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Preface	

Watercare’s Infrastructure Delivery and Asset Management Improvement Plan (the “Plan”) defines 
how Watercare seeks to elevate itself from its current state to more effectively deliver and manage 
its infrastructure assets for the benefit of Auckland now, while supporting its future growth. 

The Plan was developed in 2025, incorporating findings from an Independent Expert (Stantec), 
the Independent Verifier (Turner & Townsend), and reviewed by the Crown monitor (Commerce 
Commission). It was published in January 2026.

The Annual Report (this document) aims to communicate progress in implementing above plan.
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Document Control	

Version Control 

Version Issue Date Reason for Issue Approved for Issue
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Final 31/08/2026	 For publication Watercare Board
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Executive Summary	

Driving real improvements for Auckland’s water future

At Watercare, our goal is to build an organisation that reliably meets the commitments to our 
customers and those set out in clause 24 of the Watercare Charter. This improvement plan takes 
a close look at every stage of our capital delivery and asset management cycle – from strategic 
planning through to delivering benefits for our customers – and sets out a clear course for 
measurable progress over the next three years.

As per requirements under clause 25 of the Watercare Charter, this Annual Report provides an 
update on our progress implementing improvements and any changes to timelines.

Effectiveness of the actions taken to date was reassessed by last year’s Independent Expert team. 
The 2026 assessment indicates that Watercare has made credible and observable progress since 
the 2025 baseline, particularly in areas supported by leadership attention, governance reform, 
capital programme delivery discipline, capability development and continuous improvement 
activity. Maturity increased across all ten areas assessed, improving overall by 12%, with 
the strongest uplift recorded in Capital Programme Delivery & Governance and Capability & 
Competence.

Watercare has established a stronger foundation for maturity improvement. Next financial year 
executive challenge is now to move from mobilisation to embedment: converting stronger intent, 
governance and project controls into repeatable enterprise-wide practices that improve asset 
lifecycle outcomes, programme delivery confidence, benefits realisation and long-term value.
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Section 1.0: Introduction	

In 2024, the Local Water Done Well policy saw the introduction of the Watercare Charter, 
which regulates Watercare on an interim basis from 1 July 2025 to 30 June 2028. As part of 
these reforms, the Watercare Charter required us to create an Infrastructure Delivery and Asset 
Management Improvement Plan.  This plan drives systematic improvements in how we plan, 
deliver, and manage water infrastructure to ensure these processes are efficient, outcomes-
focused, and fit for future challenges. The Watercare Charter also requires us to report on progress 
and overall performance annually (this report).

Section 2.0: Purpose of the annual report
The purpose of this report is two-fold: 

	 1.	 To meet regulatory requirements under clause 25 of the Charter. 

	 2.	 To satisfy the additional reporting expectations outlined by the Crown monitor in 	
		  their formal feedback on the Plan (November 2025). 

Overall, this report supports sound quality management practices by providing a regular audit on 
performance and progress so effort can be redirected as and where required. 

Section 3.0: Background and context
3.1 Overview of the Plan
The 2025 improvement plan was developed based on recommendations from an Independent 	
Expert and Independent Verifier against Infrastructure Delivery and Asset Management industry 	
good practices (using IAM and P3M3 assessment frameworks). It was finalised following 
Commerce Commission feedback.

It focuses on improving below areas as per Clause 24 of the Charter:

	 a)	 Investment prioritisation principles: The guiding principles we will use to rank and 	
		  select investments. (Refer to section 5)

	 b)	 Planned improvements in infrastructure delivery and asset management: 		
		  Specifically, improvements to:

		 i. 	 Linkages between investments and outcomes: ensuring we understand 	
		 and track how investments translate into service outcomes (including 		
		 improved network resilience) and using that understanding to inform asset 	
		 management decisions. (Refer to section 6)

		 ii.	 Processes for identifying preferred solutions: establishing how we will 	
		 identify the best solutions to service needs, including leveraging key inputs 	
		 like asset health data and criticality modelling in decision-making. 		
		 (Refer to section 7)

		 iii.	 Risk management and reporting programme: strengthening our 		
		 programme for identifying, mitigating, and reporting risks across project 	
		 delivery and asset management activities. (Refer to section 8)
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1  Watercare Charter references “Infrastructure” delivery, this has been changed to 
“Improvements” delivery with Commerce Commission approval.

		  iv.	 Cost estimation practices: improving how project and asset lifecycle costs 	
			   are estimated and managed (for example, developing unit rates for 		
			   budgeting and forecasting). (Refer to section 9)

	 c)	 Timelines for planned improvements: A schedule outlining when each 		
		  improvement initiative will be implemented. (Refer to section 10)

	 d)	 Enabling housing growth: Details on how we will enable that infrastructure 		
		  investments accommodate housing and population growth in areas with 		
		  constrained network capacity. This includes examining whether alternative funding 	
		  (for example, financing under the Infrastructure Funding and Financing Act 		
		  2020) will be sought to support such growth, and if so, how and when that funding 	
		  would be utilised. (Refer to section 11)

3.2 Role of the Crown monitor
A Crown monitor has been appointed by the Minister of Local Government to oversee our 
transition under the new arrangements. The Crown monitor plays a critical role in relation to this 
plan. Under the Charter, we submitted our draft plan to the Crown monitor by 31 August 2025 
for feedback. The Crown monitor then reviewed the draft plan, with the aid of an Independent 
Verifier (“IV”), to ensure its robustness and that it meets the requirements of the Charter. We were 
required to incorporate the Crown monitor’s feedback within 60 working days and then publish 
the finalised plan. Following publication, and as the plan is implemented, the Crown monitor will 
track our progress, receiving regular reports (as required by clause 25 the Charter) throughout the 
Charter period.

