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September 3, 2021
Ms. Daphne Hooper
City Manager
City of Fernley
595 Silver Lace Boulevard
Fernley, Nevada 89408
Dear Daphne:
We are pleased to transmit this document containing the results from Management Partners’
process improvement assessment of development review operations and functions for the City
of Fernley. Management Partners conducted a range of activities leading up to the
recommendations contained in this document. During our assessment and analysis of
development review operations we interviewed and worked extensively with the deputy city
manager and directors and staff from the departments of Planning Building, and Public Works,
in addition to Utilities and the North Lyon Fire District. We interviewed a broad cross-section of
development review applicants and facilitated a two-day process improvement workshop (GE
Work-Out™). During this workshop, a cross-functional team of eleven staff identified manual
processes, approximate cycle times, key customer touch-points, and recommendations to
achieve the goals and objectives set by the City’s leadership team. Workshop participants
developed 18 recommendations that address improvements to customer service, technology,
internal processes and am overarching recommendation. The workshop recommendations were
presented to you and Mike Toombs on July 30, 2021.
Based on the results of the process improvement project, including Management Partners
analysis and recommendations, we are transmitting the four documents listed below.
•
•
•
•

Attachment A: Management Partners’ memorandum of Observations and
Recommendations;
Attachment B: Process Improvement Workshop Presentation and Action Steps; and
Attachment C: Process maps illustrating current workflow, key customer touch-points
and estimated cycle times for the land entitlement and a commercial application;
Attachment D: The draft Implementation Action Plan (IAP).

It is important to note, there were similar ideas for improvement that were identified by staff
participants during the process improvement workshop and Management Partners’
recommendations. We have combined similar recommendations and added cross references
where needed in the draft IAP.
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Next Steps
Under your leadership, the City is about to undergo a momentous culture change—from a
heavily siloed organization with regulatory zeal and some gatekeeping—to a management
model that will provide greater information to customers at various stages of application
review. The new culture will promote and be dependent upon greater internal communication
through greater use of the SmartGov technology.
These changes will advance the transition from a focus solely on the need to “regulate” to an
approach that also focuses on helping applicants “navigate” as the City team begins integrating
ownership of project assignments and enhanced cross-departmental cooperation with tracking
cycle-times to facilitate a process that has a greater customer focus. Management Partners’ Draft
Implementation Action Plan presents pragmatic action steps that, when taken together,
represent a large leap forward towards directing customers safely, timely and economically to
the development finish line.

Conclusion
The product deliverables included with this transmittal document provide the City with a
foundational tool to accomplish the goal of improving Fernley customer service and internal
processes for development applicants through the application of best practices and technology.
Management Partners stands ready to further assist as city leadership begins implementing the
attached recommendations and we look forward to meeting with you in six months to assist
with a post-project check-up.
Sincerely,
Jerry Newfarmer
President and CEO
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Attachment A – Management Partners’ Observations and
Recommendations Memo
To:

Ms. Daphne Hooper, City Manager
Mr. Mike Toombs, Deputy City Manager
City of Fernley

From:

Jacquelyn McCray, Partner
Steve Chase, Special Advisor
Timm Borden, Special Advisor
Sam Lieberman, Senior Manager

Subject:

Development Review Organization Assessment Observations and
Recommendations

Date:

September 3, 2021

Introduction
The purpose of this memorandum is to provide you and your team with Management Partners’
observations and recommendations about the development review process in Fernley. Our
recommendations are based on the information gathered from interviews with Council
members, City staff, and stakeholders in the development industry who have recently
interacted with staff. Other contributing factors include:
•
•
•
•
•

Our review of documents and operational data provided to us by Fernley staff;
Our review of business practices by other local agencies in the northwest Nevada
region;
Our understanding of City operations and management of planning, building,
engineering, public works and code compliance departments and functions;
Our interaction with staff during the preparation of process maps; and
Our knowledge of processes, performance and customer service improvements based
on our work with many other cities and local agencies.

This document addresses each of the functions in the development review and permitting
process, as well as the organizational culture, business systems, technology, performance and,
overall customer service. The ideas in this document are provided as a starting point to discuss
operational improvements to the development review and permitting process. We are
interested in your feedback, as these recommendations will be incorporated into our project
report and draft implementation action plan.
This memorandum is divided into the following sections:
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•
•
•
•

Management Partners

Organizational Culture within Departments and Divisions Involved in Development
Review,
Development Review Business Systems,
Workflow Process Mapping, and
Conclusion.

Key Interview Themes Summary from City Leaders, Staff and Applicants
The assessment of development review operations began with interviews with the city
manager, deputy city manager, Council members, and current and previous employees. The
interviews provided useful information about operations, application processing, and how the
work by staff in the departments of Planning, Buildings, Engineering, and the customer service
counter gets done. We summarized the comments from City leaders and staff into key themes
that addressed what is working well, what is not working well, and areas for improvement. The
comments provided a bases for understanding major concerns, and areas to assess as part of our
analysis. Attachment 1 includes the interview themes from Fernley leaders and staff.
In addition to identifying key concerns from City leaders and employees, we also heard from 12
applicants. These interviews allowed us to hear from individuals who had worked with the
City and allowed us to form a balanced understanding of key process concerns based on the
perspectives of City leaders, staff, and applicants. A summary of applicant interview themes is
included as Attachment 2.

Organizational Culture within Departments and Divisions Involved in
Development Review
Until recently, the City of Fernley’s development review and permitting process did not
adequately manage the expectations of customers. There were numerous complaints from
stakeholders and a few from Councilmembers that we interviewed. Some of the issues included
the unpredictability of the development process, the length of time it takes, and the lack of
communication and/or misunderstandings that occur along the way.
Staff attribute the problems to inadequate submittals of permit applications and plan sets that
do not meet requirements and guidelines, developers that play the system to “design by
process,” some difficult properties with site impediments, and staff turnover. Conversely,
stakeholders expressed concerns about the Fernley culture and operating philosophy. Some
applicants feel the culture is oriented towards regulating first, rather than helping the customer
navigate through the system.
Several stakeholders commented that staff lack a sense of urgency and responsibility for their
work products. Staff were also characterized as lacking the spirit of partnership needed to bring
wanted developments to fruition. The same stakeholders mentioned that some staff will exceed
the limits of role and authority during the review. We heard that some staff would leverage the
path and timing of a development review application to secure project changes that were
characterized as exactions.
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Some stakeholders and applicants characterized the process as “unclear,” “circuitous” and a
“finesse game” that could also include unexpected “eleventh-hour hits” as part of the process.
Almost all Fernley development customers assert that staff have an aversion to joint problemsolving, which sets Fernley apart from the customer service orientation of most other local
agencies in the region.
Realizing the objectives of the long-term Comprehensive Master Plan will require an improved
working relationship between staff and development industry professionals. Staff must adhere
to impartial, policy and regulatory compliance. Problem solving requires building effective
customer service protocols through a collaborative approach to land-use and development
issues, rather than a “go it alone, guessing game environment,” as was stated by one
stakeholder and voiced by several more.
City management came to recognize this issue and, a first step in addressing this matter was to
create a deputy city manager position to oversee the multi-departmental functions of the
development review and permitting process. That action has resulted in several positive
changes of note, as follows:
•
•

•
•
•

•

The deputy city manager practices leadership by walking around and has an open-door
policy.
The deputy city manager arbitrates disputes between customers and staff, while
respecting that community development breeds conflicts due to the imposition of
policies and regulatory standards.
A weekly meeting is now held with the principal staff involved in the process to discuss
the status and progress of current development applications and projects.
Monthly meetings are now held with Councilmembers, two at a time, to discuss the
status of current projects and policy matters of interest.
A monthly Community Development Report is prepared and placed on the City’s
website. The report includes a breakdown of monthly permit activity, Planning
Commission items, and a summary of projects in plan review.
The deputy city manager has also been meeting with community groups and
development industry groups to hear and address their concerns.

Many of the stakeholders had positive comments about the initiatives recently initiated by the
deputy city manager.
During stakeholder interviews, individuals were asked to rate several features of Fernley’s
development review and permitting process. The stakeholder ratings, while recently obtained
from stakeholders are generally representative of the process prior to arrival of the deputy city
manager who now has oversite of development review functions. Table 1 includes a summary
of ratings for seven service categories from 1 (poor) to 10 (excellent).
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Table 1. Stakeholder Ratings
Category

Rating

Average

1.

