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I. Introduction 
 
This memo is a brief summary of work done by a Cayuga Lake Watershed Intermunicipal Organization 
(CWIO) planning team, the CWIO Executive Committee and me since mid-fall 2020 to review how the 
CWIO is functioning and make adjustments and clarifications that can set CWIO up for a great next 
decade. All collaborative networks need an occasional reset and review of their purpose and structure.  
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II. Project Overview 
 
I’ve worked with leaders from CWIO since late fall 2020. My colleague Sofia Soto Reyes and I worked 
with a project planning team of CWIO members to conduct a series of interviews and focus groups in the 
fall and winter. In this information-gathering phase, we got input from people with varied perspectives 
within the watershed on the CWIO and heard their recommendations for moving forward. We 
summarized these at a CWIO meeting on March 24, 2021.  
 
Since then, I’ve been working with the Executive Committee to revise and tighten of some of the CWIO’s 
organizational documents. These revised drafts, reworked to better match how the CWIO is working 
today and how those of you involved in the CWIO have said you would like it to work, including the 
CWIO bylaws, the memorandum of understanding with members and a job description for a watershed 
manager. These documents will be shared at the August 25, 2021 CWIO meeting for discussion, review 
and approval.  
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In addition to the revision of the operational documents, this memo captures some additional 
recommendations for the CWIO. They are offered based on insights from all the good input from CWIO 
members, those interviewed, the CWIO Executive Committee and Hilary Lambert from the Cayuga Lake 
Watershed Network and from my experience working with other networks and coalitions, for 
consideration by those leading the CWIO. 
 
The Consensus Building Institute (CBI) is a non-profit organization and works to bring people together on 
complex topics with neutral facilitation and process support.  

III. Findings from Interviews and Focus Groups 
 
The full summary of the interviews and focus groups, including the list of participants, is Attachment A. 
The presentation slides summarizing the findings are in Attachment B. The high level themes that 
emerged from engaging with 64 participants interviewed were: 
 
Key challenges to managing water quality in the watershed: 

1. Cayuga Lake watershed is large with many jurisdictions and actors 
2. Disparate political will, resources, and expertise at the municipal level 
3. Lack of shared scientific understanding regarding water quality impacts 

 
And four key challenges people identified for CWIO in achieving its goals: 

A. People don’t understand the CWIO’s role and what the CWIO does 
B. Only about half of eligible watershed municipalities participate in the IO 
C. People don’t believe the CWIO is giving equal attention and footing to all parts of the watershed 
D. The CWIO’s constituents / stakeholders are enormously diverse and varied in their perspectives 

and needs. 
 
Interviewees and people we spoke with gave many suggestions, which we grouped into six categories: 

● Rethink and be explicit about what CWIO does 
● Maintain laser focus on the watershed-wide scale and priorities 
● Bring people together and build relationships 
● Support members individually 
● Support members together at the watershed level 
● Advocate at the state level or above for support to address watershed needs 

 
 

IV. Documents Development and Revision Process 
 
Per the input from members and others in the community in our information gathering phase, the 
Executive Committee, Hilary Lambert and I have been working on three key organizational documents. 
They’ve been refining each one, deliberating how best to make the documents support CWIO’s work 
today and going forward. This has included reducing redundancy, updating descriptions of what CWIO 
does and how it works, and proposing some adjustments to various elements of how CWIO works.  
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CWIO Bylaws – The bylaws define how the CWIO works together and sets expectations on membership, 
committee structure, decision making and more. See Appendix C. The most significant proposed 
updates to the bylaws are: 

● Simpler intro language and descriptions of what the CWIO does and why 
● Clarifying who is eligible for membership 
● Clarifying quorum and decision rules 
● Simplifying the required committees and setting standard language for ad hoc committees (that 

can be formed and disbanded as needed) and for standing committees 
 
CWIO Member Memorandum of Agreement (MOA) – The MOA is the legal contract between the CWIO 
and municipalities required for many municipalities to contract for services with an entity. The 
document has been updated to reduce redundancy with the CWIO bylaws, but the content remains 
essentially the same as when it was originally created in the early 2000s. See Appendix D.  
 
CWIO Watershed Manager Job Description – The Executive Committee has drafted a job description 
building from the existing job descriptions from Seneca and Owasco watersheds. The job description 
outlines the skills needed for a watershed manager working in a paid capacity to advance the goals of 
the CWIO. That job description will be used in a job search when adequate funding is available. See 
Appendix E.  
 

V. CBI Recommendations 
 
CWIO is sitting at a moment with a lot of potential and important work to do but capacity limited by 
depending on all-volunteer “staffing” with some consultant support on individual projects. To achieve 
CWIO’s goals, there is a need for more “staff” capacity, but CWIO may not be able to get that additional 
capacity until it increases funding and can show some concrete successes.  
 
Acknowledging that situation, I suggest the CWIO undertake the following. Many of these are underway, 
and they all fit with how I’ve seen other effective and largely volunteer-led collaborative groups work 
and grow. 
 

1. Communicate clearly. Articulate in simple language what CWIO is and what it does (on the 
website, in project materials, helping members get comfortable with key messages). Keep 
focused on a watershed-wide scale and why that matters. Some of this language can be found in 
the revised bylaws and other CWIO documents under revision. 

 
2. Staff up. The CWIO has great priority areas of work and important work to do, but is limited by 

the scale of the watershed, number of members, and being “staffed” solely by volunteers. If 
CWIO leaders can find funding to hire a consultant, even for a year, it will likely make an 
enormous difference to what CWIO accomplishes. This person should focus on: 

a. Coordinating activities, getting discussions and events happening more quickly 
b. Building relationships and looking for shared interests and connections 
c. Advancing the CWIO mission 
d. Increasing member participation (both for fees and, more importantly, to increase 

interest and engagement in what CWIO is trying to accomplish) 

3



4 
Cayuga Lake Watershed Intergovernmental Organization – CBI Summary & Recommendations, Summer 2021  

e. Advocating at the state on behalf of watershed and member needs, sometimes framed 
as government or public affairs 

f. Seeking funding to provide additional and ongoing contractor (“staff”) capacity 
 

3. Build relationships. The success of CWIO is directly related to the trust its members have in 
each other. Get to know people. Make spaces for people to make personal and professional 
connections through CWIO. Look for opportunities for shared wins sometimes even if they 
aren’t the biggest environmental win possible. The strength of this network is based on these 
linkages, and the stronger the connections, the more CWIO members will let go of the concern 
that they are all competing for limited resources and see that there is a role for everyone and 
room for growth and sharing in achieving such ambitious water quality goals. 

 
These relationships should be fostered at many levels, ideally led by a new paid contractor, but 
also conducted by other CWIO leaders.  
 
The following are relationship types that have value, with thoughts on ways to build 
relationships.  
 