3.3 Annual reporting requirements
Under Clause 25, Watercare must prepare a report in each of the 2026–2028 financial years in 
relation to:

	 a)	 the planned improvements described in its infrastructure delivery and asset 		
		  management improvement plan (see above),

	 b)	 any change to the timelines for those planned improvements.

The purpose of annual reports under this clause is to provide evidence of:

	 a)	 Improvements1 delivery; and

	 b)	 the effectiveness of Watercare’s infrastructure delivery and asset management 	
		  improvement plan.

Further to clause 25, the Commerce Commission provided their additional expectations on 
reporting as part of their formal feedback on the plan (dated 24 November 2025). This included:

	 a)	 how Watercare will adopt and embed new processes and practices across the 	
		  whole 	 organisation; 

	 b)	 prioritisation of initiatives, including reasons (e.g. costs/benefits) for prioritisation; 	
		  and 

	 c)	 where delivery is off track, why, and next steps.
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Workstream Description

Governance workstream
Review of governance groups, terms of reference and 
reporting for performance management.

Asset Lifecycle processes and 
documentation workstream

Alignment with good practice and ISO principles, review of 
roles and responsibilities.

TOTEX workstream
Estimation, benchmarking and improvements to whole of 
life costs understanding and forecasting (dependencies with 
Enduring regulation Price Quality Path).

Programme Management 
Platform workstream

Improves line of sight between investment and outcomes, 
enables better overall visibility and management of portfolio, 
programmes and projects documentation, costs, risks and 
lessons learned.

Benefits realisation workstream

Alignment with strategic drivers and risks management at 
different levels and stages of the lifecycle to deliver benefits 
(dependencies with Water Services Strategy development for 
Enduring regulation).

Data improvement workstream
Integration of data across assets lifecycle for information 
accuracy and adequacy.

Capability and cultural uplift 
workstream

Organisational change management and competency 
framework.

External stakeholders
Engagement with Mana Whenua, Elected members, 
Community and Developers.

Watercare must, by 30 September following the end of the financial year to which a report relates, 
publish the report on an internet site that is maintained by or on behalf of Watercare and is 
accessible to the public free of charge.

The plan and reporting against it not only address internal performance enhancements but also 
aligns with broader public accountability goals including keeping future water bills reasonable, 
improving efficiency, and ensuring we support Auckland’s growth.

3.4 Methodology
As part of implementing the improvement plan, the business has identified and established 
several workstreams. These workstreams are being led internally, with external support where 
necessary, and are summarised as follows:

Table 1: Implementation activities grouped in workstreams

This approach aligns and supports the outcomes of the Plan through embedding continuous 
improvement as a behaviour and mindset within the business. It also empowers specific teams to 
better understand their responsibilities and roles within the asset lifecycle management delivery 
and be directly accountable for their performance. 
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Clause 25

Subclause 
reference

Improvement Plan and Clause 24 Reference
Section in this 
report

1(a)
Watercare must prepare a report in each of the 2026–2028 financial 
years in relation to the planned improvements described in its 
infrastructure delivery and asset management improvement plan

2(a) The purpose of annual reports under this clause is to provide evidence 
of improvements delivery.

Improvement plan section 5 – Clause 24(2)(a) 5

Improvement plan section 6 – Clause 24(2)(b)(i) 6

Improvement plan section 7 – Clause 24(2)(b)(ii) 7

Improvement plan section 8 – Clause 24(2)(b)(iii) 8

Improvement plan section 9 – Clause 24(2)(b)(iv) 9

Improvement plan section 10 – Clause 24(2)(c) 10

Improvement plan section 11 – Clause 24(2)(d) 11

1(b) Watercare must prepare a report in each of the 2026–
2028 financial years in relation to any change to the 
timelines for those planned improvements

10 & 11

2(b) The purpose of annual reports under this clause is to 
provide evidence of the effectiveness of Watercare’s 
infrastructure delivery and asset management 
improvement plan

12

The requirements to successfully deliver business improvement generate significant 
organisational change and therefore effective coordination of workstreams is essential. We 
have therefore adapted our implementation accordingly, to drive change management at an 
organisational level, instead of focusing on the completion of individual actions. Consequently, 
the timelines presented in the published Plan have been adjusted since the original 
recommendations to effectively support this approach. 

In conjunction with this implementation approach, we have sought a follow-up review of our 
developing organisational maturity from the Independent Expert team at Stantec who assessed 
the business in 2025 and provided the original basis for the Plan. They have re-assessed our 
current state and provided feedback aligned with the improvement opportunities and key 
actions included in the Plan. Their findings are summarised in Section 12, and progress against 
opportunities and actions register is attached in full as Appendix 1. 

The following sections of this report (sections 5 to 12) provide our progress update in direct 
alignment with the corresponding sections of the Plan. Each section includes the implementation 
approach, current status and next steps against the key improvement actions identified in the 
Plan last year.

Table 2 – Compliance statement references from the Watercare Charter (Clause 25) 
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Section 4.0: Areas for improvement	

This annual report details progress in implementing improvements. It is structured as per the 
original improvement plan to ensure continuity.

The improvement opportunities are organised into thematic areas that correspond to the 
requirements of clause 24 and the key gaps identified. Each area for improvement encompasses 
one or more initiatives from the consolidated list of 37 opportunities. In the sections below, each 
section aligns with the relevant sub-clause(s) of clause 24, and the related improvement actions 
are discussed. We also note the impact rating of initiatives to indicate priority:

	 	 High impact: expected to significantly improve outcomes; these are prioritised for 	
		  early implementation. 

	 	 Medium impact: important improvements with moderate benefit; scheduled on a 	
		  medium-term horizon. 

	 	 Low impact: supporting changes with smaller benefit or dependent on other 		
		  actions; to be addressed opportunistically or in later phases.

