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A note from our CEO, Nicola

At Yorkshire Water, we are firmly 
committed to being open and 
transparent about how we’re 
performing, where we need to 
improve and what we’re doing to 
deliver for our customers and the 
environment here in Yorkshire.

Welcome to the first of our public 
reports on our performance which 
covers the first year of our largest 
ever improvement programme 
– where we’re investing £8.3bn 
between April 2025 and March 2030. 
We will publish a document like  
this every 6 months to help you 
understand how we are delivering  
on our plans to improve our  
customer service and reduce our 
environmental impact. We did  
share a similar document with 
political stakeholders across 
Yorkshire 6 months ago and through 
that process learnt that sharing our 
activities widely with our customers 
would be welcomed and valued. 

Managing the impact of the drought 
on our operations was a major focus 
for last year, but we kept water 
supplies flowing for our customers 
under extreme weather conditions 
and we were still able to hit our 
leakage performance due to the 
additional resource and plans we  
put in place. In autumn, we moved 
into recovery and we were able to  
lift the hosepipe restrictions earlier 
than we expected in December 2025. 

We were also able to improve our 
water quality performance, as we 
saw fewer customers getting in touch  
with us because they were unhappy 
with water quality from their taps. 

Alongside this, we kickstarted our 
largest ever environmental 
investment by spending £990m 
this year alone on improvements. 
Over the year, we have completed 
investments to reduce phosphorous 
from the final effluent that we 
discharge at the end of the 
wastewater treatment process, 
created more storage and treatment 
capacity for wastewater to reduce 
the number of discharges from  
our storm overflows, and replaced 
water mains to reduce bursts and 
leakage. 1,500 projects are in design, 
on site and 88 of those have been 
completed. We have included  
details in the report about some of 
those schemes, and we’ll have even 
more work being completed this  
year as the programme ramps  
up significantly. 

Our pollution performance is not 
where we wanted it to be. Sadly,  
it is likely we will be classified by the 
Environment Agency as a 1 star 
company this year. There are three 
factors causing that, two of which are 
related to our pollution performance. 
The total number of incidents and  
the number of those which are  
of the most serious category were 
significantly above the levels we were 
expecting. Performance challenges 
were compounded by extreme 
weather conditions, including the 
drought and several named storms. 
The drought created significant 
issues for our smaller wastewater 
treatment works which typically  
serve rural communities of fewer 
than 250 people and often discharge 
into small watercourses. Reduced 
flows in these watercourses, which 
often become dry ditches during 
drought conditions, mean that even 
routine discharges have a greater 
environmental impact than usual 
because there is less rainwater to 
dilute the discharge. This resulted 
therefore in a greater number of 
pollution incidents.
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One of the important ways we will 
reduce pollution is by improving  
our data and understanding of our 
network. We’re continuing to increase 
our use of operational intelligence, 
which uses data from our monitors 
and AI to predict and prevent 
pollution before it occurs. Other 
ways we are driving improvement 
include large-scale asset and sewer 
cleaning, increased proactive CCTV 
inspections, a dedicated pollution 
root cause analysis team and the 
development of site-specific 
mitigation and emergency response 
plans. In York, we’ve been piloting 
using bio-block technology which 
has helped to reduce fat, oil and 
grease blockages. This is now being 
rolled out to 15 more places 
across Yorkshire. 

We know there’s a long way to go 
before our performance is where 
we, and our customers, want it to  
be but I am personally committed  
to driving improvement. I have 
been leading the investigations into 
pollution incidents to understand the 
root causes so we can implement 
the right actions and stop similar 
incidents from happening again. 
The final factor driving our likely  
one star classification is the delivery 
of our Water Industry National 
Environment Programme (WINEP) 
plans for 2020-25 where we still need 
to deliver five schemes in West Leeds. 

We did complete 668 other 
obligations as part of WINEP, and  
we are underway with delivering  
the remaining five schemes  
by 2028. It is disappointing that 
decisions and actions taken by  
the business many years ago  
now affect our classification.

We have also continued our focus  
on improving the experience our 
customers have with us. We did  
see an improvement in our  
customer service performance, but 
unfortunately with bills increasing  
in April 2025 by 30% on average, 
followed by the introduction of 
hosepipe restrictions in July, this 
meant customer sentiment didn’t 
improve as much as we had  
planned it to. 

We implemented our recovery plan 
and invested £8m to rapidly improve 
service. This plan focuses  
on improving end-to-end ownership 
of the customer journey and 
increasing the number of colleagues 
in customer facing roles so we can 
resolve issues quicker and keep 
customers updated. We also 
introduced ‘second voice’ which 
provides customers with an 
additional escalation if they feel  
their interaction with us has not  
been handled how they’d like it  
to have been.

The focus for our customer plan this 
year is to build on tactical gains while 
transitioning towards sustainable, 
strategic solutions such as digital 
self-serve, automation, improved 
customer journeys, WhatsApp  
and Interactive Voice Response 
enhancements, alongside continuing 
to listen to customer feedback to 
shape our plans.

We know that the cost of living 
continues to be a challenge for  
our customers and, with water  
bills continuing to rise to fund vital 
investment, we want to make sure 
we’re providing the right support for 
those who need it. Over the last year, 
we’ve helped an additional 55,000 
customers with their bills, meaning 
we helped 246,000 customers with 
£70m worth of support – £25m more 
than the previous year. We have also 
added 80,000 more customers on  
to our Priority Services Register so  
we can tailor the service they receive 
to better reflect their needs. 

Overall our performance is still 
not where we want it to be and 
we are focused on rectifying this. 
Infrastructure changes unfortunately 
take many years to deliver at scale, 
but we are on the way. Through this 
report, we’ll detail the plans we have 
in place for the areas we need to 
improve, and I hope through these 
regular reports you can hold us to 

account as we move forward.
We welcome feedback on this  
report – our customers and 
stakeholders are vital to our journey, 
so please do get in touch if you  
have any comments. 

