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Section 1: Western Today
WESTERN INNOVATIONS DRIVE EFFICIENCY
Known for a decade of groundbreaking innovation, Western Municipal Water District (Western) has
been a leading light for advancement in the water efficiency marketplace. Western has achieved
industry leadership through creative thinking and demonstration of bold action. By challenging
customers as well as peer agencies to drive for change, a number of program initiatives that once
seemed radical are now the yardstick for others.
Innovation is the fulfillment of an unmet need. It challenges the convention by offering a new, creative
way to accomplish the goal.

Today Western uses innovation as the primary tool to drive water efficiency.

Western’s water budget-based rate structure is the program that provides the foundation for all other
programs. Implemented in 2011, this rate structure creates an equitable water budget for each customer
based on persons per household and amount of irrigated area. Budgets provide enough water for
efficient use with increased costs to the customer for going over budget.
Drought Drives New Innovations
Western’s customers were severely impacted by the recent drought. In order to protect customers from
future droughts, Western will strive to create “drought-proof” or resilient customers and empower them
with the knowledge and tools that will help them weather future droughts.
What are Empowered Customers?
 Customers with the knowledge and skills required to drought-proof their landscapes.
 Customers who have access to relevant information through a variety of platforms.
 Customers who are District partners and advocates for water-use efficiency efforts in their
communities.
What are Drought-proof Customers?
 Customers that understand the unique conditions of their local and regional landscapes.
 Customers who have resilient landscapes that are minimally affected by drought conditions.
 Customers who are the most efficient users of water.

4

Western has achieved industry leadership through creative thinking and demonstration of bold actions.
Moving forward, we will develop new innovations to accomplish our goals to empower and droughtproof our customers.

DISTRICT GOALS
With an understanding that the principal targets are single-family customers (in Tiers 3, 4, 5) as well
as all outdoor irrigation sites, Western will do the following:


Continue to increase the number of customers who are within their water budgets



Drive customer landscape budget efficiency from 0.7 ET to 0.5 ET



Comply with new California State Framework mandates

Additionally, Western has established three overarching goals for its customers:
1. Western customers will transition from consumers of water service, programs and incentives to
empowered water-efficiency partners and advocates.
2. Customers will become resilient or “drought-proof” in order to protect the District and residents
from the impact of future drought cycles.
3. All homes and businesses with large landscapes will use water efficiently.
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JUST THE FACTS
Annual Water Use
In any given year, single-family water use makes up approximately 60% of total usage, providing
opportunities for significant water savings.

Figure 1: Annual Water Use in Acre-feet

Residential Per Capita Water Use
Western’s residential per capita per day (R-GPCD) water use has decreased from 249 gallons per
person per day (gpcd) in 2007 to 131 gpcd in 2017, a decrease of approximately 47%.

Figure 2: Single-family R-GPCD 2007-2017
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Post drought, there has been a slight bounce back in R-GPCD as can be expected. People are no
longer inundated with daily drought messaging and therefore have not been as diligent, causing usage
to creep back up. The immediate urgency for water use reduction is gone. Moving forward, it is essential
for Western to promote a new compelling reason for customers to use water efficiently as part of their
daily lives, not just during times of drought.

Figure 3: Events Affecting Water Use 2007-2018

The Impact Events chart, above, illustrates the effects of environmental, economic, and Western
activities from 2007-2017, as it relates to Western’s retail R-GPCD usage.
 From 2007 to 2011, R-GPCD fell from 249 GPCD to 181 R-GPCD, presumably due to the
lingering effects of the national recession.
 In 2012, demand rose slightly to 187 R-GPCD, an observable occurrence that often takes
place after times of shortage.
 Water usage in 2013 dropped down to 178 R-GPCD after Western’s new rate structure,
implemented in late 2011, took hold.
 As drought conditions worsened and State-mandated cutbacks were imposed, Western was
able to modify its rate structure to significantly increase the price signal to further reduce
demand by 23%, dropping R-GPCD to 131 in 2017.
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As expected, the budget-based rates have managed to keep demand from rising further, despite
population growth and higher-than-average evapotranspiration. The efficiency-based price
signal has reduced usage from 176 gpcd in 2014 down to 131 gpcd in 2017.
Western’s innovative rate structure provides an effective and flexible framework that encourages
efficiency every day, but that can be modified to drive down demand during droughts or emergencies.

Tier 3 – 5 Customers
The major opportunity for additional R-GPCD water savings lies with Tier 3-5 customers. These
households are operating above their budgeted allotment of water and Western’s efficiency-based rate
sends the pricing signal that more should be done to save. In Figure 4 below, the success of the pricing
structure is demonstrated by the decrease in the percentage of Tier 3-5 customers in 2017, as
compared to 2012.
Initially, approximately 65% of single-family customers were in budget. As customers adjusted to the
water budget rate structure, the percentage of customers in budget rose to 80% in 2015 and has
remained at that level.
To become budget compliant, the customer must reduce the amount of water over budget. Landscape
changes offer the best opportunity. Turfgrass, specifically, is the highest water-using plant in most
landscapes and, while the budget is enough to water turf, the rate structure incentivizes the customer to
be more efficient if they want to pay lower rates.
This shows that with motivation, support, and programs, customers can, in fact, reduce areas of water
waste and move to budget compliance.

Percentage of Tier 3-5 Customers - 2012 VS 2017

Figure 4: Percentage of Tier 3-5 Customers, 2012 VS 2017
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Taking another look at water use reduction over the years, Figure 5, below, illustrates that customers
are incrementally responding to lower their usage. As shown in Figure 5, the total amount of water from
over budget customers declined from over 8,000 AF in 2013 to approximately 1,500 AF in 2017.

Tier 3-5 Acre-feet of Water Over Budget by Year

Figure 5: Tier 3-5 Acre-feet of Water Over Budget by Year 2013-2017

Landscape Water Use
Landscape water use represents 61% of total water use in Western’s service area. For single-family
customers, 63% of their use is for landscape watering. Irrigation meters obviously use 100% outdoors,
while commercial customers use around 16% outdoors.
Total outdoor usage for all three of the customer classes equates to 11,675 acre-feet; a significant water
use category.

Figure 6: Landscape Water Use by Account Category
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If Western reduced landscape water use by just 10% from current usage, that would bring about a
reduction of 1,168 acre-feet annually. Twenty percent would deliver 2,335 acre-feet savings.

Figure 7: Landscape Acre-foot Reduction by Percent Reduced

It’s clear, the major opportunity for water savings is landscape irrigation and within the landscape
category, single-family tiers 3, 4 and 5 offer the prime opportunity for water savings.
To increase the number of efficient landscapes, Western will significantly increase communication and
engagement with customers. Over-budget residential and commercial landscape customers,
specifically, will be targeted by Western by an array of outreach mechanisms and offered a robust suite
of programs and tools to assist them in creating water-efficient landscapes.
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Section 2: Market Conditions
THE PROBLEM
Western has accomplished much to date, but the challenge ahead is to achieve deeper
and sustained per capita water savings.
To achieve this, future strategies must surmount the persistent obstacles thwarting greater customer
activity. We know that landscape efficiency is the key to goal achievement, but water agencies
continue in their struggles to gain substantial headway in this difficult market.
Obstacles to deeper market penetration are:


Customers lack motivation to reduce their water use.



Most customers are unaware of, or overwhelmed by, landscape efficiency programs.



Landscape efficiency solutions must be “customized” for each property.



Water agencies do not currently have a deep understanding of their customers.



Agencies do not possess the resources to uniquely target and engage their customers.

Perhaps most importantly, there is the foundational issue that customers have an emotional
connection with their lawns.

What is It About Lawns?
The pride of single-family home ownership is deeply seated in the image of green yards and lush
lawns. A lush green lawn is the envy of the neighborhood.
The reason for this ingrained landscape choice can be traced back more than three centuries; back
to 18th century France and England. Wealthy Europeans desired to replicate the look of landscape
paintings with expansive, verdant meadows. As a result, vast, sprawling lawns began to appear at
the palaces and manor homes of the rich. Prosperous Colonialists took note of this au courant
design trend and installed lush green lawns in the Colonies.
Throughout the following years, lawns were a luxury only for the rich. During the Post WWII era,
government-financed mortgages allowed developers to construct large-scale tract house
communities. The builders installed lawns as a sales feature, marketing this as a luxury item.
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Today, lawns are still viewed by most people as a marker of success and beauty.
To accelerate landscape transformation, Western must market a new aesthetic to replace the old.

Some Inroads Have Been Made
Fortunately, Western is not starting at square one. Decades of landscape efficiency programs and
education has had a modest, but progressive, impact on customer attitudes.

Resilient landscapes are beginning to be desirable and denote a modern version of success and beauty.

Based upon a Western-UCR study customers expressed the following views:
 Customers desire to have a beautiful landscape.
 Each customer has a different vision of what comprises landscape beauty.
 Most customers have considered converting their lawn, but they need help to do it.
 Customers confirmed that design support is the most important need.
 Incentives are necessary to pull the trigger on converting their lawn.
 There are a number of misperceptions that disconnect the customer from their actual water

usage. They believe most water is used indoors; that they already have efficient equipment;
and saving money is the main driver.
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Section 3: Customer Solutions
THE SOLUTION – LANDSCAPE TRANSFORMATION
Western can increase the number of customers with resilient landscapes by promoting the
installation of water-efficient plants. Landscape market transformation is a complex process. As
such, it is necessary for Western to consider the incremental steps, emotional drivers, and individual
pathways that influence a customer’s decision to give up all, or part, of their lawn.

