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Sustainable Business Model Initiative

Background: 

BAYWORK member agencies directed the Executive 
Committee to complete a sustainability analysis of 
our business model in FY17-18. 

Goal: 

To ensure that BAYWORK prioritizes relevant and 
valuable areas of work and is resourced to provide 
those services to its members. 



Sustainable Business Model Initiative

Timeline: 
• September 2017 – January 2018: Interviews with signatory 

agencies and key staff
• February 2018: Kick off Meeting
• March –April 2018: Task Force Meetings
• May 2018: Executive Committee Meeting

Task Force Attendees: 
All signatories were invited to participate in the task force.

Representatives from EBMUD, SCVWD, SFPUC, Ross Valley 
Sanitary District, City of Hayward, Dublin San Ramon Services 
District, San Jose Water, and our partner JVS (Jewish Vocational 
Service) attended task force meetings. 



Sustainable Business Model Task Force

The Task Force offers recommendations in 
following areas, to be implemented in the next two 
fiscal years.

1. Signatory Engagement 
2. Membership Categories
3. Governance Structure
4. Options for Staffing
5. Fee Structure
6. In-Kind Expectations



Signatory Engagement

Background Recommendation #1

• Number of agency members has 
increased, from 14 in 2012 to 34 
in 2018

• Core group of engaged 
volunteers does not reflect full 
membership’s needs

• Large agencies are better 
represented at table

• Interviews showed that many 
small agencies struggle to 
participate in BAYWORK 
activities

• Participation in kickoff and task 
force was low

Prioritize a strategic focus on 
engaging signatory agencies, 
while continuing to provide a 
consistent level of service to 
previous years.



Membership Categories

Background Recommendation #2 

• Currently, Signatory Agencies are 
water and wastewater agencies 
(public and private) that pay dues

• Some professional associations 
have been approved on a case-by-
case basis to be honorary members

• Other related organizations have 
an interest in water/wastewater 
utility issues and can add value to 
our work

Expand the current 
membership 
structure to include 
options for non-
agency members but 
retain agencies as the 
only voting members.



Draft Membership Structure

Membership 
Type

Who Benefits

Agency Public and private water 
and/or wastewater agencies, 
including city and county 
governments with water and 
wastewater function 

·Voting member - vote on the budget, 
strategy, fee structure, at annual 
signatory meeting. (One agency one 
vote)
·Vote for Executive Board members
·Can serve on Executive Board and/or 
as Committee leadership
· Priority access to events

Associate Education systems, 
professional associations, 
nonprofit and public funding 
agencies, unions, funders

·Participation in committees
·Provide informal feedback, ideas, and 
strategy 

Affiliate Student, faculty, or staff, 
interested in learning about 
BAYWORK/utilities industry, 
individual employees of non-
agency members

·Access to events, networking 
opportunities, connections to 
employers/training resources.



Governance Structure

Background Recommendation #3

• Need to clarify roles and 
responsibilities of signatories 
to increase engagement and 
transparency

• Would like to distinguish 
between role of “Agency” 
members and other types of 
members

• Would like to move BAYWORK 
closer to a structure that might 
support 501c3 status

• Want to ensure that 
BAYWORK’s meetings continue 
to be open and inclusive

• Develop an Executive Board
with members elected by 
signatory agencies that is part of 
the larger Executive Committee.

• Executive Committee meetings 
would continue to be open to all 
members.

• The Executive Committee 
officers would become the 
Executive Board and would vote 
on budget, initiatives, new 
members etc.



Fee Budget and Staff Trends



Options for staffing BAYWORK activities

Background Recommendation #4

• BAYWORK historically benefited 
from dedicated staff from SFPUC

• Currently supported by in-kind 
support from small group of 
volunteers

• JVS High Road Training 
Partnerships grant provides 
funding for a full-time staff person 
for one year

• Increased engagement and 
communications, development 
and tracking of performance 
metrics will require additional 
staff time

• Set a goal to raise funds 
to support a full-time 
staff person in FY 19-20 
(estimated at $120,000 
per year).



