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What is Competency Based Training System 
(CBTS)?

• A system for training which has three components to the structure:
• Fundamentals – Knowledge to understand the system or equipment basics.
• Systems – knowledge of the systems you are required to operate in your area.
• Tasks – knowledge of tasks you are required to perform in your job.

• We are focusing on job/role competencies – a compilation of the minimum knowledge 
and skills than an individual must know and demonstrate to ensure proper operation of 
equipment or systems.



Training Defined

Training occurs when 
instruction is given 
either:
• On the job
• In the classroom 
• Or both

Accomplished in 
concert with / or 

followed by 
successful 

demonstration of 
the acquired 

knowledge or skill



Contents of a Training 
Modules
• Competencies and Standard Answers

• UTAC Software and UTAC APP

• Standard Operating Procedures (SOP’s)
• Microsoft Office - Word 

• Course Material
• Presentation Material (PPT, Video, etc.)
• Existing Infrastructure/Assets (plant, pump station, etc.)
• Assessments – (Software – cloud based)
• SharePoint, PPT, UTAC Software and App



Communication



Train-the-Trainer Workshop
Train-the-Trainer is a week-long workshop that prepares staff to give assessments and deliver training on CBTS. 

Delivered by CTS. Greg kicks off the workshop and we end it with a discussion about culture change. 

Department Number
Operations 6
Mechanical 
Maintenance

8

Instrumentation and 
Control Technician

5

Electrician 2
Collections: Sewer 
Service Worker

5

Safety 3
WWETEC 2

Train the Trainer Workshop 

Learning Objectives
Learning and Development
Competency Based Training System
Standard Operating Procedures
SOP Development
Standard Answer Structure
UTAC Software
Training
Competency Assessment Practical
Sustainability



Train-the-Trainer Workshop

Tom Jacobs working with 
UTAC Software 

AGM Launching Train-
the-Trainer Workshop

Field exercise – taking 
pictures for SOP 
development.

Leadership EngagementTrain-the-Trainer is a week-long workshop that prepares 
staff to deliver training and give assessments on CBTS. 
Over 30 staff attended 4 workshops.



Developing 
SOPs



Learning UTAC - Universal Training 
Assessment Competency



CBTS PROCESS

Competency 
Assessments

Everyone 
Assessed in 
Everything

Assessed by 
Process Area 
or Position

Grandfathered

Training Plan 
and Train to 

the Delta Qualified/Certified

Grandfathered or Successful Completion of Assessment(s)

NO

YES

Who Gets 
Assessed in 

What

Training

Qualified on a 
task, certified in 
an area when all 
assessments are 

completed 
successfully.



Task 
Competency 
Questions 
 

What are the steps to this procedure?

What is the purpose of this task?

What control/coordination is required?

What means of communication is used?

What safety precautions must be observed?



System Competencies 

What models/types 
are available? Where is it located? How does it 

operate?

What maintenance is 
done by Mechanics 

to ensure proper 
operation? 

What is its capacity?

What are the 
probable indications 
in this component 

fails?



Reports

SOP Report

Assessment Report

Monthly Report

Final Pilot Report

Guidance Manual

All contained on our SharePoint Site



Manual



Digital Tools 
Needed for 

CBTS

Microsoft Suite – Word, Excel, PowerPoint, Outlook

SharePoint = Knowledge Management

UTAC – Specialized software (app and cloud-based) to conduct and track assessments in the field

Zoom and Teams Platforms

Cameras

Computers and I-Pads

Phones

Thumb drives

Distributed Control System (DCS)/SCADA Systems

Maximo

GIS

Intranet/Internet

Digital Tools 
Needed for 

CBTS



Digital Skills 
Needed for 
CBTS

Ability to operate Word to create and edit SOPs

Ability to navigate between systems

Ability to upload and download documents

Ability to operate DCS/SCADA systems for operators

Ability to operate Maximo system for maintenance

Ability to use the Internet, Intranet and SharePoint

Ability to use UTAC software to conduct assessments

Ability to sync UTAC app with cloud-based software

Ability to use camera / i-phone to take pictures for SOPs

Ability to join online platforms for meetings and work sessions



SENSITIVE: Competency Based Training System - Home 
(sharepoint.com)

Our homepage 
for our 
Competency 
Based Training 
System

https://sfwps.sharepoint.com/sites/ws_wwewr
https://sfwps.sharepoint.com/sites/ws_wwewr


ShareSquared 
Project

Developed to automate 
the process of beginning 
a document or editing a 
document and routing it 
to the SMEs to review 
and to the approver to 
approve the final 
document. 



