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AMI: A Strategic Initiative



Decision to Pursue AMI (Internal & External)

• Regular program check-ins to governing bodies (over 13 presentations over a two-year period)
• Frequent reminders of the benefits and capabilities of AMI as boards and councils turned over
• Public-facing online FAQ
• Presence at neighboring city councils, neighborhood councils, and other community groups

https://www.mytpu.org/community-environment/projects/advanced-meters/advanced-meter-faq/


General Program Overview

Scope: Deploy Advanced Meter Infrastructure and Capabilities
• Installation of approximately 290,000 advance meters
• AMI communications network installation
• Meter Data Management System  (MDMS) implementation
• AMI to SAP integration 
• Monthly billing transition
• Customer engagement portal deployment 

Schedule: 
2018 – 2025 (Revised) | 2018 – 2022 (Original)

Budget: 
$82M - $84M (Re-baseline 2023) | $81.7M (Original 2020) 

Final electric installed by vendor (03/20/25)



Key Customer Benefits Roadmap



Customer Benefits to Unlock

Reliability & 
Resilience

Convenience

Billing & 
Payments

Future 
Functionality 
Enablement



Implementation Considerations

 Governance

 Leadership sponsorship 

 Resource commitments

 Engagement

 Customer Engagement

 Program Communications

 Program Execution

 Program Milestones

  Meter Deployment Considerations

 Customer and Utility Benefits to Deliver

6 Best Practices for a Successful Tech 
Implementation

https://rollingarrays.com/wp-content/uploads/2023/01/RS_HR-Tech-Implementation_6-Dec-1024x1024.jpg
https://rollingarrays.com/wp-content/uploads/2023/01/RS_HR-Tech-Implementation_6-Dec-1024x1024.jpg


Governance & Organizational Model 

Effective Program Organizational Model



Major Program Milestones

Milestones Procurement Sys Integration Pgm Mgmt Deployment

Executed 5 major vendor contracts (approx. $65M) Complete

Build a sandbox meter for testing Complete

Create an app to survey water meter boxes Complete

Survey water meter boxes (104,450) Complete

Connected the sandbox meters to the meter data management system Complete

Complete blueprint workshops and mapping business processes (57) Complete

Conduct a propagation study of TPU service area Complete

Design a communication network, including 49 antennas Complete

Complete policy updates, including 7 resolutions and 2 ordinances Complete

Complete core advance meter functionality Go-Live Complete

Complete installations in the initial deployment area Complete

Convert the first route to monthly billing Complete

Provided customer usage data in MyAccount Complete

Developed a deployment plan balancing operational efficiency and equity Complete

Establish a change agent network (55 staff) Complete

Shared customer communications (100+) Complete

Track and complete program KPIs (60+) Complete

Complete training hours (1,578) for 200+ staff Complete

Resource Planning – dedicated 338 staff and 100K+ hours to effort Complete

Finalized system integration for mass meter installations Complete

Complete all power and water meter installations Complete



Meter Deployment Considerations

We successfully followed our deployment plan, balancing efficiency with inventory as we navigated 
the challenges supply chain issues presented.

Customer Equity 
(e.g., areas of low 

historical 
investment) 

Former PayGo 
Customers 

Efficiency of 
Installation Plan
(e.g., operational 

and cost 
efficiency) 



Meter Deployment Strategy



Customer Engagement - Communications 

Communications before meter installation:

Customer Touch Points Communication
14 days before install: Postcard
7 days before install: Autodial

48 hours before install: Autodial & Door Hanger

• About 1 million communication pieces mailed to 
customers

• About 650k calls made to customers 
• Communication materials available in multiple 

languages

Communications throughout program timeline:



Customer Engagement – Opt-Outs



Unanticipated Global Events

1. COVID-19 Pandemic
2. Meter Supply Chain Disruptions
3. Program Staff Turnover

Program Impacts
• Schedule extension
• Potential cost increase
• Staff turnover
• Customer communications plan 

modifications
• Resolution and agreement updates

Mitigation Strategy
• Agile, optimized meter deployment planning
• Detailed inventory management
• Hired when needed, others filled in/partnered 

coverage where possible, scope delimited
• Deliver customer benefits as soon as possible
• Pursue least cost alternatives



MIV Deployment Schedule Update



AMI Program Budget Overview

$80.5 M
Spend 
Through 
May 2025
$80.5 M

$84.4 M
AMI Program Budget History Milestones Forecast Total 

Budget

Current - May 2025 Q1-2025 $80.3 $80.5

Re-baseline Stage Gate Q4-2023 $82.8 $84.4

Supply Chain Stage Gate Q2-2022 $85.2 $85.5

Start of Mass Deployment Q2-2021 $80.8 $81.7

Baseline Business Case Q1-2020 $75.0 $81.7

$81.7 M



Customer Benefits Delivered

(Deferred until all five COT Services are enabled)



Operations Benefits (Business Case)

Quantified Benefits forecast 
over 20 years KPI Status KPI Description

Labor Reduced & Avoided On Target
Meter Readers - Reduce 20 positions; Avoided 20

Call Center - Avoided 4
Network & Security - Avoided 7

Reduce Outage On Target Reduce 5 minutes

Meter Replacement Monitoring Reduction in meters purchased for maintenance

Avoided Truck Rolls Monitoring Reduction in number of trips related to dunning 
and service disconnects/reconnects

Asset Management  Measure, Optimize Reduction in transformers purchased for 
maintenance & related staffing

Reduced Write-Offs

 Measure, Evaluate

Reduction in annual dollars
Reduced Energy Losses Increased # of tampers

Leak Forgiveness Reduction in annual dollars



Use Case: Customer Self-Serve Usage Data

Available for All Customers
• Hourly, daily, and monthly usage information via MyAccount, made available with more frequent, automated meter reads. 
• 15 min. and/or 5-minute interval data available for electric customers and select water customers.
• Detailed usage data increases a customer’s ability to save money, water, and energy. 