Much of the WUE plan will focus on single-family and landscape efficiency, specifically
lawn removal; however, indoor and commercial programs will be offered as needed.

To impact single-family and landscape efficiency, it is imperative for Western customers to become
fully engaged and empowered.
This necessitates Western to develop the strategies and infrastructure to target customers and
motivate them to act.
Additionally, the emotional aspect of customer choices should be addressed and result in a focus
on beauty when crafting messaging.
Western must help the customer along the way. Western will provide program participants with easy
access to help services – a “live” customer support person, personalized messaging, web tutorials,
and other assistance to answer a quick question or help solve a complicated problem.
Most importantly Western needs to create a heightened connection with all customers by
developing a customer continuum of engagement to help them to connect better with the
programs and ultimately deepen their relationship with Western.

This is Customer Engagement.
How Western Can Engage Customers
Customer-focused businesses understand that robust customer engagement tactics foster sales
response, brand growth, and loyalty.
For Western, heightened customer engagement will translate to better program response, increased
water savings, a more positive customer perception of Western, and advocacy and support for
Western’s endeavors.
There are specific tactics used to build an effective customer engagement strategy.
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These are:

Learn
With today’s data-rich world, companies are using information to learn and better understand their
customer’s preferences and needs. Western can learn about a customer’s interests and ascertain
their emotional drivers and the likelihood of program participation. This can be accomplished through
the use of surveys, Big Data, analytics, feedback loops and other sources of information.

Personalize
Personalization is a means of meeting the customer's needs more effectively and efficiently and,
consequently, increasing customer satisfaction and the likelihood of participation.
There are two means of personalization that Western will consider to improve water-use
efficiency program response:


The first is personalized targeting. Information harvested from surveys and data sources
can be used to target program offers based on a customer’s personalized characteristics. A
“techie” responds favorably to product and technology program offers. An environmentalist is
more likely to be interested in full turf replacement and watershed programs.



The second is personalized communication, used to create strong customer ties. As we
know, one of the most pleasing words to hear or see is one’s own name. Personalized
communication, via website, email, or phone call gets better receptivity when the customer’s
name is used.
14

Engage
Western can engage and build a close relationship with customers by creating compelling content,
aiming to pique each customer’s specific interests. A first-time homeowner would appreciate HowTo video clips on various topics such as planting a tree or landscaping tips. These positive
engagements will establish a favorable image of Western as a valuable resource and ally.

Assist
Western’s customers want to know that they can get help when needed. Customer loyalty is the
result of superior customer support. Western can build loyalty by providing easy access to program
staff when they have a question or need assistance. Landscape programs, in particular, need to
provide support services along the way. Western can reach out to customers when it seems that
they might be abandoning a program. Assistance needs be an integral part of efficiency program
design, woven into every major step in the program flow.

Appreciate
Western values their customers and is there to serve them. It’s important that Western clearly
communicate this. When customers feel appreciated, they will spread the efficiency message on
Western’s behalf. Affirmative gestures and small tokens of appreciation go a long way to solidify and
maintain a positive relationship.

Create Advocates
Customers-as-advocates is the ultimate result of a successful customer engagement strategy. When
you focus on BEING MORE for your customers, you gradually build a strong connection and a
positive community of supporters. Western will accomplish this by employing the tactics described
above.

Customer engagement is simply a strategy
to show your customers that you CARE…
THIS IS THE BEST MARKETING STRATEGY
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Section 4: Engaging Customers
LEARNING MORE ABOUT WESTERN CUSTOMERS
To cut per capita water use, it’s necessary to drive more customers to take action. To accomplish
this, Western needs to understand customers’ likes and dislikes, patterns of behavior, and
motivations to act.
Robust customer information will allow Western to:


Target high-potential customers with a higher degree of success



Match those customers with the appropriate level of program(s) and support



Present compelling reasons to participate



Deliver measurable water savings

Typically, water agencies cast a wide net and hope to secure the desired customer response rate.
With today’s data technologies Western can micro-target and optimize, not only the outreach, but the
offer, and the motivations to participate.
One of the foundational methods to understand customer behaviors, drivers and barriers to
efficiency is through customer surveys. Survey results provide deep insight about customer
attitudes.
Western conducted a comprehensive customer attitudinal survey in partnership with the University of
California, Riverside (UCR). The Western-UCR Residential Customer Survey was developed as an
outcome of four focus groups (3 English, 1 Spanish language), ten in-depth interviews with Western
customers, one pre-test, and extensive input from both Western staff and UCR researchers.
Although Western annually conducts a customer service survey, the Western-UCR Residential
Customer Survey was designed to gain deeper knowledge and insight into customer attitudes and
motivations as it pertains to water efficiency. All single-family residential customers with active
Western accounts were informed about the survey and encouraged to participate.
First, emails were sent to all of the Western single-family residential active accounts, for which
Western had email addresses. The emails were sent on June 19th and June 27th, 2018. A link to
Western survey landing page was provided in the email, which also described—in both English and
Spanish—the purpose of the survey. Second, on July 26th, 2018, a postcard in both English and
Spanish was sent to all single-family residential customers.
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Two issues surrounding the survey sample deserve attention:
First, all of the results presented in this section of the report are based on responses to the English
version of the survey. There was just a single respondent who completed a Spanish version of the
survey.
Second, as with any survey sample, one needs to be aware of sample selection issues and
response bias. To address whether the responses were from a representative sample, UCR
compared the sample irrigated area, water use, and number of people per household to the overall
population of single-family residential accounts. The results showed that for each of these three
measures, the sample is representative of the overall customer population.
The survey asked customers about the following topics:
1. What efficiency measures they implemented and why;
2. What are their specific interests;
3. What is holding them back from replacing their lawn and;
4. What help they need.
The survey resulted in 465 responses.
Here’s what customers told Western….

Most Customers Take Care of their Landscape and Watering on their Own
Most customers perform their own landscape
maintenance activities and watering schedules.
Survey results stated that the majority of
customers maintain their own landscaping and
less than half (40%) utilize a gardener.

Nearly all customers manage the watering schedule for
their properties. This corroborates Western’s strategy to
target the homeowner, and not landscape maintenance
companies, with seasonal watering and landscape
program messaging.
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Survey results show that most customers live in homes independent of developments with HOA
management of outdoor landscape areas. The
response reinforces that residential housing stock
appears to be predominantly traditional homes with
owners as the water efficiency decision makers.

Customers are Confused about Outdoor Water Usage

About 1/3 of customers responded that they use more water indoors or that their usage is equal
indoors versus outdoors.
This response could be because, for decades, there was a singular focus on indoor water
usage. This customer misperception impacts their view about the importance of outdoor water
savings measures and, most certainly, diminishes the value of landscape transformation. While
indoor water conservation has been ingrained in customers, the importance of outdoor water
conservation remains a foreign concept to many.
The commitment to indoor water conservation practices stems from childhood lessons to turn off
the water while brushing teeth and to take short showers. Additionally, indoor water usage is
tactile—you turn the faucet at the sink and push the buttons on your dishwasher and clothes washer.
We interact with it regularly.
Outdoor water use, on the other hand, is something more distant. Lawn watering happens,
automatically, a few times a week, and often at night. Residents only fleetingly think about landscape
water use and this may be why only 49% of survey respondents believed that outdoor conservation
saves more water.
With these customer misconceptions comes an opportunity to educate customers about the
magnitude of water used outdoors and the opportunity for savings.
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Customers are Confused about their Property’s Landscape & Irrigation Efficiency

Of the 465 survey respondents, just under 59% of survey-takers (270 customers) stated that they
had a drip irrigation system installed at their property. It should be noted that the question does not
specify whether a customer response is for a full drip irrigation system or a small area.
Survey responses showed 196 customers (46%) believe they have high-efficiency devices installed.
Industry statistics, on the other hand, show that high-efficiency nozzle sales account for only 20% of
all sprinkler nozzles sold. A high customer estimate was also seen in the Alliance for Water
Efficiency’s (AWE’s) Landscape Transformation Study. A possible reason for this, is that the
customer could have been told by a store representative or their contractor that they were buying
“high-efficiency” nozzles when they were not. It is also possible that customers who purchased or
received high-efficiency nozzles through a program could be more likely to respond to the survey.
Regarding turf replacement, just under 35% of homeowners (160 customers) say that they replaced
their lawn. This number is much higher than saturation calculated by Western’s analysts and studies
done by Metropolitan where somewhere between 2%-11% of customers have taken out their lawn.
Again, it is possible that customers who already took out their lawn were more likely to respond to
the survey.
The survey results show that 27% of customers believe that they have weather-based irrigation
controllers installed; this too is higher than the 20% cited as average industry sales. For the AWE
Study, when customers were asked if they had a smart controller, 56% percent answered that they
already have one, although industry numbers show this to be false.
The Western-UCR Residential Customer Survey and the AWE Study show that customers appear to
have a misperception about the efficiency level of their existing irrigation equipment. These
misunderstandings may be keeping otherwise-motivated customers from participating in landscape
and irrigation efficiency programs.
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Customers Replaced their Lawn Mainly for Potential Money Savings

Of customers who replaced their lawns, 44% took action with the primary motivation to save money,
while 29% were looking foremost for the water savings. These same statistics cannot be applied to
the non-respondents because it is quite possible that their motivations are not similarly aligned.
These response numbers conflict with responses from the AWE Landscape Transformation Study,
where aesthetics was listed as the number one motivation for one question and water/energy saving
was cited as the primary motivation for another question. This will require further analysis.
Relevant insight about customer motivation can be found in the McKinsey study: Using a consumer
segmentation approach to make energy efficiency gains in the residential market. The study
identifies five segments of customers, roughly equal in size, each with unique motivations for
initiating efficiency measures. Savings, as the primary motivational driver, pertains to only a subset
of customers.
Often the factors that motivate a customer come from specific hidden personal values. Behavioral
psychologists state that people often don’t truly understand what motivates them to act
(www.insightsquared.com/2014/07/why-buyers-buy-the-psychology-of purchase-decisions). People
make purchasing decisions rooted as much in emotional impulses as logical facts.
For the survey, customers likely answered what they thought was a pragmatic and factual response.
They want to think that their decision is based upon pragmatism when, in actuality, decision
making processes are much more complex and segmented.

