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PRELIMINARY BUSINESS CASE   
ADVANCED DISTRIBUTION MANAGEMENT SYSTEM UPGRADE 

FOR INFORMATION 

Date Prepared: 16 December 2022 

Recommendation 
That Essential Energy endorses this preliminary business case for investment to upgrade the PowerOn 
Advanced Distribution Management 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 the upgrade of Essential Energy’s Advanced Distribution 
Management System (ADMS). The ADMS enables Essential Energy to effectively manage, monitor and 
control the electrical distribution network.  

In the current Regulatory Control Period (RCP) Essential Energy is undertaking an investment to migrate from 
the legacy GE “PowerOn Fusion” ADMS platform, to the newer generation GE “PowerOn Advantage ADMS 
Series 6” product-set. In addition, this same investment is making improvements in other related areas such 
as Alarm Management. Essential Energy is adopting the Australian Standard IEC 62682:2017 - Management 
of Alarm Systems for Process Industries. Using this standard to effectively prioritise alarms, Essential Energy’s 
system controllers can better manage alarms and respond appropriately in a timely manner. This will result in 
benefits to our customers such as reduced outage response times. 

In the coming RCP, a further “mid-life” upgrade of the PowerOn platform is forecast to be required. As well as 
renewing the underlying technology layers for ongoing supportability, the upgrade will be leveraged to enable 
further network control and operational improvements.  

The ADMS is required to integrate and manage Distributed Energy Resources (DER) efficiently and to support 
the increasing customer expectations in regard to DER. Load Flow Analysis based on real-time or near real-
time data is a key capability in managing the increase of generation to the electricity grid. This allows Essential 
Energy to understand where DER operation is constrained, network areas that pose the highest risk in relation 
to capacity and load constraints, or where opportunities for DER are located. The goal of this analysis is to 
improve the overall reliability of the network. With Load Flow Analysis capability, Essential Energy will be 
positioned to further adopt more advanced power restoration capabilities.  

The proposed investment is required to address the following drivers: 

• Compliance and Risk: Risk of non-compliance with existing or future legislative obligations due to 
capability limitations or potential long-term unsupportability of the ADMS solution. Maintaining a 
contemporary and supported ADMS mitigates the risk of prolonged system outages impacting customers. 
Possible future failure of the ADMS may also impact the safety of staff and the community. This risk will 
be minimised through keeping the platform current, with the additional benefit of improving resilience to 
cyber security threats.  

• Business Improvement: With the introduction of new capability in the ADMS there is opportunity to 
improve business processes and functions.  

• Productivity Improvement: There is an opportunity for productivity improvement with the introduction of 
a suitable Load Flow Analysis capability with the upgraded ADMS, compared with the current practice 
involving extensive use of planning and modelling tools outside the ADMS. In addition, new or improved 
integration to Essential Energy systems such as the Geographic Information System (GIS), Market 
Systems, Enterprise Asset Management (EAM) system and Pi Historian will contribute further to process 
efficiencies by sharing data more broadly.  

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

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

• Option 1: Upgrade the Advanced Distribution Management System (Recommended) 
Undertake a “mid-life” upgrade of the ADMS providing a roadmap for future sustainability, compliance, 
and an enabler of productivity improvement through new capability and robust integration with Essential 
Energy systems. 

• Option 2: Migrate to a new Advanced Distribution Management System  
Undertake a replacement of the ADMS with a new solution that provides a roadmap for future 
compliance and productivity improvements, and robust integration to Essential Energy systems. 

Option 1 is recommended with investment beginning in FY25. Total project expenditure is  (FY24 Real 
Terms) with an NPV of . This investment will support the customer and community through: 

• Continued provision of safe, reliable, and secure electricity, thereby avoiding potential customer service 
disruption. 

• Flexibility to efficiently support the growth in DER and other evolving distribution network requirements, 
including renewable energy.  

• Improved operational efficiency and capability through the provision of real-time Load Flow Analysis 
facilitating what-if scenarios and near-term planning for the electricity network.  
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1. Business Drivers 

The GE PowerOn ADMS is Essential Energy’s primary distribution network control platform. This critical 
system enables real-time distribution network assurance, outage management, and remote Supervisory 
Control and Data Acquisition (SCADA) operations. This system functionality is instrumental in keeping our 
employees, contractors and customers safe as well as supporting a reliable supply of electricity.   

