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Kia ora koutou 
 
Our 2025 Asset Management Plan Update is a second update to our 
comprehensive 2023 Asset Management Plan, published in March 2023. It 
outlines the work needed during the next decade to continue to provide the 
safe, reliable, and resilient electricity network our customers will increasingly 
rely on for more of their energy needs. Our work is fundamental to facilitating 
Aotearoa New Zealand’s decarbonisation and adaptation journey and realising 
its net-zero emissions targets by 2050. 
 
Our vision for Aotearoa New Zealand is Grow to zero1 – leveraging our 
abundance of renewable energy as a competitive advantage to produce low-
emissions goods and services, which is an increasingly attractive proposition as 
global economies seek to decarbonise. It’s also a call to action, to ensure the 
energy transition delivers the best future for Kiwis – enabling us to grow our 
economy relative to others as we transition so that we can afford to adapt to 
the challenges ahead. 
 
This AMP Update supports this vision for Aotearoa New Zealand by outlining 
the investment required in our electricity infrastructure. At the heart of this are 
our customers – ensuring our investments provide overall value for money 
while managing the energy trilemma of reliability, sustainability, and 
affordability.    
 
Timely and adequate investment is crucial. ‘Just in time’ investment risks being 
too late, while ‘just enough’ investment risks delivering too little. Our no-regrets 
plan favours progress over perfection to meet the required infrastructure build 
and support customers to invest with confidence. 
 
Our outlook for electricity demand over the long term remains consistent with 
our earlier projections. Decarbonisation via electrification and continued 
underlying growth will increase peak electricity demands on our network. 
Recently, we have observed a flattening of demand, linked to tougher 

 
1 Grow to zero white paper 

economic times for the country, but we believe these are short-term 
fluctuations, and our outlined growth plans remain necessary and prudent. 
 
Our role also includes the enabling of new renewable generation. In recent 
years we have seen considerable interest in generation connections, particularly 
solar, and we are open and motivated to support connection investment.  
 
In preparation for increasing infrastructure investment during the decade 
ahead, we are implementing two major transformation projects:  
 

1. Updating our contracting model for field services. We are 
introducing a regional model to better support electrification while 
delivering value for customers.  

 
2. Transforming our approach to customer work. We are taking on the 

end-to-end customer experience, to ensure efficiency, transparency, 
and consistency in service and engagement.  

 
This AMP Update also confirms our commitment to becoming a fully functional 
distribution system operator (DSO) by 2030. By integrating new technology, 
commercial models, and enhanced business processes, we will improve 
network utilisation, support increasing electrification, and manage the need for 
new network infrastructure. This ultimately delivers value for our customers. 
 
This is the first AMP Update since the finalisation of the default price-quality 
path (DPP) for 2025-2030, which sets revenue and reliability targets for us to 
manage. We are supportive of the process and decision reached by the 
Commerce Commission, including increasing the flexibility for expenditure 
reopeners, innovation funding and additional expenditure for our accelerated 
graduate and technician training programme. We have adjusted our capital 
expenditure plans to reflect the DPP4 allowances, balancing cost and risk, while 
recognising several investments carry uncertainties that may necessitate future 
reopeners.   
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We foresee some potential risk in these expenditure allowances, however. As 
our DSO programme accelerates and becomes business as usual, additional 
operating expenditure in systems, data and flexibility contracts is likely to be 
required ahead of the next regulatory reset. Also, our contracting model 
update, last tendered more than 10 years ago, has the potential for price 
impacts on a significant portion of our works, with limited ability to absorb. As 
the regulatory period progresses, we will continue to monitor these 
expenditure pressures and engage with the Commerce Commission to ensure 
the best outcomes for our customers. 
 
Our 2025 AMP Update is a well-prepared plan focused on delivering for our 
customers now and in the long term. It reflects our purpose: We're here to 
connect communities. 
 
Ngā mihi nui 
Chris Taylor 
Acting Chief Executive Officer 
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1. Introduction 

1.1 Purpose  
Powerco is Aotearoa New Zealand’s second-largest electricity distribution 
company by customer numbers, supplying about one of every six residential 
customers in the country. We have the largest supply territory by area and the 
largest overall network length. Our networks stretch across the North Island from 
the Coromandel to the Wairarapa.  

We provide an essential service to more than 360,000 homes and businesses, 
serving approximately one million customers. The electricity distribution assets 
we manage have long lives and are capital-intensive to create and maintain. We 
consider ourselves long-term asset stewards, providing effective and efficient 
asset planning and investment for current and future generations.   

In March 2024, we published an Asset Management Plan Update, which is 
available on our website www.powerco.co.nz. This 2025 Asset Management Plan 
Update (AMP Update) is limited to providing updates on material changes to the 
previous AMP Update, the latest information on our forecasts, and our long-term 
strategy for managing our electricity assets. We are experiencing some major 
shifts in our operating environment, requiring some substantial changes to our 
previously published plans and forecasts. These trends and our plans to respond 
are also highlighted in this AMP Update. 

This AMP Update relates to the electricity distribution services supplied by 
Powerco, and covers the planning period from 1 April 2025 to 31 March 2035. 

1.2 Information disclosure requirements 
Clause 2.6.3 in the Electricity Distribution Information Disclosure Determination 
2012 requires Powerco to complete and publicly disclose, before 1 April 2025, 
an AMP Update.  

Clause 2.6.5 states that the AMP Update must:   

 Relate to the electricity distribution services supplied by the electricity 
distribution business (EDB).   

 Identify any material changes to the network development plans disclosed 
in the last AMP (or AMP Update) per clause 11 and clause 17.5-17.7 of 
attachment A. 

 Identify any material changes to the lifecycle asset management 
(maintenance and renewal) plans disclosed in the last AMP (or AMP Update) 
per clause 12 of attachment A.  

 Provide the reasons for any material changes to the previous disclosures in 
the Report on Forecast Capital Expenditure set out in Schedule 11a and 
Report on Forecast Operational Expenditure set out in Schedule 11b.   

 Identify any changes to the asset management practices of the EDB that 
would affect Schedule 13 Report on Asset Management Maturity disclosure.  

In addition, Clause 2.6.6 requires each EDB to publicly disclose the following 
reports before the start of each disclosure year:  

 The Report on Forecast Capital Expenditure in Schedule 11a.   

 The Report on Forecast Operational Expenditure in Schedule 11b.   

 The Report on Forecast Cybersecurity Expenditure in Schedule 11c (disclosed 
to the Commission). 

 The Report on Asset Condition in Schedule 12a.   

 The Report on Forecast Capacity in Schedule 12b.   

 The Report on Forecast Network Demand in Schedule 12c.  

 The Report on Forecast Interruptions and Duration in Schedule 12d.   

If an EDB has sub-networks, it must also complete the Report on Forecast 
Interruptions and Duration set out in Schedule 12d for each sub-network. 
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1.3 Structure 
This AMP Update has been structured to meet disclosure requirements and is  
in a similar format to our previous AMP updates. In the interests of brevity, we 
have not attempted to duplicate detailed explanations where these are already 
available in our most recent comprehensive AMP. We encourage readers to refer 
to our previous AMP if a greater level of detail is required.  

Section 2 discusses our view of the emerging operating environment and how 
Powerco intends to position itself in this. 

Section 3 provides commentary on the changes to the planned construction, 
operational, and maintenance plans of our previous AMP Update, as 
necessitated by our customers’ evolving requirements, and the changes we see 
in our future operation. 

Section 4 discusses the impact of the default price-quality path (DPP4) final 
decision.  

Section 5 provides an overview of aggregate forecast expenditure and outlines 
the changes that have materially affected our forecasts. It also provides 
information on material changes to the schedules since our previous disclosure.   

Section 6 contains Schedules 11a-12d, and 14a to meet information disclosure 
requirements. 

Section 7 addresses the certification requirements for this disclosure.



 

2. Context and strategy 

2.1 Introduction 
As we navigate the dynamic energy landscape of 2025, Powerco remains steadfast 
in our commitment to delivering a safe, reliable, and resilient electricity network 
that meets the evolving needs of our customers and communities. Building upon 
the foundations laid in our previous AMPs, we are embracing the future with a 
strategic focus on decarbonisation, electrification, and enhanced customer-
centricity. 

Decarbonisation and electrification 

Aotearoa’s journey towards a net-zero emissions future by 2050 presents both 
challenges and opportunities. At Powerco, we recognise our pivotal role in 
enabling this transition by supporting the electrification of transport, industry, 
and process heat, as well as facilitating the integration of renewable energy 
sources. 

