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CONFLICT OF INTERESTS 

What is a “Conflict of Interests” - A conflict of interests can be of two types: 

Pecuniary - an interest that a person has in a matter because of a reasonable likelihood or 
expectation of appreciable financial gain or loss to the person or another person with whom the 
person is associated.  

Non-pecuniary – a private or personal interest that a Council official has that does not amount to a 
pecuniary interest as defined in the Code of Conduct for Councillors (eg. A friendship, membership 
of an association, society or trade union or involvement or interest in an activity and may include 
an interest of a financial nature). 

Remoteness – a person does not have a pecuniary interest in a matter if the interest is so remote 
or insignificant that it could not reasonably be regarded as likely to influence any decision the 
person might make in relation to a matter or if the interest is of a kind specified in the Code of 
Conduct for Councillors. 

Who has a Pecuniary Interest? - a person has a pecuniary interest in a matter if the pecuniary 
interest is the interest of the person, or another person with whom the person is associated (see 
below). 

Relatives, Partners - a person is taken to have a pecuniary interest in a matter if: 

• The person’s spouse or de facto partner or a relative of the person has a pecuniary interest 
in the matter, or 

• The person, or a nominee, partners or employer of the person, is a member of a company or 
other body that has a pecuniary interest in the matter. 

N.B. “Relative”, in relation to a person means any of the following: 

(a) the parent, grandparent, brother, sister, uncle, aunt, nephew, niece, lineal descends or adopted 
child of the person or of the person’s spouse; 

(b) the spouse or de facto partners of the person or of a person referred to in paragraph (a) 

No Interest in the Matter - however, a person is not taken to have a pecuniary interest in a matter: 

• If the person is unaware of the relevant pecuniary interest of the spouse, de facto partner, 
relative or company or other body, or 

• Just because the person is a member of, or is employed by, the Council. 

• Just because the person is a member of, or a delegate of the Council to, a company or other 
body that has a pecuniary interest in the matter provided that the person has no beneficial 
interest in any shares of the company or body. 

Disclosure and participation in meetings 

• A Councillor or a member of a Council Committee who has a pecuniary interest in any matter 
with which the Council is concerned and who is present at a meeting of the Council or 
Committee at which the matter is being considered must disclose the nature of the interest to 
the meeting as soon as practicable. 

• The Councillor or member must not be present at, or in sight of, the meeting of the Council or 
Committee: 

(a) at any time during which the matter is being considered or discussed by the Council or 
Committee, or 



 

 

(b) at any time during which the Council or Committee is voting on any question in relation 
to the matter. 

No Knowledge - a person does not breach this Clause if the person did not know and could not 
reasonably be expected to have known that the matter under consideration at the meeting was a 
matter in which he or she had a pecuniary interest. 

Non-pecuniary Interests - Must be disclosed in meetings. 

There are a broad range of options available for managing conflicts & the option chosen will 
depend on an assessment of the circumstances of the matter, the nature of the interest and the 
significance of the issue being dealt with.  Non-pecuniary conflicts of interests must be dealt with in 
at least one of the following ways: 

• It may be appropriate that no action be taken where the potential for conflict is minimal.  
However, Councillors should consider providing an explanation of why they consider a 
conflict does not exist. 

• Limit involvement if practical (eg. Participate in discussion but not in decision making or vice-
versa).  Care needs to be taken when exercising this option. 

• Remove the source of the conflict (eg. Relinquishing or divesting the personal interest that 
creates the conflict) 

• Have no involvement by absenting yourself from and not taking part in any debate or voting 
on the issue as of the provisions in the Code of Conduct (particularly if you have a significant 
non-pecuniary interest) 

Committee members are reminded that they should declare and manage all conflicts of 
interest in respect of any matter on this Agenda, in accordance with the Code of Conduct.  

RECORDING OF VOTING ON PLANNING MATTERS 

Clause 375A of the Local Government Act 1993 – Recording of voting on planning matters 

(1) In this section, planning decision means a decision made in the exercise of a function of a 
council under the Environmental Planning and Assessment Act 1979: 

(a) including a decision relating to a development application, an environmental planning 
instrument, a development control plan or a development contribution plan under that Act, 
but 

(b) not including the making of an order under that Act. 

(2) The general manager is required to keep a register containing, for each planning decision 
made at a meeting of the council or a council committee, the names of the councillors who 
supported the decision and the names of any councillors who opposed (or are taken to have 
opposed) the decision. 

(3) For the purpose of maintaining the register, a division is required to be called whenever a 
motion for a planning decision is put at a meeting of the council or a council committee. 

(4) Each decision recorded in the register is to be described in the register or identified in a 
manner that enables the description to be obtained from another publicly available document 
and is to include the information required by the regulations. 

(5) This section extends to a meeting that is closed to the public.  

https://www.byron.nsw.gov.au/Council/About-Byron-Shire-Council/Policies/Code-of-Conduct


 

 

OATH AND AFFIRMATION FOR COUNCILLORS 

Councillors are reminded of the oath of office or affirmation of office made at or before their first 
meeting of the council in accordance with Clause 233A of the Local Government Act 1993. This 
includes undertaking the duties of the office of councillor in the best interests of the people of 
Byron Shire and the Byron Shire Council and faithfully and impartially carrying out the functions, 
powers, authorities and discretions vested under the Act or any other Act to the best of one’s ability 
and judgment. 
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BUSINESS OF MEETING  

 

1. APOLOGIES 

2. DECLARATIONS OF INTEREST – PECUNIARY AND NON-PECUNIARY  

3. MINUTES FROM PREVIOUS MEETINGS 

3.1 Adoption of Minutes from Previous Meeting ....................................................... 6  

4. STAFF REPORTS  

Infrastructure Services 

4.1 The Case for Implementing Digital Water Meters ............................................. 15 
4.2 Ocean Shores STP Transfer Line Update Report........................................... 125      

5. LATE REPORTS  

6. FOR INFORMATION ONLY 

6.1 Status update - Mullumbimby Water Supply Strategy Project ........................ 202 
6.2 Byron Bay Sewage Treatment Plant Master Plan Update .............................. 221  
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MINUTES FROM PREVIOUS MEETINGS 

 

Report No. 3.1 Adoption of Minutes from Previous Meeting   

Directorate: Infrastructure Services 

File No: I2025/869 5 

 

    

 

RECOMMENDATION:  

That the minutes of the Water and Sewer Advisory Committee Meeting held on 17 10 
April 2025 be confirmed.  

 

 

Attachments: 
 15 
1 Minutes 17/04/2025 Water and Sewer Advisory Committee, I2025/491 , page 9⇩   

   
  

WSAC_19062025_AGN_2057_AT_ExternalAttachments/WSAC_19062025_AGN_2057_AT_Attachment_13517_1.PDF
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Report 

The attachment to this report provides the minutes of the Water and Sewer Advisory 
Committee Meeting of 17 April 2025 .   

Report to Council 

The minutes were reported to Council on 22 May 2025. 5 

Comments 

In accordance with the Committee Recommendations, Council resolved the following:  

 Report No. 14.2 Report of the Water and Sewer Advisory Committee Meeting 
held on 17 April 2025 

File No: I2025/631 
 

25-192 Resolved that Council notes the minutes of the Water and Sewer Advisory Committee 
Meeting held on 17 April 2025. (Swain/Lyon) 

 
25-193 Resolved that Council adopts the following Committee Recommendations:  

Report No. 4.1 Integrated Planning and Reporting 
File No: I2025/481 
 
Committee Recommendation 4.1.1  

That the Water and Sewer Advisory Committee:  

1. Notes Council’s Integrated Planning and Reporting Framework; 

2. Notes Council’s priorities as identified by Councillors for the 2025 – 2029 and 
Delivery Program. (Swain/Lyon) 

 
25-194 Resolved that Council adopts the following Committee Recommendations:  

Report No. 4.2 Mullumbimby water supply strategy - High-level project plan 
File No: I2025/395 
 
Committee Recommendation 4.2.1  

1. That the Water and Sewer Advisory Committee notes the proposed project 
design 

2. That the Committee provides feedback to staff on how to improve the project 
design, in alignment with: 

 a)  The aim of the project i.e. provide evidence-based recommendations for 
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Council to decide on a long-term water supply strategy for Mullumbimby 

 b)  The need to provide best-value to ratepayers via sustainable and 
efficient water services provision 

3. That Council keeps the WSAC informed of subsequent changes to the project 
design, including between WSAC meetings.  

4. That Council considers in the project the investigations previously sought by 
the WSAC, and recorded in its Minutes for the meeting of 19 July 2024. 

(Swain/Lyon) 
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Minutes of Meeting 

Water and Sewer Advisory Committee 
Meeting 

 

Venue Conference Room, Station Street, Mullumbimby 

Date Thursday, 17 April 2025 

Time 11:30 AM 
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Minutes of the Water and Sewer Advisory Committee Meeting held on Thursday, 17 
April 2025 

File No: I2025/491 

PRESENT:  

 

Councillors: Cr S Ndiaye (Mayor) Zoom 

Cr M Lyon Zoom 

Cr E Hauge (Chair) Present 

Staff: Christopher Soulsby (Acting Director Infrastructure Services) Present 

 Cameron Clark (Manager Utilities) Present 

 Pablo Orams (Integrated Water Management Officer) Present 

 Rachel Derbyshire (Project Liaison Officer) Present 

 Amber Evans Crane Corporate Planning & Improvement Officer) Present 

 Chloe Woods (Minute taker) Present 

Community Duncan Dey Present 

 Ben Fawcett Present 

 Taisa Baars Present 

The Water and Sewer Advisory Committee voted Cr Hauge as Chair. 

Cr Hauge (Chair) opened the meeting at 11:33 am and acknowledged that the meeting 
was being held on Bundjalung Country. 
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ATTENDANCE VIA AUDIO-VISUAL LINK:  

Cr S Ndiaye (Mayor) and Cr Lyon attended via Zoom Link. 

APOLOGIES:  

An apology was received from Phillip Holloway (Director Infrastructure Services). 

DECLARATIONS OF INTEREST – PECUNIARY AND NON-PECUNIARY 

Ben Fawcett declared a non-pecuniary interest in Report 4.2.  The nature of the interest 
being that Ben Fawcett’s residence is less than 1km from Lavertys Gap Weir and 500m 
from the water treatment plant.  Ben Fawcett elected to remain in the Meeting and will 
participate in discussion and the vote. 

 

 
MINUTES FROM PREVIOUS MEETINGS 

Report No. 3.1 Adoption of minutes from Previous Meeting 
File No: I2025/480 
 
Moved:  

That the minutes of the Water and Sewer Advisory Committee Meeting held on 19 
July 2024 be confirmed.   

(Ndiaye/Fawcett)  
 

Note: The minutes of the meeting held on 19 July 2024 were noted, and the Committee 
Recommendations adopted by Council, at the Ordinary Meeting held on 15 August 
2024.  
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STAFF REPORTS - CORPORATE AND COMMUNITY SERVICES 

Report No. 4.1 Integrated Planning and Reporting 
File No: I2025/481 
 
Committee Recommendation:  

That the Water and Sewer Advisory Committee:  

1. Notes Council’s Integrated Planning and Reporting Framework; 

2. Notes Council’s priorities as identified by Councillors for the 2025 – 2029 and 
Delivery Program  (Fawcett/Baars)  

The recommendation was put to the vote and declared carried. 

Cr Hauge left the meeting at 12:28 pm and returned to the meeting at 12:28 pm. 

 

 
STAFF REPORTS - INFRASTRUCTURE SERVICES 

Report No. 4.2 Mullumbimby water supply strategy - High-level project plan 
File No: I2025/395 
 
Committee Recommendation:  

1. That the Water and Sewer Advisory Committee notes the proposed project 
design 

2. That the Committee provides feedback to staff on how to improve the project 
design, in alignment with: - 

a)  The aim of the project i.e. provide evidence-based recommendations for 
Council to decide on a long-term water supply strategy for Mullumbimby 

b)  The need to provide best-value to ratepayers via sustainable and efficient water 
services provision 

3. That Council keep the WSAC informed of subsequent changes to the project 
design, including between WSAC meetings.  

4. That Council consider in the project the investigations previously sought by 
the WSAC, and recorded in its Minutes for the meeting of 19 July 2024. 

(Dey/Hauge)  
The recommendation was put to the vote and declared carried. 
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Rachel Derbyshire left the meeting at 12:45pm and did not return. 
 

 
Report No. 4.3 Byron STP Wetlands Monitoring Report 
File No: I2025/470 
 
Committee Recommendation:  

That the committee note the report.  (Lyon/Hauge)  

The recommendation was put to the vote and declared carried. 

     
 

 
FOR INFORMATION ONLY 

Report No. 6.1 Infrastructure Services Utilities Monthly Status Report 
December 2024 - February 2025 

File No: I2025/434 
 
 
 
Cr Lyon left the meeting 12:53 pm and did not return. 
Quorum was lost at 12:53pm and the Chair, Cr Hauge, subsequently declared the meeting 
closed. 

 

There being no further business the meeting concluded at 12:54 pm. 
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STAFF REPORTS - INFRASTRUCTURE SERVICES 

 

Report No. 4.1 The Case for Implementing Digital Water 
Meters 

Directorate: Infrastructure Services 5 

Report Author: Pablo Orams, Integrated Water Management Officer  

File No: I2025/855 

Summary: 

This report aims to brief the WSAC on the investigations done by Council staff to assess 
the potential benefits and feasibility of adopting Digital Water Metering (DWM) across the 10 
Shire’s water supply network.  It also provides key recommendations and a tentative 
plan/budget for its implementation. Staff hopes to gain feedback from the WSAC to identify 
further opportunities and/or challenges related to this proposal. 
    