Helpfulness of staff

1

1

4

7

8

7

9

9

5.75

2.

Accessibility of staff

1

1

4

7

8

5

9

3

4.75

3.

Consistency of staff’s comments and code
corrections

1

1

3

7

8

8

8

2

4.75

4.

Overall experience with the process

1

1

5

7

7

5

8

2

4.5

5.

Quality of information about the process

1

1

4

8

4

4

8

2

4

6.

Time it takes for staff to review/comment
on applications and plan sets

1

1

5

7

3

2

8

5

4

7.

Ease of understanding process

1

1

5

6

6

5

7

1

4

While stakeholder ratings varied, they generally ranked matters of process as poor. Some of the
stakeholder comments shared during this part of the interview were:
•
•

•
•
•

Staff frequently misconstrue policy as law.
There is a lack of development standards, so policy interpretations and narratives as
to what comes first, as well as the process path and timing is not predictable or
standardized.
Overall, the development review process is slow and lacks a sense of urgency.
Staff do not come prepared to fully engage at the Plan Review Meeting. Stakeholders
have seen staff opening the submittals for the first time during the meeting.
There is a lack of credible follow-through on opportunities to partner on the
development of City-owned properties.

A cultural change is needed in how staff perceive and treat the development community, from
large scale developers to tradespersons and home remodelers. Based on what we heard in the
interviews with Councilmembers and stakeholders alike, Fernley’s development review and
permitting process needs to become more customer-centric and focused on helping the
applicant solve problems. Customer service training should become a staple of the work
environment, rather than a one-off training day, as told to us by several staff members.
Staff at all levels of the development review and permitting process need to take ownership of
workflow, anticipate pinch-points in the process, problem solve with one another and the
customer, and actively engage in the productive movement of projects throughout the process.
This will involve a culture change that moves staff from working in silos to teamwork across
division lines and/or work units. An important aspect for initiating a culture change within City
Hall will be advanced by a thorough understanding of the development process, from preapplication consultations to certificate of occupancy, by all staff with a role in the process.
Recommendation 1. Hold development services staff accountable for
improving customer service (including, employee responsiveness, helpfulness,
and interpersonal treatment of customers). Staff performance reviews should
4

Development Review Operations Assessment – Transmittal Document
Attachment A – Management Partners’ Observations and Recommendations Memo

Management Partners

include an evaluation of their ability to anticipate problems and actively engage
customers in problem solving, in balance with their role as impartial regulators.
Recommendation 2. Conduct regular training for staff about the various
components of the development review process to promote higher level of
customer service.
Recommendation 3. Survey stakeholders and customers biennially and assess
areas of improved satisfaction and areas where improvement is needed.

Customer Information and Development Review Resources
Another best practice in managing customer expectations is to provide detailed process
information on the City’s website in a manner that is readily accessible, understandable, and
current. Many cities publish cycle time estimates for commercial and residential application
types. General process estimates are usually refined based on project parameters and specifics.
Process information provides customers and staff with valuable communication about what can
be expected during various phases of the review process.
Model agencies constantly refresh their websites to keep them customer-focused and a useful
resource. We have found that the best websites are easy to navigate, well designed, and
consolidate information from various departments together under the heading of development
review by application type and activity. For example, websites for cities such as Fort Collins,
Colorado (https://www.fcgov.com/developmentreview/) and the City of Phoenix, Arizona
(https://www.phoenix.gov/pdd) bring city hall to the customer’s doorstep, replete with fillable
forms and questionnaires, application checklists, instructional videos, and process guides.
These websites illustrate the navigable ease, usefulness and public engagement that are
becoming the new norm for customer access and information.
Various features of contemporary websites use icons and buttons, fillable forms, and links to
questions such as “I want to do this” as well as “How can we help you?” and “Still need help?”
These websites are organized by priority services provided by a city, rather than departmental
webpages. Many provide a direct one-click from the homepage to the development review and
permitting process. They often include a virtual intake counter for appointments and customer
communication; application forms with associated checklists; data mapping using an address
fillable field provides users with site information regarding zoning, allowable land uses,
setbacks and other spatial limits, as well as environmental overlays related to FEMA flood
zones, wetlands, stormwater basins, tax districts, opportunity zones, etc. Information provided
on the City’s website should be updated and evaluated based on feedback from applicants and
staff.
Recommendation 4. Provide detailed process information on the City’s
website in a manner that is consolidated, readily accessible, understandable,
and current.
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Recommendation 5. Create process guides for development application types
(commercial, residential, new and rehab/renovations) and publish with target
cycle times for each phase of the review.

Workflow Management
A “start-to-finish” approach to workflow management that begins at pre-application and ends
with issuance of certificates of completion and or occupancy is a best practice for the functions
of land development review and permitting. This is often accomplished through the
development of workflow process maps to graphically illustrate applicant/customer
interactions assigned work, and decisions. Monitoring the workflow and output of staff relative
to established cycle times is an essential component for successful performance. Other
important aspects of workflow management include setting direction, assessing results, meeting
cycle time expectations, and actively navigating customers through the process.
In addition to monitoring workflow, engaging staff in a program of continuous process
improvement is another best practice. Taking the time to analyze what is working well and
what improvements should be made should be scheduled at least twice a year. Caseload data
should be collected and reported to prepare trendlines year-over-year and seasonal spikes
should be identified. Workload distribution, at the division level and among staff should be
evaluated.
A detailed process analysis of projects that get delayed in the review process should be
conducted to identify the root causes of process delays and determine process fixes to achieve
greater efficiency. Additionally, customer service training should be used to set a standard for
managing conflict and establishing a basis for improving interactions with customers. These
practices can instill in managers and staff an appreciation for continuous improvement in
workflow management. Taken together, these practices will guide staff’s transition from the
regulation to navigation of customers.
Recommendation 6. Conduct biennial process improvement workshops to
identify and implement customer-focused improvements, including reviewing
and updating existing process maps.

Development Review Business Systems
Automated business systems, when properly used, are critical tools that assist with staffing
capacity and promote process efficiencies through better, faster methods of communication
with customers, interested public and staff reviewers. Paperless, electronic permit tracking
systems take the guesswork out of project status in terms of project review sequencing,
available data and information, plan set corrections, signatures, and the status of fees and
charges. Development review business systems can be used to track overall responsiveness and
help staff determine if application processing is running on or behind schedule. The City
currently uses the SmartGov system which was implemented during 2017 and 2018 for use in
the Building Department.
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Development review and permitting business systems, particularly those that are cloud-based,
have become more affordable and scaled to the needs of small to mid-sized agencies. There is a
robust selection of systems and vendors to choose from, some with customizable formats and
others with one-size fits all formats. Most of these systems can integrate all the components of
development review functions and processes (e.g., planning, engineering, building, utilities, fire
prevention, and code enforcement), including GIS platforms, agenda management, records
management, and financial management systems.
We have developed guiding considerations and recommendations that address a development
review and permitting business system. But first a word of advice. The various tools used by
staff in their daily work need to be configured under a well-integrated single system, or an
Enterprise Resource Planning (ERP). A central dashboard with integrated technology
components that are seamlessly accessed and similar in format will be a better tool for staff and
receive much greater overall use than many diverse software components that are randomly
linked together and are designed to interface across various platforms.

Business System Management
The departments of Information Technology, Planning, Finance and City Clerk readily play a
role in development review application processing and approval, as does Engineering, Public
Works and Utilities. Interdepartmental considerations should be factored into the design of a
development review business management system, such as the pathways and forms for
electronic intake, the routing of applications and plan sets, the setting of cycle times for
regulatory review, the use of electronic sign-offs and signatures, online payment of fees, public
notifications, the electronic sharing of information to address public records requests, and the
management of electronic records retention. Additionally, the North Lyon Fire District is
involved in some commercial plans review, however the fire staff are not routinely involved in
Fernley internal meetings and conversations. Greater communication with key external
reviewers, such as staff of the North Lyon Fire District, making use of the business system
should also be explored.
To assist with system design, it is a best practice to establish an interdepartmental working
group under the guidance of the City Manager’s Office. The group should review the capacity,
ease of use, and effectiveness of current business systems, and advise the city manager about
needed upgrades, the procurement of new software and hardware and reports that can be used
to track performance based on department level measures. The group should meet at least
quarterly, and participant assignments should be tracked and completed in a timely manner.
Recommendation 7. Develop an interdepartmental working group charged
with oversight of development review and permitting business systems and
reporting.
Recommendation 8. Involve key external reviewers in business system
improvements and explore how the system can better support outside reviews.
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The production and analysis of management reports is vital to workflow management. To
support this aspect of workflow management many local governments create an analyst
position. The management or business analyst is dedicated to the operation of the business
system. Functions of the position would include supporting staff’s use of the system, serving as
a liaison with information technology staff, ensuring the integrity of the data and information
uploaded into the system, and producing and analyzing management reports from the
database. This position could also coordinate the onboarding and continued training of staff on
the various features of the business management system and serve as the records retention
coordinator for the development review and permitting function.
Recommendation 9. Create an administrator/permit coordinator position to
manage use of the SmartGov system, and act as a liaison for training and an
ombudsman for permitting.