While short-term fluctuations in electricity demand can occur because of 
economic cycles, weather patterns, and changes in consumer behaviour, long-
term demand remains stable. However, where and when energy is consumed is 
changing. As sectors decarbonise, we anticipate increasing peaks in demand 
driven by the uptake of electric vehicles (EVs), industrial electrification, and 
distributed energy resources. These shifts will require a more flexible and resilient 
network, capable of accommodating new demand profiles and bi-directional 
energy flows. 

To support this transition, we are investing in: 

 Modernised network architecture to integrate and optimise new energy 
technologies. 

 Smart grid solutions that enhance visibility, forecasting, and real-time 
network management. 

 Targeted capacity upgrades to support increasing electrification where 
needed. 

 Enabling flexible energy use, including demand response and local 
energy trading. 

By aligning with our Grow to zero vision, we see New Zealand’s abundant 
renewable electricity as a competitive advantage, allowing us to decarbonise the 
economy without significant increases in total energy consumption, provided the 
right infrastructure and demand-side solutions are in place. Our role is to ensure 
that energy is available when and where it is needed, in a way that supports both 
affordability and sustainability. 

Becoming a digital-enabled distribution system operator  

The traditional role of electricity distribution is evolving. To adapt, Powerco is 
transitioning towards becoming a data-driven distribution system operator 
(DSO), where real-time intelligence, automation, and digital innovation will 
underpin how we operate and manage the network. 

Our Data, Digital, and Innovation Strategy is central to this transformation: 

 Digital grid modernisation: By investing in smart network technologies, 
sensors, and advanced analytics, we will gain real-time visibility of the 
grid, enabling proactive asset management and faster fault response. 

 Data-driven decision-making: Enhanced forecasting, AI-driven 
analytics, and digital twins will allow us to model future demand 
scenarios, optimise network investments, and integrate new energy 
technologies effectively. 

 Customer and market integration: By facilitating bi-directional energy 
flows and integrating distributed energy resources (DERs) such as solar, 
batteries, and EVs, we will enable customers to become active 
participants in the energy system. 
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 Automation and flexibility: Our network will evolve to be more 
dynamic, leveraging demand response, flexible connections, and grid-
edge intelligence to optimise performance and resilience. 

This transformation is essential to supporting New Zealand’s energy transition 
and economic growth, ensuring our infrastructure can meet the demands of a 
low-emissions future while delivering greater efficiency, reliability, and customer 
value. 

Enhancing customer-centricity 

Our customers are at the heart of everything we do. We are committed to 
improving transparency and making it easier for customers to engage with us. By 
providing greater visibility of our operations and network status, we empower 
customers with the information they need to make informed energy choices. 

Initiatives such as user-friendly digital platforms and streamlined connection 
processes are designed to enhance the overall customer experience. Embracing 
innovation and collaboration, we aim to deliver energy solutions that not only 
meet current needs but also anticipate future demands, supporting the prosperity 
and wellbeing of the communities we serve. 

Our commitment to the future 

By embracing decarbonisation, digitalisation, and customer-centricity, Powerco is 
dedicated to not only meeting today’s energy needs but also laying the 
foundations for a more sustainable, resilient, and innovative electricity future. 

 

2.2 Electricity consumption trends 
 

Historical electricity demand trends  

We have observed a marginal decrease in coincident electricity demand and 
overall consumption across the Powerco footprint since 2022, following a period 
of steady increases. It is likely that economic factors have significantly influenced 

the observed changes in electricity demand. The trends, updated until the end of 
calendar year 2024, are shown in Figure 2.1. 

Figure 2.1: Coincident maximum demand (MD) on Powerco’s network  
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Figure 2.2 Peak demand and energy consumption trends 

 

The growth rate of new connections (installation control points, or ICPs) has also 
slowed significantly in the past 2-3 years. It may be that the reduction in peak 
demand has resulted from the lower rate of new connections and reductions in 
household energy use. These are both related to the health of the New Zealand 
economy.  

Figure 2.3: Annual ICP growth 2014-2024   

 

Demand forecast  
 
While peak demand has seen a short-term decline, we expect the long-term 
growth trend, driven by population increases and economic activity, to continue. 
 
Aotearoa’s decarbonisation efforts will significantly impact future peak demand 
and energy consumption. To decarbonise, the energy system will need to 
transition to greater electrification. To make this efficient, new technologies and 
markets will be needed to manage peak demands, along with an increase in 
network utilisation.  
 
As well as organic growth, our current demand forecasts incorporate the 
following electrification impacts:  

 Process heat conversion: Transitioning industrial processes from fossil 
fuels to electricity.  

 Domestic gas conversion to electricity: More households converting 
from gas to electricity for heating and cooking, driven by environmental 
concerns and efficiency gains.  
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 Electric vehicle uptake: Growth in New Zealand’s EV fleet, increasing 
electricity use.  

 Demand management: More DERs on the network, such as batteries, 
coupled with the right market incentives, will allow for increased demand 
management. As a result of new commercial models, demand flexibility 
from existing customers is also expected to increase. 

 
Our overall long-term peak demand forecast is shown in Figure 2.4, and is 
unchanged from last year’s forecast. 

Figure 2.4: Electricity peak demand forecast   

 

 

 
2 Powerco’s climate scenarios can be found on page 12 of its Climate-Related 
Disclosures document: https://www.powerco.co.nz/-
/media/project/powerco/powerco-documents/who-we-are---pricing-and-
disclosures/climate-related-publications/climate-disclosures-document.pdf 

We continue to monitor these electrification drivers, as the timing and scale of 
change is uncertain. Most recently, updated Government policy regarding EV 
rebates and industry decarbonisation co-funding has cooled the uptake of EVs 
and process heat decarbonisation projects respectively.  
 
To help us better understand the range of potential demand scenarios, we have 
started work to align our demand forecasts to the Powerco climate scenarios2  in 
an acknowledgement that electricity demand impacts and asset management 
decisions will differ under each climate scenario. 
 
The policy drivers of each scenario correlate with national responses and have 
economic and ecological impacts. Under more extreme conditions, heating and 
cooling demand is expected to be higher, and the time of energy use by 
consumers may differ as a result. 
 
The updated work on demand forecasts will be included in our 2026 AMP. 
 
Further drivers of electrification change we are investigating  
 
There are several less understood but highly impactful drivers that could affect 
electricity demand. These are mostly centred on technological advancements, 
digital infrastructure surges, and the investment landscape in New Zealand 
because of increased ‘green tech’ adoption and the attractiveness of renewable 
resources for overseas investment.  
 
Some key areas we will continue to monitor include:  

 Electrification of mass transport: Monitoring the impact of heavy 
vehicle electrification and the adoption of alternative fuel sources 
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electrification of regional aeroplanes (with regional airports present on 
the Powerco footprint).  

 Public EV fast charging rollout: The speed of rollout for public EV 
charging stations and the implementation of controlled charging setups 
will influence adoption rates.  

 Urbanisation trends: The impact of urbanisation will have a significant 
impact on electricity demand and infrastructure.  

 Data centres: The projected growth of data centres and their electricity 
demand in New Zealand, and the associated government response. 
Analysts estimate that electricity consumption from data centres, AI, and 
crypto currency could double by 2026. It’s estimated that New Zealand 
data centre growth will match that of Sydney, with plans to double by 
2030. Currently, 5-8% of world energy usage is attributed to data 
centres.  

 Emerging technologies and energy transformation: Advances in 
technologies, such as energy storage, smart grids, and the Internet of 
Things, will enhance energy efficiency and electricity management and, 
in turn, electricity demand.  

 
We also pay close attention to potential disrupters to electricity demand. These 
are often difficult to predict but can have substantial impacts on future electricity 
demand and will be crucial for our ongoing assessments and planning.  

 Supply chain disruptions: The availability of critical components and 
materials for power generation and grid infrastructure can be affected by 
global supply chain disruptions. This will impact the reliability of 
electricity supply.  

 
3 Lower income customers generally have more limited means of self-generation or 
management of their energy consumption patterns, which could otherwise help achieve 
cost reductions. 

 Policy and regulatory changes: Government policies and regulations 
can impact the electricity supply by incentivising or restricting certain 
types of power generation. Policy changes related to emissions 
standards, renewable energy targets, and grid reliability will affect supply 
dynamics.  

 Market volatility and economic shifts: Fluctuations in energy markets 
and broader economic trends will impact electricity demand and 
investment decisions.  

