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Background

TasWater

• Formed in 2013 from 4 entities, previously 29 separate councils

• Merger consolidated $2BN in water and sewerage assets

• Disparate systems and ‘ways of working’ in place, consolidated over time

• Owned by Tasmania’s 29 councils, State Government became a shareholder in 2019



Background

Economic Regulatory Framework – Price and Services 
Plan (PSP) required to justify proposed capital 

expenditure



Background – keeping up with change

Since 2016…..

• CEO/Board chair membership changes

• Risk Management Framework & Risk 
Appetite Statements revised

• Long-Term Strategic Plan & Objectives 
developed, amended, replaced

• Practice reviews/audits completed with 
recommendations

• Customer consultation and focus groups 
identified priority areas and preferences… 

..all should inform and guide how capital is 
prioritised…. time to change



A new way of doing things

• Key decision:  Commercially-available Technology or In-house?

In-house Commercial Technology

Strengths • Clear, transparent decision logic aligned to organisational 
objectives

• Easy to explain to exec, board, regulators and auditors
• Encourages professional judgement and challenge 
• Easier/quicker to integrate into existing budgeting and 

governance processes

• Useful where data quality and maturity are high 
• Enables detailed analysis across multiple assets, services and 

budget scenarios
• Supports advanced optimisation and forecasting
• Valuable for specific, well-defined problems

Limitations • May oversimplify interactions and dependencies
• Relies on agreed assumptions and thresholds
• Over-reliance on experience – requires documentation 
• Can be perceived as “less rigorous” if governance 

expectations are unclear

• Requires high-quality, complete data to deliver value 
• High dependency on specialists, vendors, or bespoke skills
• Difficult to embed into everyday decision-making 
• Often difficult to defend at exec, board, regulator level

Good fit 
for….

• Annual capital prioritisation and program development
• Renewal planning linked to LoS and risk 
• Organisations building or consolidating AM maturity 

• Targeted analysis of specific asset classes or risks
• High-maturity organisations with strong data governance
• Scenario testing where additional insight clearly informs 

decisions



A new way of doing things

• Key point of difference in practices:  Complex Technology-led or Simplified?

Simple, embedded practice

Strengths • Clear, transparent decision logic aligned to organisational 
objectives

• Easy to explain to exec, board, regulators and auditors
• Encourages professional judgement and challenge 
• Easier/quicker to integrate into existing budgeting and 

governance processes

Limitations • May oversimplify interactions and dependencies
• Relies on agreed assumptions and thresholds
• Over-reliance on experience – requires documentation 
• Can be perceived as “less rigorous” if governance 

expectations are unclear

Good fit 
for….

• Annual capital prioritisation and program development
• Renewal planning linked to LoS and risk 
• Organisations building or consolidating AM maturity 

• TasWater preference to keep solutions 
simple in development

• Focus on transparency, behaviour change 
and business ownership of the method

Ease of communication of decisions to 
regulator = Value
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A simple approach

• Strike a balance between “relevant vs. easy-to-apply”

• Simplified approach with gates to answer relevant questions for prioritisation of candidate capital 
activities

• Risk Mitigation Benefit

➢ Applies Enterprise Risk Framework to assign the current risk position that the project aims to address

➢ Q1) “What is the type and extent of risk mitigation that will be achieved by this activity?” 

• Risk of Deferral

➢ Uses Board’s risk appetite and tolerability statement

➢ Q2) “Is acceptance of the current risk situation relevant to this project, within the board’s risk 
appetite and tolerability?” 
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• Delivery Uncertainty

➢ Not always included in the prioritisation process but assesses the complexity in delivery

➢ Q4) “What additional work is required to understand the need and proposed solution?  Are there any 
significant departures from BAU processes to deliver this project ” 

• Strategic Alignment
➢ Uses Objective statements, importance weighting and rating criteria to align each project with desired 

strategy outcomes

➢ Q3) “To what extent does this activity, if delivered, move the dial towards achieving our strategic 
objectives?” 