Business System Training
The successful implementation of a business system requires a concerted management message
about the importance for staff to train, learn, consistently use, and input data and information,
in a timely manner. Professional training is essential. The lack thereof or insufficient attention to
the procurement process has led to many agencies not optimizing their systems, abandoning
workflow management practices, and returning to a comfort zone of regulatory orientation over
a customer service orientation.
A best practice is to fund regular training on the development review and permitting business
system, train the trainers among staff, and include participation in training in annual staff
performance evaluations.
Recommendation 10. Fund annual training of staff on the land management
business system and workflow management practices.

Enterprise Resource Planning
A concern expressed by staff is having to learn and maintain competency on the features of
multiple business systems. Staff expressed concern that in a high-workload environment it is
difficult to manage data input using multiple systems. Additionally, without an organized
training program and resources to support optimization, the current business systems will
continue to function below the desired state.
Seamless integration of various functional components, under a common user interface, is the
goal of enterprise resource planning. It is a technology platform analogous to a backbone with a
central nervous system that transfers information to, from and between its various spines.
Development review and permitting business systems can be ERP-based, allowing for crossassimilation with files and plan sets that have been electronically retained, GIS data and map
layers, fee and deposit accounting systems, and meeting/hearing agenda software systems.
Generally, the management of the ERP backbone is split between the information technology
and financial management functions. Those functions are each vital and complex. Overlaying
8
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the development review and permitting function onto that backbone adds to that complexity,
considering the numerous types of entitlements and permits, the phasing of development
projects and the management of various fees, deposits and warranties for offsite public
improvements associated with private development.
Careful consideration should be given to the seamless connectivity and day-to-day
management of the City’s business systems. Ideally, the systems should fit within an ERP
backbone. A central dashboard with integrated technology components that are seamlessly
accessed and similar in format will receive much greater use by staff throughout the City
organization than diverse components randomly linked together. Time and again, public
agencies are having to devise unique workarounds to integrate modules for diverse purposes.
A third-party implementor can assist the City, whether the City retains and expands its use of
SmartGov or chooses to procure another permit tracking brand.
Recommendation 11. Connect the development review and permitting
business system to an ERP backbone.

Going Paperless
Bluebeam Revu, a paperless intake, and business processing system is available to staff. Some
staff use it, and others do not. Training on the system has been left up to the individual to
pursue. Some staff have mastered the plan set corrections and comment feature that provides
electronic redline markups. The current building official has been a champion of more fully
utilizing current paperless options but has been unable to fully implement paper process across
the development review function.
Going paperless requires a commitment to break long-established behaviors of working with
paper. Once done, the reward is increased staff capacity. Concurrent or group review of
application materials and plan sets is time well saved.
Recommendation 12. Used a phased approach to electronic plan submittals
and develop a firm deadline to go paperless for development and permitting
applications and supporting materials.

Performance Tracking, Management Reports, and Metrics
During staff interviews, we heard that the City’s use of Accela and SmartGov have not been
optimized. Leadership was not maintained that required their use. Neither system was
configured to measure responsiveness by staff and customers, thereby dispelling false
narratives about which party was holding the process up. The systems should have been able to
identify whether staff were running behind an estimated schedule, or an applicant or agent was
designing by process. That did not happen.
Concerted attention needs to be paid to the production of management reports on cycle times
and other performance metrics. The system should track cycle times by project type (e.g.,
residential tract development, commercial or industrial development, infill or revitalization of
9
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highway corridor centers, etc.), by permit type (e.g., use permit, tract map, etc.), by geographic
area of the city, as well as by division and individual staff position.
A best practice is to track and report on the following metrics:
•
•
•
•
•

Volumetric data for various types of workflow, including monthly, seasonal and annual
comparisons and trendlines.
Completion of application and plan set reviews relative to cycle time goals by
department and individual staff member.
Workflow performance of the various commissions, committees and boards.
Volumetric data on inspection services (e.g., planning, building, engineering).
Volumetric data on the resolution and closure of code enforcement cases.

The management reports can help identify training needs relative to cycle time performance.
These data can also support budget requests and recommendations for program elimination,
additions, or modifications, rather than based on anecdotal evidence.
Recommendation 13. Develop management reports that analyze performance
throughout the development review and permitting process and review them
on a regular basis with staff.
Contemporary agencies establish a system of benchmark metrics for each step in the
development review and permitting process. An agency begins by setting realistic cycle times
for each step in the process. Over time, as process improvements are made and efficiencies
result, agency leaders adjust the times to match desired goals. Benchmark metrics are often
derived through a comparative analysis of cycle time goals of peer agencies in the region.
Setting cycle times and working towards benchmark goals is reliant upon the integrity of the
data entered into a permit tracking system. It is incumbent upon management to download and
analyze performance reports from the system on a routine basis. Staff should be provided with
the performance results at least monthly, and training should be provided where deficiencies
are identified and cannot be acceptably explained. A best practice is to summarize the data and
trendlines in the annual budget report presented to the City Council.
Recommendation 14. Monitor and report on cycle time performance for
development review applications (by type of project, zoning classification,
assigned staff and other metrics).

Workflow Process Mapping
Management Partners conducted a process mapping workshop with development review staff
in Fernley to prepare detailed process maps for a commercial building permit application and
for the land entitlement process. The production of detailed process maps can help staff to
identify gaps, overlaps, and inefficiencies in the current process. The visualization of process
pathways, connections and decision-points can serve as a baseline for implementing process
improvements. Management Partners developed process maps for the commercial building
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permit process and a high-level review of the land entitlement process that are included as
Attachment B.

Building Permit Process Improvements
The building permit process is relatively streamlined with one exception. As has been noted, the
adoption of the available technology has not been consistent among staff involved in the
development review process. Most glaring is the use of paper processes when the available
system allows for paperless workflow and project planning. At present, the development
technician enters new application information into SmartGov and then also creates a handwritten routing document to place on the doors of plan review staff to notify them that a project
needs to be reviewed. SmartGov has built-in workflows that can provide this notification
electronically and should be used.
Similarly, SmartGov includes fields for plan reviewers to directly enter their review comments.
However, it was noted during the process mapping session that some reviewers email their
comments directly to the development technician who then enter that information into
SmartGov. A best practice would be to have all reviewing staff enter their plan review
comments directly into SmartGov.
Recommendation 15. Ensure all plan review staff enter comments directly into
SmartGov.

Land Entitlement Process Improvements
During the process mapping session, the Planning staff noted that as applications are received,
they set them aside for a period of time before being delegated for review. We were told this
practice is performed to gauge workload. While some plans may sit for days before being
delegated, others may sit for a week or more. This practice delays the review and extends the
overall cycle time.
Recommendation 16. Delegate applications for review within 24-hours of
receipt by the department.
Even if a planner is unable to focus their efforts on applications as they arrive, a cursory review
of such applications may surface issues that need attention and could be communicated to the
applicant in a timely manner. Most land entitlement processes in Fernley include the need to
notify nearby residents of the opportunity to comment on the proposed application. The
notification process is completely manual. The planner must create mailing labels, print letters,
fold letters, stuff envelopes, and add stamps. Technology exists to perform this work
automatically.
Recommendation 17. Invest in technology to automatically fold letters and
stuff envelopes for notices to residents and property owners.
Process maps are useful resources to assess internal operations and customer service. They are
often embedded into the design and implementation of permit tracking systems because
process workflow diagrams clearly chart the path of applications across departments and
11
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divisions from intake to final approval and certificates of completion. Process maps are also
useful in the onboarding and training of staff by showing what happens before and after an
application or plan set is handled by various staff. Simple versions of the maps can also serve as
a customer guide, depicting the routing of land use and building applications.
As process maps are prepared, they should be reviewed for conformity with state or local
regulatory requirements for completion. Additionally, process workflows should also be
analyzed to identify and address pinch-points or bottlenecks that cause delay in the review
process.
Recommendation 18. Produce a detailed process map for each type of
development permit or entitlement.

