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Who we are



Endeavour Energy

Electricity Distributor
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In 2023 Endeavour launched our new 

strategy to deliver on our purpose of

Powering communities for a 

brighter future

while achieving our vision to

Lead the way with smarter 

energy solutions

Our Strategy – Decarbonising the Grid 2035



Our Purpose 
To drive realisation of EE’s DTG 2035 strategy through value-driven enterprise-wide portfolio 

optimisation, project management excellence and delivery leadership.

Our Vision

International leader in enterprise value-driven investment planning and delivery, unlocking growth 

and customer participation throughout the energy transition.

Endeavour Energy's Enterprise Portfolio Management Office

Uplift 

Productivity

Transform 

strategic partnership

Unlock project 

lifecycle efficiency

Create and 

deliver value

Our Strategic Objectives
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EPMO Functional Model 

Enterprise Investment 

Portfolio Management
System PortfolioWorks Planning Non-System Portfolios

Enterprise Portfolio Change

Functions
This function facilitates development 
of the unconstrained and optimised 
constrained Enterprise Portfolio 
(through business consultation & 
application of Value Framework) for 
FY / Reg Period and beyond. The 
function provides the portfolio to 
each Delivery team for execution.

- 10 year Enterprise pipeline 
(constrained and unconstrained)
- baseline FY & MBP ownership and 
facilitation of Portfolio Lifecycle 
Framework
- Portfolio Balancing & Optimisation
- Portfolio Baselining
- RIN Reporting
- RIT-D

- Tiering
- Benefits mapping and realisation
- In-flight Portfolio Management
- Value Framework Ownership

This function administers and 
facilitates the organisations Asset 
Management System and ISO550001 

accreditation.

This function coordinates and 
compiles the Distribution Annual 
Planning Report on behalf of the 
Enterprise

Systems
- Copperleaf Ownership & 
Administration

Functions
This function assures that projects 
are delivered efficiently (time and 
cost) and achieve stated benefits. 

- Enterprise Portfolio Governance
- Enterprise Portfolio Assurance
- Gate Approvals
- Project Change Requests
- Reporting (Board / IMC / safety 
days, resourcing) 
- Practice management / delivery 
methodology
- Enterprise Master Schedule
- Scheduling support
- Internal and External dependencies
- Program / Project - Baselining
- Post Implementation Reviews
- Benefits Tracking

Systems
- PPM System
- MSP online

Functions
This function leads development 
of the works program for the 
System Portfolio. This includes 
mainenance / reactive works, 
Ausconnex and CNS works.

This function builds the 10year 
view of resource demand (alined 
to the 10 year Enterprise 
pipeline) and works with People 
& Procurement Branches to build 
efficient resurcing strategies to 
assure delivery of the Portfolio.

This function works closely with 
Field operations to 

Doing:
- works planning
- resource planning & allocation
- cretion of work orders aligned 
to the annual works program
- ongoing alignment of the works 
program & resourcing
- monitoring of Opex vs Capex 
activities across nterprise 
Portfolio

Functions
This function leads the non-
system Portfolio, and is the key 
conduit into those embedded 
portfolios driving consistency and 
transparency:

Doing:

- Oversight of Front end of project 
lifecycle (Initiation - delivery)
- Oversight of development of 
Business Cases (where required)
- assuring forecasts
- risk management
- Program Reporting
- bottom up build of resource 
demand 
- conduct program reviews
- point of contact with IM for 
demand

Supporting Delivery Teams
Facilitating Portfolio Reporting
Supporting demand management 
(lead by Investment Management) 

ENABLING TEAMS

Finance

Procurement

Safety

Sustainability & 
Environment

People

DELIVERY TEAMS

Fleet 

Property

Design

Functions
This function leads the System, and 
is accountable for performance / 
delivery of the Portfolio

Responsible for leading front end 
activities ensuring projects are 
ready for execution. Includes: Major 
Projects / Distribution / Transmission / 
Maintenance / reactive

Doing:
- Front end of project lifecycle 
(Initiation - delivery)
incl conversations with developers)
- Development of Business Cases
-development of estimates

- Assuring Forecasts
- Program Reporting
- bottom up build of resource 
demand 
- risk managemet

Leading :
- delivery Teams (SPM / PM/ PS)
- delivery (Delivery and closure) 

