CITY OF NORMAN, OKLAHOMA
CITY COUNCIL
BUSINESS AND COMMUNITY AFFAIRS
COMMITTEE AGENDA
Municipal Building Conference Room
201 West Gray
THURSDAY, AUGUST 15, 2019
3:00 P.M.

1. UPDATE OF THE ANALYSIS OF THE DEVELOPMENT
REVIEW PROCESSES.

2. MISCELLANEOUS COMMENTS.

It is the policy of the City of Norman that no person or groups of persons shall on the
grounds of race, color, sex, religion, national origin, place of birth, age, familial
status, disability, retaliation, or genetic information, be excluded from participation
in, be denied the benefits of, or otherwise subjected to discrimination in employment
activities or in all programs, services, or activities administered by the City, its
recipients, sub-recipients, and contractors. In the event of any comments, complaints,
modifications, accommodations, alternative formats, and auxiliary aids and services
regarding accessibility or inclusion, please contact the ADA Technician at 405-3665424, Relay Service: 711. To better serve you, five (5) business days’ advance notice
is preferred.

TO:

City Council Business and Community Affairs Committee

FROM:

Terry Floyd, Development Coordinator

DATE:

August 12, 2019

SUBJECT:

City Development Review Process Analysis - Update

Background:
During the August 2017 Council Retreat, the City Council identified a review of City
business development processes as a short-term goal (1-2 years) to be completed.
Additionally, the draft Community Assessment and Competitive Scorecards report
conducted for the Norman Economic Development Coalition (NEDC) recommended the
City pursue an evaluation of city processes to identify specific process improvements,
assess departmental/division processes and performance, benchmark against peer
communities, assess staffing levels, and recommend process approvals.
In September 2018, City staff received three proposals from qualified consulting firms to
conduct the analysis of City development review processes. Firms were interviewed in
November 2018, and the firm of Management Partners, Inc. was selected to begin
contract negotiations.
The analysis began in March 2019 with individual staff interviews to develop an
understanding of roles, internal and external process participants, and handoffs. The firm
also interviewed a representative group of frequent private sector customers/stakeholders
to understand their experiences with the development review process including intake,
plan review, permit issuance, inspections and other areas that may be of concern. The
firm will also examine current policies and procedures to understand how the system
works and conduct benchmarking to compare Norman’s performance information with
that of comparable jurisdictions.
The observations and data collected in the initial analytical stage, culminated with the
other activities listed below will lead to actionable steps for making Norman’s
development review process more efficient and effective.
Activities and Current Status:
The following are activities in the analysis scope of work:
Activity 1 - Start Project
Activity 2 - Analyze Current Operations
- Conduct interviews with key leaders in the Planning and Community
Development Department and with leaders from each of the divisions under
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study (Current Planning, Development Services, Compliance, and
Stormwater) to:
o Learn about the structure, staffing and work systems
o Understand strengths and weaknesses of each division and divisions
that participate in permitting and development processes
o Hear feedback about existing technology
o Understand the current culture surrounding development services
o Hear ideas for improving communication and service integration and
ways to eliminate redundancy and unnecessary process steps.
Activity 3 - Create Process Maps
Activity 4 - Obtain Feedback from Users
- Meet individually with representatives of a broad range of development
applicants who fit one or more of the following characteristics:
o Large developer/contractor
o Small developer/contractor
o First time applicant/contractor
o Architect/engineer
o Experienced residential developer/contractor
o Experienced commercial developer/contractor
-

Management Partners will conduct individual interviews with an agreed-upon
number of applicants, customers and stakeholders to learn about their
experiences with the development review process in the areas of customer
service, timeliness of plans review, permit issuance, and inspections. They
will solicit input about aspects of the process that work well, communication,
and areas for improvement.