Conclusion
Fernley is in a good position to capture the jobs-producing market, considering the availability
of land, location relative to Interstates 50 and 80, location to interstate rail corridors, and that the
Reno Industrial Center is nearly sold out. Once improvements are made to the City’s process
(including fair and comparable development application fees) Fernley will continue to be a
desirable city for growth in the region.
This memorandum is accompanied by a draft Implementation Action Plan (IAP). It is a tool for
integrating the above recommendations into current department work plans as well as budget
requests, as needed. The draft IAP includes the recommendations prepared by Management
Partners and recommendations developed by Fernley employees during the process
improvement workshop held in July.
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Attachment 1
City Leader and Staff Interview Themes
What’s Working Well
• Weekly development status update meetings led by the Deputy City Manager are
refreshing
• Plan review workflow
• Consistency in staff
• Recent achievements: Updated development code, Community Development report on
the website
What’s Not Working Well
• Planning and Engineering used to be siloed. Prior to implementing weekly meetings,
personality differences caused lack of interaction and communication between staff.
• Developers work around some staff members to get results.
• There are no timeframes set for Planning and Engineering staff to return phone calls and
emails.
• Customer service issues are frequently escalated to the City Manager’s Office.
• Lack of performance standards to guide staff in their work.
• Existing process cycle times have not been tracked and monitored.
• There is no sense of urgency for completing work.
• Lack of policies and standards for grading and design standards are outdated.
• Inconsistent updating of status spreadsheet.
Recommendations for Improvement
• Invest in tracking software
• Develop a dashboard on the status of development projects
• Orient the process towards external customers rather than staff
• Adjust the approach for completing reviews based on project type, scale, and
importance
• Create a one-stop shop for application and plan intake for Planning, Building and
Engineering
• Simplify forms for permits
• Develop a policy and framework to accept electronic plan submittals and clarify the
process on the website
• Determine whether the department is achieving full cost recovery
• Adopt performance standards to track and manage outcomes

13
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Attachment 2
Applicant Interview Themes
What’s Working Well
• Deputy City Manager Mike Toombs has helped the process tremendously
• Staff provide lots of hand-holding for first-time applicants
• Staff’s hearts are in the right place
• Staff are friendly
• Building Department staff solve problems and communicate readily
• Utility application process works well – water meters get set within 48 hours
• Now that Shaw Engineering is doing reviews, going better
What’s Not Working Well
• Submittal requirements from Engineering are not clear
• Development review process is not well coordinated between departments
• Plans are not reviewed according to an established timeframe – bottlenecked and slow,
responses take three months
• Planning regulations are rigid
• The path for planning approvals is not clear
• Negative customer service experience
• Lack of standards – policy interpretations are subjective, as well as priorities, timing and
process
• New comments added after first round of review; resubmittals are required at the
eleventh hour
• Plans are rejected on small ticket items
• Staff’s hands are tied, and some are afraid to make decisions
• Seems to be favoritism toward big money developers
• Individual lot fees and cash security requirements need to be addressed
Recommendations for Improvement
• Provide consistency in plan review comments
• Create fewer stops, too many agencies and departments in the approval process
• Meet the review schedule and communicate if timeframes will not be met
• Improve communication with applicants at milestone steps – completeness, initial
review, etc.
• Provide application and submittals checklist, including whether fiscal analysis is needed
• Allow administrative approval for smaller projects such as parcel maps, allow truss
plans to be deferred, don’t require plumbing/electrical/mechanical plans
• Allow applicants to schedule multiple building inspections at a time in the portal
• Look to Washoe County for best practices – simplicity, rely more on engineer of record
rather than reengineering during review

14
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City of Fernley
Development Review Process Improvement Workshop
July 30, 2021

1

Introduction

• Review goals and process
• Present recommendations, desired outcomes and
action steps
• Share barriers to accomplishing recommendations
• Questions/feedback

2

2

16

Workshop Process
• Reviewed process maps to identify manual processes, customer
•

•
•

touch points, and estimated cycle times
Worked in large and small groups to:
 Brainstorm potential solutions
 Identify areas for improvement
 Prioritize recommendations
 Identify barriers to accomplishing the recommendations
Developed specific strategies/action steps for each goal
Prepared for this presentation
3

3

Setting the Context: Goal and Process Improvement
Objectives
• Goal. Improve customer service and internal process for
development applications
 Process Improvement Objective 1: Define and eliminate existing
manual processes through greater use of SmartGov,
 Process Improvement Objective 2: Develop realistic cycle time
estimates for commercial and land entitlement applications, and
 Process Improvement Objective 3: Identify ways to help the
customer reach a successful conclusion.

4

4
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Process Improvement Team Members
•
•
•
•
•
•
•
•
•
•
•
•

Charity Birkel, Building Inspector/Code Enforcement Officer
Brandy Carpenter, Permit Technician
Nikil Manayathara, Assistant Planner
Shannon McKnight, Human Resources Manager
Michael Moore, Building Inspector
Tim Myers, Fire Marshal
Brian Nava, Assistant Planner
Derek Starkey, City Engineer
Tim Thompson, Planning Director
Kari Weitzel, Public Works Administrative Specialist
Dave Whalen, Public Works Director
Karmynne Williams, Public Works Administrative Specialist
5

5

Overview of Recommendations
The Recommendations Address:
• Improving Customer Service
• Increasing Use of Technology
 SmartGov Specific

• Improving Internal Processes
• Process Improvement

6

6

18

Customer Service Oriented Recommendations
1. Create Workflow Process Guides for Additional Development
2.
3.
4.
5.

Application Types
Train/Cross‐Train Staff on Internal Development Review Processes
Reorganize Customer Counter to Work Better by Making Intake More
User‐Friendly
Educate Customers About the Development Review Process Using
Existing Handouts and the City Website
Provide Customers with Accurate Cycle Time Estimates

7

7

1. Create Workflow Process Guides For Additional

Development Application Types

•
•

Desired Outcome: Prepare workflow process maps and
administrative manuals for additional development review
application types so the information is documented
Action Steps:
 Identify dedicated time to document processes
 Create workflow process maps for additional development application
types
 Create guidance documents to help staff understand the development
review process steps

8

8

19

2. Train/Cross‐Train Staff on Internal

Development Review Processes

• Desired Outcome: Ensure staff have an understanding of the
•

development review process steps
Action Steps:
 Identify dedicated time for training
 Train all development review staff on the Planning, Engineering and
Building process steps for general knowledge

9

9

3. Reorganize Customer Counter to Work Better

by Making Intake More User‐Friendly

• Desired Outcome: Provide efficient and effective applicant
•

intake for customer service
Action Step:
 Review potential front‐line changes to determine modifications to be
more customer service oriented

10

10
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4. Educate Customers About Development Review Processes

Using Existing and New Handouts and the City Website
• Desired Outcome: Educate the public and provide knowledge about the
•

development review process and requirements
Action Steps:

 Determine if the development review handouts have the appropriate
information to assist customers
 Ensure the creation of handouts is coordinated among the entire development
review team
 Create a handout with Code and other information for applicants to access the
portal
 Ensure process documents and requirements are available and easy to access on
the city’s website

11

11

5. Provide Customers With Accurate Cycle Time Estimates

• Desired Outcome: Manage applicant expectations throughout
•

the process
Action Steps:
 Evaluate processes and staffing resources to estimate realistic
baseline cycle times without sacrificing review quality
 Identify customer touch points for when to communicate
expectations to customers

12

12
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Technology Recommendations
6.
7.
8.

