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• Improving existing programs through targeted 
messaging 

• Community Based Social Marketing
• Transition from Conservation to Efficiency
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• Different than City and 
County of Denver

• Primarily potable water 
treatment and 
distribution 

• We serve ~25% of 
Colorado’s population 
using 2% of the water 
resources

• Currently serve 1.4 
million people

• 2017 gpcd ~125

Who is Denver Water
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Why the Single Family Letter Started 



2013 Targeted Letter Campaign
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• Sent monthly to 4000 
customers that used 25+ 
GPSF in 2012

• The target budget was 
based on 12 GPSF of 
pervious area 
– 18 GPSF for irrigated area
– What typical turf grass needs 

during the irrigation season
(golf course quality)

• Budget only for outdoor 
water usage so 
consumption was  slightly 
different than what is on 
customer bill



2013 Targeted Letter Campaign
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Key Lessons Learned
• Customers confused why 

they were getting letters 
based on previous year

• Wording was a too harsh
– 25 customers opted out 

• Average savings was 2.8% 
compared to control group

• Savings from opt out 
customers was 8.5% 
compared to control group

• Cost / ac-ft: $396
• Ac-ft Saved: 51
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• Cost / ac-ft – one of our 
cheapest programs

• Communicating what 
customers what the 
need to be efficient

• Use social norming to 
gain increased water 
efficiency 

• New layout modeled on 
common practices in 
the energy bills

2014-2015 Pilot of Efficiency Letter
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• Still only concerned with 
irrigation season water 
use

• Sent to every single 
family residential 
household in 3 of the 20 
Denver Water billing 
cycles
– More generalized language
– Pilot size increased from  

4000 customers to 13000 
customers

2014-2015 Pilot of Efficiency Letter
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• Added a customers like 
you feature
– Grouped customers based 

on indoor usage and 
outdoor characteristics

– More complex than the 
original letter

• Continued to test against 
demographically similar 
control groups

2014-2015 Pilot of Efficiency Letter
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• Added a customers like 
you feature
– Grouped customers based 

on indoor usage and 
outdoor characteristics

– More complex than the 
original letter

• Continued to test against 
demographically similar 
control groups

2014-2015 Pilot of Efficiency Letter

Outdoor_Group Description
1 1,000-3,999 sq ft
2 4,000-5,999 sq ft
3 6,000-7,999 sq ft
4 8,000-9,999 sq ft
5 10,000-14,999 sq ft
6 15,000-19,999 sq ft
7 20,000-24,999 sq ft
8 25,000-29,999 sq ft
9 30,000-43,999 sq ft

Winter_Cons_Group Description
A 0, 1, 2, 3 kgal
B 4, 5, 6 kgal
C 7 kgal and greater

Indoor/Winter Use groups will be calcutated b    
Values greater than 7 should be converted to 

example is in group A 4



Results
• Cost of mailing letters 

increased 
– Cost / ac-ft $824
– Ac-ft saved: 69 

• Fewer calls compared to 
the initial letter (softening 
the language worked)

• Customer survey of 
inefficient users:
– Willing to reduce water 
– They want more information 

than what bill provides
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2014-2015 Pilot of Efficiency Letter
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• Close to 20,000 customers 
receiving an efficiency report 
May-October

Results
• Cost per ac-ft: $793
• Ac-ft saved: 112
• Compared to control group 

the Pilot areas saved 4%
• Water Conservation Plan 

update starts
– All conservation spending 

must have metrics of $/ac-ft
– Communicating efficient use 

is foundational

2016 Pilot Expansion



• Continue to look for new 
ways to engage customers
– App and online portal

• Offer the app to 20,000 
customers that received the 
letter in 2016
– Opt in instead of reoccurring 

communication to everyone
• Initial offering to 10,721 

customers with email on file 
with Denver Water

• Several email blasts before 
sending paper offering
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2017 Dropcountr Digital Platform 
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• Compares household usage 
to neighbors like them 
based on geographical area 

