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Incident Overview/Executive Summary 
Jurisdiction City of Los Angeles, California, United of States of America 

Type of Agency Local Government (Charter City) 

CalOES Admin. 
Region 

Southern Region 

Incident 

2020 – 2021 Global Pandemic of Severe Acute Respiratory Syndrome 
Coronavirus 2 (SARS-CoV-2); commonly referred to as Coronavirus or 
COVID-19 

Type of Hazard Biological Agent, Pandemic, Public Health Emergency 

Incident Period/ 
Duration 

January 16, 2020 – Ongoing (as of this report) 

Period Covered 
by this Review 

January 2020 – April 2021 

Applicable U.S. 
Department of 

Homeland 
Security Core 
Capabilities 

• Community Resilience 

• Critical Transportation 

• Economic Recovery 

• Environmental Response/ 
Health and Safety 

• Health and Social Services 

• Logistics and Supply Chain 
Management 

• Mass Care Services 

• Operational Communications 

• Operational Coordination 

• Planning 

• Public Health, Healthcare, and 
Emergency Medical Services 

• Public Information and Warning 

• Situational Assessment 

• Supply Chain Integrity and 
Security 

• Threats and Hazards Identification 

 

 

 

Report Purpose 
and Findings 

Summary 

 

 

 

Since January 2020, the City of Los Angeles has been involved in the longest 
emergency operation in its history in response to the global pandemic of 
Severe Acute Respiratory Syndrome Coronavirus 2 (SARS-CoV-2); commonly 
referred to as Coronavirus or COVID-19. As of this report, California had 
reported more than 4 million confirmed cumulative cases and nearly 65,000 
deaths in the state. The pandemic resulted in significant social and 
economic disruption, including the largest global recession since the Great 
Depression. It led to widespread supply shortages exacerbated by panic 
buying, agricultural disruption and food shortages, and the closure or 
cancellation of public events, schools, and businesses worldwide. 
Misinformation became rampant. The pandemic raised issues of racial and 
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Report Purpose 
and Findings 

Summary  
(Cont.) 

geographic discrimination, health equity, and questioned the balance 
between public health directives versus individual and economic rights. 

This review is an independent, forthright, and constructive assessment of 
the City’s emergency management efforts associated with its response to 
and recovery from the catastrophic effects of the COVID-19 pandemic 
through April 2021. The report focuses only on the City’s emergency 

management system⎯those structures in place to support and enable field 
operations, programs, and services established to meet the emergency 
needs of the people and the City’s economy by facilitating coordination, 
gathering and disseminating information, acquiring and allocating critical 
resources, and managing fiscal impacts. The report does not address the 
effectiveness of the City’s tactical operations or direct programs/services to 
mitigate the spread of the virus or ensure the continuity of essential 
services. The report identifies notable strengths and opportunities for 
improvement associated with the City’s emergency management efforts so 
the City may pursue corrective actions that will improve its resilience for any 
future hazard, including those of a similar catastrophic nature, magnitude, 
and/or duration. Boiling actions down to either strengths or areas for 
improvement, however, can be a vast over-simplification of the complex 
events that unfolded. It therefore did not come as a surprise that a City as 
large and complex as Los Angeles had an equally complicated response to 
the pandemic.   

The pandemic ushered in an era for emergency management without 
precedent. Never before had the City Emergency Operations Center (EOC) 
sustained an activation for more than a year; initially activating on March 3, 
2020, and sustaining its activation through the writing of this report, 
including at least some in-person functions through the end of 2020 and a 
fully virtual operation as of the first of 2021. Through it all, the quick 
response and heartfelt effort by City employees to address the many unique 
challenges posed by the pandemic was, and continues to be, impressive. 
The Mayor’s Office, Emergency Management Department (EMD), and all 
the individuals staffing the City EOC, Department/Bureau Operations 
Centers (DOCs/BOCs), the Business Operations Center, and other 
emergency management programs across the City, worked tirelessly to 
protect Angelenos. The authors of this report compliment the City of Los 

Angeles on its creative and comprehensive planning that appeared⎯for all 

intends and purposes⎯to have been driven by the best interests of the 
people. This report memorializes and appraises the City’s emergency 
management efforts in accordance with the following nine categories:  

1) Policy and Decion-Making 
2) Information Management/Sharing 
3) Communications/Inter-Agency Coordination 
4) Incident Support/Consequence Management 
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5) Resource and Fiscal Management 
6) Public Information 
7) EOC Support Systems 
8) Positioning for Recovery 
9) Organization, Culture, and Preparedness 

As detailed in the report, some of the key recommendations are intended 
to improve coordination amongst and between the Mayor’s Office, EMD, 
the EOC, City departments/agencies, and external stakeholders. Other 
recommendations address the systemic challenges created by the City’s 
decentralized form of government, which fueled communications, public 
information, fiscal, health and safety, and reconstitution challenges that 
had to be navigated on a daily and evolving basis. However, several lessons 
had already been identified and actions taken to address challenges by the 
time this report was commissioned.  

All in all, the pandemic revealed the need for a capable and fully funded 
Emergency Management Department; one on par with other cities of 
comparable size and complexity in the United States. An additional impact, 
and likely benefit, of the pandemic response was that many members of the 
“City family” were introduced to their emergency management system for 
the first time. It is the authors’ hope that by continuing to build on the 
myriad of strengths identified in this report and by addressing the suggested 
areas for improvement, the City of Los Angeles and its Emergency 
Management Department will be better equipped to address any future 
catastrophic event it faces. 

 

 

 

 

 

 

A Selection of 
Notable 

Strengths 

 

 

 

 

 

• The City pursued and implemented a wide range of programs and 
services designed to ease the suffering of citizens, safeguard public 
health, reduce the spread of the COVID-19 virus, and ease the economic 
impacts left in the pandemic’s wake. 

• Despite never having exercised or trained to such a scenario, there was 
no hesitation by the Mayor or his staff to lead the City’s response. The 
Mayor acted quickly and decisively on many fronts, often with 
innovative initiatives to help protect the City and its people.  

• Communications between the EOC and each activated DOC/BOC was 
established early and sustained over the course of the activation. Many 
City departments, agencies, and bureaus had done a commendable job 
of developing their internal emergency management capabilities. 

• The information and intelligence tools and products produced by the 
EOC’s Planning and Intelligence Section were valuable and effective, 
including meetings and briefings, situation reports, and Continuity of 
Operations (COOP) guidance and reporting tools.  

• The Business Operations Center partnered with the Chamber of 
Commerce, Emergency Network Los Angeles (ENLA), and internal City 
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A Selection of 
Notable 

Strengths  
(Cont.) 

departments and established a Technical Advisory Group (TAG) to 
address the uncoordinated and duplicative efforts of City and County 
departments that interfaced with the private sector. 

• Representatives from City departments/agencies/bureaus assigned to 
the EOC Operations Section demonstrated an ability to pivot between 
dual operational roles and to successfully multi-task during concurrent 
response operations. 

• The City recognized and addressed the shortfalls of its existing COOP 
planning by requiring each department to develop an addendum 
specifically to address the gaps that would be needed to help guide 
them through the operational and personnel impacts of the pandemic. 

• The EOC validated resource needs by reviewing COOP Plan Pandemic 
Addendums and weekly departmental COOP surveys and also used the 
data as a sounding board for resource prioritization decisions. 

• Development of Critical Item Request Guidance (April 2020) helped 
ensure the City could take advantage of and procure critical resources 
when they became available and monitor requests associated with 
critical items (e.g., PPE, sanitation supplies). 

• The development of Disaster Service Worker (DSW) instructional 
materials, multi-media resources, and training videos addressed long-
standing programmatic gaps. Additionally, a DSW bench of available 
candidates was maintained to support emergency needs. 

• Disaster financial management plans, policies, and procedures were 
developed pre-disaster and assisted the City in being proactive and 
responsive to the fluidity of the pandemic situation. 

• The development of a Donations Management Standard Operating 
Procedure (SOP) was an excellent way to define and formalize an ad-hoc 
donations program being created by the Business Operations Center. 

• The Mayor’s Office and EMD targeted public information to specific 
neighborhoods using Healthy Places Index (HPI) scores associated with 
zip codes. 

• The EOC transitioned from a failing information management system to 
an effective temporary solution to a capable and robust permanent   
system all during the course of its pandemic activation.  

• The majority of EOC/DOC/BOC responders took personal responsibility 
for their health and safety, abided by established health and safety 
policies, and took the COVID-19 threat seriously. 

• The City initiated economic and community recovery as well as City 
reconstitution planning efforts early in the pandemic in anticipation of 
a return to normal.  
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• A lack of previous pandemic planning led to the creation of a response 
organization outside of the parameters of the City’s existing Emergency 
Operations Plan (EOP) and emergency management framework. 
Additionally, a lack of understanding of emergency roles and 
responsibilities among departments/agencies caused a significant 
learning curve for responders and contributed to misconceptions and 
inefficiencies. 

• To better integrate and maximize the Mayor’s involvement as the lead 
for policy and emergency operations, the Mayor’s Office should have 
been appointed as the EOC “lead agency” (per City emergency plans) 
and been assigned  all the roles and functions in the EOC associated with 
a lead agency (e.g., EOC Director). This could have improved 
coordination, information flow, and collaboration.   

• EOC Action Plans (EAPs) developed for each Operational Period did not 
include sufficient content nor authority to fully facilitate the EOC’s 
operations. 

• Sufficient and consistently applied best practices for ensuring situational 
awareness and facilitating communications during virtual EOC 
operations were needed. 

• Coordination between the EOC and external partners was sometimes 
haphazard, did not reach its full potential, or involved multiple and 
sometimes inconsistent or redundant points of contact, which could 
partially be attributed to the failure to appoint an EOC Liaison Officer. 

• The role of the City’ Public Health Liaison was not well defined and had 
not yet been integrated into the City’s plans and procedures. In addition, 
a public health crisis such as COVID-19 called for the formation of a 
Health/Medical Unit or Branch in the EOC, which did not occur. 

• The Business Operations Center requires additional resources, staffing, 
and relationships if the City desires to have an effective public-private 
sector partnership. 

• EOC activation protocols for “simultaneous/concurrent incidents” need 
to be defined in plans and procedures. 

• The City should use lessons and momentum from the pandemic as an 
opportunity to revise its continuity plans to be more comprehensive and 
genuinely capable of implementation for any hazard. 

• The lack of previous resource management guidance in plans, trainings 
and exercises delayed the effective acquisition and mobilization of 
resources. 

• A centralized emergency procurement and resource fulfillment policy 
and process that provides for critical resource prioritization, fiscal 
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A Selection of 
Suggestions for 
Improvement 

(Cont.) 

accountability, tracking, and visibility from request submission through 
to vendor payment is needed. 

• Identifying the funding source(s) for each resource request before a 
request is authorized for fulfillment slowed the resource ordering 
process and resulted in lost opportunities when resources were in short 
supply. 

• Operational leadership of the Business Operations Center needs to be 
permanently assigned to either the Mayor’s Office or EMD. Likewise, the 
Business Operations Center’s plans and procedures need to be fleshed 
out and revised to reflect operational realities. 

• The Joint Information System (JIS) was underutilized and under-
resourced, and there was less participation and contribution to the JIS 
than in prior events. 

• The City should institutionalize EOC staffing approaches and policies 
that will ensure the EOC has access to reliable, trained, experienced, and 
consistent EOC responders. 

• Review City emergency preparedness efforts (e.g., planning, equipping, 
training, and exercising) to consider and address the possibility of virtual 
EOC operations in the future. 

• EMD’s annual budget should provide sufficient funding for the resources 
and staffing needed to achieve the myriad functions of a robust 
emergency management department. Additionally, it should include 
regular and reliable funding for a variety of EOC support systems and 
services, including feeding operations, psychological support, and 
technologies for ensuring operational effectiveness. 

