




































 
 
 
 
 
 
 
 
Date:  January 19, 2018 
 
To:  Public Utilities Committee  
 
From:  Christine Y. Chavez, Water Conservation Manager 
    
Via:  Rick Carpenter, Water Division Director and Water Resources and Conservation Manager 
  Shannon Jones, Public Utilities Department Director 
   
 
RE: 2017 Water Conservation Program Scorecard  
 
Background:  
 
In fall 2016, the Santa Fe Water Conservation Committee assisted the Water Conservation Office with developing 
an annual scorecard to use as a tool to measure overall performance and aid with strategic planning by aligning 
program activities with the Mission, Goals and Objectives (MGO) developed by the City of Santa Fe Water Division 
as they relate to Water Conservation. The 14 goals were consolidated into four categories: Educational Outreach, 
Communication and Customer Service, Effective Program Management, and Stewardship and Conservation. 
Measurement targets (key performance indicators) were established for each of the programs within these 
categories, and the scorecard goals were finalized and approved by the committee in January 2017. 
 
A monthly update was developed to keep the Public Utilities Committee apprised of the progress throughout 
2017. In addition, in August, a mid-year scorecard showing the year-to-date progress through July was scored 
and approved by the Water Conservation Committee and presented to Public Utilities Committee in September 
2017.  
 
The attached scorecard measures 2017 accomplishments against the goals which were set at the beginning of 
the year. Data regarding 2017 accomplishments was provided by Water Conservation staff, however, the actual 
scores of “significant progress,” “some progress,” and “little/no progress” were assigned by a subcommittee of 
Water Conservation Committee members and the final scorecard was approved by vote of the whole Committee 
at the January 2018 meeting.  
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2017 Water Conservation Scorecard
Year end progress scored by the Water Conservation Committee

Goal Category: Education Outreach

Program Status Key Performance Indicators Accomplishments
Education Initiative
A collaboration of several city entities to 
educate 4th grade students on where our 
water comes from, how it is treated, where 
wastewater goes and how it is treated and 
recycled, and how recycling and energy play 
a role

New 
Program

• 20 classes participating
• Partner with other 

organizations for outreach 
in elementary and secondary 
grades

• Passport Program branding developed
• 14 classed participated
• Partnered with BDD, WWM, ESD, 

Sustainable Santa Fe
• Partnered with SFWA/River Source to take 

21 classes into watershed

Children’s Water Fiesta
A long-standing program which will 
be expanded and incorporated into the 
Education Initiative, above

Ongoing 
Program

• Increase attendance from 
650 to 850 students

• Develop additional 
activities, including peer-to-
peer activities presented by 
high school students

• 658 students participated
• 26 classes total
• 3 Peer Educator presentations-Santa Fe High 

(1), Monte del Sol (2)

Children’s Poster Contest
A long-standing program, which will be 
expanded and aligned with the Education 
Initiative, above

Ongoing 
Program

• Educational messaging 
developed prior to contest

• Link to Education Initiative 
outreach in schools

• No WCO calendar-ESD calendar includes 
water saving tips

• Integrate poster contest into Passport 
Program before end of 2017-18 school year

Qualifi ed Water Effi  cient Landscaper 
(QWEL) Training
A WaterSense certifi ed training program 
for professional landscapers to encourage 
outdoor water effi  ciency

Ongoing 
Program

• Transition program to SFCC
• Expand to include grey 

water
• All WCO staff  certifi ed

• SFCC held fi rst QWEL class in May
• Graywater curriculum still in development
• All staff  QWEL certifi ed except newest hire

Community Workshops/QWEL Lite
Workshops and other outreach events for 
customers on outdoor water effi  ciency

Ongoing 
Program

• Sponsor or conduct 5 
sessions (April-September)

• Bring in at least 2 speakers
• Provide graywater training 

to public

• Outreach at community events: Home Show, 
Community Day, Water is Life Festival, 
Green Expo, Back to School Bash, etc.

• Sponsored/attended NGWS-graywater 
component to be added to 2018 conference

Master Gardeners
Collaboration with the Master Gardeners 
program to educate and encourage outdoor 
water effi  ciency

Ongoing 
Program

• Present as part of 2017 series
• Work with volunteers on 

parts of our program

• Presented to 2017 Master Gardener classes
• Continue relationship with SFMGA; 

requested their recommendations for new 
demo garden at WCO
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Goal: Communication and Customer Service

Program Status Key Performance Indicators Accomplishments
Eye On Water Rollout
An app for smartphones and home 
computers which allows customers to 
see their water use and set alerts for 
leaks and overuse

New 
Program

• 10% of customer base 
participating by end of CY 
2017

• 2,773 accounts signed up for EOW as of 
12/15/2017, a little over 8%

Indoor and Outdoor Water Audits
Audits provided by Water 
Conservation Offi  ce, as well as 
information for customers who prefer 
DIY projects

Ongoing 
Program

• Self-audit program
• Do-it-yourself drip irrigation 

guide
• Graywater guide

• Self-audit guide nearly complete
• Drip guide in development
• NM OSE has excellent graywater guide-use as 

template
• Staff  performed 4 water loss investigations at 

customers’ requests

Outdoor Rebates
Rebates and incentives to encourage 
the use of water-effi  cient landscaping 
and irrigation equipment

New 
Program

• Developed irrigation 
equipment rebate

• Developed rain water 
harvesting rebate

• Developed graywater rebate

• Irrigation rebate amounts may need to be revisited
• Rain water harvesting rebate amounts have been 

determined-coordinate rollout with Land Use
• Laundry to landscape rebate approved, will launch 

early 2018

Residential and Commercial Rebates
Rebates and incentives to encourage 
the use of water-effi  cient fi xtures and 
appliances