Activity 5 - Gather Comparative Performance Information
- Management Partners will conduct benchmarking research with peer
communities identified in conjunction with the City’s project manager to
obtain relevant comparisons and an understanding of the different approaches
peer jurisdictions are using to deliver services. They will obtain information to
enable comparison of various aspects of development review and permitting
processes and requirements, with a focus on measurable performance data as
available. Once relevant data is collected, Management Partners will analyze
the results for applicability to Norman, focusing on processes, programs,
policies, performance metrics, and fees.
Activity 6 - Summarize Opportunities for Improvement
- Management Partners will examine what was learned and documented
through the workflow process maps and will identify ways to improve
development review business processes, communications, and how
technology can best be used to improve and streamline application submission
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-

and intake, plans review, permitting, and inspections within and between
departments and divisions involved in development review functions.
Once the analysis is complete, they will prepare a memorandum that contains
observations, assessments and preliminary recommendations. It is likely to
include the following:
o Documentation of current development review processes and process
maps
o Identification of process improvements using “to-be” process maps
o Documentation of technology and software used to support existing
review, permitting, inspection and payment functions
o Recommendations for process and workflow improvements

Activity 7 - Facilitate Decision-Making Process for Improvement
- Management Partners will plan and lead a three-day decision-making session
involving members of City staff having responsibility for the daily processing
of the City’s development review function using the GE Work-Out™
technique. This technique, developed by General Electric to develop the
specific steps needed to adapt an existing organization or business process to
new performance expectations, has been used successfully by Management
Partners with staff teams in many local jurisdictions to improve the
development review process.
Activity 8 - Support Implementation
- Based on the results of the Work Out, Management Partners will prepare a
draft Implementation Action Plan. This document will be based on the action
planning developed during the Work-Out and approved by management, but
will set forth the steps required to accomplish implementation, the relative
priority level (immediate, near or long term) for each recommendation and a
suggested manager to be designated as responsible for implementation of the
item.
Post-Plan Progress Checkup
- A structured process six months after the action plan is finalized to assess how
implementation is proceeding and whether changes to the plan are needed.
This will allow any of the more complex implementation issues encountered
to be addressed and to support the City’s work in driving implementation.

Current Status:
Activity 7, Facilitate Decision-Making Process for Improvement, was conducted last
week during a three-day period beginning on Aug. 7- 9 at the East Library. A staff team
from Management Partners met with over 20 staff members from the Utilities, Planning
and Community Development, Public Works, Finance, IT and Fire Departments to
develop the specific steps needed to adapt the existing organization and/or business
process to new performance expectations, related to two major goals:

3

1. Estimate the time required to complete the development review process for
commercial application (including all reviews by every involved City department)
and identify ways to reduce the total review time.
2. Identify actions and tools to improve the user’s knowledge of fees associated with
various types of commercial and residential development applications.

The staff work from this three-day workshop resulted in 15 specific staff
recommendations, focused in the areas of 1) development review tools, 2) operations, and
3) public relations, outreach and education. Each recommendation included a strategy,
desired outcome and actions steps to implementing the recommendation. These
recommendations related to applicant permit fee notification, electronic application and
plan submittal, inspection and plan review efficiencies, and outreach/educational efforts
for the public and elected officials. A copy of the staff presentation to the leadership
team outlining these recommendations is included as Attachment A. Further
discussion of the workshop process and recommendations will be presented by staff at
the August 14th meeting.
The input and recommendations from this workshop will be utilized in conjunction with
additional final recommendations from Management Partners. The results of this
workshop will also be inform future staff actions concerning the focus areas outlined in
the final staff presentation.
The final report from Management Partners is anticipated to be complete in September
2019. Management Partners will also make a formal presentation of the report findings to
the full City Council.
Staff will be presenting this information to the Committee and answering questions
regarding the progress of the analysis at the August 14th Council Business and
Community Affairs Committee meeting.
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Attachment A

City of Norman
Development Review Process Improvement Workshop
August 9, 2019
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Introduction
•
•
•
•
•

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

▪ Statutory process demands a certain amount of time that could not be addressed
▪

or reduced during this workout
In-house efficiencies identified (e.g., improve communications to all appropriate
development staff, increase awareness of Development Handbook)