Importantly, many improvements are interrelated and reinforce each other. A current status for 
each of the key improvements and actions has been assigned as at the time of reporting (i.e. 
Completed / In progress / Not started), noting that all improvements and actions are subject to 
ongoing review and continuous improvement.

The progress and approach to delivering the key improvement initiatives highlighted in the 
improvement plan under each Charter requirement area are described in the following sections 	
5 to 12.

The complete register of improvement opportunities, as recommended by Stantec in 2025, and 
updated to reflect progress to date is attached as Appendix 1.

Section 5.0: Investment prioritisation principles 			 
			   (Clause 24(2)(a))	

Purpose: To implement a formal framework to rank and select investment, ensuring every 
project clearly contributes to strategic objectives and customer outcomes. This includes new 
criteria aligned with benefits, risk, and whole-of-life value, and a cross-functional governance 
forum to enforce these criteria.

Clause 24(2)(a) of the Charter requires that this plan specify “the principles that Watercare will 
use to prioritise investments.” In response, we are establishing a clear, transparent investment 
prioritisation framework. The aim is to ensure that funding is directed to the projects which best 
achieve our strategic goals (such as resilience, public health, environmental compliance, and 
growth needs). 
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5.1 Key improvements and actions
Several actions are focused on creating and embedding these prioritisation principles: 

	 	 Develop standardised prioritisation criteria: (Improvement action 4.3) Status: 	
		  In Progress. We have standardised our business case template to ensure it captures 	
		  risks, outcomes, benefits and whole of life costs. Further consistency will be 		
		  achieved using drop down lists for key metadata. As we further detail our Strategic 	
		  Asset Management plan and benefits definitions, templates will be reviewed and 	
		  updated to ensure alignment.

	 	 Align programmes with strategic outcomes: (Improvement action 11.2) Status: 	
		  In progress. A portfolio structure comprising 13 programmes has been confirmed, 	
		  including digital and operational programmes. The projects within each programme 	
		  are at varying stages of development and require varying resourcing allocations. 	
		  Programme managers are being progressively appointed to ensure clear 		
		  accountability against realisation of desired outcomes. The establishment of these 	
		  programmes will be phased across the next five years, and reviewed in subsequent 	
		  years, with some programmes already in place. Common enabling functions and 	
		  teams will ensure consistency across delivery and performance management.

	 	 Cross-functional investment review forum: (Improvement Action 18.3) Status: 	
		  Complete. Forums comprising representatives from key business units (Operations, 	
		  Strategy and Planning, Delivery, and Finance) have been established. These forums 	
		  are set at different levels depending on financial authority (senior management, 	
		  then executive team, then sub-board, then board level). 

	 	 Integrate risk-reward considerations: (Improvement Action 25.3) Status: In 		
		  progress. As part of preferred solution identification improvements, the business 	
		  is reviewing optioneering guidance. A staged approach is being taken, with current 	
		  focus being strengthening the cost estimation and cost risk evaluation components 	
		  in decision making. From strengthening this, we will expand to further integration of 	
		  risks and benefits, and review how to best integrate benefits quantifications in our 	
		  context.

	 	 Benefits and outcome focus: (Improvement action 4.3) Status: In progress. We 	
		  reviewed our portfolio through a range of workshops at senior management 		
		  level against strategic outcomes and priorities. Our current investment plan 		
		  is mapped against these outcomes. In FY27 the implementation of the Programme 	
		  Management Platform and associated processes will strengthen visibility at 		
		  portfolio level, and reinforce visibility of post-implementation reviews, and projects 	
		  performance requirements.

Section 6.0: Linking investments to outcomes 				  
			   (Clause 24(2)(b)(i))	

Purpose: We will implement a benefits management approach to ensure every investment is 
justified by clear outcomes (e.g. improved service reliability, compliance, network resilience, 
etc.) and these outcomes are tracked post-implementation. This will establish a clearer 
connection between financial expenditures and the outcomes achieved for customers and the 
environment.
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Clause 24(2)(b)(i) requires the plan to improve our “understanding of the linkages between 
investments and the outcomes (including network resilience) delivered by investments, and how 
this improved understanding will impact Watercare’s asset management processes.” 

In simple terms, we must ensure that we are investing in the right things by clearly tying 
expenditure to the benefits or outcomes they produce, such as fewer pipe bursts, enhanced 
water quality, or increased network resilience to outages or droughts. We then need to feed that 
knowledge back into planning future work. This is about moving from an output-driven culture 
(where success is measured by delivering a project on time/budget) to an outcome-driven culture 
(where success is measured by the real-world impact of that project).

6.1 Key improvements and actions
To strengthen the investment-outcome link, it is proposed to implement a robust benefits 
management framework and associated practices: 	

	 	 Adopt a benefits management approach: (Improvement action 16.1) Status:  
		  In progress. Through FY27, we will formalise how we identify, track, and 		
		  realise benefits from projects and programmes, through the Programme 		
		  Management Platform implementation and refresh of associated processes. 		
		  Benefits definition will also be formalised as part of the update to the Strategy 	
		  Asset Management Plan and Asset Management Plan. Additionally, we have 		
		  developed a Mana Whenua engagement framework aligned with Auckland Council 	
		  Tāmaki Ora strategy and will be further embedding it. A Stakeholder Engagement 	
		  Framework will also be issued to ensure we align ourselves with Auckland Council 	
		  and Community expectations.

	 	 Integrate benefits into governance gates: (Improvement Action 16.2) Status: 		
		  In progress. Technical governance reviews have been implemented at key project 	
		  delivery milestones to ensure risks and outcomes are reviewed. The existing 		
		  process and forms do capture performance requirements and outcomes from 		
		  project initiation to completion. Further improvement will be expected through 	
		  increasing checks and audits on these existing processes. The Programme 		
		  Management Platform will enable better visibility and tracking.

