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1. Executive Summary

1.0.1. This annex sets out our network asset management strategy for all our assets covered by our Asset Management 
System (AMS), for the RIIO-GT3 period, and beyond. It describes our approach for developing our asset management 
capabilities and AMS maturity to enable safer and more cost-efficient asset lifecycle delivery. We also establish the 
line of sight for our AMS, to ensure all our asset management processes can work together to maximise value 
generation for our customers and stakeholders. 

1.0.2. This document outlines what we are doing to continuously pursue excellence in our asset class stewardship. We 
provide narrative on our asset management maturity journey since 2016, demonstrating clear progress. Our most 
recent (Jan 2023) asset management maturity assessment report by Asset Management Consulting Ltd (AMCL) places 
us within the “effective” band of maturity and provides the roadmap to generate greater value from our asset 
management activities. AMCL has compared us against their global register of organisations across major asset 
intensive business industries and placed us in the top quartile for asset management maturity, and stated that we 
were, ‘demonstrating leading practice.’ We have also received our ISO 55001: Asset Management System re- 
certification in 2024. 

1.0.3. This document outlines our current asset management policy and strategy, which are aimed at maintaining asset 
health and long-term operational resilience across our network assets. We highlight the growth within our asset 
management planning approach for RIIO-GT3, leveraging insights and lessons learned from our RIIO-T2 planning 
experience. For example, we have made our investment decision-making process more risk-based, utilising the service 
risk framework and our enhanced modelling and risk forecasting capabilities. 

1.0.4. The summary of our approach to managing NARMs and non-NARMs assets on our network is clearly outlined, which 
helps us in making efficient decisions considering safety, compliance, and risk management. 

1.0.5. Our consistent approach of using Long-Term Risk Benefits (LTRB) for investment plan optimisation helps us in 
establishing the right interventions at the right time for the right assets, considering the baseline and forecasted views 
of asset health, criticality, and impact of various intervention options, through the lens of monetised risk. 

1.0.6. Our long-term risk objective is to reach a monetised risk which is at or below the risk position seen at the start of the 
RIIO-T2 price control period (2022). We will work toward this objective throughout RIIO-GT3 and beyond. 
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• Financial

• Societal and Company

2.0.6. Comparing the costs and benefits of all the intervention options is a key outcome arising from a consistent risk 
valuation approach when optimising investment decisions. We define and measure consumer value through the units 
of Long-Term Risk Benefit (LTRB) and Unit Cost of Risk Removed (UCR). LTRB is defined as the cumulative monetised 
risk benefit over the life of an intervention, where an intervention is an activity which replaces an existing asset or 
extends the life of an existing asset. Comparing the cost of our intervention options with the LTRB delivered by them 
provides us the platform for good asset management decision making. 
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3. Pursuing Excellence in Asset Class Stewardship

3.0.1. This chapter discusses the strategy expectations for Section 5.2 of Ofgem’s Business Plan Guidance, July 2024, which 
asks us to outline what we are doing to ensure we are the best-in-class asset stewards. 

3.0.2. We have achieved significant milestones during RIIO-T2 such as obtaining ISO 55001 recertification and being assessed 
by an independent external asset management maturity assessor where we were positioned within the “Effective” 
maturity band. We were also compared against AMCL’s global register of assessments of organisations across major 
asset intensive business industries and placed in the top quartile for asset management maturity. 

3.0.3. That said, we remain on a continuous improvement journey in pursuit of excellence in asset management stewardship, 
through various strategic initiatives which will create process and cost efficiencies, risk reductions and thereby, 
consumer value. 

3.0.4. Our Asset Management System (AMS) enables the development of good asset management policies, strategies, and 
plans, and provides the foundation for us to manage, coordinate, and direct our asset management activities to realise 
sustainable value. Our AMS connects the top-down line-of-sight to our business priorities, values, and purpose, with 
the bottom-up operational realities and challenges. 

3.0.5. We show examples of our progress so far, including our proactive risk-based approach to asset management planning, 
and an improved approach to ensuring cost confidence within our decision-making framework. We now have a risk- 
based AMP which enables us to model risk scenarios and compare intervention options objectively and to select the 
interventions for our assets that unlock maximum consumer value. 

3.1. Our Asset Management System (AMS) 

3.1.1. Our AMS conforms with the requirements of ISO 55001:2014, which we were recertified for in 2024. It governs our 
approach, processes, and capabilities for directing, integrating, coordinating, and controlling our asset management 
activities to realise maximum value from our asset portfolio. 

3.1.2. One of our key asset management Policy statements is that “We are committed to achieving ‘Excellent’ asset 
management maturity levels by 2031”. This will require us to continuously improve our AMS by identifying gaps and 
opportunities and implementing strategic maturity development initiatives and projects. 