• A prepared and resilient City is dependent on a healthy, empowered, 
funded, resourced, and integrated Emergency Management 
Department. 

Points of Contact 

City of Los Angeles: 

Gary Singer 
Emergency Management Coordinator II 
Emergency Management Department 
City of Los Angeles 
500 E. Temple Street 
Los Angeles, CA 90012  
(213) 484-4803 
Gary.Singer@LACity.org    

CPARS Consulting, Inc.: 

Nicholas Lowe, CEM, CBCP, MEP 
President/Chief Executive Officer 
CPARS Consulting, Inc. 
710 S. Myrtle Avenue, #296 
Monrovia, CA 91016 
(626) 320-0218 
NLowe@CPARSconsulting.com  
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I. Introduction 
Since January 2020, the City of Los Angeles has been involved in the longest emergency operation 
in its history in response to the COVID-19 global pandemic. The social and economic disruptions, 
along with the health and safety impacts of the pandemic, had monumental effects on the City’s 
nearly four million residents. The City’s government and its partners worked tirelessly for more 
than a year to protect and serve the community throughout the extended and unpredictable 
crisis. What happened in the City of Los Angeles and how it responded also had rippling effects 
upon and influenced the greater metropolitan statistical area of more than 18 million people.    

By all accounts, the COVID-19 pandemic was a catastrophic incident. Applying the National 
Response Framework (NRF) makes that evident as the pandemic met every criterion of the 
definition:  

“…any natural or manmade incident…that results in extraordinary levels of mass 
casualties, damage, or disruption severely affecting the population, infrastructure, 
environment, economy, national morale, and/or government functions. A catastrophic 
incident could result in sustained national impacts over a prolonged period of time; almost 
immediately exceeds resources normally available to State, local, tribal, and private-sector 
authorities in the impacted area; and significantly interrupts governmental operations 
and emergency services to such an extent that national security could be threatened.” 

This review is intended to be an independent, forthright, and constructive assessment of the 
City’s emergency management efforts associated with its response to and recovery from the 
catastrophic effects of the COVID-19 pandemic. As an emergency management review, this 
report does not focus on the effectiveness of the tactical operations/programs of the City to 
mitigate the spread of the virus or ensure the continuity of essential services, but rather focuses 
on the policy-making, coordination, information and resource management, and public 
communications processes and activities that resulted in and enabled those tactical operations. 
With its only motivation being the future safety, health, and prosperity of the City’s residents and 
the broader region, this report memorializes the City’s emergency management efforts through 
April 2021 and identifies notable strengths and opportunities for improvement so the City may 
pursue corrective actions that will improve its resilience for any future natural or human-caused 
hazard, including those of a catastrophic nature, magnitude, and/or duration. 

1. Incident Context 
The COVID-19 pandemic is an ongoing global pandemic of Severe Acute Respiratory Syndrome 
Coronavirus 2 (SARS-CoV-2). The World Health Organization declared a Public Health Emergency 
of International Concern for COVID-19 on January 30, 2020, and later declared a pandemic on 
March 11, 2020. As of the time of this report, nearly 200 million cases had been confirmed 
worldwide with more than 4.2 million deaths attributed to COVID-19, making it one of the 
deadliest pandemics in history. 

Ten of the first twenty confirmed COVID-19 cases in the United States occurred in California, one 
of the first of which was confirmed at Los Angeles International (LAX) Airport on January 22, 2020. 
As the disease rapidly spread throughout the State, the Governor proclaimed a State of 



                         Emergency Operations Activation AAR:  
City of Los Angeles  COVID-19 Pandemic  

Introduction                                                              2 

Emergency on March 4, 2020, which remained in effect as of the writing of this report. A 
mandatory statewide stay-at-home order was issued on March 19, 2020, that was not terminated 
until January 25, 2021. On June 18, 2020, the Governor ordered a statewide mask mandate 
requiring citizens to wear masks or other coverings in most public spaces with a few exceptions. 
On December 30, 2020, a confirmed case of a new, more contagious SARS-CoV-2 variant from 
the United Kingdom was reported in California and over the months that followed it became the 
dominant strain among those infected. A second and more severe wave of COVID-19 infections 
occurred in late December 2020 through February 2021. As multiple vaccines were approved and 
distributed for emergency use, the number of infections decreased by nearly 90% between 
January and June 2021. On June 15, 2021, the State fully reopened the economy citing positive 
statistics and improving data trends. However, even with California’s relatively high vaccination 
rates, another new and more contagious variant known as the “Delta Variant” resulted in yet 
another surge in infections amongst the unvaccinated population, which was occurring at the 
time of this report’s publication. As of this report, California had reported more than four million 
confirmed cumulative cases and nearly 65,000 deaths in the state. 

The pandemic resulted in significant social and economic disruption, including the largest global 
recession since the Great Depression. It led to widespread supply shortages exacerbated by panic 
buying, agricultural disruption and food shortages, and the closure or cancellation of public 
events, schools, and businesses worldwide. Misinformation, particularly circulated through social 
media and mass media, became rampant. The pandemic raised issues of racial and geographic 
discrimination, health equity, and the balance between public health directives versus individual 
and economic rights. 

In response to the pandemic, the City of Los Angeles’ Emergency Operations Center (EOC) initially 
activated to a Level III (lowest level) on March 3, 2020. The EOC activation level increased to Level 
II on March 13, 2020, and once again to the EOC’s highest Level of activation, Level I, on March 
16, 2020. The EOC activation remained at a steady state until late spring when functions began 

to be operated virtually and others were demobilized. The EOC⎯as the coordinator of the City’s 

Emergency Operations Organization (EOO)⎯remained active with at least some in-person 
functions through the end of 2020 and went to a fully virtual operation as of the first of 2021. 

2. City Emergency Management Overview 
The government of the City of Los Angeles is comprised of an Executive (the Mayor), City Council, 
and forty-three (43) City Departments, Agencies, and Bureaus. Collectively, these agencies 
comprise the City’s EOO, a “department without walls” created in 1980 to coordinate the City’s 
emergency preparedness (e.g., planning, training, exercising, and mitigation), response, and 
recovery operations. The intention of the EOO is to ensure a unified and streamlined chain of 
command for coordinating all the City's resources to meet immediate threats to life and property.   

To oversee and guide the EOO, the City established an Emergency Operations Board (EOB) 
composed of the Chief of Police, Fire Chief, and the heads of 15 City departments and offices. 
The EOB is tasked with issuing instructions to the EOO members and enforcing all necessary rules 
and regulations necessary for its governance. The City’s EOO and emergency management 
structure is established in accordance with Division 8, Chapter 3 of the Los Angeles Administrative 
Code (LAAC) and the California Emergency Services Act.   
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In 2000, the City established an Emergency Management Department (EMD) by ordinance. 
Originally known as the Emergency Preparedness Department, the EMD is responsible for 
facilitating the City’s emergency planning, training, response, and recovery efforts during major 
disasters, such as fires, floods, earthquakes, acts of terrorism, and for major planned events in 
the City that require the involvement of multiple City departments. Not long after, the Mayor 

created a Mayor’s Office of Public Safety and Homeland Security⎯now the Mayor’s Office of 

Public Safety (MOPS)⎯in 2005, with the intention of transforming the City into a world-class 
model for crime prevention, counter-terrorism, and emergency preparedness. MOPS is 
responsible for coordinating security and emergency preparedness activities throughout Los 
Angeles, which includes reducing crime and gang activity, improving emergency response and 
counter-terrorism capabilities, and building community-based trust and relationships. 

Additionally, EMD has responsibility for the operational readiness of the City’s EOC. The EOC 
serves as the central physical location for the City of Los Angeles’ jurisdictional coordination, field 
command support, and overall incident management. The EOC’s organization and defined 
processes facilitate multi-agency/multi-jurisdictional coordination, policy implementation, 
information management, and resource coordination. All of these functions support responders 
in the field and maintain City services to the public during times of crisis. The EOC does not 
directly manage or command tactical operations at an incident or event—a responsibility that 
rests with the on-scene field command or within City departments/agencies. The role of the EOC 
is to collect, validate, and organize emergency information and to provide the overall 
coordination of support and resources to the field, during response and recovery operations. The 
EOC’s functions include: 

• Providing resources; 

• Pushing resource requests to higher levels of government if they cannot be filled locally; 

• Providing City departments with situational awareness; 

• Coordinating with elected and appointed officials; 

• Developing/advising/facilitating policy decisions; 

• Providing continuity of operations support for City services; 

• Coordinating with other response and recovery stakeholders, including Los Angeles 
County, State of California, federal, military, and private organizations (from a Business 
Operations Center housed in the City EOC); and 

• Coordinating the City’s “One Voice” public messages. 

Day-to-day emergency operations are conducted from departments and agencies that are widely 
dispersed throughout the City of Los Angeles. When a major event or disaster occurs, centralized 
management from the City EOC is needed to facilitate a coordinated response. Department 
Operations Centers (DOCs)/Bureau Operations Centers (BOCs) are department-specific 
coordination centers that manage situational awareness and coordinate resources in a similar 
fashion to the City EOC, but their purview is specifically  limited to their associated department’s 
or discipline’s role in the emergency. DOCs/BOCs in turn communicate and coordinate with the 
City EOC.  

The EOC is organized into five functional areas: 



                         Emergency Operations Activation AAR:  
City of Los Angeles  COVID-19 Pandemic  

Introduction                                                              4 

• Management Staff: Responsible for overall City emergency policies, priorities, and 
coordination.   

• Planning & Intelligence Section: Responsible for collecting, validating, and disseminating 
information and developing a common operating picture. Also facilitates the 
development of the EOC Action Plan, which dictates the EOC’s objectives, assigned tasks, 
and metrics. 

• Operations Section: Responsible for coordinating and monitoring all departmental 
operations and resources in support of the emergency response, including liaison 
functions with each DOC/BOC. 

• Logistics Section: Responsible for locating and providing requested facilities, services, 
personnel, and equipment to support emergency operations. 

• Finance & Administration Section: Responsible for tracking and documenting all financial 
activities related to the disaster. 

3. Report Purpose 
This report is intended primarily for use by the City of Los Angeles to memorialize the effects of 
the pandemic on the City’s emergency operations, the emergency management actions it took 
in response, and the actual or perceived effectiveness of those actions. To some degree, this 
report is intended to be a self-assessment process guided and facilitated by the authors. 
Therefore, it was with the advantage of hindsight that City emergency personnel and 
stakeholders from partner organizations were able to identify lessons, alternate approaches, or 
opportunities for improvement derived from their reflections and, to a lesser extent, the 
observations of the authors. Those items are included as Notable Strengths or Areas for 
Improvement in each topical category of the narrative, as appropriate, and are intended for the 
City’s awareness and consideration. They do not necessarily imply an error occurred or a 
corrective action is necessary, but rather suggest alternate perspectives. 

4. Report Structure 
Beyond this introductory section (Section 1), this report is organized into two primary sections:  

• A timeline of major events and actions that tells the City’s emergency management story 
chronologically (Section 2); and  

• A set of narratives organized into nine categories that analyzes the City’s story more in-
depth by topic and presents notable strengths and areas for improvement related to 
those categories (Section 3).  

The timeline is intended to be a summary reference that illustrates the momentum, magnitude, 
and duration of the City’s response and recovery efforts. The entries are not intended to 
represent every action the City took, but rather items of significance. Each entry in the timeline 
is color-coded to match the associated topical categories and detailed narratives in Section 3 
organized into the following nine categories:  

1) Policy and Decion-Making 
2) Information Management/Sharing 
3) Communications/Inter-Agency Coordination 
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4) Incident Support/Consequence Management 
5) Resource and Fiscal Management 
6) Public Information 
7) EOC Support Systems 
8) Positioning for Recovery 
9) Organization, Culture, and Preparedness 

Each individual narrative within a category in Section 3 is intended to provide a stand-alone 
understanding of a topic. The authors of this report believed readers will likely review the specific 
sections most applicable to their purpose and/or interests. As such, each narrative may provide 
relevant background on the City’s circumstances to put topics in context and defines acronyms 
on the first use. Narratives do not, however, reiterate other narratives; though cross-references 
to other narratives are provided to direct the reader’s attention to additional information or 
context, as necessary.  