Implement a Technology Fee
Accept E‐Checks to Pay for Fees (Accounting/General Ledger Codes)
Standardize File Naming and Document Archiving Protocols

13

13

6. Implement a Technology Fee

• Desired Outcome: Provide an ongoing funding source for
•

continuous technology improvements
Action Steps:
 Determine appropriate methodology for establishing the fee
 Identify costs for ongoing administration and training
 Identify appropriate development review hardware and software
(i.e., e‐plan review)

14

14
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7. Accept E‐Checks to Pay for Fees
(and apply Accounting/General Ledger Codes)

• Desired Outcome: Make online payment cheaper, easier and
•

quicker for customers
Action Steps:
 Coordinate with the Finance Department (to ensure integration with
general ledger codes)

15

15

8. Standardize File Naming and Document Archiving Protocols

• Desired Outcome: Files, by application type, are easier to
•

locate on the shared drive
Action Steps:
 Develop a naming convention for files
 Develop documentation for applicants to provide correctly named
files
 Create a file archiving policy
 Delete files that do not require archiving

16

16
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SmartGov Technology Recommendations
9.
10.
11.
12.
13.
14.

Hire/Promote a SmartGov Administrator/Permit Coordinator
Re‐Implement SmartGov and Provide Robust SmartGov Training
Create Templates for Letters, Permits and Certificates
Program SmartGov to Create a System Generated Letter of Deficiencies
Ensure the SmartGov Portal Shows Permit Review Status and Estimated Time for
Completion
Implement a Phased Approach to Acceptance of E‐Plan Submittals

17

17

9. Hire or Promote a SmartGov

Administrator/Permit Coordinator

• Desired Outcome: Develop a classification to act as a liaison for
•

training and use of SmartGov, coordinating all permits and
acting as an ombudsman for permitting
Action Steps:
 Create the classification and job description
 Obtain approvals to add the position
 Recruit, hire and train

18

18
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10. Re‐Implement SmartGov

And Provide Robust SmartGov Training

•

Desired Outcome: Re‐implement SmartGov and ensure
development staff is properly trained to fully use SmartGov
technology
Action Steps:

•







Hire SmartGov to re‐implement the technology system
Hire SmartGov to provide on‐site training for all development staff
Develop training for different user groups
Use SmartGov Administrator/ Permit Coordinator to continue training
Determine the number of authorized users for SmartGov and add users as
needed

19

19

11. Create Templates for Letters, Permits and Certificates

• Desired Outcome: Save time by making the creation of
•

documents more efficient and consistent
Action Steps:
 Identify language for templates
 Create templates and integrate into SmartGov

20

20

25

12. Program SmartGov to Create

System Generated Letter of Deficiencies

• Desired Outcome: Plan review comments are listed in a
•

template listing deficiencies and emailed to the applicant
Action Steps:





Create a list of standard comments to be integrated into SmartGov
Develop a template letter of deficiencies
Update the functionality of SmartGov
Ensure applicant contact information is added to SmartGov

21

21

13. Ensure the SmartGov Portal Shows Permit Review

Status and Estimated Times for Completion

• Desired Outcome: Provide the customer with an
•

understanding of where their permit is in the review process
Action Steps:
 Update portal to include necessary information
 Educate the customer on how to access the portal and ensure the
applicant has the code they need to access the SmartGov portal

22

22
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14. Implement a Phased Approach to

Acceptance of E‐Plan Submittals

• Desired Outcome: Improve efficiency in plan submittals
• Action Steps:





Obtain the hardware and software required for implementation
Provide training to staff
Identify order of permits to implement in phased approach
Identify which areas of application will need to change for electronic
submission (i.e., contact information)

23

23

Process Improvement Recommendations
15. Ensure Information Entered into in SmartGov Includes a Correct List of Inspections
16. Develop a Process to Ensure Permits Are Closed Out

24

24
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15. Ensure Information Entered into SmartGov

Includes a Correct Lists Inspections

• Desired Outcome: Ensure the right information for inspections
•

is associated with each permit in SmartGov
Action Steps:
 Add a building review workflow step for repeat residential permits
 Determine who is responsible for ensuring inspection information is
correct in SmartGov for each permit

25

25

16. Develop a Process to Ensure Permits Are Closed Out

•
•

Desired Outcome: Ensure all conditions for approval are met at
project completion
Action Steps:
 Prepare a list of all conditions of approval needed for planning
 Implement a Planning Certificate of Completion
 Formalize the role of Planning and Engineering in the completion of
projects
 Include planning reviews to the list of final inspections
 Communicate which approvals are needed to the customer before a
Certificate of Occupancy can be issued
26

26
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General Recommendations
17. Cultivate Employee Development and Skillsets
18. Obtain Commitment from Leadership to Ensure All Applicants and Employees are

Treated Equitably

27

27

17. Cultivate Employee Development and Skillsets
(coordinate with Recommendation #2)

• Desired Outcome: Retain skilled development review
•

employees
Action Steps:
 Review job descriptions and job functions within the development
review team
 Provide professional development opportunities

28

28

29

18. Obtain Commitment from Leadership to Ensure

All Applicants and Employees are Treated Equitably

• Desired Outcome: Greater internal efficiency will require
•

support from leaders when responding to applicant inquiries
Action Steps:
 Confer with staff prior to responding to applicants regarding
timelines and approvals
 Communicate any potential conflicts with applicants to leaders

29

29

Barriers to Accomplishing Recommendations
• Difficult to hire/find qualified applicants
• SmartGov Administrator/Permit Coordinator position is
•
•
•
•

essential to long‐term success
Coordinating recommendations that impact multiple
departments
Customers have unrealistic expectations of cycle times
Need to identify funding sources
Workload is high; dedicated time is needed for implementation
30

30

30

Closing Thoughts
• Momentum has started … continue the progress
 Identify and recognize successes
 Continue to review and refine the process
 Take time to identify additional efficiencies

31

31

Questions?

32

32
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Management Partners

City of Fernley Development Review Organization Assessment

Land Use Entitlement Macro Process1 (Map 2 – Page 1 of 3)
Pre-Application and Review
End

Applicant

Start process
Pre-Application

Call to begin preapplication process2

Three weeks

Submit
development
application at front
counter

Prepare and provide
requested items

Yes

Receive comments,
complete
application and start
process over5

Does applicant
withdraw applicant?

No

No

Receive comments
and choose to move
forward without the
support of the
development team

No

Coordinate preapplication meeting
and request scope
of work and/or
proposed map for
review

Route requested
items to
development team

Conduct preapplication meeting
with potential
applicant to discuss
project and submittal
details

Ensure application is
complete and fees
are correct; collect
fee, post check and
provide receipt

Organize paper and
digital files, place
files on shared drive
and email items for
review3

(Planning, Engineering, Building,
Public Works and the Fire Marshal)

Reviewing Departments

Planning
Director

Planner

Two to three days

Create project in
SmartGov

Review application
with Planner and
check for
completeness

Review documents
prior in order to
prepare for meeting

Set up Development
Review meeting

Create Development
Review meeting
agenda and
language

Receive and print
comments from
outside agencies
and adds to file

Is application
approved?

Conduct Development
Review Committee
meeting with
development team
and applicant4

Print comments
from meeting for file
and send all
comments to
applicant

Yes

Continue
on page 2

Send to Engineering
consultant for
review

Two + weeks

Notes
1
This was created based off of a zoning map amendment application but other application processes are very similar.
2
Pre-application meeting is only required for tentative parcel map submittals.
3
Subdivision map goes to Utilities and Assessor’s Office for review.
4
Development team provides comments at meeting; Planner takes notes. Meeting participants include Planning and Engineering staff, the Building Official, the Fire Marshal and Shaw Engineering; Nevada DOT and the US Bureau of Land Reclamation may attend also.
5
If corrections are minimal, applicant can resubmit and start from where they left off in the process.
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Page one cycle time is seven or more weeks with pre-application meeting, excluding
applicant corrections/revisions
Action Step

Optional
Action Step

Decision
Point

Customer
Touch Point

Sub-Process

Cycle Time

City of Fernley Development Review Organization Assessment

Land Use Entitlement Macro Process (Map 2 – Page 2 of 3)

Applicant receives
Planning and
Engineering conditions
and comments from
outside agencies

Four to five weeks

From page 1

Planning Director/
Planner prepare staff
report with exhibits
and conditions of
approval, if necessary

Planning Director
identifies parcel and
creates vicinity map
and noticing map
using ESRI

Planning Director
creates database
file, makes
modifications and
converts to Excel

Planner prints,
trifolds, stuffs
envelopes, and
sends notices to
adjacent property
owners6

Planner creates
mailing labels,
performs mail
merge, and writes
notice

City Clerk

Planning Department

Applicant

Planning Commission

Planner sends
notices to
newspaper for
publishing

Planner uploads staff
report and
attachments to agenda
center for Planning
Commission agenda
item

Planner creates
PowerPoint
presentation for
Planning Commission
meeting

Continue to
page 3

Planning
Commission

Finalize and post
agenda

One week

Notes
6
Administrative Assistant in Engineering assists with noticing requirements due to limited staffing in the Planning Department; notices have dates for Planning Commission meeting as well as both City Council meetings so multiple notices do not have to be sent.
7
According to Nevada Revised Statutes, the City Clerk’s Office should create a report of action following the Planning Commission meeting to attach to the Council items.
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Planning Commission
public hearing and
vote to approve or
deny7

Page two cycle time is four to five weeks

City of Fernley Development Review Organization Assessment

Land Use Entitlement Macro Process (Map 2 – Page 3 of 3)
City Council

Applicant

No

Does applicant appeal
the decision?