 

2.3  DSO – Future-ready networks 
We will be a fully functional distribution system operator (DSO) by 2030 

The electricity industry is in the midst of a major transformation – evolving from 
centralised, fossil-fuel dependent systems to a dynamic, decentralised and cleaner 
energy network. This change is driven by changing customer needs, technological 
innovation, distributed generation, policy shifts, and the growing need to address 
environmental concerns, particularly climate change. At the same time, we 
anticipate a significant medium- to long-term increase in electricity demand, as 
energy use shifts to electricity and away from traditional fossil fuels. We also 
anticipate a major increase in large new consumers, such as data centres. 

The shift to electrification is essential for New Zealand to reduce its carbon 
emissions and should, in the longer term, result in an overall reduction in energy 
cost. However, a substantial proportion of our customer base already faces 
considerable energy hardship. As we modernise our networks and add the 
capacity needed, substantial investment will be required. If this is not carefully 
managed, it could add considerably to the cost of electricity, with the likelihood 
that the burden may fall disproportionately on our lowest income customers3. 
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Powerco’s Future-ready Networks Strategy is predicated on achieving an optimal 
balance between the competing requirements of energy affordability, energy 
security and sustainability4, while adapting to the transforming electricity industry.  
With underlying open network principles, we consider that the DSO, and its core 
functions, provide a practical means of providing this balance. Accordingly, during 
2024 we adopted the key strategic goal for Powerco to be a fully operational DSO 
by 2030 – giving us the current regulatory period (DPP4) to build and test the 
necessary systems and capability to achieve this. 

The bulk of our network innovation and evolution activities, which previously 
made up our Future-ready Networks Strategy, now fall under the DSO 
transformation umbrella.  

Transitioning to a DSO will require much more than only a technology 
transformation – it will be a whole-of-business transformation in its fullest sense.  
Network processes, from planning through to operations and maintenance, will 
change. New commercial capabilities and processes will have to be developed, 
and customer engagement and understanding taken to new levels. Our 
information technology systems, data management and data collection will 
require significant upgrades and expansions. Underpinning all of this will be the 
new capabilities we will help our people to develop. 

 
4 Otherwise known as the ‘energy trilemma’. 
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2.4  Data and Digital Strategy 
Investment in data and digital infrastructure and capabilities is essential to 
unlocking our next-generation digital platforms and supporting the energy 
transition. As we navigate electrification, our digital systems must also evolve to 
provide both high operational efficiency and enhanced customer value. This 
transformation requires a robust framework that integrates advanced digital 
systems with traditional network operations. 

Our vision for a future-ready network positions customers as active participants 
in an evolving energy ecosystem. Digital interfaces will enable customers to 
monitor their energy resources, access real-time network insights, and make 
informed decisions that reflect both affordability and sustainability. This shift 
from passive consumption to dynamic engagement is fundamental to our 
strategic direction. 

How would the shift to a DSO help address the energy trilemma?  

In essence, a DSO envisages working with customers and providers of other 
flexibility services on an integrated approach to electricity provision. Modified 
consumption patterns, distributed generation, or energy storage will become as 
much part of service provision as traditional poles and wires.  

Energy affordability 

 Optimising network utilisation. There is considerable scope for improving 
network utilisation by shifting demand away from peak periods. This would 
allow us to defer or avoid otherwise necessary reinforcements. 

 Right-sizing connections. By better coordinating connection requirements 
(use patterns) with available network capacity and operating envelopes, it is 
often possible to materially reduce connection costs. 

 Monetising customer energy services. Rewarding customers for changing 
their energy behaviour or offering spare generation/storage capacity to the 
network. 

Sustainability 

 Facilitating renewable generation. An open network, being flexible and inter-
operable, supports DERs and peer-to-peer energy trading. This encourages the 
take-up of renewable generation. 

 Optimising energy use patterns. By optimising energy use patterns, 
particularly avoiding sharp peaks, the overall infrastructure need (from 
generation through to end consumer) is reduced. 

 Supporting electrification. As a net effect of lower energy costs, opportunities 
to monetise energy services and improving service reliability, switching to 
electricity from other energy sources is encouraged. Given our highly 
renewable electricity system, electrification is key to reducing carbon emissions. 

How would the shift to a DSO help address the energy trilemma? (Cont.) 

Energy security 

 Network modernisation. Enabling a DSO requires the same underlying 
technology and systems as modernising networks. In addition, in seeking 
optimal network investment outcomes, non-traditional network solutions are 
actively adopted (alongside flexibility services and traditional solutions). 

 Improved reliability and resilience. A DSO requires comprehensive, semi-
real-time network visibility. This same visibility supports more efficient network 
operational response, fault isolation and restoration. It also provides options to 
reduce non-essential load (in exchange for more important operations). 

 Improved risk management. Improved network visibility and understanding 
of customer behaviour and requirements allows more sophisticated risk-
analysis and the ability to operate (safely) closer to operational limits – 
providing more operational headroom and flexibility. 
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Enhanced network visibility remains a key pillar of our strategy. By investing in 
sensors and data collection systems, we can achieve much richer monitoring of 
network conditions. This visibility not only supports efficient asset utilisation but 
also empowers our operations team with greater situational awareness and, 
alongside increased automation, will deliver reliability benefits to customers.  

Focused investments in digital tools for the DSO will help address the unique 
challenges of the low voltage (LV) network, where low diversity and dynamic 
demand require high-resolution data from multiple devices. Such enhancements 
are critical to maintaining system reliability amid rapid electrification. 

Specific investments will drive improvements across our network, including 
vegetation management, advanced analytics, and system upgrades or 
replacements. These targeted initiatives ensure that our digital platforms remain 
resilient and responsive to emerging challenges. By leveraging advanced 
analytics, we can forecast network capacity, identify congestion points, and 
optimise investment decisions. 

In summary, our Data and Digital Strategy is designed to deliver tangible value 
to our customers while enhancing operational efficiency. By building a resilient 
digital infrastructure and fostering a culture of data stewardship and digital 
excellence, we will not only meet current energy demands but also position 
ourselves to lead in a rapidly evolving energy landscape. 

2.5 Customer transformation  
The future value and long-term sustainability of our business relies on the value 
we deliver to our customers.  

Our customer-centric vision includes delivering scalable, efficient customer 
service with improved digital engagement and self-service tools, which will 
improve our customers’ experience and increase our capacity to deliver for our 
customers. 

We are in the process of changing our customer works model from interposed to 
direct customer engagement. This new approach will make use of smart digital 
tools to manage and improve our customers’ experience. Our pipeline of future 
initiatives also includes improving our customers’ experience of both planned and 
unplanned network outages. 

New capabilities to directly manage customer relationships will also enable 
deeper customer insights to support the development of flex solutions as part of 
the DSO transition.  
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3. Our 2025 Asset Management Plan 
Update 

3.1 Introduction 
The 2025 Asset Management Plan Update (AMP Update) provides a refresh of key 
planning outputs for the next 10 years. Our AMP is an essential part of our long-
term asset planning and investment framework. The AMP Update is primarily 
informed by our 2023 Asset Management Plan, which we published two years 
ago.  

The drivers of this AMP Update are largely consistent with our 2023 Asset 
Management Plan and 2024 AMP Update. Notably, our focus on investments to 
address anticipated demand increases driven by electrification. Five important 
areas with substantial changes from the previous AMP, owing to refinements and 
enhanced strategies, are: 

 Distribution system operator (DSO): As noted above, Powerco has 
refined its Future-ready Networks Strategy, and concluded that evolving 
to a DSO offers a practical approach to meeting the future needs. We 
have, therefore, adopted a core strategy to be a fully functional DSO by 
2030. This is now largely the umbrella for our network innovation and 
evolution activities, as well as a major driver of our data and digital and 
customer engagement strategies. 

 Pricing: We regularly consult customers and retailers about 
improvements to our pricing. This year we’re planning two important 
innovations:  

o A new pricing sub-region in north Coromandel, where we 
experience very high network peaks during holiday periods.   

o Credits (negative variable charges) for customers who export 
power from generation or battery storage at their installation 

control point (ICP) to reflect the benefit of local supply into the 
grid during peak periods.   

 Electricity field services agreements (EFSAs) and customer delivery 
services contracts: Powerco is tendering contracts for major electricity 
field services on its footprint, along with a tender for its new customer 
works delivery model. Taking effect from mid-2025, these contracts 
provide an opportunity to improve and enhance the services we provide, 
and develop sustainable partnerships to support Aotearoa’s 
electrification through network investment and new technology.  

 Asset management improvement: Asset renewal remains a priority, 
with evolving asset management practices, enhanced risk assessments, 
and a dedicated team driving improvements. We are also investing in 
satellite technology to assist in developing optimised workplans for 
vegetation management. 