Portfolio Demand Sources

Network Business 
Strategy

Future Network 
Strategy

Sustainability 
Strategy

Data & Analytics 
Strategy

Ausconnex 
Strategy

Data

ICT Strategy

Data & Analytics

Demand driven by Strategies & Plans Built IN the Business BY the Business under guidance of Strategy

IT

DTG 2035

Fleet Strategy
Proposed Investments entered into Copperleaf and base CFI's established by Investment Proponent

External (Outsourced)  

Growth Servicing 
Strategy

DER Integration 
Strategy

BESS Strategy

Corporate 
Strategy

Future Network 
Strategy

Growth Strategy

Customer 
Strategy

Innovation 
Strategy

Resilience
Strategy
Property 
Strategy

Safety Strategy

Other Enabling 
Strategies

Investments Delivered and benefits realised fed back to Business to inform annual Business Planning Cycle

Field Ops

System Ops

Safety

Future Grid (in some 
circumstances) 

Provides Portfolios to delivery Teams for delivery. 

Field Operations

Customer Network 
Solutons 

Enterprise Portfolio 
Controls

Functions
This function owns and maintains the Enterprise Change Framework and 
drives change management across the Enterprise Portfolio, building a single 
view of change.

Doing:

- Oversight of Chang Impact Assessments
- building a single view of change

Enterprise Portfolio Management Office

This is not an organisational Structure

Investments entered 
into Copperleaf by 
the business

Investments 
driven by 
strategy

Investment Planning – Project execution



Our journey so far



The National Electricity Rules and the Australian Energy Regulator
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NER clause 5.17:
...identify the credible option that maximises the present value of the net economic benefit to all 

those who produce, consume and transport electricity in the National Electricity Market (the 

preferred option).

AER/EMCa review (2018):
Endeavour’s portfolio-level risk assessment does not reflect Endeavour’s stated risk framework 

and does not provide risk metrics (including linkages to a defined risk appetite) that would allow 

assessment of the appropriate level or mix of expenditure;

We consider that the weaknesses we have observed with Endeavour’s expenditure governance 

and management process and its forecasting methodologies render it unlikely that its RP 

(Revised Proposal - ed) is a reasonable forecast of its prudent and efficient requirements.



Our Copperleaf implementation project
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FY
2018

FY
2019

FY
2020

FY
2021

FY
2022

FY
2023

FY20-FY24 

Regulatory Reset

Copperleaf 

Implementation

SAP Implementation

ADMS Implementation

Change in 

Ownership 

Structure

FY25-FY29 

Regulatory Reset

Preparation

Transformation of Asset 

Management Framework

FY
2024

Simple 

Spreadsheet 

Tools

We are at this point here

FY
2025

Version 25.1

Enterprise Value 

Framework

FY30-FY34 

Regulatory Reset

Preparation



What we have implemented
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• Copperleaf Portfolio - Investment Decision 
Support Tool (IDST)

• Portfolio implemented with a fundamental set 
of value measures as first phase

• Copperleaf Asset available for inclusion within 
investments

• Implemented Capture with different instances 
for each portfolio group (ICT / Network)

• Created workflows for techno-economic and 
financial approval of investments

• Expanded value framework to broaden and 
deepen value measures

• Next phase looking to implement Resources 
and Unit Cost models

Regulatory submission 
development

FY25-FY29 development
System 
go live

Early 
example



What we have implemented – Early example
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• Started journey in FY20, continually maturing

• Portfolio, Assets, Value, Capture/Workflows

• Value Framework – Quantification of cost, risk and benefits into $

• Initial optimisation proof of concept - selection of $20m from $40m

• Demonstration that optimisation could be used to achieve different objectives



• Started simple, aligned with regulatory guidance.

• Evolved with organisation understanding and acceptance of the concept.

• Reflected / aligned with corporate goals, objectives and risk framework.

• Sessions with ELT and Board.

• Update to corporate risk appetite statement and risk matrix

• Aimed to quantify all benefits in $. We have not weighted benefits.

• Organisation wide workshops to establish Value Framework 2.0.

• As the framework expanded, we looked to include all possible benefits within 
framework – even if benefit likely to be immaterial compared to others within the 
framework.

• The true benefit came from the discussion, not the mathematics.