Customers are Willing to do Their Part during Times of Shortages
Survey statistics show that customers are making efforts to conserve water in a variety of ways. It is
particularly notable that 49% of customers state that they have let their lawn turn brown or die in
order to conserve.
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The long-term solution isn’t to have neighborhoods with dead lawns, it is for all single-family sites to
have attractive, resilient landscapes. Western wants customers not to feel deprived from their
efforts, but to understand how to have a beautiful drought-proof and resilient landscape.

Customers Are Most Concerned About COST and Losing Their GREEN
LAWNS
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Customers identify cost as a major barrier to landscape transformation. They stated,
overwhelmingly, that the upfront cost and rebate amount matter.
Nearly all water agency turf removal programs require a customer investment of several thousand
dollars; a significant budget line item for most households. To increase program response, Western
will need to increase cost coverage through higher incentives or convince customers that the
outcome is worth the high price tag.
Finding and capitalizing on landscape change motivations is the key to deeper market penetration.
There must be compelling reasons for customers to spend the required amount of money. For
example, customers, who are not environmentalists, may have other reasons to make a change. An
unhealthy lawn; a desire for a contemporary look; a desire for a bird friendly yard – these desires
can drive changes to a customer’s landscape.

Customers Are Not Comfortable with Cutting Back on Lawn Watering
Results show that people are not
comfortable cutting back on their lawn
watering and believe that less water will
result in harm to their lawns.
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Customers Want Low Maintenance for their Landscapes

Results show that, when replacing their currents lawns, customers primarily desire little to no
maintenance for their new landscape. They also would like it to be colorful and functional.

Customers Need Help When Considering Lawn Replacement
As illustrated by the responses in the chart below, the clear majority of customers believe they need
assistance with a number of critical program tasks.
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Water agencies recognize that there are many customer pitfalls along the path to program
completion and, when unaddressed, lead to high program abandonment rates. Western strives to
provide a higher level of customer assistance and communication in order to minimize these high
numbers.

Customers Acknowledge Water Resource Limitations and Potential for Future
Droughts

Sixty-four percent of Western customers surveyed disagree with that the statement: There is a lot
water in California. Although the clear majority of customers recognize California’s water resource
limitations, the remaining 36% would benefit from additional water education.

Eighty-percent of surveyed customers believe that California will see severe droughts in the future.
This should position Western well in leveraging the drought message in the outreach campaign.

Customers Believe Water Conservation is Good for the Environment
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Customers overwhelmingly (88%) believe that water conservation is good for the environment.
Again, this an opportunity for Western to connect customers with the conservation messaging.

Interesting Customers Responses
Interestingly, 78% of customers surveyed take walks
around their neighborhood on a regular basis. Western
may have an opportunity to promote water efficiency
projects and programs through yard signs and
neighborhood initiatives.

Almost 69% of survey respondents
were over the age of 50. This age
bias should be factored in when
utilizing the results of the survey.

In summary, customer responses reveal issues that are imperative for Western to address:
1. Customers need water use education. They do not understand their water end uses and
current landscape technology and therefore don’t know how to effectively prioritize water
efficiency options.
2. If Western wants to increase participation in the turf removal program, it will be necessary to
provide a higher financial incentive. Many customers believe that the high cost is a major
barrier to doing turf reduction or removal.
3. Most customers cannot execute turf removal activities on their own. Design and labor are
major obstacles.
4. Customers care about beauty and low maintenance. Program marketing should focus more
on this and less on just water savings.
The information garnered from the survey results is valuable in designing programs and marketing
messages. It also can be merged with other available data to better learn about customer
preferences and patterns. With the right IT systems, a robust database of customer information can
aid Western in micro-targeting customers.
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WHY BIG DATA AND ANALYTICS
Using the customer survey responses, along with other data sources, Western can do what other
successful businesses are doing--using Big Data, analytics, customer segmentation, and
personalization to increase response.
Big Data is a term used for a collection of large datasets that are integrated typically from both
internal and external sources. The data sets are brought together and analyzed to discern patterns,
trends, and associations, especially relating to human behavior and interactions.
Western can pull together multiple data sources from both internal and external sources. The
data sets can then be brought together and analyzed to discern patterns, trends, and
associations, especially relating to human behavior, preferred interactions, and motivations.
This is used to understand customers on a deeper level, create a profile, and predict and
influence how customers make landscape and efficiency choices.

Western has information on property
location, customer billing, water
usage, program history, and other
transactions as well as attitudes
gained from customer surveys and
focus groups. Western’s databases
can be cross-referenced with external
information sources.
Examples of information sources
include: social networks, government
and GIS databases, real estate
databases, usage patterns on mobile
devices, and numerous specialized
information sources.

The funding of analytics is an investment, however, over the next 10 years it will pay for
itself through increased response and sustained savings.
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These multiple sources can be overlaid to build a robust customer profile with the goal to move the
homeowner from a landscape aesthetic involving excessive irrigation to one that requires little or no
supplemental irrigation.
Big Data is valuable, but only with insight. Data Analytics provides information to help make
educated choices as opposed to hypotheticals.
Predictive Analytics applies statistical models for predictive forecasting or classification. Using this
methodology, Western can determine which customers are mostly likely to respond to an offer, what
support they need, what water saving measures they might be interested in and how much they
would be willing to spend.

SMART TARGETING
Moving forward, Western’s residential customer base will be divided into three categories for
program targeting:


Out-of-budget (tiers 3, 4 and 5)



New move-ins



In-budget

As explained above, out-of-budget customers provide the biggest per-site water savings
opportunity. Close behind are new-move-in customers. These customers may have less of a
savings per site, however they might be more willing to make water-efficiency related improvements
at their new home. Lastly, in-budget customers offer an opportunity to recognize and reward
customers who have done what we have asked. These customers might also be more willing to cut
their use even further.
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For commercial customers, the target will be irrigation accounts and highest use sites which provide
the largest water savings opportunities.
Each of these categories requires a uniquely crafted offer.
The strategy for new move-in customers and Tiers 3-5 customers is to offer efficiency evaluations as
the first step. Evaluations are less about delivering immediate water savings and more about
establishing the relationship with the customer, identifying site-specific opportunities and linking the
customer with the most appropriate programs and services.
The objective for in-budget customers is to create a positive dialog and guide them towards an even
more efficient water use and ultimately resulting in a drought-proof and resilient landscape.
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PERSONALIZATION
The Role of Emotion
For decades water agencies have been promoting marketing messages grounded in logic —
Save Water; Save Money.
These tag lines have brought results and a percentage of customers continue to respond to this
inducement. The question is why do these customers respond to the Save Water/Save Money
message?
Is it because the messages are logical, and people respond to commonsense offers OR is it that
monetary savings and water savings resonates emotionally with a particular subset of the
customer base? It’s important to understand that the vast majority of customers don’t have this
reaction and, therefore, will never respond to program offers.
How does Western boost program response and reach the remainder of their customer base?
What strikes an emotional chord with these customers? The answer is that it varies from
customer-to-customer and, for each customer, day-by-day.

Example:

LET’S LOOK AT A THEORETICAL SALES TRANSACTION FOR ANOTHER BIG-TICKET ITEM, A CAR:
Why on Thursday does Frank say that he can’t justify buying a new car, but come
Saturday, he’s rolling down the driveway in a shiny new convertible?
Logically, Frank knew it was more cost-effective to keep his old car, but on Saturday his
emotions were swayed. The dealer made a sales pitch that appealed more strongly to
Frank than did logic. He recognized Frank’s desire for status. The dealer sold to Frank’s
emotions.
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The role of emotion, as a sales driver, seems like a soft topic but it’s actually foundational and
powerful. When organizations
effectively connect with customers’
emotions, the payoff can be huge.
While an investment in lawn
replacement is not identical to
making a car purchase, the decisionmaking process is the same. The
customer must first have a desire for
the product. In other words, the
product must appeal to a strong
emotion and it needs to be strong
enough that it drives the individual to
spend the necessary money for the item.

THE WATER INDUSTRY HAS YET TO TAP DEEPLY INTO MESSAGING THAT INSPIRES
EMOTIONAL CONNECTION AND RESPONSE.

There are innumerable emotional motivators that drive purchasing/participation choices. A
customer’s decision to “buy” is the result of several motivating factors in combination. While
agencies have had success with a slim percentage of their customer base, there is great potential
for more connectivity.