 Workforce capability and capacity: We continue the extensive 
investment and efforts required to meet the anticipated workforce 
demand fuelled by electrification. Successfully delivering this additional 
work and developing new skillsets will necessitate expanding several 
teams and programmes across the organisation. 

A brief overview of our plans and the reasons for changes across these areas is 
provided below.  

3.2 Distribution system operator (DSO) 
Powerco’s target of being a fully functioning DSO by 2030 is timed to allow the 
required enabling systems, technology and processes to be developed during the 
current regulatory period (DPP4). In addition, we plan to have a number of 
working flexibility contracts in place by no later than the start of FY28. This will 
help build a solid understanding of the complexity, effectiveness and cost of 
running these contracts. This information will be an essential part of our 
regulatory submission for DPP5, as we present the case for transitioning to a DSO. 
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A DSO will rely heavily on flexibility contracts and other non-network 
arrangements. This in turn will require broad, near real-time network visibility5,  
with supporting communications and digital systems. All of this will see our 
operating expenditure rise considerably, continuing to do so over DPP5, but offset 
by a comparative reduction in capital investment, particularly on network 
reinforcement projects6.   

Flexible services, however, cannot indefinitely defer reinforcement needs or 
substitute for greenfield developments. Therefore, there will still be ongoing 
reinforcement expenditure, particularly in an environment of growing 
electrification – the DSO will moderate this expenditure and help ensure optimal 
network utilisation but cannot avoid it altogether. 

Our initial DSO approach has been to have a number of short-term initiatives to 
test and prove concepts. Most of these have started during FY25 and will continue 
into FY26. In parallel, we have identified a number of larger, longer term enabling 
investments and initiatives that are essential for a future DSO. These will begin in 
FY25, spanning over the rest of DPP4. The main earlier initiatives are described 
below. 

LV visibility and network management 

Traditionally, visibility of power flows on our LV network has been very limited.  
Now, as we see substantial increases in distributed generation and large new 
loads connected to LV networks, previously adequate, built-in capacity margins 
are being eroded. Capacity constraints on LV networks are, therefore, expected to 
become an increasing issue. Good visibility of power flows, constraints and 
available capacity is essential to ensure optimal asset utilisation, avoiding large, 

 
5 As this capacity can only be developed over time, earlier on the DSO will rely more on 
simulations and generalised consumption patterns, which will gradually be replaced with 
real-time operational data. 

and possibly unnecessary reinforcement. Visibility also supports improved 
network reliability through improved response times and automation, and 
network safety, such as through the identification of broken neutrals on the LV 
network. 

Developing a LV visibility platform and acquiring the necessary consumption and 
power-quality data is one of the fundamental building blocks for a DSO. Following 
several trials of monitoring devices and visualisation platforms, we will adopt the 
following approach to achieve this: 

 Acquire ICP operational data from meter providers, including power 
quality information. To the extent available, this will be five-minute 
interval data, as near real-time as possible. 

 Acquire historical, half-hourly ICP consumption data from meter 
providers. 

 Acquire operational data from other providers who have ‘intelligent’ 
devices connected to our network. This could include owners of solar/PV 
installations, mobile generation sites etc. 

 Procure a LV analytics and visualisation platform to make the operational 
data accessible to our planning and operations teams. 

 Continue rolling out LV monitors on larger distribution transformers, 
including outgoing LV feeders. The information from this will also be 
integrated onto our LV visibility platform. 

 Develop options for real-time monitoring of outages on the LV network. 
This may be through arrangements with meter providers or installing our 
own devices at strategic locations. 

6 There is also scope to reduce renewal expenditure through increased use of distributed 
energy resources (DERs), through targeting optimal asset capacity and through better 
visibility allowing us to operate assets closer to realistic risk limits. However, the scope for 
expenditure reduction (relative to base case needs) is seen as more limited than for 
reinforcement expenditure.  
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Once the visualisation platform is operational, we will re-assess our approach to 
managing the LV network.  Our long-term goal is to plan and operate this network 
in a similar (active) fashion to the higher voltage networks. This will require 
substantial changes to existing processes as well as additional planning and 
operating resources. 

It is also noted that, while our main focus is on extending LV network visibility, 
improvements to visibility (and automation) on the distribution and sub-
transmission networks will also continue. 

 

BESS trials  

In what we understand to be a New Zealand first, Powerco is installing LV 
network battery energy storage systems (BESS) on power poles in Greerton, 
Tauranga. The units will alleviate power quality issues and provide peak 
demand lopping in an area where the LV network is capacity constrained. 

With this installation, we will also trial the use of multiple BESS together as a 
virtual power plant. Analysis indicates that deep-network BESS units allow 
maximum value-stacking, with demand benefits not only for the immediate 
constrained area, but also for the higher voltage networks from which it is 
fed (as well as upstream transmission and generation benefits). Depending 
on the trial’s success, we envisage rolling out increasing numbers to help 
defer network upgrades. 

We may also use these units in future for further community benefits, such 
as providing storage capacity for excess local photovoltaic (PV) generation.   
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Network model 

A robust network model, covering our full network from sub-transmission to LV, 
is a key building block for future network operations and the DSO. Such a model 
is fundamental for current network state distribution power-flow analysis. This, in 
turn, is critical for our Advanced Distribution Management System (ADMS) to 
analyse network constraints and available capacity, to run granular simulations of 
future power flows, and to support commercial decisions in network operations 
and investment. 

Powerco has a sophisticated network simulation system, but its application is 
limited to studying discrete parts of the network for planning, capacity and 
network stability assessment purposes. The intended network model will provide 
broad, automated network coverage and allow whole-of-system simulations. 

The proposed network model will be seamlessly integrated with our network 
power-flow platforms, including the LV visibility platform, to collect consumption 
data (including distributed generation), as well as our demand forecasting 
models. It will also underpin the analysis for our capacity and constraint maps, 
through which we provide network capacity information to our customers. This is 
currently done via an in-house developed prototype model. 

Before committing to further model development, we plan to conduct an 
extensive investigation into commercially available network model products, or 
options to formally develop an appropriate product. This will include liaison with 
suppliers and other users, internationally.    

 
7 We note that several initiatives in this regard are being undertaken, supported by EDBs, 
retailers, the ENA, FlexForum, research institutes and the like. Powerco is actively involved 
in a number of these initiatives. 

 

Flexibility product development 

Flexibility services are integral to a DSO. At present, there is no functional 
flexibility services market in New Zealand7. Therefore, it is imperative that our 
programme helps develop a flexibility market and we engage with individual 
customers on potential flexibility contracts.  

Our initial approach to developing the use of flexibility services broadly 
encompasses: 

 Identifying upcoming (medium term) network constraints. 

Signalling constraints and capacity 

In 2023, in a first for New Zealand, Powerco published an interactive map on its 
website through which customers can determine the capacity across our network 
to accommodate distributed generation. This was followed up with a map 
indicating the available load connection capacity across our network. 

We see this information as a major stepping stone, not only for helping 
customers conduct their own early feasibility studies when planning new 
connections, but also in future to assess where network constraints indicate a 
demand for flexibility services exists. 

While the current maps offer a static, worst-case snapshot of capacity on our 
higher voltage distribution networks, we are working on expanding this to 
indicate capacity at different times of the year and, eventually, also show daily 
and weekly patterns. Constraint signalling will be added and, once we have the 
network model in place and acquired granular LV data, the capacity maps will be 
extended to the LV network as well. Our capacity and constraint maps will evolve 
with this information during the next three to five years. 
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 Investigating options for flexibility services that could alleviate these 
constraints. 

 Engaging with customers or third-party providers on procuring such 
services (through direct approach or advertising the need for services). 

 Implementing the contracts for operation by our network control team. 

By its nature, this approach relies on bilateral contracts with customers or third 
parties. However, in future, after our initial flexibility approach has been 
developed, we envisage this will be much extended. 

 We will increasingly make information automatically available to 
customers or other interested parties about network constraints and 
capacity. This information will help potential flexibility service providers 
understand where these services are required and encourage such offers. 

 Distribution network pricing will be a further key mechanism for 
signalling network constraints, particularly for mass market customers.  
Effective price signalling should encourage customers to adapt their 
consumption patterns or offer capacity in a manner that would help 
alleviate constraints. 

 Closely related to the above will be the use of dynamic operating 
envelopes and signalling (in near real-time) the variations in network 
capacity and constraints, with associated pricing, to customers and 
flexibility providers. 