Ongoing 
Program

• Increase residential 
participation by 20%

• 8 commercial applications for 
FY 2017-18

• 200 applications received (192 approved), down 
from 300 received (249 approved) in 2016

• Rebate program budget was increased to $300,000 
for FY 2017-18

• No applications received for commercial rebate 
despite interest

Enforcement Program
Increase enforcement activities, 
including educational visits for fi rst-
time violations

Ongoing 
Program

• Respond to Water Waste 
Hotline calls

• Educational programs for 
high water season

• Staff  handling calls as they come in
• 26 warnings, 1 citation issued
• Working with Customer Service to address 

continuous fl ow reports, customer follow-up, 
shut-off  thresholds

Strategic Marketing Plan (SMP)
Plan developed by PR consultant 
for coordination of outreach and 
marketing eff orts. Creates a more 
consistent message and brand

Ongoing 
Program

• Meet 90% of goals within 
SMP as coordinated by 
consultant

• Align with conservation 
programming for FY 2017-18

• Met all goals
• Developed new plan for 2018

2017 Water Conservation Scorecard
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2017 Water Conservation Scorecard

Goal: Eff ective Program Management

Program Status Key Performance Indicators Accomplishments

Human Resources
Fully staff  Water Conservation Offi  ce to be 
able to accomplish all other programs

Ongoing 
Program

• Fully Staff ed 
• Enforcement Offi  cer 

position staff ed

• Fully staff ed
• Enforcement offi  ce started in October

Financial Resources and Budget
Utilize resources to accomplish goals and 
programs

Ongoing 
Program

• Submit Conservation Budget 
by February 2017

• Track Budget for FY 2017

• 2017 goals met
• Beginning to prepare budget for FY 2018-19

Organizational Development
Develop staff  knowledge and skills to 
accomplish program goals

Ongoing 
Program

• Staff  cross-trained on all 
programs

• All staff  badged for 
enforcement

• All staff  certifi ed as relevant 
to program (QWEL, WERS, 
CLIA, ARCSA, Backfl ow, 
etc)

• Staff  work on all programs
• Confl icting information about 

commissioning process-working to get 
defi nitive answer

• Staff  participate in certifi cation programs as 
they become available

Water Conservation Committee
Utilize skills and knowledge of committee to 
further refi ne programmatic goals

Ongoing 
Program

• Fill open Committee 
positions

• Align Committee and 
subcommittee work with 
Water Conservation Offi  ce

• All committee positions currently fi lled
• Committee and subcommittee tasks have 

been aligned with WCO

Integration with Water Resources
Collaborate to develop comprehensive 
planning

Ongoing 
Program

• Long Range Water Supply 
Plan

• Water Reuse Plan and 
outreach

• Annual Water Report
• AWWA Audit
• GPCD

• Long Range Water Supply Plan, Water Reuse 
Plan and outreach, Annual Water Report are 
WR&C projects supported by WCO

• 2016 AWWA Audit-draft  report prepared, 
fi nalizing now, will begin pulling data for 
2017 audit in February

• 2016 GPCD completed
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2017 Water Conservation Scorecard

Goal: Stewardship and Conservation

Program Status Key Performance Indicators Accomplishments

Regional Collaborations
Collaborate with other municipalities and 
utilities

Ongoing 
Program

• NMWCA board 
representation

• State Water Planning 
Initiatives

• Lisa serving on NMWCA Board
• Participation with other agencies responding 

to State legislation

GPCD Analysis
Greater understanding of water use within 
the City, State and Region

Ongoing 
Program

• Complete 2017 GPCD 
calculations on quarterly 
basis

• Annual comparison with 
other Southwestern cities

• Program adaptation

• 2016 data issues have been resolved
• 2016 comparison with other New Mexico 

cities completed for water history document

AWWA Audit
Greater understanding of water system and 
potential for losses of water and revenue

Ongoing 
Program

• Incorporate 2016 results into 
conservation programming

• Draft  report has been delivered, anticipate 
fi nal report by end of January
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Water Conservation Office  
Monthly Overview of Scorecard Progress – January 2018  
 

Education Outreach: 

Education Initiative: 
• Developing summer camp programming for 2018 

General Outreach: 
• Audits have been scheduled for 9 restaurants in the Commercial Pilot Project 

 

Communication and Customer Service: 

Eye On Water Rollout: 
• 2,823 total signups as of 1/19/2018 

Indoor Water Audits:  

Enforcement Activity:  
• Working  with customer service to address continuous flows in Badger which may be indicative 

of a possible leak – phone calls and letters to customers 
• Shut-off thresholds have been proposed, awaiting approval to proceed.   
• 1/3/18-Cerrillos Rd & Cordova Rd, Warning: fugitive water/wasting water/ power washing 
• 1/17/18-Cerrillos Rd & Cam Edward Ortiz, Warning: fugitive water/wasting water/power 

washing 
Residential and Commercial Rebates: 
Remaining fund balance as of January 23, 2018: $279,896.00 

  
Rebates awarded FY-to-date: 

• HET (all types) 75 
• Clothes Washers (all types) 52 
• Rain Water Harvesting (including rain barrels) 34 
• Custom Commercial 0 

Strategic Marketing Plan: 
• Radio Show Guests (Glenn Schiffbauer, Mario Torres/Patricio Pacheco, Nate Downey) 
• Irrigation rebate materials being finalized  
• Strategic briefs created for Restaurant Pilot Project, Roll out of outdoor rebate program, 

Commercial rebate and high demand seasonal messaging 
• Magnet design for rebate program 

7% 

93% 

Rebate Fund 

Awarded to Date
Remaining Budget

$4,417  

$13,742  

$1,945  $0  

Rebate Amounts per 
Device Type 

Toilets

Clothes Washers

Rain Water Harvesting

Custom Commercial
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Effective Program Management 

Organizational Development: 
• Initial PADP created for Mario Torres on 1/26/2018 
• Commercial water audit training conducted at the SFCC for staff on 1/22/2018 
• Results Based Accountability Training on 1/22/2018 (Christine) 
• Christine attending Essentials for Supervisors Training on Friday mornings through April 

Water Conservation Committee: 
• Timeline document on the history of the Water Conservation program was developed to send out 

to potential candidates, existing representatives and city staff to offer consistent talking points on 
water conservation. 