3.1.3. Another key document within our AMS, is the Strategic Asset Management Plan (SAMP) that serves as the basis for 
translating requirements of our key stakeholders, our external business environment, and our asset management 
policy into Asset Management Objectives (AMOs). 

3.1.4. Our AMOs are long-term aims that set a direction on how we use and develop our assets through their lifecycle, and 
the associated data, systems, and processes. By making our AMOs measurable, process owners are held accountable 
for contributing toward their delivery, ensuring a consistent purpose and a clear line-of-sight in decision making. 

3.1.5. Figure 2 below shows the elements and scope of our integrated asset management system. 
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Figure 3: Extract from the 2023 AMCL Report Showing Subjects within AMCL Asset Management Excellence Model (AMEM) 

3.2.3. Figure 4 illustrates the assessment results and our journey in asset maturity since 2016, demonstrating clear progress. 
We have now moved into the “Effective” band, which provides us with the opportunity to generate greater 
performance efficiencies. Our asset management policy states our ambition to achieve 70% maturity by 2031, which 
is the lower threshold of the ‘Excellent’ band. A higher maturity corresponds to greater process efficiency, whole-life 
cost optimisation, and risk management. 

Figure 4: Extract from the 2023 AMCL Report Showing our Asset Maturity Journey 

3.2.4. We were also compared against AMCL’s global register of assessments of organisations across major asset intensive 
business industries and placed in the top quartile for asset management maturity (indicated by the blue dots in Figure 
5), and this shows that we are, in AMCL’s words, ‘demonstrating leading practice’. Figure 5 shows how we compared 
across AMCL’s global register. 
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constraints vary. For further details of the deliverability assurance process, please refer to our Asset Management 
Plan (AMP) annex. 

3.4 Improving Cost Confidence 

3.4.1. One of the most significant challenges we faced in RIIO-T2 planning (which led to funding being disallowed for some 
of our proposed interventions) was inaccuracies within the costing information at the Secondary Asset Class (SAC) 
level. 

3.4.2. Our asset hierarchy and approach in describing activities at asset level during our RIIO-T2 planning created significant 
challenges with determining exactly what units of interventions were needed and their associated unit costing. This 
was primarily driven by not describing sufficiently suitable packages of work in RIIO-T1 and not capturing enough cost 
and scope data. 

3.4.3. As part of our learning from the ‘RIIO-T2 and Beyond Ways of Working’ project, we introduced new methods and 
processes to improve our costing capabilities, such as: 

• New embedded end-to-end process (from strategy to investment sanctioning to delivery and commissioning)
to track work delivery and expenditure.

• New Work Breakdown Structure (WBS) in SAP, recording both project and asset level spend, enabling
accurate RRP reporting and outturn unit cost capture.

• Unit Cost Schedules (UCSs) are now populated for each completed intervention, drawing out detailed outturn
cost components and cost differentiators.

• New cost module deployed in Copperleaf, providing a structured library and enabling investment pick lists
and automated intervention optimisation.

3.4.4. This process is facilitated by the creation of Unique Identifiers (UID) for describing work. A UID is a package of work, 
with an expected scope, unit cost and assets intervened within it. In RIIO-T2, this is described against a relevant 
Secondary Asset Class (SAC). This work packaging allows larger projects to be built from the lowest level of 
intervention, a UID on a specific asset, as well as the tracking of delivery progress and outputs. 

3.4.5. This allows the unit cost of an intervention to be tracked based on actual outturn costs and cost breakdowns. We 
can now implement accurate unit costs for our NARMs assets to support funding request decisions and provide 
assurance toward a high-quality business plan. 

3.4.6. We now have a new dedicated cost team embedded within our planning process to provide a central source for 
consistent costing methodology and benchmarking. 

3.4.7. Close collaboration between our planning function and our SMEs and operational colleagues has ensured that where 
unit costs do not appear reasonable or are not confidently justifiable, we employ support from additional surveys and 
analysis (internal and/or independent) to increase cost confidence. 

3.4.8. All these improvements have allowed us to conduct our intervention costing with a much-improved confidence and 
accuracy than previously possible. 

3.5 Updated Asset Taxonomy and Asset Groups 

3.5.1. In the process of building UIDs for RIIO-T2 work, it was apparent that the scope of our current regulated asset base 
was often too detailed or not detailed enough to accurately record costs and risk benefit for UIDs. The UIDs defined 
in our business plan and used for setting our Baseline Network Risk Output (BNRO) targets are often at a sub-SAC level 
of detail. 