Our plan is focused on delivering 
what is right for our customers  
and what is right for the environment, 
so we can ultimately help Yorkshire 
thrive. It’s important we remain  
open and honest with you about  
how we’re doing, and we are 
committed to continuing this half 
yearly update document and to  
our Your Yorkshire Water Your Say 
process where customers can  
ask us questions directly. 

Thank you for joining us on  
this journey. 

Nicola Shaw
Chief Executive
Yorkshire Water

Yorkshire Water    03Delivering for Yorkshire Delivering for Yorkshire  Our half year Performance Report 2025-2026 Yorkshire Water    03Delivering for Yorkshire Our Performance Report 2025-26



What we’re proud of

Between April 2025 and March 2026 we have:
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Invested £990m  
to improve our 
infrastructure

Reduced leakage by 
18.5% compared to  
the 2020 baseline

Replaced 174.7km  
of water mains

Reduced external sewer 
flooding by 10.1%

Installed 177,000  
smart meters

Supported an
additional 55,000
customers with 
their water bills

Added 80,000 
customers to our Priority 
Services Register

Reduced average 
discharges per storm 
overflow from 31 to 24

Improved water  
quality

Recruited and 
onboarded over 1,234 
new colleagues

Taken steps to  
reduce pollution  
in the long term

Completed 88 investment 
projects. 23% of our 5-year 
programme is already on 
site being delivered

A more resilient 
water network compared  
to the 2022 drought



Introduction 
to our 
Performance 
Report 
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Introduction to our Performance Report
This is our first public Performance 
Report, part of our commitment  
to being open and accountable to 
our customers and stakeholders 
about our performance and  
the delivery of our 2025-30 
investment programme.

This report covers the first twelve 
months of our new business 
planning period and shows how  
we are performing against the 
stretching targets we’re working  
to – targets that are designed  
to deliver meaningful  
improvements for our customers 
and the environment.

The report provides:
•	�A summary of performance  

in the first financial year* of our 
five-year plan.

•	�Key performance trends, so you 
can read about what’s going well 
and where we’re facing 
challenges.

•	�Performance against our core 
measures, covering both 
customer and environmental 
measures.

•	�Clear explanations of where 
performance has met our targets 
and where it hasn’t.

•	�Actions we’re taking to address 
areas where performance has  
fallen short. 
 
*�Financial year runs from April 25-March 26

We’ve included data for key 
performance measures alongside 
the targets we are working towards 
for the 2025-30 period, so you can 
see the scale of improvement we’re 
aiming for and track our progress 
over time.

This report provides a full-year  
view on how we’ve performed 
and includes a scorecard of how 
we’ve performed against our 
annual targets and whether the 
improvements we’ve committed  
to have been delivered.

For reference, we also publish our 
Annual Performance Report in  
July which includes a full assured 
overview of our performance.

This report provides a full-year  
view on how we’ve performed  
and whether the improvements 
we’ve committed to have  
been delivered.
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Our performance  
in the first year  
of our five- 
year plan
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Our performance  
in the first year of  
our five-year plan 

A summary of our performance
Our dashboard for performance during year one of our five-year plan

Repairs to burst 
water mains

Water supply 
interruptions

Customer 
experience

Developer 
experience

Internal sewer 
flooding

Total and serious 
pollution incidents

Storm overflow 
programme

Leakage

Mains replacement 
programme

Water quality
Smart meter 
upgrades

Storm overflows
External sewer 
flooding
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How we’re  
performing

This section sets out how we have 
performed against our key metrics  
in the first year of our five-year plan.  
The first set of measures are focused 
on the services we provide for 
customers. These are followed by  
the measures that link to our plans  
to do right for the environment. 
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Repairs to burst mains – improving the 
resilience of our water network 
Why is it important? 
A burst water main can cause a lot of 
disruption to customers by interrupting 
their water supply, causing low 
pressure or even disrupting traffic 
while we do the repair. It can also 
result in a lot of water being lost.  
This measure shows how resilient  
our system is as the fewer repairs  
we have to make, the better.

How do we measure performance? 
This measure reports the number 
of repairs that have been made per 
1,000km of mains in our network. 
The lower the score, the better as 
this means we’ve had to make 
fewer repairs.

How did we do?
We didn’t meet this performance 
commitment for numbers of  
mains repairs carried out, per 1,000 
kilometres of mains length. The 
weather will always pose challenges 
to our mains water system, which  
we expect. With one of the most 
significant droughts in recent history 
during 2025, this led to an increased 
number of mains bursts over the 
summer. The drought was then 
followed by an extreme cold spell in 
January 2026. Combined, these two 
events resulted in a higher number 
of reported mains bursts than 
we forecasted.

We did take on board learnings from 
the drought we experienced in 2022, 
including prioritising repairs based  
on the greatest leakage benefit. 
We’ve also benefited from long- 
term pressure optimisation and 
investment in our smart network so 
we were better prepared and more 
resilient than we were in 2022. 

Ri
ght for customer

Right for custom

er

Repairs to burst mains

Our target for the full year

185.3

2025/26
Ofwat 
target

189.0

2025/26 
Full-year 
position

173.75

2024/25 
Full-year 
position
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Our repairs to burst mains 
action plan 
•	�Accelerating our mains 

replacement programme so we’ll 
be delivering benefits quicker to  
our customers.

•	�Optimising pressure management 
so our network is calmer and less 
prone to leaks and bursts.

•	�Enhanced training for everyone who 
operates our water network so we 
can manage our network better.

•	�Utilising an AI-driven digital 
platform to help us easily validate 
mains repairs, resulting in them 
being completed quicker and  
more efficiently.

•	�Improving our detection and  
repair times through our use of 
advanced acoustic loggers, smart 
network analytics, and by working 
with local highways. We’ve been 
able to halve the time it takes to 
move from reporting to fixing.

•	�Investing in our water pumping 
stations to reduce any adverse 
impact they have on our network.