Following a brief Conclusion (Section 4), this report includes a set of appendices to include:  

• An Improvement Plan (Appendix A), which lists the corrective actions the City has 
committed to implementing to improve its future emergency preparedness based on its 
experiences and lessons from the pandemic and the recommendations captured in this 
report; 

• A summary of the data collected from more than 100 survey responses from City EOC and 
DOC/BOC responders related to a wide variety of emergency management topics 
associated with the City’s COVID-19 response (Appendix B); and 

• Comparisons and lessons that can be drawn from the emergency management efforts of 
other big cities in the United States that spoke to the authors of this report about their 
experiences with COVID-19 to potentially inform the City of Los Angeles’ improvement 
efforts (Appendix C).  

5. Methodology 
This review is intended to be a useful tool for identifying the City of Los Angeles’ strengths and 
opportunities for improvement associated with its emergency management efforts in response 
to the global COVID-19 pandemic up to April 2021. The approach employed by the CPARS Team 
included active research, data gathering and interviews, feedback, and re-evaluation 
mechanisms. The mechanism for the City of Los Angeles to provide CPARS with feedback on the 
developing report was of particular importance because: 1) the results of the City’s response and 
recovery efforts were still evolving during the writing of this report; and 2) City personnel had 
equally valuable insights into the City’s response as did the CPARS Team.  

Research Phase and Work Plan Development 
During the first phase of this effort, the CPARS Team reviewed thousands of documents provided 
by the City and others gathered through open-source research. During this time, the CPARS Team 
issued a survey intended for all responders assigned to the City EOC over the course of the 
pandemic to date as well as DOC/BOC leadership and those from partner organizations who 
coordinated with the City’s EOC. The documentation review at this phase of the effort helped the 
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CPARS Team develop a baseline understanding of the City’s response upon which to structure 
more active data gathering. The Team then developed a Data Gathering Work Plan identifying 
information gaps and proposed strategies for addressing the gaps (i.e., who needed to be 
engaged, how, and when) including the lines of questioning and topics necessary to complete the 
City’s COVID-19 emergency management story. The Work Plan was presented to the City for 
review and awareness.  

Individual and Group Interviews 
Based on the Data Gathering Work Plan, the CPARS Team conducted 31 group interview sessions 
with 153 City staff and representatives of partner organizations,  issued several email inquiries 
and requests for documents, and conducted more than 20 one-on-one, private, or follow-up 
interview sessions between April and May 2021. The majority of sessions were conducted 
virtually. Many individuals participated in more than one session to contribute perspectives on 
multiple topics. The purpose of all engagements was for participants to tell their story from their 
perspective so the CPARS Team could fully and accurately document the City’s response and 
recovery efforts. Because a significant amount of documentation was reviewed in preparation 
for these engagements, questioning was typically very specific and intended to fill information 
gaps.  

Leadership Workshop 
On May 25, 2021, a virtual leadership workshop was held with two objectives: 1) to serve as a 
forum for continuing to vet, consider, and discuss shared experiences and lessons related to the 
pandemic response; and 2) to review preliminary areas for improvement identified by the CPARS 
Team to reach a consensus and ensure a complete and accurate understanding of root causes 
prior to incorporation into the report. Thirty-four (34) senior and supervisory representatives 
from City departments and the EOC activation participated.  

Report Development and Review 
During this phase, the CPARS Team analyzed the data and information gathered. Since the CPARS 
Team was comprised of members with a wide variety of experiences and expertise, collective 
discussion often resulted in better conclusions or solutions than its members would have reached 
individually. In some cases, this team dialogue led to the re-evaluation of data/information or 
additional research or data gathering. Ultimately, the City was given an opportunity to review 
the draft report in its entirety to vet the facts presented and offer feedback. Feedback was taken 
into consideration as the report was finalized. The integrity of the review was of utmost 
importance to the CPARS Team. Each comment/question received from the City was reviewed 
and adjudicated by the CPARS Team. Ultimately, and after multiple rounds of review, the 
completed report was provided to the City on June 13, 2022.  

6. Assumptions 
• This assessment is limited to the City’s emergency management efforts associated with 

its management and coordination of the response to and recovery from the COVID-19 
pandemic. This report does not address every activity or program the City performed in 
response to the pandemic, but rather those processes that selected, facilitated, 
resourced, and informed those activities and programs. Much of that activity occurred 
within the City’s EOC and amongst its DOCs/BOCs, but this report also includes 
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assessments of any emergency management related activities performed outside the 
confines of the EOC and DOCs/BOCs, where applicable. 

• The COVID-19 global pandemic presented unprecedented conditions for this generation 
of City officials. While response and recovery plans existed, some requirements could not 
have been anticipated. In many instances where standards did not exist, this report 
evaluates the City’s emergency management efforts against its own intended outcomes. 
The City and other representatives told the authors what they hoped to achieve, how they 
intended to achieve it, and whether they felt they met the objective(s). To some degree, 
it was the CPARS Team’s role to lead the City through a self-assessment process and to 
create an open and effective environment for doing so.  

• This report does not focus on any one individual, program, or department. Rather, the 
report attempts to focus on strengths and opportunities for improvement applicable 
across the City’s entire EOO. None of this report is intended to find fault or lay blame. 

• Results found in this report are based on individual recollections of what occurred, when, 
why, and how. The authors have attempted to present information objectively, but also 
recognize individuals’ perceptions were, in many cases, just as important as reality. Those 
engaged in this process were always encouraged to share their story from their personal 
perspective. 

• During the review, where there were differing perspectives among the stakeholders, this 
report attempts to capture the spectrum of recollections related to the given topic and 
does not make a determination as to which perspective or recollection was “right” or 
“wrong.”  

• All claims related to physical health, psychological or emotional effects or distress were 
assumed to be legitimate. 

• Anonymity was essential to obtaining the unvarnished and candid input of those engaged. 
It was also important in the writing of this report to maintain a City-wide perspective not 
construed as any one person’s perspective. As such, the topical narratives have not been 
written to cite their sources unless specifically necessary.  

• Where documentation offered sufficient insight into what happened, the CPARS Team did 
not reiterate those topics in interviews and may not have engaged individuals in further 
discussion; assuming individuals’ recollections were clearer and more complete when 
they documented them than they would have been at the time of this report’s data 
collection phase (nearly one year after the start of the pandemic). 

• The narratives in this report are a result of those interviewed and the documentation 
reviewed and are not inclusive of every involved department/group/individual. 

• Effects of the pandemic and the City’s response to them were still evolving at the time of 
this report’s completion and some long-term implications of the pandemic and the City’s 
response and recovery may not be known for years, if ever. The authors have attempted 
to identify these situations where appropriate and it may be necessary for annexes to be 
added to this report in the future. 
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Non-City Event/Action Comms/Inter-Agency Coord. Public Information

Policy & Decision-Making Incident Support/Consequence Mgmt. EOC Support Systems

Information Mgmt./Sharing Resource & Fiscal Mgmt. Positioning for Recovery

Timeline Color Coding Key

II. Timeline of Events and Actions 
The following timeline illustrates the momentum, magnitude, and duration of the City of Los 
Angeles’ emergency management response and recovery efforts. Entries are not representative 
of every event that occurred or action the City of Los Angeles took, but rather items of 
significance. Each entry in the timeline is color coordinated to the associated topical categories 
in Section 3, which includes summary narratives, notable strengths, and associated 
considerations for improvement.  

Events/Actions Date Events/Actions 
COVID-19 first touches the City of Los 
Angeles when the Centers for Disease 
Control and Prevention (CDC) initiates 

entry screening at Los Angeles 
International Airport (LAX) for passengers 
entering from designated areas of China. 

01/16/20 

 

 
01/21/20 

The first U.S. case of COVID-19 is 
confirmed in Washington State. 

LAX confirms its first case of COVID-19 
through CDC screening. 

01/22/20 
 

 
01/30/20 

The World Health Organization (WHO) 
issues a public health emergency of 
international concern.  

President Trump declares a Public Health 
Emergency for COVID-19. 

02/02/20 
 

 

02/03/20 

Los Angeles World Airports (LAWA) 
activates its Department 
Operations Center (DOC) to support 
COVID-19 related operations. 

Emergency Management Department 
(EMD) establishes a COVID-19 Task Force 
to monitor the situation, coordinate with 

City departments/agencies (i.e., LAWA), 
and consider the possibilities of incident 

escalation. 

02/03/20 

 

 

02/10/20 

EMD COVID-19 Task Force produces its 
first Situation Report detailing local 
proclamations, supply shortages, and a 
review/reevaluation of EMD's "Mega" 
Contracts. 

The City's Emergency Operations Center 
(EOC) is activated to a Level III (lowest 
level) and initiates its first Operational 

Period (OP). 

03/03/20 
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Events/Actions Date Events/Actions 
EOC Planning and Intelligence Section 
develops a Department Continuity of 
Operations (COOP) Pandemic Annex 

Template for City departments. 

03/03/20 

 

 
03/04/20 

Mayor Garcetti proclaims a State of Local 
Emergency in the City of Los Angeles. 

EMD COVID-19 Task Force produces a 
Draft COVID-19 Action Plan addressing 

COOP planning and drills, 
communications, information sharing, and 

EOC operations.  

03/04/20 

 

 

03/04/20 

The City's Emergency Management 
Committee (EMC) meets to review 
Continuity of Operations (COOP) Plans, 
determine how best to amplify LA County 
Public Health messaging, and define the 
resource request process for 
departments/agencies. 

Governor Newsom and the County of Los 
Angeles Proclaim States of Emergency and 

Declare Public Health Emergencies for 
California and Los Angeles County, 

respectively.  

03/04/20 

 

 

03/04/20 

EOC OP #2 sets a precedent for the first 
week-long OP from 3/4/20 to 3/11/20, 
with the EOC staffed from 8:00 am to 7:00 
pm Monday through Friday and virtual 
staffing evenings and weekends. 

Office of the City Administrative Officer 
(CAO) issues first Inter-Departmental 

Correspondence (IDC) requiring all 
departments to track COVID-19 related 

expenses and provide guidance on how all 
City Departments should classify costs. 

03/06/20 

 

 

03/07/20 

EMD publishes Recommendations/ Best 
Practices for City Departments and 
Employees to limit the spread of COVID-
19. 

EMD deploys an Agency Representative to 
the County of Los Angeles/ Operational 

Area (OA) EOC. 
03/09/20 

 

 
03/10/20 

The City hosts its first City-Wide COVID-19 
Briefing Call for the Mayor and Cabinet 
(department/agency heads). 
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Events/Actions Date Events/Actions 
The WHO declares COVID-19 a global 

pandemic. 
03/11/20 

 

 
03/11/20 

Mayor's Office and Personnel Dept. issue 
Emergency COVID-19 Telecommuting 
Guidelines. 

EOC OP #3 returns to daily Operational 
Periods Monday through Friday. 

03/12/20 
 

 

03/12/20 

Mayor's Office and Personnel Dept. issue 
COVID-19 City Guidelines  addressing 
workforce protections while ensuring 
continuity of operations. 

The City EOC upgrades its activation to 
Level II (intermediate activation). 

03/13/20 
 

 
03/13/20 

President Trump Declares a National State 
of Emergency for COVID-19. 

Deadline for City departments to submit 
their COOP Pandemic Annexes per the 
instructions and template provided by 

EMD. 

03/13/20 

 

 

03/15/20 

Mayor Garcetti begins televised press 
briefings every evening that often become 
the source of information on current City 
policies and activities for emergency 
responders.  