	 	 Assign outcome ownership: (Improvement Action 16.3) Status: In progress. The 	
		  role of a programme manager/director, accountable for benefits realisation and 	
		  handover to operations, is being implemented as programmes are set up. This is 	
		  part of a wider rollout of programmes, delivery roles and resourcing review.

	 	 Improve network resilience understanding: (Improvement Action 18.1) Status: In 	
		  Progress. Maintaining and improving system resilience is a key strategic outcome. 	
		  It includes improvements to assets operation and maintenance as well as capital 	
		  investment prioritisation. To achieve repeatable long-term improvements, we are 	
		  reviewing data collation, and how we interpret it into meaningful resilience 		
		  information:

		  	 Improvements to our wastewater network monitoring and use of 		
			   machine learning to tailor proactive maintenance are in progress

		  	 Asset criticality is used in conjunction with condition to prioritise 		
			   intervention. A dashboard is now available and further improvements to 	
			   data collation and confidence are ongoing.



	 Watercare Infrastructure Delivery and Asset Management Improvement Plan (2025 2028) Annual Report 2026        14

	 	 Performance measures and feedback: (Improvement action 31.5) Status: In 		
		  progress. As part of the digitalisation of the business need, we will update the 	
		  capture of key metrics. Not all projects may make a tangible impact on strategic 	
		  outcomes metrics, such as number of overflows, or increased resilience. We 		
		  will link back the programmes to strategic outcomes and measurable targets 		
		  and ensure the projects within the programme articulate how their outputs 		
		  contribute to the realisation of the programme’s outcomes. This will be visible to 	
		  the Strategy and Planning teams.

	 	 Programme governance with outcome mandates: (Improvement opportunity 35) 	
		  Status: In progress. Steering groups have been setup for existing programmes. 	
		  As the rollout of a more structured programme governance is implemented, 		
		  these will be reviewed and organised to ensure overall governance and lessons 	
		  learned drive continuous improvement.

Section 7.0: Preferred solutions identification 				  
			   (Clause 24(2)(b)(ii))	

Purpose: we will improve our processes to ensure the best solutions are chosen for each 
investment need. This involves requiring a whole-of-life analysis of options in every business 
case, using data on asset condition and criticality to compare alternatives, and considering 
both capital and operating cost impacts (Totex) in decision-making. By doing so, we will avoid 
suboptimal fixes and invest in solutions that offer the greatest long-term value.

Clause 24(2)(b)(ii) focuses on improving “processes for identifying preferred solutions (including 
key inputs such as asset health and criticality modelling).” In practice, this means we must 
enhance how we evaluate different options for meeting a service need. For example, when a 
problem is identified such as frequent pipe breaks in an area, should the preferred solution be to 
replace the pipe, rehabilitate it, do nothing, or something else? Historically, these decisions may 
have been made with limited analysis or on a case-by-case basis. The actions in the improvement 
plan introduce more rigorous, data-driven, and standardised processes so that the optimal 
solution is chosen, considering the full lifecycle implications.

7.1 Key improvements and actions
Several improvements target the evaluation and selection stage of project planning:

	 	 Standardise business case and options analysis: (Improvement action 4.1) Status: 	
		  Complete. A standardised business case template has been developed. Through 	
		  the first half of FY27, to improve consistency, it will be checked for whole of 		
		  life costing of solutions evaluated and document risks and benefits. We will also 	
		  look into digitalisation opportunities through the Programme Management Platform 	
		  implementation. By end of FY27 we should have enabled better up to date visibility 	
		  and reporting, improving further feedback loop and overall analysis.
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	 	 Include asset health and criticality data: (Improvement action 19.2) Status: In 	
		  progress. An asset risk model in ArcGIS has been developed for underground 		
		  assets and captures asset health (condition and performance) and criticality data. 	
		  This is strengthening fact based decisions around investment prioritisation. This 	
		  will input into Business Need documentation and still require validation as we build 	
		  confidence in the model through use and checks.

	 	 Mandate totex (capex+opex) evaluations: (Improvement action 18.2) Status: 	
		  In progress. A TOTEX tool has now been developed and is being implemented 		
		  to ensure consistency of assessments. Reference tables will support sanity 		
		  checking of the solution calculated OPEX and CAPEX against existing reference 	
		  points. As projects go through completion, further information on actual costs will 	
		  be compiled supporting development of reference tables. This will also support 	
		  performance monitoring and tracking of savings or increase in costs, feeding into 	
		  the continuous improvement process.

	 	 Develop decision support tools: (Improvement action 31.2) Status: In progress. 	
		  The TOTEX tool first iteration is being rolled out in multi-criteria assessment of 	
		  solutions at Feasibility phase. It will support comparing Net Present Value (NPV) 	
		  of different options across whole of life, as part of selecting preferred options for 	
		  further design. Scenario modelling for adaptive planning and strategic planning is 	
		  being evaluated. 

		  Option quality control and panel reviews: (Improvement action 4.4) Status: 		
		  Complete. A cross-functional committee validates preferred option selection. 		
		  Guidance documentation is being reviewed to ensure it weighs TOTEX, benefits 	
		  and enterprise risk reduction, as well as confirm procurement approach. 

	 	 Innovation and alternative solutions: (Improvement action 10.6) Status: In 		
		  progress. As part of developing a delivery strategy and confirming business need 	
		  at project initiation phase, we will elect candidate projects for innovation and/	
		  or alternative delivery approaches. This will be embedded in the refreshed 		
		  processes around projects initiation in FY27.