Personalize the Message + the Outreach
The success of Western’s programs is largely dependent on the way customers respond to
Western’s marketing message and outreach vehicles. Through the use of big data and analytics,
Western can learn about its customers - age, gender, lifestyle, interests, motivations and more - and
can create a profile for every agency customer.
Analytics can also predict which of Western’s programs have the highest response potential with
a particular customer profile.
The next step is to create a message that entices a customer. In the past, a program message was
the same for all customers. Today, people tune out irrelevant, one-size-fits-all messaging. In a world
oversaturated with sales pitches, targeted messaging is the best way to pique customer interest and
make a connection. This means that it is necessary for Western to personalize messaging and
craft a “sales pitch” that particularly resonates with a distinct group of customers.
For instance, a retired engineer, Tier 4 customer, is more likely to favorably respond to a devicedriven program with a message that includes facts about water and monetary savings. A young
married couple, who just moved into a new home, are more likely to respond to a turf replacement
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program with messaging that infers that grass is “out” and resilient properties are the new status
symbol. The correct personalized message evokes an emotional attachment and heightens the
probability of taking action.
This means that, for the same program, Western may create four or five different messages,
designed to appeal to unique customer types with varied motivations.
Beyond personalized messaging, customers also have differing ways in which they get information
and communicate with others. This means that outreach methods require personalization as
well. Referring again to the retired engineer, he checks his mail daily and thoroughly reads his bill
stuffers. He also conducts thorough research on his computer, via how-to videos, before
implementing any new project. The New Move-In couple is so busy with their new home and
newborn baby that they rarely read through their mail or check their Facebook account.
Western has a high likelihood of connecting with the retired engineer through a bill insert or a social
media link to a YouTube tutorial. For the New Move-In couple, if Western calls the customer, they
are likely to jump at the opportunity to have the Field Evaluator visit their home and provide them
with an on-site evaluation of their property.
The customers in Western’s territory have varying backgrounds, lifestyles, interests, and
motivations. Program messaging and outreach must address this uniqueness in order to drive up
response rates and, ultimately, water savings. Personalization also creates a closer connection with
the customer and heightened brand loyalty.
The following are examples of three distinct customer types, demonstrating the difference in their
profiles, highest potential response programs, and best messaging and outreach:
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ENGAGE + ASSIST
Generally speaking, Western’s customers understand the critical need for water efficiency, and they
showed this by rallying to save water during the last drought cycle. Why then aren’t more customers
participating in, and completing, the water efficiency programs offered to them?
The problem lies not with the programs, but instead with the breakdowns that occur at key junctures
along the customer path, from sign-up to program completion.
Typical customer breakdowns:


Doesn’t respond to program offers



Abandons application, half way through



Signs up for a program but never implements the first step



Starts the program process but simply loses interest



Gets confused during a step of the process and stops

When not remedied, customer breakdowns result in program fails and an opportunity to capture
water savings is lost.
Looking to the future, Western faces the daunting challenge to drive down per capita water use to a
markedly new low level. It’s essential that savings opportunities be maximized, and program fails be
reduced.

Engagement Role
Successful customer engagement motivates and leads customers along the pathway to increased
water use efficiency. The means to accomplish this is to:


Communicate the value of the measures and programs



Stop “breakdowns” from occurring



Get a customer started OR back on track

These duties will be carried out by Western’s Water Resources Specialists and require a
significant amount of work to manage this amount of customer engagement.
These individuals will act as the customer motivator and problem solver. Like a concierge at a
hotel, the Water Resources Specialist will help customers with their unique issues and facilitate the
remedies. There are no absolute formulas when helping customers, therefore staff will need to
think strategically and identify the best avenue to help each situation.
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A COUPLE OF EXAMPLES OF THE ENGAGEMENT ROLE IN ACTION:

For Tier 3, 4, and 5 customers, as well as New Move-Ins, the Water Resources Specialist will
reach out to them to schedule an on-line or on-site audit as the first step of engagement. For
customers who are interested in specific measures, vouchers will be generated, and rebate
information will be sent to these individuals.
To minimize program abandonment, the Water Resources Specialist will generate automatic
follow up communication to customers in the midst of a program. The outreach will be
personalized and designed to motivate the recipient. Most importantly, the message will be an offer
of help from Western. The Water Resources Specialist will determine whether a customer should
receive a phone call, email, postcard or other communication medium.
For turf replacement program participants that have shown no progress over a long period of
time, the Water Resources Specialist will “check in” with each customer via phone call to see if
they need any help. If the customer is still on track, they will be commended for their good work. If
a customer is struggling with design layout, the Water Resources Specialist will dispatch the help
they need. This might entail setting an on-site appointment with the Field Efficiency Evaluator or
possibly sending a How-To video link to the customer’s phone.
A customer often has a minor problem that can be readily solved in a short interaction with the
Water Resources Specialist or Field Efficiency Evaluator. Instead of scheduling a time-consuming
field visit, the Water Resources Specialist will, when possible, provide answers or send useful
content to the customer. If the customer requires technical field information, the Water Resources
Specialist may choose to arrange a phone call, Skype session, or site visit with the Field Efficiency
Evaluator.
The engagement function is essential; creating solutions for problems and shepherding
customers across the program finish line. Western staff is tasked with the responsibility to identify
the level of help required and deliver it to the customer. The key is to keep following up with the
customer until the project is completed. Performed effectively, this support will play a critical role in
increasing overall water savings.
The following is a demonstration of the engagement process. These are actions that can be
taken in varying combinations according to the specific customer situation.
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The Field Efficiency Evaluator
Practically speaking, the Water Resources Specialist and the Field Efficiency Evaluator need to be a
close working team. While the Water Resources Specialist is working to keep customers on track
from the office, the Field Efficiency Evaluator “carries the ball” from the field perspective. As the
Water Resources Specialist identifies a customer-in-need, the Evaluator goes on-site, or if viable, via
phone or Skype to give a customer the how-to coaching, design assistance and/or technical
information needed to move forwards.
The Field Efficiency Evaluator can move the customer closer to a water-efficient property starting
with the on-site audit. This is a prime opportunity to engage customers and show them where the
best savings opportunities exist at their site.
The Evaluator can further advance the customer along the pathway by generating on-site delivery of
vouchers and facilitation, with the Water Resources Specialist, to immediately sign the customer up
for relevant programs.
Below is snapshot of support services provided by both individuals in their roles of connecting
customers to appropriate programs.
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Using Videos as an Engagement Tool
The influence of digital videos on our everyday culture is undeniable. People today are using
educational videos as a tool for learning everything from
Why Pinterest, ETSY or Similar
changing a tire to the latest dance craze. Online video
Mobile Apps?
sharing sites such as YouTube and Facebook log millions of
video page views per day.
Topics that once seemed difficult to teach and learn are now
more accessible and understandable thanks to the availability
of educational videos.
With digital videos well established in their popularity, it
seems only natural that this familiar and widespread platform
extends into the water agency and water use efficiency
setting.
Studies have shown that the use of short video clips allows
for more efficient processing and memory recall by the
viewer. The visual and auditory nature of videos appeals to a
wide audience and allows each user to process information in
a way that’s natural to them.
This makes videos an ideal medium for water agencies to
engage and educate customers about water efficiency topics
and programs.

Videos are not the only way to
educate customers and share
information today.
This means Western can bring
visitors to program websites by
posting images of landscape
designs and products on
Pinterest.
Pinterest is one of the largest
website traffic drivers in the world
so Western can utilize it for
increased awareness.
User engagement is high and
attracts multiple generations.
Western can specifically track
individual customer’s interests.
Should deliver heightened
program response.
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Western has a three-fold objective for creating a video library:
1. To educate customers about the value of water and the merit of Western’s services
2. Provide an answer as to why it’s so important to be water efficient
3. How a customer can improve their water efficiency
Western can make use of videos as both a means of engagement and a way to provide instructional
How-to’s on a variety of topics such as the following:















Soil / plant relationship and how to identify your soil
Plants
Watersheds / using rainwater
Right plant, right place
Watering based upon plant, soil and climate
Knowing your landscape lifestyle / How you use your yard
Plot plans
Designing a water smart landscape
Taking out your turf
Irrigation systems
Irrigation system troubleshooting
Watering
Programming your timer/smart controller
Maintaining your water smart landscape

In addition, Western can use videos to educate customers about:







Where water comes from and how it gets to you
How water and wastewater are treated
Water pricing
What is the value of water
Future water legislation/allocation/water budgeting
What Western does (a day in the life, news from the trenches, fixing leaks, testing for quality)

When done effectively, creative and valuable-content-videos will build a stronger connection with the
viewing customer. Western has the vision and innovative nature to create a video-based customer
engagement strategy and library to further drive efficiency while creating a positive customer
experience.