• Customizable with data 
from the utility and end user
– Number of people in household
– Water using appliance in house
– Evapotranspiration Data
– Irrigable area vs pervious area
– Indoor benchmark of efficient 

water use 
• More analytics for utility to 

see who is engaging with 
the product and what their 
user profile is like

• 3rd Party data validation

2017 Dropcountr Digital Platform 
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• Easily scalable
– Just as easy to do 2,000 accounts at 200,000 accounts
– More cost effective than paper letters 
– Analytics for utility to see who is participating and what their 

user profile is like
• Target customers 

– Geographic area
– Through other efficiency metrics 

2017 Dropcountr Digital Platform 
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• 3196 customers signed up 
(2087 within 1st month)

– 57% review monthly efficiency report 
– More than 2x government open rate 

• After email blast a paper 
engagement letter was sent to 
17413 customers

• Only 148 signups attributable to 
paper letters sent

– dropcountr email vs DW email
– Paper engagement is a waste of 

money
• Customers enrolled in 

dropcountr saved 7.5% on 
average

• Ac-ft savings: 152 (need to 
verify through DW analysis)

• Cost per ac-ft ~$450 

2017 Dropcountr Digital Platform 
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• Denver Water Conservation  
Plan fully rewritten

• Stakeholder group 
recommends transition from 
conservation to efficiency
– Each customer type based on 

benchmark for efficient use 
– Target “conservation” programs 

to inefficient customers

• Communicating efficient use 
is foundational to all existing 
conservation programs and 
a transition water efficiency

2017 Denver Water Efficiency Plan 



4/2/201818

Tactic / Program 5 Year Cost 5 Year AF 
Savings

$/AF

Communicate Efficient Use 192,960$       720 268$       
Informational Water Budget 296,820$       510 582$       
SDC Efficiency Credit for New Construction 535,920$       385 1,392$    
Water Budget Based Rates 404,175$       255 1,585$    
Denver Parks IGA 372,750$       42 8,875$    
SFR High Bill Audits 476,300$       275 1,732$    
SFR Indoor Rebates 1,200,000$    300 4,000$    
MFR Outdoor Rebates 42,805$         35 1,223$    
MFR Indoor Audits 276,480$       135 2,048$    
MFR Indoor Rebates 155,465$       59 2,635$    
Watersense Challenge 1,285,697$    427 3,011$    
CII Rebates 226,905$       105 2,161$    
Garden in a Box 360,494$       30 12,016$  
SFR Outdoor Rebates 440,387$       62 7,103$    
Low Income Retrofits 539,400$       58 9,300$    
TOTAL / AVERAGE 6,806,558$   3,398       2,003$   

2017 Denver Water Efficiency Plan 
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• Bringing digital communication 
in-house lowers cost to $268 
per ac-ft

• This is foundational to all other 
efficiency programs

• Send a monthly email 
indicating efficient or inefficient 
– Target communication based 

on efficiency rating
– Attached efficiency report that 

compares individual to 
average user and efficient

• Will first be sent to customers 
who signed up for dropcountr

• Ability to monitor acceptance 
rate and email click through

2018 Digital Communication
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• Bringing digital communication 
in-house lowers cost to $268 
per ac-ft

• This is foundational to all other 
efficiency programs

• Send a monthly email 
indicating efficient or inefficient 
– Target communication based 

on efficiency rating
– Attached efficiency report that 

compares individual to 
average user and efficient

• Will first be sent to customers 
who signed up for dropcountr

• Ability to monitor acceptance 
rate and email click through

2018 Digital Communication
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• The Single Family Efficiency letters work!
• For other programs to be effective we need this to work at a large scale
• Denver Water needs a customer relations platform that offers:

• An Online Portal / App that communicates efficient use
• Targeted email campaigns based on efficiency metrics
• Ability to convey more real time data (AMI)

Recap
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