• Scorecard subcommittee met on 1/4/2018 
• Gray water Resolution approved by PUC on 1/3/2018 and Finance on 1/22/2018 – City Council 

on 1/31/2018 (co-sponsored by Ives, Lindell, Villarreal and Rivera) 
• Restaurant Pilot Project resolution approved by PUC on 1/3/2018, Finance on 1/22/2018 – City 

Council on 1/31/2018 (co-sponsored by Ives, Villarael) 
 

Integration with Water Resources: 
• Finalizing 2016 AWWA Audit, will begin collecting info for 2017 AWWA Audit next month 
• Data gathering on water production numbers/ deliveries to the County for the GPCD 

 
 

Stewardship and Conservation: 

Regional Collaborations: 
• Lisa Noriega is serving on the NMWCA board. 
• 2018 Land & Water Summit-February (Caryn) 
• 2018 Next Generation Water Summit-April (Christine)  

 



Title Description

Owner-occupied Housing Units Number of owner-occupied housing units, Table DP04 ACS 5-year average

Renter-occupied Housing Units Number of renter-occupied housing units, Table DP04 ACS 5-year average

Owner Household Size (Persons) Persons per owned-occupied housing unit (household), Table DP04 ACS 5-year average

Renter Household Size (Persons) Persons per renter-occupied housing unit (household),   Table DP04 ACS 5-year average

Average Household Size (Persons) Owner and renter weighted average

Available Housing (Residential Units) Total number of housing units,   Table DP04 ACS 5-year average

Occupied Housing  (Residential Units) Total number of occupied housing units, Table DP04 ACS 5-year average

Group Quarters Population (Persons) Group quarters population, Table B26001 ACS 5-year average

Number Days in Year Value is 365 except for leap years (2016 was a leap year)

Population Estimates Program PEPANNRES

Gallons AF

Volume Diverted 1,575,367,900 4,835 Water diverted from local sources

Volume Imported 1,246,231,397 3,825 Water imported via Buckman Direct Diversion

Volume Total Supply 2,821,599,297 8,659 Sum volume diverted and volume imported

Volume Exported 42,640,421 131 Water exported to customers outside the city

Volume Avail to Customer (Demand) 2,778,958,875 8,528 Volume total supply minus volume exported

Volume SFR Billed 1,395,910,100 4,284 Single-family residential customers

Volume MFR Billed 288,737,700 886 Multi-family residential customers

Volume ICI Billed 792,733,300 2,433 Industrial, commercial and institutional customers

Volume Other Metered 345,480 1 Other metered customers

Volume Provided to Customers 2,477,726,580 7,604 Sum volume SFR, MFR, ICI Billed and Other Metered

Volume Non-revenue (Demand-Provided) 301,232,295 924 Volume avail to customers (demand) minus volume provided

Volume Reuse 424,244,929 1,302 Reclaimed wastewater

Number SFR Accounts (Ave) Average number of single-family residential accounts or households

Number SFR Inactive Accounts (Ave) Average number of inactive single-family residential accounts or households

Number Active SFR Accounts (Ave) Active minus inactive SFR accounts

Number MFR Units (Ave) Average number of multi-family residential units or households

Number Occupied MFR Units (Ave) Average MFR units times occupancy ratio

SFR Population (Ave) Number SFR accounts times average household size

MFR Population (Ave) Number MFR accounts times average household size

Group Quarters Population (Ave) Group quarters population

Total Population (Ave) Sum SFR, MFR and group quarters population

GPCD SFR Volume (gallons) SFR Billed divided by (SFR Population times  Days in Year)

GPCD MFR Volume (gallons) MFR Billed divided by (MFR Population times  Days in Year)

GPCD ICI Volume (gallons) ICI Billed divided by (Total Population times Days in Year)

GPCD Other Metered Volume (gallons) Other Metered divided by (Total Population times Days in Year)

GPCD Overall Volume (gallons) Available to Customer (Demand) divided by (Total Population times Days in Year)

0.01

86.96

1,420

87,552

57.89

39.41

24.81

20,074

41,460

35,592

1,420

365

83,875

28,790

0

28,790

10,191

8,749

66,058

2.2945

2016

21,876

13,716

2.36

2.19



2016 Demographic and Preliminary  Data Value Category Gallons AF Description

Available Housing (Residential Units)
1

41,460 Volume Diverted 1,575,367,900 4,835 Water diverted from local sources

Occupied Housing  (Residential Units)
1

35,592 Volume Imported 1,246,231,397 3,825 Water imported via Buckman Direct Diversion

Housing Occupancy Ratio 0.858 Volume Total Supply 2,821,599,297 8,659 Sum volume diverted and volume imported

Owner-occupied Housing (Residential Units)
1

21,876 Volume Exported 42,640,421 131 Water exported to customers outside the city

Renter-occupied Housing (Residential Units)
1

13,716 Volume Available to Customers 2,778,958,875 8,528 Volume total supply minus volume exported (demand)

Owner Household Size (Persons/Household)
1

2.36

Renter Household Size (Persons/Household)
1

2.19 Volume SFR Billed 1,395,910,100 4,284 Single-family residential customers

Average Household Size (Persons/Household) 2.2945 Volume MFR Billed 288,737,700 886 Multi-family residential customers

Population Living in Owner-occupied Housing 51,627 =21,876*2.36 Volume ICI Billed 792,733,300 2,433 Industrial, commercial and institutional customers