Creating Your Own Landscape Style
A successful landscape transformation has the right plants… in the right place… with the right style.
When done well, the outcome is a proud homeowner with water-efficient landscaping that matches
his or her design aesthetic.
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This means creating landscapes with true Southern California style. Western’s job is to support and
empower each customer in reaching this positive end result.
With this aim, Western is developing a compendium of resources for customers to access, starting
with information about various plant options. Customers will be able to browse through a
database of plant collections that include pictures and detailed descriptions and recommendations.
For inspiration, Western will provide photos and video of the beautiful array of plants at the historic
Alessandro Gardens.
Knowing that customer styles vary, Western will have access to an extensive compilation of
landscape design collections for the viewer to peruse, drill down on, and download. Western aims
to include a variety of representative front yards within the service area, available to be indexed by
size and characteristics.
Database of Landscape Style Categories for Customers to Explore:
Pollinator

Butterfly

Native

Heritage

Zen

Flowery

Spring

Fall

Feathered Friend

Tasty

Shady

Desert

Rain Only
The property owner, designer, or contractor can reference the properties, along with the plant
database, to build their preferred “style”. In combination, these resources will improve the process
required to create a landscape design.
Promoting Western’s Landscape Resources
In the past, landscape program promotion was limited to a narrow list of traditional marketing
activities. Moving into the future, Western is taking a more creative and proactive approach.
Landscape transformation is a difficult market and Western recognizes the need for a broad range of
outreach tactics including multi-directional strategies through both traditional and progressive
channels.
Western, through marketing consultant JPW Communications, is in the process of designing new,
creative program branding, messaging, strategies, and tactical campaigns. The program will have a
stronger presence on social media to better capture customer interest and allow them to interact in a
manner that best suits their style. Program posts will have click-throughs to the program’s web
pages, as well as the database collections of plants and landscape styles.
Messaging will be tailored to each customer’s identified attitudes and motivations. Some customers
will best respond to environmental and/or animal habitat themes, others may care more about
community aesthetics or saving water. By tailoring the messaging, Western will be able to create
communications that better connect with each customer. If successful, customers will steadily shift
perceptions and move to a water-efficient landscape mindset.
38

Section 5: Creating Advocates
SHOWING APPRECIATION
William James, well-known psychologist and philosopher, said, “The deepest principle of human
nature is a craving to be appreciated.” If an organization takes the time to express their heart-felt
appreciation for something the customers has done, it boosts passion and purpose.
For water efficiency programs, customer appreciation can translate to heightened activity and a
positive bond with Western. If customers believe in Western and they believe in the benefits of
the program, they will spread the word on behalf of Western and the water efficiency cause.
There are two categories of customers, those that have acted and should receive a gesture of
appreciation and those customers Western seeks to ignite to act.
Addressing both these customers will create a positive connection and good will which will advance
the Western brand and water efficiency participation.
The goodwill can be leveraged by Western by asking participating customers to share their
experiences and stories. Those that haven’t participated in the past may be more open to
participation.
Western can thank customers for:


Answering a survey



Participating in the rebate program



Taking out their lawn



Recommending the program to a neighbor or friend



Staying within their water budget allocation



Paying their bills on time



Being a customer for ten, twenty years

The form of the thank you can be any number of tactics. These gestures cost little to no money and
build customer bond.
Appreciation examples include:


Handwritten, personalized letters



Follow back on social media



Coupons and freebies



Thank you breakfast and private events



Recognition at Board meetings
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Reminding customers how Western is using their feedback



Sharing their stories



Sample devices



Designating a specific day/week/month to customer appreciation

Regardless of the reasoning or methods, the thank you will fulfill the goals of a positive connection.

WHY SHOULD WESTERN DO ALL THIS?
An appreciated customer is likely to share their story and become an advocate.
It’s well understood that the validation generated through testimonials boosts credibility. This
applies to a review when buying a new pair of shoes as well as a customer’s endorsement of a water
efficiency program. Western already knows that a successful turf removal project can result in
friends and neighbors following suit, possibly requiring no incentives.
Testimonials are stories and storytelling is a powerful and credible tool to enlist another
supporter.
Research has shown that storytelling activates part of the brain and allows the listener to turn the
story into their own ideas and experience. For instance, a person viewing a customer-to-customer
video about their experience with their turf replacement project will begin to visualize their own
landscape transformation.
Ways in which storytelling and sharing can occur:


Instagram and Snapchat stories showing the before and after benefit of turf replacement



Pinterest pictures and design ideas for customers



Videos of the step-by-step turf removal process



Postcards with testimonials with positive customer program experiences



Customer-to-customer videos explaining how they personally used their water budget as a
starting point to implement efficiency



“Ask the Expert” blog or online channel to answer questions and provide how-to instruction



Blog where customers can share experiences, recommendations and ideas (that Western
cannot personally endorse)
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PARTNERS AS ADVOCATES
There’s a wide array of people, businesses and organization that can be advocates and advance the
success of water efficiency programs.
This can be accomplished through a number of means including:


Promoting the general efficiency message



Providing funding



Actively securing program participation

Western has five types of partners:


Wholesale Agencies



Local Businesses



Regional Utilities and Organizations



State and Federal Funding Agencies



Industry Associations

Wholesale Agencies
Western has a strong, positive relationship with its wholesale agencies and, together, the partners
have implemented a multitude of successful efficiency initiates. Western will continue to support
wholesale agencies through funding and provision of tools, technical assistance and marketing
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program templates. In addition, Western will work collaboratively to develop marketing campaigns,
joint events, and other customer-focused activities.
These wholesale agency partnerships create a synergy of regional customer awareness, program
response and, ultimately, water savings.
Moving into the future, Western will continue to prioritize Western-Wholesaler partnerships and
provide a cadre of support services for these agencies. Key Western support services includes the
following priority list:
1. Supplemental funding and program assistance - As available, Western will provide
additional funding for local programs through both Western’s budget and Metropolitan
Member Agency Administered funds. In addition, Western is on hand to provide program
design aid, including vendor RFPs templates, for any/all agencies requesting support.
2. Program water savings analysis – Western has analyzed and documented cost/savings
numbers for a number of Western programs and measures. Western’s analyst is available to
work with wholesalers’ staff to utilize this gained knowledge for local wholesale agency
program analysis.
3. Collaboration/Coordination of conservation program marketing – Western has hired a
marketing firm to create campaigns, messaging, social media, bill inserts, ad templates, and
other materials. As appropriate, these will be made available to wholesale agencies for local
implementation. Agencies will have access to survey results, customer targeting
methodology, and successful campaigns. Additionally, Western will aid wholesale agencies
with joint marketing of programs.
4. Assistance on state framework legislation – Western is available to support agencies with
data and technical assistance to help wholesale agencies with 1) evaluation of compliance
and 2) compliance achievement. This will include development of information, FAQs, and
summary sheets.
5. Aerial imagery assistance – Aerial imagery is an invaluable informational tool for water
budgets and programs, alike. Western will offer agencies technical support to separate out
areas of turf, shrubs, and hardscape, as well as assist agencies to calculate targets.
6. The Santa Ana Watershed Project Authority (SAWPA) North American Industry
Classification System (NAICS) codes assistance – Western will facilitate SAWPA’s
provision of NAICS code assignment of commercial, industrial, and institutional sites within
each respective agency’s territory. Upgraded code assignment will provide better
understanding of the commercial base and aid in more refined commercial program
targeting.
7. Collaboration/Coordination of drought response/contingency plans – With
requirements for development of agency drought response/contingency plans, Western will
collaborate with agencies to work through the necessary steps to generate drought response
and contingency plans.
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8. Collaboration/Coordination of policies – In order to provide strong messaging and less
customer confusion, it is optimal for agencies to align policies whenever possible. Western
will work with agencies on this coordination process to facilitate consensus of regional
policies.
9. Commercial audit assistance – Western’s vendor, Norris Consulting, is available, free of
charge, to agencies for evaluation and audit services for commercial and large landscape
customers.
10. Landscape Design assistance – A recommendation is for Western to hire or subsidize
landscape designer(s) to provide support to customer’s replacing their lawns. Western is
prepared to aid agencies by administering the RFP for designers. Wholesale agencies
would then market and schedule program services.
11. Assistance with budget-based water rates – Allocation-based rates have proven to be
one of the most cost-effective water use efficiency programs. Western is available to provide
support for rate analysis and design, staff training, and public outreach.
12. Water loss assessment and reporting assistance – With passage of SB 555, urban water
suppliers are required to submit annual water loss reporting. Water audit reports are to be
validated before being submitted to the state. Western is prepared to support wholesale
agencies in meeting requirements through provision of a technical assistance vendor, and
possibly payment for Level 1 Validator training.
13. Coordinate “shared customers” programs with Riverside Public Utilities – In order to
minimize customer confusion, program overlap and budget dollars, Western will work with
RPU to offer joint programs in common territory.

Local Businesses
Local businesses have direct relationships with the customers and much of the time are perceived
as the expert. Customers go to them for answers about plants, landscaping, irrigation and plumbing.
Working with local businesses, such as Ewing Irrigation, Louie’s Nursery, Bonnett Irrigation, Kellog
Supply, QWEL certified landscape contractors, as well as local green realtors, Western can leverage
these connections to promote efficiency programs. Program activity will also drive business for
these local companies.
These partnerships deliver mutual benefits: the business gains additional sales while Western
secures water savings.

Regional Utilities + Organizations
Western has long worked with numerous regional utilities and organizations. Metropolitan Water
District provides funding, programs, tools and other resources. Santa Ana Watershed Project
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Authority pursues grant funding and facilitates funding to regional agencies. Western will continue
leveraging these long-standing relationships.
Other potential regional agency partners are: SoCalGas, Southern California Edison, RiversideCorona Resource Conservation District, Riverside Flood Control District, and Riverside County
Master Gardeners. Through collaboration, these regional agencies can work together with Western
to promote the water efficiency cause.

State + Federal Funding Agencies
Over the years Western has successfully received millions of dollars in grant funding from United
States Bureau of Reclamation and Department of Water Resources.
These agencies will continue to provide substantial monetary benefits, aiding Western in
implementing robust programs.

Industry Associations
Western participates in key industry associations, leveraging the partnerships, expertise and mutual
visions of other leadership organizations actively involved in the water efficiency industry. Western
participates in the following three major associations:
The California Water Efficiency Partnership: The California Water Efficiency Partnership (formerly
the California Urban Water Conservation Council) is an innovative leader, voice, and expert on water
efficiency in California, fostering collaboration among a wide variety of stakeholders. Western sits
on the Board of CalWEP and will continue to play a leadership role.
Membership benefits include:


Dedication to addressing California’s unique issues, challenges and opportunities.