CWIO should engage with: 

a. Individuals – Once or twice a year, CWIO leadership (e.g. the Executive Committee or 
Membership Committee) should check in with each member entity to ask how 
participating is working, what is useful, what less so, and to hear suggestions. This gives 
individuals a chance to talk and make connections in a low-key setting (vs in front of a 
large group). 

b. Soil and Water Conservation Districts – Go to the SWCDs in each county and ask how 
CWIO can be helpful. Listen. Try to find shared areas of interest where CWIO can help 
lift some of their burdens. They are key partners and will be helpful in identifying shared 
topics that need attention.  

c. Highway Departments – Their ditching and road construction impacts runoff in the 
watershed, so engaging with them could make a meaningful difference in water quality. 

d. Counties – The counties are a key group to engage with to identify how they can work 
together with the CWIO to achieve a common mission. What needs help or attention 
from state representatives? What could be better coordinated and make a big 
difference? Convene people who focus on water quality from the watershed’s counties 
to talk together and serve as a host / convener. Maybe 2-4 times a year. This level of 
engagement has the power to be more efficient than trying to engage over 50 
municipalities. The counties in many cases have strong ties to their municipalities, so 
also connect to the on-the-ground level.  

e. Sub-groups – Consider supporting sub-watershed groups. This could look like inviting 
people in different geographies in the watershed to particular meetings to learn what 
they’re thinking about and working on and how they can work together with the CWIO 
to achieve common goals. This opportunity to get to talk together without the full ~50 
municipalities and counties would be more intimate and might help identify issues that 
are of concern to particular areas. Some people might also feel more comfortable 
talking in a smaller group. Start with regions where municipalities are least active to 
bring interest / support / a curious mindset to learn from them and help them talk 
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together. Consider how to ensure any sub-group meetings are of value to participants, 
such as bringing people who have relevant technical information or other resources.  

f. The full CWIO – Everyone involved should be building connections. A few thoughts:  
i. Consider geography - When meetings are in person, commit to holding them in 

different parts of the watershed.  Alternate north/south, or one side of the lake 
or the other. Consider having several standard venues in different parts of the 
watershed and rotating among them each meeting to distribute the travel 
burden. This can be hard but signals how important all the parts of the 
watershed are in this shared goal of protecting water quality. And keep meeting 
virtually some of the time to lower barriers to entry (travel time and cost). 

ii. Have fun together - Include some in-person time for fun and celebration. You 
might consider doing this with the Cayuga Lake Watershed Network.  Take time 
to get to know each other a little better at every virtual or in person meeting. 
This can mean 10 minute breakout sessions at the beginning of meetings with 
simple prompts for people to chat in groups of three and share something 
personal or professional. It can also mean holding picnics or other social time 
together (considering covid safety, of course). A paddle on the water? A hike to 
a waterfall? Do things that enable people to get connected as individuals. 

iii. Survey members annually. How can CWIO best serve you? What would you like 
to see this year? Give them a chance to share thoughts in a quick and easy way. 

 
4. Educate / Convene. Host information sharing presentations and discussions on technical and 

policy topics, in coordination with the Cayuga Lake Watershed Network when appropriate. 
CWIO can become a place where members go to learn about issues related to water quality in a 
safe environment with good, science-backed information. Design sessions for presentation and 
discussion focused on what municipalities can do to improve water quality. Make these sessions 
topic-specific and open to anyone, but especially targeted to government elected officials, 
appointed officials and staff. This will raise awareness about CWIO and generally raising 
awareness in the watershed about important water quality challenges and opportunities. 
Consider offering virtual sessions or, if in person, rotating venues.  

 
5. Choose priorities. Choose a small number of priorities to focus on for the year. This can include 

reviewing the description of “CWIO Work” section of the bylaws. It might include one policy-
focused priority, one community-building one (e.g. the education suggestion above, possibly for 
the EPPOC Committee to undertake), and a research question or topic for the Technical Advisory 
Committee. Or perhaps the best approach here is to ask each committee their priorities and 
focus for the next 12 months and build from there.  

 
6. Go to the state. Connect with state representatives who represent this watershed. Tell them 

about CWIO’s priorities, about all the members, about Cayuga Lake’s water quality issues, and 
let them know what CWIO members need in terms of support, money, etc. This would require 
government affairs-type expertise, which is something you might look for in your contractor or 
from member entities. Build strong connections. Meet with your representatives. Help them 
understand the urgency of the lake’s needs and how short local governments are on resources 
given the scale of the projects needed to protect the water.  
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VI. Appendices: Current versions of revised documents  

a. Interview and Focus Group Findings Report 

b. Interview and Focus Group Findings Report Presentation 
Slides 

c. 2021 Updated CWIO bylaws 

d. 2021 Revised MOA between CWIO and members 

e. Draft Cayuga Lake Watershed Manager job description  
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I. INTRODUCTION 
 
The Cayuga Lake Watershed Intermunicipal Organization (CWIO), is conducting an internal 
organizational assessment to determine how the organization could better structure, organize, 
and position itself to more effectively achieve its mission of bringing municipalities together to 
monitor, protect and restore the health of the watershed.   
 
As part of this work, the Village of Aurora, acting on behalf of the CWIO, hired the Consensus 
Building Institute (CBI), to gather, analyze and summarize information about how municipalities 
and other regional actors perceive the current state of the CWIO, its role moving forward, and 
the potential activities to which it should dedicate its resources. CBI is a non-profit based in 
Boston that works with groups on social and public policy topics. The CBI team of Senior 
Mediator Ona Ferguson and Junior Associate Sofia Soto Reyes worked closely with an CWIO 
planning team to design this information gathering and analysis. This report, prepared by the 
CBI team, will be distributed to CWIO members and interviewees and will inform several 
upcoming discussions on how the CWIO can better serve its municipal and county members, 
the public and the entire Cayuga Lake watershed.  
 
In early 2021, the joint CBI-CWIO team spoke with a total of 64 people with varied knowledge 
of the CWIO, regional dynamics, and the Cayuga Lake watershed’s diverse water quality issues 
and goals. These conversations included 18 one-on-one, semi-structured interviews conducted 
via phone (averaging 45 minutes each), 14 survey respondents, and 10 focus group sessions 
lasting up to two hours with an additional 33 people. Participants were selected to represent a 
range of perspectives working on the water quality puzzle including, municipal elected officials, 
water purveyors, wastewater, Soil and Water Conservation Districts, highway officials, advocacy 
and advisory groups, agriculture, recreation and economic development, land use and planning, 
academia, and current/former CWIO members. The participants included stakeholders from 
across different jurisdictions, sectors, and municipal sizes. It is also important to note that the 
project team reached out to additional people who did not respond to interview requests. 
Please see Appendix B for a list of all the individuals who participated in interviews or focus 
groups. Participants were told that their names would be listed in an appendix but that 
statements would not be attributed to any individuals.  
 
The interviews and focus groups followed a suite of questions about impressions of the CWIO, 
interviewee water quality priorities and challenges, the role of the CWIO moving forward, and 
key organizations and individuals to speak with. Participants were also asked to share thoughts 
about the structure and organization of the IO, and its work, including what it is doing well and 
what could be done differently. Please see Appendix A for the list of interview questions for the 
focus groups and interviews.  
 
The following report captures the perspectives shared by all interviewees. In some cases, the 
opinions and recommendations are contradictory, as they were offered by different people. 
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The content has not been fact checked but represents the impressions of the people who 
participated. 
 

II. WORKING ON WATER QUALITY IN THE CAYUGA LAKE WATERSHED  
Interviewees were asked to provide an overview of the priority water quality related issues and 
challenges in the Cayuga Lake watershed.  
 
When asked what the watershed had going for it, interviewees noted that there are detailed 
data on the water quality of the lake because of extensive citizen monitoring and research 
programs, proximity to several academic and research institutions, and unanimous agreement 
regarding the importance of Cayuga Lake and its watershed as a resource for everyone (from 
drinking water to lakeside tourism). People said they know the health and vitality of their 
communities and the region is directly impacted by the lake’s water quality, which is dependent 
on the collective stewardship of everyone in the region.  
 
The named challenges to managing water in Cayuga Lake include (but are not limited to):  

● Cayuga Lake watershed is large with many jurisdictions and actors. Participants 
highlighted both physical geography and the political dynamics of the watershed as 
significant challenges. Namely, that water does not adhere to municipal boundaries so 
working together is critical.   Political perspectives differ across the watershed.  It 
requires finesse to facilitate this collaboration. Many also said that levels of jurisdiction 
(from local to county to state) are not always aligned in a way that promotes shared, 
strategic decision making. For example, some agricultural practices that impact runoff or 
sediment control are regulated at a state level whereas similar activities by other 
landowners are under the jurisdiction of the host municipality. People also expressed 
difficulty with tracking what work is taking place and who of the various active groups is 
doing it. When asked about the NYS DEC’s Cayuga Lake HABS Action Plan and the 
CWIO’s Restoration and Protection Plan (RPP), most people had a vague sense that they 
existed, yet almost no one could speak directly to what the plans provided or prescribed 
for implementation.  
 