3.5.2. Based on this, it was decided to transition to a new work measurement system, and we therefore aligned our entire 
asset data structure to a new asset taxonomy based on the ISO 14224 standard. This approach enables a top-down 
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3.6 Capability Enhancements within Asset Management Systems 

3.6.1. Information on the condition of our assets is held within our Computerised Maintenance Management System 
(CMMS), which is Maximo enterprise asset database. In RIIO-GT3, we will continue to support Maximo, to maintain 
the platform’s health and deliver iterative changes to continue exploiting its capabilities and effectiveness. 

3.6.2. Copperleaf is our asset risk modelling decision support tool. In RIIO-GT3, we will continue to invest into the upkeep of 
the Copperleaf platform and exploit new areas of capability within it to provide more accurate asset health scores and 
predictive models. We have also planned upgrades within our Geographic Information System (GIS) and the on-field 
safety and risk management platforms. 

3.6.3. All these system maintenance and enhancement efforts will further improve our asset management decision-making 
capabilities in the future. Further detail on the scope and justification for these proposed investments is provided 
in our NGT_A11_IT_and_Telecoms_Strategy_RIIO-GT. 

3.7 Our On-Going Maturity Development and Process Improvement Initiatives 

3.7.1. We understand there are still underlying challenges and improvement opportunities which we need to address within 
our processes to progress closer to being excellent in asset management. This is why we have initiated various process 
improvement projects as part of our maturity development roadmap. 

3.7.2. Our ambition is to achieve a target score of 70% in our asset management maturity by 2031, which is well ahead of 
our 2022 position of 52% as shown previously in Figure 4. 

3.7.3. We have embarked upon several strategic initiatives across the subject areas of Asset Management as per the GFMAM 
Asset Management Landscape as shown in Figure 3. These initiatives were prioritised following suggested 
improvement actions from the assessment conducted by AMCL and from the opportunities identified through the 
desired states within our Asset Class Strategies. 

3.7.4. We grouped the improvement opportunities into manageable projects and assessed their business-criticality (based 
on the five risk categories of the Service Risk Framework (SRF)) in collaboration with the relevant Subject Matter 
Experts (SMEs). After validation and governance from the Asset Management Performance Forum (AMPF), these 
initiatives were prioritised and mapped onto our asset management maturity roadmap which is a high-level visual 
roadmap of the prioritised improvement initiatives on a timeline to 2031. 

3.7.5. Another initiative that we have prioritised, following assessment from our validation model, is our digitisation 
strategy. As part of this, we are rolling out targeted initiatives and improvements to the quality and effectiveness of 
our asset data and systems. These initiatives encompass all the asset management activities required to specify, 
collect, maintain, and dispose asset information. A dedicated project group known as the Future of Asset Management 
(FOAM), has been mandated to drive improvements in our asset information management strategy and standards. 
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4.3.12. It is assumed to be necessary to repeat the same intervention after 10 years. 

4.3.13. The LTRB (£) is the cumulative difference between the with and without intervention monetised risk profiles, 
represented by the hashed area in Figure 8. 

4.3.14. The lower chart Figure 8 in shows the LTRB for a 5-yearly intervention frequency. An intervention will be required in 
each regulatory period (assuming they remain 5-yearly in the future), the intervention delivers a reduced initial 
probability of failure reduction and the LTRB accrues over only 5 years. The difference between the LTRB for the 5 and 
10-yearly intervention is the additional benefit delivered by (for instance) a major over a minor refurbishment.

4.3.15. LTRB is our measure to gauge how much consumer value our interventions deliver. The LTRB does not consider the 
cost differences of alternative intervention options (this comparison is completed in subsequent Cost Benefit Analysis 
(CBA) process). 

4.3.16. Within our RIIO-T2 delivery, an important concept to consider alongside LTRB is Unit Cost of Risk removed (UCR). This 
enables us to quantify our risk benefits by showing how much risk has been removed through the spend. It is 
calculated for each intervention by dividing the total intervention cost (not the unit cost) by the delivered LTRB, 
adjusted for agreed efficiencies and Real Price Effect (RPE). This is used for target setting within the NARMs mechanism 
of RIIO-2 and evaluating our performance in delivering the regulatory deal. 

4.3.17. Individual UIDs with an expected LTRB output are used for Baseline Network Risk Output (BNRO) target setting and 
regulatory reporting. 

4.3.18. NB: Please note, all charts show deterioration as linear. In practice, they are Weibull curves. 
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5 Our Strategic Approach to Managing NARMs and non-NARMs Assets 

5.0.1. Currently, all our Secondary asset classes can be categorised into lead and non-lead based on whether assets within 
those asset classes carry gas (e.g. Pipelines, Gas Turbines etc) or if they support / protect the assets that carry gas (e.g. 
Security Fences, Marker Posts etc), respectively. Non-lead assets are generally dealt with outside of the NARMs 
mechanism in RIIO-T2. 