Yes

File petition for
judicial relief
through district
court (optional
activity)

Did court provide relief?

No

End

Process complete

Planning Department

Yes

Four to five weeks

From page 2

Planning Director/
Planner provides
City Clerk with short
project description

Planning Director/
Planner develops staff
report (based on
Planning Commission
report) with new cover
sheets for City Council

One week
Planning Director
uploads staff report
and attachments to
agenda center to
create the City
Council agenda item

Planning Director/Planner
creates staff report (using
first City Council staff
report) with new cover
sheets for second reading

Planning Director
uploads staff report
and attachments to
agenda center to
create the City
Council agenda item

Planner creates and
sends letter to
applicant stating
disapproval of the
ordinance

Planner creates and
sends letter to
applicant stating the
approved Council
action

Planner records
ordinance (via
regular mail) and
informs Assessor’s
Office

Planning Director
changes zoning in
ArcMap

Planner sends a
copy of the
recording to the
applicant

City Council

City Clerk

Three weeks

Issue a bill number
for the ordinance

Finalize and post
agenda8

Send notices to
newspaper for
publishing

Introduce bill and set
date and time of the
public hearing and
conduct first reading
of the ordinance9

No

Conduct second
reading of the
ordinance

Does Council approve
the ordinance?

Provide a signed
copy of the
ordinance to the
Planning
Department

Post and publish the
ordinance for 20
days

Yes

Two weeks
Notes
8
Staff report for both City Council meetings are approved by the City Attorney, the City Manager and then the City Treasurer.
9
The introduction of the bill typically occurs at the first City Council meeting of the month. At this meeting, the Council reads into the record and the Planning Department provides a brief presentation.
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Page three cycle time is ten weeks

Total cycle time is 22 weeks, excluding applicant corrections/revisions

City of Fernley Development Review Organization Assessment

Commercial Construction Permit Process (Map 1 – Page 1 of 3)

Applicant

Pre-Application and Intake

Start process

Submit application
materials at front
counter including
two sets of plans in
paper form and
digitally

Contact Building
Department
regarding potential
project

Receive a checklist from
development technician
listing submittal
requirements and update
application to meet
requirements

No
Direct potential
applicant to Planner
to discuss project

Check application
for completeness at
counter

City Engineer

Planning
Department

Building
Official

Development
Technician

One day
No

Is application
complete?

Yes

Accept application
and call Building
Official to front
counter, if needed

Did
applicant request preapplication meeting?

Yes

Conduct pre-application
meeting with
development team and
potential applicant to
discuss project and
submittal details

Stamp, write permit
number on each
document and
create a file folder
for the project

Process and allocate
fees to appropriate
general ledger
account1

Continue on
page 2

Notify Fire Marshal
of project via email

Review documents
for completeness
and ask for
clarification, if
needed

Pre-Application

Planner discusses
project with
applicant

Calculate fees, take
building and
planning plan check
fees and provide
receipt (email or
hard copy)

No
Public and Site Improvements

Are public or site
improvements
necessary?2

Conduct public
improvement
permit process
Yes
No

Conduct site
improvement
permit process

Fire Marshal

Four weeks
Two weeks
Is Fire Marshal
review required?

Yes

Have applicant
submit application
through NevadaBlue
for North Lyon Fire
review

Send to North Lyon
Fire District for
plans review (They
will work with
applicant to finalize
plans.)

Notes
1
Fees are entered into one of three databases: Caselle Connect, Xpress Bill Pay and SmartGov. Checks and cash are input into Caselle and allocated, manually, into 14 different General Ledger accounts. This option is typically used for big commercial/residential projects, with very high dollar amount fees owing. Xpress Bill pay is a credit card based option that
requires a 3% convenience fee. This is typically used for small commercial/residential over-the-counter projects that typically do not require a plan check fee. These payments are typically allocated to three accounts. Once the payment has been processed, the receipt is input into SmartGov with the correct payment mode selected, Caselle Connect or Xpress Bill Pay.
2
If there is no pre-application meeting, the need for public improvements will not be identified until the Engineering Department reviews the plans.
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Action Step

Optional
Action Step

Decision
Point

Customer
Touch Point

Sub-Process

Cycle Time

Page one cycle time is six weeks, excluding applicant corrections/revisions

City of Fernley Development Review Organization Assessment

Commercial Construction Permit Process (Map 1 – Page 2 of 3)

Development
Technician

Applicant

Routing and Plan Review
Revise plans to
address review
comments and
resubmit with a
correction list
One day

Build the permit in
SmartGov, entering
applicant
information and
documents

Assign a bin to the
project and place
documents in
appropriate bin in
central location

Assign the project in
SmartGov through
the workflow
process to Planning,
Building and
Engineering3

Create one routing
document per
department and
place it in
appropriate door
mail

One day
Enter Planning
Department comments
into SmartGov, route to
Building Official and print
and file hard copies

From page 1

Create new routing
slips and route plans
to departments for
subsequent review

Ensure corrections
have been
addressed, date
stamp and stamp as
revisions

Notify applicant
permit has been
approved, collect
outstanding fees

Schedule preconference

Issue building
permit to applicant

Continue
on page 3

Yes

Building
Official

Two weeks

Receive notice in
SmartGov and
review plans

Enter comments into
SmartGov and issue
hard copy comments
to Development
Technician

Have the plans been
approved by all reviewing
departments?

No

Prepare and email
consolidated comment
letter to inform applicant of
necessary corrections once
all comments have been
received

City
Engineer

Planning
Department

One to two days

Planning Director
receives door mail
and delegates
project to a
planner4

Planner reviews
plans and ensures
they comply with
applicable codes5

Planner submits
comments via email

Three to four weeks

Receive door mail
and send paper
plans to a
consultant for
technical review

Receive and review
technical comment
letter from
consultant

Perform
administrative
review6

Review and confirm
water rights
calculation if needed

Enter comments
from technical and
administrative
review into
SmartGov

Upload comments
letter to SmartGov

Walk routing slip
and comment
letters to
Development
Technician

Four weeks

Notes
3
SmartGov generates emails as part of workflow to assigned reviewers but they often get stuck in junk mail. This step also initiates the date/time stamp that the permit is sent to departments.
4
Planning Director may put plans aside to assess overall workload before assigning.
5
Planning may notify applicant of comments separately depending on the issue. In this case, the Development Technician adds comments to SmartGov and prints hard copies for the file; Public Works Director makes a high-level review of the Planning comments.
6
If no pre-application meeting was conducted, the need for public improvements would be identified at this step.
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Page two cycle time is 10 to 11 weeks ,excluding applicant corrections/revisions

City of Fernley Development Review Organization Assessment

Commercial Construction Permit Process (Map 1 – Page 3 of 3)
Inspections and Certificate of Occupancy

Begin construction

Request next-day
inspection through
portal, hotline, or
email

Review comments,
complete work, and
request reinspection

No

Did final inspection
pass?

Yes

Two days
Initiate project “close
out” process two
weeks prior to
applicant finalizing the
project

No
From page 2

Building
Official
Building
Inspector

Request final
inspection

Pull file and print
Certificate of
Occupancy and log
from SmartGov

One day
Notify applicant
Certificate of
Occupancy is ready
for pick up

Scan all documents
into file document
manager and close
permit

Process complete

Two weeks

Development
Technician

Applicant

One day

Did all inspections
pass?