• Distinguishing between shareholder value and customer value was, and continues to 
be, a challenge.

• We have stated to use the term “customer value framework”, which works well and 
helps improve understanding.

• Ownership of the framework can be challenging, as it applies to all parts of the 
organisation, however predominately driven by system investment team.

• Concept of establishing a value council is good…..however ours was not successful 
– yet.

Value Framework Evolution

16



How we have used Portfolio
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• Initial optimisation on small subset of investments for proof of concept

• All capital system and non-system investments entered into the tool (~40,000 investments)

• Investments must be entered into the IDST prior to creation of project in SAP

• Investments created using individual Assets for future planning

• Functionality added to include Asset intervention cost as forecast in optimisation 

• Optimisation for FY25-FY29 regulatory submission

• Utilised constraints on regulatory categories

• Updates to investment summary report and automated record capture in Content Server

• Integration of RDS output into reporting using tools such as Power BI



How we have used optimisation
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• Use of optimisation to support our FY25-29 regulatory proposal

• Changed from top down asset category placeholders to bottom up asset specific investments

• Approx. 3 million assets in Copperleaf, created 40,000 individual asset investments

• Optimisation of portfolio within top down capital constraints

Investment proponents

Finance, Regulatory, Strategy, Operations

Stakeholders

Enterprise Portfolio Management Office

Copperleaf



What has gone well
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• Starting a conversation early regarding value, starting with a simple value 
framework and committing to continually evolve the value framework

• Our general approach, including taking a staged and reasonably agile approach

• Using the tool early for proof of concept mini-portfolios to demonstrate capability

• Linking major milestones with regulatory determination, and locking in use of 
the tool to support our submission

• Using the tool as a trojan horse for considerable changes to investment 
decision making

• Linking outputs to dashboards, RIN regulatory reporting, etc

JustifiedNeeds

“Endeavour has provided a high-quality proposal…”

“We have accepted much of Endeavour’s proposal, including its total capex and opex forecasts.”

“…we could be confident that the majority of its expenditure forecast was likely to be prudent and 

efficient.” AER - Draft Decision Endeavour Energy Electricity Distribution Determination 2024 to 2029



What could have been done better
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• Tighter project management of stage delivery. Some 
implementation delays (multiple reasons), with 
corresponding loss of momentum

• Some rework – assets in particular, but also some 
elements of workflow

• More buy-in across the organisation and continued 
engagement. Copperleaf seen by many as a burden, only 
for hard core asset managers, not appropriate for all 
investments etc

• Overall better change management including earlier 
adoption of the tool, rationale for its use, benefits etc.



Challenges
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Value Framework

• Different value lenses - Shareholder vs regulatory/customer view

• Changing strategy – re-alignment of the Value Framework

• Strategic investments – can be difficult to quantify, unlocking future benefit – continual review of Value Framework

System data / use of system

• Getting all investments in system with value

• Inflight investments – what can be re-optimised

• Data quality for optimisation

Optimisation

• Optimisation horizon – 2 year Delivery Plan, 7-10 year Planning view

• Optimising on resources as well as dollars – factors not modelled – can’t just push a button

• Optimisation between investment categories – e.g. Growth vs Replacement vs IT

• Relationships and dependencies between investments – e.g. Land and Substation build

• When and how we re-optimise – changes to the Delivery Plan

Enterprise Support

• Changing Executive – need for continued engagement



Unlocking further Value…
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Our plan is to unlock further value across the Enterprise…
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And address emerging portfolio management challenges that impact

Several portfolio management challenges that extend beyond the Value Framework are emerging. These 

challenges directly impact how value is assessed, managed and delivered. 



Our Approach has started with internal review and stakeholder  conversations which have 
produced valuable insights to support our Enterprise Value Framework

25
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We have found differences in 
maturity across Portfolio’s

Our Value Framework was developed with an 

Asset focus which has lead to some portfolios 

being more mature in adopting the value 

framework…

Currently each Portfolio is at a different stage of 

the journey in establishing and adopting 

standardised quantitative measures for cost risk, 

performance and aligning these with strategic 

objectives.

