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NAPA COUNTY BUILDING DEPARTMENT:  
THE GOOD, THE BAD, AND THE CONFUSING 
Report Date: 5/1/2024 
Response Date County Executive Officer: 8/6/2024 (97 days) 
Response Date Fire Administrator: 8/6/2024 (97 days) 
Response Date PBES Director: 8/6/2024 (97 days) 
Response Date County Fire Marshal: 8/6/2024 (97 days) 
 

F1. Napa County has only one full-time Fire Plans Examiner. After this report was written, 
the Jury learned that the department had hired a second Fire Plans Examiner. 

The County Executive Officer and Fire Administrator agree with the finding.  
 
An additional Fire Plans Examiner position was recommended and authorized in the FY2023-24 
annual budget. This position was recruited and hired on March 4, 2024. This addition has 
significantly bolstered our capacity to review and approve building permit applications in a timely 
manner, thereby addressing the backlog previously identified. 
 
The Board of Supervisors agrees with the County Executive Officer and Fire Administrator. 
 

F2. All Napa County building permits must be approved by the Fire Plans Examiner. 

The County Executive Officer and Planning Building and Environmental Services Director agree 
with the finding. 
 
The Fire Marshal agrees with this finding. The Fire Plans Examiner’s role is pivotal in ensuring 
that all construction plans adhere to stringent fire safety regulations to safeguard public health 
and property. 
 
The Board of Supervisors agrees with the County Executive Officer and Planning Building and 
Environmental Services Director. 
 

F3. As a result of staff shortages, projects throughout the county are delayed and 
customers are in a holding pattern pending approvals for extended periods of time. 

The County Executive Officer and Planning Building and Environmental Services Director agree 
with the finding. 
 
To mitigate delays caused by staffing shortages, we have initiated cross-training programs for 
additional staff members, including the Fire Marshal and Deputy Fire Marshals. This proactive 
measure ensures that there is adequate coverage during absences or peak workload periods. 
Furthermore, engaged third-party reviewers can assist as needed, ensuring continuity in our 
service delivery. 
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The Board of Supervisors agrees with the County Executive Officer and Planning Building and 
Environmental Services Director. 
 

F4. The Jury found that an annual golf tournament held in Napa County has consistently 
been allowed to not comply with the permit application rules. 

The County Executive Officer and Planning Building and Environmental Services Director 
disagree with the finding. 
 
The annual golf tournament is not considered a Temporary Event and therefore not subject to 
the County’s Temporary Events License Permit and related review procedures, and submittal 
and processing deadlines. The annual golf tournament is reviewed and authorized under a Site 
Plan Approval, which is governed by the Use Permit for the Resort that has been in place since 
1964. 
 
The Board of Supervisors agrees with the County Executive Officer and the Planning Building 
and Environmental Services Director. 
 

F5. The Napa County permit matrix to be a complex five-page document that is confusing 
to the average applicant. 

The County Executive Officer and Planning Building and Environmental Services Director partly 
disagree with the finding. 
 
The permit matrix was intended to be an internal guidance document for staff to facilitate their 
review of building permit applications. It was not intended for public use and as such was not 
written in layman’s terms. As part of the goals for the Building Division for fiscal year 24/25 
detailed above, Staff will be reviewing the information and content on the web site and preparing 
enhancements to the available documents that will provide a better understanding of the 
permitting process. 
 
The Board of Supervisors agrees with the County Executive Officer and Planning Building and 
Environmental Services Director. 
 

F6. The PBES is currently without a formal process for customers to provide feedback, 
either in person or on the website. 

The County Executive Officer and Planning Building and Environmental Services Director 
partially disagree with the finding.  
 
Staff has conducted one-on-one meetings and group discussions with industry professionals 
and builders regarding the permitting process this past year in order to obtain feedback 
regarding our online digital permitting process. This approach not only provided us feedback on 
the process of permitting it also gives the building staff an educational opportunity to discuss 
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particular permitting requirements and develop productive relationships with the design and 
building construction community. The Building Division intends to expand upon these efforts to 
conduct surveys of the permitting process which will be sent out to applicants who have used 
the system in the past year. 
 
The Board of Supervisors agrees with the County Executive Officer and Planning Building and 
Environmental Services Director. 
 