Ri
ght for customer

Right for custom

er

Historic performance YW full-year target Ofwat target

215.8 169.8 219.3 175.3 173.8 189
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Repairs to burst mains
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Water supply interruptions Ri
ght for customer

Right for custom

er

Why is it important? 
Water supply interruptions are 
inconvenient to customers at best  
and can cause anxiety and  
distress, depending on individual 
circumstances. We understand this 
and how vital it is our customers  
have the water they need, when  
they need it.

How do we measure performance? 
Interruptions to supply are measured 
from the point where there is no  
water available at the first cold tap  
or equivalent to 3 metres or less 
pressure in the main, for periods of  
3 hours or more. We report this in 
hours, minutes and seconds as an 
average per property. The lower the 
score, the better as this means we 
have interrupted supplies for less 
amount of time.

How did we do? 
We didn’t meet the performance 
commitment for limiting water supply 
interruptions of 3 hours or more to  
our customers. Despite this, we 
prevented over 200,000 properties 
from reaching the 3-hour supply 
interruption threshold, more than 
double than in previous years. This 
improvement was driven by enhanced 
restoration capability, including 24/7 
tanker deployment and better  
incident response.

We had six large water supply 
interruption events during the year, 
which accounted for 5 minutes: 40
seconds of our underperformance.  
A power failure at our Aughton water 
treatment works, caused by a fault  
on the grid and beyond our control, 
was a particularly severe event. The 
two power feeds coming into this site 
- one meant as a backup in the event 
of a failure - both failed, resulting in 
13,800 properties losing supply for over 
3 hours. There has since been a full 
investigation into how this event was 
able to occur, and we are looking  
at measures to ensure events like it, 

Average number of minutes lost per 
customer (mm:ss)

Our target for the full year

05:00

2025/26
Ofwat 
target

11:58

2025/26 
Full-year 
position

08:27

2024/25 
Full-year 
position
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and other large-scale events, cannot 
happen again in future, including 
proactively maintaining our site 
generators, ensuring they are 
operational at all times. If we had not 
experienced this power failure event, 
our performance would have been  
our best since 2021.

Due to the drought in 2025, we 
experienced prolonged periods  
of time when soil moisture levels  
were extremely low. This was a 
significant challenge for water  
supply interruptions as the increased 
ground movement caused by low 
moisture causes more mains pipes – 
particularly those made of cast iron – 

to burst. Going forward, as we renew 
our older cast iron mains with newer 
and more robust HPPE mains, this 
should become less of a problem  
in future drought periods.

As we’ve been replacing these older 
water mains, we have experienced 
inevitable impacts to supply while 
we’ve been undertaking planned 
shutoffs and missed connections. 
Ultimately, this work will provide a 
significant, long-term benefit to 
our customers and improve our 
performance.

Our water supply interruptions 
action plan
•	�Accelerating our mains replacement 

programme so we have more 
reliable water mains.

•	�Upgrading our highest risk water 
pumping stations.

•	�Exploring how we can improve  
our temporary alternative water 
supplies so we can protect more 
customers’ supplies.

•	�Upgrading our IT systems to enable 
better coordination and planning.

•	�Embedding learning from past 
events so we can improve our 
processes and prevent similar  
events from happening again.

Ri
ght for customer

Right for custom

er

Historic performance Ofwat targetYW full-year target
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Average number of minutes lost per customer (mm:ss)
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Compliance Risk Index

Our target for the full year

0

2025/26
Ofwat 
target

3.15

2025/26 
Full-year 
position

3.61

2024/25 
Full-year 
position

Water quality compliance – measuring  
our drinking water quality
Why is it important? 
We want our customers to trust that 
we’re supplying them with excellent 
quality drinking water. Our target is set 
at zero by our regulator because we 
should be aiming for no customers 
needing to get in touch with us about 
their water quality. 

How do we measure performance? 
Our score increases with each quality 
risk detected by the tests and at the 
end of the year, all our scores are 
added together to provide one 
overall risk score. 

How did we do?
Although we didn’t meet Ofwat’s  
target of zero for water quality risks 
detected in 2025, we improved in our 
performance from 2024, as well as 
achieving our lowest annual risk  
score since 2021.

We achieved a reduction, from 12 in 
2024 to 5 in 2025, in coliform bacteria 
detections at our water treatment 
works. While this type of bacteria is not 
considered a health hazard, we use 
these detections to confirm the 
operation of our sites is meeting 
standards. There was also a reduction 
in the number of occasions where we  
found taste or odour issues in our 
compliance sampling programme.

Our main challenge in 2025 was a 
high number of failures in the standard 
for iron, which is one of the elements 
that can cause water to be 
discoloured. We saw an increase in 
the number of samples failing the 
regulatory standard, from 16 in 2024 
to 20 in 2025. 

Ri
ght for customer

Right for custom

er

Yorkshire Water    14Delivering for Yorkshire Yorkshire Water    14Delivering for Yorkshire Our Performance Report 2025-26

How we’re  
performing 



On examination, we found that most  
of these failing samples occurred 
during the early parts of the year when 
customer demand was very high, due 
to the warmer, drier weather. Historic 
sediments in mains systems become 
more disturbed than usual during 
times of high demand, resulting in the 
failure for iron. Therefore, we are now 
using our investigations of every iron 
failure to bring forward targeted mains 
improvements.

Our water quality action plan 
•	�Flushing and conditioning  

our network.
•	�Installing rapid gravity filters at  

our treatment works to improve  
water quality.

•	�Installing new particle monitors at  
12 of our water treatment works so  
we can spot any issues as quickly  
as we can.

•	�Completing our improvements  
at Tophill Low WTW where we’ve 
historically had water quality issues.

•	�Creating a new ‘root-cause  
analysis’ team dedicated to water 
quality issues.

•	�Getting back on track with service 
reservoir inspections after we 
reduced them during the drought.

•	�Growing the team who complete air 
valve inspections so they can make 
sure they’re functioning properly and 
not causing any water quality risks.

•	�Accelerating our mains replacement 
programme so our network will 
become more stable and calmer, 
which will improve water quality.

