
20th August

















8/20/2026



RAFTELIS 1 

2679 W. Main Street, Littleton, CO 80120 / www.raftelis.com 

July 23, 2026 
 
Ben McCormack, Procurement Specialist Senior  
Santa Fe County Purchasing Division  
102 Grant Avenue, First Floor  
Santa Fe, NM 87501  
 
Subject: Proposal for Comprehensive Water and Wastewater Study (RFP NO. 2026-
0262-PW) – Best and Final Offer 
 
Dear Mr. McCormack: 
 
We appreciate the opportunity to submit our Best and Final Offer (BAFO) to complete a 
Comprehensive Water and Wastewater Study. The BAFO submittal follows the proposal 
and interview process Santa Fe County completed for this RFP. We propose to complete 
the base scope of services for a lump sum fee of $97,975 as detailed within the attachment to 
this letter.  
 
The BAFO incorporates a few adjustments to both the base scope of services and total lump 
sum fee.  
 

• Two additional trips to Santa Fe County for two additional on-site meetings and 
presentations.   

• Detailed listing of communication and outreach deliverables provided in Task 7. 

• More detailed cost estimate (see page 3).  
• Finalized project approach and scope of services. 

 
The table below summarizes major deliverables by task.  
 

Major Deliverable Task(s) 
Project management and data review 1 and 2 
Five-year financial plan and revenue requirements  3 
Cost-of-service analysis 4 
Rate design alternatives and customer bill impacts 5 
Reserve account recommendations and General Fund transition strategy 2 and 3 
Regional benchmarking 5 
Public outreach and presentations 6 and 7 

Final report, Excel model, staff training, and model handoff 6 
 

Attachment A 



RAFTELIS 2 

2679 W. Main Street, Littleton, CO 80120 / www.raftelis.com 

 
The attached document provides the BAFO lump sum cost by task, finalized project 
approach and scope of services, and project team.  
 
Thank you for the opportunity to be considered for this study. If you have any questions 
regarding our proposal and/or BAFO, please don’t hesitate to contact me at the email or 
phone number below. 
 
Sincerely, 
 
 
 
Andrew Rheem  
Senior Manager  
P:  303.305.1137 /E: arheem@raftelis.com 
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Cost 
Raftelis proposes a lump sum fee of $97,975 to complete the base scope of services. The 
following inlcudes the pricing by task separating professional services and reimburseable 
expenses. The base scope assumes three trips by Raftelis staff to the County and two trips by 
SMA to the Counnty as referenced below.  

 

We have included both virtual and on-site meetings and/or presentations within the scope 
of servcices. Should the County wish to request additional on-site meetings and/or 
presentations, we have provided the following per meeting allowance for additional 
meetings subject to a contract amendment. 

• Two Raftelis consultants: $6,000 per additional on-site meeting and trip  
• One Raftelis consultants: $3,500 per additional on-site meeting and trip 
• Two SMA consultants: $1,600 per additional on-site meeting and trip  

Virtual
In

Person
Andrew 
Rheem

Todd 
Cristiano

Senior 
Consultant 

Matt 
Wittern

Makenna 
Sturgeon SMA

Total 
Hours

1. Project Management 1 16 4 12 32 $12,048

2. SMA Assistance 2 2 0 0 0 60 60 $11,900

3. Revenue Requirements and Financial 
Plans 2 12 0 40 52 $14,480

4. Cost of Service 1 8 0 24 32 $8,960

5. Rate Design 1 12 0 28 40 $11,360

6. Report and Presentations 4 2 24 0 24 16 64 $21,488

7. Communications and Outreach 2 2 0 4 12 48 66 $17,740

Total Meetings / Hours 12 5 74 4 132 28 48 60 346 –

Hourly Billing Rates – – $340 $375 $260 $295 $260 $190 – –

Total Professional Fees – – $25,160 $1,500 $34,320 $8,260 $12,480 $11,400 – $93,120