EMD issues the first NotifyLA mass 
notification related to COVID-19 on behalf 

of the City. Fourteen (14) more followed 
throughout 2020. 

03/15/20 

 

 
03/16/20 

The City EOC upgrades its activation to 
Level I (highest level/full activation). 

EMD and the Mayor's Office provide 
feedback to departments on their COOP 

Pandemic Annexes. 
03/16/20 

 

 
03/16/20 

The EOC requires departments to begin 
submitting daily COOP Situation Status 
Reports. 

The EOC Public Information Group 
establishes a virtual Joint Information 

System (JIS) with City and County 
representation. 

03/17/20 

 

 

03/18/20 

The EOC Planning and Intelligence Section 
is tasked with maintaining a virtual 
staffing strategy for the EOC with the first 
iteration due March 20, 2020. 
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Events/Actions Date Events/Actions 
President Trump signs into law the 

Families First Coronavirus Response Act 
(FFCRA). 

03/18/20 
 

 
03/18/20 

Mayor Garcetti activates the City's 
Disaster Service Worker (DSW) Program. 

Governor Newsom issues a state-wide 
"Stay-at-Home" Order for California. 

03/19/20 
 

 

03/19/20 

Mayor Garcetti issues a "Safer-at- Home" 
Order for the City in conjunction with a 
similar order issued by the County Health 
Officer for Los Angeles County as a whole. 

Mayor Garcetti issues a directive to City 
departments instructing them to "tighten 

their belts" to curtail new expenditures 
and return excess funds to the City 

General Fund. 

03/19/20 

 

 

03/20/20 

Personnel Dept. issues payroll codes for 
tracking COVID-19 related work, including 
leave without pay and telecommuting, 
and addresses human resource policy and 
benefits concerns. 

Personnel Dept. establishes a COVID-19 
employee information website with FAQs, 

telecommuting guidance, and workplace 
safety information. 

03/20/20 

 

 

03/23/20 

Mayor's Office, City Council, and CAO 
establish a $20 million COVID-19 
Emergency Response Fund to support City 
departments/agencies. 

CAO initiates the City’s efforts to get 
disaster reimbursement for “Emergency 
Protective Measures” by registering on 

FEMA's grant portal and submitting a 
"Request for Public Assistance.” 

03/24/20 

 

 

03/25/20 

Mayor Garcetti issues an emergency 
directive streamlining reporting and 
approval requirements for emergency 
expenditures by City departments/ 
agencies.  

The City's Unified Hospital Surge Capacity 
Task Force publishes an "Alternative Care 

Site Management Plan" detailing the 
conversion of the Los Angeles Convention 

Center into a Federal Field Hospital.  

03/25/20 
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Events/Actions Date Events/Actions 

 
03/26/20 

The EOC Advanced Planning Unit 
produces the EOC’s first Safety Plan for 
the COVID-19 activation. 

President Trump signs into law the 
Coronavirus Aid, Relief, and Economic 

Security (CARES) Act. 
03/27/20 

 

 

03/27/20 

General Services Department (GSD) and 
CAO IDC describes the centralized process 
for requesting supplies for COVID-19 
related items and includes instructions for 
pre-identifying funding sources when 
placing a request. 

EMD issues the first Wireless Emergency 
Alert (WEA) mass notification related to 

COVID-19 on behalf of the City. 
03/27/20 

 

 
03/28/20 

City EOC begins virtual/remote operations 
for some functions and positions. 

Over the weekend efforts commence to 
convert the Los Angeles Convention 
Center into a Federal Field Hospital. 

03/28/20 
 

 
03/31/20 

The Mayor’s Office assumes leadership 
and staffing of the EOC Business 
Operations Center. 

Department COOP Status Reporting to the 
City EOC transitions to a new template 

that must be submitted on Tuesdays and 
Fridays versus daily. 

03/31/20 

 

 

04/02/20 

CAO IDC provides updated instructions for 
tracking COVID-19 related costs, payroll 
processing, available grant funding, and to 
reflect updated Federal Emergency 
Management Agency (FEMA) guidance.  

City EOC participates in a FEMA Region IX 
COVID-19 Senior Leadership Briefing. 

04/03/20 
 

 

04/03/20 

The EOC begins conducting weekly “hot 
wash” meetings to document and address 
operational strengths and areas for 
improvement. 

Trump Administration recommends 
Americans wear “non-medical cloth” face 

coverings. 
04/03/20 
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Events/Actions Date Events/Actions 
Mayor Garcetti issues a "Worker 

Protection Order" requiring workers in 
essential businesses, including City 

government, to wear face coverings. 

04/07/20 

 

 

04/08/20 

Mayor Garcetti issues a directive to 
departments establishing an expectation 
for mandatory participation in the DSW 
program. 

City EOC transitions from daily to week- 
long OPs.  

04/08/20 
 

 
04/09/20 

The EOC Advanced Planning Unit 
produces an updated EOC Safety Plan that 
includes a face mask requirement. 

Mayor Garcetti extends the City’s “Safer-
at-Home” Order to May 15th and adds 

social distancing and face covering 
requirements.  

04/10/20 

 

 
04/10/20 

Personnel Dept. issues Families First 
Coronavirus Response Act (FFCRA) Memo 
addressing new Federal leave guidelines.   

City participates in a CARES Act 
Coordination Call with the Federal 

government. 
04/16/20 

 

 
04/17/20 

The EOC JIS begins issuing weekly updates 
and status reports. 

EMD transitions away from WebEOC® to a 
Google Emergency Management Suite 

(GEMS) and issues a memo regarding the 
new resource management process using 

GEMS. 

04/20/20 

 

 
04/24/20 

City EOC begins its themed t-shirt Fridays 
morale building initiative. 

CAO IDC provides updated instructions for 
tracking COVID-19 related costs, payroll 

processing, available grant funding, and to 
reflect updated FEMA guidance.  

05/04/20 

 

 
05/06/20 

EMD presents a COVID-19 Recovery/ 
Reconstitution Strategy to the Mayor's 
Office for consideration. 

City issues a revised "Worker Protection" 
Order addressing safe workspaces and 

social distancing, which is integrated into 
the EOC Safety Plan. 

05/07/20 
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Events/Actions Date Events/Actions 

 

05/07/20 

EOC P&I Section conducts a COVID-19 
Brushfire Tabletop Exercise to address 
recovery concerns during COVID and the 
potential management of concurrent 
incidents (i.e., wildfires). 

Personnel Dept. issues an updated Leave 
Policy Memo clarifying the City’s 

personnel and leave policies associated 
with the FFCRA.   

05/13/20 

 

 
05/26/20 

Mayor Garcetti's evening press briefings 
transition from daily to as needed, but 
continue with some frequency for a year.  

First activation of the City EOC for a 
simultaneous incident: Protests for Racial 

Justice (PFRJ).  
05/30/20  

 05/31/20 
City EOC activation level is elevated to 
Level II for the PFRJ.  

City EOC’s PFRJ Level II activation is 
blended with the higher Level I activation 

for COVID-19 with an extended OP at 
Level II for the PFRJ into the evenings. This 

alternating schedule at Level I during the 
day and Level II during the evenings 

continues until the PFRJ response 
demobilizes. 

06/01/20  

 

06/04/20 

The Business Operations Center develops 
a COVID-19 Donations Management 
Standard Operating Procedure (SOP) to 
complement the Emergency Operations 
Plan’s Donations Management Annex. 

First drafts of City department 
Reconstitution Plans are due. 

06/05/20 
 

 
06/09/20 

Business Operations Center establishes a 
webpage on EMD’s website. 

City EOC's simultaneous activation for the 
PFRJ ends while the Level I COVID-19 

activation continues. 
06/09/20  

 

06/11/20 

Mayor Garcetti issues a directive creating 
a DSW Task Force to include the 
Personnel Dept., EMD, and the 
Information Technology Agency (ITA) to 
administer the operations of the program.  



                         Emergency Operations Activation AAR:  
City of Los Angeles  COVID-19 Pandemic  

Timeline of Events and Actions                             16 

Non-City Event/Action Comms/Inter-Agency Coord. Public Information

Policy & Decision-Making Incident Support/Consequence Mgmt. EOC Support Systems

Information Mgmt./Sharing Resource & Fiscal Mgmt. Positioning for Recovery

Timeline Color Coding Key

Events/Actions Date Events/Actions 
City departments provided feedback by 

the Mayor's Office and EMD on draft 
Reconstitution Plans. 

06/12/20 
 

 

06/16/20 

CAO IDC provides updated instructions for 
tracking COVID-19 related costs, payroll 
processing, available grant funding, and to 
reflect updated FEMA guidance.  

Second drafts of City department 
Reconstitution Plans are due. 

06/19/20 
 

 
06/26/20 

City departments provided feedback by 
the Mayor's Office and EMD on second 
drafts of Reconstitution Plans. 

Finalized City department Reconstitution 
Plans are due. 

07/03/20 
 

 
07/10/20 

The EOC Advanced Planning Unit 
produces the final iteration of the EOC 
Safety Plan. 

CAO IDC provides updated instructions for 
tracking COVID-19 related costs, payroll 

processing, available grant funding, and to 
reflect updated FEMA guidance.  

08/05/20 

 

 
08/28/20 

Governor Newsom issues the “Blueprint 
for a Safer Economy” which took effect 
August 31, 2020. 

The Business Operations Center forms a 
Technical Advisory Group (TAG) to 

coordinate the outreach efforts of City and 
County departments to the private sector. 

09/01/20 

 

 

09/15/20 

The City Emergency Operations Board 
(EOB) conducts its first meeting with a 
quorum (virtually) since the onset of the 
pandemic. Its meeting schedule returns to 
normal after this point (third Thursday of 
each odd numbered month). 

Additional guidance on the use of face 
coverings is issued to City staff. 

09/16/20 
 

 

09/25/20 

City receives $694 million in federal 
funding via the CARES Act. CAO issues 
instructions to departments regarding the 
use of the funds. 

City EOC activates for a second 
simultaneous incident: the Presidential 

Election. 
11/03/20 

 



                         Emergency Operations Activation AAR:  
City of Los Angeles  COVID-19 Pandemic  

Timeline of Events and Actions                             17 

Non-City Event/Action Comms/Inter-Agency Coord. Public Information

Policy & Decision-Making Incident Support/Consequence Mgmt. EOC Support Systems

Information Mgmt./Sharing Resource & Fiscal Mgmt. Positioning for Recovery

Timeline Color Coding Key

Events/Actions Date Events/Actions 

 
11/06/20 

EOC Hot Wash meetings transition from 
weekly to every other week. 

EMD issues the second WEA mass 
notification related to COVID-19 on behalf 

of the City. 
11/10/20 

 

 
12/02/20 

City EOC transitions from week-long OPs 
to month-long OPs. 

Return to workplace protocols, referred to 
as "Personnel and Uniform Workplace 

Safety Protocols" developed by EMD are  
circulated to all departments. 

12/08/20 

 

 
12/17/20 

City EOC conducts a tabletop exercise to 
prepare for a transition to fully virtual 
operations.  

City EOC transitions to a fully virtual 
operation.  

12/24/20 
 

 

12/31/20 

Mayor Garcetti issues a revised, targeted 
"Safer-at-Home" Order restricting 
outdoor activities because of increasing 
COVID cases.  

Mayor’s Office releases "VaxFacts" as a 
webpage/information source focused on 

vaccine distribution in the City. 
01/15/21 

 

 
01/20/21 

City EOC activates for a third 
simultaneous incident: the Presidential 
Inauguration. 

Governor Newsom terminates the State's 
mandatory "Stay-at-Home" Order. 

01/25/21 
 

 
05/03/21 

EMD issues the third WEA mass 
notification related to COVID-19 
vaccinations on behalf of the City. 