Population Living in Renter-occupied Housing 30,038 =13,716*2.19 Volume Other Metered 345,480 1 Other metered customers

Population Living in Group Quarters
2

1,420 =1,420 Volume Provided to Customers 2,477,726,580 7,604 Sum volume SFR, MFR, ICI Billed and Other Metered

Population Based on Occupancy 83,085 =sum of above Volume Non-revenue (Available-Provided) 301,232,295 924 Volume available to customers (demand) minus volume provided

Volume Reuse 424,244,929 1,302 Reclaimed wastewater

Table DP05 Population Estimate
3

82,927

PEPANNRES Population Estimate
4

83,875 Single-family Residential Accounts City billing records

Multi-family Residential Accounts City billing records

Owner-occupied (SFR) Housing (Residential Units) Table DP04

Renter-occupied Housing (Residential Units) Table DP04

   Renter-occupied Housing, MFR MFR accounts times occupancy ratio

   Renter-occupied Housing, SFR Total renter occupied minus MFR occupied

Raw SFR Population Number SFR accounts times owner-occupied household size

MFR Population Number MFR accounts times renter-occupied household size

Group Quarters Population Group quarters population

Raw Population Sum SFR, MFR and group quarters population

PEPANNRES Adjustment PEPANNRES minus raw population

Adjusted SFR Population Raw SFR population plus PEPANNRES adjustment

MFR Population Same as above

Group Quarters Population Same as above

Total Population Sum adjusted SFR, MFR and group populations

GPCD SFR Volume SFR Billed divided by (SFR Population times  Days in Year)

GPCD MFR Volume MFR Billed divided by (MFR Population times  Days in Year)

GPCD ICI Volume ICI Billed divided by (Total Population times Days in Year)

GPCD Other Metered Volume Other Metered divided by (Total Population times Days in Year)

GPCD Non-revenue Volume Non-revenue divided by (Total Population times Days in Year)

GPCD Overall Volume Available to Customer (Demand) divided by (Total Population times Days in Year)

25.89

0.01

9.84

90.77

63,296

19,159

1,420

83,875

61.18

41.29

790

28,790

10,191

21,876

13,716

8,749

4,967

62,506

19,159

1,420

83,085

1 ACS 5-year average Table DP04 (Enter Date Retrieved)  
2 ACS 5-year average Table B26001 (Enter Date Retrieved)  
3 ACS 5-year average Table DP05 (Enter Date Retrieved)  
4 PEPANNARES (Estimates Universe  
  Place 162 Santa Fe City, New Mexico) (Enter Date Retrieved)  



The
RESULTS-BASED

ACCOUNTABILITY™ GUIDE

Results Leadership Group

The Results-Based Accountability™ Guide uses and is based upon concepts and materials
developed by Mark Friedman, author of Trying Hard is Not Good Enough

(Trafford 2005) and founder and director of the Fiscal Policy Studies Institute.
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I. INTRODUCTION

What is Results-Based
Accountability™?

Results-Based Accountability™ (“RBA”) is a dis-
ciplined way of thinking and taking action used
by communities to improve the lives of children,
families and the community as a whole. RBA is
also used by agencies to improve the perform-
ance of their programs.

How does RBA work?
RBA starts with ends and works backward, step by
step, towards means. For communities, the ends
are conditions of well-being for children, fami-
lies and the community as a whole. For exam-
ple: “Residents with good jobs,” “Children ready
for school,” or “A safe and clean neighborhood”
or even more specific conditions such as “Public
spaces without graffiti,” or “A place where
neighbors know each other.” For programs, the
ends are how customers are better off when the
program works the way it should. For example:
The percentage of people in the job training
program who get and keep good paying jobs.

Why use RBA?
RBA improves the lives of children, families,
and communities and the performance of
programs because RBA:

• gets from talk to action quickly;

• is a simple, common sense process that every-
one can understand;

• helps groups to surface and challenge assump-
tions that can be barriers to innovation;

• builds collaboration and consensus; and

• uses data and transparency to ensure accounta-
bility for both the well being of children, fami-
lies and communities and the performance of
programs.

What is the RBA Guide?
The RBA Guide is a tool for leading or facilitat-
ing a group in the use of RBA in decision mak-
ing. The RBA Guide is designed to be used as a
roadmap with which to navigate the complete
RBA decision-making process, step-by-step.

Results-Based Accountabiity Guide - 2010 Results Leadership Group, LLC©1



II. THE RBA “TURN-THE-CURVE” TEMPLATE

This template is an overview of the step-by-step RBA “turn-the-curve” decision-making process.

What is the “end”?

Choose either a result and indicator or a performance measure.

How are we doing?

Graph the historic baseline and forecast for the indicator or performance measure.

What is the story behind the curve of the baseline?

Briefly explain the story behind the baseline: the factors (positive and negative, internal and
external) that are most strongly influencing the curve of the baseline.

Who are partners who have a role to play in turning the curve?

Identify partners who might have a role to play in turning the curve of the baseline.

What works to turn the curve?

Determine what would work to turn the curve of the baseline.
Include no-cost/low-cost strategies.

What do we propose to do to turn the curve?

Determine what you and your partners propose to do to turn the curve of the baseline.

Results-Based Accountabiity Guide - 2010 Results Leadership Group, LLC©2
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The following is a step-by-step guide for con-
ducting an RBA decision-making process to get
from talk to action.

1.What is the end?
The starting point in “turn-the-curve” decision
making is to identify the desired “end.” Is it to
improve the quality of life for a population
(population accountability) or does it concern
how well a program, agency or service system is
performing (performance accountability)?1

If the focus is Population Accountability:

• Begin by identifying a population (e.g., all
children in a county).

• Next ask what quality of life or condition is
desired for that population (e.g., entering
school fully ready) - which is called a “result.”