Total Expenses $4,855

Total Fees & Expenses $97,975

Hours
Total 

Fees & 
ExpensesTasks

Meetings
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Project Approach and Scope of Work 
This project is about ensuring the future financial viability of the County’s utilities, which must 
be supported by equitable and defendable rate structures. To achieve this, Raftelis has pulled a 
knowledgeable and dedicated core team from its pool of subject-matter experts. The study will 
receive the dedicated attention from the Raftelis Project Manager (PM). The Raftelis PM will 
work with County staff. Raftelis Project Team, and our local partners at SMA to ensure that we 
don’t lose sight of the broad project goals. When the time comes to revise rate structures, 
prioritize shifts, and tell the story to your customers, the Raftelis team will stand with the 
County to support the study's results. We will help you usher in a more coordinated and 
resilient future for Santa Fe County water and wastewater utilities and systems. 
 

Scope of Work 
Task 1: Project Management 
Nimble. Flexible. Adaptable. Those are three adjectives we often hear clients use to describe our 
performance on projects at end-of-study project close-out meetings. We have high expectations 
for ourselves and a strong sense of what goes into a successful project. In addition to solid work 
products, you can expect: 

• Efficient Use of Time: Your time is valuable, and we treat it that way. We commit to 
running well-planned, useful, and efficient meetings from the project’s launch. We will 
arrive at all meetings with a game-plan and expectation to move the project forward. 

• Regular Check-Ins: Many decades of project experience have taught us that the best 
way to keep a project on track is to ensure that it doesn’t have too much room to drift off 
course. We like to schedule short periodic check-in calls to ensure everyone’s questions 
are answered, data needs are met, and no bottlenecks are developing in the project 
process. You will know we are on track because we will touch base with you regularly. 

• Thorough Documentation of Calls and Meetings: The Raftelis team takes detailed 
meeting notes. This allows the full project team to stay abreast of progress, agreements 
made, and results delivered. 

 
Raftelis begins each project with a standard process wireframe shell that is built on two key 
foundational pillars:  

• Best practices from the American Water Works Association (AWWA) and Water 
Environment Federation (WEF)  

• Similar past successful Raftelis projects 
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Raftelis will conduct careful and detailed project management and administration throughout 
the project. We will plan, coordinate, monitor, and control all project tasks in concert with other 
appropriate project team members to ensure continuity and momentum throughout the project.  
 
Raftelis uses internal safeguards to forecast and track all personnel hours and expenses incurred 
on each task, which the Project Manager closely monitor. In our monthly invoicing of services 
to the County, we typically indicate the dollar value of project work completed so our clients 
can see where the work stands in any given month. As necessary, the regular reporting will 
indicate how the project schedule is proceeding and whether there are issues that need to be 
addressed relative to analysis, approach, assumptions, schedule, and/or administration.  
 
TASK 1 DELIVERABLES: 

• Established lines of communication 

• Regularly scheduled project meeting calls 
• Regular project management updates on budget, deliverables, and other milestones 
• Data request list 

• Meeting agenda and documentation summarizing the kick-off meeting 
• On-site kick-off meeting at the County offices 

 

Task 2: SMA Assistance 
SMA will assist Raftelis and County staff with key deliverables including capital replacement 
fund reserve recommendations, growth projections and demands for services, rate structure 
recommendations, and serve as a local partner to support County staff. Additional services may 
be requested beyond the allowance included in this task.  
 
TASK 2 DELIVERABLES:  

• Growth and service demand projections 
• Attend on-site kick-off meeting and one additional meeting at the County offices  

• Two virtual meetings 
 

Task 3: Revenue Requirements and Multi-Year Financial Plan 
One of the most important aspects of a utility rate study is the forecast of revenue requirements 
incorporating a multi-year financial plan. The County’s stakeholders and customers must have 
confidence that projected water and wastewater rates are sufficient to meet future annual 
revenue needs to fully fund the desired level of infrastructure investment, including prudent 
reserves to help fund future capital replacement. A formal rate stabilization fund can help buffer 
and smooth out more significant increase in annual rate revenue requirements.  
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Prudent financial planning incorporating reserve requirements creates a clear path toward 
maintaining a secure financial position for the utility. We will develop the test year revenue 
requirements over the multi-year financial plans for each utility considering: 

• Review of recent financial statements and audited documents, current budget 
(operations, capital improvements equipment replacement reserve, shared services) 