F7. The PBES does not assign specific field inspectors for entire projects leading to 
potential conflicting opinions about required corrective actions. 

The County Executive Officer and Planning Building and Environmental Services Director 
partially disagree with the finding. 
 
Building inspectors are assigned to a mapped district. Every effort is made to have the same 
inspector conduct inspections for the same project; however, individual inspectors may be 
unavailable. As such, rather than delay the progress of construction, other inspectors may be 
called upon to provide a timely inspection. Additionally, workload in one area may be greater, so 
two inspectors may be needed to cover the demand for that district. With that said, the 
inspectors strive for consistency and are all trained on the California Building Code. With regard 
to inspections related to correction notices, on occasion an inspector may not be available for a 
follow-up inspection, and a different inspector may be assigned to conduct the inspection. The 
inspector will typically focus solely on the items the prior inspector noted and confirm those they 
have been corrected. If they see additional items that the prior inspector may have inadvertently 
overlooked, they are advised to honor the prior inspector's corrections unless they observe a life 
safety violation. 
 
The Board of Supervisors agrees with the County Executive Officer and Planning Building and 
Environmental Services Director. 
 

R1. By December 31, 2024, the Jury recommends that a qualified fire code plans 
examiner be hired to ensure the department has adequate coverage to meet the demands 
of the building permit submissions.  

After this report was written, the Jury learned that the department had hired a second Fire Plans 
Examiner. No Official Response received - action completed before report was completed. 
 

R2. The Jury recommends that PBES immediately cross-train a staff member to cover the 
work volume during staffing shortages or vacancies. The department should not allow a 
position to remain vacant for any extended length of time. 

The recommendation requires further analysis.  
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The Napa County Fire Marshal’s Office acknowledges the importance of cross training to 
mitigate staffing challenges. We have commenced cross-training initiatives across various 
disciplines within the Fire Mashal’s Office to ensure operational continuity and minimize the 
impact of staffing fluctuations on our service delivery. 
 
The Napa County Fire Marshal’s office remains committed to upholding the highest standards of 
fire safety and efficiency in building permit processing. 
Within the past year, the Building Division has become fully staffed at 16 employees and will be 
able to cover shortages. The Building Division currently has the following staffing: 

• 4 permit technicians and 1 supervisor 
• 4 plans examiners and a 1 supervisor 
• 5 building inspectors and 1 supervisor 

 
While every effort is made to maintain a full staff, we occasionally experience higher or lower 
permitting demand based on the ebbs and flows of the construction industry. During periods of 
high demand, we may utilize outside contract services to help fill shortages and to adhere to 
permitting timelines. We agree cross training is important and have begun a process of training 
amongst peers as well as disciplines in the building division. Managing the fluctuations of 
building permits can be challenging and having staff cross trained along with maintaining a full 
staff is critical to allow a consistent permitting process. 
 
The Board of Supervisors agrees with the Fire Marshal, and Director of Planning, Building and 
Environmental Services. 
 

R3. The Jury recommends that PBES immediately require compliance with the 60 (50) 
day rule for all applicants of temporary events license permits. 

The recommendation has not yet been implemented.  
 
While the recommendation is directed toward the annual golf tournament at Silverado Country 
Club, which is regulated by a Site Plan Approval (not Temporary Event requirements), staff is 
currently working on an update to the Temporary Event Policy Manual which is anticipated to be 
presented to the Board of Supervisors in winter of 2024 for discussion and potential adoption. 
The update will consider revisions to application and processing timelines, establishing an 
enforcement mechanism, among other process improvements. 
 
The Board of Supervisors agrees with the Director of the Department of Planning, Building and 
Environmental Services. 
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R4. By December 31, 2024, the Jury recommends that PBES initiate a comprehensive 
review of existing policies and procedures regarding temporary events license permits to 
ensure future compliance and accountability. 

The recommendation has not yet been implemented. Please see response to Recommendation 
3. 
 
The Board of Supervisors agrees with the Director of the Department of Planning, Building and 
Environmental Services. 
 

R5. By December 31, 2024, the Jury recommends that PBES modify the existing internal 
matrix into a format understandable by applicants. 

Director of the Department of Planning, Building and Environmental Services: The 
recommendation has not yet been implemented. 
 