 We also foresee an operating market platform that will bring together 
potential providers and users of flex services and set general commercial 
terms for these transactions. 

As the basis for expanding our use of flexibility services during FY26, we have 
identified a number of planned reinforcement projects that could be deferred if 
suitable alternatives can be procured. Flexibility options to achieve this are being 
investigated, with commercial negotiations expected to be concluded early in the 
year. 

 

Demand forecast and improved planning models 

Traditionally, electricity demand forecasting relied heavily on past consumption 
profiles and underlying growth trends, coupled with information on known 
planned developments in an area. Scenario planning was conducted on a 
network-wide basis, taking into account various growth scenarios resulting from 
key drivers, such as EV uptake or process heat electrification. 

In a relatively steady-state environment this approach was appropriate, as actual 
investment commitments rarely needed to be made before we had sufficient 
certainty on demand (exceeding capacity). With slow growth rates there is 
normally ample scope to revise plans before commitment. 

However, we are moving into a much more volatile period, with rapid, often 
unforeseen, demand growth in some areas. Growth patterns are becoming 
increasingly varied across the network, in response to different underlying drivers. 
Intra-year demand patterns are also more variable. In addition, we anticipate 
increasing constraints on LV networks, which have previously largely been 
considered ‘set-and-forget’. 

What are flexibility services? 

Flexibility services refer to the ability to vary the production or consumption 
of electricity at a specific location in response to signals. These signals can be 
delivered through various means, such as distribution or energy prices, 
managed tariffs, event-based contracts, or long-term agreements. The 
responses to these signals can be controlled by consumers, third parties, or 
remotely switched by EDBs, and can be delivered by any distributed energy 
technology, including generation, batteries, or controllable demand.  

Flexibility services are essential for managing the load on electricity 
networks, especially during peak times or when there are constraints on the 
network. They help in deferring or avoiding the need for investing in new 
infrastructure, such as poles and wires. 
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Therefore, we need a demand forecasting model that is much more responsive to 
real-time changes in input factors, and can reflect the impacts on a much more 
granular scale. Demand forecasts are a key input into network planning and their 
veracity is therefore very important for optimal network investment. 

Therefore, we will be developing a much more granular demand forecasting tool 
that will provide both short-term profiles for operational management, and 
longer-term profiles for investment planning. This will take into account short-
term factors influencing electricity use, such as response to weather or economic 
patterns and the most recent consumption patterns, as well as future anticipated 
factors, such as demographics, distributed generation and flex uptake, technology 
change, electrification, climate change factors, etc. The model will also be suitable 
for scenario analysis, not only on a network-wide level but carried through to LV 
feeder level. 

Before committing to upgrading our demand forecasting model or planning 
approach, we plan to conduct an extensive investigation into approaches adopted 
internationally, and test whether demand forecasting tools are commercially 
available, or a suitable product can be procured from an existing user. 

 

3.3 Pricing  
As we establish our DSO, we are learning more about how we can use additional 
local generation to avoid or defer investment in the network. Pricing is the first 
step in realising investment deferral opportunities, and as we build a more 
detailed picture of which projects can be deferred, where and when, we can 
signal the cost of the local planned investment in our pricing at times when the 
network is congested.  
 
 

Figure 3.1: Relationship between pricing, asset management and DSO 

 
 
Traditionally, to make sure we can meet new demand as load grows, we have to 
increase the capacity of the network by building and replacing physical assets – 
wires, transformers, substations etc. However, through pricing, we can 
potentially incentivise customer behaviour and reduce the size of peaks on our 
networks so that we avoid, or at least defer, spending money on these physical 
capacity upgrades. During the next decade, we will refine and align our four 
complementary flexibility programmes, working over different time horizons. 
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Figure 3.2: Flexibility time horizons 

 
Because many of the costs of operating the network are fixed, Powerco cannot 
easily unbuild, re-use, or move parts of it, which is why it’s important to delay 
making investments by using price signals and flexibility resources.  
 
We are working to better integrate our AMP with our pricing. Where our AMP 
identifies that we’ll need to expand the capacity of the network during the next 
10 years, we will look to introduce a ‘peak’ charge during the periods where our 
network is congested to signal how much one extra unit of electricity would cost 
if we had to upgrade the network to meet increases in peak load8. The first step 
in bringing this to life was our 2024 change from grid exit point (GXP) to ICP 
pricing. In time, this will allow us to trial more localised peak prices than we have 
been able to do historically.   
 

 
8 Economists call this the ‘long-run marginal cost’. It is a particularly important signal in a business 
such as Powerco, because while most of our costs are fixed in the short term, they are all variable in 

Where the AMP identifies the need for a planned upgrade within five years, and 
despite Powerco signalling this with peak prices, there may be an opportunity to 
defer the project by paying third-party flexibility providers or installing a battery 
to reduce demand in the particular area (refer to ‘Flexibility product 
development’ and ‘What are flexibility services?’ above).  
 

 
 

Retailer load control trials 

Like most electricity businesses in New Zealand, Powerco offers a ‘controlled’ 
tariff to customers whose hot water cylinders are attached to a dedicated circuit, 
which they allow us to turn on and off at times of congestion and network 
emergencies. While this technology has been a valuable tool for reducing load, 
it’s a broad-based solution and all hot water cylinders on one circuit will turn off. 
 

the long term, but only when we make large and irreversible investments. Therefore, if customers are 
prepared to pay it, it is a sign that it would be efficient to upgrade the network. 

What’s new in Powerco’s FY 2026 pricing 

FY26 will see the introduction of: 
 Coromandel pricing sub-region:  A new pricing sub-region has been 

introduced in north Coromandel, where we experience very high 
network peaks during holiday periods. This is an important 
opportunity to learn how to integrate local peak pricing with our AMP 
effectively.  

 Export tariff rebates:  We have introduced a negative variable charge 
for customers who export power at peak periods from generation or 
battery storage. This is to reflect the benefit that local supply into the 
grid at peak periods delivers, which is the same as reducing demand. 
This, therefore, defers the need for planned investment.  
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Technology advancements in smart meters have meant each individual 
connection can now be switched on and off at different times, by different 
parties, not just the EDBs. 
 

Figure 3.3: Retailer control of hot water cylinders 

 
 
During winter 2024, we ran a trial with several retailers to pilot this model and 
we retained the ability to override retailer instruction in the event of a local or 
national system emergency. The impact of the trial on peak demand is 
illustrated in Figure 3.4. The trial was highly successful, with more than 30,000 
customers participating, and nearly 10% of peak load demand reduced – 
achieved without the need to turn off large blocks of customer hot water 
cylinders.  
 
Following this success, the approach has become business as usual and is now 
available to all retailers that register and comply with the Flexible Hot Water 

Protocol, enabling significant flexibility for customers through retailer product 
offerings. 

Figure 3.4: Impact of hot water control trials on peak demand  

 
 
We will continue to work with retailers to understand how we can use local 
pricing on the controlled network to defer specific planned investments. In the 
medium term, we expect an increased proportion of load on our network to be 
controlled by retailers and other parties, rather than us directly. A priority will be 
agreeing operating protocols for routine and emergency situations, before we 
look at the future of our pricing for investment in a control plant. 
  
During the next five years, our priority is to build on our experience with the 
north Coromandel pricing sub-region and flexibility trials by introducing local 
pricing and flexibility initiatives to signal the cost of planned AMP investment at 
an increasingly granular level.  
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In parallel, we continue to work with retailers to review and adjust our pricing 
for controlled loads to contribute to these regional pricing and flexibility 
initiatives. 
3.4 Electricity field services agreements (EFSAs) and 

customer delivery services contracts 
Powerco is tendering contracts for major electricity field services, alongside a 
tender for its new customer works delivery model. These contracts will take 
effect from mid-2025. 

Electricity field services agreements 

Our current EFSAs, which expire in 2025, have been reviewed to ensure they 
provide the partnerships we need to deliver for our customers of the future. Our 
electricity network is evolving, driven by changing customer needs, New 
Zealand’s decarbonisation goals, and emerging technologies. This transition 
presents an opportunity to enhance the services we provide. Benefits for our 
customers include: 

 A customer-first approach, ensuring customer needs are central to our 
services. 

 Improved customer experience through enhanced contractor 
performance and outcomes. 

 Introduction of new, customer-focused KPIs to align contractor 
performance with our commitments. 

 Simplified processes so customers interact directly with Powerco rather 
than multiple contractors. 

Customer delivery services tender 

Powerco is transforming the way it manages customer-initiated works (CIW). 
Instead of customers working directly with a Powerco-approved contractor, 

Powerco will oversee the end-to-end experience. Benefits for our customers 
include: 

 Simplified network connections. 