● Disparate political will, resources, and expertise at the municipal level. Participants 
named the range of levels of municipal interest and support (or political will) to do 
water quality work, saying that in some places within the watershed water quality is not 
at this time at the top of the list of local priorities while for others it is very much front 
of mind with resources and general support. People also noted that even if they had a 
desire to focus on protecting or enhancing water quality, some smaller communities 
have too few resources to do this work well themselves. People talked about the high 
cost of infrastructure improvements relative to municipal budgets, noting that small 
municipalities may not have adequate budgets to meet minimum infrastructure needs. 
These same municipalities said they also lack the expertise to identify water quality 
priorities and seek funding or find other resources to address key issues.    
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● Lack of shared scientific understanding regarding water quality impacts. Participants 

noted varied levels of understanding among municipalities and communities about 
water quality science and water quality management options. Some said there isn’t 
consistent understanding about how an impacted watershed might cause other types of 
impacts (e.g. harmful algal blooms threaten tourism as people don’t want to come to a 
place where they can’t safely play in the water). Some said upstream actors may not 
understand how their behavior affects lake water quality. Others noted that they don’t 
really know what mitigation measures and best practices are available or appropriate 
given the shared and large-scale nature of the quality of the lake and associated 
tributaries. 
 

III. THE CAYUGA LAKE WATERSHED INTERMUNICIPAL ORGANIZATION 
 

What do people know about the IO? What is their impression? And what would they like the 
CWIO to contribute to or do in the region? 
  
Impressions and Perceptions of the CWIO Today 
In general, participants said that having an entity that focuses on watershed-scale water quality 
issues is a great concept and that it has significant potential to affect water quality outcomes in 
the watershed. People want forums for working together on this shared, important issue that 
affects everyone’s well-being. Interviewees appreciated the watershed-wide geographic scope 
and the intention to organize and build support for the entire lake. Moreover, there was 
general consensus among those who know the CWIO that it is moving in the right direction, 
noting in particular recent increasing interest in the CWIO and attendance at CWIO meetings. 
Finally, many participants noted the exceptional work, genuine good intention, and critical role 
that Tee-Ann Hunter has played in moving the needle on the CWIO’s work.  
 
When asked for details on their overarching understanding of the CWIO, interviewees familiar 
with the CWIO noted its positive goals and intention and expressed appreciation for the 
dedicated volunteers who work hard to get things done. Others, both those familiar and 
unfamiliar with the CWIO and its work, said they are not clear what the CWIO’s specific role is 
within the landscape of the other water quality related organizations in the region and the 
watershed. People were especially confused about how the CWIO and the Cayuga Lake 
Watershed Network relate, a few interviewees confused the Watershed Network and the 
CWIO. A few others confused the CWIO’s efforts with other citizen science data collection 
efforts. People also said the CWIO does not get that much done, largely because it is composed 
of all volunteer and appointed representatives. They said it needs paid, dedicated staff. People 
said the CWIO seems slow and disorganized, with too many committees being “staffed” by 
often the same over-stretched people.  
 
Challenges Facing the CWIO 
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The CWIO will have to work through the following major challenges:  
 

• People don’t understand the CWIO’s role and what the CWIO does. As mentioned above, 
there is significant confusion about where the CWIO sits in the landscape of 
organizations and groups working on water quality in the watershed. While 
acknowledging that the CWIO cannot work on everything, many interviewees struggled 
to identify or explain specifically what the CWIO does, in particular what services they 
are providing to their municipal and county members, the process they use to 
determine what activities to undertake, and finally how they go about executing their 
activities.  
 

• Only about half of eligible watershed municipalities participate in the CWIO. 
Interviewees consistently noted that not all municipalities in the watershed were able or 
willing to participate in the CWIO. This was attributed mainly to a cost-prohibitive 
participation dues structure, to a geographic bias that favors communities in the 
Southern part of Cayuga Lake and to other municipal priorities. With respect to CWIO 
dues, it was noted that small towns and villages were being asked to pay the same $900 
annual dues as larger cities despite vastly different budgets, capacity, staffing, which 
was viewed as exclusionary and likely contributing to keeping some municipalities from 
joining the CWIO. Many small communities simply do not have room in their budgets to 
spare. Some noted the focus on the southern region of the watershed (described next) 
as another element influencing which municipalities participate. 

 

• People don’t believe the CWIO is giving equal attention and footing to all parts of the 
watershed. Many interviewees said that the majority of CWIO project work and most or 
all CWIO meetings have focused on and taken place in the southern part of the 
watershed. They said there has been a lot of work around Ithaca and that CWIO 
meetings are typically held in the same general area. Prior to the pandemic this meant 
that people who lived and worked further north had to drive upwards of 2 hours (round 
trip) to participate in CWIO meetings. (Some noted that the shift to virtual CWIO 
meetings has made participation easier for many). People said this geographic bias, 
even if not intentional, contradicts the message that the CWIO exists to serve all the 
watershed’s municipalities and counties. 
 

• Their constituents / stakeholders are enormously diverse and varied in their perspectives 
and needs. This watershed includes a great variety of people, entities and perspectives. 
It is 860 square miles which includes seven (7) counties and 50 municipalities within. It 
includes urban, suburban, and rural communities, also municipalities that are well-
resourced with professional staff and those with tiny budgets that operate on an almost 
entirely volunteer basis. It includes conservative and liberal communities with divergent 
political and ideological perspectives and large and small communities. This wide variety 
of perspectives and interests mean that any entity that takes as its job to serve and 
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advocate for collective interests must work hard to find common ground and focus on 
shared issues and concerns.   

 

IV. SUGGESTIONS FOR THE CAYUGA LAKE WATERSHED INTERMUNICIPAL ORGANIZATION  
 
Participants were asked what they would like to see from the CWIO in terms of services and 
activities. They suggested many and varied activities they would like the CWIO to undertake in 
the future.  
 
Compiled into broad themes, those we heard most often are as follows: 
 

● Rethink and be explicit about what the CWIO does. For Cayuga Lake to be healthy, 
there are different elements to be tackled by different players. People want clarity on 
what the CWIO is doing. Activities on water quality feel piecemeal to people. What is on 
the CWIO’s plate? This will involve the CWIO clarifying: 

○ What is the CWIO’s unique role among other actors in the watershed? What is it 
responsible for attending to among those many activities needed to improve and 
protect water quality (from research to advocacy to convening to project 
execution)? 

○ What structure will enable the CWIO to make the biggest difference in its areas 
of work? People mentioned a possible need for an executive committee, others 
suggested that committees formed geographically around sub-watershed areas 
could make sense to build relationships and help with shared problem solving 
(e.g., committees made of municipalities and counties with similar 
characteristics). 

○ What membership model is most appropriate? Some suggested considering 
whether the CWIO should focus on the counties as primary members to get 
higher-level engagement and consistency. 

○ How should the CWIO staff up? Many people would like to see the CWIO have 
paid staff to help the CWIO make meaningful difference (some referred to this 
person as a “watershed manager”, others said CWIO paid staff need to be 
entrepreneurial, problem-solving, creative, and focused on developing trust and 
relationships). 

○ What financial model will work best? Where should the CWIO get funding for its 
own work. A few people mentioned concern that the CWIO might compete with 
other groups in the watershed for the same funding sources. 

 
● Maintain laser focus on the watershed-wide scale and priorities. People would like the 

CWIO to always focus on the north star of watershed-wide priorities (these priorities 
should be the ones collectively developed or to be developed jointly). Participants said 
while many are working on water quality activities in the watershed, none are keeping 
attention at the watershed scale with shared priorities. This includes keeping shared 
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data and facts front and center.  It also means working to translate and present what 
matters and why to a diverse audience including the general public. 

