
 
                     

 
 

             M E M O R A N D U M 
 
 
To:           Members of the Electric Utility Commission 
 
From:       Jerry Hernandez, Manager, Austin Energy Electric Service Delivery  
  
Date:        March 17, 2011  
  
Subject:    Meter Implementation Project 
 
 
Executive Summary 
Austin Energy began a meter implementation effort (the Project) aimed at replacing 
approximately three quarters of its meter base from legacy electromechanical meters to 2-way 
smart meters.  The remaining one-fourth had already been exchanged for 1-way smart meters 
back in 2002.  The first implementation was targeted at multi-family residences (i.e. apartment 
complexes) to stem the large volume of customer service and field work that resulted from the 
influx and exit of the large college student transient population.  The service territory 
implementation is complete and now all AE electric meters are automated except a small number 
of ERCOT settlement and industrial high end meters.  The Project implementation not only 
replaced its remaining legacy meters but was also coupled with the installation of a meshed 
communications network to provide for an AMI 2-way system.  Austin Energy encountered few 
customer complaints during the Project receiving approximately 3.8% customer calls about their 
meter exchange and only 231 requests for meter accuracy testing.  The average number of 
received reads is greater than 98.6% of all automated meters.  The total cost of the Project was 
$25.5M and included project management, call center services, customer out-reach and 
education, installation contract services, communications network upgrade and meters. 
 
Project Detail 
 
Initial efforts were targeted at development of a comprehensive and integrated marketing and 
information plan with the specific purpose in mind to over communicate.  The plan consisted of 
focus groups, mail outs, door hangers, Energy Plus AE Customer Newsletter articles, newspaper 
articles, and informational sections on AE’s Web Page.  This plan also included a “special” call 
center created to assist with the Project related calls.  The customer service representatives for 
this center were specially trained in field implementation procedures, the exchange process, new 
meter functionality as well as how to manage escalation calls.  In this way, rather than having a 
script to read, call center representatives were truly knowledgeable and able to communicate 
smoothly with both the customers and field crews.  These customer service professionals were 
available Monday through Friday from 7:00 am to 6:00 pm with dedicated phone lines to answer 
all customer and field crew calls related to the Project. 
 



Austin Energy established a cross functional team to manage the Project consisting of Complex 
Metering, Revenue Measurement, Market and Load Research, Information Technology and 
Telecommunications, AE’s AMR vendor and installation contractor.  The team met formally on 
a weekly basis but communications and collaboration were a daily occurrence. 
 
Field meter exchanges were performed by a qualified meter installation service contractor 
overseen by AE staff.  The contract technicians received advanced training in applicable AE 
design criteria procedures and safety practices.  Exchanges were monitored and documented on a 
daily as well as per individual installer basis for accuracy and tracking purposes.  The 
communications system upgrade was performed by AE Substation Engineering and Construction 
and GIS workgroup in partnership with our AMR vendor. 
 
Project Improvements 
 
The 2-way automated meter reading (AMR) network serves approximately three fourths of 
Austin Energy’s service territory or approximately 304,500 meters.  The legacy AMR network 
that was installed in 2002 is only a 1-way automated meter reading system and serves the 
remaining one quarter of AE’s customers (approximately 110,000 meters).  
 
The AMR meter data collected will be used for monthly billing as well as to provide enhanced 
asset management, meter installation planning and logistics, advanced billing and billing 
determinants (power factor, TOU, real time pricing, interval data, load profile, etc.), remote 
connect/disconnect automation, flexible and consolidated customer billing (pay-as-you go, pre 
pay, etc.) and billing periods (continuous, consolidated, flexible billing periods), theft, diversion 
and tamper detection as well as information for advanced load and rate research. 
 
AE is now able to collect interval data (IDR) for all commercial customers and a statistically 
significant number of residential customers enhancing rate structure design and optimizing the 
effectiveness and evaluation of new and existing EE, Renewable Energy, GB, and DR programs. 
 
In addition, load profile (five to fifteen minute IDR data) can now be collected on all commercial 
customers and approximately 1000-2000 residential customers.  Data is utilized to provide 
energy usage profile for industrial and commercial customers and in the development of more 
effective DR, EE and GB programs. 
 
Collection of IDR data makes available the consumer information and awareness necessary to 
participate in retail electricity markets and near real time access to interval data enables new 
energy products and services.  
 
The collected AMI system data will also be used in conjunction with Austin Energy’s outage and 
distribution management systems to enhance situational awareness, distribution level modeling 
and load flow analyses for operational as well as support system design and planning, facilitate 
outage restoration and restoration verification and allow for enhanced customer communications. 
 
