
The City of Regina’s 
Transformational AMI Journey



Welcome to the 
Conversation
Today’s session is a short presentation and Q&A with members of 
the City of Regina’s project team: 

Dave Hughes, Project Manager Water Meter Upgrade City of 
Regina

Bradley Stevens, Project Transition Consultant, City of Regina

Hosted by Angela Zapp, Director – Western Canada and Quebec, 
Neptune Technology Group



Regina’s AMI 
Transformation
✔ Fall 2021: Initial Procurement Planning

✔ June 2022: RFP Released

✔ November 2022: First Meter Installed

✔ January 2023: Proof of Concept Passed

✔ February 2024: 50% Installation

✔ March 2025: Contract Completion

✔ 100% contractual completion 

✔ 98.46% installation rate

✔ Outstanding overall system performant.
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Why Upgrade to 
AMI?
Urgent Infrastructure Challenge
• Regina’s water metering system was aging and 

nearing end-of-life. 

Technology Advancement
• Implementation of advanced AMI technology 

with Neptune 360 platform provides data that 
can enhance efficient utility management.

Enhanced Customer Service 
• Customers can now access timely data and 

better understand their water usage.

4



How did you plan for a 
project of this magnitude? 
• Start early, work together

• Full-time PM and team
• Industry expert consultant

• Project planning rooted in Regina’s Official Community Plan and 
Water Master Plan

• Early bylaw adjustments to support compliance from day one

• Preparedness for negotiation, ongoing  and vendor collaboration

• System Integration & Automation
• Embedded IT support enabled seamless integration
• Automated meter exchange workflows across departments

• Systematic Deployment Strategy



Were there challenges 
encountered during implementation? 

COVID-19 Pandemic Adaptations
The pandemic forced new health protocols, safety 
modifications and schedule adjustments during installation.

Postal Strike Communication
Postal strike disrupted communication, prompting digital 
strategies and community partnership outreach.

Technical Installation Challenges
Complex Installations demanded specialized approaches.

Organizational Change Management
Technology change management required dedicated effort.
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What were the results?
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Total accounts issued to vendor: 76,132

Installations completed by vendor: 74,087

98.46% installation rate

Soft Refusals managed: 1,031

1.3% Soft Refusals

Returned accounts: 888

Project finished early and under budget
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How did you do it?

8

Customer Engagement Strategy

• Neptune: Minimum 5 contact attempts

• City: Pre-cut letters (7-day notice), Final door 

hanger notices (2-day)

• Mandatory upgrade messaging

Compliance & Monitoring

• Proactive bylaw review and compliance 

framework in place from the start

• Weekly reviews of progress and refusals led to 

real-time action

Quality & Trust

• High inspection rates = low defect rates

• Responsive approach to inquiries from public and council

• Strong training program



What is the technical performance 
of your AMI system? 

System Performance

• Goal: 98.5% hourly read success over a 30-day period

• Industry standard: ~95% 

• Actual Achievement: 

• 99.77% average hourly read success across the 
project lifecycle

• 99.93% average daily read success

• Accurate propagation study and built-in redundancy 

ensured strong network design from the start
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How is AMI benefiting your 
business? 

Improved Measurement Accuracy

• AMI revealed higher water usage than AMR

• Projected ~2 million m³ previously undetected, now measured 

and billable

Operational Benefits

• Lower risk of equipment failure

• Same-day final reads

• Eliminated manual meter reading



How as AMI impacted Customer Service? 
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Neptune 360 and “eWater” Customer Portal

• 43,063 registered accounts (51%)

• Hourly consumption monitoring
• Automated leak and unplanned use notifications
• 35,611 leak alert emails sent in last 12 months
• Nearly 200% increase in Consumption Inquires 

between 2020 and 2025

• Emergency response and conservation

• Email communication
• Measurable results

• Dozens of targeted outage notifications delivered



What are your lessons and 
advice for other municipal 
utilities?

✔ Global reference checks

✔ Communication, expectation-setting with 
vendor, ability to pivot resourcing strategy

✔ High standards for training, quality control, and 
installation 

✔ Small accuracy improvement is a big deal

✔ Service request routing requires planning

✔ Early compliance and soft refusal protocols 
drove installation success rate

✔ Share positive stories
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What's next for 
Regina’s AMI future? 
Immediate Priorities – Meter Reading and Billing
• Build processes for system maintenance

• Decommission old system and manage remaining 
accounts

• Use AMI data to drive customers to the portal

Looking Ahead
• Utility rate review

• More proactive distribution system maintenance 

• Data-driven conservation programs

Looking (Farther) Ahead
• Connect AMI with other city systems 

• Potential foundation for integrated city services



AMI at the City of Regina is a Home Run
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✔ 74,087 meters successfully installed

✔ 100% contractual completion achieved

✔ 98.46% installation rate

✔ Months ahead of schedule and under budget

✔ 99.77% AMI read success rate 

✔ ~2 million m³ measured, billable consumption

✔ 1.3% soft refusal rate

✔ 51% customer portal registration