Section 8.0: Risk management and reporting programme 	
			   (Clause 24(2)(b)(iii))	

Purpose: We will overhaul our risk management practices to create a comprehensive, proactive 
risk programme spanning enterprise risk, project and programme delivery and asset operation. 
This includes a refreshed Enterprise Risk Management Framework, standardised risk registers 
across all functions, upgraded risk analysis tools (RiSOLVE), and regular risk reporting to 
leadership. Identified risks (e.g. project delays, asset failures) will be systematically mitigated 
and monitored, and risk information will directly inform investment and maintenance decisions.

Clause 24(2)(b)(iii) mandates improvements to our “programme for risk management and 
reporting.” Effectively, we must ensure that we have a robust system to identify risks (in both 
project delivery and asset management), mitigate them proactively, and report on risk status to 
decision-makers.
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8.1 Key improvements and actions
Several improvements target the evaluation and selection stage of project planning:

	 	 Refresh organisation risk management framework: (Improvement opportunity 22) 	
		  Status: 	In progress. A first update to our Risk Management Framework has been 	
		  released. It reviews and refreshes consequences scoring. The next iteration of 	
		  updates will be coordinated with reviewing our strategic drivers and defining 		
		  benefits realisation.

	 	 Embed risk in decision processes: (Improvement actions 22.4 and 22.2) Status: 	
		  In progress. The implementation of the Programme Management Platform through 	
		  the first half of FY27 comes with better risk tracking and roll-up reporting functions.	
		  This will ensure decisions can reflect a more holistic view of the overall risks 		
		  identified versus snapshots at specific times.

		  Improve programme/project risk practices: (Improvement opportunity 13) Status: 	
		  In progress. Better visibility of risks at projects and programmes level will support 	
		  better checks and analysis of risks. The best approach to leveraging opportunities 	
		  with other utilities, other opportunistic works, and supply chain will be developed 	
		  and embedded as programmes and scheduling are reviewed and established. 

	 	 Upgrade risk tools (RiSOLVE): (Improvement opportunity 14) Status: In progress. 	
		  The implementation of the Programme Management Platform in first half FY27 	
		  will be a significant improvement. Following implementation, any gap in 		
		  functionalities will need to be re-assessed and prioritised.

	 	 Accountability and reporting: (Improvement action 14.5 and 22.3) Status: In 		
		  progress. Each programme currently setup has a governance group which reviews 	
		  top risks. Capital delivery projects have also updated and standardised the		
		  risks reporting to ensure better monthly visibility at executive level. Through 		
		  implementation of the Programme Management Platform these will be further 	
		  standardised to ensure there is clear reporting on delivery and business risks and 	
		  corresponding actions management. 

		  Integrate asset condition risks: (Improvement opportunity 23) Status: In progress. 	
		  The underground assets risk model in ArcGIS and the asset condition and criticality 	
		  dashboard (all assets) has been published to support risks assessment and assets 	
		  useful life estimates. We are now reviewing roles and responsibilities around 		
		  assets condition and performance monitoring. We are also working on how this 	
		  translates to resilience at a system level, including scenario modelling to factor 	
		  in future scenarios (e.g.: growth, flood levels, sea levels change, etc.). A portion of 	
		  budget has been earmarked specifically to ensure assets renewals are prioritised.

	 	 Training and culture: (Improvement actions 23.6 and 28.5) Status: In progress. 	
		  Embedding risk considerations throughout the assets lifecycle will continue this 	
		  FY27. Refreshers on risk identification and scoring will take place. We will review 	
		  guidance across project phases to lift the quality and effectiveness of 	risk 		
		  identification and discussion. Integration of operational risks will also support 	
		  building a stronger business risk culture, supporting cross-departmental and a 	
		  whole-of-life approach.
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Section 9.0: Cost estimation improvements 
			   (Clause 24(2)(b)(iv))	

Purpose: To strengthen cost estimation, we will introduce improved tools and practices for 
whole-of-life costing. This includes developing a library of unit rates and cost benchmarks for 
planning and budgeting, requiring lifecycle cost analyses in all business cases, and adopting a 
total expenditure (Totex) approach when comparing options. By forecasting not only the initial 
capital costs but also future operational and maintenance costs, we can select solutions that 
minimise total costs over an asset’s life.

Clause 24(2)(b)(iv) calls for improvements in “cost estimation (such as unit rates for use in 
budgeting and forecasting).” Accurate and realistic cost estimation is critical for both prudent 
financial management and successful project delivery. Underestimation can lead to budget 
overruns and funding shortfalls; overestimation might result in worthy projects not progressing, or 
tie-up funds that could be used for other projects or to reduce funding pressure. Cost estimation is 
not just about the immediate capital cost – it should encompass the whole-of-life cost of owning 
and operating an asset.

9.1 Key improvements and actions
The improvement plan’s key actions to improve cost estimation and financial planning across the 
asset lifecycle include:

	 	 Develop unit cost libraries and estimation tools: (Improvement action 31.2) Status: 	
		  In progress. Our Finance team has developed a library of unit rates for construction. 	
		  They are validating construction contracts against these. They have also introduced 	
		  a more detailed approach to construction schedule of prices to ensure unit rates 	
		  can be applied meaningfully and compared across contracts and overtime.

		  Benchmarking is in progress, with OPEX reference tables being developed using 
		  Water Services Association of Australia  benchmarking work as a template. CAPEX 	
		  reference tables will be further developed as data visibility and reporting capability 	
		  increases. In the meantime, internal and external estimators support benchmarking 	
		  and cost validation.

	 	 Embed a totex approach to costing in decision gates: (Improvement action 4.2) 	
		  Status: In progress. We are currently rolling out the use of a standardised TOTEX 	
		  calculation tool. This will be used in optioneering and business cases from the 	
		  first quarter of FY27. As part of improving our continuous improvement the accuracy 	
		  of the calculation will be refined through the upcoming years. Through the rollout of 	
		  the new Programme Management Platform we will also ensure the OPEX forecast is 	
		  captured from project  initiation and refined and updated throughout the project or 	
		  programme lifecycle from the third quarter of FY27. 