As staff are in the process of developing guidance documents to better inform the public on the 
building permit process, the matrix has been removed from the County’s website to prevent 
confusion in the meantime staff will implement these guide changes by December 31, 2024. 
 
The Board of Supervisors agrees with the Director of the Department of Planning, Building and 
Environmental Services. 
 

R6. By September 30, 2024, the Jury recommends that PBES develop a customer 
feedback option, in person and online, as part of the application process. PBES should 
retain these records for potential performance improvement and evaluation purposes. 

Director of the Department of Planning, Building and Environmental Services: The 
recommendation has not yet been implemented. 
 
The Building Division has prepared a survey of the permitting process which will be sent out to 
applicants who have used the system in the past year and will send out by August 30, 2024. 
Additionally, the survey will be sent out via email link once an applicant has completed the plan 
review process, and a permit has been issued. Once construction has completed, another 
survey will be sent requesting feedback on the inspection process and the overall experience. 
We will implement this automated survey by December 31, 2024. We are looking forward to 
receiving feedback and improving our permitting process where feasible. 
 
Staff will also continue to conduct one-on-ones and group discussions with industry 
professionals and builders regarding the permitting process. 
 
The Board of Supervisors agrees with the Director of the Department of Planning, Building and 
Environmental Services. 
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R7. The Jury recommends that, whenever possible PBES send the same inspector to 
conduct follow-up inspections. 

Director of the Department of Planning, Building and Environmental Services: The 
recommendation has been implemented. 
 
Inspectors are currently assigned districts (as noted in the Finding 7 response) corresponding to 
areas in which they are responsible for inspections. Staff strives to have the same inspector out 
for the same project; however, inspectors are sometimes unavailable due to personal leave, like 
time off, sickness, or needing to care for a loved one. Other inspectors may need to fill in to fulfill 
a timely inspection. Additionally, workload in one area may be greater, so two inspectors may be 
needed to cover the demand for that district. On occasion, an inspector may not be available for 
a follow up inspection that they provided a correction notice on. A different inspector may 
conduct the inspection. The inspector will typically only be looking at what the prior inspector 
noted and just confirms those items are corrected. If they see additional items that the prior 
inspector missed, they are advised to honor the prior inspector's corrections unless they 
observe a life safety violation. In these rare occasions, the inspector then uses their judgement 
when requiring additional corrections while considering the safety of the building and its 
occupants. 
 
The Board of Supervisors agrees with the Director of the Department of Planning, Building and 
Environmental Services. 
 

R8. The Jury recommends that PBES immediately establish a protocol for resolving 
conflicting code interpretations by different inspectors on the same project. 

Director of the Department of Planning, Building and Environmental Services: The 
recommendation has not yet been implemented. 
 
Building inspectors are trained under the same California Building Code and strive for 
consistency as described in the response to Recommendation 7. There are occasions when the 
Building Code may not be entirely clear, and the inspector may need to interpret the intent of the 
code language. When this occurs, it typically results in a discussion with the other inspectors 
and the Field Inspection Supervisor. In the morning before the inspectors head out for the day, 
inspectors will discuss code corrections from the prior day as well as review any issues that 
might arise with the inspections assigned for that day. This is an opportunity to promote a 
balanced understanding of the code across the inspection team. Currently, these discussions 
are organic in nature and brought up as issues come up with the individual inspector. The Field 
Inspection Supervisor will establish a more formal protocol to promote uniformity and 
consistency in this process by December 31, 2024. 
 
The Board of Supervisors agrees with the Director of the Department of Planning, Building and 
Environmental Services. 
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R.9 By December 31, 2024, the Jury recommends that PBES provide mobile compatible 
electronic devices for each field inspector capable of reviewing plans and prior 
inspection notes. 

Director of the Department of Planning, Building and Environmental Services: The 
recommendation has not yet been implemented. 
 
In the fall of 2023, a single iPad was issued to the inspection team to allow preliminary testing of 
a mobile tablet device in the field. Based on the feedback received, the testing was expanded to 
include the purchase and issuance of two additional tablets to the inspection staff.  
 