• Analyze 5-year CIP and other capital project documentation underlying estimated 
project costs and timing of improvements 

• Evaluate customer billing data and assess consumption patterns over multiple years 
supporting the demand projection review, cost of service, and rate design analyses 

• Financial policies, debt policies, rate covenants, and reserve fund recommendations 
• Determining the level of adjustment required to rates to meet annual requirements 

 

TASK 3 DELIVERABLES:  
• Draft and finalized revenue requirements for each utility 

• Technical memorandum summarizing the results 
• Two virtual meetings to review findings with staff 

 

Task 4: Cost of Service 
Our team has written potions of the latest editions of the industry manuals from the 
AWWA and WEF. In this task, we’ll pull from our expertise and industry contributions to 
provide the most current perspectives on cost of service, providing separate cost of service 
evaluations for each utility.  
 
The graphic below illustrates the basics for the cost of service for each utility. Although 
some of the steps vary between each utility, the result is the same: the cost to service is the 
proportionate allocation of costs to customer classes based on their unique demands and 
customer characteristics.  
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TASK 4 DELIVERABLES:  
• Draft cost of service results encompassing 

O&M and capital (debt service, PAYGO, 
and reserve) funding requirements for a 
single test-year  

• Two virtual meetings to review findings 
with staff 

• Rate model that allows County staff to test 
and evaluate various rate design scenarios 

 

Task 5: Rate Design 
The rate design task will identify the appropriate costs to be recovered from each customer class 
for each utility. For example, water volume-related costs recover the costs to treat, store, and 
distribute water to customers. Wastewater-related costs recover the costs to collect, treat, and 
discharge wastewater. Customer-related costs typically include meter reading and maintenance 
and administrative costs.  
 
Raftelis will calculate the test-year rates under the current structure and up to two (2) 
structure alternatives for each utility. Here’s how we’ll do it: 
 

• Using the selected pricing objectives identified in Task 1, gauge the alignment the existing 
rate structure has with the objectives. Assess the ability of proposed rate structures to 
align with the evaluation metrics. Rank the existing structure against the alternatives and 
select up to two structures to determine test-year rates. 

• Update the current utility rates with the test-year revenue requirement increase. This 
serves as the baseline for comparison against other rate structures. 

• Based on the rate structure ranking results, develop test-year rates for each alternative. 
Compare results from proposed rates under each structure against the ability to meet 
ranked pricing objectives. 

• Develop a bill impact table for each customer class that compares typical monthly and 
annual bills under existing and proposed rate structures. 

• Compare how each rate design alternative meets the pricing objectives. 
• Develop a bill comparison under the County’s existing and proposed rate alternatives 

compared against up to 10 peer utilities for each utility. 
 

Cost Proportionality 
This is the common denominator for 
cost of service across all utilities. 
 

Raftelis follows industry standard 
approaches along with our experience 
to ensure this proportionality is 
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TASK 5 DELIVERABLES:  
• Draft and final proposed rate structure 

alternative(s) for each utility 
• Two virtual meetings (per utility) to 

review findings with staff 
• Regional rate comparisons for up to three 

(3) customer profiles for up to ten (10) 
comparable utilities selected during the 
Task 1 kickoff meeting.  

• Finalized technical memorandum 
summarizing results 

 

Task 6: Reports and Presentations 
Draft Report  
The draft report will document the rate development process, describe any recommended 
changes to the existing rate structures and the reason for such changes, and present the results of 
the cost-of-service and rate study. An electronic copy of the draft report will be provided to 
County staff for their review and comment. We will complete two rounds of draft report review.  
 
Final Report 
Raftelis will incorporate the County staff’s comments on the draft report into a final report. 
On finalization of the report, the County will be provided an electronic copy.  
 
Board of County Commission and Water Policy Advisory Committee (WPAC) 
Presentations 
Raftelis will prepare the presentation materials to be used at separate WPAC and Board of 
County Commission meetings. Advance draft copies for each separate presentation will be 
provided to staff for review and comment. Raftelis will attend up to one (1) meeting with the 
BOCC.  
 