A related PowerPoint presentation is attached.  
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Keys to Success

• Market plan - Over communication

• Dedicated Service Center

• Dedicated cross functional Project Team

• Prior meter implementation experience



Meter Implementation TeamMeter Implementation Team

• Established internal cross functional 
inter-departmental AMR team

• Established a Deployment Team to install 
the meters

• Austin Energy
• Landis+Gyr
• (AMR network provider)
• Texas Meter Devices 
• (Meter Installation Contractor)

• Last year spent on “clean up”
• Meter communications issues
• Revising Austin Energy’s business 

processes 
• Training employees on new meters, 

meter capabilities and data now 
available



Customer Communication Plan

• Focus Groups
• Direct Mail – Post cards
• Door hangers
• Energy Plus AE Customer Newsletter
• Newspaper – Editorial
• Frequently Asked Questions Flyer 
• Web Page



Customer Communication Service

• A “special” Call center was created to assist with the calls. 
They were called the “Cross Dock” team. They were trained by 
expanding their knowledge of the utility, from a field perspective. 
Trained to manage escalation calls 

• Dedicated customer service professionals 
> Available Monday – Friday from 7:00 a.m. – 6:00 p.m. 
> Dedicated phone line

• Rather than having a script to read; call center representatives 
were truly knowledgeable and able to communicate smoothly 
with both the customers and field crew.



Direct Customer Contact



Customer Education



Walking customers through the steps



News Media

AUSTIN, Texas (KXAN) -- If you are an Austin Energy 
customer, then starting Thursday your electric meter became a 
"smart" one.  Crews spent the day installing smart electric 
meters throughout the city. The advanced meter will replace 
the old manually read ones. 
The new meter can better measure your usage, eliminate the 
need for crews to get into your backyard for readings and send 
a message to Austin Energy when there is a power outage. 

"Today, when your lights go out, you need to give us a call to 
let us know that," said Cheryl Mele of Austin Energy. "What we 
envision in the future is that we're going to get a response 
from this new system, and it's going to tell us, 'Your lights are 
out.' We're going to get that call passed on to our system 
operators, and be able to dispatch a crew and respond to that 
outage a little bit quicker than waiting on you to call.“

Additional features will allow Austin Energy to turn off and 
reinstate service without sending out a crew.

Austin Energy Brings Two-Way Meter Technology To 
Austin

In the coming months, Austin Energy will be in your 
neighborhood to replace your electric meters with state-of- 
the-art automated meters. The new meters will offer many 
advantages in the future, including remote reads, faster 
outage response and more billing and payment options. 
The new two-way meter system will be the largest of its 
kind in the country. Look for notification in the mail before 
the meters are changed out. Installers will wear an Austin 
Energy badge, and will knock on the door before they 
attempt to change the meters.
You can expect a temporary disruption to your electric 
service for a few minutes during the meter exchange. You 
will need to reset your electronic devices, such as clocks, 
alarms and sprinkler systems.

http://www.austinenergy.com/


Meter Implementation TimelineMeter Implementation Timeline

• March 2008 - Meter Exchange & Customer Call Center was developed

• April 2008 - Meter installation began

• May 2008 - Community outreach increased due to large number of 
installations

• August 2009 - Mass Deployment completed (98% installed)



Current Meter Population

AE meters installed:

• 110,000 –1 way (residential and commercial)

• 304,500 – 2 way (residential and commercial)

• 23,000 – 2 way with Home Area Network (HAN) capabilities

• 20,000 – 2 way with remote connect/disconnect



Meter Installation Statistics

• Mass meter exchange of 340,000+ meters

• Project duration of approximately 2 years

• Few customer complaints – 3.8% customer calls about 
exchange; only 231 requests for accuracy test

• Average number of received reads greater than 98.6%

• Average number of stales (no billing read) = 110/day (0.55%)



Old Process to Obtain Customer Requested Read

• Monthly KWH – Residential

• Service Order to roll truck to 
obtain new read

• Customer would have to call 
back in five business days or 
wait for postcard to get results



New Process to Obtain Customer Read

• Daily (sometimes hourly) KWH

• On Request Read – check Data Base for last night’s read or request 
meter for real-time read

• Customer Service Representative can respond to customer within two 
minutes



New Meter Customer Service Functionality

• Auto-disconnect and auto-reconnect on some customers

• Customer Service Representatives can see customer daily data

• Customer Service Representatives can see 35-day use trends in table or graph format



Meter Implementation Improvements

• Days to minutes reduction in turn-around time to answer 
customer questions and potential re-bill

• Reduced costs associated with not rolling trucks for Service 
Order

• Decreased CO2 pollutants

• Minimized manual meter reading costs

• Current Diversion and Power Outage identification through 
data files and reports



Addressing Meter Accuracy



Addressing Meter Accuracy



QUESTIONS?
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