Major Non-Fee  Sources of  Financial Support

Source Contributions

SFPUC support for 
BAYWORK (2009-
2015)

• 2.55 FTE dedicated from SFPUC staff to BAYWORK full-time

Water Consortium 
2014-2018 (State 
grant funding) 

• $45,000 in grants directly to BAYWORK
• 1,500 BAYWORK Brochures
• High School Transportation for Career Fairs (2017,2018)
• Water/Wastewater Career Pathways research - $15,000 

CKD Consulting
• Regional Water Challenge 2017 and 2018
• Outreach to retirees for teaching water/wastewater classes
• Bus and refreshments for Teachers Workshop on Wheels
• Ignited support for Externships (substitute teachers) at 

water utilities

JVS Accelerator 3.0 
Grant (June  2016 –
Sept 2017)

$150,000

JVS High Road Training 
Partnerships Grant 
Jan 2018 – June 2019

$730,000



Fee Structure

Background Recommendations #5 and #6

• BAYWORK has had historic 
success in supporting partners 
secure grant funding

• Increased fees are needed to 
support staffing

• Fees have remained flat for 3 
years

• Highest cost per FTE falls on 
smaller agencies

• Some very small agencies 
struggle to pay fee

• Need more targeted 
engagement to determine 
willingness/ability to pay

Recommendation #5: Change 
the fee structure to four 
categories (1-30, 31-100, 101-
500, 501+) as well as fees for 
new membership categories.

Recommendation #6: Propose 
to increase fees in FY 19-20 to 
within the proposed 
ranges/categories after an 
engagement process.



Number of 
employees (FTE)

Current 
Fee Low High

<30 $765 $765 $1,000 

31-100 $765 $1,500 $2,000 

101-500 $6,105 $7,000 $8,500 

>500 $13,750 $14,000 $16,000 

Associate (non-
agency) N/A TBD TBD

Affiliate N/A TBD TBD

Proposed Fee Schedule Ranges



Sustainable Business Model Task Force

In-kind expectations for members

Background Recommendation #7

• BAYWORK’s collaborative 
work requires input and 
support from water and 
wastewater utilities.

• Currently, a small group of 
volunteers is responsible for 
most of the work

• The  opportunities and 
expectations for in-kind 
services are not clear to 
members

• Develop a menu of in-
kind services for 
members.



Summary of Recommendations/Discussion 

1. Prioritize a strategic focus on engaging signatory agencies, while 
continuing to provide a consistent level of service to previous years.

1. Expand the current membership structure to include options for non-
agency members but retain agencies as the only voting members.

1. Develop an Executive Board with members elected by signatory 
agencies that is part of the larger Executive Committee.

1. Set a goal to raise funds to support a full-time staff person in FY 19-20. 

1. Change the fee structure to four categories (1-30, 31-100, 101-500, 
501+)

1. Propose to increase fees in FY 19-20 to within the proposed 
ranges/categories after an appropriate engagement process..

1. Develop a menu of in-kind services for members.



Candidate Development & Outreach Goals
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Candidate Development and Outreach 
Subcommittee

Co-Chairs
Lisa Beem - SFPUC
Steve Currie - EBMUD



FY 2017-18 Candidate 

Development and Outreach Initiatives

26

Implement Regional Career 

Awareness Campaign

BAYWORK Career Fair Complete

South Bay Career Fair Complete

Attend Veterans and other targeted job fairs Complete

Participate in Regional Water Career Challenge Complete

Other Work-based learning experiences 

(teachers externships)

Complete

Replenish BAYWORK Brochures Complete

Revise Baywork Lesson Plans for Teacher use Complete

Distribution of Accelerator 3.0 

Career Pathways Project 

deliverables

Print and distribute Water and Wastewater 

Career Pathways Report and Occupational 

profiles on career pathways for 3 high need 

occupations—EMT, Electrician, Machinist

Complete

Updated BAYWORK training and career 

pathways map

Complete

Invest in Stronger Career 

Pathways

Pilot regional training program strategies Complete



San Francisco Career Fair 2018

Wed. March 7, 2018        24 tabling agencies              174+ total attendance



San Jose Career Fair 2018

Wed. March 28, 2018   23 tabling agencies  640+ Total 

Attendance*

*including 443 high school 

students from 7 South Bay High Schools



Bay Area Water Challenge
A semester-long academic competition:

Project Participation:

800 students from 10 high schools

Awards Event: @Levi’s Stadium (4/19/18)

attended by 500 students 

Lead Partner:  W. Valley College/

Water Career Pathways Consortium



Teacher Externships

A partnership with IgnitEd, an education non-

profit in Silicon Valley

Participating agencies: 

● Santa Clara Valley Water District

● City of San Jose

● San Francisco Public Utilities Commission

Funded by: Water Career Pathways 

Consortium

OUTCOMES

● 15 summer + 22 spring externs = 

37 externs

● 100% of those 37 developed 

complete lesson outlines

● AND 100% said they planned to 

use those lessons with students

● Lesson Brainstorms Generated: 

186



Candidate Development & Outreach Goals
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Proposed FY18-19 Initiatives

32



Candidate Development

Discussion



Staff Preparedness

Staff Preparedness Subcommittee

Chair
Robert Scott - SCVWD



FY 2017-18 Accomplishments

35

Strategy 2: Staff Preparedness Workshop on Wheels on the Peninsula 2 Complete

Knowledge Transfer Toolkit Ongoing

Training Buffet Complete

Workshop on Maintenance and Asset 

Management 

Complete

Webinars on Shared Interests 2018-19



Workshop on Wheels on the Peninsula

47 water and wastewater professionals from 20 agencies visited six 
Peninsula facilities in September 2017



Staff Training Day

132 water and wastewater professionals from 37 Bay Area agencies and 
organizations participated in the 2017 Training Buffet hosted by EBMUD. 
Classes qualified for CWEA and SWRCB contact hours.



2017 Training Buffet Class Schedule 



Maintenance & Asset Management Workshop

98 Bay Area Water Industry staff from 32 agencies and organizations 
attended the workshop in Napa on May 30, 2018. The workshop qualified 
for CWEA and SWRCB contact hours.



Top Attendance at Staff Preparedness Workshops 

FY2017-18 Top 

Attendees by Agency

SFPUC 63

SCVWD 39

EBMUD 25

Central San 25

MMWD 16

DSRSD 16

City of San Jose 11

City of Pleasanton 10

Ross Valley Sanitary 

District 

10

City of Hayward 8

ACWD 6

Training Buffet 2017 
“Extremely interesting and informative as well as 
valuable information to apply in my career.” 

Workshop on Wheels on the Peninsula 2
“Great workshop! Would attend another for North 
or South Bay for sure!” 

Maintenance and Asset Management 
Workshop
“I liked seeing that large and small organizations 
all benefit from Asset Management programs. All 
need teamwork and buy-in for the program to 
work.” 



FY2017-18 Certificates

340 California Water Environment Association and State Water Resource 
Control Board Certificates were distributed to 216 water and wastewater 
industry staff



FY 2018-19 Proposed Initiatives

• Two Workshop on Wheels

• Two Webinars

• Training Buffet

• Pump Maintenance Workshop

• Operator Certification Training



Staff Preparedness

Discussion



Website & Digital Tools

Website Subcommittee

Chair
Adam Feffer, San Jose Water



FY 2017-18 Accomplishments

45

Strategy 6: Website and 

Technology

Maintenance/Upgrades of Website (AGS) Complete

Coordinate upload of revised Training Map Complete

Add Educator Tab to Website Complete



Website



Job and Internship Posting

Used by 50 
water/wastewater 
agencies this 
fiscal year 

14,723 hits to the Job & 
Internship page 
in 2017-18

http://baywork.org/internships/


Top Ten Pages Visited
FY 2017-2018

13,710 14,723 2,2272,205 3,247

2,426 1,474 2,07
4

1,908 1,47
4

Home Page
Jobs and 

Internships
Resources

Find Training 

Locations
Careers

Job Map

Electronic 
Maintenance 
Technician / 

Instrument Tech

Water 

Treatment 

Operator

Wastewater 

Treatment 

Operator

Instrumentation 

and Control 

(I&C) Engineer 



Website an International Resource

Fiscal Year

2017 - 2018
2,635 Average website visits per month

28,993 Unique visitors to date



BAYWORK YouTube Channel

2015-16: 613 views 
2016-17: 6,005 views
2017-18: 7,853 views

https://www.youtube.com/channel/UCJm6z-IifqT4SWnYFnTFAGw


2017-2018 Achievements

Coordinated the upload of the revised Training Map 
(organized by career, training organization, level of 
instruction)