Subsequently, two more tablets have been requested, bringing the total number up to five (5). 
This will enable each of our inspectors the ability to result inspections, view previous inspection 
results and comments, and access digital plans while conducting their inspections in the field.  
It is important to note that iPads and other remote electronic devices are limited by the wireless 
network coverage throughout the County. The hills and valleys in the County result in some 
areas lacking cell coverage, preventing the devices from communicating with the permitting 
software at the County offices. Despite these challenges, it has been proven that an iPad or 
similar device is useful in most parts of the County. We will have the 5 iPads implemented by 
September 30, 2024. 
 
The Board of Supervisors agrees with the Director of the Department of Planning, Building and 
Environmental Services. 
  



  97 | P a g e  

NAPA COUNTY'S COMMUNICATION WITH ITS CITIZENS 
Report Date: 3/27/2024 
Response Date Board of Supervisors: 8/6/24 (142 days) 
Response Date County Executive Officer: 8/20/24 (156 days) 
Response Date Sheriff: 8/20/24 (156 days) 
Response Date County Office of Emergency Operations: 8/20/24 (156 days) 
 

F1. Since the 2016 Napa County Grand Jury report on county websites, the county has 
increased its senior communication staff, appointed a webmaster, and implemented 
improved methods of communicating with citizens for routine, non-emergency 
notifications. 

The County Executive Officer (CEO) and Board of Supervisors agree with the finding. 
 
The County has taken substantial steps towards enhancing its capabilities and expanding its 
outreach efforts. The County has implemented several improved methods for routine, non-
emergency communications with its residents. The website has been redesigned to be more 
user-friendly and informative, making it easier for residents to find the information they need. 
Staff regularly issue news releases to keep the public informed about county activities and 
initiatives. The social media presence has been significantly expanded, allowing the County to 
engage with the community in real-time and provide timely updates. Additionally, video 
storytelling has been embraced to convey important messages and showcase county projects 
and events in a more dynamic and engaging manner. In addition to producing unique video 
features highlighting the county, a new monthly countywide newscast was launched in April 
2024. This newscast aggregates important county news, programs and services, and 
engagement opportunities in a format that is digestible, educational, and engaging to the public. 
These efforts are part of the County’s commitment to ensuring transparent, effective, and 
accessible communication with all Napa County residents. 
 

F2. Napa County has made some improvements to provide timely and accurate 
information to citizens through enhanced website design and performance. 

The CEO and Board of Supervisors agree with the finding. 
 
The ongoing process of digitizing services, evaluating content, and arranging graphics is a 
continuous endeavor. In addition to standard website maintenance and updates, the County has 
undertaken several initiatives to improve user experience and access to important information. 
Key changes include: 
• Updates to the website’s terminology to make it more intuitive for users to navigate. 
• Streamlined top-level navigation and the addition of a “How do I?” section. 
• An expanded Newsroom to share timely, relevant information with residents. 
• Reorganized content into thematic “buckets” to streamline access to related services. 
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• The launch of the ‘Open Napa County’ page under the ‘Government’ section, providing a 
centralized location for related public search services and enhancing public and staff user 
experience.   
 
Additionally, various services previously only available in paper format have now been digitized. 
This includes the development and implementation of digital PDF applications in several 
departments, with more to come. The County launched the airport runway webcam, providing 
real-time updates to the public, and refreshed the web presence for Health & Human Services 
(HHSA) behavioral health, the Planning Department, and County Fire, ensuring accurate and 
up-to-date information. Staff conducted an extensive review to identify outdated COVID-19 
documents and incorporated initiatives such as the Affordable Accessory Dwelling Unit and 
Child Care Facility Forgivable Loan Programs. A version update to the County’s software 
platform was also completed, ensuring smooth operations and effective communication. 
Efforts to enhance the County’s program in search engine optimization (SEO) and analytics are 
ongoing. These efforts aim to expand from countyofnapa.org to include other domains and 
functions such as readynapacounty.org, napalibrary.org, and livehealthynapacounty.org, as well 
as social media and other applications. This initiative will develop a program framework and 
foundation configured to support scalability and county-wide accessible data, ultimately 
supporting a holistic strategy and user experience. 
 
Later this year, Napa County will embark on a comprehensive website redesign, incorporating 
further design and structural enhancements. 
 

F3. A sizable portion of Napa County website traffic is via mobile devices. Some website 
content is not optimized for smaller screened mobile devices. 

The CEO and Board of Supervisors agree with the finding. 
 