 Reduced duplication and inefficiencies in the commercial process (eg, 
multiple designs for the same job). 

 Consolidated contractor pool, allowing us to develop better 
partnerships to improve performance (timeliness, communication, 
quality, and safety). 

 Enhanced customer experience through Powerco-led scoping and 
design, with improved transparency. 

 Introduction of fixed customer capital contributions for many work 
types, shifting cost-efficiency responsibility to Powerco. 

 Aim to lower long-term costs by leveraging Powerco’s bargaining power 
to secure competitive pricing and provide greater stability across 
economic cycles. 

This change will also give us an improved relationship with, and understanding 
of, our customers, supporting our ability to deliver a better service. 

Impact on expenditure forecasts 

There is a risk that these tenders could increase costs. Our aim is to manage 
expenditure within regulatory allowances as much as possible. If costs do rise, 
we will likely adjust by reprioritising or deferring other expenditure. 

 
3.5 Asset management improvement 

Asset renewal planning 

For asset renewals, this AMP Update is without material change to the asset 
management practices that supported our comprehensive AMP in 2023 and the 
AMP Update in 2024. 



 

 
 
 

 23

 
However, the opportunity to continually evolve, and improve our asset 
management system, processes, and people’s knowledge, skills, and abilities 
remains an ever-important foundation. This has been supported by the 
consolidation of the asset fleet teams in 2024 to drive consistency in our 
approach, with an increased focus on our asset management practices. 
 
The asset renewal programmes will continue to be a core part of our business 
and a means to ensure a safe, reliable, and resilient network. While other parts 
of the business are undergoing significant transformation, such as the initiatives 
to become a DSO, the asset fleet teams are evolving their systems and 
processes through a multi-disciplinary team of talented individuals. 
 
This team is tasked with developing the comprehensive AMP for 2026, while 
achieving long-lasting outcomes in support of several key objectives, including a 
greater application of quantitative risk-based assessments. This will support our 
asset engineers in developing asset lifecycle plans in an environment that 
increasingly has more variables to consider, with more granularity required in 
the solutions deployed to deliver better outcomes for our customers. 
 

 
9 Powerco innovation project allowance application, June 2024, pg.17 Available here: innovation-
allowance-drawdown-application-to-commerce-commission-5-june-2024.pdf 

 
 

Vegetation management: AiDash 

During the DPP3 period, we used the innovation allowance9 to test the use of 
satellite technology plus AI for a cost-effective risk and criticality-based 
prioritisation methodology for vegetation management. With that trial success, 
we will invest in AiDash (satellite technology) to assist in developing optimised 
workplans for vegetation management. This cutting edge technology will enable 
us to ensure we are delivering the highest risk/investment outcomes for our 
vegetation investment. 
 
The satellite data acquisition and remote monitoring can improve the 
effectiveness of Powerco’s vegetation management, reducing the number and 
duration of interruptions caused by vegetation. Benefits are interlinked with 
better reliability and improved customer experience through: 

 Reduction in consequential (faults) costs. 

 Faster restoration times. 

Climate resilience update  

We are working through the next steps of embedding resilience investment. 
Key aspects include: 

 Increased engagement with regional lifelines groups regarding proposed 
resilience investment.  

 Review of ‘external hazard’ risks in our asset-based risk modelling used 
in our value-based investment framework 

 Continued engagement with remote communities exploring off-grid 
community hub opportunities. 
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 Reduction in the number of interruptions. 

 Improved likelihood of overhead assets reaching their designed end of 
life. 

 Optimised spend to manage appropriate risk levels. 

 Demonstrate good regulatory stewardship and compliance through 
long-term visibility. 

 
As the foundation of the programme is grounded in AI and machine learning, 
there is the unique opportunity to perform a detailed reliability analysis and 
simulate the impact of a chosen strategy in future years, based on constraint 
scenarios, fault history and vegetation growth rates. Through each capture and 
each trim record, the analysis and accuracy will improve and adapt to Powerco’s 
needs. 
 
The Climate Risk Intelligence System (CRIS) module is included in the package 
and can be leveraged to predict weather-related outages. This tool combines 
detailed vegetation information with real-time weather to inform Powerco 
where to pre-position storm restoration resources to reduce customer 
SAIDI/SAIFI, as well as highlight network weaknesses for weather patterns. We 
will explore how this tool supports our storm response work following the initial 
vegetation management deployment. 
 
 
3.6 Workforce capability and capacity 
We continue the extensive investment and efforts required to meet the 
anticipated workforce demand fuelled by electrification. Successfully delivering 
this additional work and developing new skillsets will necessitate expanding 
several teams and programmes across the organisation.   
 
Existing network growth 
 

To accommodate increasing demands on our network, we will require additional 
workforce capacity to plan, manage, and execute projects associated with 
growing network investments. 
 
Data, digital, and future networks growth 
 
Adapting to a more digitally driven operating model necessitates new skill sets, 
such as managing an LV network with significant DER penetration and creating 
innovative flexibility solutions to address peak demand challenges. 
 
Customer engagement and service growth 
 
As our communities transition to lower carbon solutions, more Powerco 
representatives will be needed on the ground to provide direct engagement 
with individuals and businesses. We also aim to adjust our approach to smaller 
customer works by taking a more proactive role in customer experience 
management, moving away from an arm’s-length model. This development 
necessitates a larger investment in customer-centric roles. 
 
Our significant Customer Transformation and Contract 25 initiatives demand a 
focused approach to managing their impact on our people, contractors and 
customers. Investments will be made in change management and 
communication – both internal and external. Where possible, we will utilise 
internal talent, while outsourcing work that does not align with long-term 
organisational needs. 
 
Business support growth 
 
The complexity and volume of work require a proportionate increase in back-
office support, particularly in information technology, finance, people support, 
and legal functions. These roles are essential for managing the heightened 
throughput, improvement of service through data, and organisational 
complexity. 
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Graduate programme 
 
One of the challenges facing the sector is the availability of skilled labour. The 
Commerce Commission’s DPP4 decision included an additional $5.6m in 
funding for Powerco during the period, recognising our role in supporting 
workforce development for the long-term benefit of the sector. A targeted 
programme to bring more graduates into the industry and support them to stay 
in the industry is an important part of addressing workforce challenges.  
 
Our graduate programme has consistently proven to be a valuable talent 
pipeline. However, graduates are often placed into roles before completing their 
rotations, demonstrating the need for an expanded intake. Starting in 2026, we 
plan to increase our annual graduate intake to 10, encompassing disciplines 
such as electrical, mechanical, and civil engineering, as well as data science and 
business support. In addition, we envisage investment in the development of 
field staff where we see an increasing skills need, such as technicians who are 
vital for the delivery of a future-ready network.  
 
We also aim to enhance the graduate programme’s curriculum and delivery. 
Leveraging insights from our Leadership Development Programme (LDP), we will 
incorporate elements that focus on understanding self and others, preparing 
graduates for leadership roles within Powerco. This approach continues our 
commitment to nurturing future leaders. 
 
Leadership development 
 
Investing in leadership remains a top priority as we grow. Our LDP continues to 
prepare emerging leaders, while the Elkiem programme supports high-
performance leadership development. These initiatives are crucial to ensuring 
we have the capability to navigate the complexities of the energy transition. 
 
 
 
 

Industry work with Champions for Change 
 
Powerco continues to work collaboratively across the electricity industry to 
enhance the participation of women, Māori and Pasifika, and other ethnicities. 
As part of the Champions for Change network, led in partnership with 
Transpower, we are working on: 

 Closing the gender pay gap. 

 Increasing women’s participation in and completion of industry-related 
tertiary education. 

 Supporting the development of women’s leadership within the sector. 

 Encouraging more young people, in particular under-represented 
groups, to explore careers in electricity. 

These initiatives reflect our ongoing commitment to diversity and inclusion, 
driving meaningful change both within Powerco and across the wider industry.  
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4. The default price-quality path (DPP4) 
final decision  

The regulatory landscape has become more settled with the Commerce 
Commission completing its DPP4 process in November 2024. Powerco had 91% 
and 88% of Capex and Opex approved respectively, compared with our 2024 
AMP Update forecasts. DPP4 has also introduced several new mechanisms to 
deal with uncertainty throughout the DPP4 period.  

With expenditure allowances less than investment signalled in the previous 
Powerco AMP, we anticipate making greater use of uncertainty mechanisms 
throughout the period to respond to customer needs and deliver customer 
benefits. 