Schedule Inspection
in SmartGov7

Print report detailing
schedule of inspections
for the day and check
dashboard for
additional inspection
requests

Yes

No

Conduct inspection
using iPad/iPhone to
add comments/
approvals in
SmartGov

Confirm there are
no outstanding
issues and sign
Certificate of
Occupancy8

Schedule and
conduct final
inspection

One day
Notes
7
Many of the requests for inspection require the Building Inspector to contact the applicant for additional details. Inspections are scheduled in a first-come-first-served manner and are divided by the two inspectors based on
geographic location.
8
If there are issues preventing a Certificate of Occupancy, a Temporary Certificate of Occupancy may be issued.
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Page three cycle time is three weeks, excluding applicant corrections/revisions

Total cycle time is a minimum of 20 weeks for the first review, excluding applicant corrections/revisions

Development Review Operations Assessment – Transmittal Document
Attachment D – Draft Implementation Action Plan

Attachment D – Draft Implementation Action Plan

39

Management Partners

City of Fernley Development Review Operational Assessment
Draft Implementation Action Plan
September 2021
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Making the Most of the Draft Implementation Action Plan
Management Partners has developed this draft Implementation Action Plan (IAP) to assist the City of Fernley with the phasing and scheduling of 18 recommendations resulting from
Management Partners’analysis and an additional 15 recommendations developed by Fernley staff during the Process Improvement Workshop held on July 29 and 30, 2021.
The Process Improvement Workshop provided the opportunity for key staff who have responsibility for all phases of development review (from pre-application meetings, intake, plans review,
permitting, inspections and issuance of certificates of occupancy and completion) to have a substantial role in improving current operations and procedures. Their recommendations and
continued involvement under the leadership of the City Manager and Deputy City Manager are critical to implementation. There were three recommendations from the Process Improvement
Workshop that overlapped with those prepared by Management Partners that are combined in this draft IAP. Recommendations 5, 9, and 12 below, have been combined. The draft IAP
includes 33 recommendations, and identifies associated implementation steps, priority and the person responsible for ensuring completion.
The work involved in implementing the recommendations must be integrated into the other work of the departments and divisions tasked with their completion, along with appropriate
assignments of responsibility and with identification of specific planned completion dates. The draft Action Plan begins that process with guidance about a recommended priority assignment.
Priority 1 recommendations are those that we believe are the most important to accomplish without delay or are easy to accomplish. Priority 2 items have less importance in the near term, have
one or more elements that make it harder to accomplish (i.e., require significant resources [internal and external] to assist with completion such as funding). Priority 3 recommendations are the
least urgent to complete, either because they require action by a third party over which the City has no direct control, or because they cannot be completed until higher priorities are
implemented.
We suggest that you use this document to prepare a final Action Plan for the City of Fernley. In doing so, the management team will need to identify specific target dates for completing
implementation activities associated with each recommendation. Additionally, you may want to modify the described activities for implementing an individual recommendation based on
internal knowledge of what will be required for completion or adjust the assignment of responsibility based on pending or future workload or other considerations. Prudent implementation of
most recommendations will require “circling back” after the work of implementation has begun to fine-tune the work or the milestones based on experience. This step is not explicitly called out
for each recommendation, however, assessing the progress of implementation (via “circling back”) should be a part of your normal management system.
To turn this draft into the Action Plan that is used to manage implementation, replace the column titled “Priority” with actual completion dates. Target dates can be specific (e.g.,
September 1) or by month or quarter (e.g., 3Q 2022), as appropriate to the individual action.
All of the work to implement the strategies is in addition to the normal work of involved city staff. Management Partners has staff associates who are experienced in implementing many of the
actions identified in this report. We will welcome the opportunity to assist you in doing so, and in any case, we remain available to consult with you in whatever way we can be helpful. Please
do not hesitate to contact Jacquelyn McCray at 513-861-5400 if we can be of assistance. Jacquelyn can also be reached by email at JMcCray@managementpartners.com.
The discipline of successful project planning is basic to successful execution of the work ahead. We hope that you find the draft Action Plan useful in that regard.
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City of Fernley Development Review Operational Assessment
Draft Implementation Action Plan
Rec
No.
1

Memorandum Recommendation
Hold development services staff accountable for improving customer
service (including, employee responsiveness, helpfulness, and
interpersonal treatment of customers).

Management Partners

Implementation Steps
• Research and create customer service guidelines and share
with staff
• Provide customer service training to staff
• Incorporate customer service evaluations into yearly staff
performance reviews

Priority 1
Priority 1

Person
Responsible 2
Deputy City
Manager

Comments
Staff performance reviews should
include an evaluation of their ability
to anticipate problems and actively
engage customers in problem
solving, in balance with their role as
impartial regulators.

2

Conduct regular training for staff about the various components of the
development review process to promote higher level of customer
service.

• Develop training materials to inform staff about the various
components of the development review process
• Create a schedule for regular, training for staff to promote a
higher level of customer service
• Survey staff after training sessions to assess their
understanding of the development review process

Priority 1

Deputy City
Manager

Coordinate with Recommendation
#6

3

Survey stakeholders and customers biennially and assess areas of
improved satisfaction and areas where improvement is needed.

• Research best practice survey questions for development
review stakeholders
• Create a survey using the identified best practice survey
questions
• Deploy the survey to customers on a biennial basis
• Analyze the survey results to identify areas of customer
satisfaction and areas where improvement is needed

Priority 2

Building Official

Coordinate with Recommendation
# 21

4

Provide detailed process information on the City’s website in a
manner that is consolidated, readily accessible, understandable, and
current.

• Determine the process information that would be most helpful
to customers
• Develop forms, guidelines, and checklists for the identified
processes
• Post the materials to the city’s website and inform applicants
of its availability.

Priority 1

Building Official

Coordinate with Recommendation
# 29

5

Create process guides for development application types (commercial,
residential, new and rehab/renovations) and publish with target cycle
times for each phase of the review.

• Identify key application types and prepare narrative
• Determine appropriate cycle time estimates for the
commercial and residential application review processes

Priority 2

Building Official

Priority 1: Important to accomplish without delay and/or easy to accomplish.
Priority 2: Second tier of importance to accomplish and/or may involve some complexity or time to complete
Priority 3: Least urgent to complete and/or may take longer to set-up or to execute
2 To establish clear accountability there should be a single manager assigned responsibility for completing implementation of each recommendation. Where more than one manager is identified in this column, responsibility should be decided when the Final
Action Plan is prepared.
1
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Management Partners

Implementation Steps

Priority 1

Person
Responsible 2

Comments

• Create guidance documents to help applicants and staff
understand the development review process steps
• Inform applicants of the estimated cycle time at the time of
application submittal
• Post the guidance documents, estimated cycle times along
with the forms, regulations, and checklists to the Fernley
website
6

Conduct biennial process improvement workshops to identify and
implement customer-focused improvements, including reviewing and
updating existing process maps.

• Review new land use/land development regulations and
development review procedures enacted over the past two
years
• Identify and prioritize development review processes that are
ripe for improvement
• Survey applicants at the conclusion of the process to assess
how well the review process works
• Conduct the process improvement workshops biennially to
identify customer-focused improvements
• Modify processes based on workshop results
• Update process maps, forms, guidelines, checklists and other
documents to reflect the modified process
• Notify customers of improvements

Priority 2

Deputy City
Manager

7

Develop an interdepartmental working group charged with oversight
of development review and permitting business systems and
reporting.

• Identify appropriate staff to form an interdepartmental
working group charged with oversight of development review
and permitting business systems and reporting
• Charge the group with advising the city manager about needed
upgrades, the procurement of new software and hardware,
and reports that can be used to track performance

Priority 1

Deputy City
Manager

8

Involve key external reviewers in business system improvements and
explore how the system can better support outside reviews.

• Ensure external reviewers (Fire Marshal) not included in the
interdepartmental working group are included in discussions
about system improvements and to learn about how the
system can better support outside reviews

Priority 2

Deputy City
Manager

9

Create an administrator/permit coordinator position to manage the
use of the SmartGov system, and act as liaison for training and an
ombudsman for permitting.