Innovation, leadership and expertise on water efficiency.
Collaboration with a wide variety of stakeholders.
Information and tools to help members meet regulatory requirements and challenges.
Information sharing, resources and networking.

The Alliance for Water Efficiency: Headquartered in Chicago, the Alliance serves as a North
American advocate for water-efficient products and programs and provides research and data
collection to advance water efficiency and spur market transformation.
The Alliance has embarked on seven key tasks to support and enhance water conservation efforts,
providing benefit to water utilities, water conservation professionals, planners, regulators, and
consumers:


Stand as a clear and authoritative national voice for water efficiency.
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Provide comprehensive information about water-efficient products, practices, and programs-what works and what doesn’t.
Represent the interest of water efficiency in the development of codes and standards.
Transform the market for fixtures and appliances.
Coordinate with green building initiatives to institutionalize water efficiency.
Train water conservation professionals.
Educate water users.

Environmental Protection Agency, WaterSense Program: WaterSense is a voluntary publicprivate partnership program sponsored by the U.S. Environmental Protection Agency (EPA). It is
both a label for water-efficient products and a resource for helping consumers save water.
The WaterSense label makes it simple to find water-efficient products, new homes, and programs
that meet EPA’s criteria for efficiency and performance. Items that meet WaterSense specifications
must be independently tested and certified, and only then can they carry the WaterSense label.
WaterSense-labeled products and services are certified to use at least 20 percent less water, save
energy, and perform as well as or better than regular models. The EPA is actively developing new
specifications to expand the WaterSense family.
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Section 6: Past Programs
A LOOK BACK
In 2008, Western generated a Water Use Efficiency Implementation Strategy that documented a
strategic vision and key tactics to deliver long-term water efficiency. The plan included a collection
of customer-tailored solutions designed to achieve the water savings goals and change customer
water-use behaviors.
There were three fundamental program tactics:
1. Develop a clear pricing signal for efficient use
2. Aggressively target high water use and pursue program participation
3. Find niche markets and conduct Pilot Programs directed at these markets
Western implemented the water budget rate structure in 2011. The higher price signal for inefficient
use has provided customers with education and motivation to stay within budget. At present time,
80% of customers are within their budget during any given billing cycle. This is the first time
customers understand how efficiently/inefficiently their property is using water. The water-budget
rate structure is the foundational driver to water efficiency.
The plan included the potential for fifteen customer-focused programs. Western elected to
implement ten. The selected programs performed well, and many are still being offered.

SELECTIVE EFFICIENCY EVALUATION PROGRAM
2009 - Present
Western began offering customers efficiency evaluations in 2009. The program was designed to be
the introductory program by providing customers with a site-specific efficiency assessment and
the link to programs. Norris Consulting was
“This is one of the most useful reports I have RECEIVED,
brought on board to conduct the audits.
Customers with irrigated landscapes are
offered free water use evaluations. The
focus of these evaluations is outdoor water
use; however, an inventory of indoor devices
and recommendations is also provided.

and I have implemented almost all of your
recommendations. I intend to implement the remainder as
time and money permits.”
“Thanks, Tim!! This is AWESOME!!! I will take action
immediately to implement your recommendations!!!”

In addition, the site visits include educating the customer about water budgets and billing. The
key target is the single-family residential customer. Selected commercial sites are eligible for
evaluations as well.
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As the testimonials show, customers value the service. As importantly, a strong bond is created with
Western.
Retail Program Activity
1,328 evaluations

Estimated Savings
5% per site

LARGE LANDSCAPE WBIC INSTALLATION PROGRAM
2009 – 2010
From 2009 – 2010, residential customers with greater than 1 acre of irrigated landscape
received free installation of smart controllers and high-efficiency sprinkler nozzles. Through
the program, 73 customers were served with 368 controllers and 11,253 nozzles being installed.
Outside funding for the program came from two sources:
1. Department of Water Resources Prop 50 grants
2. Metropolitan Member Agency Allocated funds
The program hit the goals of the grants with an estimated savings of 652 AF. Western’s ability to
leverage grant funding made this program highly cost effective.
Retail Program Activity
73 sites

Estimated Savings / Cost Effectiveness
14% per site

368 controllers
11,253 nozzles

$342 / AF

SMARTYARD PROGRAM
2010 -2011
The Smart Yard Program was a self-sustaining, professional irrigation controller installation
program offered from 2010 to 2011. Designed as an innovative, public private partnership, Western
installed top-tier weather-based irrigation controllers at participating residential customer sites. The
customer paid for the controller on-bill over time, with Western paying for 1/2 of the
cost. Participating homeowners paid the balance with zero-interest financing from Western, which
placed a fixed fee, starting at $9.99, on their monthly water bill for a five-year timeframe.
Smart Yard was a turn-key program that included 1) a site audit to qualify the site as a “water over
use” property and 2) professional controller installation to ensure quality workmanship and
programming. Due to the extreme level of administrative and field labor requirements, Western
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opted to sunset the program in 2012. Over the course of the Smart Yard Program, Western
performed 461 installations.
Retail Program Activity
421 sites

Estimated Savings / Cost Effectiveness
5% per site

461 controllers

$2,073 / AF

TURF REPLACEMENT PROGRAM
2009 - 2014
Western offered turf replacement incentives from 2009 - 2015. Western customers were offered an
incentive per square foot for the removal of turf and replacement with low water using landscape
and efficient or low precipitation irrigation systems.
Metropolitan provided funds for the incentive and Western staff processed the project paperwork
and incentives. The incentive started, briefly, at $.30/sf and ramped up to $2/sf at the program’s
peak during the drought.
In 2014, Metropolitan created a regional program administered by their vendor, EGIA. Western
chose to continue operating the program internally with the objective to ensure high quality
installations. Western’s program had significantly more program requirements including site plans,
plant coverage requirements, and irrigation system requirements.
In 2015, Western transitioned the program to Metropolitan’s regional program. Although not as strict
as Western’s internal program, Metropolitan did allow agencies to add their specific requirements.
The program ended in late 2015 when funds were exhausted.
In fiscal year 2018/19, Metropolitan reintroduced the program with tighter program
requirements including pre- and post-site inspections and some form of onsite water retention.
Western may elect to add funds to the $1 per square foot incentive offered by Metropolitan.
Retail Program Activity
227 customers
792,185 square feet of turf removed

Estimated Savings / Cost Effectiveness
27% per site
$1,888 / AF

REGIONAL DESIGN SUPPORT PROGRAM
As part of Western’s Turf Replacement Program, customers were provided with two hours of
consultation and plan generation from a local landscape architect. Free consulting covered
landscape areas up to 6,000 square feet. The architect visited the customers site and working with
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the customer identified layout and plant selection tailored for the property and customer
preference. Back at their office, the landscape architect generated a landscape site plan. The site
plan was then sent to customer.
Over 50 customers received design plans. Western required a customer deposit of $250, which was
returned upon completion of the project. The vast majority of the projects were completed. The
program ended when demand exceeded capability to provide support.

MULTI-FAMILY + HOTEL/MOTEL TOILET INSTALLATION
PROGRAM
2011 - 2012
In 2011, Western hired Bottom Line Utility Solutions to market and implement the Multi-family &
Hotel/Motel Toilet Installation Program.
Pre-1992 properties were targeted for replacement of high-volume toilets with high-efficiency
toilets, 1.28 gpf fixtures. The product and installation were provided at no cost to the customer.
A significant portion of Western’s service area was built after 1992, therefore the remaining highvolume plumbing fixtures are limited. Western will continue to evaluate the potential replacement of
post-1992 fixtures with the most efficient fixtures available in the market.
Retail Program Activity
191 toilets

Estimated Lifetime Savings
191 AF

DRIP IRRIGATION PILOT PROGRAM
2014
Prior to implementing an incentive for drip irrigation, Western aimed to better understand the
required components and installation costs for a typical drip irrigation project.
In 2014, Western conducted a pilot in conjunction with Rain Bird installing drip irrigation at 11
sites. Sites with inefficient spray systems were identified through Western’s Efficiency Evaluation
Program. These customers were offered a retrofit of their existing spray heads to a drip system.
The installations resulted in more efficient irrigation but proved to be costly. Because these
installations were retrofits of older systems, many times capping the heads caused leaks and other
systems problems. Fixing these issues required additional labor and increased program costs. Due
to the limited number of participants, Western was unable to determine water savings associated
with this program. Western is currently considering offering vouchers for drip irrigation.
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SOCAL WATER$MART REBATE PROGRAM
2007 - 2017

Metropolitan sponsors a region-wide program that offers single-family residents rebates for highefficiency toilets, high-efficiency washers, smart irrigation controllers, high-efficiency sprinkler
nozzles, and rain barrels. Metropolitan also offers incentives for commercial and multi-family
customers that retrofit their plumbing fixtures, HVAC systems, food service equipment, cleaning
equipment and medical equipment.
The program is administered by Metropolitan’s regional vendor, EGIA. Metropolitan pays for the
base incentive as well the administration. Western has added supplemental funding for toilets,
washers, and weather-based irrigation controllers in the past. Western is currently evaluating water
savings from these devices and will determine if it is worth adding supplemental funding in the
future.
Over ten years, 2,616 single-family customers participated, representing 11% of Western’s retail
customer base.