The City has accumulated over $1 billion 
dollars in total expenses related to its 
response to the COVID-19 pandemic. 

05/31/21 
 

 
06/15/21 

Governor Newsom fully reopens 
California’s economy. 

The EOC activation level is reduced to a 
Level III (lowest level) 

06/16/21 
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Events/Actions Date Events/Actions 
As of the period reviewed by this report, 
the City EOC is still activated at a Level III 

with virtual operations. Efforts continue to 
coordinate resources and information, 

facilitate policy, issue public information, 
and manage fiscal impacts. The City’s 

emergency management system 
continues to support field/tactical 

programs and services to protect the 
public and aid in economic recovery.    

Ongoing 
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III. Narratives and Analysis 

1. Policy and Decision-Making 
 

Section Introduction 
The City’s emergency management efforts during the COVID-19 pandemic were governed by a 
decision-making and leadership process that resulted in a variety of incident-specific policies. All 
activities then performed by the City’s Emergency Operations Center (EOC) or broader 
Emergency Operations Organization (EOO) were then in support of said policies and a decision-
making process unique to the City’s COVID-19 response. At an aggregate level, many of the 
successes and challenges experienced by the City’s emergency management efforts can be linked 
back to the policy and decision-making defined in this section. In particular, the first two 
narratives (1.1 Public Health Authority and 1.2 Incident Leadership and Plurality of Effort), 
describe root causes that were responsible for many of the challenges the City’s emergency 

management efforts encountered during the pandemic⎯symptoms of root causes described in 
narratives throughout this report. This section of the report describes how policy decisions were 
made, how determinations of incident leadership influenced operations, and what management 
practices were employed to achieve objectives. Additionally, it addresses the role legal matters 
and human resource policies played in the decision-making process. 
 

1.1. Public Health Authority 
The City of Los Angeles does not have its own public health department, Health Officer or 
equivalent that may have had COVID-19 incident-related authorities. Since 1964, the City of Los 
Angeles has contracted with the County of Los Angeles to fulfill the public health needs of its 
residents. The City of Los Angeles is within one of three health jurisdictions within the County of 
Los Angeles. The Los Angeles County cities of 1) Pasadena and 2)Long Beach have their own 
health departments with an authorized Health Officer and thereby, are their own health 
jurisdictions, while the City of Los Angeles falls into the third jurisdiction which is under the 
authority of the Los Angeles County Department of Public Health (LACoDPH) along with 85 other 
cities not noted above and the unincorporated areas within the County. Since the City of Los 
Angeles is under the jurisdiction and direction of the County Department of Public Health it is 
also subject to the direction of the County Health Officer. The authorities as stated in the 
California Health And Safety Code, Division 101. Administration of Public Health, Part 3. Local 
Health Departments, Chapter 2. Powers and Duties of the Local Health Officer and Local Health 
Departments, 101040 are:    
 

“(a) The local health officer may take any preventive measure that may be necessary to 
protect and preserve the public health from any public health hazard during any “state of 
war emergency,” “state of emergency,” or “local emergency,” as defined by Section 8558 
of the Government Code, within his or her jurisdiction. (b) “Preventive measure” means 
abatement, correction, removal or any other protective step that may be taken against 
any public health hazard that is caused by a disaster and affects the public health… (c) The 
local health officer, upon consent of the county board of supervisors or a city governing 
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body, may certify any public health hazard resulting from any disaster condition if 
certification is required for any federal or state disaster relief program.” 
 

In addition, as discussed in detail in Section 1.2 - Incident Leadership and Plurality of Effort, it is 
interesting to note that while the City’s Administrative Code addresses the authorities available 
to the City under a declaration of local emergencies (§8.27), in the case of a public health crisis, 
the code (§8.32 titled “Local Public Health Emergency”) only addresses one specific type of health 

threat⎯“the existence of a critical local public health crisis caused by the transmission of HIV 
and AIDS through the use of hypodermic needles or syringes.” Therefore, the City Administrative 
Code itself does not elaborate on or expand the City’s authority to exercise additional liberties 
provided in the declaration of a public health emergency nor does it provide further clarification 
or expansion of authorities during the pandemic or in relation to the County and County Health 
Officer.   
 
In the absence of documented City authorities specifically pertinent to the pandemic, on March 
4, 2020, the Mayor of Los Angeles exercised the City’s general emergency authority (Los Angeles 
Administrative Code Section 8.27 which provides the Mayor the authority to declare the existence 
of a local emergency during incidents that exceed or are likely to exceed normal services, 
personnel, equipment, and facilities of the regularly constituted branches and departments of City 
government). In the declaration, the Mayor acknowledged the February 26, 2020, determination 
by the County Health Officer of an imminent threat to the public health resulting from COVID-19 
in the City of Los Angeles, the County’s declaration of a Local Health Emergency and the Los 
Angeles County Board of Supervisors’ proclamation of the existence of a local emergency for the 
County of Los Angeles. 
 
Despite a lack of its own health authority and the gap in administrative code that did not clarify 
roles and authorities in a public health crisis of this type, the Mayor and, subsequently, the 
Mayor’s Office assumed a very direct public health policy and decision-making role during the 
pandemic response. Within the Mayor’s Office and among other senior City leadership it was 
widely noted in interviews that the pandemic “was like no other” event and required innovation 
and quick action. In response to this, the Mayor designated the City’s Chief Innovation Officer 
(from the Mayor’s Office) as the key advisor to oversee all public health coordination, decisions, 
and associated efforts within the City and with LACoDPH.  
 
The City’s aggressive health policy position was frequently demonstrated subsequent to the 
issuance of the March 4, 2020 local emergency declaration with the issuance of orders and public 
protection directives related to COVID-19 that preceded or were stricter than those from the 
County. The Mayor’s emergency authorities were used to issue Public Orders, including curtailing 
large public gatherings; temporarily closing many government facilities; closing theaters, bars 
and entertainment venues; prohibiting restaurants from serving to dine-in customers while 
permitting take-out, delivery and drive-thru; and a ban on evictions of residential and commercial 
tenants who could not pay rent due to financial impacts caused by COVID-19. While it was 
reported by City staff that consultation and coordination with LACoDPH occurred regarding each 
of the City’s public orders, the City and County nonetheless issued independent orders and 
directives and issued separate public information releases, particularly when a more restrictive 
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order or quicker implementation of an order was felt needed by the City. As voiced by multiple 
City Public Information Officers, those disparities sometimes caused confusion among the public 
as most are generally unaware of differences in jurisdiction and authorities between the City of 
Los Angeles and the County of Los Angeles. Discrepancies and seemingly contradictory policies 
also created confusion within the City’s emergency management network. For example, City 
personnel and the public voiced confusion when during heat waves beaches remained closed, 
but people were encouraged to go to indoor, confined cooling centers or when people were 
allowed to attend a protest, but not an outdoor funeral for a loved one.     
 
Despite some indications of “going it alone,” however, the Safer-at-Home order was issued in 
conjunction by both the City and County on March 19, 2020. The order was announced in a joint 
press conference with Los Angeles County Supervisor Kathryn Barger, LACoDPH Director Dr. 
Barbara Ferrer, Long Beach Mayor Robert Garcia, Pasadena Mayor Terry Tornek, and Los Angeles 
City Mayor Eric Garcetti. When the City felt the County’s orders were both timely and sufficient, 
then those orders typically had coordinated content between the City and the County for which 
the City then adopted the County’s order. For example, the April 10, 2020, County of Los Angeles 
Public Health Officer order extending the Safer-at-Home restrictions and adding social distancing 
requirements and face covering recommendations. 
 
While the City’s Public Health authority rests by contracted agreement with the County Health 

Department and Health Officer⎯via the California Health and Safety Code⎯the Mayor and 
Mayor’s Office exercised its general emergency authority to establish pandemic response 
direction and policy when they felt it was necessary. 
 
Areas for Improvement 
Area for Improvement 1.1.1: The City should reconcile with the County the authorities held by 
each entity with respect to Public Health emergencies and the implementation of Public Health 
orders and interventions. 

Reference(s):  Los Angeles Administrative Code Section 8.27 

              City contract with Los Angeles County Department of Health 

Analysis: In recent emergency preparedness exercises, particularly a series involving both 

the City and the County related to a public health emergency⎯the 2015 Medical 
Countermeasures Exercise Series, which included a functional exercise and a policy group 

tabletop exercise⎯the City After-Action Report, in that case, found “[plans] tested during 
the exercise [were] developed by the Los Angeles County Department of Public Health 
primarily without the input of the City of Los Angeles…a public health emergency can 
leave the City of Los Angeles’ response at the mercy of the Health Officer or in conflict 
with Health Department’s policies/procedures.” During those exercises, the City 
demonstrated a similar response to that demonstrated during the COVID-19 pandemic; 
where the City felt more needed to be done in the interests of City residents or when they 
felt County plans were not sufficient or delayed, then the City established its own health 
and safety policies in those instances. Thereby, a recommendation in the AAR instructed 
the City and County to work more closely on planning and preparedness efforts to ensure 
an integrated, consistent, and symbiotic response between the two entities during future 
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health emergencies. Because those efforts were still in progress at the time of the 
pandemic, it is not surprising that the City’s response to a real-world health emergency 
mirrored its response during previous exercises. While all planning cites the County as the 
lead authority for public health guidance, orders, and interventions, the reality is that the 
City will assume those responsibilities under its declaration of emergency authorities and 
act independently when it feels it is necessary.   

Recommendations: 
1. The City should reconcile with the County the authorities held by each entity with 

respect to public health emergency orders and the implementation of public 
health interventions. 

2. The City’s emergency preparedness trainings and exercises should reinforce the 
roles and responsibilities agreed to between the two entities and include the 
participation of LACoDPH.  

3. While the City has a Public Health Liaison position in the Emergency Management 
Department (EMD), significantly more personnel and time need be committed to 
building a relationship with the LACoDPH, including the Mayor’s Office, EMD, the 
Los Angeles Police Department (LAPD), and Los Angeles Fire Department (LAFD).  

 
Area for Improvement 1.1.2: The City’s preparedness and response efforts for public health 
emergencies  did not leverage internal City expertise, particularly the Los Angeles City Health 
Commission.  

Reference(s):   2014 City of Los Angeles Health Protection Act, Ordinance 183093 

2020 Annual Report. Los Angeles City Health Commission 

California Health and Safety Code, Division 101. Administration of Public 
Health [100100 - 101997], Part 3. Local Health Departments [101000 - 
101490], Chapter 2. Powers and Duties of the Local Health Officer And 
Local Health Departments [101025-101165] 

Analysis: While City officials used their contacts as well as consultation with LACoDPH to 
formulate policy, this was an ad-hoc process that was based on personal relationships and 
historical connections. While these things served the purpose in the City’s immediate 
response to the pandemic, it has not matured the City’s ability to react in future events 
nor matured the intended mutually beneficial relationship with LACoDPH.  
 
In considering efforts to mature its own internal processes and public health response 
infrastructure, the City has an advisory group for health policy that was not utilized during 
the pandemic. Per the Mayor’s Office, the Health Commission was unorganized and did 
not have a clear mission, staff, or funding. Per the City ordinance: 
 

“…the [Health] Commission's purpose is to determine the health needs of the 
people of the City of Los Angeles, determine whether those needs are being met, 
and to help determine the best and most cost-effective ways of meeting those 
needs. The Commission is empowered to and shall: (1) Cause one or more 
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Commission members or Commission staff members to attend all meetings, 
hearings, working sessions, and other events held or conducted by any and all 
governmental bodies, agencies, or entities of the County of Los Angeles (the 
"County") that formulate, debate, enact, and/or implement health policies or 
actions, unless otherwise prohibited by law. The City will request representation 
by Commission members on all relevant Los Angeles County bodies dealing with 
health policy where the City is not already represented on that body. (2) Publish 
an annual health services plan, setting forth health information, including but not 
limited to, the health needs of the City, specific goals for improving health in the 
City, and a strategic plan to achieve those goals… (3) Prepare and present a report, 
twice yearly, to the City Council evaluating the City's progress toward meeting its 
health goals as set forth in the Commission's annual health services 
plan. (4) Review, on an annual basis, a representative sample of health services 
contracts executed by the County which provide health services in the City…” 

 
At no time during this review was the Health Commission mentioned because of its 
perceived state of affairs. Senior staff in the Mayor’s Office mentioned that the City 
employed very few medical professionals (e.g., one in the Personnel Dept., one in LAFD, 
a few nurses), which made decision-making more challenging, and it was expressly stated 
that the City had no public health professionals to call upon other than the County. With 
a clearer vision, organization, funding source, and staffing, the Health Commission could 
help remedy that need for subject-matter expertise. 
 