• Prepare a job description and classification for the position, in
consultation with Human Resources
• Obtain City Council authorization
• Advertise the position
• Review and interview top applicants

Priority 1

Deputy City
Manager

43

The group should meet at least
quarterly, and participant
assignments should be tracked and
completed in a timely manner.

City of Fernley Development Review Operational Assessment
Draft Implementation Action Plan
Rec
No.

Memorandum Recommendation

Management Partners

Implementation Steps

Priority 1

Person
Responsible 2

Comments

• Offer position and finalize paperwork
• Organize training for onboarding employee
10

Fund annual training of staff on the land management business system
and workflow management practices.

• Identify funding in the budget for annual staff training on the
land management business system
• Ensure the identified funding is included in the budget annually

Priority 1

Deputy City
Manager

Coordinate with Recommendation
# 32

11

Connect the development review and permitting business system to
an ERP backbone.

• Engage a third-party consultant to ensure SmartGov and the
City’s ERP are digitally connected

Priority 2

Building Official

Coordinate with Recommendation
#26

12

Used a phased approach to implement electronic plan submittals and
develop a firm deadline to go paperless for development and
permitting applications and supporting materials.

• Determine how long it will take for the City to eliminate paper
processes in development review
• Set a firm deadline for going paperless
• Re-integrate BlueBeam software into the SmartGov system
• Ensure staff have the appropriate hardware to conduct digital
plan review
• Identify order of permits to implement in phased approach
• Identify which areas of application will need to change for
electronic submission (i.e., contact information)
• Train staff on how to use BlueBeam and the electronic
workflow process in SmartGov
• Communicate the change to customers and provide
information on what customers must do to comply with digital
submissions

Priority 2

Deputy City
Manager

13

Develop management reports that analyze performance throughout
the development review and permitting process and review them on a
regular basis with staff.

• Based on best practices, determine which performance
measures will be tracked (i.e., workload, efficiency, and
effectiveness measures)
• Review the list of performance measures with department
heads
• Align SmartGov with the established performance measures
• Set up mechanisms/systems to track and report performance
measures
• Provide a briefing for the City Manager about the system of
performance measures which have been identified
• Provide a briefing for affected staff in the various departments

Priority 2

Building Official
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City of Fernley Development Review Operational Assessment
Draft Implementation Action Plan
Rec
No.
14

Memorandum Recommendation
Monitor and report cycle time performance for development review
applications (by type of project, zoning classification, assigned staff
and other metrics).

Management Partners

Implementation Steps
• Implement a mechanism for monitoring plan review activity, to
ensure established turnaround times are followed
• Set a regular schedule to review and monitor actual
turnaround times, compared with adopted targets
• Prepare a quarterly report for the Director to assess turnaround times

Priority 1
Priority 2

Person
Responsible 2
Building Official

Comments

15

Ensure all plan review staff enter comments directly into SmartGov.

• Inform plan review staff that all comments must be entered
into SmartGov
• Periodically review SmartGov to ensure that plan review
comments are entered
• Identify and work with staff that are not routinely adding
comments to SmartGov

Priority 1

Deputy City
Manager

16

Delegate applications for review within 24-hours of receipt by the
department.

• Create a policy that all plans should be assigned to a reviewer
upon receipt of a completed application
• Inform staff of the policy
• Periodically review SmartGov to ensure that plan review
comments are entered

Priority 1

Deputy City
Manager

17

Invest in technology to automatically fold letters and stuff envelopes
for notices to residents and property owners.

• Research hardware for folding and stuffing envelopes for
notices to residents
• Identify the hardware best suited for Fernley
• Procure the hardware
• Train staff on how to use the hardware

Priority 2

Building Official

18

Produce a detailed process map for each type of development permit
or entitlement.

• Identify staff to create detailed process maps for each
development permit type or entitlement
• Prioritize the process maps to be created
• Allow staff the time necessary to document the process steps
• Provide the final process maps to staff and customers

Priority 3

Building Official

Coordinate with Recommendation
#20

19

Train/cross-train staff on internal development review processes.

• Identify dedicated time for training
• Train all development review staff on the Planning,
Engineering and Building process steps for general knowledge

Priority 1

Deputy City
Manager

Coordinate with Recommendation
#2
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Rec
No.
20

Memorandum Recommendation
Reorganize the customer counter to make intake more user-friendly.

Management Partners

Implementation Steps
• Review potential front-line staff changes to determine
modifications to be more customer service oriented
• Obtain approval from city leaders for front counter changes

Priority 1
Priority 2

Person
Responsible 2
Building Official

21

Educate customers about the development review processes using
existing and new handouts and the city website.

• Determine if the development review handouts have the
appropriate information to assist customers
• Ensure the creation of handouts is coordinated among the
entire development review team
• Create a handout with Code and other information for
applicants to access the portal
• Ensure process documents and requirements are available and
easy to access on the city’s website

Priority 1

Building Official

22

Implement a technology fee.

• Determine appropriate methodology for establishing the fee
• Identify costs for ongoing administration and training
• Identify appropriate development review hardware and
software (i.e., e-plan review)
• Obtain council approval for the fee
• Inform customers of the new fee

Priority 2

Deputy City
Manager

23

Accept E-Checks to pay for fees.

• Research how to implement the acceptance of e-checks to pay
for fees
• Coordinate with the Finance Department to ensure integration
with general ledger codes
• Inform applicants they can pay for fees with e-checks

Priority 3

Deputy City
Manager

24

Standardize file naming and document archiving protocols

• Develop a naming convention for files
• Develop documentation for applicants to provide correctly
named files
• Create a file archiving policy
• Delete files that do not require archiving

Priority 2

Building Official

25

Hire or promote a SmartGov administrator/permit coordinator.

• Prepare a job description and classification for the position, in
consultation with Human Resources
• Obtain City Council authorization
• Advertise the position
• Review and interview top applicants
• Offer position and finalize paperwork
• Organize training for onboarding employee

Priority 1

Deputy City
Manager

46

Comments

City of Fernley Development Review Operational Assessment
Draft Implementation Action Plan
Rec
No.
26

Memorandum Recommendation
Re-Implement SmartGov and provide robust SmartGov training.

27

Create templates for letters, permits and certificates.

28

Management Partners

Priority 1
Priority 1

Person
Responsible 2
Deputy City
Manager

• Identify language for templates
• Create templates and integrate into SmartGov

Priority 2

Building Official

Program SmartGov to create system generated letter of deficiencies.

• Create a list of standard comments to be integrated into
SmartGov
• Develop a template letter of deficiencies
• Update the functionality of SmartGov
• Ensure applicant contact information is added to SmartGov

Priority 2

Building Official

29

Ensure the SmartGov portal shows permit review status and estimated
times for completion.

• Update portal to include necessary information
• Educate the customer on how to access the portal and ensure
the applicant has the code they need to access the SmartGov
portal

Priority 2

Building Official

30

Ensure information entered into SmartGov includes a correct list of
inspections.

• Add a building review workflow step for repeat residential
permits
• Determine who is responsible for ensuring inspection
information is correct in SmartGov for each permit
• Update SmartGov

Priority 2

Building Official

31

Develop a process to ensure permits are closed out.

• Prepare a list of all conditions of approval needed for planning
• Implement a Planning Certificate of Completion
• Formalize the role of Planning and Engineering in the
completion of projects
• Include planning reviews to the list of final inspections
• Communicate which approvals are needed to the customer
before a Certificate of Occupancy can be issued

Priority 1

Building Official

32

Cultivate employee development and skillsets.

• Review job descriptions and job functions within the
development review team
• Identify and provide professional development opportunities

Priority 2

Deputy City
Manager

Implementation Steps
• Hire SmartGov to re-implement the technology system
• Hire SmartGov to provide on-site training for all development
staff
• Develop training for different user groups
• Use SmartGov Administrator/ Permit Coordinator to continue
training
• Determine the number of authorized users for SmartGov and
add users as needed

47

Comments
Coordinate with Recommendation
#11

City of Fernley Development Review Operational Assessment
Draft Implementation Action Plan
Rec
No.
33

Memorandum Recommendation
Obtain commitment from leadership to ensure all applicants and
employees are treated equitably.

Management Partners

Implementation Steps
• Ensure leaders confer with staff prior to responding to
applicants regarding timelines and approvals
• Ensure development review staff communicate any potential
conflicts with applicants to leaders

48

Priority 1
Priority 1

Person
Responsible 2
City Manager

Comments