SOCAL WATER$MART
WATER SAVINGS INCENTIVE PROGRAMS
2013 - 2017
Metropolitan provides financial assistance to local businesses and industries to encourage
investment in water-saving process improvements and large irrigation system upgrades.
The program is open to all public and private, commercial and industrial users within Metropolitan’s
service area. Financial assistance is provided for documented water savings derived from projects
implemented that meet the qualifying criteria. This includes industrial process water use reduction
and landscape efficiency improvement.
Western has had over a dozen participants in the WSIP program including:


Altman Plants



Big Tree HOA



Trilogy at Glen Ivy Maintenance Association



Horsethief Canyon Ranch Association



GL Stephenson
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T.H. Nguyen



Tuscany Hills Landscape and Recreation Corp



Janet Van Arsdale



Metal Container Corp.



BH Beal



Starbucks Corp

Retail Program Activity
2 projects:
Altman Plants
Big Tree HOA

Estimated Savings
Altman Plants: 3,420 AF
Big Tree HOA: 35 AF
Total: 3,456 AF

In addition to the programs contained in the 2008 plan, Western implemented a few other innovative
and noteworthy programs including the FreeSprinklerNozzles.com and Urinal Upgrade Program.

FREESPRINKLERNOZZLES.COM
2010 – 2017
The FreeSprinklerNozzles.com Program provides participation water agencies with a full-service,
minimal staff, approach to distribute high-efficiency sprinkler nozzles to its residential and
commercial customers.
This program has been administered by Western on behalf of 28 participating water agencies – a
unique, first-of-a-kind program design that reaches beyond Western’s territory to deliver
significant water savings at sites throughout California.
Western worked with over sixty irrigation suppliers and three irrigation manufacturers to distribute
over 1.7 million nozzles. FSN.com is a public-private partnership, delivering benefits for all
participating parties. The sprinkler manufacturers and irrigation suppliers benefit from the increased
sales of nozzles; water agencies have an easy means to distribute water-saving nozzles in their
service area and meet water saving goals; customers reap the benefit from the easy-to-use, free
water efficient devices.
Since 2010, FSN.com, through participating agencies, has yielded overall water savings of
approximately 22,500 acre-feet. However, over the years, activity has waned and Western is in
the process of evaluating the program and redesigning the format.
Since 2010 over 640,000 nozzles have been distributed in Western’s wholesale area.
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Retail Program Activity
60,592 single-family nozzles
52,105 commercial nozzles

Estimated Lifetime Savings
806 AF

112,697 total nozzles

URINAL UPGRADE PROGRAM
2014 - 2017
The High-efficiency Urinal Flush Valve Upgrade Program is a turnkey program for the
replacement of the flush valve only. The Program is funded in part through a United States
Bureau of Reclamation WaterSMART grant.
Commercial customers within Western’s wholesale and retail service area are targeted for
participation. The customer is offered free product and free installation of the high-efficiency
urinal flush valves. A high-efficiency flush valve is defined at flushing 0.5 gallons per flush.
1,258 urinal valves have been installed in commercial facilities throughout Western’s wholesale area
with savings estimated at 77 Acre-feet annually.
The program will continue until the goal of 2,000 urinal valve upgrades has been completed.
Retail Program Activity
150 urinal valve upgrades

Estimated Lifetime Savings
180 AF
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Section 7 – Proposed Programs
MOVING FORWARD
EVALUATIONS, COACHING,
DESIGN SUPPORT, VOUCHERS + REBATES
The plan moving forward includes program delivery formats deemed most valuable for
customers. Audits, coaching and design support provide the education and instruction necessary to
implement the water efficiency measures. Vouchers and rebates provide the mechanism for the
incentive. Any measure can be incentivized through this means. Western will start with a set of
measures most applicable to market opportunities today and the list will be updated as the market
changes and new technologies become available.
Evaluations or audits are foundational, typically the first program contact with the customer. The
evaluation identifies site-specific opportunities. The face-to-face format begins the personal
connection with the customer and offers opportunity to direct the customer to the most appropriate
programs and measures.
Coaching deals with a customer’s specific area of landscape need. This could be replacing turf or
fixing an irrigation system in disrepair. Coaching provides the customer with education about the
topic and the steps to implement the project or reach the customer’s desired outcome. The role of
the coach is to not just provide information but to motivate, instruct, and guide the customer until the
project is complete.
The Western-UCR customer survey showed a need for design support when initiating a turf
replacement project. Customers get “hung up” with the design and many times abandon the
project. A smartly crafted design assistance program can provide the needed support without
requiring the lengthy hours and high-priced architect and consultant services.
Vouchers provide either minimal to no of out-of- pocket expenses for customers and make it easy to
participate. Customers love them. Due to the low cost/no cost price tag these tend to be higher
response programs. Voucher programs are scalable and can be applicable for most technologies
and devices. Typically, they involve local businesses and work best with smaller community
businesses. Vouchers are customizable and can be implemented as limited or seasonal offers.
Rebates are an old school yet effective way to drive installations of water efficiency measures.
Rebates work for customers that don’t need a lot of education, customers that don’t mind the cash
outlay, purchases of bigger ticket items, and lower priced products available through big box stores.
An added benefit is that Western can leverage Metropolitan’s regional rebates, providing cost
effective water savings. Western doesn’t pay for administration or the base incentive and can add
funds to selected devices.
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Although Metropolitan offers a limited selection of devices, they are the proven water savings
devices. Metropolitan and its member agencies continually evaluate and update the devices offered
and add devices as savings data becomes available or remove devices when markets become
saturated.

PROPOSED PROGRAMS
Western has selected a portfolio of programs that best support the customer’s journey to a water
efficient home or business.
The programs:


Match market opportunities best suited for each class of customer



Maximize funding by leveraging Metropolitan funds



Provide customer education, support, as well as incentives

EFFICIENCY EVALUATION PROGRAM
Western will continue the Efficiency Evaluation Program, using Norris Consulting. Future
evaluations will focus on landscape and irrigation with target customers including new move-ins and
out-of-budget customers.
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LANDSCAPE COACHING
Landscape coaching will be offered for two purposes:
1. A customer is interested in a project
2. A customer is having problems during a project and needs assistance
Just like a personal trainer, mentor or business coach, the landscape coaching program will provide
customers with one-on-one guidance through landscape upgrades. This could include such projects
as upgrading an irrigation system, partial replacement of their lawn, full replacement of their lawn or
implementation of a watershed plan. The goal of the coaching is to motivate and help customers
overcome their particular barriers to complete the project.
Let’s use as an example a customer that expresses interest in turf replacement during the
evaluation. In reviewing the customer’s record, staff notes no activity for 60 days. The Landscape
Coach contacts the customer and finds out the customer is struggling with plant selection. The
Landscape Coach then directs the customer to online plant databases, reviews plant options for their
specific site, and possibly provides a voucher for free plants at Louie’s, a local nursery.
Services could include:


Personal coaching



Landscape design tools and templates



Plant lists



How-to videos

DESIGN SUPPORT
The Design Support program would provide the services of a landscape designer to aid the
customer in developing and completing their landscape plan. Customers would be given 1 to 2 hours
of free services tailored specifically to their site and particular issues.
Services could include:


Do’s and don’ts of landscape design and turf removal



Selecting climate appropriate plants and planting design



Adding watershed and stormwater capture



Water efficient irrigation plan designs

55

CONSERVATION CREDIT PROGRAM
It is the aim of Western to reward a customer’s positive conservation efforts and, in doing so, create
a stronger customer-as-advocate relationship.
Western has a fund dedicated to conservation activities among its retail customers and Water Use
Efficiency staff wish to explore using this fund to implement a Conservation Credit Program. A
Conservation Credit could award a customer a credit for conserving their water and not using their
allocated monthly water amount (water budget). The Water Use Efficiency team will evaluate piloting
this program for two years.
The goal of the Conservation Credit is to:
1. Reward customers that conserve water
2. Provide an incentive to customers using tiers 3 – 5 to conserve water
3. Provide an incentive for customers currently under their water budget to conserve more

LANDSCAPE TRANSFORMATION PROGRAM
Administered through Metropolitan, the new Landscape Transformation Program (previously called
Turf Replacement) aims to combine turf removal, irrigation modification and rainwater retention or
filtration. Every landscape transformation project now requires:


Five plants per 100 square feet of area transformed



Inclusion of a stormwater retention feature



No hardscape within the transformed area, except permeable hardscape



Replacement or modification of overhead spray sprinklers

Customers are now offered an incentive starting at $1.00 per square foot up to 1,500 square feet.
Metropolitan pays the base incentive of $1.00. Western may add an additional $1.00 per square
foot.
The previous version of the Turf Replacement Program had a high customer abandonment rate
which needs to be better mitigated through customer support services. Western staff will track
customer progress and routinely follow up with customers to identify barriers and deploy resources
to assist customers.
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ANY WAY YOU WANT VOUCHER
The web-based voucher format has proven to be successful with FreeSprinklerNozzles.com.
Western will continue to offer sprinkler nozzles through this means and is currently revamping the
program structure to become an on-line fulfillment program.
Future potential voucher programs may include:


Low water use plants



Drip irrigation/kits



Pressure regulating spray heads



Irrigation controllers



Mulch

This could a be one-stop website, possibly using the FreeSprinklerNozzles.com platform, where
customers are surveyed on their interests and issues and directed to the appropriate voucher
measures for free or discounted product.
Most measures will be fulfilled through local business partners such as Louie’s Nursery, Bonnett
Irrigation, Kellogg Supply, and Ewing Irrigation and others.