The 2025 AMP Update largely reflects changes in response to the final DPP4 
decision, with forecasts broadly in line with DPP4 allowances. The impact of this 
is that: 

 We are forced to make trade-offs in our short-term investment plans, 
which are likely to result in the deferral of growth-related investment 
and introduce some risk to New Zealand’s long-term electrification 
transition.  

 The reduced Opex allowance is likely to slow down our DSO transition, 
however, we remain committed to this path. 

We have excluded from our forecast investment the programmes that have 
significant uncertainty attached to them.  

In Table 4.1, we have signalled projects that may be funded by an uncertainty 
mechanism should certainty materialise within the DPP4 period. Noting that we 
expect to identify more as the DPP4 period progresses. 

 

 

 

Table 4.1: Potential DPP4 investment not included in AMP forecast   

Expenditure 
type 

Description Uncertainty 
mechanism 

System growth – 
customer timing 

Timing and scope are dependent 
on additional commitment from 
customers’ future load 
requirements. 

Reopener  

System growth – 
transmission 

Investment required to connect 
new Transpower investment to our 
existing sub-transmission network. 
The timing of this investment is 
still uncertain. 

Reopener 

Asset relocation 
– NZTA 

Asset relocation of the Ōmokoroa 
substation may be required, 
subject to timing of the TNL stage 
two highway. 

Reopener 

Resilience – 
community hubs 

Several community hub resilience 
projects are underway. These 
projects, and further customer 
consultation, will inform a future 
reopener application. 

Reopener 

Flexibility 
services 

Opex to fund third-party demand 
flexibility.  

Reopener / 
innovation and 
non-traditional 

solutions 
allowance (INTSA) 

DSO 
transformation 

DSO-related trials and innovation.  INTSA 
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Please see the below section for more information on how we are treating 
uncertain projects in the AMP Update.    
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5. Material changes 

Schedules 11a-12d are included in Section 6. This section provides an overview 
of the rationale for changes to our 2024 forecasts, and an overview of the 
information provided in these schedules, as well as material changes to network 
development plans, asset lifecycle plans and asset management practices.   

5.1 Network development plans 
Major projects 

The revisions to our network development forecasts are primarily driven by a 
combination of lower-than-expected demand growth, delays in major customer 
upgrade timelines, and updates from major and minor projects planned at zone 
substations and on the sub-transmission network. We continue to apply a more 
probabilistic risk-based approach to project timing, considering the value of load 
at risk, while balancing cost and risk in a transparent and informed manner. This 
has allowed for more efficient use of capital, especially considering constraints 
from the DDP4 decision. 

Where there is significant uncertainty around customer commitment and need, 
we have removed the associated upstream network expenditures from our 
forecasts and signalled that in the event they become more certain during the 
DPP4 period, we may rely on a reopener. 

Non-network solutions, such as batteries, are actively being explored to defer or 
replace traditional network upgrades until load certainty is established. Flexibility-
based customer product offerings, provided by third parties, are also under 
consideration to address certain network constraints. 

Customer-driven decarbonisation plans remain a major factor driving our 
demand forecasts, although there is limited certainty regarding the required 
electricity capacity and project timing. Some customers are actively transitioning 

from gas to all-electric processes, driving short-term asset commissioning and 
load increases at the distribution network level.  

However, given the uncertainty of the larger-scale decarbonisation load uptake, 
customer decarbonisation plans that have not been committed to have been 
excluded from the load and financial capital forecasts. This exclusion has led to a 
significant reduction in our forecasts compared with previous AMPs. Powerco will 
address large customer decarbonisation projects as customers make their 
commitments, using the appropriate regulatory mechanisms.  

Additionally, we are actively engaging with customers who are planning for future 
decarbonisation to better understand their anticipated load requirements and 
timelines. Our goal is to maximise the value of proposed solutions, where 
possible, to meet network needs while reducing costs for customers.  

Examples include: 

 Belk Road zone substation and Greerton-Belk Road 33kV circuits: 
These are designed to supply the planned electrification of Winstone 
Wallboards’ process heat plants, but there is currently no formal 
customer commitment. 

 Kinleith bulk supply: Intended to support the anticipated future load 
increase at Olam Food International. This project also is awaiting firm 
current customer commitment. 

 Maui Street substation: This project will provide capacity to unlock 
decarbonisation opportunities for several customers in the Mount 
Maunganui industrial area, as outlined in EECA’s Regional Energy 
Transition Accelerator (RETA) report for the Bay of Plenty region. A 
collective approach to decarbonisation is considered more cost-
effective than pursuing separate tailored solutions for each customer. 

We are also working closely with Transpower to finalise options for additional 
supply capacity in the western Bay of Plenty. This collaboration led to Transpower 
submitting their major Capex proposal to the Commerce Commission at the end 
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of 2024. Powerco’s investment forecasts and project timings have been 
continually refined throughout this process, and we will firm up the scope of work 
as further details are defined together with Transpower. 

The construction sector continues to experience significant cost increases. Where 
we have updated cost information, we have rolled this into our forecast models, 
such as for substation buildings, which have recently increased in cost. However, 
investment in growth on our distribution feeder network remains consistent with 
previous AMPs, and the assumptions made in last year’s AMP Update remain 
valid. 

5.2 Lifecycle asset management plans 
On our network, and in our asset management practices, we continue to imbed 
the knowledge gained from the impact of the major storms in 2022 and 2023. 
This AMP Update continues to promote investment into network hardening.  

5.3 Asset management practices 
There have been no material changes to the asset management practices and 
ongoing improvement plans that underpinned our previous comprehensive AMP 
and 2024 AMP Update.  

We continue to refine our asset health and risk models using our value-based 
decision tool, Copperleaf. Through ongoing refinement, Copperleaf gives us the 
best information possible to inform risk-based investment decisions. The 
continued evolution of this tool will strengthen our AMP process, empowering us 
to make more informed decisions and deliver better outcomes for our customers 
through data-driven asset lifecycle business cases. 

5.4 Schedules 11a and 11b: Forecast capital and operating 
expenditure 

Capital expenditure (Capex) 

In constant prices, 2025 AMP Update forecast Capex investment is $34m higher 
than the 2024 AMP Update (1%). With reference to Figure 5.1, the profile has 
shifted out from the current regulatory period (FY26-30). This is a combination 
of: 

 Regulatory allowances being available during the preparation of this 
AMP Update, and our commitment to operate within those allowances.  

 Short-term (1-5 years) uncertainty of major customer connections and 
decarbonisation plans has shifted the driver for network growth 
investment.  

 Our exploration of non-traditional network solutions (eg, flexibility, 
storage etc) has pushed out planned investment.  

 Increased investment requirements in renewal of our overhead network 
increased, offsetting the decreases forecast in network growth.   
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Figure 5.1: Capital expenditure  

 

 

Major projects 

As noted in Section 5.1, we are continuously challenging our investment plans. 
As a result, the Growth & Security expenditure forecast has reduced by $193m 
during the period (FY26-35). This reduction is primarily driven by: 

 Removing uncertain investments from the forecast pending customer 
commitment (see Section 4). 

 Investment plans have been deferred outside of the forecast period to 
reflect this uncertainty. 

Figure 5.2: Growth & Security Capex   

 

 
Working within the regulatory framework allows us to maintain financial 
discipline and flexibility, while ensuring that the long-term interests of 
consumers are safeguarded. This approach demonstrates our commitment to 
prudent investment planning and alignment with the broader regulatory 
environment, all while prioritising service reliability and affordability for New 
Zealand's electricity customers. 
Specifically, we have removed the projects in Table 5.1 from our expenditure 
forecast, pending further investigation of delivery timing and network demand 
drivers. 
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Table 5.1: Uncertain projects across DPP4 

 

Project name Cost estimate Uncertainty driver 
Kinleith bulk supply $13.9m Customer timing 

Triton substation upgrade $4.3m Customer timing 

Greerton-Belk Road 33kV 
circuits 

$16.6m Customer timing 

Belk Road substation $18.0m Customer timing 

Linton Army Camp 33kV line $5.9m Customer timing 

Normanby substation $9.2m Customer timing 

Ōmokoroa substation and 
33kV circuit 

$10.0m Govt project timing 

Tauranga 33kV security 
constraints 

$74.4m Transpower 

Maui St substation $14.8m Customer timing 

Taotaoroa substation $13.2m Customer timing 

Total $180.0m  

Overhead renewals 

We continue to invest in our pole top photography programme. The results of 
this programme indicate we need to increase investment in the replacement of 
our overhead network in the coming decade(s). There has also been an increase 
in replacements of associated assets when replacing overhead conductor, owing 
to changes in design standards and condition. We have increased the forecast 

Capex investment required in the second half of this AMP. As noted earlier in 
this AMP Update, we have established a seconded team to further develop our 
risk understanding and modelling relating to asset renewal. This work will inform 
an updated expenditure profile and strategy update in our full 2026 AMP, in 12 
months.  