The Commission’s 2020 annual report contained sections on both Communicable Disease 
Response and Coronavirus Outbreak and Education Programs with recommendations. 

Given the mission of the City’s Health Commission⎯in both having formal representation 
at the County-level and in reporting effective health outcomes (per the ordinance 

above)⎯the City may consider leveraging this group in the future in the absence of a City 
health department or Health Officer. While this would likely be a non-traditional use of 
the Health Commission, emergency events require unique uses of the tools available; as 
the City did in countless other examples during its response.  
 
Recommendations: 

1. Reevaluate the role of the Health Commission and build its infrastructure through 
a clearer vision, organization, funding source, and staffing. 

2. Future emergency preparedness efforts (e.g., planning, training, exercises) should 
consider consultation with the Los Angeles Health Commission, not only for the 
health expertise of its members, but also for the ability to support community 
engagement and message dissemination. 
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1.2. Incident Leadership and Plurality of Effort 
As authorized by the California Emergency Services Act (California Government Code §8550 - 

§8692), the City of Los Angeles’ Administrative Code⎯Division 8 (Special Authorities, Agencies, 

Boards, and Commissions), Chapter 3 (Local Emergencies), §8.29⎯states: 
 

“During the period of a local emergency, and with respect to emergency preparedness 
and response activities, the Mayor shall be the Director of the Emergency Operations 
Organization, and all powers and duties herein conferred upon the [Emergency 
Operations] Board or any officer or chief of a division shall be exercised subject to the 
direction and approval of the Mayor. The Director [Mayor] is authorized to promulgate, 
issue and enforce rules, regulations, orders and directives which the Director [Mayor] 
considers necessary for the protection of life and property.” 

  
Furthermore, per §8.30 of the City’s Administrative Code:  

 
“The Director of the Emergency Operations Organization [the Mayor] may obtain vital 
supplies and other such property as is needed for the protection of life and property of 
the people, and bind the City for the fair value thereof, and, if required immediately, may 
commandeer the same for public use; may require emergency service of any City officer 
or employee, or any citizen, and may requisition necessary personnel or material of any 
City department or agency.” 

 
The Mayor’s designation as the single authority for emergencies in the City of Los Angeles is clear 
and unquestionable. During the COVID-19 pandemic, the Mayor exercised those rights and 
authorities and assumed command of the City’s response and recovery associated with the 
pandemic threat. It was the first time in recent memory a mayor had assumed such a direct 
leadership role over a City emergency response operation, which perhaps was not surprising 
considering the magnitude and unprecedented nature of the pandemic. As the previous narrative 
described, this was also partially attributable to the City not having its own public health 
department, health officer or equivalent that may have otherwise had incident-related 
authorities or been a clear fit as the delegated incident lead. At the time of the pandemic there 
had been a long-standing assumption that the Mayor would delegate incident leadership to the 
LAPD, LAFD, EMD or another City department/agency; and that the Mayor would likely limit 
his/her role to the Policy Group and the Mayor’s Office would only need to be represented in the 
EOC by a single liaison. Previous mayors had not demonstrated an intent to be the direct incident 
lead and even Mayor Garcetti had not suggested anything to the contrary in previous 
preparedness and exercise activities to which he was involved. These previous preparedness 
efforts may not have considered an incident of global proportions. This assumption, nonetheless, 
was so engrained in the City’s emergency management psyche that the authors were not made 
aware of any preparedness activities ranging from casual discussions to formal presentations, 
emergency plans, trainings, or exercises that ever considered the Mayor or Mayor’s Office serving 
as the direct incident lead.  
 
For example, the City’s Emergency Operations Plan (EOP) only contemplates representatives 
from the LAPD or LAFD serving as EOC Directors depending on the type of hazard. LAPD for 



                         Emergency Operations Activation AAR:  
City of Los Angeles  COVID-19 Pandemic  

Narratives and Analysis                                          25 

P
O
L 
I 
C
Y  
 

A
N
D  
 

D
E
C
I 
S 
I
O
N
-
M
A
K
I
N
G 
 
 
 

incidents involving terrorism, active shooter(s), civil unrest, criminal behavior, major public 
events, etc. and LAFD for all other events, namely fires, floods, earthquakes, hazardous materials 
incidents, extreme weather, etc. The EOC Procedures Manual refers to those incident-specific 
lead agency roles as an “Alpha” activation when LAFD is leading, a “Bravo” activation when LAPD 
is leading, and it also contemplates a third option not addressed in the EOP; a “Charlie” activation 
for when any other department/agency is the lead.1 Examples of a “Charlie” activation cited in 
the manual include the Department of Water and Power (DWP) for a utility disruption and the 
Department of Transportation (DOT) for a transportation-specific incident. The EOC Procedures 
Manual also lists “pandemic” as one of the hazards that would trigger a “Charlie” activation, but 
it does not identify the lead agency in the City associated with a pandemic hazard. The EOP’s 
Pandemic Annex cites EMD as the intended central point of coordination with LACoDPH during a 
pandemic, but does not clarify the lead agency in the City for purposes of directing City and EOC 
operations. None of the City’s emergency plans contemplated an incident of the pandemic’s 
global magnitude nor the Mayor or Mayor’s Office as the lead agency for the EOC and/or the 
City’s emergency organization under a “Charlie” activation, which would have required the 
Mayor’s Office to staff multiple EOC leadership positions and be integrated into all the emergency 
functions assigned to a lead agency in accordance with the City’s EOP and EOC Procedures 
Manual. Plans only encourage the Mayor’s oversight of EOO activities through coordination with 
the EOB. 
 
Further, the City Administrative Code did not address these leadership complexities during public 
health emergencies,  the City’s lack of its own health authority, and the need to clarify roles and 
authorities in a public health crisis. Section 8.32 aptly titled “Local Public Health Emergency” 
addresses only one exceptionally specific type of health threat: “the existence of a critical local 
public health crisis caused by the transmission of HIV and AIDS through the use of hypodermic 
needles or syringes.”. 
 
With a lack of precedence or preparedness for a direct leadership role by the Mayor or Mayor’s 
Office, the General Manager of EMD assumed the role of EOC Director when it activated to 
coordinate the City’s response to the pandemic. From an administrative perspective, it was a 
logical action. EMD should have known the most about the City’s emergency operations and 
could be expected to manage the EOC effectively. Additionally, the City’s declaration of 
emergency for the COVID-19 pandemic stated the “…Emergency Management Department 
(EMD) shall coordinate Citywide planning, preparedness and response efforts regarding COVID-
19 with the Los Angeles County Department of Public Health (LACoDPH) and the Los Angeles 
County Office of Emergency Management (LACoOEM).”  While this statement was in line with 
the City’s Pandemic Annex and seemed to reinforce the decision for EMD to serve as the EOC 
lead agency, implementation was not executed as such after the Mayor’s Office began to lead 
the City’s pandemic response. The decision for EMD to be the EOC lead agency, then prevented 
the Mayor’s Office from assuming its proper role as the EOC Director (and other associated 

 
1 Although the City’s emergency plans still referenced “Alpha,” “Bravo,” and “Charlie” activations as of the writing 
of this report, prior to the pandemic, EMD had begun to refer to those activations in trainings and discussions by 
more plain/common language per NIMS (e.g., “LAFD Lead,” “LAPD Lead,” and “Other Department Lead” activations). 
However, since this review focused on formal plans and policies at the time, it uses the “Alpha,” “Bravo,” and 
“Charlie” references throughout this report.    
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leadership roles) under a “Charlie” activation. That was the role the Mayor and his office were 
rightfully playing with regard to the City’s pandemic response. This also prevented the full 
integration of the Mayor’s Office with the City’s emergency operations, which the EOC was then 
attempting to coordinate.  
 
Through its own planning and policies, EMD was originally excluded from filling the EOC Director 
position in the City’s EOP and EOC Procedures Manual to rather serve as a Deputy Director 
intended to advise the lead agency. The EOC Procedures Manual states, “The Deputy Director 
positions are staffed by an Emergency Manager of EMD and a LAPD or LAFD representative, 
depending on which of the two departments serve as the Director.” Here is another example of 
EOC policies not considering the potential for a “Charlie” activation, much less one involving the 
direct leadership of the Mayor or Mayor’s Office. The first question typically asked in most 
emergency activations is: “who is in charge?” The EOC Directors, Deputy Directors, and Mayor’s 
Office leadership interviewed as part of this review acknowledged that during the year-plus 
activation, they never had a formal discussion regarding who was in charge and what it meant to 
be the lead agency. Had it occurred, they would have likely come to a quick resolution that would 
have revolutionized the City’s emergency operations for the pandemic. And the resulting decision 
by EMD to assume the EOC Director position despite its own plans and policies, and in light of 
the direct leadership role the Mayor and his office had so clearly and legitimately assumed, was 
a misstep that ultimately had cascading effects on the effectiveness of coordination and 
communications as cited in countless examples throughout this report. 
 
When the EOC activated, a large team of staff from the Mayor’s Office initially deployed to the 
EOC, including the Deputy Mayor for Public Safety. Staff from the Mayor’s Office also deployed 
to multiple field sites to tactically coordinate operations (e.g., Federal Field Hospital at the Los 
Angeles Convention Center, Testing and Vaccination Sites) and, as Section 5.7 - Role and 
Functionality of the Business Operations Center explains, the Mayor’s Office essentially assumed 
control of the Business Operations Center when it was found to be struggling. While they were 
present in the EOC building for many months, they were never truly integrated into the overall 
operation. The Mayor’s Office staff tended to work independently to coordinate the Mayor’s 
policies among City departments/agencies. Those actions frequently circumvented the EOC. 
When questioned as part of this review, most departments/agencies stated their directions and 
assignments came directly from the Mayor’s Office and not the EOC. Several of them requested 
the EOC’s representation in meetings and on coordination calls with the Mayor’s Office because 
they knew the EOC would ultimately be involved to facilitate inter-departmental/agency 
coordination, resource and fiscal management, etc. Although that situation could be partially 
attributed to the culture of the Mayor’s Office as described in Section 9.2 - Mayor’s Office, it could 
also be connected to the decision to make EMD the EOC Director rather than the Mayor’s Office 
under a “Charlie” activation and to the lack of preparedness for that possibility. While a few 

segments of the Mayor’s Office were more experienced with EMD and the EOC⎯namely the 

Mayor’s Office of Public Safety⎯others from the Mayor’s Office who were assigned leadership 
roles either in the EOC or as part of the Mayor’s Office’s emergency operation commented that 
prior to the pandemic they had never heard of the EOC and/or had no emergency management 
training or background. Both the Mayor’s Office and EOC leadership later reflected that there 
were essentially two simultaneous and parallel response operations taking place. 
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While the Mayor and Mayor’s Office staff are to be commended for their initiative to take the 
reins of the City’s emergency response in a more direct way than at any previous time, there also 
existed opportunities for them to contribute solutions to the coordination and communication 
challenges with the EOC and the greater emergency operation that had become evident. For 
example, while the City’s emergency plans anticipate a single “lead agency,” in reality they 
describe more of a Unified Command (UC) approach to decision-making. The EOC, for instance, 
is structured to have a Unified Command with collaborative decision-making amongst the EOC 
Director (lead agency) and the Deputy EOC Directors. Likewise, the Emergency Operations Board 
(EOB) and Mayor’s Emergency Response Council (MERC) were established to ensure the Mayor 
has access to the expert advice and experienced perspectives necessary to make the decisions 
for which s/he is authorized and position City operations for successful implementation. While 
the Mayor is clearly empowered with unilateral authority to make emergency-related decisions, 
the intent of the City’s codes, plans, and policies is to be collaborative or at minimum, 
transparent. Concepts such as Unified Command were developed and refined over decades 
because those with first-hand experience had recognized collaborative decision-making resulted 
in more effective and efficient operations. While well within his authority, the Mayor took a more 
unilateral approach to decision-making during the pandemic or preferred to consult with a small 
group of trusted advisors. The most common challenge mentioned throughout this review was 
that the lack of insight into policy-making meant those responsible for emergency operations 
(tactical implementation, coordination, resourcing, etc.) were almost always unaware of the 
Mayor’s COVID-related policies and objectives until they were made public during evening press 
conferences. Select members of the Mayor’s Communications Team explained that they were 
often scrambling to draft speeches after policies were approved, was decided because with 
minimal notice, the policies needed to be presented during television press conferences within 
hours or minutes. 
 