6

Workshop Process
•
•

•
•
•

Reviewed process maps and identified potential changes
Worked in small groups to:
▪ Understand goals
▪ Identify barriers keeping us from achieving those goals
▪ Brainstorm potential solutions
▪ Prioritize recommendations
Reviewed recommendations with large group
Worked in small groups to develop specific action plans for each strategy
Prepared for this presentation
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Setting the Context
• Goal 1 (Green Team). Estimate the time required to complete
the development review process for commercial applications
(including all reviews by every involved City department) and
identify ways to reduce the total review time.
▪ Expanded the goal to include platting, final platting, rezoning and
building permits
▪ Identify the role staff in each department have in the multiple and
varied phases of the development review process
▪ Identify baseline time standards for key functions and decision points
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Green Team Members
• Amber Armstrong, Plans Examiner II
• Greg Clark, Building Inspector
• Mark Daniels, Utilities Engineer
• Ken Danner, Subdivision Development Manager
• Larry Durham, Building Inspector
• Janay Greenlee-Warnken, Planner II
• Fred Henderson, Fire Marshal
• Michele Loudenback, Stormwater Program Specialist
• Todd McLellan, Development Engineer
• David Riesland, Traffic Engineer
• Brenda Wolf, Permit Services Supervisor
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Setting the Context
•

Goal 2 (Blue Team). Identify actions and tools to improve the user’s
knowledge of fees associated with various types of commercial and
residential development applications.
▪ Address customer service, specifically the ability to inform the customer
about all potential costs
▪ Update the Development Handbook to include fees in a single section and
prepare sample fee calculations for various types of commercial and
residential projects
▪ Identify process improvements to inform applicants about fees earlier in
process
▪ Make it easier for potential applicants to estimate fees by application type
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Blue Team Members
•
•
•
•
•
•

Travis Darling, Utility Billing Representative
David Hager, Utilities Manager
Kari Madden, IT Manager, Business Systems and Development
Chris Mattingly, Capital Projects Engineer
Amy Woolington, Permit Technician I
Julia Yoon, Planner II
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Barriers to Achieving Goals
• Need for additional staff, based on current workload

•
•
•
•

▪ Commercial and Residential Plans Examiners
▪ Fire Inspector and Fire Plans Examiner
▪ Development Center Reception Staff

Budget for staff and training
Budget for a third-party web developer
Better internal communication at all levels
Current fee structure is not paying for cost of services
12

Overview of Recommendations
• Development Review Tools
• Operations
• Public Relations, Outreach and Education
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Development Review Tools
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1. Update the Development Handbook and Communicate
to the Public
•
•
•

Strategy: Provide updated materials to improve customer service
Desired Outcome: Correct information is provided to customers
and is a resource for staff
Action Steps
▪ Create a cross-functional committee and charge them with updating the
Development Handbook
▪ Revise applicable sections for each department
▪ Distribute to the development community, staff and the general public

15

2. Develop a One Page Checklist of Applicable Fees
• Strategy: Explain potential fees at the pre-submittal phase
• Desired Outcome: Applicants understand the range of
•

potential fees early in the process
Action Steps:
▪
▪
▪
▪

Identify and list potential fees
Create a one-page checklist template
Train staff involved in the pre-submittal phase
Post the checklist online
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3. Create Online Sample Projects with Sample Fees
•
•
•

Strategy: Create and post sample projects to allow customers to
understand potential fees
Desired Outcomes: Customers will have a better understanding of
potential fees for various projects
Action Steps:
▪
▪
▪
▪

Identify typical projects associated fees and process steps
Create a document for online distribution
Notify customers and staff of the resource
Post the document online
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4. Post Fee Attributes on GIS
•
•
•

Strategy: Review GIS layers relative to applicability of potential fees
Desired Outcome: Enhance customer knowledge about fees so
applicants are better informed about the potential cost
Action Steps:
▪
▪
▪
▪

Review current GIS layers
Create GIS layers for fee attributes in relation to the parcel/address
Develop an interactive map
Notify customers and staff of the enhanced tool
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5. Create Online Fee Estimate Calculator
•
•
•

Strategy: Increase knowledge about development-related fees
Desired Outcome: Customers will be able to estimate known fees
online
Action Steps:
▪ Research best practices to determine the appropriate online fee
estimation tool
▪ Select a web developer to design and implement an online fee estimation
tool
▪ Test and revise as necessary to finalize
▪ Notify customers and staff of the new tool
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6. Update Norman Construction Standards
•
•
•

Strategy: Revise existing construction standards that were last
amended 2006
Desired Outcome: Reduce review time for both applicants and staff
Action Steps:
▪
▪
▪
▪
▪

Select a consultant through RFP process
Draft updated construction standards for review
Conduct meetings with staff and stakeholders
Prepare final construction standards
Present to Planning Commission and City Council for acceptance
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7.