Use Case: Leak Tracking & Notifications

Leak Letter Tracking: Summary Stats - Tableau Server

Water Leak Tracking Before AMI With AMI Impact

Notifications to customers 60 – 120 days (average) 1 – 7 days (average) Save water, time, and money

https://analytics.tacoma.lcl/#/views/LeakLetterTracking/SummaryStats?:embed=n&:iid=2&:origin=card_share_link


Use Case: Customer Calls & Pressure Drops

Purpose:      Correlation between the magnitude of pressures decrease in the distribution system to the volume of water quality
       complaints. 

Shaded blue:     The primary pressure zone effected by the event. 
Green star:      Location of the main break. 
Red circle:       Customer water quality related calls received in the days following Nov. 2024 main break. 
Blue circle:      Pressure sensors showing drops in pressure. 



Use Case: Power Asset Management

• Interval reporting for a single transformer to see loading across all meters associated with the specific transformer. 
• Provides historical consumption data of any of the associated meters (and customers) attached to a specific transformer.
• Alerts staff of which customers are contributing to an overload (if one exists).

This helps TPU determine quickly and accurately if another customer could be connected to this existing transformer. Moving 
from the previous monthly interval data to AMI data has enabled Power to better optimize the number of customers served on 
any given transformer.



Closing Overview

Scope: 
Deploy Advanced Meter Technologies 
(Meters, Network, Meter Data Management Systems)

Schedule: 
2017 – 2025 (Revised) 
2017 – 2022 (Original)

Budget: 
$80.5M – (Current )
$82M - $84M (Re-baseline 2023)
$81.7M (Original 2020) 

Future Capabilities

Closing Activities (In Progress):
• Final meters to exchange – Power Meter Shop
• Financial and documentation closeout  (e.g., release retainage to vendors)
• Communications Network refinements (e.g., install final base stations) 



Program Success Factors

Active and engaged 
leadership at all levels

Priority #1 Strategic Initiative

Communications (policy 
makes, community, 
employees)

Governance Framework (clear, 
accepted, followed)

Collaboration across 
divisions and organization

Dedicated resources to support 
the program

Focused on customer 
impact and benefits

Enable system reliability and 
functionalities



Looking to the Future

Utility Modernization Strategy & Roadmap – Coming Soon 
• Maximize investments in AMI system
• Facilitate alignment of organizational roadmaps
• Alignment with industries (utility, energy, water, rail, customer expectations)



Appendix

• Budget: May 2025 Financial Report
• Quantified Benefits (In Dollars) 



Budget: May 2025 Financial Report

• A final financial report with budget vs. actual expenditures will be available once final invoicing is 
processed.

 
• Financial Prudence

• Partnership with vendors
• Restructure contracts for flexibility 
• Monitored and evaluated program regularly (stage-gates with leadership and program team)
• Pursued and awarded grants ($2M Water Grant) 
• Adjusted schedule and deployment strategy to navigate unanticipated events (supply chain, COVID)

Category
Feb 2020

Business Case
August 2023
Rebaseline

May 2025

Electric Meter Deployment 26,059,039$                       28,609,461$                       26,887,693$                       
Water Meter Deployment 21,363,073$                       21,216,279$                       19,986,951$                       
Comm Network Deployment 3,280,816$                         3,575,634$                         3,396,564$                         
System Integration 8,891,422$                         8,951,503$                         8,951,503$                         
Capital Internal Labor 2,043,167$                         6,397,443$                         6,235,788$                         
Prof Services 3,788,946$                         5,131,212$                         6,092,191$                         
O&M Costs (Operations & Projec 9,491,736$                         8,241,879$                         8,496,125$                         
Customer Engagement Portal 250,000$                             250,000$                             279,178$                             
Total 75,168,199$                    82,373,411$                    80,325,993$                    
Contingency 6,597,244$                         2,000,000$                         200,000$                             
Total + Contingency 81,765,443$                    84,373,411$                    80,525,993$                    



Quantified Benefits ($$)

Quantified Benefits KPI Status Forecasted 20-year benefit
Labor Reduced & Avoided On Target $70.1M

Reduce Outage On Target $0.02M 
Meter Replacement Monitoring $10.8M
Avoided Truck Rolls Monitoring $3.2M
Asset Management  Measure, Optimize $6.7M
Reduced Write-Offs

 Measure, Evaluate
$4.4M

Reduced Energy Losses $3.2M
Leak Forgiveness $1.8M

Benefit Quantified Benefits forecast over 20 years Percentage % 
On Target $70.2 M 70%
Monitoring $14.0 M 14%
Measure, Evaluate, Optimize $16.1 M 16%

Total Benefits $100.2 M 100%
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