In addition to further developing existing value 

measures, a more adaptable inclusive Value 

Framework is required to capture both tangible 

and intangible benefits, ensuring stronger 

alignment to the DTG 3025 Strategy and 

Corporate Objectives
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We have discovered that Copperleaf is underutilised driven by ineffective 
application and Enterprise-wide adoption.…

Even for Portfolios where both the Value Framework and 

Copperleaf meets their needs, only 61% of the value measures 

are being used, reflecting an ineffective use of Copperleaf.

The limited adoption is largely due to a lack of sufficient 

guidance and awareness on how to effectively apply the 

models in the system.

Of the 64 Value Measures, only 

39 of them feature in Copperleaf 

extracts; leaving 25 of them 

unused.

88% of projects account for only 

5% of the value measures; and 

2% accounts for the remaining 

implying value leakage.
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Our stakeholders support a refreshed Value Framework  with some key themes 
emerging…



The 5 principles selected reflect the long term vision for the Value Framework and capture the 
need to continually evolve the value framework. They were iteratively developed and refined 
over several workshops with key stakeholders.

What does success look like?

• Line of Sight is successful when all investments can be described in terms of performance 
outcomes and impact on objectives. It will be bi-directional, helping forecast network 
performance at a portfolio level and determine the likelihood of meeting corporate objectives 
for a given level of investment.

• Transparency means that all stakeholders have the ability to unpack the value of another 
investment and understand the level of confidence of the current investment value. It 
requires a commitment to knowledge sharing and capability uplift so the Value Framework is 
accessible for all users.

• Consistency occurs when different stakeholders, given the same set of inputs and 
guidance, would value an investment the same. This includes the process of optimising the 
unconstrained portfolio and the generating a cost, risk and performance forecast.

• Perspective has been realised when stakeholder are able to clearly express the outcome of 
an investment decision in terms of the impact it has on another stakeholder.

• Trade offs have been achieved when investment decision makers can discuss different 
investments with full visibility their financial value and their impact on corporate objectives. 
Difficult decisions are made easier with an as close to apples to apples comparison as 
possible.

While the 5 principles discussed support good Portfolio Management, they primarily relate to 
the Value Framework.

Developing an Enterprise Value Framework - Principles

29

Linking investment decisions to corporate objectives

Line of Sight

Supports transparent decision-making

Transparency

Investment decisions and portfolio management are repeatable

Consistency

Alignment of multiple perspectives of value

Perspective

Enables investments to be compared using a common language

Trade offs

The Value Framework will enable effective and efficient portfolio management of all investments across Endeavour Energy, and strive to achieve 5 
principles.



Learning from our past – focussing on change
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Communicate the vision and case 
for change and begin to create 

ownership

1. Value Hub material prepared and 
available

2. Stakeholder analysis complete

3. Change and communication 

strategy developed

4. Change impact assessment 

complete

Align stakeholders around the 
strategic aims, ambition and scale 

of the change

1. Branding of the program is clear. 
VF v CS V IMF

2. Core program vision and objectives 

articulated

3. Value Council established

4. Senior leaders and staff aligned

5. Measures of success defined

Translate the VF vision into reality 
for the team and define what it 

means for them

1. Key communication messages 
developed and delivered

2. Training needs analysis

3. Premortem issues addressed

4. Value Framework uplift

5. Governance reviewed and tested

6. Change readiness assessment 
complete

Move towards end state and equip 
team with tools and skills to work 

in new ways

Ensure there is capability in the 
team to sustain the change

1. Training strategy and plan defined

2. Value Stewards identified and 
change network established

3. Value Hub launched and in use

1. KPIS and incentives established.

2. Support from senior leaders for 
PMO governance.

3. Ongoing development of Value 

measures by Value Stewards.

Willing Ready Understand AbleAware

A
c

ti
v

it
ie

s

MAKE IT HAPPEN MAKE IT REAL MAKE IT CLEAR MAKE IT STICKMAKE IT KNOWN

P
u

rp
o

s
e

P
ro

g
re

s
s

Engaging with stakeholders throughout the development of the Enterprise Value Framework will 

be essential to its successful adoption. 



Our Timeline
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Jun
 2025

Aug 
2025

Jun
2026

Refreshed Value 
Measures for All 

Portfolios

Enterprise Adoption

Ability to apply 
Value Measures to 

optmise each 
portfolio

Trade Off’s within 
each portfolio

Trade Off’s at 
Enterprise Portfolio

Consideration of 
unregulated 

Portfolio
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