 
● Bring people together and build relationships. The CWIO should convene people 

working on related topics. A suggested starting place was working with and consulting 
SWCDs as well as counties who may already be working on key projects. This might also 
mean individual one-on-one trust and relationship building with members and other key 
partner organizations. Many noted that work on water quality has to be collaborative, 
and that personal trust is the foundation for successful collaborative efforts. It could 
mean helping link up groups with a particular need and those who can fill it (i.e., a group 
that wants sampling done and a water sampling program), or identifying collaborative 
opportunities (say, three communities in close proximity wrestling with the same water 
quality challenge could be put in touch to brainstorm solutions). 

 
● Support members individually. The CWIO should provide direct support in various 

forms to its members (municipalities and counties) as needed. Different member groups 
have different support needs. Participants were asked which services they would take 
advantage of if offered by the CWIO (e.g., grant writing/administration, partnering on 
projects, information sharing, state-level advocacy, and project identification). There 
was near unanimous support for but the first 4(5) of these services as being helpful, 
with the caveat that the CWIO ensures it is being additive, not duplicative, of other 
efforts. There was disagreement regarding the CWIOs role in project identification given 
the varied desire and need for direct support. Some felt that others were in a better 
position to identify the most important projects than the CWIO. Counties indicated less 
of a need for direct support, while many municipalities indicated they have almost no 
time, money, or expertise to manage water quality enhancement efforts. This individual 
support might include CWIO staff helping to write or administer grants, reviewing 
project designs or managing implementation. Or it could involve finding resources 
(money or other) elsewhere to bring in those who can do the work (e.g., SWCDs). This 
kind of member support could also mean providing information, resources, materials, 
best practices and model legislation (e.g., on ditches and retention ponds) that 
members can easily use.  

 
● Support members together at the watershed level. Help municipalities and counties 

identify shared interests and concerns and help build agreement on what needs work. 
This will include clarifying who does what in the watershed, identifying shared interests 
(especially given widely divergent political leanings and varied trust in science), and 
raising awareness across the watershed about related activities (talking to people, 
sharing information about or holding events, distributing materials). It will also include 
convening watershed-wide discussions and meetings as a key role and service.  

 
● Advocate at the state level or above for support to address watershed needs. Many 

people noted that other watersheds have much more significant funding coming in to 
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address water quality needs and that the CWIO would be doing a great service to 
advocate at a state level for policy changes or funding opportunities that could be 
helpful in the Cayuga Lake Watershed. They said the CWIO could speak on behalf of 
such a large number of constituents and could bring representatives and the voices of 
members up to the state level, thereby enabling a significant jump in activity in the 
watershed if successful.  
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V. APPENDIX A: INTERVIEW QUESTIONS 
 
The following general set of questions was used for interviews, focus groups and the CWIO 
member survey in slightly modified form. 
 

1. Have you heard about the IO? What do you think it does, and what is your impression of 
it? Are you currently engaged with the IO, why or why not? 

2. What are your group’s water quality priorities, goals or issues? 
3. What are the watershed’s challenges or roadblocks related to water quality? 
4. What organizations, agencies and individuals are helping advance water quality in the 

watershed? 
5. How could the CWIO be most useful to its members and the watershed as a whole? 
6. What types of support do you think the CWIO should provide to its members (e.g. help 

with grant writing, helping municipalities partner on grants, helping municipalities 
partner on projects, holding information exchange forums, identifying priority projects 
in the watershed, and advocating at a state level) 

7. What should the role or structure of the CWIO be to make more of a difference? 
8. Anything else you’d like to share? 
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VI. APPENDIX B: PEOPLE INTERVIEWED + IN FOCUS GROUPS + WHO COMPLETED SURVEYS 
 
 

First Name Last Name Affiliation 

Michael Allinger Town of Newfield Supervisor 

Keith Batman Cayuga County Legislature 

Chris  Bordlemay Cornell University Water Treatment Facility 

Jane Braunig Town of Romulus  

Cynthia Brock City of Ithaca Common Council 

Liz  Cameron Tompkins County Department of Environmental Health 

Eric Devon Cayuga Lake Watershed Network 

Bill Ebert Cayuga Lake Watershed Network 

Adam  Effler Owasco Lake Watershed Management Council 

Paul Gier Tompkins County Soil & Water Conservation District 

Brian Gramlich Rahm NYS Water Resources Institute (Cornell University) 

Deb Grantham Cayuga Lake Watershed Network 

Harriet Hayes Seneca County Planning 

Nick  Helmholdt  Tompkins County Planning  

Michelle Henry Tompkins County Water Resources Council 

Jill Henry Seneca County Planning 

Angel Hinickle Tompkins County Soil & Water Conservation District 

Rod Howe Town of Ithaca Supervisor 

Tee-Ann Hunter Town of Ithaca Board 

Roxanna Johnston City of Ithaca Water Treatment Plan Facility 

Doug Kierst Cayuga County Soil & Water Conservation District 

Darby Kiley Tompkins County Planning 

Thomas Knipe City of Ithaca Planning 

Paul  Kronenwetter Seneca County Board of Supervisors  

Hilary Lambert Cayuga Lake Watershed Network 

Nathaniel  Launer Community Science Institute (CSI) 

Steve Lynch Cayuga County Planning 

Roxanne Marino Cornell University Water Quality Research 

Robert Meek Ovid Resident 

Jason Molino Tompkins County Executive Administrator 

Liz  Moran Ecologic 

Shawn  Murphy Cortland County Soil & Water Conservation District 

Jon Negley  Tompkins County Soil & Water Conservation District 

Lisa Nicholas City of Ithaca Planning 

Kelly O'Hara Oakwood Farm 
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Eileen  O’Connor Cayuga County Department of Environmental Health 

George Patte Cayuga Lake Environmental Action Now 

Tony  Prestigiacomo NYS DEC Finger Lakes HUB 

C.J. Randall Town of Lansing Planning 

Stephanie Redmond Town of Enfield Supervisor 

Steve  Riddle Bolton Water Treatment Plant 

Marcus  Riehl  NYS Parks  

Sue  Ritter Town of Ithaca Planning 

C. Mitchell Rowe Seneca County Manager 

Rebecca Schneider Cornell University College of Agriculture and Life Sciences 

Doug Selby Cayuga County Water & Sewer Authority 

Bud  Shattuck Village of Union Springs Mayor 

Bill Sherman Village of Cayuga Mayor 

Becky Sims Tompkins County Health Department 

Joe Slater Town of Ithaca Public Works Department 

Donald Slocum Town of Genoa Board 

David Sprout Town of Dryden Zoning  

Elizabeth Thomas Cayuga Lake Watershed Intermunicipal Organization 

Jerry  Verrigni Schuyler County Soil & Water Conservation District 

Grace Bates Village of Aurora Trustee 

Ed Wagner Town of Owasco, Town Supervisor 

Jennifer  Wells Ithaca College, Paddle-n-More 

David West Town of Danby Planning 

Michele Wunderlich Cayuga County Planning 

Andy Zepp Finger Lakes Land Trust 
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Who we are & What we did 
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What we asked
1. Have you heard about the IO? What 

are your impression? 
2. What are your group’s water quality 

priorities, goals or issues?
3. What are some challenges or 

roadblocks related to water quality?
4. How could the IO be most useful to its 

members and the watershed as a 
whole?