• Then ask how will the extent to which that
result is being achieved be gauged (e.g., a
developmental assessment of kindergartners),
which is called an “indicator.”

To select an indicator (2 or 3 at the most) for a
result, use the following criteria:

� Communication Power: Does this in-
dicator communicate to a broad range of audi-
ences? Would those who pay attention to your
work (e.g., voters, legislators, agency program
officers) understand what this measure means?

� Proxy Power: Does this indicator say
something of central importance about the re-
sult? Is this indicator a good proxy for other
indicators? Data tend to run in a “herd” - in the
same direction. Pick an indicator that will tend
to run with the herd of all of the other indica-
tors that could be used (so it is possible to use
only 1 to 3 indicators).

� Data Power: Is there quality data for this
indicator on a timely basis? To be credible, the
data must be consistent and reliable. And timeli-
ness is necessary to track progress.2

If you are focused on Performance Accountability:

• Begin by identifying the program, agency, or
service system.

• Next select a performance measure. There are
three kinds of performance measures:

- How much are we doing?

- How well are we doing it?

- Is anyone better off?

Appendix A describes the process for developing
and selecting performance measures.

2. How are we doing?
After you have selected your indicator or per-
formance measure, present the corresponding
data on a graph with:

Results-Based Accountabiity Guide - 2010 Results Leadership Group, LLC©3

III. STEP-BY-STEP RBA TURN-THE-CURVE PROCESS

1 This distinction between population and performance accountability allows two different assessments: first, what efforts and
programs should be undertaken to achieve a desired quality of life or “result” and, second, how well are those efforts and programs
performing. This distinction also recognizes that a single program, agency or service system cannot take sole responsibility (or
credit) for achieving a desired result.

2 Note: If an indicator is strong on the first two criteria but data is not available, consider putting that indicator onto a “data
development agenda.”



(a) an historic baseline (at least 5 years of data, if
available) and

(b) a forecast assuming no change in your current
level of effort (for 3 - 5 years, if possible).

To provide the forecast, you will need to
complete step 3, the “Story Behind the Curve.”
Turn-the-curve decision making is systemati-
cally determining the best actions to take to
improve on the forecasted trend for the baseline
- to “turn the curve.”

3.What is the story behind
the curve?

In this section, list the key factors underlying
the historic baseline and forecast for the indica-
tor or performance measure. Identify: (1) con-
tributing factors that are supporting progress
and (2) restricting factors that are hindering
progress. Progress is defined as turning the curve
of the baseline (or accelerating the curve if it is
already headed in the right direction).

This “force field analysis,” below, illustrates how
factors may be viewed according to their con-
tributing and restricting influences on the curve
of the baseline.

It is important to identify not just the most
immediate and easily observed factors impacting
the baseline (i.e., the “proximate causes”), but
to engage in the kind of rigorous analysis that

will identify the underlying or more systemic
factors (i.e., the “root causes”). It is also impor-
tant to conduct additional research where neces-
sary and feasible.

Once the root causes have been identified,
prioritize those root causes according to which
have the greatest influence on progress and,
therefore, are the most critical to address to
improve progress.

The best format is a “bullet” for each root cause
with a brief header that is underlined and a brief
description of the root cause.

4.Who are partners who
have a role to play in
turning the curve?

Identify potential partners who may have a role
to play in improving progress. The identifica-
tion of root causes impacting progress will often
point the way to the types of partners who
should be engaged.

5.What works to turn the curve?
Before selecting a strategy to undertake to turn
the curve of the baseline, it is necessary to deter-
mine whether what would work to turn the
curve is known. And it is important to be sure
to explore the full range of options for strategies.
A strategy may, of course, involve the discontin-
uation of existing activities as well as the imple-
mentation of new ones. And a strategy should
be multi-year and integrated. The following are
criteria to consider in developing options:

• Does the option address one or more of the root
causes you have identified?

The alignment of a proposed option with a root
cause provides the rationale for selecting that
particular option: it is the link between the
“end” (as measured by the indicator or perform-
ance measure and the “means” (the strategy).
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• Is the proposed option evidence-based?

What research or other evidence is available to
demonstrate that the strategy has a reasonable
chance of turning the curve of the baseline?
There may, of course, be times that data are
limited and you must move forward with the
best judgment of experienced professionals;
however, in most cases a strategy should be
supported by research or evidence.

• Have “no-cost/low-cost” options been developed?

Funding is often a critical need and careful
thought must be given to ways to increase
funding where needed. However, it is equally
important to explore “no-cost/low-cost” op-
tions (i.e., options that may be pursued with
existing resources). This line of inquiry, in
turn, can help to surface outdated assumptions
that stand in the way of innovation.

• Is additional research necessary to determine
what would work or to identify other options?

6.What do we propose to do to
turn the curve?

Selecting the proposed strategy involves apply-
ing four criteria to each of the options: leverage,
feasibility (or reach), specificity, and values.

� Leverage: How strongly will the proposed
strategy impact progress as measured by the base-
lines?

Given that resources are finite, decisions with
respect to the dedication of resources to a
proposed strategy must be based on the ex-
pected impact of those resources on progress.
One way to gauge impact is to assess the im-
portance of the underlying root cause(s) an
option is designed to address. In other words,
the strategy that is proposed should address

the most important root causes identified
and, therefore, be geared to having the great-
est potential impact on the trend for the cor-
responding baseline. This concept is
sometimes referred to as “leverage.”

� Feasibility (or reach). Is the proposed
strategy feasible?