 15 

 

RECOMMENDATION:  

That the Water and Sewer Advisory Committee: -  

1. Notes the report and attached supporting documentation.  

2. Provides staff with feedback regarding:  20 

 a) The appetite of Council and the community to adopt Digital Water 
Metering; 

 b) The information presented in this report (e.g. the benefits of DWM, 
recommendations for implementation, etc); and 

 c) Any knowledge gaps that staff may need to explore before presenting a 25 
project proposal to Council. 

Attachments: 
 
1 Report 16/10/2024 Executive Team Meeting (Operational) Digital Water Metering Pilot - 

Outcomes and Recommendations, I2024/1130 , page 26⇩   30 
2 Conceptual diagram - Digital Water Metering system governance and architecture, 

E2024/93422 , page 58⇩   

3 WSAA Digital Metering State of Play Summary Report, E2024/84547 , page 59⇩   

4 Water Directorate 2021 Digital Metering Guidelines, E2024/84550 , page 66⇩   

5 Report 04/12/2024 Executive Team Meeting (Operational) Preliminary implemetation plan - 35 
Digital water metering, I2024/1436 , page 116⇩   

6 Digital Water Metering Project - Proposed 30-year budget - 28 May 2025, E2025/57655 , 
page 124  

WSAC_19062025_AGN_2057_AT_ExternalAttachments/WSAC_19062025_AGN_2057_AT_Attachment_13509_1.PDF
WSAC_19062025_AGN_2057_AT_ExternalAttachments/WSAC_19062025_AGN_2057_AT_Attachment_13509_2.PDF
WSAC_19062025_AGN_2057_AT_ExternalAttachments/WSAC_19062025_AGN_2057_AT_Attachment_13509_3.PDF
WSAC_19062025_AGN_2057_AT_ExternalAttachments/WSAC_19062025_AGN_2057_AT_Attachment_13509_4.PDF
WSAC_19062025_AGN_2057_AT_ExternalAttachments/WSAC_19062025_AGN_2057_AT_Attachment_13509_5.PDF
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Report  

1. Purpose 

To brief the WSAC on the investigations done by Council staff to assess the potential 
benefits and feasibility of adopting Digital Water Metering (DWM) across the Shire’s water 
supply network.  This report includes a tentative implementation plan and budget, funding 5 
strategy and other recommendations. Staff hopes to gain feedback from the WSAC to 
refine this project plan moving forward. 

2. Background 

Driven by the dry weather conditions leading up to 2019, Byron Shire Council conducted a 
DWM pilot project between 2020 and 2023.  It involved the installation of 355 digital 10 
meters in East Mullumbimby (residential connections) and 31 in Byron Bay Recycled 
Water Scheme (municipal and commercial connections), testing the viability of a full-scale 
rollout, and the capabilities of the technology to address water security challenges, 
improve customer engagement and drive efficiencies in water services operations and 
planning.  15 

The pilot provided valuable insights that highlight the strong potential of DWM, as well as 
the capabilities and resources required by Council to implement, operate and maintain a 
DWM system.  The full pilot report is available in Attachment 1, and has served as the 
basis to design a roadmap for the adoption of DMW in Byron Shire. 

3. What is DWM, and why is it important 20 

DWM involves collecting and analysing near real-time water consumption data through a 
combination of automated remote reading devices (i.e. digital water meters), 
telecommunication networks, and data management and analytics software. Attachment 
2 provides a conceptual diagram that outlines the key elements of a DWM system and 
how it may integrate with Council’s management systems. 25 

The potential benefits of this technology are extensive, driving efficiencies across the 
potable water service supply chain.  A good way to understand these benefits is to first 
look at the limitations of the traditional water consumption monitoring method based on 
analogue water meters.  This is the approach currently used by Byron Shire Council, as 
well as most Councils and water utilities globally. 30 
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Figure 1 – A typical analogue water meter used in Byron Shire (left) and a digital water meter used during Council’s 
DWM pilot project (Right). 

3.1. Analogue water metering (and its limitations) 

In Byron Shire, a property connected to the water supply network will typically have an 5 
analogue water meter installed at the property boundary, between the water supply main 
and the property’s internal water plumbing.  The meters are designed to record the volume 
of water (e.g. kilolitres) flowing into such property. 

Water consumption data is collected by manually opening the meter’s casing and visually 
reading its dials.  Meter reads are typically done by a contractor once every three months 10 
(at a cost of over $80,000/year), in alignment with the standard quarterly water billing 
cycle. 

Collected data is then stored and handled by Council’s Water Billing team using a 
combination of Excel spreadsheets and other dedicated software (e.g. Authority).  This 
data serves as the “point of truth” from which Council derives water bills, and inform 15 
operational, planning and investment decisions to improve water service delivery (e.g. 
demand management, infrastructure upgrades, etc.). 

Despite the importance of water consumption data for Council, there are two fundamental 
limitations with obtaining it via an analogue water metering system: low data resolution 
and limited data accessibility. 20 

Data resolution is only as good as how often meter reads are done over a period.  The 
quarterly meter reading cycle (i.e. four data points per year) means that Council can only 
know the total water consumed over three months (see Figure 2 below), but has no 
visibility over how consumption changes within this time. 
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This is particularly problematic when dealing with issues such as water leaks, as these are 
very difficult to identify and quantify using a quarterly meter read.  Leaks can go unnoticed 
for years, and their impact on water bills can be substantial.  In some cases, leaks have 
been known to waste over $250 of drinking water per day.  The same goes for instances of 
water theft, irregular water connections, faulty water meters, etc. 5 

 

Figure 2 – Hypothetical example of a typical residential property’s water consumption data obtained via quarterly meter 
reads. This level of data resolution does not allow for the prompt identification of water leaks and another water use 

anomalies. 

Similarly, data accessibility is limited by the manual nature of data collection, handling 10 
and quality control.  During the quarterly meter reading process, it typically takes three 
weeks from the moment a meter is read to when the data is available in Council’s system 
(i.e. Authority).  This lag time, combined with the low resolution of the data, means that 
Council staff and water users typically rely on outdated water consumption data to inform 
decisions. 15 

3.2. The benefits of DWM 

Contrarywise to analogue water metering, DWM can collect water flow data as frequently 
as every 15-to-60 minutes (high resolution), an allow for near real-time access to it via a 
dedicated user interface software (high accessibility).  Figure 3 below provides an 
example how this data may be displayed. 20 
 

 
Figure 3 – Example of digital meter data in the UtiliOS SaaS user portal. The light blue bars show daily total 

consumption. The dark blue line shows flow rate in 30min intervals.  
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Analytics can be applied to this data to discover and interpret water use 
patterns/anomalies, and streamline decision-making.  For example, a DWM system can be 
set up to identify water leaks based on water flow patterns (e.g. a constant water flow 
during the night may be an indication of a leak) and notify Council staff and/or property 5 
owners immediately. 
 
More broadly, DWM can drive efficiencies across Council’s water services supply chain, 
delivering benefits for customers, Council and the environment, as summarised in the 
table below: 10 
 
 
Benefits of DWM… 

…for customers 

Improves water literacy and awareness  

Prompt detection and notification of water leaks 

Improves customer user experience 

Supports behaviour change 

…for Council 

Reduces non-revenue water 

Reduces cost of bulk water purchases, and improves water billing revenue 

Detects irregular water uses (e.g. water theft) 

Improves understanding of water demand 

Supports demand management efforts (e.g. during droughts) 

Improves operational efficiency and asset performance 

Improves water monitoring and modelling capabilities (e.g. water balance 
monitoring) at different scales 

Reduces low-value labour requirements associated with analogue water 
meter (manual meter reads, data handling, administration, etc). 

Defer water system capacity upgrades 

Reduces occupational health & safety risks 

Improves billing accuracy and streamlines billing processes 

Enhances transparency and engagement with stakeholders (e.g. customer 
disputes) 

Supports compliance efforts (e.g. liquid trade waste, water restrictions) 

…for the environment 

Reduces of water losses 

Reduces water demand 

Improves energy efficiency of water services, reducing GHG emissions 

Improves resilience to climate uncertainty 

Enhances collaboration across the water sector institutions 

 

From the perspective of Council’s Community Strategic Plan, DWM has the potential 
support many of its objectives. This has been articulated in Section 5 of Attachment 1. 15 

3.3. DWM in Australia 

Councils and water utilities across Australia are increasingly moving towards the adoption 
of DWM. 

As observed by the Water Services Association of Australia (WSAA) in their 2022 Digital 
Metering State of Play Summary Report (see Attachment 3), 61% of utilities and councils 20 
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participating in the study are trialling digital metering, and 23% are rolling out the 
technology.  Some examples include: 

• City of Gold Coast - QLD 

• Goulburn Valley Water - VIC 

• SAWater - SA 5 

• South East Water - VIC 

• Sydney Water - NSW 

• Toowoomba Regional Council - QLD 

• Unity Water - QLD 

• Water Corporation - WA 10 

A more recent example is Rous County Council (RCC), which since 2024 has rolled out 
DWM for the majority of its 2,000+ direct water customers.  Using the “My Rous” app, 
customers have access to timely data from their meters, and customisable updates and 
alerts about water usage and leakage detection.  BSC has been engaging closely with 
RCC to learn from this experience and explore opportunities for synergies between both 15 
organisations. 

Progress has also been achieved in understanding the business case behind DWM, and 
providing water utilities and councils with guidance to advance it.  For example, the NSW 
Water Directorate released its 2021 Digital Metering Guidelines (see Attachment 4), 
which provides a framework to assess and understand the costs and benefits of DWM. 20 

4. How could it be implemented, and what is required 

Key recommendations for a Shire-wide rollout of a DWM system are summarized in this 
section. These are informed by the lessons learnt from Council’s DWM pilot project (see 
Attachment 1), consultation across various Council departments (including Finance and 
the Executive Team - see Attachment 5), ongoing discussions with RCC and information 25 
obtained from potential DWM service providers. 

4.1. A staged rollout 

Byron Shire’s water supply network is inherently 
complex and fragmented across a large area.  It 
comprises over rateable 13,000 water connections 30 
distributed across 20 water supply catchments (see 
Figure 4) of varying size and on-ground 
characteristics.  

It is recommended that DWM installations tackle one 
water supply catchment at a time, ensuring 35 
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consistency and efficiency in the installation process and community engagement efforts.  
Also, once a supply catchment has been implemented, the full benefits of DWM can be 
immediately applied to that area. 

A five-year timeframe (four water supply catchments per year) is being proposed (see 
Section 4.2. below). 5 

4.2. Implementation plan and budget 

Staff proposes a multi-stage implementation plan spanning 30 years. Capital and 
operational costs (i.e. Capex and Opex) have been estimated for each project stage.  The 
costs presented below have been updated from previous estimates (shown in 
Attachments 1 and 5) as staff’s understanding of the nuances of DWM progresses.  A 10 
working spreadsheet with the most recent costing estimates is available in Attachment 6. 

i. Stage 1 – Planning, consultation and due diligence (Year 0): This is aimed at 
ensuring Council’s readiness to move into the implementation stage, reviewing the 
project plan and budget, and undergoing the necessary consultation and approval 
processes. 15 

ii. Stage 2 – System implementation (Years 1 to 5): This stage involves the full-
scale transition of Council’s water supply network to a DWM System, tackling 4 
water supply catchments per year. 

iii. Stage 3 – Ongoing system operation, maintenance and expansion (Years 6 to 
30): This involves the ongoing management of a stablished DWM system, including 20 
its expansion in alignment with future development. 

 

Cost (Net 
Present Value) 

Stage 1 
Planning, consultation, 

due diligence 
(Year 0) 

Stage 2 
Implementation 

(Year 1 - 5) 

Stage 3 
Ongoing operation, 

maintenance, expansion 
(Year 6 - 30) 

Capex $0.3 MM $6.9 MM $11.2 MM 

Opex - $2.3 MM $17.4 MM 

Total $0.3 MM $9.2 MM $28.5 MM 

4.3. Human resources 

Implementing a DWM System represents a fundamental change in how Council will 
govern water use consumption monitoring and related processes (e.g. water billing, leak 25 
detection, operations, planning, etc.). 

There would be a shift from the current manual collection and handling of low-resolution 
water consumption data, to an on-demand, high-resolution and data-rich system with 
comprehensive analytics capabilities.  While this will greatly reduce resources invested in 
low value-add manual tasks, it will increase resourcing requirements for system 30 
administration, cross-departmental coordination and high-value decision making. 

Figure 1 – Byron Shire’s 20 water supply 

catchments 
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It is also expected that interactions with customers will increase as DWM unveils leaks and 
other issues shortly after they happen, rather than being identified (if at all) through 
quarterly manual meter reads. 

Additional roles (subject to further consideration and organisational requirements) are 
proposed to cater for these changes, and have been included in the cost estimates 5 
presented in Section 4.2. These roles include: 

i. DWM Rollout Project Manager (1 FTE for 5 years, Grade 11, Skill step 3). This 
will be a fixed-term contract to oversee project implementation. 

 
ii. DWM System Coordinator position (1 FTE, Grade 6, Skill step 3) within Utilities’ 10 

Systems Planning Team. This position will be responsible for coordinating the on-
going operation and maintenance of the system, including technical support to the 
various departments using it. 

 
iii. Support officer - Water Billing and Revenue (1 FTE, Grade 5, Skill step 3). This 15 

position will increase the capacity of the Water Billing and Revenue team to 
manage increased requirements for system administration and customer 
interactions. 