5. What types of support do you think the 
IO should provide to its members?

6. What should the IO’s role or structure 
be to make more of a difference?
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Who we heard from  
- PLACEHOLDER
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Context: Opportunities 
● Good water quality data
● Proximity to research institutions
● Many different players working on 

elements of water quality mgt
● People know Cayuga Lake is 

important
● People know the region’s health and 

vitality (incl tourism economy) is 
impacted by the lake’s water quality
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Context: Challenges

● The watershed is large with many 

jurisdictions and actors

● People don’t know who is doing what

● Disparate political will, resources, and 

expertise at the municipal level

● Lack of shared scientific 

understanding of water quality
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Findings
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Findings: Impressions & 
Perceptions

1. Having an entity that focuses on watershed-
scale water quality issues is a great concept 
and that it has significant potential to affect 
water quality outcomes in the watershed

2. Appreciated the watershed-wide geographic 
scope and the intention to organize and 
build support for the entire lake

3. General consensus among those who know 
the IO that it is moving in the right direction, 

4. Appreciation for the critical role that Tee-
Ann Hunter has played in moving the needle 
on the IO’s work
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Findings: Challenges
Facing the IO
1. People don’t understand the IO’s 

role and what the IO does
2. Only ~50%  of eligible 

municipalities participate 
3. People don’t believe the IO is 

giving equal attention and footing 
to all parts of the watershed

4. The IO’s constituents / 
stakeholders are enormously 
diverse and varied in 
perspectives and needs
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Suggestions for the IO

1. Rethink and be explicit about what the IO 

does.

2. Maintain laser focus on the watershed-wide 

scale and priorities.

3. Bring people together and build relationships.
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Suggestions for the IO

4. Support members individually.

5. Support members together at the watershed 

level.

6. Advocate at the state level or above for 

support to address watershed needs.
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Moving Forward
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Next Steps
● Planning with executive 

committee & Hilary Lambert

● Develop straw proposals for 

pieces that need work

● Full IO discussions in 

spring  & decision-making

● Revised operating docs, 

procedures, descriptions of 

the IO etc. (as needed)
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Cayuga Lake Watershed Intermunicipal Organization (CWIO) 

Organizational Documents 

Adopted August 25, 2021 

Introduction 

The Cayuga Lake Watershed Intermunicipal Organization (CWIO) was formed in 1998 to 

undertake a state-funded watershed restoration and protection planning process that produced a 

Watershed Characterization in 2000, and a Cayuga Lake Watershed Restoration and Protection 

Plan (RPP) in 2001, which was updated in 2017. By detailing the state of the watershed and 

threats to water quality, these documents recommend actions to preserve and protect the 

watershed, define the purpose of the CWIO, and help members gain access to certain funding 

sources. 

This document outlines how the CWIO works so participants know what to expect as they come 

together. 

 

Mission 

Our mission is to bring local governments in the Cayuga Lake watershed together to work 

collectively and collaboratively with partner agencies and organizations to monitor, protect, and 

restore water quality throughout the watershed in the face of a changing world. 

 

Why CWIO work matters 

New York State has tasked their municipal governments with protecting the health, safety, and 

welfare of the residents within their jurisdictions. The CWIO believes watershed protection and 

stewardship of Cayuga Lake, its tributaries and its wetlands are in the public interest and should 

be managed in trust for the common benefit of all within the watershed. Watershed-wide 

organizations of local governments are able to facilitate partnerships across municipal 

boundaries to address threats to our water resources as a whole. Participating local governments 

gain the mutual advantage and efficiency of pooling resources and expertise to implement 

restoration and protection efforts throughout the watershed.   

 

CWIO work 

CWIO work includes a range of activities depending on current member needs, resources, and 

watershed-wide priorities. It includes: 
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1. Advancing a regional perspective on watershed-wide protection goals and assisting 

members with identifying priorities. 

2. Supporting local governments to implement the Cayuga Lake Restoration and Protection 

Plan and other similar official watershed-wide plans.  

3. Exploring mutually beneficial ways of securing and sharing federal, state, and county-

agency grant funding to improve water quality within and between members. 

4. Providing a forum for local governments and agencies within the watershed to interact 

and exchange information. 

5. Supporting individual projects with shared expertise, in-kind support, information about 

funding, assistance with monitoring, maintenance and more. 

6. Raising awareness of watershed needs at the state level and advocating for resources.  

7. Pooling local government funds and resources to more efficiently achieve our common 

goals 
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Bylaws for the Cayuga Lake Watershed CWIO  

(adopted June 28, 2000; amended on June 27, 2001; amended September 24, 2003; amended 

September 22, 2008, amended August 25, 2021)  

 

Article I. Name, geographic location, and purpose  

Section 1. Name.  

The name of the organization shall be the Cayuga Lake Watershed Intermunicipal Organization, 

hereafter referred to as the CWIO.  

Section 2. Geographic location.  

The CWIO focuses on the Cayuga Lake watershed, located in the Finger Lakes Region of central 

New York State. The watershed is comprised of seven counties, three of which have the majority 

of acreage within the watershed and also border the lake (Cayuga, Seneca, and Tompkins), and 

four of which share parts of the remaining watershed area (Schuyler, Tioga, Ontario, and 

Cortland). See map below.  

Article II. Membership 

Section 1.  Membership 

Membership is open to counties, municipalities (villages, towns and cities) and indigenous 

nations  located within the watershed (referred to as “member entities”). To be a voting member, 

see section 3 below.  

Section 2. Representatives and Alternates.  

Each voting member entity will appoint one representative and one alternate to the CWIO. There 

are no term limits for representatives and alternates. Representatives and alternates need not be 

an elected official. 

Section 3. Voting. 

To qualify to vote in CWIO decisions, the member entity (county, municipality, or indigenous 

nation) must have signed the CWIO Memorandum of Agreement (MOA) and have fully paid 

their annual dues. Only representatives or their alternates from voting member entities count as 

part of the quorum.  

A simple majority of those representatives or alternates from voting CWIO member entities 

present at an in-person or virtual meeting may affirm a decision for the group. CWIO agendas 

will be shared at least 5 business days before CWIO meetings and will include information on 

important decisions to be voted on.  
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Each voting member entity shall have one vote at CWIO meetings. If both the representative and 

alternate are present, only one can cast a vote. Proxy voting and voting at virtual meetings are 

allowed. Alternates may vote on committees on which they serve, or in lieu of an absent 

representative at a CWIO meeting. 

Section 4. Quorum. 

A CWIO quorum consists of representatives or alternates from at least 25% of the dues paying 

voting member entities.                                                                                                          

Section 5. Associate Members and Ex Officio Advisors. 

In order to encourage participation from those with special knowledge or expertise in water 

quality protection and preservation efforts, individuals may apply to the CWIO 

Membership/Nominating Committee to be an associate or ex officio member. The 

Membership/Nominating Committee will approve applications for these memberships. Once 

accepted/appointed, these members may participate in CWIO discussions and serve on 

committees. An ex officio or associate member shall be non-voting, but on a CWIO committee 

they may vote and serve as committee chair. The Membership/Nominating Committee will 

determine the number of ex officio and associate members based on input from CWIO. 

Associate and ex officio members have two-year terms that may be renewed. There are no fees 

to be an associate or ex officio member.  

 

Examples of offices and agencies eligible for ex officio membership:  

Municipal planning, water, sewer, public works department 

County planning, health, public works department 

County advisory committees 

Soil and Water Conservation District 

New York State Department of Environmental Conservation 

New York State Department of Parks, Recreation and Historic Preservation 

U.S. Army Corps of Engineers 

U.S. Fish and Wildlife Service 

U.S. Geologic Survey 

U.S. Natural Resources Conservation Service 

Watershed-wide advocacy groups 
Associate Members will have either special expertise in water resources, natural resources, 

engineering, coordination, or other experience or skills applicable to the CWIO mission and 

work.  

Article III. Governance.  

Section 1. Administration.  

There shall be the following administrative components:  
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a. Administrative Center  

The Administrative Center (Center) of the CWIO will be located in a municipality or 

other entity to be approved annually. The Center will be responsible for:  

i) Providing normal facilities and services, as required for operations of the CWIO 

and CWIO staff.  

ii) Developing and executing appropriate agreements with other parties for 

coordinating and implementing CWIO approved grants and CWIO funded 

projects when necessary. Member municipalities are encouraged to rotate holding 

and administering grants for CWIO work and ensuring legal compliance with the 

terms of these grants and agreements.  

iv) Submitting all bills for payment to the Center’s governing body for review and 

payment, in accordance with the purchasing and procurement policies of the 

entity serving as the Administrative Center.  

b. CWIO Staff 

CWIO staff members will implement the work of the CWIO, supporting CWIO 

priorities and working on behalf of CWIO goals.  

