


Self-Introductions  

Your name, organization, and role

One concern you have on the topic of 
The Digital Worker



Purpose of the Digital Worker Initiative

To help water/wastewater 
utilities make more effective 

use of digital tools 



What is BAYWORK?

Baywork.org
A consortium of 

water/wastewater 
agencies and 

stakeholders with a 
shared commitment to 

workforce
reliability



BAYWORK Roadmap

• Develop qualified candidates for 
mission-critical jobs

• Provide staff with information 
needed to do quality work

• Modify work to optimize use of 
staff available

• Maximize cost-effectiveness of 
investments through collaboration



Mission-Critical Jobs

Machinist/Mechanic

Wastewater Treatment 
Operator

Engineer

Electronic 
Maintenance 
Technician/Instrument 
Technician

Electrician

Water Treatment 
Operator

Wastewater Collections 
Operator

Water Distribution 
Operator
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http://baywork.org/career-path/electrician/
http://baywork.org/career-path/electronic-maintenance-technicianinstrument-technician/
http://baywork.org/career-path/engineer/
http://baywork.org/career-path/machinist/
http://baywork.org/career-path/wastewater-treatment-operator/
http://baywork.org/career-path/water-distribution-operator/
http://baywork.org/career-path/water-treatment-operator/


BAYWORK Principles 

 Research-Based Action

 Continuous Innovation

 Cost-Effectiveness through Collaboration

 Knowledge-Sharing Among Peers 

 Commitment to the Industry as a Whole



BAYWORK’s Digital Worker Project to Date

2019

• Collected information on signatory use of digital tools

• Facilitated workshop on the Workforce Implications of 
Digital Tools at the Transformative Issues Symposium 

2020 

• Conducted focus group meetings with large, medium-
size, and small signatories for deeper understanding of 
challenges, achievements, and lessons learned

• Facilitated workshop on The Digital Worker at the Utility 
Management Conference



Key Findings of BAYWORK Signatory Survey

• Strong IT support needed
o Underestimated the need to staff up for technical support
o Need to plan for corrective maintenance

• Needed more staff training to implement the solution
o Training needs to be custom and delivered right before staff are using the 

new tool
o Plan for ongoing training to refresh existing staff and to train new staff

• Change impacted other, apparently unrelated systems

• What’s Hot / What’s Not
o All or almost all use GIS, Decision Support Tools, CMMS and Condition 

Assessment Technologies
o Only half of the responding utilities said they were using systems integration 

technologies
o Only 2 – 3 utilities reported using Artificial Intelligence, digital safety 

management systems and environmental monitoring networks



Workforce Implications of Digital Tools Workshop at the 
Transformative Issues Symposium



Focus Group Meetings with Signatories



Workshop on The Digital Worker at the Utility Management Conference



Guidance Requested by  UMC Workshop Participants

1. Selection of digital tools 
2. Corporate culture, leadership, and change 

management
3. Coordination with existing workflows and systems
4. HR support for modification of job descriptions and 

job categories
5. IT Support 
6. Initial and ongoing staff training
7. Preparing qualified candidates 
8. Artificial intelligence



Anticipated Format of White Paper

Text (about 20-30 pages) providing guidance in the eight 
topic areas 

Attachments that provide additional information:

• Attachment I     Survey Findings
• Attachment II  Lessons Learned from Focus Groups
• Attachment III   Discussion Highlights from UMC 

Digital Worker Workshop 



Role of the White Paper Advisory Group

Provide written input on experiences, questions,  
and lessons learned in relation to topic areas  

Contribute to a discussion of these topic areas in 
an Advisory Group videoconference 

Review and provide feedback on a Draft White 
Paper on The Digital Worker

Option to attend the BAYWORK Digital Worker 
Workshop scheduled for May 27, 2021 



Eight Input Areas 

1. Selection of digital tools 
2. Corporate culture, leadership, and change 

management
3. Coordination with existing workflows and systems
4. HR support for modification of job descriptions and 

job categories
5. IT Support 
6. Initial and ongoing staff training
7. Preparing qualified candidates 
8. Artificial intelligence



• Opportunity to  Provide Input 

May provide input on any or all of 8 areas

Input can include any or all of the following:

Challenges and barriers 

Achievements, best practices, and lessons learned

Questions you have about how we could do better

Recommendations for future research and 
collaboration



White Paper Project Timeline

October 13, 2020             Kick-off Meeting  

November 4, 2020           Deadline for submission of input

November 12, 2020         Videoconference discussion

January 15, 2021             Draft White Paper provided for review

February 8, 2021              Deadline for feedback  

March 15, 2021                Revised Draft White Paper

April 22, 2021                   Publication of White Paper 

May 27, 2021                   BAYWORK Digital Worker Workshop   



Anticipated Distribution of White Paper

Will be posted to the BAYWORK website 

Will be used as input for additional 
products (e.g., workshops, conferences, 
webinars, journal articles) in the future



Selection of Digital Tools

DISCUSSION

Challenges and Barriers
Achievements, best practices, and lessons learned
Questions you have about how we could do better
Recommendations for future research and collaboration

Has the organization clearly defined (1) the problem(s) they are 
trying to solve with new software or hardware, and (2) how the 
new software or hardware will address these problems?

How will the new system integrate with related systems that are 
already in use? 

Does the selection process into account the existing knowledge, 
skills, and attitudes of operational staff who will be using the tool?  



Corporate Culture, Leadership, & Change Management

DISCUSSION

Challenges and Barriers
Achievements, best practices, and lessons learned
Questions you have about how we could do better
Recommendations for future research and collaboration

At both the management and the operational level, what is 
the organization’s approach to innovation, learning, and 
accountability? 

Will there be sufficient commitment at all levels of the 
organization to make the investments (both financially and 
in terms of staff time) to effectively utilize the tool?

If there is resistance to change, how will this be addressed 
by the organization?



Coordination with Existing Workflows and Systems

DISCUSSION

Challenges and Barriers
Achievements, best practices, and lessons learned
Questions you have about how we could do better
Recommendations for future research and collaboration

Does the organization already have other systems with similar 
content or a similar purpose?  Will one replace the other, or how will 
the data and workflows be integrated?

Does the organization have accurate and complete data that will 
support effective use of the tool? If not, are there plans in place for 
gathering or correcting data?



HR Support HR support for modification of job 
descriptions and job categories

DISCUSSION
Challenges and Barriers
Achievements, best practices, and lessons learned
Questions you have about how we could do better
Recommendations for future research and collaboration

Do job descriptions need to be updated to reflect knowledge and 
skills (e.g., digital literacy) needed for full utilization of digital 
tools?

Do new job categories need to be created in order for the 
organization to make full use of digital tools?

Are outreach and recruitment practices consistent with the need 
to recruit individuals with digital knowledge and skills? 



IT Support 

DISCUSSION
Challenges and Barriers
Achievements, best practices, and lessons learned
Questions you have about how we could do better
Recommendations for future research and collaboration

Does the organization have sufficient IT staff to support both new 
and existing digital tools?

Do IT staff understand the purpose of digital tools, and how they 
are used by operations staff? 



Initial and ongoing staff training
DISCUSSION
Challenges and Barriers
Achievements, best practices, and lessons learned
Questions you have about how we could do better
Recommendations for future research and collaboration

What level of initial and ongoing training will be needed in order 
for operations and IT staff to fully utilize the tool under 
consideration? 

What type and quality of training materials will be used to provide 
information to staff on the purpose of the tool and how to use it?
What training or mentoring will be available on an ongoing basis?

Will training be provided to staff on how to integrate the new tool 
with existing workflows and tools? 



Preparing qualified candidates 

DISCUSSION
Challenges and Barriers
Achievements, best practices, and lessons learned
Questions you have about how we could do better
Recommendations for future research and collaboration

Do local high schools, community colleges, and other training 
programs have an awareness of the skills and expertise required 
to use digital tools? 

What training related to use of digital tools is offered by local 
community colleges and unions that prepare individuals for skilled 
trades jobs? 



Artificial intelligence
DISCUSSION
Challenges and Barriers
Achievements, best practices, and lessons learned
Questions you have about how we could do better
Recommendations for future research and collaboration

Do operations and IT staff understand the potential for 
integrating artificial intelligence into digital tools?

Do operations staff understand the factors that are being 
considered in artificial intelligence components of digital tools 
they are using?



Next Steps

• This session will be available to review on the BAYWORK 
Website at Baywork.org

• I will type up a recap of all the discussion of the eight areas 
identified and send it out to participants. 

• Stay tuned for the White Paper – It will be posted on our 
website

• Mark your calendars for May27th for a Digital Worker 
Workshop – hopefully it will be an in person event but it may 
be virtual depending on where we are with the pandemic.  



Questions?

Catherine Curtis
BAYWORK President
SFPUC Workforce Reliability Manager
ccurtis@sfwater.org

White Paper Project
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