More than 50% of the County’s web visitation is via mobile devices. Responsive design has 
evolved from solely responding to the change in device size to now encompassing a multitude 
of available data elements that reflect the user’s experience. The evolution of responsive web 
design in 2024 heralds a new era of adaptability and innovation in web development. Beyond 
simply fitting content to different screens, responsiveness now includes a holistic approach to 
design that considers device types, emerging interfaces, user preferences, and accessibility 
standards. By embracing this evolution, the County can craft digital experiences that transcend 
boundaries and empower users in an increasingly interconnected world. 
 
While most of the county’s website content is optimized for smaller screened mobile devices, 
some third-party applications are not. The County will coordinate solutions with vendors to 
ensure that digital services are accessible and user-friendly across all devices. 
 
  



  99 | P a g e  

F4. The county has not published to citizens a county strategic plan which outlines how 
to facilitate the distribution, efficiency, and quality of public information. 

The CEO and Board of Supervisors disagree partially with the finding. 
 
The Communications team has written a strategic communications plan; however, while it is a 
public document, it has not been shared with residents as it is an internal working document 
intended to guide efforts in informing, educating, and engaging citizens in Napa County. 
The primary purpose of the communications plan is to foster effective communication among 
the Napa County Board of Supervisors, the residents of Napa County, and the departments and 
staff of Napa County government. Public access to government and the free flow of information 
are essential pillars of the democratic process. Therefore, this plan is intended to streamline 
access and enhance transparency within Napa County Government. 
 
In today's service delivery landscape, effective communication plays a vital role in disseminating 
information, raising awareness about government services and policies, advocating for change, 
and supporting decision-making processes. Public communication is of utmost importance in 
empowering the residents of Napa County with knowledge about their expectations from county 
government. By engaging in dialogue and encouraging meaningful participation, the community 
can actively contribute to the development and progress of the county. 
Objectives: 
1. Establish a cohesive and effective communication framework for Napa County that fosters 
collaboration, empowers employees, and ensures consistent messaging and branding. 
2. Enhance Napa County's communication efforts to expand its reach, engage the community, 
and promote transparency through proactive and creative storytelling across various platforms. 
3. Establish transparent and open channels of communication with the community of Napa 
County, fostering engagement, collaboration, and understanding. 
4. Enhance internal communications within Napa County by fostering a sense of community, 
sharing information effectively, and facilitating engagement among employees. 
5. Enhance Napa County's emergency response communication by developing comprehensive 
strategies that facilitate effective information dissemination, preparation, and collaboration 
during critical situations. 
6. Align legislative goals with effective communication strategies to facilitate the development, 
understanding, and engagement of Napa County's legislative platforms and processes. 
 
Residents can see the results of the strategic communications plan through the numerous 
initiatives and improvements the County has implemented, ensuring transparent, effective, and 
accessible communication with all Napa County residents. 
 

F5. Napa County’s overall communication efforts, while focused on “telling Napa 
County’s story”, is not engaging the community in a two-way conversation which could 
facilitate citizen engagement. 

The CEO and Board of Supervisors disagree partially with the finding. 
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The County’s social media strategy is intended to actively engage the community, share 
updates, and encourage dialogue. Staff monitor and respond to comments, messages, and 
mentions on social media platforms in a timely and professional manner. 
 
From strategizing and developing communications to disseminating content, staff seek 
opportunities to extend the conversation beyond a specific communication. This is achieved by 
consistently ending messages with a call to action, which may include directing the audience to 
learn more on a specific platform or website, taking a survey, or providing a number or email to 
continue the conversation.  
 
Additionally, individual board members and staff regularly participate in and host events that 
promote face-to-face interactions among residents, enabling dialogue and a sense of belonging. 
The County organizes public forums, town hall meetings, and online feedback platforms to 
gather community input and address concerns promptly and transparently. 
The County has actively engaged in and hosted town halls and community events focused on 
various subjects, including fire/emergency preparedness, Mt. Veeder storm damage and roads 
updates, PG&E underground electric power lines, road pavement projects, and transportation. 
Each of these events provides an opportunity for two-way conversation. 
Staff worked closely with CAL Fire/Napa County Fire and AP Triton, the consultants developing 
the Fire Master Plan, to engage the community through various communication channels, 
including hosting a Fire Master Plan Virtual Town Hall. 
 
