risk 3 
Skills Availability 

The project will require a highly 
skilled delivery team, with 
knowledge and experience of 
NEM processes, the selected 
software platforms, legacy 
systems and Essential Energy’s 
existing processes.  

Internal expertise will be limited in 
capacity, while external skills are 
reliant on market availability. 

 

    High The project will be strictly planned, 
scheduled and governed, consistent 
with the Enterprise Program 
Management Office (EPMO) practices 
which have matured through delivery of 
the ERP and EAM projects in the 
current RCP.  

Program and project plans will be 
scheduled to identify and minimise 
scarce resourcing conflicts. 

Selection and procurement of the target 
solutions will occur in coordination with 
the acquisition of external skills, 
experience and capacity, thereby 
ensuring that the necessary resourcing 
is available for the chosen products, 
platforms and delivery method.  

Medium 

Table 11: Project Risks - Option 2 

 
  






