Implement Electronic Application and Plan Submittal
•
•

•

Strategy: Implement electronic plan submittal and review to
improve cycle time and customer service
Desired Outcome: All applications and plans will be submitted
electronically
Action Steps:
▪ Train applicable staff on Bluebeam software
▪ Ensure applicable staff have appropriate equipment to review electronic
plans
▪ Establish a schedule for ending paper submissions
▪ Prepare PR materials to inform development community of new tool
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Operations
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8. Improve the Efficiency of the Building Inspection
Process
• Strategy: Revise procedures for inspectors to accomplish more inspections
•
•

per day
Desired Outcome: Complete more inspections per day using existing staff
Action Steps:

▪ Allow inspectors to park their vehicle at the closest city facility to their home
(e.g., fire station, community center, library)
▪ Develop policy for starting building inspections at 8:15 am
▪ Use an electronic scheduling system to inform inspectors of schedule before the
next work day
▪ Determine assigned geographic areas for inspectors
▪ Establish specific dates and times when an inspector is available to meet with the
public at the permit center

• Reallocate 1,600+ hours for inspections per year
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9. Generate a Water Meter Work Order When a Building Permit
is Issued

• Strategy: Automate the account setup for water utility billing
• Desired Outcome: Ensure timely water meter installation
• Action Step:
▪ Update the permit application to include information necessary to
open a utility billing account
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10. Coordinate the Scheduling of Final Inspections
•
•

•

Strategy: Coordinate the scheduling of final inspections on behalf
of the customer for CO
Desired Outcome: Coordinate and educate permit holders on how
to close out their project
Action Steps:
▪ Build a query report that includes the general contractor information and
development address
▪ Inform customers about new process for final inspections
▪ Notify the permit holders and general contractors that all departments
have been notified of the final inspection
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11. Ensure Consistent Application Completeness
•
•
•

Strategy: Ensure residential and commercial applications are
complete at the time of intake
Desired Outcome: Improve customer service, reduce cycle times,
increase consistency in application intake
Action Steps:
▪
▪
▪
▪

Update checklist to determine completeness for applications
Conduct cross training for permit staff
Require certifications as appropriate
Monitor the process to ensure consistency at intake
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12. Create a Staff Position in the Development Center to
Serve as a First Point of Contact
• Strategy: Identify the appropriate person to answer initial
•
•

questions about development review
Desired Outcome: Reduce multiple transfers
Action Steps:
▪ Develop position description and advertise job
▪ Interview candidates and make hire
▪ Train new staff member to handle development review related
questions
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13. Obtain Authority from Oklahoma Department of
Environmental Quality for Plan Review Primacy
• Strategy: Identify requirements to obtain primacy
• Desired Outcome: Reduced cycle time
• Action Steps:
▪
▪
▪
▪

Meet with DEQ and outline steps to obtain primacy
Fulfill requirements provided by the DEQ
Formalize intergovernmental agreement
Revise and update City procedures
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Public Relations, Outreach and Education
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14. Inform Elected Officials and Members of Boards,
Committees and Commissions about Development Processes

•
•
•

Strategy: Invite elected officials and members of boards,
committees and commissions (via the City Manager) to
interdepartmental lunch-and-learns
Desired Outcome: Increase understanding and appreciation for the
complexities of the development review process
Action Steps:
▪
▪
▪
▪

Design workshop/lunch-and-learn agendas
Create interactive presentations
Establish schedule and arrange logistics
Collect feedback and revise lunch-and-learn materials as needed
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15. Conduct Public Outreach to the Development
Community
• Strategy: Regularly communicate development issues with
•
•

stakeholders
Desired Outcome: Enhanced city/stakeholder relationships
Action Steps:
▪ Ensure development review leaders from all disciplines attend
stakeholder meetings (Chamber of Commerce, Developers Council,
Builders Association of South Central Oklahoma, Downtowners, etc.)
▪ Debrief with staff based on meeting outcomes
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Closing Thoughts
• Momentum is started/continue the momentum

▪ Continue to review the process
▪ Have a forum, time and space to identify additional efficiencies
▪ Identify and recognize successes
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Questions?
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