Whether or not greater collaboration in the Mayor’s decision-making would have changed any 
policies or objectives is unknowable, however, an evident drawback of having little visibility into 
the process was that those that needed to implement the policies/objectives were almost always 
caught by surprise. This frequently found them unprepared, reactive, and feeling blindsided 
when greater transparency could have allowed them to take proactive actions to implement the 
policies in timely, efficient, and effective manners; not to mention create an environment that 
fostered good morale, trust, and communications. The Mayor only visited the EOC twice for a 
press conference and an EOB meeting during the year-long activation for the pandemic. The 
close-hold nature of the policy-making caused the Mayor’s Office and the EOC to separately 
“circle their wagons” and two parallel emergency operations evolved. This, however, did not 
excuse highly intelligent people from both the Mayor’s Office and EMD from either failing to 
recognize the coordination and communication problems that were occurring or choosing to 
overlook them, and failing to act to resolve the root cause behind a majority of the operational 
challenges cited in this report; likely with a quick discussion and agreement. 
 
There is no question the Mayor acted within his intended authority as the Director of the City’s 
emergency organization and compliments are to be paid to his initiative. Since emergency 
preparedness activities never contemplated the Mayor or Mayor’s Office serving as the lead 
agency for the EOC and/or the City’s emergency organization under a “Charlie” activation, the 
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Mayor nor the efforts of his office were ever effectively integrated into the City’s existing, trained, 
and tested emergency organization. When the Mayor and his office assumed that role for the 
COVID-19 pandemic, not surprisingly, the emergency operation was sometimes uncoordinated 
and inefficient. One could not have expected the entire Mayor’s Office staff to understand how 
to integrate into the City’s emergency operations since they had never been exposed to that role; 
only with the exception of the Mayor’s Office of Public Safety which addresses emergency 
operations on a daily basis. More so, the Mayor’s Office could not have been expected to have 
greater emergency management expertise than EMD, which did not foresee these possibilities 
prior to the pandemic nor properly react to them when they were playing out. A lack of guidance 
in plans, administrative code, and precedent from previous preparedness activities, trainings and 
exercises stymied all of the City’s emergency management leaders. At the foundation was yet 
another failure of imagination so common in emergency preparedness. At the same time, the 
duration of the activation presented many opportunities to resolve the unfolding coordination 
and communication challenges. Transparency, collaboration, and some direct leadership 
discussions could have done much to unify efforts and address the root cause whose 
repercussions echoed throughout the City’s emergency operations.   
 
Notable Strength 
❖ The Mayor and his staff should be commended for stepping up, taking the reins, and leading 

proactively in the face of incredible uncertainty. As the City’s EOP Pandemic Annex stated: 
“Decisions about non-pharmaceutical community containment measures will be made in an 
atmosphere of considerable scientific uncertainty.” Despite never having exercised or trained 
to such a scenario, there was no hesitation by the Mayor or his staff to lead the City’s 
response. The Mayor acted quickly and decisively on many fronts, often with innovative 
initiatives to help protect the City and its people. While coordination could be improved in 
future responses, the tireless efforts from the Mayor and his staff deserve commendation. 
 

Areas for Improvement 
Area for Improvement 1.2.1: The Mayor’s Office should have been appointed EOC Director and 
assigned all the roles and functions in the EOC associated with a lead agency per defined policies 
for a “Charlie” activation. 

Reference(s):  City Emergency Operations Plan 

EOC Procedures Manual 

EOC COVID-19 Activation Staffing Plans/Assignments 

Analysis: During the first days of the City’s COVID-19 activation, a discussion between the 
leadership of the Mayor’s Office, EMD, LAPD, and LAFD should have occurred to discuss 
incident leadership and the designated lead agency for the COVID-19 pandemic. When it 
was determined the Mayor would assume his legitimate role as Director of the City’s 
Emergency Operations Organization rather than delegate that responsibility or limit his 
role to the Policy Group, then the decision should have been made to make a senior 

official from the Mayor’s Office⎯likely the Deputy Mayor for Public Safety⎯the EOC 
Director with the LAPD, LAFD, and EMD serving as Deputy Directors and advisors. 
Consequently, staff from the Mayor’s Office should have been integrated into 
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Coordinator, Deputy Coordinator, or other advisory positions in the EOC Planning and 
Intelligence, Operations, Logistics, and Finance and Administration Sections much like 
they were for the Business Operations Center. Where staffing limitations prevented the 
Mayor’s Office from filling lead agency positions, agreements should have been reached 

regarding alternative staffing⎯by EMD, LAFD, LAPD or others⎯and how the alternative 
staff would coordinate with and represent the Mayor’s Office in the EOC. This would have 
helped ensure the efforts of the EOC and Mayor’s Office were better integrated, and that 
the City’s emergency organization was better positioned and prepared to support the 
Mayor’s policy decisions.      

Recommendations: 

There are no recommendations associated with this area for improvement as the time 
has passed to implement corrective actions. 

 

Area for Improvement 1.2.2: The City’s emergency preparedness programs must be reviewed 
and enhanced to better address “Charlie” activation scenarios and the preparedness of 
departments/agencies that may potentially serve as the lead agency. 

Reference(s):  City Emergency Operations Plan 

EOC Procedures Manual 

Department Emergency Operations Plans (DEOPs) 

Multi-Year Training and Exercise Plan 

Analysis: If the City intends to continue its policy of assigning hazard-specific lead 
agencies, then the City’s preparedness for a “Charlie” activation must be improved. As an 
alternative, the City could choose to assign EMD as the lead agency for most scenarios 
with LAFD and LAPD always playing supporting roles, potentially reducing this leadership 
challenge. Assuming the City’s Administrative Code regarding the authorities of the 
Mayor in an emergency are not going to change, then the emergency operations policies 
would at least have to still consider the Mayor/Mayor’s Office serving as lead agency 
along with EMD. Under the assumption, however, that the City will continue with its 
hazard-specific lead agency policies of “Alpha,” “Bravo,” and “Charlie” activations, then, 
as the preceding narrative explained, the City’s deficient preparedness for a “Charlie” 
activation must be revisited. 

Since the Mayor is the only person with the statutory authority to serve as the Director 
of the City’s Emergency Operations Organization, it should be assumed that the type of 
direct involvement in incident leadership that occurred during the pandemic will happen 
again. Therefore, at minimum, the City must better prepare for situations where the 
Mayor’s Office may serve as the incident lead agency. Likewise, the Mayor’s Office must 
assume greater responsibility for its preparedness and institutionalize preparedness 
programs for all its divisions and elements. No staff member of the Mayor’s Office should 
be unaware of the existence of the City EOC, California’s Standardized Emergency 
Management System (SEMS), or the National Incident Management System (NIMS). More 
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advanced credentials, trainings and exercises will certainly be needed by any Mayor’s 
Office staff that may play a direct role in emergency operations, particularly at the EOC.   

Recommendations: 

1. The City EOP and EOC Procedures Manual should be revised to be consistent with 
each other and to accurately contemplate the leadership options for the City’s 
Emergency Operations Organization, particularly assuming the EOC will be the 
leadership and coordination mechanism. The possible options for a “Charlie” 
activation should be delineated (e.g., lead agency for a pandemic).  

2. EMD’s entire preparedness program for the City should be reviewed and revised, 
as necessary, to reflect the likelihood of a “Charlie” activation, including the 
potential for the Mayor’s Office serving as lead agency. Plans, policies, codes, and 
associated documentation may need to be revised and then reinforced with 
trainings and exercises to effectively prepare the City for that eventuality.  

3. The EMD should develop a template section to be added to the Department 
Emergency Operations Plan (DEOP) for each City department/agency that may 
serve as an incident lead agency under a “Charlie” activation that addresses the 
roles to be filled, expectations, authorities, and preparedness requirements (i.e., 
each department’s internal planning, training, and exercising responsibilities).  

4. Each department/agency that may serve as a lead agency, especially the Mayor’s 
Office, should revise its DEOP using the lead agency template developed by EMD. 
This also includes LAPD and the LAFD if said responsibilities are not already 
articulated in their DEOPs. In addition, with the assistance and guidance of EMD, 
all departments/agencies potentially serving as a lead agency and especially the 
Mayor’s Office, should implement effective preparedness programs, including 
trainings and exercises, that appropriately prepare the department/agency for its 
leadership role. 

 
Area for Improvement 1.2.3: A  more transparent approach to policy- and decision-making by 
the Mayor and Mayor’s Office would have better prepared the City’s emergency organization to 
effectively implement the resulting policies and would have fostered better morale and a 
healthier work environment. 

Reference(s):  N/A 

Analysis: The Mayor was clearly empowered with unilateral authority to make 
emergency-related decisions and he made use of that authority. A more collaborative 
approach might not have affected policy-decisions, but the close-hold nature did have an 
effect on the abilities of City departments/agencies responsible for ultimately 
implementing the policies. This may be attributed to the pandemic initially being a fast-
paced, unprecedented, and uncertain incident. As previously discussed, this left effected 
departments/agencies unprepared, reactive, and feeling blindsided. The feelings 
consistently voiced by many in the City’s emergency response organization was that the 
resulting work environment was defined by low morale, a perceived lack of trust (by the 
Mayor in them), rumors, and misinformation. Greater visibility into the policy-making 
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process, particularly as time went on, would have at least improved preparedness, 
operational effectiveness, and the satisfaction of the employees working to achieve the 
Mayor’s vision. 

Recommendations: 

1. Those in leadership positions in the City’s emergency organization should consider 
the application of emergency management principles for decision-making based 
on collaboration, such as Unified Command. The intent of the City’s codes, plans, 
and emergency management mechanisms (e.g., EOB, MERC, EOC) are to facilitate 
collaboration or at minimum, transparency.  

 

1.3. Role and Functionality of the EOC Management Section 
In accordance with the National Incident Management System (NIMS) and California’s 
Standardized Emergency Management System (SEMS), the City’s EOC is organized under Incident 
Command System (ICS) principles. As such, the City’s EOC is led by a Management Section, which 
for the COVID-19 pandemic consisted of an EOC Director, multiple Deputy EOC Directors from 
LAFD and LAPD, a Public Information Officer, an EOC Coordinator, a Business Operations Center 
Director, Mayor’s Office Liaisons, and a Liaison to the Los Angeles County Department of Public 
Health and County Office of Emergency Management/County EOC. For the COVID-19 activation, 
the City’s Management Section did not consist of a Liaison Officer or a Safety Officer, although 
some of the responsibilities traditionally associated with those positions were passed to others 
in the EOC. 
  