Ri
ght for customer

Right for custom

er

Compliance Risk Index

Historic performance YW full-year target Ofwat target

3.152.34 4.76 4.61 9.27 3.61
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Internal Sewer Flooding

Our target for the full year

368

2025/26
Ofwat 
target

610

2025/26 
Full-year 
position

530

2024/25 
Full-year 
position

Sewer flooding – reducing disruption  
caused by sewer flooding events
Why is it important? 
Sewer flooding is one of the most 
distressing, stressful experiences  
for a customer. It’s one of our top 
priorities as a water company  
to prevent these incidents from 
occurring.

How do we measure performance? 
Internal flooding is when an escape 
from the sewerage system enters  
a building or passes below a 
suspended floor. This measure 
reports the number of internal sewer 
flooding events each year per 10,000 
sewer connections, including events 
that are caused by severe weather.

External flooding is calculated as  
the number of external sewer 
flooding incidents per 10,000 sewer 
connections. It includes flooding due 
to overloaded sewers (hydraulic 
flooding) and due to other causes, 
including severe weather events.

How did we do?
We met and exceeded our 
performance commitment target  
for external sewer flooding incidents, 
we achieved a 10.1% reduction in 
incidents compared to last year and 
we’ve seen consistent improvement 
over the past three years.

Unfortunately, despite a sustained 
effort and focus, we didn’t meet our 
target for reducing internal sewer 
flooding. Our performance doesn’t 
match the progress we achieved  
last year when we had our strongest 
result to date. 

We did have a challenging target  
to achieve with clear plans to meet 
it, but the rapidly shifting weather 
patterns from extreme drought to 
extreme rainfall put additional strain 
on our operational teams. Intense 
rainfall also presented a risk to the 
high number of cellared properties 
we have in the region. 

Ri
ght for customer

Right for custom

er
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This year, approximately 70% of 
internal sewer flooding incidents 
occurred in cellared properties, 
highlighting their increased 
vulnerability. We know we need 
further work to strengthen resilience 
in this area, improve preparedness 
and target interventions. We 
continue to review and manage 
these risks to reduce customer 
impact, actively planning for 
weather impacts and undertaking 
proactive maintenance and 
targeted interventions.

We began working with a new 
delivery partner in April 2025 to 
support our wastewater repairs  
and maintenance. The transition  
was complex, with a high volume  
of work being transferred during  
a time of increased demand. 
The resulting resource issues 
impacted both urgent repairs and 
planned proactive work, which also 
increased the level of mitigation 
work we needed to carry out to 
reduce risks for customers and 
prevent repeat incidents. 

We increased capacity across 
teams to lessen the impact of a 
lower operating performance in this 
area, and we continue to monitor 
and respond to this as a key driver 
for our performance. We’ve also put 
other enhancements in place, such 
as daily checks, improved oversight, 
targeted training, and strengthened 
escalation processes, to improve our 
control over performance, support 
recovery of our performance and 
reduce associated risks.

Ri
ght for customer

Right for custom

er

Historic performance YW full-year target Ofwat target

778 664 630 662 530 610
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Internal Sewer Flooding
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ght for customer

Right for custom
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In addition to this, we introduced 
significant changes to our ways of 
working that will, in the long term, 
improve our service to customers. 
However, we experienced system 
issues and delays, which affected 
our ability to respond quickly to 
incidents, and impacted our follow-
up work and data recording. 

Although we have strong checks in 
place and were able to identify the 
issues we needed to, this was a 
further demand on our resources. 
We continue to operate temporary 
workarounds across our processes 
until these new ways of working are 
fully embedded, including the use  
of dual systems and manual data 
handling. We’re also recruiting 
across our teams to mitigate 
resource issues.

Our sewer flooding action plan 
•	� Early action and prevention by our 

Network Protection team so we can 
stop problems before they occur.

•	� Educating customers on how they 
can help reduce blockages.

•	� Sewer maintenance programme 
which prioritises at-risk properties 
so we can improve the reliability of 
our network and prevent incidents.

•	� Proactively cleansing high risk 
parts of our sewer network so we 
can remove any blockages or silt 
as they build up.

•	� In-depth investigations by our 
specialists so we can understand 
the underlying causes.

External Sewer Flooding

Our target for the full year

5,613

2025/26
Ofwat 
target

5,110

2025/26 
Full-year 
position

5,685

2024/25 
Full-year 
position

Sewer flooding – reducing disruption  
caused by sewer flooding events (Continued)
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Right for custom
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•	�Expanding the visibility of our 
network by installing more 
monitoring devices and utilising  
AI to predict and identify  
potential issues.

•	�Strengthening our response to 
incidents by recruiting more 
colleagues with enhanced 
technical support.

•	Targeting repeat incidents.
•	�Improved data integration so it is 

not spread across multiple systems 
– this will help us view end-to-end 
risk, respond faster, target proactive 
interventions, better manage 
repeat incidents for those most at 

risk, and provide even more 
transparent reporting.

•	�Improvements in how we  
identify and manage customers  
at risk so we can contact and 
engage customers ahead of  
high-risk periods.

•	�A focus on repeat incidents with 
consistent investigations, robust 
root cause identification and  
timely follow-on work, as well  
as enhanced governance and 
performance reviews.

•	�Improvement of process 
documentation to ensure 
consistency, mapping of workflows 

and strengthened assurance,  
which all supports identification  
of inefficiencies and opportunities  
to improve service.

•	�Strengthening our weather resilience 
by better understanding how our 
network operates under different 
weather conditions so we can 
intervene earlier and improve  
how we prepare for extreme  
weather events.

•	�Improved training and collaboration 
across our wastewater teams.

•	�Over-delivering on our investment 
planned for this year so we can 
catch up with our investment plans.

Historic performance YW full-year target Ofwat target
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Customer service

Why is it important? 
Our customers are at the heart 
of everything we do, and we are 
constantly striving to improve the 
service we provide. Customer 
feedback allows us to make plans 
and concentrate our efforts to 
improve our services for the better.