CWIO staff members will have job descriptions developed by the CWIO Executive 

Committee and approved by the CWIO membership. CWIO staff members’ positions 

will be paid for by CWIO dues and grants.  

Section 2. Officers  

a. Chair. The CWIO shall elect a Chair annually from among its voting members. The 

Chair shall preside at all meetings of the CWIO and the CWIO Executive Committee and 

work closely with CWIO staff to set agendas for these groups. The Chair or his/her 

delegee shall be the official spokesperson for the CWIO. An individual can serve as 

Chair for a maximum of three consecutive 1-year terms at a time.  

b. Vice Chair. The CWIO shall elect a Vice Chair annually from among its voting 

members. The Vice Chair shall assist the Chair and, in the absence of the Chair, act as 

Chair.  

Article IV. Committees.  

Section 1. Executive Committee (ExCom)  

The CWIO shall have an Executive Committee to guide the CWIO’s work. 
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a. Membership. The Executive Committee shall be composed of at least 4 voting CWIO 

representatives and/or alternates of CWIO voting members. At least 3 of the ExCom 

members should come from the three waterfront counties. The Chair of the CWIO and 

one member from each of the CWIO Standing Committees should be members of the 

ExCom. The Chair and Vice Chair of the CWIO shall be the Chair and Vice Chair of the 

ExCom. The CWIO appoints the Executive Committee.  

b. Term. ExCom members shall be appointed for a one-year term at the organizational 

meetings of the CWIO occurring at the end of each year, to take effect the following 

January 1.  

c. Powers and Duties. The members of the ExCom are appointed to represent the interests 

of the watershed as a whole and not the special interests of any represented member 

municipality. The ExCom shall conduct business on behalf of the membership of the 

CWIO between CWIO meetings and shall keep the CWIO membership informed of 

important matters as needed. All appointed committee members have a vote in committee 

meetings. 

More specifically, the ExCom shall:  

i) Implement or oversee the annual work plan and budget.  

ii) When delegated, approve requests for funding consistent with the established 

priorities.  

iii) Recommend annual work plan, priorities, staffing, budget, organizational 

structure, bylaws, policies, etc., to the CWIO for action.  

iv) Receive regular reports from the committees and ensure that these reports are 

shared with CWIO members in a timely fashion.  

v) Help carry out the policies adopted by the CWIO.  

d. Quorum. The quorum shall be two thirds of the ExCom membership. Actions shall 

require a simple majority of the full ExCom membership.  

e. Meetings. The ExCom shall meet as often as necessary to meet deadlines and address 

the business of the CWIO.  

f. Meeting summaries. The ExCom shall share its actions with all CWIO members in a 

timely manner.  
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Section 2. Finance Committee (FinCom)  

a. Membership. This committee shall have at least 3 voting representatives and/or 

alternates of voting members of the CWIO. The committee elects its own Chair and, 

if they choose, a Vice Chair. 

b. Term. FinCom members shall be appointed for a one-year term by the CWIO at the 

organizational meetings of the CWIO each year to take effect the following January 

1. 

c. Powers and Duties: The FinCom’s primary duty is to recommend the amount of 

annual dues to be paid by CWIO members. All appointed committee members have a 

vote in committee meetings. Actions of the committee shall be advisory only, unless 

otherwise specified.   

d. Quorum. The quorum shall be two thirds of the FinCom membership. Actions shall 

require a simple majority of the full FinCom membership.  

e. Meeting summaries: The committee shall keep a record of its actions and 

recommendations and report periodically to the CWIO or ExCom.  

Section 3. Membership/Nominating Committee (MemCom)  

a. Membership. This committee shall have at least 3 voting representatives and/ or 

alternates of voting members of the CWIO. The committee elects its own Chair and, 

if they choose, a Vice Chair. 

b. Members shall be appointed for a one-year term by the CWIO at the organizational 

meetings of the CWIO each year to take effect the following January 1. 

c. Duties include:  

i) Outreach, community building, and education to municipalities in the 

watershed to Increase the number of dues-paying members. 

ii) Track representation from each member organization, as well as associate 

members in coordination with members.  

iii) Considering and recommending liaisons who will help further the mission of 

the CWIO.  

iv) Helping to identify a slate of officers for the CWIO (CWIO Chair, Vice Chair 

and Committee members) 

d. Quorum. The quorum shall be two thirds of the MemCom membership. Actions shall 

require a simple majority of the full MemCom membership.  
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e. Meeting summaries: The committee shall provide a record of its actions and 

recommendations to the CWIO and report periodically. Actions of the committee 

shall be advisory only, unless otherwise specified.   

Section 4. Education, Public Participation and Outreach Committee (EPPOC) 

a. Membership. This committee shall have at least 3 members of which 1 must be a 

voting CWIO representative or alternate. Members shall be appointed by the CWIO 

for a one-year term at the organizational meeting of the CWIO at the end of each year 

to take effect the following January 1. All members of the committee may vote in the 

committee regardless of whether they represent an official voting CWIO member. 

The EPPOC elects its own Chair and, if they choose, a Vice Chair.  

b. Members shall be appointed for a one-year term by the CWIO at the organizational 

meetings of the CWIO each year to take effect the following January 1. 

c. Duties  

i) Regularly review the action items associated with education, public 

participation, and outreach identified in the Restoration and Protection Plan.  

ii) Create an annual workplan based on RPP action items and present to the 

CWIO for approval.  

iii) Work with CWIO staff or contract with other organizations and entities within 

the watershed to fulfill the outreach and education goals and actions outlined 

in the RPP.  

iv) Make an annual budget request to the Executive Committee.  

d. Quorum. The quorum shall be two thirds of the EPPOC membership. Actions shall 

require a simple majority of the full EPPOC membership.  

e. Meeting summaries: The committee shall keep records of its actions and 

recommendations and report periodically to the CWIO. Actions of the committee 

shall be advisory only, unless otherwise specified.   

Section 5. Technical Advisory Committee (TAC).  

a. Membership. This committee shall have at least 3 members of which at least one 

must be a voting CWIO member or alternate. TAC members need not be voting 

representatives or alternates of the CWIO. TAC members shall be appointed at the 

organizational meetings of the CWIO each year to take office January 1.  

All members of the TAC may vote in the committee regardless of whether they are an 

official voting CWIO representative or alternate. TAC members should be selected to 
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bring water quality-related expertise relevant to the Cayuga Lake Watershed. It is 

desirable that they have experience and interest in Cayuga Lake and its drainage area.  

The TAC elects its own Chair and, if they choose, a Vice Chair.  

b. Members shall be appointed for a one-year term by the CWIO at the organizational 

meetings of the CWIO each year to take effect the following January 1. 

c. Duties may vary depending on needs but a primary responsibility for the TAC is to 

advise the CWIO on priority projects to implement as outlined in the RPP or other 

official watershed-wide plans.   

d. Quorum. The quorum shall be two thirds of the TAC membership. Actions shall 

require a simple majority of the full TAC membership.  

e. Meeting summaries: The TAC shall keep records of its actions and recommendations 

and report periodically to the CWIO.  

 

Section 6. Special Committees.  

The CWIO and/or the ExCom may create special ad hoc committees to address topics relevant to 

implementing the CWIO mission such as agriculture, specific environmental issues, or specific 

projects.  

a. Creation. Special Committees shall be created by Resolution of the CWIO or if 

designated, the ExCom, which shall specify membership, purpose(s), and duties.  

b. Duration. Special committees may be continued from year to year as necessary or 

may be given a deadline by which to complete work. Committees may be disbanded 

by the CWIO when they are determined to no longer be relevant or helpful or active. 

c. Authority. Special Committees’ actions shall be advisory to the CWIO or ExCom, 

unless otherwise specified. They may not take action on behalf of the CWIO without 

CWIO approval. They shall share their charge document (outlining committee 

purpose, key activities and members) annually with the CWIO for the CWIO to 

approve.  

d. Membership. The Membership/Nominating Committee shall appoint the members of 

Special Committees. Each Special Committee must include at least one dues paying 

CWIO member or alternate. Committees select their own chair and, if they choose, 

vice chair. Terms will be one year unless otherwise specified.  

e. Quorum. The quorum shall be two thirds of the membership. Actions shall require a 

simple majority of the full membership.  

f. Voting. All appointed members in a committee may vote in committee deliberations.  
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g. Meeting summaries. Committees shall provide a record of their actions and 

recommendations to the CWIO periodically.  