Can it be done? This question is the necessary
counterpart to the question of leverage. Ques-
tions of feasibility should be handled so as not
to limit innovation. Sometimes the considera-
tion of an apparently infeasible option will be
the catalyst in the thinking process that leads
to a highly creative and feasible option. Once
ways to improve feasibility have been ade-
quately explored, however, then leverage and
feasibility must be weighed and balanced in
choosing the strategy. A strategy that has high
leverage and high feasibility will, of course, be
a prime candidate for action. The choice
among other options, however, will likely in-
volve trade-offs between leverage and feasibil-
ity and will need to be weighed accordingly.

� Specificity. Is the strategy specific enough to
be implemented?

Is there a timeline with deliverables that
answers the questions:Who? What? When?
Where? How? There should be budget detail
for the strategy, including implications for
future budgets.

� Values. Is the strategy consistent with the
values of the community and/or agency?

Once the proposed strategies are selected, list
them in order of priority. The best format is a
“bullet” for each strategy which provides a
brief header that is underlined and a brief
description of the strategy.
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IV. AN ACCOUNTABILITY TOOL

The “Turn-the-Curve” template is not meant to be used to produce a static document; rather, it is
intended to be used as a tool. On an ongoing basis, in consultation with key partners, stakeholders
should use the data to assess progress and systematically adjust strategies where necessary to improve
progress. The following schematic, a succinct RBA reporting format, demonstrates the nature of this
ongoing process.
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Results-Based Accountability™

Result and Indicator or Performance Measure
Data presented as a graph, with both an historic baseline and a forecast.

Story behind the curve
Key factors (positive and negative, internal and external)

impacting progress (i.e., impacting the curve of the baseline).

What we propose to do to improve progress
Feasible, high-impact actions/strategies with specific timelines and deliverables.

Partners with roles to play in improving progress.

Monitor both implementation and the baseline for improvement and,
as new data are obtained, repeat the process.

Time units (e.g., months or years)

100%



APPENDIX A

Performance Measures

Introduction
The selection of performance measures is
the first and most essential step in the per-
formance planning process for each element
of the Population Accountability strategy.
The following directions will assist you in
choosing your headline performance meas-
ures.

What are Performance
Measures?
Your agency/division/program provides
services that improve, in some way, the
quality of life of its customers/clients. Per-
formance measures simply give you the
means to know how well the agency/divi-
sion/program is doing at providing those
services and improving those lives.
A good performance measure gives you
and your staff the ability to make changes
and see whether those changes improve the
agency/division/program’s performance,
that is, its ability to improve
customers/clients’ quality of life.

Importantly, performance measures are data -
they quantitatively measure the agency/divi-
sion/program’s performance.

The following Data Quadrant, Figure 1, is
a useful tool for sorting and categorizing
performance measures.

Sorting Performance Measures:
The Data Quadrant
All performance measures fit into one of four
categories. The categories, the four quadrants,
are derived from the intersection of quantity and
quality and effort and effect.

The rows separate measures about effort (what is
done and how well) from measures about effect
(the change or impact that resulted), the columns
separate measures about quantity (of the effort or
effect) from measures about quality (of the effort
or effect).
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Figure 2 shows how these combinations lead to three universal performance measures: How much did
we do? How well did we do it? Is anyone better off? The most important performance measures are
those that tell us whether our clients or customers are better off as a consequence of receiving the
services (“client results,” the lower left and right quadrants). The second most important measures
are those that tell us whether the service or activity is done well (upper right quadrant). The least im-
portant measures are those that tell us what and how much we do. To answer the two most impor-
tant questions, that is, to identify candidate for the most important performance measures, follow
the following steps, using the Data Quadrant.

Step 1: How much did we do?
Upper Left Quadrant

First, list the number of clients served. Distinguish different sets of clients as appropriate. Next, list
the activities or services the department/division/program performs for its clients. Each activity or
service should be listed as a measure. For example, “child welfare casework” becomes “# of child wel-
fare cases” or “# of FTEs conducting child welfare case work.” “Road maintenance” becomes “# of
miles of road maintained.” “Stream monitoring” becomes “# of stream sites monitored.” “Provide
health care” become “number of patients treated.”
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How Much We Do

How much service did we deliver?

# Customers served

# Services/Activities

How Well We Do It

How well did we do it?

% Services/activities performed well

Is Anyone Better Off?
What quantity/quality of change for the better did we produce?

#/% with improvement in:

Skills

Attitudes

Behavior

Circumstances



Step 2: How well did we do it?
Upper Right Quadrant

This quadrant is where most traditional per-
formance measures are found. For each service
or activity listed in the upper left quadrant,
choose those measures that will tell you if that
activity was performed well (or poorly). The
measures should be specific. For example, ratio
of workers to child abuse/neglect cases; percent
of maintenance conducted on time; average
number of sites monitored per month; percent
of invoices paid in 30 days; percent of patients
treated in less than an hour; percent of training
staff with training certification.

Step 3: Is anyone better off?
Lower Left and Lower
Right Quadrants

Ask “In what ways are your clients better off as
a result of getting the service in question? How
would we know, in measurable terms, if they
were better off?” Create pairs of measures (#
and %) for each answer. Four categories cover
most of this territory: skills/knowledge, attitude,
behavior, and circumstances (e.g., a child suc-
ceeding in first grade or a parent fully em-
ployed). Consider all of these categories in
developing measures of whether clients are bet-
ter off. Examples are: #/% of child abuse/neglect
cases that have repeat child abuse/neglect; #/%
of road miles in top-rated condition; #/% of
cited water quality offenders who fully comply;
#/% of repeat audit findings;

Selecting Headline
Performance Measures
Key to ensuring the usefulness of performance
measures is to limit the number used. In most

cases, select from the list of candidate measures
3 to 5 “headline measures” (in total, from both
the upper right and lower right quadrants). To
select these headline measures, rate each candi-
date measure using the following three criteria
(similar to the criteria for selecting indicators):

Communication Power: Does this meas-
ure communicate to a broad range of audiences?
Would those who pay attention to your work
(e.g., voters, legislators, agency program officers)
understand what this measure means?