How do we measure performance?
The Customer Measure of Experience 
(C-MeX) metric measures how 
satisfied our household customers 
are with the level of service we 
provide. It’s calculated from two 
surveys in which customers can  
rate their experience:
•	�Customer Satisfaction Survey:  

a survey of customers who have 
had recent contact with us asking 
them about their experience.

•	�Customer Experience Survey:  
a survey of randomly selected 
residents within the region  
asking them how satisfied they  
are with us.

Both surveys are completed by 
agents appointed by Ofwat. We are 
ranked against the other 16 water
companies in England and Wales, 
with 1 being the best and 17 being  
the worst. Ofwat has made changes 
to the way C-MeX is calculated  
from 2025/26 onwards, so that the 
metric is not comparable with 
historic scores.

How did we do?
Despite all our work during the year 
to improve our customer experience, 
we’re disappointed our C-MeX  
rating has fallen from 10th to  
12th, out of 17 water companies.
Our customer experience score for 
the full year, out of 100, is 61.09.

Ri
ght for customer

Right for custom

er

C-MeX

Our target for the full year

62.6

2025/26
Ofwat 
target

61.09

2025/26 
Full-year 
position

–*

2024/25 
Full-year 
position

*�Ofwat has made changes to the way C-MeX is 
calculated from 2025/26 onwards, so that the 
metric is not comparable with historic scores.
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This is not where we want to be  
and we’re taking action to change 
things. The year has seen a unique 
combination of challenges, 
including:
•	�New customer survey 

methodology, leading to a  
re-baselining of scores across  
the industry.

•	�Negative media and public 
attention, with pollution, fines  
and executive pay remaining  
in the headlines, impacting public 
perception of their water  
services provider.

•	�An increase in the annual bill, 
causing a high level of 

dissatisfaction, with comments on 
bills feeding into their satisfaction 
with the service they received.

•	�Operational service delivery 
challenges, particularly in the  
final quarter of the year with  
a higher number of jobs to  
attend to.

To help drive improvement, we’ve 
invested £8m in Year 1 to rapidly 
improve customer service through 
tactical actions. These included 
introducing case management to 
provide end-to-end ownership 
of customer issues, an increase  
in roles in our contact centres, and  
a new ‘second voice’ escalation  

for dissatisfied customers. These 
actions aim to ensure that priority 
and complex issues are given the 
focus required to deliver the right 
outcome for our customers.

Building on what we’ve learnt so far 
in the first year, we continue to listen 
to our customers and take action to 
ensure we provide the service and 
experience expected. We’ll shift from 
short-term, resource-heavy fixes to 
more sustainable, technology-led 
improvements, including greater use 
of digital channels, automation and 
bots, reduced reliance on additional 
headcount, and continued 
investment in frontline capability.

Moving forward, we are investing in 
improvements to contact channels 
and communication, to ensure
customers are kept updated about 
their issue, and we have recruited 
significant numbers of new
colleagues to increase our capacity 
to reduce response times.

C-MeX
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How we’re supporting customers

We don’t want anyone to  
worry about paying for the 
water they need.

With bill increases last year, we 
committed to helping even more 
customers who were struggling 
to pay their bill. 

Through bill reductions, bill caps, 
debt support, special payment 
arrangements and signposting 
to other services, there are lots  
of ways we can help. We’re 
aiming to help with over £375m 
worth of bill support between 
2025 and 2030.

Ri
ght for customer

Right for custom

er

80,000
We’ve signed up 80,000  
new customers to our Priority 
Services Register.

246,000
We’ve helped 246,000 people 
with financial support for their 
bills - over 55,000 more 
customers than last year.

£70 million
We’ve provided over £70 million 
worth of bill support for our 
customers last year.
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Developer service

Why is it important? 
It’s important that the services we 
provide to developers of all sizes  
are to the highest standard, so 
understanding how we are doing 
helps us drive improvements and 
focus on where we could do better.

How do we measure performance?
The Developer Services Measure  
of Experience (D-MeX) metric is 
designed to measure the levels of 
customer service that we deliver to 
our customers who are considering 
or undertaking a new development. 
Our overall D-MeX score is 
calculated from two components 
that contribute equally:
•	�a qualitative D-MeX score, based 

on the ratings provided by 
developer services customers who 
transacted with us throughout the 
reporting year to a customer 
satisfaction survey; and

•	�a quantitative D-MeX score,  
based on our performance  
against a set of selected Water  
UK performance metrics 
throughout the reporting year.

The survey is conducted by an 
independent agent appointed  
by Ofwat.

Ofwat has made changes to the way 
D-MeX is calculated from 2025/26 
onwards, so that the metric is not 
comparable with historic scores.

How did we do?
Despite an improvement in the last 
quarter of the year in our service 
metric scores, our rating is 17th out  
of 17 water companies and is not 
where we want our performance  
to be. Our developer experience 
(D-MeX) score for the full year,  
out of 100, is 59.43.

Our performance in D-MeX is 
disappointing for us and our 
customers, but it has reinforced  
our need for a change in how we 
operate. We have a transformation 
plan in place and are listening to 
what our developer customers  
are telling us they want and need.

Ri
ght for customer

Right for custom

er

D-MeX

Our target for the full year

77.98

2025/26
Ofwat 
target

59.43

2025/26 
Full-year 
position

–*

2024/25 
Full-year 
position

*�Ofwat has made changes to the way D-MeX is 
calculated from 2025/26 onwards, so that the 
metric is not comparable with historic scores.
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59.43

We have increased our engagement 
with developer customers, gathering 
more insight to understand their 
issues, including holding in-person 
developer days across Yorkshire. 
Based on the intelligence we 
received, we formed our 
transformation plan and are in the 
first stages of implementation, which 
we’re pleased to say, has received 
positive customer engagement  
and feedback.

Here are some of the things we’ve 
done so far:
•	�We’ve begun updating our 

operational design and restructuring 
our teams to align to customer 

segments, so we can deliver 
tailored services for small and  
large developers.