 

Article V. Meetings.  

Section 1. Frequency and location. The CWIO shall meet at least three times a year. CWIO 

meetings may occur either in person or virtually via a remote meeting platform. The CWIO 

should hold in person meetings in locations throughout the watershed.   

Section 2. Summary. A draft meeting summary shall be sent to the ExCom for review within 28 

days of each meeting. The summary shall be posted upon approval by vote of CWIO members.  

Article VI. Finances.  

Section 1. Fiscal year. The fiscal year shall be the calendar year.  

Section 2. Budget. The CWIO shall adopt a budget during its organizational meeting at the end 

of each year to go into effect January 1 the following year.  

Section 3. Annual dues.  

i) CWIO members shall be assessed annual dues as recommended by the Finance 

Committee, reviewed by the ExCom, and approved by the CWIO as part of the adoption 

of its annual budget.  

ii) Dues must be paid no later than 4 months after the member entity has adopted its 

budget.  

Section 4. Bookkeeping and audit. 

The ExCom annually shall review the CWIO finances in conjunction with the finance director of 

the Administrative Center and provide a report to the CWIO, at the first meeting of the year. 

Finance reports should be provided to the CWIO membership on a quarterly basis.  

Article VII. Communications.  

Section 1. The CWIO may establish a newsletter or establish and maintain a website or conduct 

other such communication activities.   

Section 2. The EPPOC shall take or delegate responsibility for these activities according to 

guidelines developed and approved by the CWIO and the ExCom.  

 

41



11 

 

Article VIII. Implementation of CWIO projects.  

Section 1. Procedure.  

Projects may be considered for implementation as long as they are consistent with the 

CWIO’s mission, RPP prioritized actions, or other endorsed watershed plans/documents, 

or are recommended by the TAC or the ExCom. Projects may be implemented by using 

grant funds sought specifically for the project, by using CWIO funds generated from 

CWIO dues, or by using CWIO resources such as staff, equipment, and materials of the 

CWIO and participating municipalities or entities. 

 

a. Projects submitted for outside funding. 

Projects selected for submission for outside funding must have been recommended by 

the TAC and approved by the CWIO. A municipal entity or non-profit organization 

must be identified to hold and help administer the grant.  

 

b. Projects for internal CWIO funding. 

Projects applying for use of CWIO funds generated from CWIO dues need to be 

recommended by the TAC and approved by the CWIO. The Administrative Center’s 

finance department will work with the CWIO to manage the funding of CWIO funded 

projects. 

 

c. Projects using existing personnel, equipment and materials. 

These projects would likely be between municipalities or in conjunction with entities 

such as Soil and Water Conservation services, Cornell Cooperative Extension, 

Highway Departments, Departments of Public Works or a combination of similar 

entities. Projects must be recommended by the TAC and approved by the CWIO.  

Article IX. Rules of order (Parliamentary Authority).  

Section 1. The rules contained in the most recent edition of Robert's Rules of Order shall 

generally govern the CWIO and its committees in all cases to which they apply and when they 

are not superseded by State or County laws, these Bylaws, or any agreed-upon rules otherwise 

adopted by the CWIO.  

Article X. Public Participation 

Section 1. The CWIO is not subject to the Open Meetings Law, but is open to the public and 

encourages engagement from those concerned with the well-being of Cayuga Lake and its 

watershed. 
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Article XI. Bylaws amendments.  

Section 1. These Bylaws may be amended at any CWIO meeting by a two-thirds vote of the 

voting member entities provided that the amendment(s) has (have) been made available in 

writing to the CWIO members at least four weeks prior to the meeting vote. Voting may occur in 

person or virtually. If they are unable to attend, a participating member entity may submit their 

vote in writing at least 24 hours in advance of the meeting.  

Article XII. Responsibilities of voting members.  

Section 1. Voting Member responsibilities are as follows:  

a. Assign a representative and alternate to the CWIO and keep CWIO leadership 

updated on any changes to representation. 

b. Representatives and/or alternates should participate in the CWIO and report regularly 

to their respective municipalities on CWIO activities and secure feedback.  

c. Carry out the activities required by the Memorandum of Agreement (MOA).  

d. Members are invited to engage deeply with CWIO activities pending their own 

availability, interest, and expertise. 

Article XIII.  Memorandums of Agreement.  

Section 1. Signing a CWIO Memorandum of Agreement is a requirement to be a voting CWIO 

member entity.  

Section 2. The CWIO Memorandum of Agreement (MOA) may be modified by agreement of 

two-thirds of the voting member entities.  

Section. 3. Any CWIO member may withdraw from the MOA by giving 90 days advance notice 

to the CWIO membership. Such withdrawal shall not relieve the withdrawing member entity of 

any obligations, responsibilities, or commitments made by the member while a member of the 

CWIO (for example, completion of work activities or agreed-upon funding for CWIO activities).  
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Adopted by CWIO 8/25/2021 

1 
 

  MEMORANDUM OF AGREEMENT 

With  

THE CAYUGA LAKE WATERSHED INTERMUNICIPAL ORGANIZATION 

 

 

THIS MEMORANDUM OF AGREEMENT (Agreement or MOA), effective as of January 1, _______ by and 

between the Town/Village/City/County/Indigenous Nation of ________________________ to be a 

“Participating Member Entity” in the Cayuga Lake Watershed Intermunicipal Organization (CWIO).  

WITNESSETH THAT: 

WHEREAS, pursuant to Article 5-G Section 119-o of the General Municipal Law of the State of New York, 

municipalities have the authority to enter into contracts and intermunicipal agreements and jointly 

perform services regarding subjects each separately has the power to perform, which are necessary to 

carry out for the benefit of the municipality; and  

WHEREAS, Participating Member Entity find that promoting watershed protections and stewardship of 

the Cayuga Lake watershed resources is in the public interest and for the common benefit of all within 

the watershed; and 

WHEREAS, Cayuga Lake and its surrounding ~860 square mile watershed provides numerous benefits to 

the region including drinking water for approximately 120,000 people, varied recreational opportunities, 

scenic beauty, natural capital, and ecological significance; and  

WHEREAS, as of 2021, the CWIO includes many local governments as depicted by the boundaries of the 

appended map; and  

WHEREAS, the purpose of the CWIO is to bring the local governments within the entire Cayuga Lake 

watershed together to work collectively and collaboratively on monitoring, protecting, and restoring the 

health of the watershed; and 

WHEREAS, Participating Member Entities desire to continue the cooperative agreement that formed the 

CWIO in 1999; and 

WHEREAS, Participating Member Entities will work together cooperatively in the decision-making 

process and share the leadership and ownership in implementing the Cayuga Lake Watershed 

Restoration and Protection Plan (RPP) or other plans endorsed or adopted by NYS or the watershed 

counties to protect the water quality of the Cayuga Lake watershed; and   

WHEREAS, Participating Member Entities recognize that an intermunicipal organization can best 

facilitate partnerships across political boundaries to promote the ecological vitality of the Cayuga Lake 

watershed, and that it is to their mutual advantage and benefit to develop and implement cooperative 

restoration and protection efforts in general throughout the watershed and promote a regional alliance 

among governments and county programs; and 

WHEREAS, Participating Member Entities recognize the value and efficiency of using common resources 

effectively. 
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NOW, THEREFORE, in consideration of the terms and conditions herein contained, the parties to this 

Agreement do hereby agree as follows:  

1. The Cayuga Lake Watershed Intermunicipal Organization (CWIO) is an official intermunicipal entity 

recognized by New York State and created by the local governments in the watershed in 1999 to 

implement a watershed management plan, now called the Cayuga Lake Restoration and Protection Plan 

(RPP), its mission, goals, and objectives. The implementation of the RPP conveys various benefits to 

Cayuga Lake and its watershed. Sustainable watershed management includes local involvement in 

planning and management of the natural resources and is a shared responsibility of all governments. 