5. Other considerations 

5.1. Community acceptance and expectations 20 

During Council’s DMW pilot project, community consultation results showed basic 
understanding of DWM, with benefits recognised for leak detection but concerns over 
costs, electro-magnetic radiation from the devices, and data privacy. Residents were 
interested in a detailed business case and the possibility of having an opt-in/opt-out option. 
There was minimal resistance to digital meter installations.  Recommendations for a full-25 
scale rollout include dedicating sufficient resources for a communication and community 
engagement strategy, considering an opt-in/out policy and assessing viability of providing 
direct water use data access to customers. 

5.2. “Smart” or “Digital” water meters 

During the pilot project, Council initially used the term “smart water meters”.  This seems to 30 
suggest that the devices have “smart” capabilities such as a smartphones or laptops.  This 
is partly true from the perspective of their connectivity capabilities (e.g. send the 
information they collect to a ‘cloud’ or server to be processed), but differently to 
smartphones and other smart devices, they don’t have computing or artificial intelligence 
capabilities to process data and/or perform complex tasks and decisions on their own. 35 

To avoid any confusion regarding the capabilities and role of these devices, staff 
recommends Council adopts the term “digital water meters” instead.  This issue should be 
further assessed when developing a communications plan for a full-scale rollout of the 
technology. 
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6. Final comments 

DWM is an innovative technology for water consumption monitoring that can offers 
extensive benefits for rate payers, Council decision-making capabilities and the 
environment. 

Council staff have undertaken extensive investigations, including a DWM pilot, providing 5 
valuable insights, lessons learnt and recommendations to progress the adoption of DWM. 

Adopting DWM represents a paradigm shift in the management of water services, and will 
require careful planning, change management and resourcing. 

There is wide-spread support from staff across Council departments, including the 
Executive Team, and the Australian water sector is progressively moving towards the 10 
mainstreaming of DWM. 

Staff commit to continue with the development of this proposal, and engage closely with 
the WSAC and Council to ensure it is adequately considered. 

Strategic Considerations 

Community Strategic Plan and Operational Plan  15 

CSP Objective CSP Strategy DP Action Code OP Activity 

5: Connected 
Infrastructure 

5.5: Provide 
continuous 
and 
sustainable 
water and 
sewerage 
management 

5.5.1: Water 
supply - 
Provide a 
continuous 
water supply 
that is 
maintained in 
accordance 
with NSW 
Health 
guidelines 

5.5.1.1 Continue to maintain 
Council's water and 
sewer assets 

Recent Resolutions 

Not Applicable  

Legal/Statutory/Policy Considerations 

Not Applicable  

Financial Considerations 20 

Various possible funding options have been identified following consultation with relevant 
Council staff. A high-level funding strategy for each stage of the project is provided below.  
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It is important to note that defining the mix and magnitude of these options will require 
further work and consultation with Council’s Financial Services department. 

Potential funding stream 

Stage 1 
Planning, consultation, 

due diligence 
(Year 0) 

Stage 2 
Implementation 

(Year 1 - 5) 

Stage 3 
Ongoing operation, 

maintenance, expansion 
(Year 6 - 30) 

Council’s Water Fund X   

Government grants (if available) X X  

Loan borrowing  X  

Cost savings / revenue increases  X X 

Developer contributions  X X 

Water access charge increase   X 

Loan borrowing is likely to be the main source of funding for system implementation. 
Council’s borrowing capacity for this project is to be defined in alignment with Council’s 30-
year long term financial plan. 5 

Government funding may be available. In the past, the Australian and NSW governments 
have offered co-funding programs to regional water utilities and Councils to undertake 
projects to improve water security outcomes.  These include the Water Smart Australia 
program1 and the Safe and Secure Water program2.  However, these are not currently 
available.  Council will need to actively engage with government counterparts (e.g. 10 
DCCEEW) to identify any future funding opportunities. 

Cost savings / revenue increases are a result of the efficiency gained as DWM 
implementation progresses.  These can be used to subsidise the implementation of digital 
meters, and may include: 

• the wind-down of manual meter reading costs, mechanical meter replacements and 15 
the current water billing system (MVRS). 

• Reduction of non-revenue water (e.g. leakage), hence reducing bulk water costs 
paid to RCC. 

• Increased water billing revenue 

• Other efficiency gains such as reducing staff time spent on low-value manual tasks 20 
(e.g. data handling) or reactive maintenance of assets (e.g. water main bursts that 
could have been predicted if digital pressure monitoring devices were in place). 

As described in Section 3.2, there are many other benefits to DWM that could translate 
into cost efficiencies.  Quantifying them monetarily would require advance economic 
analysis.  Ongoing engagement with Council’s Financial Services department will be 25 
required to better understand and untap these subsidies. 

 

1 Water Smart Australia - DCCEEW 
2 Safe and Secure Water program | NSW Government Water 

https://www.dcceew.gov.au/water/policy/programs/completed/water-smart#new-south-wales
https://www.dpie.nsw.gov.au/water/our-work/water-infrastructure-nsw/grants-and-funding/safe-and-secure-water-program
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Developer contributions could also subsidise the project. By driving water supply 
efficiencies through DWM (e.g. reducing non-revenue water), water systems asset 
renewals and capacity upgrades will be deferred. DWM benefits will translate to higher 
levels of service to ratepayers.  Council may decide to pass some of the costs to achieve 
these gains to developers, as value-for-money to the community is increased.  5 
Additionally, the cost of supplying and installing DWM for new developments will be 
passed on to developers, similarly to what is currently done with analogue water meters. 

Water access charge increase will be required to sustain the DWM system into the 
future. It is considered this will happen only once the system is fully stablished (from Year 
6 onwards) and ratepayer benefit from the increased levels of service DWM can offer. 10 

Rough estimates indicate that an average annual charge increase between $18 and 
$40 per rateable water connection could be sufficient to cover remaining project cost.  This 
is after project subsidies via cost savings and developer contributions have been realised, 
and will depend on the level of external funding and loan borrowing obtained. 

  15 
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Report No. 4.1 Digital Water Metering Pilot - Outcomes and 
Recommendations 

Directorate: Infrastructure Services 

Report Author: Pablo Orams, Integrated Water Management Officer  

File No: I2024/1130 5 

 

 

 

Executive summary: 

Driven by the dry weather conditions leading up to 2019, Byron Shire Council conducted a 10 
Digital Water Metering pilot project between 2020 and 2023.  It involved the installation of 
355 digital meters in East Mullumbimby (residential connections) and 31 in Byron Bay 
Recycled Water Scheme (municipal and commercial connections), testing the viability of a 
full-scale rollout, and the capabilities of the technology to address water security 
challenges, improve customer engagement and drive efficiencies in water services 15 
operations and planning.  

Digital Water Metering involves collecting and analysing near real-time water consumption 
data through automated remote reading devices.  The benefits of this technology are 
extensive, driving efficiencies across the potable water supply chain (see Section 1.1). 

Attachment 9 provides a conceptual diagram that explains how Digital Water Metering 20 
works, and how it could integrate into Council’s systems and processes (e.g. water billing, 
operations, planning, etc.)  

The pilot provided valuable insights that highlight the strong potential of Digital Water 
Metering, as well as the gaps in Council’s capabilities to adopt and operate a Digital Water 
Metering system.  Outcomes were assessed against the performance metrics defined by 25 
the pilot’s working group in 2020 (see Attachment 3) and are summarised below together 
with high-level recommendations for undertaking a full-scale rollout: 

• Metric 1: Community acceptance / expectations 
Community consultation results showed basic understanding of digital water 
meters, with benefits recognised for leak detection but concerns over costs, electro-30 
magnetic radiation from the devices, and data privacy.  Residents sought a detailed 
business case and an opt-in/opt-out option.  There was minimal resistance to digital 
meter installations.  Recommendations for a full-scale rollout include dedicating 
sufficient resources for a communication and community engagement strategy, 
considering an opt-in/out policy and assessing viability of providing direct water use 35 
data access to customers. 
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• Metric 2: Ensure sufficient resources to carry out the work 
Feedback from Council’s Water Operations and Billing teams identified issues in 
internal consultation and coordination during the pilot, leading to inefficiencies and 
budget overruns.  Effective in-house project leadership is recommended for the full-5 
scale rollout. 
 
While the installation of digital meters was straightforward, inadequate record-
keeping created confusion in data interpretation, impeding decision support. 
Establishing strong meter installation procedures is crucial for the full-scale rollout. 10 
 
By 2023, 16% of devices faced issues such as offline status or malfunctioning due 
to various factors, including damage and server problems.  The pilot used outdated, 
low-cost devices; future selections should prioritise quality over cost. 
 15 
Data was transmitted to a vendor-operated cloud database via Telstra’s NB-IoT 
(Narrowband Internet of Things) network, with Byron Bay coverage being excellent. 
Initial data analysis using an in-house Excel system was inefficient, but a trial of a 
third-party data portal (e.g. UtiliOS SaaS) showed superior analytics and 
visualisation capabilities. 20 
 
The pilot did not test integration with Council’s existing systems (e.g. billing). This is 
a critical area for the full-scale rollout. Additionally, cybersecurity concerns were 
noted due to third-party data management.  It is essential to assess data 
management providers for cybersecurity during tendering. 25 
 
Good planning, capacity building, and governance are essential for leveraging the 
potential of Digital Water Metering. 
 

• Metric 3: Cost of full-scale rollout 30 
The estimated cost of a full-scale rollout (approx. 13,070 connections) is 
summarised below, including capital / upfront expenditure and ongoing annual costs 
and benefits.  It shows a clear business case in support of Digital Water Metering 
(i.e. benefit-cost ratio > 1). See Attachment 7 for more details. 

 Total Per water connection 

Capital / upfront costs $6,091,567 $ 466 

Ongoing annual costs $ 746,909 / year $ 57 / year 

Ongoing annual benefits* $ 873,904 / year $ 67 / year 

Net annual benefit-cost* $ 126,994 / year $ 10 / year 

Benefit-cost ratio* 1.17 
* Only includes benefits which could be quantified monetarily based on available information. 
Note: This budget has not considered inflation. 

• Metric 4: Understanding the analytics options 35 
Digital water meters provide flow rate and volume data every 30 minutes, improving 
decision support over quarterly manual reads.  The UtiliOS SaaS data portal 
maximises value by automating analysis and management.  Key features include 
network monitoring, leak detection, high usage identification, anomaly detection, 
usage comparison, meter status tracking, alarms, geospatial visualisation, and data 40 
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exports. These tools can enhance water supply management if aligned with 
strategic goals, governance, and sufficient resources. 
 

• Metric 5: Readiness 
Council’s readiness for a full-scale rollout of digital meters involves several key 5 
perspectives.  Integrating workflows and systems remains the major challenge, as 
the pilot did not integrate digital metering into Council systems due to inadequate 
consultation and coordination.  Despite this, both the Water Billing and Utilities 
teams support digital metering for its efficiencies.  Community scepticism requires 
improved communication of benefits, aligned with the Community Strategic Plan 10 
2032 (see Section 5).  The necessary telecommunications infrastructure is in place, 
and there is regional momentum for digital metering.  Council’s current water billing 
system is outdated and technical support for the technology is no longer available, 
posing a risk to Council’s water billing integrity.  Digital metering offers a robust 
alternative, but it will require staff resourcing and upskilling and strong leadership 15 
for its successful implementation. 
 

• Metric 6: Vendor risk 
Vendor risk involves the capacity and performance of vendors in handling data and 
providing technical support.  These risks should be assessed at the tendering stage 20 
with the IT department's input. Using NB-IoT for data transmission removes the 
need for vendor-operated telemetry infrastructure, allowing for easier vendor 
transitions.  Contractual terms should ensure the transferability of historical data 
collected by digital meters to new vendors. 
 25 

• Other considerations: Health and safety 
Digital water meters are as safe as traditional analogue meters, but concerns have 
arisen regarding electro-magnetic radiation.  To address these, communications 
should be evidence-based, clarifying that digital meters transmit intermittently (once 
daily, early morning), use low power (less than 1G technology), and are located 30 
away from houses, significantly reducing radiation exposure.  During the pilot, 
community members could opt out of installations. A clear Digital Water Metering 
uptake policy will be needed. 
 

Recommendations for Full-Scale Implementation of Digital Water Metering 35 

1. Staged Rollout 

A gradual rollout is recommended due to: 

• Network Complexity: Byron Shire’s extensive and varied water supply network 
necessitates starting with simpler areas like Bangalow or Ocean Shores to 
streamline installation and community engagement. 40 

• Transition Management: Phased implementation helps staff and the community 
adapt smoothly and allows for prioritising other capital investments. 
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2. Rollout Budget (see Attachment 7) 

• Cost Overview: A total upfront expenditure of $6.1 million spread across 5 years. 
Ongoing annual costs increase gradually until reaching $747k /year in year 5 once 
system has been fully implemented. 

• Benefits: Positive net benefits begin in year 6 ($127k /year), as the advantages of 5 
digital metering surpass ongoing costs. 

 PLANNING IMPLEMENTATION ONGOING OPERATION 

Year 0 1 2 3 4 5 6 7 8 9 10+ 

Capital costs - 150,000 -1,382,993 -1,139,643 -1,139,643 -1,139,643 -1,139,643      

Ongoing costs  -213,800 -348,332 -480,355 -613,632 -746,909 -746,909 -746,909 -746,909 -746,909 -746,909 

Total costs -150,000 -1,596,794 -1,487,976 -1,619,998 -1,753,275 -1,886,553 -746,909 -746,909 -746,909 -746,909 -746,909 

Ongoing benefits*  174,781 349,562 524,342 699,123 873,904 873,904 873,904 873,904 873,904 873,904 

Net benefit-cost* -150,000 -1,422,013 -1,138,414 -1,095,656 -1,054,152 -1,012,649 126,994 126,994 126,994 126,994 126,994 

* Only includes benefits which could be quantified monetarily based on available information. 
Note: This budget has not considered inflation. 