•	�We’ve launched the first phase  
of ConnectMe – an application 
portal to improve application  
and payment processes, which is 
already receiving good feedback.

•	�We’ve increased communications 
to customers and are more 
proactive with regular feedback  
on their work areas.

There’s more to do and we’re 
continuing to work hard to improve 
processes and controls, including 
our digital tools to support customers 
and colleagues, which will be rolled 

out throughout 2026. We’re applying 
the lessons learnt from the 
challenges we experienced from 
our contract partner appointment at 
the start of the year, which impacted 
our developer satisfaction levels 
with increased waiting times and 
communication challenges. We 
are addressing these issues and 
working closely with our delivery 
partner to support.

We believe we have a stronger 
foundation for sustained 
improvements in developer 
experience going forward. We have 
a team structure that is completely 
aligned to customer segmentation 

and reporting metrics, empowered 
operationally to act on specific 
customer feedback, including new 
case management capabilities,  
and working specifically to initiatives 
customers tell us they need.

We intend these changes will set a 
secure foundation for the rest of our 
business planning period and we 
hope to demonstrate measurable 
progress in our customer service 
metric and experience scores in 
2026/27.

D-MeX
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Leakage – reducing the water lost  
from our network through leaks
Why is it important? 
Reducing leakage is vital for a 
resilient water system that serves 
our customers and benefits the 
environment. It helps us use our 
water resources more efficiently. 

How do we measure performance? 
We measure the amount of water lost 
between our treatment works and our 
customers’ taps. This is a three-year 
average of annual values and the 
figure is in megalitres per day (Ml/d).

How did we do?
Our target for leakage – as a 
reduction against our 2020 baseline 
figure – was 18.4% and we achieved 
18.5%. For this performance 
commitment, a high score is better 
as it means we’ve achieved greater 
reductions in lost water. We’re 
pleased with the reduction we’ve 
made in leakage during such a 
challenging year for weather.

Ri
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r environm
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Right for environm
ent

Leakage (3 year average)

Our target for the full year

257.2

2025/26
Ofwat 
target

256.9

2025/26 
Full-year 
position

252.4

2024/25 
Full-year 
position
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Historic performance YW full-year target Ofwat target
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Our leakage action plan 
•	�Recruited 100 new colleagues to 

help us find leaks quicker. We also 
increased our repair teams so we 
can get the leaks fixed much faster 
than before. 

•	�Continued investing in pressure 
optimisation such as pressure 
reducing valves and smart 
controller installations to create  
a calmer, more resilient and 
controllable water network.

•	�We’re well underway with our smart 
meter programme! We’ve installed 
177,000 new smart meters already, 
and we’ve already seen a leakage 
reduction of 6.5 megalitres per day. 

•	�Accelerating our mains 
replacement programme so  
we’re replacing old, leaky pipes 
with new ones. 
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Since the start of the year, 
we ramped up our efforts to 
reduce leakage so we could 
meet the challenging water 
resource issues which occurred 
during the drought. 

These are some of the actions  
we took to help:

Recruited
a bespoke leakage night team.

Extended working hours on active 
leakage control from January 
through to October 2025, working 
around the clock to find leaks.

Escalated 15% more leak repairs 
between April and September.

15%

Contacted over 7,000 
smart metered customers about 
a leak at their property.

Upgraded 8,000 of our fixed 
network acoustic loggers to the 
newest technology to further 
improve network visibility.

Invested in lift and shift loggers 
and resource to help us find  
leaks quicker.

8,000
We also experienced a severe 
winter in January, which put 
our water network under strain 
as the freeze and subsequent 
thaw of pipes causes leaks. 
Daily leakage increased but 
thanks to our increase in repair 
teams, we were able to keep 
up with the escalation. 
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Storm overflows – improving river health

Why is it important? 
Minimising discharges from our 
storm overflows is vital to protect 
public health, wildlife, and river 
health. By upgrading our network 
and equipment and investing in 
new infrastructure and nature-
based solutions, we will reduce 
the number of discharges.

How do we measure performance? 
The metric reports the average 
number of discharges per storm 
overflow across our network during  
a calendar year. This is calculated  
by totalling the number of times our 
storm overflows operate and 
dividing this by the number of storm 
overflows on our network. 

The operation of storm overflows is 
detected by Event Duration Monitors 
(EDMs) across our network.

How did we do?
We met and exceeded our target 
for reducing our use of storm 
overflows in 2025. 
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Storm Overflows

Our target for the full year

26.04

2025/26
Ofwat 
target

24.35

2025/26 
Full-year 
position

31.3

2024/25 
Full-year 
position
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The regional drought we experienced 
helped to reduce discharges, but we 
definitely saw the benefit of our early 
£180m investment between 2023  
and 2025 during the wetter periods  
of the year.
 
Between 2023 and 2025, we 
completed a £180 million programme 
to upgrade 100 storm overflows across 
Yorkshire. This included projects such 
as a £2.3 million scheme in Selby, 
where a new pumping station and 
storage tank reduced storm overflow 
discharges by 95%.

We’re now on with investing £1.5bn  
at over 400 of our storm overflows 
before 2030. Projects are well 
underway in Leeds, Bradford,  
Barnsley and Sheffield. 

This year, we’ll have lots more 
schemes starting on sites across the 
region. We’re also building on our 
Storm Overflow Reduction Plan to 
ensure we remain on track with our 
target of reducing storm overflow 
discharges to an average of just  
16 per year by 2030. 

Alongside the investment, we’re 
spending £10.5m on interventions 
such as above-ground storage tanks, 
network configuration changes, 
pump optimisation, installing flap 
vales and non-return valves to 
prevent backflow, optimising network 
cleaning to increase capacity and 
validation of our monitor locations 
so we’re reporting accurate data.

Historic performance YW full-year target Ofwat target
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Total pollution incidents – minimising  
our impact on the environment
Why is it important? 
Protecting the environment is really 
important to us, and we know our 
customers care deeply about our 
pollution performance. 