	 	 Implement a TOTEX approach: (Improvement action 18.1) Status: In progress. 	
		  Pilot testing of a standardised TOTEX calculation was completed as part of the 	
		  tool development, on current and historical projects now in operation. It is 		
		  anticipated that this approach will fit most projects, and the tool is being rolled 	
		  assessed. We will also review application in the case of specialised and / or 		
		  complex programmes of work.
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	 	 Align financial and asset planning tools: (Improvement action 37.4) Status: In 	
		  progress. Implementation of the Programme Management Platform will modify 	
		  our current state. An opportunity through the configuration of the tool is to  
		  realign 	project data and assets data. Our actuals will remain in our current financial 	
		  system but ability to splice and interrogate data through a project and contract 	
		  management lens versus an asset management lens will be reinforced. Our 		
		  overall data architecture and digital tools are under review and recommendations 	
		  for further changes and staging of these changes will be identified by FY28. 

	 	 Cost estimation governance: (Improvement action 31.5) Status: In progress. 		
		  Cross-functional committees have been implemented. Agendas are to be 		
		  updated to ensure cost estimation is included. As part of a post-implementation 	
		  review we will also consider how to best provide better visibility on actual project / 	
		  programme costs to the cost estimation team for continuous improvement.

Section 10.0: Improvement plan timelines 
			     (Clause 24(2)(c))	

Clause 24(2)(c) requires us to include timelines for planned improvements. This clause 
emphasises that we must identify what we will do and when we will do it. Given the breadth 
of initiatives, scheduling and phasing are critical for successful implementation. Our timeline 
staggers initiatives over the Charter period (2025–2028), balancing quick wins against longer-
term projects, resource availability, and interdependencies between actions.

Appendix 1 shows progress assessed by the Independent Expert against the improvement 
opportunities identified in 2025 as well as recommended timeframes. The below sections outline 
Watercare’s updates to these original recommendations.

10.1 Timeline
An outline of key changes to the original timelines communicated in the Plan is presented below. 
Refer to Appendix 1 for further detail regarding actions. 

Completed as at June 2026:

	 •	 Brought forward: Cross-functional governance forums (investment prioritisation 	
		  governance groups, and some programme governance groups) have been 		
		  established. FY27 to FY37 projects have been reviewed and prioritised according 	
		  to our strategic outcomes.

	 •	 Complete: Standardised business case template is being used for all new capital 	
		  projects (Clause 24(2)(b)(ii)).

	 •	 Complete: Asset management documentation and knowledge database has been 	
		  re-structured, and awareness of asset management industry good practice is 		
		  being improved at an organisational level.
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Updated next steps:

	 By December 2026: 

	 •	 Brought forward: We will have started a new Programme Management Platform 	
		  project. This will enhance access to project information and resulting reporting, 	
		  decision-making and benchmarking capability.

	 •	 On track: We will have started reviewing our overall data architecture and business 	
		  requirements. We will be looking at aligning ourselves with industry reference 	
		  models. This will shape the data capability uplift required to improve data sharing 	
		  and integration and provide better timeline of implementation.

	 By June 2027: 

	 •	 Re-phased: The Risk Management Framework refresh and roll out training to all 	
		  project managers has been rescheduled around the roll out of new project and 	
		  programme management tools.

	 •	 Re-phased: Similarly, the standardisation of outcomes to investment mapping 	
		  (Clause 24(2)(b)(ii)) will be strengthened through the roll out of the new Programme 	
		  Management Platform. This is an essential building block for ongoing positive 	
		  change. It will ensure clearer lines of sight to outcomes throughout the lifecycle as 	
		  well as more confidence in benefits realisation.

	 •	 Re-phased: The Strategic Asset Management Plan will be available in the second 	
		  half of FY27 and has been rephased to align with the Enduring Regulation 		
		  requirements.

	 •	 On track: Also, some operational improvements such as integrating key asset 		
		  condition and criticality data into a dashboard have been achieved. Data 		
		  quality and confidence improvement will be an iterative process, strengthening 	
		  decision-making overtime.

	 During 2027 / early 2028:  

	•	 Several longer-term improvements will have come to fruition. The integration 		
		 of data from multiple sources will have progressed and confidence in the data will 	
		 be building (Improvement action 17.3) giving users across departments access to 	
		 real-time asset data. A Resource Management Framework (Improvement action 	
		 29.1) will be implemented, giving us an organisation-wide view of skills and 		
		 capacity.  This will enable better planning of who works on what improvement 	
		 initiative. A Performance Management Framework (Improvement action 33.1 		
		 et seq.) will formalise tracking of KPIs that tie back to the improvement outcomes. 	
		 These mid-term deliverables solidify the changes made. Monitoring, continuous 	
		 improvement, and adequate governance will support driving savings over time.

	 By late 2028: 

	 •	 Most improvement actions will be complete. For those few extending beyond 		
		  this date, we will incorporate them into our next asset management plan cycle or 	
		  business plans. We will be noticing cultural changes, such as risk-awareness, 		
		  cross-department collaboration and continuous improvement, indicating that the 	
		  improvements are embedded and consistently applied across the business. 

		  The timeline is structured to build momentum.

		  The aim is to target early wins as well as setting up foundations for reliable 		
		  performance and steady improvement.
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Section 11.0: Enabling housing growth and alternative 		
			     funding (Clause 24(2)(d))	

Clause 24(2)(d) requires us to detail “how Watercare proposes to ensure that investment will 
enable housing growth in areas with limited network capacity,” including whether and how 
alternative funding will be sought for that growth, and a timeline for those actions. This aspect 
of the Charter acknowledges a critical external outcome: supporting Auckland’s development. 
We must align our infrastructure improvements with the region’s growth needs and do so in a 
financially sustainable way.