 

• Cost recovery: Project upfront and ongoing costs may be recovered via rate 
increases, external funding and/or the monetisation of the project benefits over 
time.  For example, a rate increase of $94/year/connection alone could achieve full 
cost-recovery in a 10-year timeframe.  A comprehensive cost-recovery strategy 10 
needs to be developed in consultation with Council’s Finance department. 

3. High-Level Implementation Plan 

• Consultation and Approval: Present the plan to Council’s Executive Team and 
Water and Sewer Advisory Committee. Community consultation may be required to 
refine the project scope. 15 

• Planning and Procurement: Appoint a full-time Project Manager for the rollout (5-
year fixed contract) and a Digital Water Metering coordinator for the ongoing 
operation of the system (additional 0.6 FTE), and form a working group 
representing relevant Council departments. Develop a digital water meter policy and 
prepare detailed system specifications.  Secure funding and follow procurement 20 
guidelines. 

• Delivery: Manage the project in-house for better control, ensure high-quality meter 
installations, prioritise quality over cost, integrate systems effectively, and allocate 
resources for thorough communication and stakeholder engagement efforts. 

 25 
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RECOMMENDATION:  

That the Executive Team: 

1. Notes the outcomes of the Digital Water Metering Pilot 

2. Considers the recommendation from staff to implement a Shire-wide Digital 10 
Water Metering System, based on:  

a) The emergence of Digital Water Metering as best practice in the region.  

b) The lessons learnt from the pilot project presented in this report. 

c) The Benefit-Cost assessment for a Shire-wide implementation, as 
presented in Attachment 7 (E2024/92705). 15 

d) It’s potential to support Council’s Strategic Community Plan objectives 
(see Section 5). 

Attachments: 
 
1 WSAA 2022 Digital Metering State of Play Summary Report, E2024/84547   20 
2 Water Directorate 2021 Digital Metering Guidelines, E2024/84550   
3 Report 20/05/2020 Executive Team Meeting (Operational) Smart Water Meter Reading Pilot 

Project Update, I2020/695   
4 Report 25/05/2022 Your Say Detailed Project Report Smart Water Meter Pilot, E2022/48821   
5 Smart Water Meter Pilot Project Community Survey, E2022/48831   25 
6 Memo - Smart Water Meter Pilot Project - Request for Approval of Tender, E2020/70642   
7 Digital Water Metering pilot – Budget estimations for a full-scale implementation, 

E2024/93415   
8 2022 Community Engagement Strategy - Byron Shire Council, E2023/12961   
9 Conceptual diagram - Digital Water Metering system governance and architecture, 30 

E2024/93422   
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1. Background 

Byron Shire Council carried a Digital Water Metering pilot between 2020 and 2023. It 
involved the installation of digital meters in two study areas: 

• East Mullumbimby – potable water connections (commercial and residential) 

• Byron Bay – connections within the Byron Bay Urban Recycled Water Scheme – 5 
BBURWS (commercial and municipal). 

 

Figure 1 - Pilot study areas: Byron Bay Urban Recycled Water Scheme (left) and East Mullumbimby potable water supply 
catchment (right). 

This pilot project was initially driven by the dry weather conditions experienced in the 10 
region during the years leading to 2019, which resulted in water restrictions and incidences 
of water theft, heightening the need for better understanding (and reducing) water 
consumption. With more extreme weather predicted in the future, population growth in the 
Byron Shire area and finite drinking water sources, water security is of key concern. 
Approaches such as Digital Water Metering can offer valuable decision-making capabilities 15 
in this context. 

1.1. Why digital water meters? 

Digital Water Metering is typically the collection and analysis of near real-time water 
consumption data obtained via automated remote reading devices. Digital Water Metering 
can help communities better manage their water supplies, respond to issues efficiently and 20 
avoid bill shock. 

One of the main benefits of digital metering is the quick detection of leaks (normally 1-2 
days after they first occur). This allows for immediate notification to customers, who would 
otherwise find out about a leak in their quarterly bill.  In some cases, leaks can go 
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unnoticed in the quarterly bill and remain un-repaired for years (e.g. leaking washers may 
not be picked up as a significant increase in consumption in quarterly reports, but, 
overtime, can result in bill increases 100 times greater than the cost to repair the leak). 

Even when customers know about a leak it can be hard to visualise its cost implications. 
Digital metering allows for half-hourly (or shorter) monitoring data resolution that can help 5 
Council and customers understand these implications promptly and transparently (e.g. 
“Monitoring results indicate you have a 45 litre per hour leak that will cost over $1,100 per 
year if not repaired”). 

More broadly, Digital Water Metering can assist Council with: 

• Improved accuracy of water billing. 10 

• Reducing labour requirements associated with manual meter reads. 

• Understanding detailed consumption patterns. 

• Customer dispute management. 

• Operations management and infrastructure planning. 

• Integrating water and energy use metrics . 15 

• Demand management (e.g. during drought periods). 

• Commercial compliance (e.g. liquid trade waste). 

• Bulk water balance monitoring and modelling. 

From the perspective of Council’s Community Strategic Plan, Digital Water Metering has 
the potential support many of its objectives. This has been articulated in Section 5. 20 

1.2. Digital Water Metering in Australia 

Councils and utilities across Australia are increasingly moving towards the adoption of 
Digital Water Metering. 

As observed by in 2022 by Water Services Association of Australia in their Digital Metering 
State of Play Summary Report (see Attachment 1), 61% of utilities and councils 25 
participating in the study are trialling digital metering, and 23% are rolling out the 
technology. Some examples include: 

• City of Gold Coast - QLD 

• Goulburn Valley Water - VIC 

• SAWater - SA 30 

• South East Water - VIC 

• Sydney Water - NSW 

• Toowoomba Regional Council - QLD 

• Unity Water - QLD 

• Water Corporation - WA 35 

A more recent example is Rous County Council (RCC). Starting in February 2024, RCC is 
rolling out digital water meters for the majority of its 2,132 direct water customers. Using 
the “My Rous” app, customers will also gain access to timely data from their meters, and 
customisable updates and alerts about water usage and leakage detection. 



B Y R O N  S H I R E  C O U N C I L  

STAFF REPORTS - INFRASTRUCTURE SERVICES 4.1 - ATTACHMENT 1 

WSAC Agenda  19 June 2025  page 34 

 

  

B Y R O N  S H I R E  C O U N C I L  

REPORTS - INFRASTRUCTURE SERVICES 4.1 

Agenda 16 October 2024 page 9 

 

Progress has also been achieved in understanding the business case behind Digital Water 
Metering, and providing utilities and councils with guidance to advance it. For example, the 
NSW Water Directorate released its 2021 Digital Metering Guidelines (see Attachment 2), 
which provides a framework to assess and understand the costs and benefits digital 
metering. Section 3.3.3 of this report applies this framework to estimate the costs and 5 
benefits of implementing a Digital Water Metering system in Byron Shire.  

2. Pilot objectives and performance tracking 

The pilot was proposed to gauge the viability of a full-scale rollout of Digital Water 
Metering with regards to: 

• Cost of a full-scale rollout. 10 

• Required governance and policy changes to sustainably implement and manage a 
digital metering system. 

• The impact on stakeholders, both internal (e.g. billing, IT, water operations, etc) and 
external (e.g. water customers, contractors, etc.). 

• How and when the public would access digital metering data. 15 

Additionally, in April 2020 an internal working group, endorse by the Council’s Executive 
Team met and developed a set of performance metrics for the pilot (see table below and 
Attachment 3). These metrics are presented below. Section 3 uses this framework to 
describe the pilot outcomes and draw recommendations to inform a full-scale roll out of 
Digital Water Metering. 20 
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Metric What will be measured? How will this be measured? 

Community acceptance / 
expectations 

Positive and Negative comments Information collected from 
Project Page on have-your-say 

Ensure sufficient resources to 
carry out the work (field work, 
administration, IT, rates) 

- Qualitative assessment of 
resource available for customer 
services/rates staff 

 - Quantitative assessment of field 
staff resource requirements 

 - feedback from other staff via 
regular meetings and feedback 
during trial  

 - Cost measurement of field 
work (installations), 

Cost of a full roll out  - Capital Cost 

 - Ongoing Cost 

To be provided by the 
successful pilot project 
contractor 

Understanding the analytics 
options 

- Qualitative assessment of 
analytics options 

- feedback from other staff via 
regular meetings and feedback 
during trial  

Readiness 

- Customer service 
- Rates 
- IT 
- Utilities Operations 

- Qualitative assessment of 
analytics options 

- new procedures identified 

- policy changes identified 

- feedback from other staff via 
regular meetings and feedback 
during trial  

Vendor Risk 

- What risks to Council in the 
case of poor vendor 
performance / cease of trading 
of the vendor  

- Information provided by 
Tenderers 

- Financial Assessment of 
preferred tenderer 
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3. Pilot outcomes 

3.1. A note on the COVID pandemic 

The bulk of the pilot was delivered during 2020 – 2022, in the thick of the Covid pandemic. 
Project delivery was substantially impacted. This included supply chain issues delaying 
procurement of hardware, and restrictions (State borders, lock downs, social distancing, 5 
etc) hindering availability of contractors, in-the-field work and overall engagement across 
stakeholders. 

The outcomes presented below should be assessed within this context. 

3.2. “Smart” or “Digital” meters 

The pilot initially used the term “smart water meters”. This seems to suggest that the 10 
devices have “smart” capabilities such as a smartphones or laptops. This is partly true 
from the perspective of their connectivity capabilities (e.g. send the information they collect 
to a ‘cloud’ or server to be processed), but differently to smartphones and other smart 
devices, they don’t have computing or artificial intelligence capabilities to process data 
and/or perform complex tasks and decisions on their own. 15 

To avoid any confusion regarding the capabilities and role of these devices, the pilot 
project team recommends that Council refers to them as “digital water meters” instead. 
This issue should be further assessed when developing a communications plan for a full-
scale rollout of the technology.   

3.3. Pilot performance 20 

In alignment with the Council-endorsed performance metrics framework (see Section 2), 
an account of the pilot outcomes is presented below. Lessons learnt and 
recommendations are incorporated within this framework. 

3.3.1 Community acceptance / expectations 

i. Results from Your Say (see Attachment 4) 25 

776 people visited the pilot’s Your Say page, with 70 people (9%) engaging actively with 
the resources and tools, particularly the project survey and Q&A. 

63 people participated in the survey (see Attachment 5). Results indicated that: 

• Survey data is predominantly from respondents who have a basic to fair 
understanding of digital water meter technology. Most participants saw some 30 
benefit, with the main one being early detection of leaks. 

• The main concern was the cost of implementing the technology, followed by 
questions about the radiation produced by digital meters (and whether it represents 
a health risk), and privacy concerns associated with the data they collect and 
transmit. 35 
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• Residents indicated they would like to view the business case for the rollout and a 
full cost benefit analysis. Council priorities and budget considerations were of 
concern. 

• An opt-in, opt-out program was favoured by some respondents and should be 
considered in the full-scale rollout to maximise community support. 5 

• Further education and information about the health risk and privacy issues should 
occur as these issues were consistent throughout the survey. 

• For a full-scale rollout, a media mix of mail-out, online and print formats should be 
considered. Presence in community gatherings such as farmers markets should 
also be considered. 10 

• An early opt-in program could assist with further uptake of a full-scale rollout. Case 
studies could help to promote the benefits of the project. 

• Further workshops should be conducted with willing participants who volunteered 
their contact details. This would assist with evaluation of the pilot and planning for a 
full-scale rollout. 15 

• Community expectation of costs to residents is low. Any costs should be minimised 
as much as possible to increase uptake and gain social licence. 

There were 13 contributions via the Q&A. Key issues discussed were: 

• Monitoring data access to water users. 

• Digital meter technical issues such as power supply, the range of data they monitor 20 
and the radiation they emit. 

• Possible public health risks 

• Whether users can opt out from having a digital meter 

• Impacts of digital meter installation in the water service (e.g. interruptions). 

• Privacy issues regarding data collected by digital meters. 25 

Through the pilot implementation, staff learnt the following: 

• Less than 5% of connections (approx. 13) in East Mullumbimby requested that the 
digital meters not be installed. 

• Consultation showed that key concern was perceived risks to health from electro-
magnetic waves/5G (although system runs on 4G) 30 

• Ideally, customers involved in the pilot would have been involved in accessing data 
(e.g. via an app), to experience the benefits firsthand. 

Mainstreaming digital metering in the Shire will require clear evidence-based messaging 
and a well-designed community engagement strategy. Key issues to be addressed involve 
understanding the benefit/cost balance and perceived health and privacy risks. Council 35 
should consider policies for providing residents access to their water consumption data, as 
well as providing an opt-out option for residents not wanting a digital meter. 

3.3.2 Ensure sufficient resources to carry out the work 

The original project budget was $260,000 (see Attachment 6). 

 40 
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i. Fieldwork 

Largely undertaken by contractors, totalling $213,599 (based on Authority payment 
records), including: 

• Council awarded a contract of $151,833 to WaterGroup for the supply of digital 
meter devices and data management services. An additional $21,665 were required 5 
to cover unexpected costs such the supply of NSW compliant plumbing fittings, 
replacements for faulty digital meters, etc. 

• Meter installations were undertaken by two contractors (East Point Plumbing and 
Skilltech Consulting), totalling $40,100. 