5.0.2. Our approach to the management of NARMs and non-NARMs assets considers lessons learnt from RIIO-T2. As 
explained in Sections 3.4, 3.5, we have implemented a new asset taxonomy and equipment class groupings. This 
means, transitioning away from Secondary Asset Classes (SAC), and utilising an ISO14224 asset taxonomy for 
Intervenable Unit (IU). This allows us to define a standard asset as basis for unit costing, project scoping and industry 
benchmarking. Going forward we will replace SAC assets as the unit of measure for NARMs analysis and reporting. 

5.0.3. The approach of lead and non-lead is expected to continue into RIIO-GT3. With lead assets categorised as A1 
Interventions in NARMs and non-lead assets benefit reported in A3 NARMs. Where A1 interventions are applicable to 
the NARM funding adjustment and penalty mechanism and A3 interventions are ring-fenced project/activity. 

5.1 Summary of our Approach to Managing NARMs Assets 

5.1.1. The monetised risk NARMs methodology is part of the asset management decision making toolbox, alongside other 
inputs such as engineering judgement and Cost Benefits Analysis (CBA) which all help in justifying proposed 
intervention options. 

5.1.2. Our long-term risk objective is to reach a monetised risk which is at or below the risk position seen at the start of the 
RIIO-T2 price control period (2022). We will work toward this objective throughout RIIO-GT3 and beyond. This risk 
reduction will require an increased focus on improving the health of our assets. 

5.1.3. Most of the National Gas Transmission (NGT) asset health plan is covered by Network Asset Risk Metrics (NARMs) 
work that is necessary to maintain the safety and reliability of the network. The remainder is investments into non- 
lead assets such as cab infrastructure and civils interventions, which are necessary to maintain compliance with 
legislation, and to ensure the protection of and safe access to operational network assets. 

5.2 Summary of our Approach to Managing Non-NARMs Assets 

5.2.1. These assets are excluded from the NARMs mechanism as they do not have easily measurable or encompass non- 
existent relationships between condition and/or age and the likelihood of failure. Examples include, security fencing 
and pipe supports, where the relationship between a poor-quality asset and a measurable service risk consequence 
is highly uncertain. 

5.2.2. Non-lead assets and interventions are also generally excluded from the BNRO if they have specific volume or other 
outputs targets. 

5.2.3. Electrical assets are currently included in the NARMs mechanism, although their primary failure mode is obsolescence 
rather than condition or age. The deterioration curves assigned to electrical assets are calibrated to include assumed 
obsolescence risk. 

5.2.4. Investments into these non-NARMs assets are bottom-up, based primarily on managing their condition to a 
satisfactory level by intervening on existing and/or forecast defects. 
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Figure 11: Our Risk Objective Tabled and Agreed at Energy Security Steering Committee 
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8 Conclusion 

8.0.1. Ofgem’s expectations from the Network Asset Management Strategy Annex document are contained in the Business 
Plan Guidance document from section 5.2 to 5.7. 

8.0.2. With specific examples of improved processes and capabilities we have explained what we are doing to ensure we 
continue our best-in-class asset stewardship and pursue the continuous improvement journey toward excellence in 
asset management maturity. 

8.0.3. Our strategic positions, including our long-term risk objective, asset management policy and strategy to promote asset 
health and long-term operational resilience across our network assets have been discussed. 

8.0.4. We have taken the lessons learned from RIIO-T2 planning and delivery to ensure that we are better equipped to 
manage existing and new challenges in RIIO-GT3 planning period. 

8.0.5. Our approach to network risk strategy for NARMs and non-NARMs assets has been provided to ensure granularity in 
work packaging. This includes the integration of unit cost schedules for improved cost confidence and adoption of the 
ISO 14224 standards for asset class standardisation. 

8.0.6. Monetised risk profiles have been included to show the network risk position: 

• At the start of the price control periods (baseline view).

• The end of the price control period with no intervention, effectively reflecting our view on asset degradation
over the period.

• The end of the price control period with proposed interventions.

8.0.7. Our approach for these scenarios is based on our target asset risk levels to maintain reliability and availability as well 
as maintaining high safety standards proportionate to the criticality of our national infrastructure. 

8.0.8. Our aim for RIIO-GT3 is to continue gaining long term risk benefits across our networks to ensure our risk comes back 
down to the start of RIIO-T2 levels and then stabilised at this level going forward. 

8.0.9. Our monetised risk objectives are based on what our stakeholders deem valuable, where value is measured in LTRB. 
Our CBA approach aims to guide us efficiently and objectively in making the right interventions, to the right assets, at 
the right time, maximising whole-life value for our existing and future customers. 