The Participating Member Entities will work together cooperatively in the decision-making and share the 

leadership of the CWIO. 

2. This intermunicipal Memorandum of Agreement is voluntary and will not be construed as to interfere 

with or diminish any governmental powers, authority, or regulatory authority of any of the Participating 

Member Entities. 

3. A Participating Member Entity, having paid its CWIO annual dues is considered a Voting Member and 

appoints its own representative, and if it chooses, an alternate representative to the CWIO.  

4. As required by the bylaws, the CWIO representatives will approve a budget each year and the 

Participating Member Entity will pay their dues annually based on the fair share funding formula 

adopted by the CWIO.  The CWIO will send a copy of the budget and funding formula and calculations to 

each Participating Member Entity annually.    

5. The 5-year term of this Agreement shall commence January 1, ______ and terminate December 

31,______. This Agreement shall be automatically renewed for an additional five-year term, unless 

either party notifies the other party of its intent not to renew within 90 days of the expiration of any 

term or renewal term.  

6. This Agreement authorizes the CWIO to enter into contracts within the limits of, and subject to, the 
appropriations provided by the Participating Member Entity and other funding sources.  

7. The CWIO shall indemnify, defend, and hold harmless the Participating Member Entity named in this 
Agreement, its officers, employees and agents from and against any and all liability, damage, claims, 
demands, costs, judgments, fees, attorneys’ fees or loss arising directly or indirectly out of the negligent 
acts or omissions hereunder by the CWIO or its staff. 

8. The Participating Member Entity named in this Agreement shall each indemnify, defend, and 
hold harmless the CWIO, its officers, employees and agents from and against any and all liability, 
damage, claims, demands, costs, judgments, fees, attorneys’ fees or loss arising directly or indirectly out 
of each Participating Member Entity’s proportionate negligent acts or omissions. This obligation is 
several and not joint. 

9. Any staff hired by the CWIO will be hired with no discrimination by reason of race, creed, color, sex, 

sexual orientation, age, physical disability, or national origin. 

10.The CWIO membership will ensure CWIO staff are overseen. Duties of staff may include but not be 

limited to: partnering and networking between municipal entities within the watershed to help 

implement watershed plans, give input into water quality research on the lake and streams, provide 

assistance to the municipalities on water quality and flood control projects,  investigate sources of 

46



Adopted by CWIO 8/25/2021 

3 
 

pollution and develop management strategies to solve those sources of pollution in partnership with 

other relevant agencies, apply for and administer grants to benefit the watershed or assist Participating 

Member Entities in grant application, coordinate educational outreach, assist with legislative actions, 

and act as a spokesperson for CWIO.  

11. Any party to this Agreement may terminate its participation with the CWIO at any time but must do 

so upon giving written notice to the CWIO that such party will terminate its participation in the CWIO, 

the reasons for the termination and the effective date of such termination, such written notices to be 

given at least 90 days prior to the date such termination shall take effect. No refunds will be provided to 

any party that terminates its participation for that year. Withdrawal from the Agreement by one party 

shall not affect the agreements with other Participating Member Entities in the Agreement.  

12. If any term or provision of this Agreement or the application thereof shall, to any extent, be 

invalidated or unenforceable, the remainder of this Agreement or the application of such term or 

provision, other than those to which it is held invalid or unenforceable, shall be unaffected thereby, and 

each term and provision of the Agreement shall be valid and enforceable to the fullest extent permitted 

by law.  

13. If the CWIO should cease to exist, the funds still available will be returned to the parties to this 

Agreement under the same formula as originally gained after existing obligations are met.  

14. This Agreement supersedes any other previous agreements between the municipality and the CWIO. 

IN WITNESS WHEREOF, the following Participating Member Entity through their chief elected officials 

have executed this Agreement:  

 

County/City/Town/Village/Indigenous Nation of:  ____________________________________ 
 
 

Date: ______________________ By: __________________________________ 
Signature 
 

 ______________________________________ 
Printed name 
 

 _____________________________________ 
Title 
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Cayuga Lake Watershed Intermunicipal Organization (CWIO) 

WATERSHED MANAGER JOB DESCRIPTION 

Date: XXXX 

Applications due XXXX 

 

Position Description 

Working on behalf of the Cayuga Lake Watershed Intermunicipal Organization (CWIO), the Cayuga 
Watershed Manager will identify and implement projects in the watershed and lake to preserve and 
protect the water quality of Cayuga Lake. The primary work of the Watershed Manager will be to 
coordinate water preservation activities between the many different stakeholder groups as spelled out 
in both the Cayuga Lake Restoration and Protection Plan and the DEC Harmful Algal Bloom Action Plan.  

Duties include, but are not limited to: 

• Working throughout the Cayuga Lake watershed to advance a regional approach to water resource 
management; 

• Helping to identify priority water quality improvement projects;   

• Encouraging and facilitating inter-municipal and inter-agency partnerships to accomplish regional 
water resource initiatives that protect and preserve water quality;  

• Initiating and advance water quality improvement projects that support the strategies identified in 
Cayuga Lake Watershed Restoration and Protection Plan, the Harmful Algal Bloom Action Plan or 
other plans officially recognized by the state or CWIO that address water quality issues; 

• Identifying and pursuing sources of funding to support actions that preserve and protect waters 
within the watershed;  

• Ability to assist municipalities to prepare grant applications, administer, and manage grant 
requirements; 

• Encouraging the adoption of local land use regulations, model laws, and best management 
practices throughout the watershed that will protect and improve water quality within the Cayuga 
Lake watershed; 

• Aiding in the administration of the CWIO.  

 

Required Qualifications include: 

• Adequate knowledge of NYS water resource regulations, protection principles and practices, policies 
and programs, and environmental planning principles and practices; 

• Bachelor degree in environmental science, watershed management, natural resources, or equivalent  
related degree;  

• Previous work experience on multi-stakeholder initiatives; 

• Willingness and ability to travel and to work occasional nights and weekends;  
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• Management of complex projects that involve coordinating with multiple partners, assisting with 
budget development, managing budgets, and negotiating and contracting with vendors;  

• Under minimal supervision, makes decisions based on analysis, science, experience, and context;  

• Ability to build relationships across a wide range of potential partners that includes local 
governments; watershed and water quality groups; lake associations; county, state, and federal 
agencies; and funders; 

Other Desired Qualifications: 

• Good interpersonal and communications skills to work effectively with the public, advisory boards, 
legislators, elected officials, and those working on water quality concerns within the Cayuga Lake 
watershed; 

• Knowledge of the principles of planning, land use, and public health as they relate to water resource 
preservation; 

• Understanding of potential water quality contaminants, water quality monitoring, and water supply 
and onsite wastewater treatment as it relates to water quality concerns; 

• Ability to develop and maintain good public and professional relations, under tight deadlines, and 
display good professional and rational judgement in dealing with controversial issues; 

• Strong office computer skills; 

• Ability to interpret and evaluate scientific and policy-related reports, regulations and statutes. 

 

Position Benefits and Salary 

The CWIO Watershed Manager is a full-time position based at _________________. The salary for this 
position is $___,____ per year and includes health insurance benefits.   

 

How to Apply 

Please upload a cover letter describing experience and education applicable to the position, resume, and 
contact information for three references to: ____________Review of applications will begin on 
___________ and will continue until a candidate is hired. 
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