How do we measure performance? 
We measure the number of pollution 
incidents caused by our wastewater 
assets, for every 10,000km of our 
wastewater network. This is a 
calendar year measure. The total 
measure is category 1, 2 and 3 
incidents as defined by the 
Environmental Agency (EA); the 
serious measure is the number  
of category 1 and 2 incidents.

Category 1:  
Incidents causing a major, serious, 
persistent and/or extensive impact. 

Category 2:  
Incidents causing a significant 
impact. 

Category 3: 
Incidents causing a minor  
or minimal impact.

How did we do?
We didn’t meet our 2025 
performance commitment target  
of fewer than 25 category 1, 2 or 3 
pollution incidents per 10,000 
kilometres of sewer length.
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Total Pollution Incidents (per 10,000km)

Our target for the full year

25.02

2025/26
Ofwat 
target

49.75

2025/26 
Full-year 
position

28.89

2024/25 
Full-year 
position
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The main reason our number of total 
pollution incidents is so high is due to 
the extreme weather events we had, 
particularly the impact the drought 
had on our smaller wastewater 
treatment works. Reduced flows in 
these watercourses, which often 
become dry ditches during drought 
conditions, mean that even routine 
discharges have a greater 
environmental impact than usual 
because there is less rainwater to 
dilute the discharge. This resulted 
therefore in a greater number of 
pollution incidents.

Although we made significant 
investments throughout 2025, both 
financially and through strengthening 
our teams, we are yet to see the full 
impacts from these improvements.

Customers place trust in us to 
manage their water and wastewater 
services, and we have heard 
clearly from them that they expect 
higher standards and faster action 
to protect the Yorkshire region’s 
rivers and waterways. 

Historic performance YW full-year target Ofwat target
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We understand these feelings and 
take them seriously, recognising that 
restoring confidence means being 
transparent about our performance 
and investing in improvements.
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Serious pollution incidents – minimising  
our impact on the environment
Why is it important?
We take every pollution incident 
extremely seriously. This measure, 
and the data from major and 
significant incidents, provides  
us with valuable learning, often 
indicating the need for large-scale 
improvements, which directs  
our programme of monitoring  
and maintenance. 

How do we measure performance? 
Serious pollution incidents are when 
there has been discharge or escape 
from our wastewater assets, classed 
by the Environment Agency (EA) as  
a category 1 or 2 incident. Category 
1 pollution incidents are defined as 
‘major’, involving serious, extensive 
harm to people or the environment. 
Category 2 are defined as ‘significant’ 
with substantial impact. 

How did we do?
We didn’t meet the 2025 
performance commitment target  
of zero serious pollution incidents 
(category 1 and 2).
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Serious Pollution Incidents

Our target for the full year

0

2025/26
Ofwat 
target
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Our pollution action plan 

•	�Understanding the root cause of 
incidents including investigations 
overseen by our CEO, Nicola Shaw.

•	�Increasing our resource including 
an additional 80 frontline colleagues 
to respond to potential pollution 
incidents and a dedicated Pollution 
Investigation team.

•	�Using AI algorithms and increased 
monitoring on our wastewater 
assets to detect potential failures 
before they happen.

•	�Increasing our network monitoring 
capability so we can spot issues 
earlier. We’ve installed 5,000 level 
sensors and added new pressure 
monitoring and SMART air valves 
across our network. We’ve focused 
on areas most at risk of pollution.

•	�Using innovating technology 
such as SewerBall® (a tennis  
ball-sized device that floats through 
and inspects sewer pipes) to identify 
issues in the sewer before they 
develop into incidents.

•	�Carrying out targeted sewer 
renewals utilising hotspot mapping 
to identify and replace deteriorating 
sewers prone to issues.

•	�Investing in public awareness 
campaigns to remind customers 
not to flush wipes. They’re the 
leading cause of blockages on  
our network.

•	�Addressing ‘human factors’ and 
process and procedural controls 
contributing to asset failure. We’re 
rolling out compliance training 
across the organisation, so all 
colleagues understand our 
environmental permit obligations 
and are empowered and enabled  
to also spot issues early on, to help 
prevent incidents.

Historic performance YW full-year target Ofwat target

0
2
4
6
8

10
12
14

2025 2026 2027 2028 2029

13

Serious Pollution Incidents

Yorkshire Water    33Delivering for Yorkshire Yorkshire Water    33Delivering for Yorkshire Our Performance Report 2025-26

How we’re  
performing 



Investment we’re 
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Investment we’re delivering Ri
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We’ve hit the ground running  
with Yorkshire’s largest ever 
environmental investment. 

In the first year of our five-year plan, 
we’ve invested £990m in projects 
across the region. This is almost 
double the level of capital 
expenditure in the first year of the 
previous five-year period, and  
much higher than our spend last 
year. This fast start to our five-year 
programme will deliver early benefits 
for customers and the environment, 
and drive improvements in our 
performance through the next  
five years.

Capital Expenditure (£m, annually)

Full year
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of our five-year 
programme is already 
in the design stage, 
with over 1,500 projects 
either being designed, 
built or completed.

of our projects are 
already onsite being 
delivered, with 88 
projects completed 
already. That means 
customers are already 
benefiting from the 
improvements we’ve 
been making.

89%

23%
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Investing in Yorkshire

Over the past year, 1,234 new 
colleagues have joined us here at 
Yorkshire Water, meaning we’ve 
increased the number of employees 
we have by 16%. 

Over half of these new roles  
were in our frontline teams so  
we can provide a better service  
to our customers.
 
We hired 40 new apprentices and  
19 new graduates in roles across  
the business so we’re providing 
exciting opportunities to grow 
careers with us.
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Investing in our water network

The figures represent 
how many kilometres  
of pipes we’re replacing.

Ofwat Target (YR1)

163km

Actual (YTD)

174.7km

YW Plan (YR1)

238km

We hit the ground running in  
April with our ambitious plans  
to replace 1,000km of water  
mains before 2030. That’s enough  
pipework to stretch from Land’s  
End to John O’Groats!