Feedback from Council’s Water Operations and Billing teams indicate that there was a 10 
lack of adequate consultation and coordination during the planning and implementation 
stages. This led to inefficiencies and budget blowout during the rollout, including the 
purchase of digital meter unions that didn’t align with NSW fitting standards, and issues 
with meter installation records. 

Digital meter installations will require strong coordination and sound technical expertise. 15 
The Water Operations team is best placed to oversee the installation process. This 
should ensure alignment with relevant plumbing standards, Council’s meter installation 
processes and related records management, the latter being of key importance for 
rates/billing purposes. 

ii. Administration 20 

An external consultant was engaged as Project Manager to oversee pilot delivery. 
However, due to the impact of the COVID pandemic on project timeframes, and 
consequently on contractual arrangements, there was a leadership gap during project 
implementation. This hindered consultation and coordination across the various Council 
departments involved (Utilities, Water Billing, Customer Service, IT), created 25 
inefficiencies in project delivery (e.g. meter installation, records), and delayed project 
wrap-up and reporting. Feedback from the project team recommends that strong project 
leadership, that is preferably in-house, will be key for the success of a scaled-up rollout. 

One of the key challenges arising from the above-mentioned leadership gap was the 
difficulty in accessing data on-demand. Data management was initially centralised 30 
through an in-house Excel spreadsheet only accessible by the Project Manager. 
Additionally, poorly managed meter installations records (e.g. mistakes on meter 
information, addresses, etc.) hindered data quality.  

Consequently, the Water Billing team couldn’t rely on digital meter data to inform water 
bills and notices (e.g. leaks) to customers. Digital meters have been read manually 35 
instead. 

Similarly, the Water Operations team missed potential efficiencies related to water 
meter maintenance/replacement and leak identification, and Systems Planning team 
experienced difficulties in using the data to understand water demand patterns. 

 40 
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iii. Information Technology (IT) 

Hardware installation 

Council installed 355 digital meters in East Mullumbimby (residential and commercial 
potable water connections) and 31 digital meters in Byron Bay Recycled Water Scheme 
(commercial and municipal recycled water connections). Most meter installations 5 
happened between late 2020 and early 2021. Two device types were trialled: 

• HZ NuMeter: a self-contained, ultrasonic digital meter with a fully integrated Internet 
of Things (IoT) type network communications module. These were installed at all 
20mm connections (the standard residential connection). 

• Captis Data Logger: a device that connects to an existing traditional meter to 10 
digitise analogue flow readings, and then transmit the via the IoT network. This was 
used on all connections bigger than 20mm (e.g. commercial users). 

 

Figure 2 - The HZ NuMeter (left) and the Captis Data Logger (right) 

While the installation and activation of the devices would normally be straight forward, 15 
the following issues where encountered: 

• Due to a lack of adequate consultation/engagement with the water operations team, 
the selected HZ NuMeter didn’t align with NSW standard water meter specifications. 
Consequently, new meter unions had to be sourced, and time and cost of meter 
installs increased considerably. 20 

• Some installation records (meter numbers, location, etc.) were incorrect, creating 
confusion when accessing and interpreting monitoring data. This was due to lack of 
oversight and coordination, lack of technical knowledge when installing and setting 
up the devices or just human error. Also, some installation records were lost due to 
a faulty server hosted by the vendor. 25 
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Hardware reliability 

By 2023, 16% of installed devices (60 meters) went offline, ceasing to transmit data or 
simply stopped working. Most of these (47 meters) were the HZ NuMeter. The 
immediate impact was the inability to manually read water consumption of 14 properties 
in East Mullumbimby, during the November 2023 water billing cycle, impacting the 5 
billing process. 

The warranty on these devices was of 2 years and already expired, so the vendor 
wouldn’t replace them. 

To address the immediate billing issues, as well as better understanding the reliability 
the digital metering devices available in the market, the Utilities Team, in coordination 10 
with the Water Billing team, sourced small batch of new L+G W350 meters. These are 
equivalent to the HZ NuMeter, but understood to be of better quality. They’ve been 
installed and will be monitored to understand their robustness. 

IMPORTANT NOTE: Digital water meters are relatively new in the potable water 
services sector and lack well-understood deterioration patterns like those of traditional 15 
mechanical meters. They may suffer from accuracy issues that are particular to the 
digital metering technology. As the technology progresses, it is expected this 
knowledge gap will be filled. The National Measurement Institute of Australia (NMI) is 
currently revising their National Instrument Test Procedure for Utility Meters (NITP14), 
which guides how metering technologies are to be approved and verified for their use 20 
in a town water supply context. 

More broadly, the introduction of a new system for meter reading introduces various 
points of potential failure, as described below: 

Failure mode Description 

Pulse Unit Magnetic Probe Pulse units (for >20mm and 20mm meters where an 
integrated digital meter is not used) connect to the water 
meter with a magnetic probe.  Issues can arise from this 
connect due to condition installation, failure or they can be 
physically removed. It is possible they can record false ‘high’ 
readings due to vibration, but less likely. 

Pulse unit cord damaged Pulse units (for >20mm and 20mm meters where an 
integrated digital meter is not used) have a cord that connects 
the magnetic probe to the data logger/radio unit.  This can be 
damaged. 

Battery failure Either due to age or water damage 

Reception issues To due to interference, submersion in water, buried, etc 

Data management / server issues Depending on the adopted software model  

Inaccurate record keeping Incorrect record keeping, say at installation, will prevent the 
correct meter reading information from being recorded 

Data collection and storage 

Digital meters use the Telstra’s NB-IoT (Narrowband Internet of things) network to 25 
transmit monitoring data to WaterGroup’s cloud-based database. NB-IoT is a new 
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wireless protocol globally standardised by the same industry group (3GPP) who 
standardised 3G and 4G. In Australia it is operated by Telcos such as Telstra using their 
existing mobile phone telecommunications infrastructure. The coverage at Byron Bay is 
excellent. 

Data access and analysis 5 

Council has accessed the data via two different methods. Initially, WaterGroup has sent 
the data to Council via email. Data processing was done via an in-house solution 
(Excel-based), as the pilot didn’t have scope for entering a service contract for data 
portal (the industry standard). However, due to the need for manually extracting 
monitoring data from emails and the limitations of Excel as a data analytics and user-10 
friendly visualisation tool, this approach proved to be ineffective to inform timely 
decision making (e.g. billing, reporting and addressing leaks, etc.).  

 

 

Figure 3 – Examples of meter data displayed via Council’s in-house Excel data management solution. Data from a HZ 15 
NuMeter at a residential connection (left) and a Captis Data Logger at a commercial connection (right). Both are showing 

a constant base flow, characteristic of a leak. 

 

Currently, through a short-term partnership with UtiliOS (a sister company of 
WaterGroup) Council is trialling the UtiliOS SaaS data portal. It features a series of 20 
analytical tools, alarms and reporting functions to support decision making. Staff testing 
the portal see great benefit in implementing this type of system, as long as the data 
behind it is of good quality and the integration of such system with Council’s IT 
infrastructure is done adequately. 
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Figure 4 – The UtiliOS SaaS user portal 

 

Figure 5 – Example of digital meter data in the UtiliOS SaaS user portal. The dark blue line shows flow rate in 30min 
intervals. The light blue bars show daily total consumption. 5 

Workflows / systems integration 

A substantial challenge experienced throughout the pilot was the integration of digital 
metering with relevant Council’s processes (e.g. water billing, customer service, records 
management, etc.) and the IT systems that support them (e.g. Authority, Assetic, 
Geocortex, CM9, etc). 10 

Effective integration is key to ensure Council and its customers benefit from digital 
metering. However, due to the lack of consultation and coordination across relevant 
Council departments and the data quality and accessibility limitations mentioned above, 
systems integration wasn’t possible within the pilot’s delivery. 



B Y R O N  S H I R E  C O U N C I L  

STAFF REPORTS - INFRASTRUCTURE SERVICES 4.1 - ATTACHMENT 1 

WSAC Agenda  19 June 2025  page 43 

 

  

B Y R O N  S H I R E  C O U N C I L  

REPORTS - INFRASTRUCTURE SERVICES 4.1 

Agenda 16 October 2024 page 18 

 

Nevertheless, the pilot provided insights on the integration points that need to be 
considered. These include: 

• Digital meter installations: 
 
Digital water meter installation requires formal, repeatable procedures and is a 5 
data heavy activity.  Installation records, including site photos must be kept and 
be available to staff to easily validate meter readings. Data should be collected 
via a robust electronic form process, with the contents of the installation forms 
automatically stored in the metering database and records management system. 
This includes forms/workflows for: 10 
 

o Installing an integrated digital water meter (e.g. for 20mm connections) 
o Installing an analogue water meter (not digital) 
o Installing a pulse unit on an analogue water meter 
o Removing a digital water meter or pulse unit from an existing connection 15 
o Replacing an integrated digital water meter 
o Replacing a pulse unit 
o Validating a digital water meter reading 
o Synchronising a pulse unit with the reading from the analogue water meter 

to which it is connected 20 
 

Without these workflows in place and integrated data flows from one workflow to 
another and into the Digital Meter Database it will be difficult to manage the 
digital meter data into the long term (past the pilot period). 
 25 

• Data Platform integration with Council systems 
 
A suitable data platform would be able to allow for these points of integration: 
 

o Billing (Authority) 30 
▪ Update the Digital Metering Database with information from 

authority (read) 
▪ Provide billing data to Authority (write/via export/import) 
▪ Access account holder email/phone details for automatic 

notifications 35 
o Workflow (CRM/Authority) 

▪ Issue works request for validation / investigation 
▪ Meter replacement requests 

o E-forms (Assetic) 
▪ Record keeping of installations including photos and tabulated data 40 

o Records Management 
▪ Installation / Inspections records and leak detection records 

automatically uploaded to CM9 
o Asset Register (Assetic) 

▪ Read/write asset information related to digital metering installations 45 
o GIS 

▪ Read/write locational information 
o Email / SMS 
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▪ Utilise email / SMS systems to send automatic notifications. 
 

With these integration points the platform will have the following features: 
 

o Access to installation records as above 5 
o Meter/pulse configuration can be updated easily (start reads, pulse 

factors, synchronisation reads) 
o Connect to the water billing database for automatic notifications of leaks 
o Provide outputs to Councils records management system of leak 

notifications 10 
o Send automatic emails and SMSs to customers 
o Dashboard reading anomalies such as: 

▪ Missing reads 
▪ Low reads 
▪ High reads (not leaks) 15 
▪ Leaks 
▪ Low battery 

o Ability to manage data gaps in a meaningful way 
o Accessible by different departments of Council 

 20 
There are several software platforms available on the market, and they are 
gradually reducing in per device cost to use. Some of the commercially available 
platforms include a customer portal for customers to individually access the data 
related to their water meter.  Practically the most essential need is for access to 
leak notifications, which can be through an automated process connected to the 25 
billing account holder’s email or mobile phone number (i.e. the NAR record on 
the assessment). 
 
 

• Billing 30 
 
Robust billing process with digital meters rely on readily available data and 
verifiable installation records. The pilot process highlighted existing deficiency in 
workflow that will be problematic for a continued digital meter rollout.  The billing 
workflow requirements for digital meters are higher than for manually read 35 
meters. The normal process for billing is: 
 

1. Define a list of digital meters to be ‘read’ (this is equivalent to the “billing 
route” in Council’s billing system 

2. Provide the list to the Digital Meter Data Manager 40 
3. Use the Digital Meter Data Platform to obtain a “quarterly reading” of the 

data 
4. Provide the meter read back to the Billing staff 
5. Upload for billing (manually or using a pre-defined format for bulk 

uploading) 45 
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Issues can arise in the following ways; 

For data loggers 

Water meters > 20mm were installed with a data logger, the data logger 
commissioning information requires:  

a) the start read of the water meter,  5 
b) the start read of the data logger (they don’t all start with ‘0’ pulses on the 

dial 
c) The precise synchronisation time or when the data logger is attached to 

the water meter (even down to the minute) 
d) the pulse rate of the water meter (how many Litres are measured for 10 

each pulse recorded on the data logger) 
e) photographic evidence of all these steps so they can be 

confirmed/reviewed at a later date 

Incorrect record keeping can result in the wrong values being reported.  One 
issue with the current trial is that the pulse rate information is stored within the 15 
Vendor (Telstra) data platform, but the start water meter read and 
synchronisation times are not.  This means that there is no single ‘source of truth’ 
for commissioning data and no simple way to show or validate the ‘data chain’. 

This means that if an error is discovered with the pulse rate conversion it is 
difficult to modify.  It was requested that WaterGroup provide pulse totaliser 20 
values (not flow totaliser values) to rectify this issue, but this did not occur. 

• Customer Service 
 
Providing live data to customers to prevent bill shock, explain bills, notify of leaks 
or generally be able to provide more insightful advice was seen as a highly 25 
beneficial aspect of the pilot. While hard to quantify, digital meter data would help 
support customer interactions, and reduce the amount of time to advise those 
residents/rate payers about the issue of their complaint. 
 
This would go long way in supporting customer facing staff, so long as the data is 30 
available for them to access.  

Systems reliability and cybersecurity considerations 

Feedback from Council’s IT department has highlighted critical issues that were not 
explored during the pilot project, and that will need to be considered for a full-scale 
rollout. 35 

The current water billing system uses a Multi-Vendor Reading System (MVRS) for the 
collection and storage of manual water meter readings. This is done using handheld 
devices that pre-date smartphones. Technical support options for MVRS are now 
scarce and maintaining this system is increasingly challenging. 
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The outdated MVRS technology has become a liability to Council. As per Council’s 
2022-23 financial statement, water bills accounted for 24% of the revenue obtained from 
user charges and fees. Water bills also involve handling property owners’ private 
information. Ensuring the robustness of Council water billing system is of critical priority.   

