
Digital Worker: 
Assessment 

Tool 
Checklist and 
How-To Guide

Presented by:

Catherine Curtis

BAYWORK Leader 

San Francisco PUC Wastewater 
Workforce and Training 



Baywork.org

A consortium of water/wastewater agencies and 
stakeholders with a shared commitment to 

workforce reliability.

BAYWORK – What is it?

baywork.org


Timeline of the BAYWORK 
Digital Work Initiative

Since 2019, BAYWORK has been engaged in investigative research to

uncover the challenges faced by utilities and to find opportunities to 
ensure success in the selection and implementation of digital tools. 

https://www.baywork.org/resources/ digital-worker-resources/

https://www.baywork.org/resources/digital-worker-resources/


Digital Transformation

Utilities must clearly understand and define the need(s) they are trying to address with a 
new digital tool. 

Digital vendors don’t always understand the Water Utility Industry.

Some questions to consider…

• What current tools are available that may perform the same functions?

• What is the functionality needs for various users?

• Who will champion the initiative and implementation? 

• How will the new tool impact work processes?

• Who will maintain the tool?



Digital Readiness Assessment

BAYWORK has prepared 
an assessment tool that 
will help individuals 
within water/wastewater 
utilities understand how 
ready their organization is 
to implement new digital 
tools.



Three 
Categories of 
Questions
 



People

People: related to staffing 
levels, organizational 

collaboration, specific skill sets, 
and training aspects of 

implementing a new digital 
tool.

Ensuring that a utility has a 
champion for implementation, 
a collaborative environment, 
and a willingness to train on 
efficient use of a new tool is 

critical for successful 
implementation.



Processes

Processes: related to the specific organization workflows that the 
new digital tool will attempt to solve, 

and the organizational workflows used to implement the project. 

If a workflow is dysfunctional and not well designed, a digital tool is 
not likely to resolve the problem.



Technology

Technology: related to the physical infrastructure, tools, 
hardware, software, and maintenance of systems that a 

new digital tool will rely on for success. 

The technology backbone needs to be able to support a 
new digital tool for adoption to be successful.





People Portion of the Assessment



Processes Portion of the Assessment



Technology Portion of the Assessment



Results Portion of the Assessment



Tips and Strategies for People

Define the problem
Collaborate across 
organization

Collaborate with IT

Develop Implementation 
Strategy and Learning 
Culture

Establish Training Form a Power User Group



Tips and Strategies for Process

Create a digital 
tools inventory

Perform a gap 
assessment

Develop a feedback 
process

Develop job 
descriptions for 
digital workers

Implement 
cybersecurity 
practices

Create and 
inventory policy 
and procedures



Tips and Strategies for Technologies

Develop an inventory of 
all major technologies, 
projects, and alignment.

Assess 
hardware/software. 

Implement and utilize 
Learning Management 
System (LMS).

Train IT staff on 
cybersecurity.



Vetting

We would like to acknowledge the invaluable contributions of IT staff 
and end users from Fairfield Suisun Sanitary District, San Francisco 
Public Utilities Commission, Contra Costa Water District, and other 
agencies who provided feedback and insights during the vetting 
process of the Digital Worker Assessment Tool. Their expertise and 
collaboration were essential in shaping the tool into a more effective 
resource.



Change 
Management 

Implementation 
Factors

Lessons Learned

Identification of existing workflows and systems that will 
be impacted by a new system - including impacts on 
workgroups other than those that will be using the tool is 
an important consideration. 

The cost of modifying job classifications, job descriptions 
and requirements, salaries, and recruitment practices, to 
support recruitment and retention of skilled digital 
workers also must be factored into the equation. 

Training is essential and leadership must oversee this 
piece. The leadership required to provide sound and 
consistent guidance to the project is critical.



Conclusion - 
What utilities 

need

a clear definition of the 
problem that needs to be 

solved, and how a digital tool 
will address it. 

a thorough investigation of 
alternative approaches and 

tools for solving the problem

consider employee impacts, 
ranging from potential 

elimination of jobs to the need 
to learn new workflows and 

skills

new tools as well as both initial 
and long-term support for user 
training (e.g., ongoing training, 
and continuous availability of 

training materials and 
mentoring.) 

evaluate the cybersecurity risks 
of the tool and make sure it is 

compatible with our current in-
house IT systems.



Catherine Curtis
Baywork Founder

SFPUC Training and Workforce Manager
ccurtis@sfwater.org
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