SOCAL WATER$MART REBATES
The SoCal Water$mart Program offers residential and commercial customer rebates for a menu of
indoor and outdoor devices. The program is funded and administered by Metropolitan.
Metropolitan pays for the base incentive and administration costs. Western can add funds to devices
they want to promote. In addition to the standard rebates, Metropolitan offers performance-based
incentives through the Water Savings Incentive Program under SoCal Water$mart.
Residential Measures:







Rain Barrels & Cisterns
Clothes Washers
Irrigation Controllers
Soil Moisture Sensors
Sprinkler Nozzles
Toilets

Commercial Measure:










Cooling Tower Controllers
Flow Restrictors
Food Steamers
Ice Machines
Smart Controllers & Soil Moisture Sensors
Plumbing Control Valves
Soil Moisture Sensors
Sprinkler Nozzles
Toilets & Urinals
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SMART IRRIGATION PACKAGE PILOT
Many commercial sites have expansive outdoor acreage which are typically maintained by
landscape service professionals. These sites have high instances of irrigation system inefficiency
with irrigation systems operating with mismatched, malfunctioning sprinkler heads and low
technology controllers.
The Smart Irrigation program would offer customers a package of the most innovative, proven
irrigation technologies available in the market. These devices, especially in combination, are
considered industry best management practices. Western would solicit and enroll qualified
contractors who would market the program to their customers and be paid the incentive for installing
the irrigation package.
Measures:


Smart Cloud-based Irrigation Controllers



High-efficiency Sprinkler Nozzles



Pressure Regulating Spray Heads and Check Valves



Master Valves and Flow Sensors

NEW TECHNOLOGY PILOT PROGRAM
Promising new technologies will periodically enter the market. Western as an innovator, will test and
incentivize the technologies that show positive results.
For example, once such emerging technology is Xeros Cleaning laundry machines. The machines
use polymer beads to absorb stains and soils, resulting in lower water and chemical use. The
product is currently available for commercial laundries and will be soon be available to the residential
market.
Once Western has proof of technology, new technology incentives can be offered for this product.
Other technologies will be considered as they emerge.

TECHNOLOGIES TO ENHANCE PROGRAM DELIVERY
Western continuously works to improve the customer experience utilizing technology innovation.
Customers want technology to provide an easier, more customer-friendly experience. Self-service
applications and websites can do just that while freeing up staff and providing the ability to scale
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programs. Online tools allow customers to utilize program services on their own time, 24/7. In
addition, these software solutions can easily track customer activity and collect valuable data.
Western has developed or is considering the following technologies:

AMI
Western is in the process of implementing advanced metering infrastructure (AMI) systems that will
meticulously track water usage and provide both Western and the customer with meaningful
data. By providing key trends in water usage, AMI systems can drive water efficiency and influence
change by providing customers with data to manage their use.
With periodic readings per day, as opposed to a few per year, AMI systems help provide a reliable
baseline for comparison purposes. This data can be used to alert Western and/or the customer
about anomalies in water use and trigger early response to leaks or other sudden increases in use.
Western will continue to deploy all aspects and benefits of AMI to further drive water efficiency.

CUSTOMER PORTAL
Western partnered with local web developer, Droplet Technologies, to create a web-based customer
friendly interface (portal). The portal helps customers understand their unique water budgets and
provide a meaningful and visual representation of the information on the water bill.
Residential customers in Western’s service area can log into their unique user profile 24 hours a day
from a computer, tablet, or smart phone to view their past and current water budgets, update budget
factors, and find the programs that can help them be more water efficient.
The format and layout of the portal is designed to increase understanding through simple icons and
graphics that explain how individualized budget factors, such as the number of people in the
household and landscape area affect their water budget. One of the main features is the budget
calculator that allows users to manually select their budget factors and simultaneously see how the
budget increases or decreases based on those changes.
In addition, the portal can maintain an on-line customer database with all program participation
information, evaluation findings, recommendations, measures installed, and pertinent customer
program information.
Western is currently considering a redesign of the portal and in the future may develop a portal for
commercial customers as well.

59

EVALUATION “EVAL” APP
Working in collaboration with Droplet Technologies, Western created the “Eval App”, a residential
audit used by the evaluator in the field. The tool provides customers with an individualized report that
communicates customer inefficiency immediately and in a compelling way – the tool delivers a
graphical summary report via the tablet while in the field.
In addition, the app provides a specific roadmap for becoming more efficient by providing the
customer access to available programs and incentives that will have the biggest impact on their
property – a more comprehensive report is delivered via email with support tools and resources to
conduct site repairs and make upgrades.
In the future, Western hopes to use the app as a means to keep the customer engaged through
continued follow up, while tracking changes and encouraging next steps. The tool could incorporate
automated follow up to customers to provide additional support, document when the repairs or
upgrades are made, and give recognition to the customer.
For commercial customers, Western may consider promotion of EPA’s EnergyStar Portfolio
Manager that provides customers with water use intensity or benchmarking scores based on their
type of business. Customers enter basic information about their site and business as well as their
annual water use and receive back a score or intensity factor. This information illustrates how well a
building is operating in regard to water use and can provide the trigger for customers to move
forwards in evaluating potential efficiency project.

FREESPRINKLERNOZZLES.COM REDESIGN
With eight years of successful implementation, Western is looking to overhaul the
FreeSprinklerNozzles.com program. The goal is for the new program to be a 100% online fulfillment
program. Western is looking to streamline the sprinkler nozzle inventory process and deliver more
accurate nozzle counts. In addition, Western wants to make the program more customer convenient
with nozzle delivery direct to customer homes and businesses.
Western is evaluating the cost and benefits of developing a tool that would utilize aerial imagery for
mapping the customer’s landscaped area and irrigation system. The customer would use the tool to
measure their irrigated area and note head locations. The system would then automatically generate
a nozzle inventory which would be the sent to the irrigation fulfillment center electronically. The
nozzles would then be shipped to the customer.
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Section 8: The Details
STATE MANDATES + COMPLIANCE
On May 31, 2018 Gov. Jerry Brown signed into law two new bills that will require urban water
providers throughout California to set new permanent water use targets for their service areas by
2022. Senate Bill 606 (Hertzberg) and Assembly Bill 1668 (Friedman) provide a framework for
setting water use targets, as well as implementing and enforcing the new water use requirements.
While many details for implementing the new water use requirements will be determined over
the next several years, the overall framework includes:


A standard for indoor residential water use of 55 gallons per person per day—dropping
incrementally to 50 gallons in 2030.



A standard for outdoor residential water use (to be determined) based upon a community’s
climate and the amount of landscaped area.



A standard for water loss due to leaks in water system pipes (to be determined).



A CII water use standard (to be determined)

The first three standards will be calculated and added together to represent an overall water use
target (in gallons) for the water provider. Although Western already bases their rates on a water
budget for each customer, the new state laws do not contain water use targets for individual
residents or businesses.
These laws outline an overall framework to guide urban water providers in setting water use
targets, which must be approved by the State Water Resource Control Board. However, urban
water providers will determine how their service area can best achieve the new water use target.
Urban water providers will set and monitor targets for their service area as a whole (not on an
individual basis) and will determine how to help their customers collectively reach the new targets.
Urban water providers who do not meet their targets can be fined by the State Water Board (up
to $1,000 per day during non-drought years and $10,000 per day during drought emergencies).
Fines apply to the urban water provider and not to individuals. Once water provider-level targets are
established in 2022 and implementation begins in 2023, water providers may choose to work
with individual households and businesses to increase their water efficiency through available
rebates, services and programs.
While the new laws do not set specific water use targets for business, they do outline a framework
for creating new water efficiency performance measures for businesses—these are recommended
actions for specific business sectors to improve water efficiency over time. Performance
measures will be determined over the next several years, and the process will include opportunities
for public input.
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The new rules were prompted by California’s frequent cycles of drought and are meant to better
prepare California for the next drought and the future effects of climate change on the state’s water
supplies. The overall goal is to make water conservation a way of life in California and a permanent
part of the state’s culture.
Water providers must set new water conservation targets by 2022 and will be expected to
begin implementing them by 2023 and every year after that.
The new laws create long term water use targets, not short-term conservation targets like those
implemented during the drought. The long-term targets are meant to inspire greater efficiency over
time rather than mandate short-term cutbacks that require extreme measures such as not watering
your lawn or flushing the toilet less.
Western expects to be fully compliant with the State's new framework for water use targets.
Western's Water Budget Rate Structure, in place for the last five years, models the framework
targets at the individual property. As the final requirements are set Western will evaluate and report
on compliance.

IMPLEMENTATION TIMELINE
Program implementation is forecast for two years based upon current outside funding and available
technologies. Some of these components are well established and easily measurable, while others
are pilot initiatives with savings results that are not yet fully established.
Western will track performance and, as necessary, will make modifications along the way in order to
maximize effectiveness. At the conclusion of each year, Western will conduct a comprehensive
assessment of the plan and overhaul or replace any underperforming elements in advance of the
prior fiscal year budget process.
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PLAN UPDATES
The WUE Plan is a working document and, as such, must be modified and updated as changes
occur and program years roll out. Western will regularly review the plan and make adjustments
accordingly.
Changes and/or reviews of the plan should take place in line with the following conditions:


When programs are added, subtracted or modified



On a yearly basis in order to meet the annual reporting requirements



Every 5 years to meet the Urban Water Management Plan report cycle



As the State’s Framework policies are finalized
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