While digital metering coupled with a cloud-based data management system offers a 5 
powerful alternative to MVRS, the outsourcing of data management to a third-party 
raises cybersecurity concerns. The IT department has protocols in place to assess the 
robustness of data management service providers, and this will be a key step in the 
planning stages for a full-scale rollout of Digital Water Metering. It is recommended that 
this is assessed at the tendering stage. 10 

Application of data for informing decision 

Due to the above-mentioned issues with project coordination, meter installation records, 
data access and systems integration, the pilot fell short of using digital meter data to 
inform billing, operations and planning decisions. While implementing fit-for purpose IT 
systems is important, it is good planning, capacity building and governance 15 
arrangements that are key to sustain digital metering and benefit from its decision-
making support potential. 

3.3.3 Cost of full-scale rollout 

The estimated cost of a full-scale rollout (approx. 13,070 connections) is summarised 
below, including capital / upfront expenditure and ongoing annual costs and benefits (a 20 
detailed budget model is presented in Attachment 7). 

 Total Per water connection 

Capital / upfront costs $6,091,567 $ 466 

Ongoing annual costs $ 746,909 / year $ 57 / year 

Ongoing annual benefits* $ 873,904 / year $ 67 / year 

Net annual benefit-cost* $ 126,994 / year $ 10 / year 

Benefit-cost ratio* 1.17 
* Only includes benefits which could be quantified monetarily based on available information. 
Note: This budget has not considered inflation. 

There is a clear business case for a full-scale rollout of digital meters (i.e. benefit-cost ratio 
> 1). There are additional benefits that would further improve the benefit-cost ratio of the 
project but were difficult to estimate monetarily. These include: 

• Avoid risk of lost revenue due to MVRS system failure 25 

• Operational and maintenance (O&M) gains. 

• Energy savings across the water supply network due to improved O&M efficiency 
gains. 

• Deferred infrastructure augmentations. 

• Improved community engagement and information transparency. 30 

• Drought response and demand management benefits, particularly during times of 
drought. 

• Social corporate responsibility / reputational gains due to improved management. 

• Alignment with latest industry trends to help tackle water security challenges. 
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• Regional synergies (e.g. with RCC) generated by improved data management and 
sharing, understanding of demand, enforcement of water restrictions, etc. 
 

IMPORTANT NOTE: The above is a simple budget model that assumes immediate full-
scale implementation, providing an overview of the full costs and benefits of digital water 5 
metering. However, there are practical considerations that suggest a staged rollout is more 
realistic. These considerations, as well as insights on cost recovery pathways are 
presented in Section 4.1. 

3.3.4 Understanding the analytics options 

The digital meters installed as part of the pilot provide flow rate and volume data at 30min 10 
intervals. At a basic level, particularly in comparison with the traditional quarterly meter 
manual reads, this data can offer powerful decision support to Council. However, the full 
potential of digital meter data is only unlocked via the aid of a software tool that can 
automate data analysis, facilitate access to such data and assist with prompting 
management actions. 15 

Through testing the UtiliOS SaaS data portal, which is comparable to other software 
products available in the market, Council has gained understanding of the analytics 
options that could be used. Some examples include: 

• Network water balance: By monitoring bulk water supply and comparing it with 
water consumption at metered connections, Council can better understand the 20 
efficiency of its water supply networks, including non-revenue water levels (e.g. 
system losses). This can also assist on hydraulic modelling and systems planning 
exercises. 
 

• Identification of potential leaks: The software can be programmed to identify flow 25 
rate patterns characteristic of a leak (e.g. when there is continuous flow even during 
periods of low demand, or when minimum flows are consistently higher than cero).  
 

• Identification of high-water use: Water use thresholds can be applied to identify 
potential cases of high-water consumption. This is a powerful tool to implement 30 
demand management actions. 
 

• Identification of irregularities / anomalies: the application of flow rate, volume 
and time-based thresholds/rules can be used to identify potential unusual situations 
such as water theft, irregular connections, faulty meters, etc. 35 
 

• Comparing water usage: This can be done across users (or group of users) and 
across timescales (e.g. consumption in this month compared to last month). 
 

• Digital meter status/history: This includes time of meter install/activation, 40 
replacement or decommissioning, as well as meter status (online/active, offline, 
retired, battery level, etc.). 
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• Alarms: These can be set to automatically notify Council staff and/or customers 
when an issue arises, prompting management actions accordingly. Alarm settings 
can be customised to best fit the levels of service Council aims to deliver. Common 
alarms relate to possible leaks, high water usage and the status of digital meters. 
Alarms history is also recorded. 5 
 

• Geospatial capabilities: The location of meters is recorded during the installation 
stage. This allows for the geospatial visualisation of the meters, as well as the other 
features related to them (e.g. alarms). 
 10 

• Data exports: The software can create a diversity of exports that can be 
downloaded on-demand or scheduled as required. 

While there is no lack of data analytics options within software products such as UtiliOS 
SaaS, these will only be of benefit to Council if a full-scale roll out is founded on sound 
strategic objectives, clear governance arrangements and sufficient human capacity. 15 

3.3.5 Readiness 

Council’s readiness to undertake a full-scale rollout of digital meters can be understood 
through these perspectives: 

• The major hurdle will be the integration of workflows and systems. The pilot 
fell short of integrating digital metering into Council systems. This is attributed to the 20 
lack of adequate consultation and coordination with the various Council teams 
involved. Strong consideration needs to be given to the robustness, flexibility and 
security of selected technologies and data management providers to provide a fit-
for-purpose and sustainable solution to Council water metering needs.  

• Council staff wants to adopt the technology. Both the Water Billing and Utilities 25 
teams (the key internal stakeholders) concurred that digital metering will create 
substantial efficiencies in their work and enable better results for Council and 
customers. In a full rollout scenario, human resourcing within these teams is 
sufficient to use digital meter data and perform day-to-day water billing and on-
ground operation and maintenance (e.g. replacements) of meters. However, a gap 30 
remains at the project management / program coordination level (see next dot point 
below). 

• Community is sceptical about digital meters. While the benefits of digital 
metering are somewhat understood by community members engaged during the 
pilot, Council will need to better communicate the benefit-cost balance of the 35 
technology. The strategic objectives identified in Council’s Community Strategic 
Plan 2032 should serve as the framework to articulate how digital metering will 
support community objective. 

• Advanced management, coordination and consultation capacity is needed as 
a priority. The cross-departmental, multidisciplinary and technically advanced 40 
nature of digital metering requires strong leadership. This is key for ensuring 
adequate implementation of digital metering system and running it sustainably into 
the future. The pilot showcased fundamental gaps in project management, program 
coordination and stakeholder consultation (particularly with internal stakeholders) 
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that resulted in various issues as described in this report. It is recommended that 
Council builds up internal capacity in this area. 

• The required telecommunications infrastructure is available. Telstra’s NB-IoT 
network is already established in the Byron Shire area, and offers good 
connectivity. 5 

• RCC is progressing digital metering. Momentum behind digital metering is 
growing across Australia and in the region. Council has an opportunity to align with 
RCC and other neighbouring Council’s (e.g. Ballina) to advance digital metering and 
better contribute to regional water security outcomes. 

• Council’s current water billing system (MVRS) is outdated. Digital metering 10 
offers a solution to this issue, and an opportunity to align with industry best practice. 

• Staff resourcing and upskilling is needed to maximise value to the 
community. Transitioning from a system based on quarterly manual meter 
readings to one based on automatic and continuous meter data collection, storage 
and processing will reduce the need for manual/administrative tasks. It will shift the 15 
focus of Council staff towards interpreting data/metrics to support decision making 
and service delivery. Resourcing and upskilling of staff may be required to ensure 
the value to community from Digital Water Metering is maximised. 

3.3.6 Vendor risk 

There are risks associated with Vendors’ capacity and performance in collecting, storing 20 
and safeguarding data (this is further explored in Section 3.2.7), and to provide technical 
support to the client. These risks would be best assessed at the tendering stage, in 
consultation with Council’s IT department. 

In the case of poor Vendor performance, the following considerations apply: 

- By using the available NB-IoT as the transmission platform, there is the added benefit 25 
of not requiring Vendor owned/operated telemetry infrastructure. Instead, the 
communications towers are owned/operated by Telco providers and digital meters can 
be transitioned across vendors. 

- Contractual arrangements should ensure that historical data collected by digital meters 
is owned by Council and can be transferred to another vendor. 30 

3.3.7 Other considerations 

i. Health and Safety 

Digital meters are as safe as traditional analogue water meters. This means there will 
be the same issues associated with access to private property, animals, unsafe 
surfaces and so on.  Council is well positioned to respond to any safety issues of this 35 
nature. However, digital meters have raised concerns from some community members 
about the safety of the device itself from an electro-magnetic radiation perspective. 

It is important to enable shared understanding across stakeholders about this issue. 
Communications should be evidence-based, and the nature of digital meters be clearly 
explained. For example, stakeholders should be made aware that digital meters are:  40 
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a. Intermittent, generally transmitting for only minutes of each day. The NB-IoT meters 
installed by Byron Shire Council in the pilot study transmit once per day in the 
morning prior to 5 AM. 

b. Low power, slightly higher than that  of a garage door opener and much lower than 
even 1G mobile phone technology. This is further underscored by the fact that 5 
water digital meters operate on a battery, not mains power, and therefore rely on 
using low amounts of power to transmit data – otherwise the batteries would run out 
quickly. 

c. Away from the house.  Water meters are generally located on the street frontage. 
Electro-magnetic radiation decreases dramatically with distance. 10 

These three factors show that digital water meters should be of much less concern to 
people who are concerned with e.g. electricity digital meters (which in themselves are 
also considered safe). Most people who were concerned about digital meters described 
the normal installation of electricity digital meters, being: 

a. Continuously transmitting 15 
b. High(er) power, being 4G or 5G and connected to mains power 
c. Attached to the house, potentially nearly sleeping areas 

Electricity digital meters are also safe, but highlighting how water meters are 
fundamentally different was an important talking point for some residents during the 
trial. 20 

During the pilot, community members were permitted to request the device not be 
installed on their property. If continuing a digital meter rollout, Council will need to 
adopt a policy on the mandatory or voluntary nature of the uptake. Typical options are 
a) mandatory, b) opt out or c) opt in. 

 25 
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4. Recommendations for full-scale implementation 

4.1. A staged rollout 

Staff recommend that a full-scale implementation should happen in a staged manner. This 
is due to the following considerations:   

• Byron Shire’s water supply network is inherently 5 
complex and fragmented across a large area. 
There are 20 water supply catchments (see Figure 
6) varying in area, number of connections and 
condition of on-ground assets. In some supply 
catchments (e.g. Byron Bay) access to water meter 10 
locations is challenging (e.g. behind fences, inside 
buildings, etc.). Following consultation with 
Council’s Water Operations team, it is 
recommended that digital meter installations tackle 
one water supply catchment at a time, starting with 15 
the least complex (e.g. Bangalow or Ocean 
Shores). This will ensure consistency and efficiency 
in the installation process and community 
engagement efforts. Also, once a particular supply 
catchment has been implemented, the full benefits of digital metering can be 20 
immediately applied to that area (e.g. water balance monitoring and modelling). 
 

• Transitioning to a digital metering system represents a change in paradigm for 
Council’s staff and management processes. A staged implementation - one 
water supply catchment at a time - will ensure a smoother transition for both Council 25 
and the community.  
 

• It is likely there will be competing capital investment priorities (e.g. water and 
sewer infrastructure upgrades) which may limit Council’s capacity to deliver digital 
metering at full-scale in one particular financial year. 30 

4.2. Rollout budget and cost recovery pathways 

The proposed approach involves rolling out the system over a 5-year implementation 
period, tackling four supply zones every year. A 10-year budget has been developed using 
these assumptions: 

• Connections numbers are spread evenly across the 20 water supply zones (654 35 
connections per zone), meaning 2,614 connections are transitioned to digital 
meters every year during the implementation.  

• Digital meters have a lifespan of 10 years, with meter replacement costs equally 
distributed across that 10-year period (i.e. 1/10th of all active meters are replaced 
every year). 40 

A budget spreadsheet is available in Attachment 7, and a summary is provided below. It 
involves a Planning stage (year 0). Project implementation is carried out over 5 years. 

Figure 6 – Water supply catchments 
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Cost and benefits stabilise from year 6 onwards, with the benefits outweighing the 
operation and maintenance costs. 

 PLANNING IMPLEMENTATION ONGOING OPERATION 

Year 0 1 2 3 4 5 6 7 8 9 10+ 

Capital costs - 150,000 -1,382,993 -1,139,643 -1,139,643 -1,139,643 -1,139,643      

Ongoing costs  -213,800 -348,332 -480,355 -613,632 -746,909 -746,909 -746,909 -746,909 -746,909 -746,909 

Total costs -150,000 -1,596,794 -1,487,976 -1,619,998 -1,753,275 -1,886,553 -746,909 -746,909 -746,909 -746,909 -746,909 

Ongoing benefits*  174,781 349,562 524,342 699,123 873,904 873,904 873,904 873,904 873,904 873,904 

Net benefit-cost* -150,000 -1,422,013 -1,138,414 -1,095,656 -1,054,152 -1,012,649 126,994 126,994 126,994 126,994 126,994 

* Only includes benefits which could be quantified monetarily based on available information. 
Note: This budget has not considered inflation. 