In the current RCP, Essential Energy is undertaking an investment to migrate from the legacy GE “PowerOn 
Fusion” ADMS platform, to the newer generation GE “PowerOn Advantage ADMS Series 6” product-set. In 
addition, this same investment is making improvements in other related areas such as Alarm Management. 
Essential Energy is adopting the Australian Standard IEC 62682:2017 - Management of Alarm Systems for 
Process Industries. Using this standard to effectively prioritise alarms, Essential Energy’s system controller 
can better manage alarms and respond appropriately in a timely manner.   

In the coming RCP, a further “mid-life” upgrade of the ADMS Series 6 platform is forecast to be required. This 
upgrade will be another significant activity as it is planned Essential Energy will move to ADMS Series 7. As 
well as renewing the underlying technology layers for ongoing supportability, the upgrade will also be leveraged 
to enable further network control and operations improvements. Changes in the broader digital environment 
and architecture will also be considered when investing in the ADMS capability.    

Management of the electricity distribution network is becoming progressively more complex and dynamic with 
increasing DER at varying voltage levels connecting to the network. There is also a growing demand to have 
large scale generation connect to the network as renewable energy sources continue to grow and replace 
established electricity generation methods. Improved ADMS capabilities are required to integrate and manage 
DER efficiently and to support the increasing customer expectations in this regard.  

Load Flow Analysis based on real-time or near real-time data is a key capability in managing the network. This 
allows Essential Energy to understand where DER operation is constrained or is causing constraints on the 
network, network areas that pose the highest risk or where opportunities for DER are located. The goal of this 
analysis is to improve the overall reliability of the network. With Load Flow Analysis capability Essential Energy 
will be positioned to adopt more advanced system capability such as Automated Power Restoration.  

The proposed investment is required to address the following drivers: 

• Compliance and Risk:  

Risk of non-compliance with existing or future legislative obligations due to capability limitations or 
potential long-term unsupportability of the ADMS solution.  
Maintaining a contemporary and supported ADMS mitigates the risk of prolonged system outages 
impacting customers. Possible future failure of the ADMS leading to the loss of visibility of the electricity 
network increases the safety risk for staff and the community. This risk will be minimised through 
keeping the platform current, with the additional benefit of improving resilience to cyber security 
threats.  

• Business Improvement:  

With the introduction of new capability in the ADMS there is opportunity to improve business processes 
and functions.  

• Productivity Improvement: 

There is an opportunity for productivity improvement with the introduction of a suitable Load Flow 
Analysis capability with the upgraded ADMS, compared with the current practice involving extensive 
use of planning and modelling tools outside the ADMS.  
In addition, new or improved integration to Essential Energy systems such as the GIS, Market 
Systems, EAM system and Pi Historian will contribute further to process efficiencies by sharing data 
more broadly.  
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Project Risk 2 

Solution maturity 

When software solutions are 
relatively new in the release cycle 
there may be a greater number of 
software defects. 
  

Medium Choosing to upgrade to the latest 
version of GE PowerOn brings a low 
“maturity risk” as the product is already 
well established and used in other peer 
network businesses.   

Low 

Project Risk 3 
Skills Availability 

The project will require a highly 
skilled delivery team, with 
knowledge and experience of 
network management processes, 
the 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. 

 

Medium 

Project Risk 4 
Data migration complexities 
In significant upgrades there are 
generally a range of data issues 
which need to be resolved to 
upload into the new version of 
the solutions. 

Medium While data migrations for ADMS 
projects are inherently complex, the 
risk for this project will be quite low, 
given it represents the upgrade of an 
existing product.  
 
Factor adequate data conversion dress 
rehearsals into the project. 

 

Low 

Project Risk 5  
Business change capacity 
Business change capacity is 
insufficient, and fatigue occurs. 

 

Medium Commit one or more key roles to the 
initiative, to ensure the best people 
are focussed on delivering an 
optimised solution. 
 
Minimise other less-critical parallel 
activity. 
 
Ensure an effective change and 
communications strategy is in place 
and regularly measure business 
readiness for change. 
 
Utilise technology for training and 
education and ensure achievement of 
minimum standards in using the new 
solution 

Low 

Table 7: Project Risks - Option 1 
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education and ensure achievement of 
minimum standards in using the new 
solution. 
Despite these prudent mitigations, the 
residual risk remains medium, given the 
change in work practices which may 
result from transition to a new ADMS 
solution.  

Table 10: Project Risks - Option 2 
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6. Conclusion 

The preceding sections of this preliminary business case summarise the business drivers for investment, the 
options to address those drivers, and the corresponding likely costs, benefits, risks and impacts. 

On this basis, the recommended option (“Option 1 - Upgrade the ADMS”) is proposed for the purposes of 
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.