Engaging the community in a two-way conversation is a collaborative effort involving all 
departments and elected officials, not solely the responsibility of the Communications 
Department. Staff are committed to fostering an environment where community input is 
solicited, ensuring a more connected and engaged Napa County. 
 

F6. Napa County lacks a formally articulated plan to continuously re-evaluate and update 
its communication strategies adapting to changing digital messaging technologies in 
order to assure that messaging remains timely, effective, and relevant. 

The CEO and Board of Supervisors agree with the finding. 
 
The communications team pairs the county-wide communication plan with project and 
departmental plans to re-evaluate and update its communication strategies. This undertaking is 
completed in tandem with departmental subject matter experts to align with services, staff 
capacity, and public expectations. 
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For example, Napa County has launched a public website chat feature and a live streaming 
translation tool for Board of Supervisors meetings. The team continues to meet with vendors, 
participate in forums, and assess current solutions to propose to departments. Each 
department's specific communication tools fall under its jurisdiction due to unique compliance 
requirements, staff participation, and business practices. 
 
The communication’s team’s strategy involves regular re-evaluation and updates with Napa 
County IT to stay current with technological advancements and continue to meet the 
community's needs effectively. 
 

F7. The switch from Nixle to Everbridge did not go through an RFP or similar evaluation 
process which has led to disruptions in citizen alert contacts that have not been 
satisfactorily resolved. 

The CEO, Board of Supervisors, and Sheriff agree with the finding. 
 
Napa County contracted with Nixle in 2014. In 2015, Everbridge acquired Nixle and, along with 
it, Napa County’s contract. Napa County extended, renewed, and/or amended this contract for 
several years. Although acquired by Everbridge, the emergency alert platform continued to be 
named “Nixle.” On October 4, 2022, the Board of Supervisors approved a three-year renewal of 
the County’s contract with Everbridge; at that time the Board was also informed that subscribers 
to the Nixle platform would be moved to the Everbridge platform. Because the contract was with 
Everbridge and that contract was renewed, the change from the Nixle to the Everbridge platform 
did not require a separate RFP process. 
 
At the time of the platform change, Everbridge verbally represented to Napa County that all the 
subscribers to Napa County messaging in Nixle would seamlessly be moved over to their 
Everbridge platform without the necessity to re-subscribe. Based on these representations and 
to maintain the large subscriber base in Nixle (approx. 186,000 subscribers), the County chose 
to continue the Everbridge contract and not seek other proposals via the traditional RFP 
process. 
 
Problems and inconsistencies related to delivery of messages to original Nixle subscribers after 
the transition to Everbridge were noticed early on. At the time of the initial transition from Nixle 
to Everbridge, the County Office of Emergency Services (OES) was housed solely in the CEO’s 
office. On July 1, 2023, the interim CEO, in his role as Director of Emergency Services, 
appointed the Sheriff as the Assistant Director of Emergency Services, pursuant to Napa 
County Ordinance 2.80.060. The OES staff physically moved offices from the downtown Napa 
administration building to the Napa Sheriff’s Office in south Napa. The OES budget was 
transitioned into the Sheriff’s Office overall budget, and day-to-day OES oversight and 
operations were put under the direction of the Sheriff’s Office. 
 
In the first meeting between OES and the administration team at the Sheriff’s Office in July of 
2023, the Sheriff’s Office prioritized diagnosing the issue with the transition from the Nixle to the 
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Everbridge platform. A County Information Technology (IT) expert was assigned to work closely 
with OES to identify the issue and work towards a solution. The Sheriff also briefed the CEO, 
Board of Supervisors, and County Counsel. County Counsel sent a demand letter to Everbridge 
as part of the plan to address the issue, which helped spur a meeting to resolve the problems. 
Within two weeks of the meeting between Everbridge representatives, IT, and OES staff, the 
Sheriff’s Office learned that the Nixle platform subscribers were never moved into the 
Everbridge platform. Instead, Everbridge built a software solution to act as a “bridge” by which 
messaging in Everbridge would be sent over to the Nixle program and the original Nixle 
subscribers would then receive the message. The crux of the problem referred to in the Jury’s 
finding is that the software bridge was not reliable. 
 