Figure 5.3: Asset renewals capital expenditure 

 

Automation 

We continue our investment into network automation. This investment supports 
our commitment to reducing the impact of planned and unplanned outages. It 
also considers scenarios for storm events, helping us restore supply to more 
customers through increased switching points and faster identification of where 
faults originate.  
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DSO initiatives 

Sections 2.3 and 3.2 of this document outlined our journey to becoming a DSO 
by 2030. This will require investment into technologies and assets that are not 
traditional to distribution networks.  
 
The expenditure forecast in Figure 5.4 represents our current scoping of the 
required systems and technologies, which has progressed significantly in the 
past 12 months. We also acknowledge there is further work needed to refine the 
requirements and associated costs. This will be updated in more detail in the 
2026 AMP. 

Figure 5.4: Non-network capital expenditure  

 
Operating expenditure (Opex) 

In constant prices, 2025 AMP Update forecast operating investment is $207m 
lower than in the 2024 AMP Update (-13%). The primary driver for this reduction 
is the publication of final DPP4 allowances in November 2024, which forced us 

to prioritise our investment into network maintenance and non-network 
resourcing. Figure 5.5 illustrates the variance of the 2024 AMP Update to the 
2025 AMP Update. 

Figure 5.5: Operating expenditure  

 

Contract re-tender (network) 

At the time of writing this AMP Update, we are assessing tender responses from 
the market to deliver our network fault response, maintenance, upgrade and 
replacement works. The 2024 AMP Update included an estimate of the impact 
this process might have on our network maintenance expenditure forecast, but 
we acknowledge it was difficult to accurately quantify.  

In this AMP Update, we have removed any adjustment resulting from a potential 
price change due to re-tendering. We plan to work within regulatory allowances, 
but note there is still uncertainty as to what impact re-tendering may have on 
price or network risk.  
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Vegetation (network) 

In this AMP Update, we have reduced the expenditure forecast for vegetation 
management for the 10-year period by $29m. This is driven by the limited scope 
for increased investment under the DPP4 regulatory reset. Our investment in 
satellite imagery to better manage vegetation works is expected to allow us to 
manage vegetation performance within this expenditure profile.  

Network Opex 

We have reduced network maintenance estimates by $79m over the 10-year 
planning period, of which $45m relates to the removal of potential price impacts 
due to re-tendering. The remaining $35m reduction relates to modifications made 
to maintenance plans to ensure we remain within regulatory Opex allowances. 
We will manage in-year maintenance requirements on a risk and criticality 
approach, within the funding limits, and continue to evaluate the risk position we 
take on through this reduction.  

Figure 5.6: Network operating expenditure  

 

Non-network Opex 

The forecast for non-network Opex expenditure has reduced by $96m (-10%) 
compared with the 2024 AMP Update. We have taken this approach to ensure 
we operate within the DPP regulatory allowances.  

The primary changes relate to: 

 Removal of flexibility costs (now replaced by reopener uncertainty 
mechanisms). 

 Research and development spend increase has been removed from the 
forecast (replaced by the INSTA allowance mechanism). 
 

This change is set out in Figure 5.7. 
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Figure 5.7: Non-network operating expenditure  

 

Flexibility 

Our 2024 AMP Update expenditure forecast included an estimate for demand 
side flexibility services of ~$60m during the planning period. This forecast 
reflected best efforts at modelling the impact of our intent to engage with 
providers of flexibility projects. This investment is still uncertain. In particular, the 
timing and cost associated with large scale flexibility is still unknown. Therefore, 
we have removed these from this AMP Update, and anticipate using the reopener 
process should flexibility projects become more certain during the DPP4 period. 

Research and development 

We removed ~$15m from the 10-year forecast, based on moving our process to 
more closely align with the INTSA allowances mechanism. 

5.5 Schedule 12a: Asset condition 
There have been no material changes to the approach for completing Schedule 
12a since the 2024 AMP Update. The continued improvement in our asset health 
models is reflected in this schedule. Of note, we have transitioned our conductor 
fleets to a CNAIM health model in the past 12 months. 

5.6 Schedule 12b: Forecast capacity 
This schedule has been completed in line with the new requirements and 
guidelines set out by the Commerce Commission. 

We have used our Powerco demand forecast to determine the timing of the need 
for additional capacity. This demand forecast is used consistently throughout our 
AMP preparation.  

As this is the first year of this updated schedule, we have applied our best 
judgement in the interpretation of information to be provided, but we appreciate 
feedback on any inconsistencies with the wider industry. 

5.7 Schedule 12c: Forecast network demand 
There have been no material changes to the approach for completing Schedule 
12c since the 2024 AMP Update. 

5.8 Schedule 12d: Forecast interruptions and duration 
We have updated our forecasting methodology for our unplanned SAIDI/SAIFI. 
The revised methodology now employs a single ‘least squares’ linear regression 
model to forecast SAIDI/SAIFI by incorporating all three inputs (number of 
customers, duration, and number of outages). This approach aims to provide 
more accurate predictions by minimising the impacts caused by data skewness 
and modelling each input separately. Our forecasts for unplanned SAIDI/SAIFI are 
approximately 25% lower than the 2024 AMP Update across the five-year 
disclosure period.  

Accurately forecasting unplanned reliability is challenging, but this approach 
takes into account the overall improved network performance we have observed 
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in the past two years. Overall, we aim to maintain reliability within regulatory 
targets, but will proceed with network investment to improve reliability where 
there is clear customer benefit. 

We have updated our forecasting methodology for planned SAIDI /SAIFI to use 
a historical ratio of incurred SAIDI/SAIFI for planned expenditure and applied 
this ratio to our forecast expenditure profile. This refinement is reflective of our 
intended capital investment on the network and the resulting impacts to 
customers. 



 

6. Schedules 

6.1 Schedule 11a 
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6.2 Schedule 11b 
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6.3 Schedule 12a 
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6.4 Schedule 12b  
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6.5 Schedule 12c  

 
 



 

 
 
 

 48

6.6 Schedule 12d 
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6.7 Schedule 14a  

 
                                                                   Company Name                     Powerco 

For Year Ended 31 March 2025 
 
Schedule 14a mandatory explanatory notes on forecast information 

1. This Schedule requires EDBs to provide explanatory notes to 
reports prepared in accordance with clause 2.6.6. 
 
This Schedule is mandatory – EDBs must provide the explanatory 
comment specified below, in accordance with clause 2.7.2. This 
information is not part of the audited disclosure information, and 
so is not subject to the assurance requirements specified in 
section 2.8. 
 

Commentary on difference between nominal and constant price capital 
expenditure forecasts (Schedule 11a) 

2. In the box below, comment on the difference between nominal 
and constant price capital expenditure for the current disclosure 
year and 10-year planning period, as disclosed in Schedule 11a. 

 
 
 
 
 
 
 

 
 
Commentary on difference between nominal and constant price 
operational expenditure forecasts (Schedule 11b) 

3. In the box below, comment on the difference between nominal 
and constant price operational expenditure for the current 
disclosure year and 10-year planning period, as disclosed in 
Schedule 11b. 

 

Box 1: Commentary on difference between nominal and constant price capital 
expenditure forecasts 
Our approach involves applying different cost escalators to our constant 
price expenditure forecasts. Our escalators have been developed using: 

- Independent forecast of input price indices that reflect the various 
costs that we face including material and labour components. 

- Weighting factors for asset types, such as transformers, that are 
made up of a range of inputs. 

We have used the above inputs to develop tailored cost escalators for our 
cost categories. These are then applied to our constant price capital 
expenditure forecasts to produce the forecasts in nominal dollars for 
Schedule 11a.  

Box 2: Commentary on difference between nominal and constant price 
operational expenditure forecasts 
Our approach involves applying different cost escalators to our constant 
price expenditure forecasts. Our escalators have been developed using: 

- Independent forecast of input price indices that reflect the various 
costs that we face including material and labour components. 

- Weighting factors for Opex cost categories. 
We have used the above inputs to develop tailored cost escalators for our 
cost categories. These are then applied to our constant price operating 
expenditure forecasts to produce the forecasts in nominal dollars for 
Schedule 11b.  
 