We’ve surpassed what we had 
committed to do in Year 1 and  
replaced 174.7km of water mains 
across the county.
 
We started 91 projects and 
completed 44 of these, so 
customers are already benefiting 
from a more reliable, better quality 
water supply. This programme  
helps us to reduce leakages, 
interruptions to water supply and 
mains repairs, as well as improving 
water quality and the service our 
customers experience.
 
We’ve made the decision to do  
this work even faster so we can feel 
the benefit of those improvements 
sooner. We’re working closely  
with our contract partners, local 
highways authorities and customers 
to minimise as much disruption  
as we can.

Ri
ght for customer

Right for custom

er
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Investing in our storm overflows

Ofwat Target (YR1)

–

Actual (YTD)

30,500m3

Plan (YR1)

30,500m3

The figures represent the 
amount of storage we’ve 
created in our network 
so far this year.

We’re investing £1.5 billion before 
2030 to improve our storm overflow 
performance. We’re doing this in a 
variety of ways, including creating 
more storage in our network and 
removing surface water from our 
sewers. Ofwat has not set a target 
for the volume of storage we should 
be creating this year, but we’d 
planned to get ahead with our 
storm overflow plans regardless.

We’ve made great progress – we’ve 
created 30,500m3 of storage already 
thanks to the work we’ve been doing 
to improve bathing water quality  
in Ilkley. Our teams have been busy 
designing and modelling the right 
solutions, but we’ve still managed  
to start work on 18 different storm 
overflow projects in Leeds, 
Barnsley and Sheffield. 

This year, we’re ramping this 
up and we’re expecting to invest  
£158m across 100 projects.
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Upgrading our smart meters

Ofwat Target (YR1)

161,016

Actual (YTD)

177,000

YW Plan (YR1)

161,016

The figures represent 
how many smart 
meters we’ve installed 
so far this year, and  
our full-year targets.

Smart meters are an important part 
of our plans to reduce leakage as 
they give us better visibility of our 
network and the water customers 
are using so we can spot leaks 
quicker – both on our pipes and  
in customers’ properties. We’ve 
installed more smart meters than  
we planned to, so we’re seeing more 
benefits than we thought we would.
 
In the first year, we’ve installed 
177,000 meters including 25,000 new 
meter installations. Smart metering 
helps us to be more accurate with 
bills, gives customers more control 
over their water usage and helps to 
identify leaks in their property much 
quicker. We’ve let 7,000 of these 
customers know already that they 
might have a leak and 60% went  
on to get those fixed.

Overall, we estimate that these new 
smart meters are helping us to 
reduce leakage by 6.5 megalitres 
per day.

Ri
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Investment we’ve 
delivered

Yorkshire Water    40Delivering for Yorkshire Our Performance Report 2025-26

Investment we’ve 
delivered 



Investment we’ve delivered

We hit the ground running, 
and we’ve already completed 
88 investment projects 
across the region over the  
past year.

Forty four of those projects are  
to replace water mains across 
the region – totalling 174.7km 
of pipework.

We replaced 1.5km of pipes  
in Todmorden so customers  
who live there will have a more 
resilient water supply – 
they’ve not had any issues  
since we finished the work.

We replaced 727m of pipe  
in Cawthorne where we had  
6 bursts over the past five 
years. Their water supply  
is more resilient now and 
they’ve experienced no 
further issues.
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•	�We started 26 different projects  
to replace sewers across the 
region, completing three last year. 
One of those schemes was on the 
Main Street in Alne, North Yorkshire.  
The sewer was old and in poor 
condition, it had collapsed and 
caused two pollution incidents and 
it was at risk of further failure. We’ve 
now replaced it with a new sewer 
and improved the road surface 
which was also in a poor condition.

•	�We completed a project in Bishop 
Wilton to line the sewer which will 
help reduce infiltration. This is part 
of a bigger project where we will 
return to the village and separate 
surface water from parts of the 
network – but this early work will 
already be helping to reduce  
storm overflows in the area.

•	�We’re underway with our £83m 
nature-based solution programme 
with our wetlands at Ilkley, Pudsey, 
and the river Doe Lea.

Investment we’ve delivered
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•	�We started 21 projects to improve 
our water assets and completed  
12 of these, including our £1.9m 
reservoir safety scheme at 
Longwood compensation reservoir 
and our £700,000 upgrade to one 
of the boreholes at Heck water 
treatment works. We’re underway 
with three new borehole schemes 
at Malton, Brayton and East Ness 
which are all part of our larger 
£34m project to bring an additional 
21 million litres of water per day  
into supply.

•	�To help reduce storm overflows, 
we’ve created a large tank to hold 
storm water between Kirkstall 
Education Cricket Club so we  
can hold back wastewater flows 
from going into the river Aire.  
We’re also creating a 260m3 tank  
in Beeston – which can hold the 
equivalent of 1,576 bathtubs full of 
stormwater – to reduce discharges 
into Farnley Wood beck.

Investment we’ve delivered

•	�We’re investing £2.6m in a new 
460m3 tank on Butterthwaite Road 
in Sheffield. This will store the 
equivalent of 3,070 bathtubs of 
storm water and help reduce 
discharges into Blackburn brook  
by 83%.

•	�We completed five phosphorus 
removal projects in East Yorkshire, 
totalling a £15.9m investment. 
These schemes will help to 
significantly reduce the amount  
of phosphorus entering local 
watercourses.

•	�We’ve invested £3.8m at Sinderby 
wastewater treatment works to 
triple the site’s treatment capacity. 
The site now doesn’t discharge 
untreated wastewater – all flows 
now go through secondary 
treatment.

•	�We’ve completed an upgrade  
to a sewer that runs across the  
river Calder in Luddenden Foot.  
We removed the pipe from  
a bridge and replaced it with 
a syphon beneath the river  
to remove the risk of pollution.
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Do you have any questions? 
Get in touch with us by emailing 
publicaffairsteam@yorkshirewater.co.uk

Find out more about what we're doing by visiting 
www.yorkshirewater.com
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