In August, approximately one month after the issue was identified, Everbridge agreed to do and 
did a large data migration, moving the subscribers out of Nixle and into Everbridge so that the 
system would no longer rely on the software “bridge.” OES conducted a test messaging 
campaign in August of 2023, which included 184,328 subscribers that were part of the large 
data migration. As part of the test, subscribers were asked to confirm receipt of the message.71 
70,417 subscribers confirmed receipt, which is 38.2% of the contacts that the message went out 
to, representing a relatively large number of responses. Of note, in marketing, the average open 
rate is somewhere between 15% and 25% and asking someone to take action (i.e. text back to 
confirm receipt) results in responses ranging from 1.5% to 3%. 
 
For SMS campaigns, the open rate is around 65% with a click-through rate of about 20%. The 
takeaway from the August 2023 test was that more than 10 times what is typically expected of 
an email marketing campaign and nearly twice of what is expected of a SMS campaign was 
accomplished after Everbridge completed the data migration. This large response rate gives the 
County confidence that the data migration was successful. While the August 2023 test 
campaign was successful and resolved the initial platform transition difficulties, the OES team 
and Everbridge continue to have regular meetings to improve the system’s capabilities. 
 

F8. County emergency notifications using the alert technology Everbridge are not 
reliably reaching all enrolled citizens, and it is unknown exactly how many residents are 
receiving messages. 

The Board of Supervisors and the Sheriff agree with the finding. 
 
However, the County is interested in understanding the evidence the Jury used to support this 
finding that not all enrolled citizens are receiving messages after the August 2023 data 
migration. While there are known examples of this issue from before the large data migration in 
August of 2023, evidence that the problem continued afterward have not been found. The Nixle 
system did not have a “confirm receipt” feature similar to Everbridge, making it impossible to 

 

71 One key difference between the two systems is that messaging that solicits a response can be sent in 
Everbridge  while Nixle does not have that capability. 
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conduct a comparable test with Nixle. The Board of Supervisors and the Sheriff agree that the 
Everbridge notification system was not reliable at reaching all enrolled citizens prior to the data 
migration. 
It is important to note that no system can guarantee an exact number of subscribers reached for 
any given communication. Factors such as cell phone coverage, mobile device settings, and 
whether mobile devices are on or off, without power, etc., can impact message delivery. Due to 
these factors, Napa County OES, the CEO’s Office, and the Sheriff’s Office have established 
redundancy systems. These include partnerships with local radio stations, community outreach 
for emergency broadcast information, Genasys software for evacuations, Hi-Lo Sirens during 
evacuations, door-to-door notifications in evacuated areas, traditional media outlets, and social 
media accounts managed by Napa County, Napa Sheriff’s Office, County fire, and municipal 
partners. 
 
While Everbridge certainly damaged trust during the initial transition from the Nixle platform, the 
current reach and data from both test alerts and real-world alerts indicate that the technology is 
now working at the same level of reliability as the previous opt-in service. 
 

F9. The Everbridge emergency notification mobile app for phones and other mobile 
digital devices is not performing reliably for citizens. 

The Sheriff, OES, Board of Supervisors, and CEO disagree wholly with the finding. 
During the investigation to identify why some previous Nixle subscribers were not reliably 
receiving alerts, the team discovered that the issue was related to the software “bridge” rather 
than a full data migration solution (as mentioned in the response to Finding 8). The team also 
learned that there were no reports of failures from users who downloaded and used the 
Everbridge mobile application. 
 
The County does not agree that the system is currently not performing reliably and would be 
interested in any evidence or examples of subscribers who signed up through Everbridge, or 
whose subscriber information was part of the large data migration in 2023, not reliably receiving 
messages at this time. Upon obtaining such information, the County and Everbridge can 
investigate and correct any ongoing issue. 
 

F10. The enrollment process for Everbridge is cumbersome and not well understood by 
the citizenry. 

The Board of Supervisors and the Sheriff agree with the finding. 
 
The enrollment process prior to January 2024 was more cumbersome. However, as part of the 
continuing efforts between OES and Everbridge to improve the system’s capabilities, beginning 
in January 2024, residents can now subscribe by simply texting their zip code to 888-777, which 
enrolls them into the Nixle platform. Everbridge now automatically ports over (data migration, 
not a software bridge) Nixle subscriber data into the Everbridge system on an hourly basis. 