Proxy Power: Does this measure say some-
thing of central importance about your depart-
ment/division/program? Is this measure a good
proxy for other measures? For example, reading
on grade level might be considered a proxy for
other measures such as attendance, quality of
the curriculum, quality of the teachers, etc.

Data Power: Do you have quality data for
this measure on a timely basis? To be credible,
the data must be consistent and reliable. And
timeliness is necessary to track progress.

Rate each candidate measure “high,” “medium,”
or “low” for each criterion. Use a chart, like the
one shown below, “Selecting Headline Perform-
ance Measures.” The candidate measures that
have high ratings for all three criteria are good
choices for headline measures.

For those measures that are rated high for com-
munication and proxy power, but medium or
low for data power, start a data development
agenda. These are measures for which you might
want to invest resources to develop quality data
that would be available on a timely basis.
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Selecting Headline Performance Measures

Directions: List candidate performance measures and rate each as High,Medium, or Low on each
criterion: Communication Power, Proxy Power, and Data Power.
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Candidate
Measures

Communication
Power

Proxy
Power

Data
Power

Headline Performance Measure

Data Development Agenda

H

H

H

H

H

L

Who pay attention to your work?
Who watches what you do?

Would they understand
what this measure means?

Does this say
something of central
importance about
your department/
division/program?

Do you have
quality data on
a timely basis?
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RECENT WATER SUPPLY REPORTS & STUDIES OF INTEREST 

Reports and Studies Related to Water Management - various reports 
https://www.santafenm.gov/how_much_water_do_we_use_reports_and_studies  

See: 2016 Annual Water Report 

Climate Change and the Santa Fe Basin- A Preliminary Assessment of 
Vulnerabilities and Adaptation Alternatives, 2013 

Water Conservation and Drought Management Plan 2015 

City’s Water and Living River Report 
Nick Schiavo and Marcus Martinez, 2016

https://www.santafenm.gov/citys_water_and_living_river_report 


Santa Fe Basin Study: Adaptations to Projected Changes in Water Supply and Demand 
Bureau of Reclamation, City of Santa Fe and Santa Fe County, 2015

https://www.santafenm.gov/reclaimed_wastewater_reuse


Santa Fe Water Reuse Feasibility Study, Draft September, 2016 
Bureau of Reclamation and Carollo Engineers for the City of Santa Fe and Santa Fe County

https://www.santafenm.gov/document_center/document/5812 


Note: Although the City selected Alternative 2 (Full Consumption of SJCP Water via Rio Grande 
Return Flow Credits), they did not receive the grant they had planned to use to build the 
required 17.1 mile pipeline.  

Living River 
City’s Water and Living River Report 
Nick Schiavo and Marcus Martinez, 2016

https://www.santafenm.gov/citys_water_and_living_river_report


APPENDICES (embedded in this report)
A. Climate Change Impacts in the US: The National Climate Assessment, Chapter 20,
Southwest, p. 22
B. Santa Fe Basin Study: Adaptations to Projected Changes in Supply and Demand, August,
2015, p. 48
C. License No. 1677 - Santa Fe River, p. 69
D. Declaration No. 01278 - Santa Fe River, p.74
E. Rio Grande Compact, p. 77
F. Offsets, p. 95

https://www.santafenm.gov/how_much_water_do_we_use_reports_and_studies
https://www.santafenm.gov/citys_water_and_living_river_report
https://www.santafenm.gov/reclaimed_wastewater_reuse
https://www.santafenm.gov/document_center/document/5812
https://www.santafenm.gov/citys_water_and_living_river_report


G. 2015 Annual Water Report, p. 99
H. Acequia Madre Order, p. 112
I. Acequias - Stipulated Operating Order, p. 121
J. Acequia Alottments - Santa Fe River Surface Water ,p. 134
K. Santa Fe River Target Flow Ordinance # 2012-10 (the “Living River Ordinance”), p. 136
L. Administrative Procedures for Santa Fe River Target Flows ,p. 141
M. Map - City of Santa Fe Santa Fe River Projects, p.160
N. Public Process Report: Bypass Flows in the Santa Fe River: Public Facilitation and
Community Outreach, p. 162
O. Nichols Reservoir Discharge Flows, p. 239
P. Two Mile Dam 1952 USGS Map, p. 242
Q. Santa Fe River Wetland Map, p. 244
R. Acequia Deliveries for 2015 and 2016, p. 246
S. Historic American Engineering Record (HAER) Two Mile Reservoir, p. 248
T. Aquifer Storage and Recovery (ASR), Albuquerque Bernallilo County Water Authority - Bear
Creek, 286

From the City Council Packet - Meeting of 12/13/17

Consent Calendar, Item 10aa


CONSIDERATION OF RESOLUTION NO. 2017-___. (Councilor Ives)

A Resolution Recognizing the Importance of Living River Flows to All the Residents of 
Santa Fe; Calling for the Study of River and Hydro-Geologic Conditions, and the Better 
Management of Bypassed Flows and Irrigation Flows to Increase Efficiencies in the 
Delivery of Water to the Acequias; and For the Future Management of Living River Flows 
for the Maximum Benefits of the City of Santa Fe, its Citizens, and the City’s Beneficial 
Use of its Water Rights. (Alan Hook) 

https://legistarweb-production.s3.amazonaws.com/uploads/attachment/pdf/131483/
Item_10aa.pdf  

https://legistarweb-production.s3.amazonaws.com/uploads/attachment/pdf/131483/Item_10aa.pdf
https://legistarweb-production.s3.amazonaws.com/uploads/attachment/pdf/131483/Item_10aa.pdf


City of Santa Fe, Source of Supply Section 
Water Production and Environment Office Update  

Public Utilities Committee Meeting 
February 7, 2018 

 
 

Water Production Update for December, 2017 
 

 
 
Total Production of System 
 
Sum: 193.8 MG million gallons (MG) for 31 days 
Daily Average Consumption: 6.25 million gallons per day (MGD). This represents a decrease of 0.22 MGD 

from November, 2017 average daily demand. 
 