Our bulk infrastructure programme is planned, funded and sequenced in line with:

		  	 The Auckland Plan 2050

		  	 The Auckland Future Development Strategy 2023-2053 

		  	 The Auckland Council Growth Scenario  

		  	 Auckland Unitary Plan (Operative in Part).

The organisation cannot support out-of-sequence development where doing so would 
compromise services to existing zoned areas, as premature growth without supporting bulk 
infrastructure can create risks to water quality, environmental outcomes and network capacity. 
Addressing growth pressures is a complex challenge that extends beyond funding to include 
resource availability, statutory approvals, construction timeframes and coordination of wider 
infrastructure requirements. 

Watercare is working closely with Auckland Council to identify practical solutions that balance 
short-term growth demands with long-term customer and environmental outcomes. While 
alternative funding and financing mechanisms have the potential to support some growth 
infrastructure, they are unlikely to be applicable in all circumstances or address all investment 
requirements. Watercare must therefore continue to carefully balance housing growth objectives, 
customer affordability, broader infrastructure needs, delivery constraints and the organisation’s 
capacity to sustainably finance investment over time.

11.1 Key improvements and timeline
Three workstreams are being undertaken in parallel:

	 •	 Alternative Funding:

Watercare has undertaken a pilot investigation of Infrastructure Funding and Financing (IFF) 
arrangements to better understand their potential application to growth-related infrastructure. 
The work has provided valuable insights into where alternative funding mechanisms may be most 
effective, indicating greater applicability in larger greenfield growth areas where infrastructure 
requirements, landowners and future beneficiaries can be more clearly identified.

The investigation has also highlighted practical challenges in applying IFF more broadly, 
particularly in established urban areas where growth occurs incrementally over time. While 
larger greenfield developments can often provide a clear link between infrastructure investment, 
landowners and future beneficiaries, this is more difficult in brownfield environments where 
redevelopment occurs progressively across multiple sites and owners. In these circumstances,  
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determining who should be subject to levies, when levy obligations should arise, and who should 
bear financing costs while infrastructure is delivered ahead of development occurring can be 
complex, potentially limiting the applicability of IFF for some programmes.

Building on these learnings, Watercare will now assess on a greater scale where IFF mechanisms 
could support future growth infrastructure and reduce reliance on traditional funding sources. 
In parallel, Watercare is in the early stages of exploring whether Public-Private Partnership 
(PPP) models or other alternative delivery arrangements may have a role in supporting future 
infrastructure delivery. Further work is required before potential programmes, funding pathways 
and implementation approaches can be identified. Alternative funding and financing mechanisms 
may support some growth infrastructure requirements, but they are unlikely to address all 
investment needs. Watercare must therefore continue to balance housing growth objectives, 
customer affordability, broader infrastructure requirements and the organisation’s capacity to 
sustainably finance investment over time.

	 •	 Growth projects: 

Watercare’s updated Growth Servicing Policy is now available on our website. The policy brings 
together our approach to growth servicing in one place, providing clear and transparent guidance 
on how we support sustainable growth across Auckland. 

A six-monthly update on capacity and progress to the Developer community has also been set up, 
and a Developer portal is in development to enable better engagement.

We are doing further work in understanding our capacity constraints specifically how much is 
remaining in terms of number of property connections, so we can support developers making 
more informed decisions. First example of this being done is North Harbour 1 watermain. We will 
next be investigating Hibiscus Coast wastewater constraints in FY27 first quarter, then expand to 
other areas.  

In limited areas, we are also targeting more holistic catchment renewals programmes in 
wastewater to maximise capacity by reducing stormwater ingress (some business cases being 
submitted to this intent in first half of FY27).

	 •	 Procurement methods:

We have typically followed traditional delivery strategies (design-bid-build and design-build 
under NZS3910 and NZS3916 contracts). As the number and size of our projects and programmes 
increase we are reviewing this approach:

	 –	 we consulted with the Australian and New Zealand market in 2025 on one of 		
		  our complex brownfield upgrade (>$200M). This has now resulted in adjusting 	
		  our original procurement strategy, tendering process, and staging, to better manage 	
		  our overall delivery, operational and commercial risks. 

	 –	 we are also considering Alliances for some of the larger works and have identified 	
		  suitable programmes, such as the Waikato Water Supply Programme.
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Watercare Charter Clause
and Requirement Summary

Assessment Area Focus 2026 Assessment Commentary

Clause 24(2)(a) 

Principles Watercare will use to 
prioritise investments

Strategic Alignment & Leadership;

Performance & Continuous 
Improvement;

TOTEX; 

Risk & Decision Making

The 2026 assessment identified improvement 
in governance, business case development, 
risk-informed decision-making and the 
emerging TOTEX approach. 

Finalisation of the SAMP and IDP, full 
implementation of the TOTEX framework, and 
continued development of prioritisation tools 
will strengthen alignment between investment 
decisions, service outcomes, risk and value, 
and embedment across the organisation.

Clause 24(2)(b)(i)

Documentation of linkages 
between investments and 
outcomes, including network 
resilience, and how improved 
understanding will impact asset 
management processes

Benefits Realisation;

Lifecycle & Asset Information;

Asset Operations & Maintenance

Watercare is becoming more disciplined in 
defining intended outcomes through business 
cases and governance processes, but there 
remains limited evidence that benefits are 
consistently tracked, validated and reported 
following project completion.