TASK 6 DELIVERABLES: 

• Virtual meeting to review draft report with County staff 
• Draft report, searchable .pdf 

• Final report, searchable .pdf 
• PowerPoint material and participation in WPAC meeting 
• PowerPoint material and participation in BOCC meeting 
• Model delivery and user guide and two virtual training sessions 
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Raftelis and/or SMA team members may attend additional WPAC and BOCC meeting(s) as 
may be requested and subject to contract amendment. 
 

Task 7: Communications and Outreach 
Answering the Questions, Reducing Opposition 
Transitioning to a self-sustaining enterprise fund is sound financial strategy. It will only 
succeed if the County's ratepayers understand why it is necessary and what it means for 
them. 
 
Our communications professionals bring a combined record of more than 100 successful 
utility rate adoption campaigns. We will work alongside the County's outreach staff, 
equipping them with research-backed materials and a strategy they can execute with 
confidence. We aim to earn ratepayer understanding that a financially self-sustaining utility 
protects their long-term interests. 
 
Rate adjustments are inherently sensitive, and Santa Fe County's service areas, from Agua 
Fria to Eldorado to Las Campanas, each bring distinct customer expectations and 
information needs. We will develop a communications and outreach framework that gives 
the County a clear roadmap for building public awareness throughout the rate adoption 
process. 
 
Rather than prescribe specific tools before the work begins, we will first assess the County's 
existing communications capacity, channels, and audience dynamics. The approach that 
works for a large metropolitan utility will not translate to a county with geographically 
dispersed service areas and a bilingual population. 
 
Our framework will draw on primary and secondary research to identify where target 
audiences get their information, what concerns they hold, and which messages and formats 
will reach them. Given the cultural and linguistic diversity of the County's customer base, 
we will develop materials in both English and Spanish. 
 
The framework will outline the outreach timeline, define County staff roles, and coordinate 
with the BOCC presentation schedule in Task 6. It will include a core message platform and 
audience-specific messaging for residential and commercial customers. 
 
The deliverables below represent our recommended toolkit based on comparable rate 
studies. We will confirm the right mix with County staff early in the engagement and adjust 
tools where the County's channels, budget, or audience dynamics call for a different 
approach. 
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TASK 7 DELIVERABLES: 

• Draft and final public outreach and 
education framework 

• Specific communications and outreach 
tools, provided in English and Spanish, 
including: 

o Website content and design 
development 
 Either as standalone site 

with “vanity” URL or 
HTML code provided to the 
County Webmaster 

o FAQs / Talking Points 
o Four social media posts with static 

graphics 
o Fact Sheet 
o 2-minute animated “explainer” 

video 
o Customer-facing online bill 

calculator 
o PPT slide deck with script 
o One virtual webinar (which may be 

recorded and posted to the project 
website for individuals who were 
not able to participate live) 

 

Click above to view prior “explainer 
video” work sample. 

Click above to view prior online rate 
calculator work sample. 

Click above to view prior rate study 
webpage work sample. 

WORK SAMPLES  

https://mwittern.github.io/sacramento/
https://watsonville.gov/2577/Proposed-Utility-Rate-Adjustments
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Project Team 
WE HAVE DEVELOPED A TEAM OF CONSULTANTS WHO 
SPECIALIZE IN THE SPECIFIC ELEMENTS THAT WILL BE CRITICAL 
TO THE SUCCESS OF THE COUNTY’S PROJECT. 
 
Our team includes senior-level professionals to provide experienced project leadership with 
support from talented consultant staff. This close-knit group has frequently collaborated on 
similar successful projects, providing the County with confidence in our capabilities. 
 
Here, we have included an organizational chart showing the structure of our project team. 
On the following pages, we have included resumes for each of our team members as well as 
a description of their role on the project. 

 

COMMUNICATION & 
OUTREACH SUPPORT 

Matt Wittern APR, PMP  
Makenna Sturgeon 

Santa Fe 
County 

PROJECT DIRECTOR 

Todd Cristiano 

STAFF ANALYST 

Ky Lewis (Lead) 

PROJECT MANAGER 

Andrew Rheem 

SMA  

Marty Howell  
Russ Doss, PE 

Jim Chiasson, PE 
Keaton Chancellor, PE 