 

The implementation of digital water metering will require substantial upfront investment, 
and represents a fundamental change in practice that can offer enhanced levels of service 
to the community. As such, it is possible that some costs will need to be passed on to rate 5 
payers / developers. The details on how costs will be recovered need to be investigated in 
consultation with Council’s Finance department. Possible cost-recovery approaches to be 
considered include: 

- Rate increases: Council may decide to pass on all capital and operational costs to 
rate payers. As an example, a Water Access charge increase of $94/year per 10 
connection would achieve full-cost recovery after 10 years.  

- External funding: Council may be able to access State Government funding to cover 
a portion of the project’s upfront costs. Similarly, with Rous County Council already 
operating a digital water metering system and having an interest in ensuring a 
consistent approach to water consumption monitoring across its constituent Councils, 15 
cost sharing opportunities may arise.  

- Long-term payback through project benefits only: Based on the monetary benefits 
estimated in the budget, and assuming there are no external inputs (State Government 
funding, rate increases, etc.), it is possible that full cost recovery could be achieved in 
at least 50 years. It is unlikely however that Council would rely solely on this approach 20 
given the substantial upfront costs and uncertainty around the monetary value of 
project benefits. 
 

IMPORTANT NOTE: A cost-recovery strategy needs to be further developed in 
consultation with Council’s Finance department, and may involve a combination of the 25 
approaches presented above. 

4.3. High-level implementation plan 

4.3.1 Project consultation and approval process 

The outcomes in this report will be the basis of a summary report to be presented to 
Council’s Executive Team and the Water and Sewer Advisory Committee for feedback and 30 
direction. It will then be expected that a Community Consultation process will be required, 
in alignment with Council’s Community Engagement Strategy (see Attachment 8). 
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Outcomes from this process will be used to refine the project scope for its final approval by 
Council. 

4.3.2 Detailed Planning and Procurement 

i. Nominate a Digital Water Metering Rollout Project Manager. This will be a 5-
year fixed-term contract to oversee project implementation. 5 
 

ii. Create a Digital Water Metering System Coordinator position within Utilities’ 
Systems Planning Team (additional 0.6 FTE). This position will be responsible for 
coordinating the on-going operation and maintenance of the system, including 
technical support to the various departments using the system. 10 
 

iii. Establish a Digital Water Metering Working Group with representatives from the 
following Council departments and teams: 
 

a. Utilities – Systems Planning 15 
b. Utilities – Operations 
c. Water Billing and Revenue 
d. Business Systems and Technology 
e. Customer Service 
f. Other departments required on an ad-hoc basis (e.g. Media 20 

Communications, Building Services, Community Enforcement, etc.) 
 

IMPORTANT NOTE: Council should also involve a representative from RCC to 
ensure any opportunities for regional-level synergies/efficiencies are considered. 

 25 
iv. Develop a Digital Water Metering Policy where all new connections are required 

to have digital water meters. This policy should align to other relevant policies (e.g. 
Water Supply Connection Policy) and could be extended to include: 
 

a. Category 2 Trade Waste renewals (where a daily volumetric restriction is 30 
applied). 

b. Change-of-use applications. 
c. Mechanical meter replacement program 
d. An opt-out option for customers. A manual meter read charge for customers 

opting out could be considered (e.g. RCC has implemented such charge). 35 
 

IMPORTANT NOTE: Fees and Charges will need to be reviewed in alignment with 
this policy, including cost of supplying digital meters for new connections (these are 
more expensive than mechanical meters), or a fee for manual meter reads if a 
property owner decides to op-out from having a digital meter. 40 

 
 

v. Develop a specification for a digital metering system, in collaboration with 
relevant Council departments, and following the recommendations presented in this 
report. Attachment 9 provides a conceptual description of the system to help guide 45 
this process. The specification will include: 
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a. Roles and responsibilities across relevant Council departments. 
b. Workflows (e.g. digital meter installations, meter removals, validation read, 

billing, customer engagement, integrations with key Council systems, etc.). 
c. Specifications for the data base / data platform, including what information 5 

should it record and produce, and the cybersecurity requirements it should 
comply with. 

d. Definition, prioritisation and specifications of all water supply catchments to 
be transitioned (e.g. catchment boundaries, number of connections, locations 
for bulk supply digital meters and pressure monitoring devices, etc.). 10 

 

IMPORTANT NOTE: The pilot highlighted the critical importance of having a clear, 
robust process to install digital meters. Diligent meter install records are key to 
ensure the quality of the data feeding the data portal, and the decision-support 
information it produces. 15 

 
 

vi. Review the implementation budget, and secure required funds to cover capital 
and on-going annual costs. 
 20 

vii. Undergo the procurement process following Council’s Procurement Guidelines. 
With expected upfront costs of $6.1 million over 5 years, Council is obliged to call 
tenders before entering a contract with a service provider/s. 
 

4.3.3 Delivery 25 

The scope of the delivery will be guided by what is prescribed in the services contract 
granted to the successful tenderer. Also, based on the lessons learnt from the pilot’s 
delivery, staff recommends that the below guiding principles are considered: 

i. Project coordination should be done in-house to ensure Council builds ownership 
over the Digital Water Metering system and its management.  30 

ii. Digital meter install procedures need to be robust and managed diligently to ensure 
the quality of the data. 

iii. Prioritise quality over cost when choosing a digital water meter device. The 
implementation budget has considered a conservative supply cost. 

iv. The integration of workflows and systems is critical to the success of the Digital 35 
Water Metering system. 

v. Communication and consultation efforts are of key importance and requires 
adequate resourcing. 

  



B Y R O N  S H I R E  C O U N C I L  

STAFF REPORTS - INFRASTRUCTURE SERVICES 4.1 - ATTACHMENT 1 

WSAC Agenda  19 June 2025  page 55 

 

  

B Y R O N  S H I R E  C O U N C I L  

REPORTS - INFRASTRUCTURE SERVICES 4.1 

Agenda 16 October 2024 page 30 

 

5. Alignment with Council’s Community Strategic Plan 

Below is a description of how implementing a Digital Water Metering system in Byron Shire 
could support the objectives outlined in the Community Strategic Plan.  

CSP Objective CSP Strategy 
How Digital Water Metering contributes 
to the CSP? 

1. Effective Leadership 
We have effective 
decision making and 
community leadership that 
is open and informed 

1.1. Enhance trust and accountability through 
open and transparent leadership 

Collects high-resolution, near real-time 
water consumption data that supports 
robust, transparent and timely decision 
making by both Council and water users. 

1.2. Engage, inform, and involve community in 
decision making 

1.3. Ethical and efficient management of 
resources 

Offers an improved way of monitoring water 
demand and the performance of water 
supply systems, allowing Council to 
manage them more efficiently, and to 
deliver better value to the community. 

1.4. Enhance organisation capability through 
innovative practices and regional 
partnerships 

Enhances Council’s decision-making 
capabilities by leveraging industry-leading 
practices and technology, in alignment with 
ongoing regional trends to improve water 
resources management. 

1.5. Empower community leadership through 
collaboration, capacity building, and 
cultivating community driven initiatives 

With improved access to water usage 
consumption (especially if a customer 
access portal is implemented as part of the 
rollout) the community will be empowered 
to make better decisions around their water 
consumption.  

2. Inclusive Community 
We have an inclusive & 
active community where 
diversity is embraced & 
everyone is valued 

It is challenging to draw a direct link between implementing a Digital Water Metering system 
and the strategies outlined under this CSP objective. However, by improving water usage 
data access, it will allow the community to participate more effectively in the management 
and stewardship of their water supplies, supporting Council in delivering better, fairer and 
more transparent value to ratepayers. 

3. Nurtured 
Environment 
We nurture and enhance 
the natural environment 

3.1. Partner to nurture and enhance 
biodiversity, ecosystems, and ecology 

Drives efficiency in water use and the 
management, operation and maintenance 
of water supply systems. This in turn 
reduce the reliance on fresh water sources. 

3.2. Deliver initiatives and education programs 
to encourage protection of the environment 

Enables a detailed understanding of water 
demand behaviours across the community, 
allowing Council to design and deliver more 
effective education and behaviour change 
initiatives to drive sustainable water use 
behaviours. 

3.3. Protect the health of coastline, estuaries, 
waterways, and catchments 

Drives efficiency in water use and the 
management, operation and maintenance 
of water supply systems. This in turn 
reduce the reliance on fresh water sources. 

3.4. Support and empower the community to 
adapt to, and mitigate the impact on 
climate change 

Assists residents and businesses in 
tracking their daily water usage, and hence 
empowering them make better decisions 
around their water use behaviours. 

3.5. Minimise waste and encourage recycling 
and resource recovery practices 

Drives water leak reduction, improved 
efficiency in water use and more effective 
operation and maintenance of water supply 
networks. 

4. Ethical Growth 
We manage growth and 
change responsibly 

4.1. Manage responsible development through 
effective place and space planning 

By providing high-resolution water 
consumption and water system 
performance data, it supports improved 
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Report No. 4.2 Ocean Shores STP Transfer Line Update 
Report  

Directorate: Infrastructure Services 

Report Author: Cameron Clark, Manager Utilities  

File No: I2025/860 5 

Summary: 

Council has resolved to proceed to detailed design for infrastructure to transfer sewage 
flows from the OSSTP to the Brunswick Valley STP (BVSTP) which will enable ‘load 
shedding’ to the BVSTP to help relieve the dry weather loading at the OSSTP, particularly 
during peak holiday seasons or during high wet weather flow conditions and reduce the 10 
risk of environmental non-compliance.   

Engineering multi criteria analysis and options assessment was undertaken to identify the 
best location for transfer line.  Alignment 2 was chosen as the best route, for minimal 
environmental, social, cultural, financial, construction and operational requirements 
through a MCA process (appendix a).  15 

Environmental Planning including Heritage assessments have been undertaken through 
different alignments, however Council requires final stages of planning and heritage works 
to be completed for alignment 2 (Approx 6 months), prior to detailed design.  

Council staff and field experts recommend alignment two”, as the preferred line utilising 
HDD construction technology (Appendix a). 20 

Council staff to write to EPA and inform EPA of project update and associated timeline.  

    

 

 

RECOMMENDATION:  25 

That the Water and Sewer Advisory Committee notes the report. 

Attachments: 
 
1 GHD MCA OSSTP Transfer, E2025/31880 , page 130⇩   

   30 
 

  

WSAC_19062025_AGN_2057_AT_ExternalAttachments/WSAC_19062025_AGN_2057_AT_Attachment_13512_1.PDF
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Report 

Background 

Council resolved (Res 21-451) to proceed to detailed design for infrastructure to transfer 
sewage flows from the OSSTP to the Brunswick Valley STP (BVSTP) which will enable 
‘load shedding’ to the BVSTP to help relieve the dry weather loading at the OSSTP, 5 
particularly during peak holiday seasons or during high wet weather flow conditions and 
reduce the risk of environmental non-compliance.   

On 14 December 2023 council resolved to adopt the WSAC recommendations for council 
staff to start project initiation for Option 4R- for the partial transfer of sewage flows from the 
OSSTP to the BVSTP. 10 

The project will involve the acquisition and establishment of a new easement underneath 
two properties between the OSSTP and the BVSTP,  

• As adopted in the council resolution, Option 4R includes minor upgrades at the 
OSSTP and BVSTP to facilitate the transfer of sewage via the new pipeline and  
options for construction with and without a wet weather balancing pond. 15 

• The proposed alignment maintains assets within BSC controlled land. 

• The project is being monitored by the EPA and project attached to EPA licence.  

• Upon completion planning approvals, detailed design and tender documentation 
will be prepared for construction which will require a range of insurance provisions 
in accordance with the NSW public Works MW 21 or GC21 form of contract. 20 

Program Timeline 

Date Title / Description 

23 Oct 2024 GHD were engaged to undertake an MCA of the proposed pipeline routes between 

the OSSTP and BVSTP to consider the efficiencies in the pipeline design that may 

be gained by using HDD technology. Previously the preferred route was selected on 

the assumption that the primary method of construction would be open trench 

excavation (OTE)  

24 Oct 2024 A site visit was undertaken by key stakeholders from the design team (GHD), the 

planning consultant and two industry experts in consultation with BSC personnel to 

inspect the BVSTP, OSSTP and walk the proposed pipeline routes. 

12 Nov 2024  Five draft pipeline alignment options were developed for consideration with the MCA 

(refer attached PDF).  These options are based on a combination of OTE and HDD 

construction methodologies.  HDD has been used across difficult terrain and OTE 

used where terrain is less constrained 

26 Nov 2024 MCA matrix developed including the assessment criteria and weightings 

3 Dec 2024 
Pipeline alignment options finalised in consideration of key stakeholder comments 
and maps sent to two industry experts to develop indicative cost estimates for the 
alignments, and to provide details of construction requirements and challenges for 
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Date Title / Description 

input into the MCA 

12 Dec 2024 Planning and environmental advice received from consultant incorporated into the 

MCA document 

20 Dec 2024 Indicative pricing advice received from industry experts for input into the MCA 

Report 

6 -20 Feb 2025 Indicative pricing advice and final comments from key stakeholders incorporated into 

the MCA Report  

20 -24 Feb 

2025 

MCA report and recommendations submitted to the BSC Sewer and Water 

Management Team for review before being presented to the BSC Executive Team 

for consideration and approval to proceed. 