2017-2018 Achievements

Introduced the “Educators” tab on the Baywork website 



Website & Digital Tools 2018-19 Proposed Initiatives

• Improve navigation and aesthetics of training map 
update

• Phase one of transition to a responsive website
○ Develop a Request for Proposal and qualifications for upgrade to a 

responsive website
○ Award work to develop responsive website to one of the proposers
○ Develop full scope, budget, and timeline for implementations of upgrade

• Maintenance/upgrades of website functions



Website & Digital Tools

Discussion



Increased Visibility & 
Maintaining What’s Working

Catherine Curtis, Vice-Chair

FY 2018-2019 



FY 2017-18 Accomplishments
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Strategy 7: Increase BAYWORK 

and Signatories Visibility

BAYWORK Presentation at National Water or 

Wastewater Conference

Complete

Increase awareness of program needs and 

Increase in-kind services, engagement, and 

participation (Sustainable Business Model)

Complete

Strategy 8: Maintain What’s 

Working

Identify and pursue grant funding and resource 

opportunities

Complete

Signatory Strategic Planning Process Complete



FY 2017-18 Presentation Initiative

Date Location Speaker

August 24, 2017 EUM Seminar, Pacific Grove, CA Catherine Curtis

December 11, 2017 Bay Area Water Agency Consortium, ACWD Catherine Curtis

December, 15, 2017 EUM Seminar, Orlando, FL Elinor Buchen

January 19, 2018 WEFMAX, San Antonio, TX Cheryl Davis

February 20, 2018 UMC, San Antonio, TX Catherine Curtis

March 15, 2018 WEFMAX, Indianapolis, IN Ingrid Bella

April 12, 2018 WEFMAX, Little Rock, AK Ingrid Bella

April 19, 2018 CWEA,  Sacramento, CA Catherine Curtis

May 12, 2018 WEFMAX, Girdwood, AL Catherine Curtis

May 24, 2018 WEFMAX, Wrightsville Beach, NC Catherine Curtis

May 30, 2018 Charlotte Water Leadership, Charlotte NC Catherine Curtis

Baywork Presentations at National Venues 



FY 2018-19 Proposed Initiatives

• Presentations at professional conferences to 
share innovations

• Implement Recommendations from 
Sustainable Business Model Task Force 
Report

• 501c3 status 



FY 2018-19 Proposed Initiatives

Form a sub-committee to support tracking of 

Baywork goals and objectives
- Define performance measures that would reflect 

BAYWORK’s progress toward achievement of goals 

established by the signatories, and research as needed to 

find or define the software needed to support tracking of 

performance in relation to the goals.

Pilot North Bay Region Workgroup
- Pilot Project - Workgroup to focus on issues and events to 

serve the North Bay 

- Note: all events produced would be open to all signatory 

agencies.



FY 2018-19 Proposed Initiatives

Discussion



Budget and Fee Schedule

Ingrid Bella

FY 2017-2018 



FY 2018-19 Proposed Budget

Major Initiative Categories Proposed 2018-2019 Budget

Candidate Development/Outreach $21,000

Staff Preparedness $30,000

Website Maintenance/Upgrades $20,000

Increase Visibility $3,000

Maintain What's Working $44,120

Sub-total $118,120

Carry forward from FY2017-18 ($14,000)

TOTAL PROPOSED BUDGET $104,120



Proposed FY 18-19 Fee Schedule

Size Category
FY 2017-2018

Fee
Proposed FY 2018-

2019

Large
(500+ FTE)

$13,750 $13,750

Medium
(100-500 FTE)

$6,105 $6,105

Small
(<100 FTE)

$765 $765

Other $0 $0

Total Budget $104,120 $104,120



Discussion

Proposed Fee Schedule



Questions?
stions?