Current (01/25/2018) Reservoir Storage Levels: 
 
McClure:  38.5% or 420.35 MG 
Nichols: 48.9% or 103.16 MG 
Combined: 40.08% or 523.5 MG 
 
Santa Fe River Flow: 
 
Below Nichols (Living River Flows): 0.30 cubic feet per second (cfs) or 0.194 MGD 
Streamflow at Gage below Nichols: 0.28 cfs (Actual including Living River Flows) 
Above McClure (Reservoir Inflow): 0.24 MGD 
 
Baca Street Well (at Former PNM Santa Fe Generating Station) 
 
The City met with NMED Petroleum Storage Tank Bureau (PSTB) on December 12th for review and discussion 
of a continued and revised work plan for investigation of the Baca Street Well and former SF Generating Station 
site.  A new Investigation Work Plan and Cost Estimate for Additional Site Investigation and Groundwater 
Monitoring Activities was also submitted by INTERA (PNM’s chosen contractor under Petroleum Corrective 
Action Fund (CAF) Program) on December 19th, containing many of the revisions requested by the City.  This  

Canyon Road WTP 
62.7 MG 

32% 

City Wells 12.8 
MG 
7% 

Buckman Wells 
6.7 MG 

3% 

BDD WTP 111.6 
MG 
58% 

Monthly Water Production for All Sources  
December, 2017 



City of Santa Fe 
Public Utilities Committee Meeting 
February 7, 2018 
 
work plan is expected to be fully approved and funded by February 7, 2018 according to the NMED-PSTB.  The 
Baca Street Well is listed as Priority 1 site under the New Mexico CAF and is currently NMED’s highest priority 
sites for funding.  This year’s efforts will include soil borings, field screening for VOCs, soil and groundwater 
sampling/monitoring, and seven new monitoring well and is expected to cost approximately $750,000.00 in the 
remainder of FY 17/18. 
 
Former Ortiz Landfill 
 
INTERA’S Phase II site investigation report for the former Frank Ortiz Landfill was submitted to the NMED 
Ground Water Quality Bureau on December 4, 2017.  The City met with NMED on January 5, 2018 to discuss the 
report and its findings.  The NMED accepted the findings and conclusions of the site investigation, as well as a 
proposed amendment of our Stage 1 Abatement Plan pursuant to the findings of the Phase II investigation.  In that 
amendment the City has proposed the installation of two new monitoring wells, groundwater monitoring, and 
continued/additional soil-vapor monitoring at the Ortiz site.  NMED approved the City’s amendment contingent 
upon their request for two new vapor monitoring points. City staff tentatively agreed to this provision.  The City is 
awaiting official NMED approval of the work plan, as amended. 
 
Los AlamosNational Laboratory Sitewide Monitoring Program 
 
Samples were taken at three City wells closest to the Rio Grande for High Explosives, Volatile Organic 
Compounds, Sem-Volatile Organic Compounds, PCBs, Radionuclides, Tritium, Percchlorate, Hexavalent 
Chromium, Metals, and general inorganic chemicals by Los Alamos National Laboratory and the  NMED 
Oversight Bureau in early December.  Sampling results will be provided to the PUC as they become available.  
The City’s Environmental Compliance Office is working with the NMED to trend and asssess all results obtained 
from this sampling in the last 3-5 years.  
 
Public interest regarding this sampling program has been hightenened by recent media coverage of the Los 
Alamos Chromium plume and its possible migration toward Los Alamos County wells.  The possible implications 
of this plume and other LANL related contamination to the Buckman Wellfield is not yet fully understood.  
However, sampling under this program has not yet detected the presence of LANL related contaminants since it 
was first implemented approxiamtely eight years ago. 
 
The City will be proposing to sample other wells within the Buckman Wellfield as part of its annual budget. It is 
hoped that some additional funding might be obtained through agreements with  Los Alamos National 
Laboratory. 
 
Drought/Monsoon, Storage, and ESA Update 
 
NOAA has recently (01/11/18) updated ENSO (El Nino/La Niña) status to:  “La Niña is likely (~85-95%) through 
Northern Hemisphere winter, with a transition to ENSO-neutral expected during the spring.” Heron, Abiquiu, and 
El Vado reservoir levels on the Chama River are no longer rising.  Local Upper Santa Fe River reservoir storage 
volume is slowly decreasing, but that is normal for this time of year (about 43% full).  The City received 100% 
delivery (5,230 AF) from BoR of full firm-yield of San Juan-Chama Project (SJCP) water for year 2017, and 
received a January, 2018 delivery of 2,990 AF.  There are no water-related Endangered Species Act (ESA) 
updates.  Updates on ESA issues will be made as needed.  Rio Grande Compact Article VII storage restrictions 
are now in effect, which means the City is not allowed to impound “native” runoff into Nichols and McClure 
Reservoirs above the pre-Compact pool of 1,061 acre-feet (AF) (ISC relinquishment credits may be needed 
depending on future runoff conditions).  Updates to this condition will be made as needed.  
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Most Current City of Santa Fe SJCP Reservoir Storage: 
 
Heron: 

 
5,230 AF.  Year-2017 deliveries were 100% of annual total. 
2,290 AF.  Year 2018 deliveries through January. 

 
El Vado: 

0 AF. 
Abiquiu: 

10,443 AF.  SJCP carry-over from previous years plus 2017 deliveries.  No time limit to vacate due to 
storage agreement with ABCWUA  

 
TOTAL:    18,663 AF 
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