UTAC 
Software

Specialized software to identify competencies, 
generate standard answers, track assessments, 
dashboards to get metrics.

Licensing Agreement

Work with our IT Staff, Cybersecurity – 79 points  

Cloud based software and application



UTAC 
Screens



Dashboard



Departments



Trainees Page

When you click on the trainee’s 
page, you get a list of trainees with 
the level of progress they are 
making on assigned modules.

When you click on a trainee, 
you get their record of all the 
modules they have been 
assigned, the history and 
percentage of completion.



Departments Page



Training Modules

Click on a training module in 
maintenance on the first screen

takes you to a screen where 
you can define the 
competencies and create 
standard answers that are 
used in the assessment.





There are more lessons 
learned than can put in 
this PowerPoint. There is 
a lessons learned matrix 
in the CBTS Manual. 

The key highest learnings 
from the pilot include:



Chose seniors whose responsibility it is to assess and 
train staff to be trained and execute these functions at 
all locations.



Make sure everyone gets trained on safety first.



Make sure you have resources, the 
right equipment, space, and 
commitment of staff time to 
implement this program properly. 
• Staff coverage and changing schedules was an 

issue in rolling out training and assessments 
and delayed the process considerably 

• A designated space for people doing 
assessments, training and document 
development is important which we never 
gained during the pilot. 



Culture Change – change is 
hard, and resistance is high. 
Have a change management 
plan to move this forward. 



Products from the Pilot 

Training Modules in 
Operations and 
Mechanical Maintenance

SOPs
Standard Answers
PPT Classroom Training

UTAC Software (App and 
Cloud Based)

Share Squared 
Automated review and 
approval process

People trained and 
assessed on job duties

A system for developing, 
implementing, and 
evaluating competency-
based training.



Making CBTS Our Own
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CBTS Roles and Responsibilities Guide









Mechanical 
Maintenance

• Mechanical Maintenance
• Currently developing Modules at OSP for Pre-Treatment with our 

staff
• OSP Bar Screen
• Pista Units for grit removal
• Inlet gates for bar screens
• Outlet gates for bar screens
• Conveyors
• Grit Pumps
• Grit Classifiers
• Scum Pump

• After development, seniors will train and assess staff
• Seniors are responsible for the development, training and 

assessments.
• Once this is complete, we will bring CBTS for mechanical 

maintenance to SEP – estimated September 2024
• We will deliver a Train the Trainer course developed by our staff 

to begin the implementation



CBTS 
Collections

• Have delivered CBTS Train the Trainer Workshop, 
SharePoint Webinar, and UTAC Workshop to Collections 
Staff

• Currently engaged in a task order to complete four 
modules for Collections
• Recycler Module
• Service Truck
• CCTV with push camera
• Roll over Truck

• Sewer Service Supervisors develop modules, train and 
assess staff

• Monthly meetings, monthly reports, tracking reports all 
available on SharePoint



Operations

All Operations modules are designed to assess competencies 
– minimum knowledge and skills that an individual must 
know to perform duties.
• These modules will be used when someone who has not 

done a task for a while needs a refresher.
• Operator-In-Training (OIT) Program on the job training 

component.



QR Code to our CBTS 
SharePoint Site





Collection System Documents
• CSD Meetings
• Meetings are numbered 

and stored
• Meeting Minutes are 

available to all staff





Presentation

Editing Guide and SOP

Inside each training you will 
find Presentation, Transcript 
and editing guide. 



Monthly 
Status 
Report
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