Continued implementation of the Infrastructure 
Delivery Plan, Water Services Strategy and 
benefits realisation practices will strengthen 
Watercare’s ability to demonstrate delivery of 
customer, operational and resilience outcomes.

Section 12.0: Performance measurement	

Watercare commissioned Stantec to undertake the 2026 Infrastructure Delivery and Asset 
Management Maturity Assessment as an independent re-assessment of organisational capability 
and performance across its infrastructure delivery and asset management functions. The assessment 
builds on the 2025 baseline and supports Watercare’s obligations under the Watercare Charter to 
maintain and implement an Infrastructure Delivery and Asset Management Improvement Plan.

The 2026 assessment indicates that Watercare has made credible and observable progress 
since the 2025 baseline. Improvements were noted across all ten themes assessed, particularly 
in areas supported by leadership attention, governance reform, capital programme delivery 
discipline, capability development and continuous improvement activity. Overall maturity 
improved by 12%, with the strongest uplift recorded in Capital Programme Delivery & Governance, 
and Capability & Competence.

However, stronger governance arrangements and improvement activities have not yet been 
consistently translated into embedded enterprise-wide practices. The most important remaining 
gaps relate to asset information accessibility, lifecycle decision-making, operations and 
maintenance considerations integration, benefits realisation, programme-level delivery discipline 
and continuous improvement feedback loops.

Individual projects performance is being monitored and has shown some successful delivery over 
the years, which learnings are being incorporated going forward. As highlighted in Table 3, which 
summarises improvement against the Charter clauses, the next stage of maturity uplift will rely on 
converting that intent and activity into repeatable organisational practice. 

Watercare’s challenge is now shifting from establishing improvement initiativesto embedding the 
behaviours, decision disciplines, accountabilities and performance measures needed to sustain 
improvement over time and across the portfolio.

Table 3: Watercare Charter Requirement Summary and 2026 Assessment Commentary
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Watercare Charter Clause
and Requirement Summary

Assessment Area Focus 2026 Assessment Commentary

Clause 24(2)(b)(ii) 

Improving identification of 
preferred solutions

Clause 24(2)(b)(iii)

Risk management and 
reporting programme 

Lifecycle & Asset Information;

Asset Lifecycle Management;

TOTEX;

Risk & Decision Making

Risk Assessment, Decision Making 
& Contingency Planning;

Integration & Governance

The 2026 assessment found improvements 
in lifecycle planning, demand management 
and risk-informed decision-making. 

Emerging TOTEX practices, risk-based 
renewal modelling and asset performance 
reporting is expected to improve 
identification of preferred solutions by 
supporting more evidence-based and 
whole-of-life decision-making.

However, fragmented asset information 
and inconsistent lifecycle practices 
continue to constrain maturity in this area.

Risk management maturity has improved, 
particularly in structured risk identification 
and risk-informed investment planning.

However, the assessment identified 
ongoing variability in the application 
of risk appetite, programme-level risk 
management and integration of risk 
information across systems.

Continued maturity uplift will depend 
on strengthening enterprise-wide risk 
governance and improving integration 
between risk, asset and investment 
information.  

Clause 24(2)(b)(iv)

Risk management and 
reporting programme 

Capital Programme Delivery & 
Governance;

TOTEX;

Performance & Continuous 
Improvement

The key development since 2025 is 
the introduction and pilot of the TOTEX 
framework and tool.

This initiative is expected to improve 
whole-of-life costing and CAPEX/OPEX 
trade-off decisions.

The assessment found the approach 
is promising but not yet consistently 
embedded across the organisation. Further 
rollout and integration into business case 
processes will be required to realise the 
full benefits.

Clause 24(2)(c)

Timeframes for implementing 
improvements

Improvement Plan;

Governance & Reporting

The 2026 assessment found that 
approximately three quarter of identified 
actions are either complete or in progress.

Multiple workstreams have been 
established across governance, lifecycle 
management, programme delivery, TOTEX 
and capability development.
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Watercare Charter Clause
and Requirement Summary

Assessment Area Focus 2026 Assessment Commentary

Clause 24(2)(d)

Enabling housing growth and 
alternative funding 

Strategic Alignment & Leadership;

Lifecycle & Asset Information;

Programme Delivery

The challenge now is less about 
mobilisation and more about embedding 
these initiatives consistently across 
the organisation and demonstrating 
measurable outcomes.

The 2026 assessment found improvement 
in demand planning, programme 
governance and strategic planning 
capability.

Continued alignment between growth 
planning, infrastructure delivery and 
emerging alternative funding investigations 
will be important to supporting housing 
growth in areas with constrained network 
capacity.

Section 13.0: Conclusion	

This annual report demonstrates business improvement and commitment to organisational 
change to drive efficiencies. 

Watercare’s challenge is now shifting from mobilisation to embedment. The next stage of maturity 
uplift will depend less on launching additional initiatives, or closing individual actions, and more 
on ensuring that existing initiatives are consistently implemented, outcomes are measured and 
communicated, and improvements become embedded across the business. 

We aim to meet the Charter’s expectations as well as setting up a culture of quality management 
and continuous improvement that ensures reliable and repeatable results, and fulfil our mission 
to deliver safe, reliable, and affordable water services for Auckland. 
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Appendix 1: Improvement opportunities register	

Below table shows Watercare assessment of progress to date moderated by the independent 
expert feedback. It lists the same actions as identified in Improvement Plan Appendix 1.
Items marked as “Review” indicate we are reviewing their practical application and fall under 	
“In progress”. 

Timeframes marked with an “*” indicate a timeframe change from 2025. Refer to section 10 for 
more context. 

Actions are inter-related, independent actions completion will not result in immediate tangible 
impact, and a holistic assessment of overall business change impact and improvement remains 
important.

Impact will be measured over time, through embedment, monitoring, and refining changes.





