A simple approach

Simple tools developed to support the consistent application of available resources to assess merits 

against each gate 
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Risk Mitigation Benefit 

Prescriptive Descriptors = ease of engagement with wide group of asset class SME’s 
across TasWater = Consistency
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Risk Mitigation Benefit 

Project attributes – uploaded from draft capital program Risk ratings by 
project initiator

Weighted score 
and project ranking 

for admin review

Gate importance weighting
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Risk of Deferral

Prescriptive Descriptors = ease of engagement = Consistency
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Risk of Deferral

Project attributes – uploaded from draft capital program Risk ratings by 
project initiator

Weighted score 
and project ranking 

for admin review

Gate importance 
weighting
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Strategic Alignment

Key is to condense strategy into concise criteria that project initiators can 
align with
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Strategic Alignment

Project attributes – uploaded from draft capital program Ratings by 
project initiator

Weighted score 
and project ranking 

for admin review

Gate importance 
weighting

Simplified & Prescriptive = ease of engagement with wide group of asset class SME’s 
across TasWater = ConsistencyLast step – Collate information and present in a format to support decision-making
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Capital Works Program Review
• Review assesses $ cost vs. value of ranked concepts and debates main benefit areas.  Review board endorses 

prioritised list of projects to proceed to next stage of development
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Capital Works Program Review
• CWP Review assesses $ cost vs. value of ranked concepts and debates main benefit areas.  Review board endorses 

prioritised list of projects to proceed to next stage of development

Simplified assessment leads to consistent view of priority projects for Review Board 
decision making 



TasWater’s Outcomes

Challenge

• Prioritisation framework out of step with changing business environment

• Requirement to update in short timeframe to support regulatory price and services plan submission

Response

• Engagement with business SMEs and establishing method with key learnings from industry practice

• Simplified approach adopted to justify capital projects based on risk and strategic alignment

Outcomes

• Simple framework enhanced communication, fostered collaboration and ownership

• Transparency = confidence in decision making and ease of communication to regulator

• Framework and simple tools used to refine the program and defend the basis for $1.7 billion 
investment in PSP5 





Contact us:
hello@betteraim.com.au

www.betteraim.com.au

Perth, Western Australia 6010

Thank You
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Industry Practice Summary – BetterAIM Perspective

• Common set of high-level Prioritisation Principles

➢ Outcome-focused:  Prioritised programs meeting 
strategic outcomes with tolerable risk levels and 
constraints

➢ Transparency:  Processes and tools clear and readily 
understandable

➢ Repeatable: As a result, prioritisation is consistent and 
repeatable by different stakeholders at different times

➢ Flexible: Should strategic outcomes, focus areas and risk 
appetites change, prioritisation frameworks will adapt

Fit-for-Purpose:  Complexity is commensurate with 

data/information availability & accessibility

Aligned: Reflect current risk framework and strategic 

objectives  



Building Confidence in Investment: TasWater’s Capital Prioritisation Framework  
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TasWater manages one of the largest infrastructure programs in Tasmania. With the next Price and Service 

Plan (PSP5) approaching, the business faced a critical challenge: how to ensure that its $1.8 billion investment 

program was both risk-informed and strategically aligned to deliver community value, while also being 

transparent and repeatable. 

 

The existing prioritisation guideline no longer reflected TasWater’s current strategy, its updated Risk Appetite 

Statement, or the expectations of customers, regulators, and stakeholders. A new approach was needed to  

give confidence across the organisation and provide a clear foundation for engagement with the Office of the 

Tasmanian Economic Regulator (OTTER). 

 

TasWater partnered with BetterAIM to design and apply a new capital prioritisation framework. The approach 

deliberately avoided complexity. The focus was on creating a process that was simple, easy to understand, 

and easy to justify, ensuring that staff at all levels could see how and why decisions were made. 

 

The framework was built around three stages: 

 

• Strategic Alignment: A set of criteria was developed directly from TasWater’s strategy, weighted and 

scored in collaboration with subject matter experts 

. 

• Risk of Deferral: Each project was assessed against TasWater’s Risk Appetite Statement, quantifying 

the consequences of delaying investment and making risk a visible part of decision-making. 

 

• Delivery Constraints: Consideration was given to practical issues such as sequencing, capacity, and 

dependencies, ensuring that prioritisation reflected not just strategy and risk, but also deliverability. 

 

A spreadsheet-based tool captured the scoring and rankings, making the process transparent and easy to 

communicate. Workshops brought together stakeholders from Strategy, Asset Management, Capital Delivery, 

Operations, and Finance, embedding collaboration into the framework’s design and application. 

 

Leaders and teams can justify decisions, while communicating and justifying value realisation to internal and 

external stakeholders. The clear structure has created greater confidence in decision-making and 

strengthened collaboration across business functions. 

 

For other utilities, the TasWater experience highlights the value of keeping things simple: a prioritisation 

process that avoids complexity, builds confidence, and connects strategy with delivery. 
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