30 May 2025 Forecast date for the receipt of approval to proceed from the BSC Executive Team 

Risk 

A Multi Criteria Analysis (MCA) was undertaken of five potential pipeline alignment 
options.  These options are based on a combination of Open Trench Excavation (OTE) 
and Horizontal Directional Drilling (HDD) construction methodologies.  HDD has been 
used across difficult terrain and OTE used where terrain is less constrained.  The risk-5 
based analysis was undertaken in consultation with the planning, heritage and 
construction specialists 

Planning Approvals Update 

Minor upgrades of both the OSSTP and the BVSTP are anticipated to be required to 
address the existing operational issues and process bottlenecks, and the construction of a 10 
wet weather storage facility will be required at the BVSTP to cater for receival and 
balancing of the increased peak wet weather flows.  An update on environmental 
assessments and planning approvals is as follows: 

The Environmental and Heritage Planning consultant will be requested to update the 
Aboriginal cultural heritage assessment with the new approach as follows: 15 

• Undertake the investigations/ consultation required to update the ACHAR with the 
alternative pipeline route – assumed to be alignment 2. 

The biodiversity assessment will also be finalised with the preferred pipeline route and 
location of the BVSTP balancing pond. 

Once the final alignment is approved it is proposed that the approvals process (including 20 
Part 5 and REF) would run in parallel with the detailed design. 

Heritage 
 
The Aboriginal Cultural Heritage Assessment Report (ACHAR) has progressed, however, 
further work still required for alignment 2.  25 
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Council have assumed that the adopted HDD route and new BVSTP balancing pond site 
will not impact on cultural heritage.  However, assessments are still being carried out.  

This is expected to take 14 weeks including the required RAP consultation.  Council to 
arrange the required access to private property and any resident consultation.  

Next Steps 5 

1. The Project team proceeding forward with the recommended route alignment and 
complete the following: - 

a. Environmental assessment and 

b. Landholder consultation 

Once stages a and b are complete, Council will then undertake detailed design prior to 10 
going to construction.  

Strategic Considerations 

Community Strategic Plan and Operational Plan  

CSP Objective CSP Strategy DP Action Code OP Activity 

5: Connected 
Infrastructure 

5.5: Provide 
continuous and 
sustainable 
water and 
sewerage 
management 

5.5.2: Wastewater 
management - 
Manage effluent in 
an ecologically 
sustainable way that 
ensures public 
health and protects 
and enhances the 
natural environment 

5.5.2.11 Ocean Shores 
transfer to 
Brunswick Valley 
Sewerage 
Treatment Plant - 
process elements 
and transfer pipeline 

Financial Considerations 

Cost: Design cost estimates as follows: 15 

1. OSSTP upgrade- $9mil minimum upgrade – (design cost $398,000) 
2. BVSTP upgrade and augmentation including 20ML wet weather storage facility 

$16.4mill cost estimate (design cost- $200,000) 
3. New HDD pipeline – ($15mil cost estimate) – (Geotech, survey, Design verification, 

review and optioneering - $185,000). 20 
 

Note: Cost of design for transfer pipeline of $200,000 is in the budget for next OP/FY. 

 

Consultation and Engagement 
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Who was 
consulted? 

How did consultation 
occur? e.g. email, verbal 

etc 

Comments/Feedback 

EPA Updates on project progress 
has been communicated to 
the EPA via memos on 10 
Sep 2024 and 24 Dec 2024 

No formal response received, other 
than acknowledgement.  

Potential effected 
landholders  

Preliminary discussions 
have been held with 
potential effected 
landholders for all MCA 
options reviewed 

Request to meet on site to review 
the full scope of this project and 
what is involved in installation and 
ongoing inspections and 
maintenance 

SEE Environmental 
Team  

Phone and email 
correspondence  

Approved environmental planning 
and systems process  

Water and Sewer 
Advisory Committee  

Report  Ongoing feedback throughout the 
project lifecycle  
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FOR INFORMATION ONLY 

 

Report No. 6.1 Status update - Mullumbimby Water Supply 
Strategy Project 

Directorate: Infrastructure Services 5 

Report Author: Pablo Orams, Integrated Water Management Officer  

File No: I2025/751 

Summary: 

This report aims to brief the WSAC on the status of the Mullumbimby Water Supply 
Strategy project, including updates on: 10 

- Project delivery plan 

- Response to previous WSAC meeting’s recommendations 

Feedback from the WSAC is welcomed. 

    

Attachments: 15 
 
1 NSW Gov Business Case Guidelines on a page (TPG24-29), E2025/53961 , page 207⇩   

2 Minutes 17/04/2025 Water and Sewer Advisory Committee, I2025/491 , page 209⇩   

3 Minutes 19/07/2024 Water and Sewer Advisory Committee Extraordinary, I2024/1042 , page 

215⇩   20 
   
  

WSAC_19062025_AGN_2057_AT_ExternalAttachments/WSAC_19062025_AGN_2057_AT_Attachment_13441_1.PDF
WSAC_19062025_AGN_2057_AT_ExternalAttachments/WSAC_19062025_AGN_2057_AT_Attachment_13441_2.PDF
WSAC_19062025_AGN_2057_AT_ExternalAttachments/WSAC_19062025_AGN_2057_AT_Attachment_13441_3.PDF
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Report 

1. Project delivery plan 

1.1. Stage 1 – Project methodology development 

Following the outcomes of the previous WSAC meeting (17 April 2025), and subsequent 
refinement of the project concept plan, Council has engaged consultancy firm Natural 5 
Capital Economics (NCEconomics) to assist in the development of a robust, best-practice 
methodology to deliver the desired project outcome (i.e. “provide Council with evidence-
based recommendations for deciding on a long-term water supply strategy for 
Mullumbimby”). 

This stage will cost $19,899 and will be completed before the end of June 2025. It will 10 
include: 

- Task 1 - Development of a decision-making framework that aligns with the NSW 
Government Business Case Guidelines - TPG24-29 (see a summary of the 
guidelines in Attachment 1). These provide an established framework to guide 
policy or investment decisions, and will ensure that Council’s consideration of water 15 
supply options for Mullumbimby is aligned with best practice. If external public 
funding is required (and available), the assessments and outputs from this project 
can then be easily included into a detailed business case to the NSW Government. 

- Task 2 - Audit and gap analysis of previous assessments, including (but not 
limited to): 20 

o Technical assessments of option development. 

o Extent of stakeholder/community engagement. 

o Robustness of current and projected water demand assessments. 

o Environmental, economic, financial and social impact assessments. 

This evaluation will gauge the appropriateness of previous work to feed into the 25 
decision-making framework developed in Task 1. This will be supported by 
engaging with Council staff and, where feasible, with previous consultants, to 
understand challenges and complexities with previous assessments. 
 

- Task 3 - Identify additional technical assessments based on the outcomes of 30 
Task 2. Consideration will be given to appropriate sequencing of these technical 
assessment to inform the methodology for delivery. 

- Task 4 - Develop robust stakeholder engagement strategy that can directly and 
meaningfully feed into the decision-making process. This may include: 

 35 
o Surveys to capture specific stakeholder input into multi-criteria analysis. 



B Y R O N  S H I R E  C O U N C I L  

FOR INFORMATION ONLY 6.1 

WSAC Agenda  19 June 2025  page 204 

 

o Facilitating focus groups and/or workshops to identify key social impacts 

from options. 

o Targeted engagement with a community or stakeholder reference group or 

other fit-for-purpose deliberative process. 

- Task 5 - Consolidate approach and budgeting. This task involves consolidating 5 
findings from preceding tasks into a recommended project delivery plan and 
indicative budget for the next 14-16 months of work. 

 

 

 10 

 

 

 

1.2. Stage 2 – Implementation of decision-making framework 

Having developed a robust best-practice methodology and a clear delivery plan, Council 15 
will move into Stage 2 of the project, undertaking the necessary technical assessments 
and stakeholder engagement to feed into the decision-making framework that Council will 
use to make its final decision. 

Completion of Stage 2 is expected by October 2026. 

While the cost of Stage 2 is to be defined based on the outcomes of Stage 1, early 20 
estimates indicate a budget scope of $150K to $200K. 

2. Consideration of recommendations from the WSAC 

As per the minutes from the 17 April 2025 WSAC meeting (see Attachment 2), Report No. 
4.2, the WSAC provided two recommendations: 

“3. That Council keep the WSAC informed of subsequent changes to the project 25 
design, including between WSAC meetings.” 

“4. That Council consider in the project the investigations previously sought by the 
WSAC, and recorded in its Minutes for the meeting of 19 July 2024.” 

Item 3 is noted. Staff will maintain regular and transparent engagement with the WSAC. 

Item 4 has been considered by staff.  The “investigations previously sought by the WSAC” 30 
are outlined in Item 5 of Report 4.1 of the referred minutes (see Attachment 3), and 
summarised in the below table with comments from staff for their relevance and adequacy 
for the project. 

Task 1 
Develop 

decision-making 
framework 

 

Task 2 
Audit and gap 

analysis of 
previous 

assessments 

Task 3 
Identify additional 

technical 
assessments 

Task 4 
Develop stakeholder 
engagement strategy 

Task 5 
Consolidate 

approach and 
budgeting 
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WSCA recommendation Staff comment 

5. [That Council] Proceeds with the investigations 
previously outlined in Parts 7 and 8 of Resolution 23-120 

with some additions in 8b and 8c, namely: 

7. [That Council] Investigates a strategy for 
Mullumbimby’s long term water supply based on the 
following concept: 

 

 

a) Lavertys Gap as the source during flows in excess of 
environmental requirements; Noted. This scenario has already been 

considered in previous investigations. To be 
further assessed during Task 2 and Task 3 
of project Stage 1. 

b) water stored off-stream between the source and 
Mullumbimby; 

c) water treated at a new location between the storage 
and Mullumbimby; 

d) water delivered to Mullumbimby and possibly 
beyond; and 

Noted. Investigation will focus on the 
Mullumbimby system. Commentary on 
potential spare supply capacity may be 
provided. 

e) maximising demand management, including the 
harvesting of roof water. 

Noted. To be assessed during Task 2 and 
Task 3 of project Stage 1. 

 
8. [That Council] Includes in this investigation:   

 
 

a) the topography of the terrain between Lavertys Gap 
and Mullumbimby, to identify potential dam sites; 

Noted. While high-level commentary will be 
provided regarding potential locations for an 
off-stream storage, detailed topography 
assessments are not required to develop 
reasonable cost estimates. 

b) the hydrology of Wilsons Creek and its capacity to 
supply, including 
(i) seasonality, 
(ii) establishing environmental flows for future 

EPA licensing; Noted. To be assessed during Task 2 and 
Task 3 of project Stage 1. c) the impact of climate change on supply and on 

demand (using up-to-date CC data and 
methodologies in the pilot phase for local water 
supply through DPE, and applied in Regional Water 
Strategies); 

d) infrastructure needs including offtake, storage, 
treatment and linkages to the town’s reservoirs; 

Noted. To be assessed during Task 2 and 
Task 3 of project Stage 1. 
 
Detailed design, technical specifications or 
planning consent materials, beyond those 
required to develop a reasonable estimate of 
costs, will not be pursued. The condition of  
 
Lavertys Gap weir’s condition is being 
assessed, monitored and managed in 
alignment with the Utilities Department’s 
Asset Management System. 

e) environmental assessments for the creation and 
operation of that infrastructure, including greenhouse 
gas emissions; 

f) assessment of the weir at Lavertys Gap including 
(i) structural integrity; 
(ii) means of creating fish passage; and 
(iii) how this proposal enhances its heritage and 

preservation; and 

g) economic assessment; Noted. 
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3. Next steps 

Following the completion of Stage 1 of the project, the detailed scope of work for Stage 2 
will be presented to the WSAC. 

Strategic Considerations 

Community Strategic Plan and Operational Plan  5 

CSP Objective CSP Strategy DP Action Code OP Activity 

5: Connected 
Infrastructure 

5.5: Provide 
continuous and 
sustainable water 
and sewerage 
management 

5.5.1: Water supply 
- Provide a 
continuous water 
supply that is 
maintained in 
accordance with 
NSW Health 
guidelines 

5.5.1.20 Report to Council 
on the future 
water strategy for 
Mullumbimby 
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Report No. 6.2 Byron Bay Sewage Treatment Plant Master 
Plan Update 

Directorate: Infrastructure Services 

Report Author: John Hart, Senior Project Manager 
Dean Baulch, Principal Engineer, Systems Planning  5 

File No: I2025/766 

Byron Bay STP Master Plan - Status Summary for Information 
Only: 

Council retained GHD Pty Ltd (GHD) to conduct a Master Plan for the Byron Bay Sewage 
Treatment Plant (BBSTP).  10 

Key Findings: 

• Inlet flows to BBSTP (2017–2023 data) are nearing 80% of its design capacity for 
Average Dry Weather Flow (ADWF). 

• BBSTP is at the threshold for planning on capacity augmentation. 

Master Plan Scope: 15 

• Re-baselined actual inflow and loadings from the catchment. 

• Forecast how long the current plant can continue delivering compliant service 
under EPA licence:  Results suggest that BBSTP shall remain compliant with its 
current EPA licence conditions up until 2036 and 2041, subject to the growth 
experienced between now and that period.   20 

• Identified the timing and need for major treatment process upgrades. 

Interim Work: 

• GHD conducted detailed flow and load sampling to inform planning. 

• Several short- and medium-term projects have been identified for Council’s 
capital works program. 25 

• Interim upgrades will be required before major augmentation begins. 

Status: 

• Final Master Plan report to be delivered early next financial year. 

• A more detailed update will follow upon receipt of the final report. 

A timeline of planning stages:  30 

• The design and approvals are forecast to take 2-3 years to complete 

• Procurement and construction would take 1-2 years. 
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• Utilities will plan to repeat the BBSTP loading assessment and capacity re-
baselining in ~2030 to inform when the planning process should commence for the 
augmentation. 

Overview of new approvals or licences likely required for the upgrade:  

• An Environmental Impact Statement (with its ancillary companion studies) and 5 
application for an Environmental Protection Licence amendment shall be the 
principal major components for the Development Application for the augmentation 
works. 
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