As Section 1.2 previously described, the EOC Director is tasked with overseeing and coordinating 
all emergency management efforts in the City and facilitating policy matters directly with the 
Mayor. As this chapter has already addressed, a plurality of efforts developed as decision-making 
became distanced from the EOC. While the Deputy Mayor of Public Safety worked for months 
from the EOC in an adjacent conference room to the Management Section (Mayor’s Executive 
Conference Room), and while his presence was overwhelmingly welcomed, the Deputy Mayor’s 
role was never defined nor was it effectively integrated with the Management Section. The 
Deputy Mayor described his role as the “face of the Mayor” in the EOC; there to communicate 
policy and to deploy leadership (what he referred to as “generals”) to manage lagging activities. 
On many occurrences, the Deputy Mayor was joined by the Chief of Police. Demonstrative of the 
confusion regarding roles, the Chief of Police stated that he felt he and the Deputy Mayor were 
not representing the Mayor, but were rather in a supporting role to the EOC Management Section 
as needed. The Management Section perceived the Deputy Mayor and Chief of Police’s role as 
directive (a policy group) rather than in a supporting role.  Additionally, because policy from the 
Mayor’s Office was not always visible to the EOC, the Management Section found it difficult to 
maintain situational and operational awareness. The EOC Director and Deputy Directors 
interviewed as part of this review stated that they felt prevented from going directly to the 
Mayor. Whether legitimate or not, that feeling stopped the EOC’s leadership from pursuing 
greater collaboration and insight into policy. This may partially be why multiple EOC responders 
felt the Management Section did not push for things they felt the EOC needed (e.g., involvement 
in decision-making, policy awareness, representation from other departments/agencies/the 
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County in the EOC, etc.). As previous narratives alluded, a lack of clarity regarding roles and 
responsibilities likely resulted in unnecessary confusion and plurality of efforts that could have 
been addressed in a single conversation followed by operational integration. Those parallel 
operations, confusion regarding roles, and a sense of limited authorization effected the EOC 
Management Section’s ability to coordinate the City’s overall response. 
 
The EOC Director and Deputy Director positions were staffed by senior leadership from EMD, 
LAFD, and LAPD. Although EMD had never previously been tasked with filling the role of the EOC 
Director, the EOC Director and Deputies were all individuals with at least some EOC experience 
through both real-world and exercise activations. While their policy-making authority was limited 
by the Mayor’s direct involvement, the EOC Management Section still attempted to supervise 
the operations of the EOC and the coordination of the EOO members. Most of the Management 
Section’s time was spent on resource management; namely rethinking the role of the Logistics 
Section, acquisition and distribution strategies, and case-by-case resource prioritization and 
allocation decisions. As Section 5.2 - Resource Management describes, a recurring daily task for 
the Management Section included determining which operational activities were essential to 
therefore receive resource priority. Additionally, the Management Section sought to coach 
departments trying to navigate the expansion of their roles as instructed by the Mayor’s Office 
(e.g., security on DASH buses, transporting people experiencing homelessness).  
 
While the EOC Director and Deputies demonstrated flexibility and creativity on some issues (e.g., 
resource management), they appeared either more rigid or just indifferent on other matters 
according to EOC responders. In particular, EOC responders suggested that issues not directly 
related to EOC outcomes and deliverables were less of a priority (e.g., EOC safety/protective 
measures, EOC responder behavior/personnel conflicts, mental health and morale). As the 
Director and Deputies explained, they preferred a hands-off approach to avoid micromanaging 
EOC activities. This may have given EOC responders the impression the Management Section was 
ignoring their concerns. Additionally, EOC Management was trying to maintain discipline and 
productivity, and limit non-essential personnel in the EOC, which may have come across as harsh 
or dismissive to some. While they were trying to avoid getting pulled into minutiae, the EOC’s 
leadership later voiced a desire to be more involved in mentoring and coaching during future 
activations.  
 
The Management Section was also one of the first EOC Sections to transition to virtual operations 
along with the Finance and Administration Section. According to Management Section staff, it 
took some time for the section to develop a virtual battle rhythm with recurring and defined 
meetings, check-ins, and reporting structures to ensure situational awareness and supervision. 
Once that was established and engrained in daily routines, the Management Section felt virtual 
operations had no impact on the effectiveness of the section. Not surprisingly, however, the 
absence of the Management Section in the EOC left some of those still working there in-person 
feeling deserted by their leadership. 
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Notable Strengths 
❖ The senior leaders that filled the roles of EOC Director and Deputy Directors demonstrated a 

great degree of collaboration and camaraderie. Those more experienced in EOC operations 
mentored their newer peers. The newer leaders were encouraged to think out-of-the-box 
and to question existing protocols with the ultimate goal of process improvement. Despite 
the unpredictable nature of the pandemic, the lack of clarity regarding roles and 
responsibilities, and the lack of involvement in policy-making, the staff of the EOC 
Management Section were supportive of each other, respectful, and reliable. 

❖ The EOC Management Section used the ICS principle of “management by objectives” to direct 
EOC operations and track progress towards EOC goals. EOC objectives were reviewed and 
updated, if necessary, on a daily basis. While the objectives did not always meet the “SMART” 
criteria, the process helped the EOC to remain focused on its mission and adapt to the 
changing needs of the pandemic. Likewise, the “management by objectives” approach helped 
the Management Section to foresee and proactively address the sustainability needs of the 
EOC, including technology and personnel. 

❖ The Management Section established a recurring routine of briefings and after-action 
debriefings (i.e., hot washes), facilitated the deployment of Veoci®, and improved liaison 
functions with the County EOC and others over time to improve and achieve situational 
awareness goals.  

 
Areas for Improvement 
Area for Improvement 1.3.1: The presence, active involvement, and encouragement of the 
Management Section in EOC processes is critical to an effective operation.   

Reference(s): Management Practices 

Analysis: The morale and effectiveness of the EOC operation is closely tied to the 
involvement of the Management Section and the example they set. If the City EOC is 
activated at any level with in-person activities, then the Management Section should have 
representation in the EOC along with the EOC responders. When on-site, the 
Management Section should be frequently engaged with the EOC floor, not separated in 
the Management Room. Although the EOC remained functional when the Management 
Section chose to operate virtually during the pandemic, the morale and understanding of 
mission among EOC responders decreased dramatically. A famous uncredited seafarer’s 
quote claims: “Ships need a captain. The crew is important but the captain steers 
everything. You need to have a clear vision to lead.” The EOC Management Section was 
confronted by many new challenges and responsibilities during the COVID-19 activation. 
Possibly, it became so engrossed with these new tasks and challenges (e.g., resource 
prioritization) that it lost focus on its role in steering the ship (EOC) and establishing a 
vision. Likewise, the EOC Directors may have lacked awareness of their potential 
contributions to morale and EOC efficiency.      

Recommendations: 

1. Whenever EOC operations have an in-person element, the EOC Management 
Section should also have in-person representation.  
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2. The City should provide additional training for EOC Directors and Deputy Directors 
that focuses on their important, albeit less tangible roles as motivators, listeners, 
visionaries, and support and encouragement for their EOC staff.  

Area for Improvement 1.3.2: Although the EOC’s layout is conducive to communications and 
face-to-face coordination, those that did not have a full understanding of its processes (which 
included many EOC responders) allowed the facility’s layout to restrict engagement with the 
Management Section. 

Reference(s): EOC Layout/Floor Plan 

Analysis: Physical space can have a significant impact on human communications. In the 
case of the City’s EOC, the Management Section is housed in a private room off of the 
main EOC floor, which is intended to facilitate sensitive and policy-level decision-making, 
support frequent briefings/meetings, and to allow EOC personnel to effectively perform 
their functions without the constant presence of Management. However, because the 
Management Section is housed in a separate room, it gives untrained EOC and 
Management Section personnel an impression that the other cannot be approached.  
Management Section personnel should know that they have the freedom to venture into 
the main EOC room and are encouraged to do so on a regular basis. Likewise, EOC 
responders that have information for, or need assistance from, the Management Section 
should feel free to approach the Management room even though it appears “closed off.” 
Improved training should be able to address this issue as responders are made aware of 
the advantages of the facility’s current layout and the expectations for communication 
and engagement. Additionally, those with more EOC experience need to set an example 
for the anticipated level of communications and coordination by not allowing the facility’s 
layout to interfere with their engagement.  

Recommendations: 

1. The EMD should consider enhancing EOC training to ensure it addresses physical 
limitations of the EOC and encourages EOC responders to overcome those barriers 
with effective communication techniques and protocols. 

2. The EOC Coordinator should be trained to look for communications challenges 
resulting from the physical layout, and address those issues by encouraging 
communications and/or addressing physical impediments. 

3. In the rare chance that funding and logistics permit, the City may consider building 
a retractable wall or sliding glass doors along the wall where the Management 
Section currently looks out on the main EOC room. That way doors/walls can 
generally remain open to not impede communications, but when private 
discussions or meetings are held, the doors/walls can be closed. 

 

1.4. Human Resources Policies 
Several policies with human resource (HR) components were developed in response to the 
COVID-19 pandemic. In general, the need for COVID-19 related personnel policies were identified 
by either the Mayor’s Office or an individual department (e.g., Personnel Department). The 
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Mayor’s Office, Office of the City Administrative Officer (CAO), City Attorney’s Office, and 
Personnel Department, along with input from EMD, would coordinate to create, review and 
ensure policies were appropriate. All personnel policies were developed for city-wide application. 
As City employees, EOC and DOC responders fell under the purview of those HR policies.  
 
In March 2020, the City established a COVID-19 employee information website with resources 
such as Frequently Asked Questions (FAQs), telecommuting guidance, and workplace safety 
information. For individual departments, new and updated policies were shared at applicable 
EOC meetings hosted by EMD. The Personnel Department would attend the meetings and answer 
any questions.  
 
Personnel and Uniform Workplace Safety Protocols 
EMD coordinated the development of the Personnel and Uniform Workplace Safety Protocols 
with various departments. The protocols were established to support a “safe and healthy 
workplace for employees and visitors” and to ensure safety measures were in place before 
employees returned to the workplace. The protocols underwent several revisions and updates, 
evolving as new information was emerging (as of December 8, 2020, version 7). The protocols 
outlined guidance for:  

• Telecommuting  

• Employee Health and Safety and Entry to Departmental Workplaces  

• Building-wide issues in High Rise and other Facilities  

• Physical Distancing Measures 

• Customer-facing Departments/Public Counters  

• Employees Working in the Field  

• Training  

• Cleaning  

• Sick Leave/Families First Coronavirus Response Act (FFCRA) Policies  

• Employee Assistance Program for Free COVID-19 Test Registration  

• Reporting and Withdrawal Plan (resurgence).  
 
City of Los Angeles COVID-19 Specific Policies 
The Personnel Department issued other guidance and policies that were developed in response 
to COVID-19, including:   

• On March 11, 2020, a memo titled Emergency COVID-19 Telecommuting Guidelines was 
issued to all department heads, addressing temporary telecommuting guidelines.   

• The next day, on March 12th, a memo titled COVID-19 City Guidelines was issued by the 
Mayor to all department heads, addressing workforce protections while ensuring 
continuity of operations.  

• On March 13, 2020, a memo titled Coronavirus FAQs for Managers/Supervisors was 
issued by the Personnel Department addressed questions related to employee leave for 
non-essential staff. A revision to this memo was issued on March 20th. The memorandum 
detailed new guidelines regarding the coronavirus applicable to non-essential employees. 
The memo addressed many of the issues surrounding pay, travel, leave and remote work, 
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and contained procedures in the event of potential exposure. For example, the memo 
articulated that if an employee had traveled to a CDC classified “Level 3” country, s/he 
was required to obtain a medical release stating they were free of COVID-19 symptoms 
and were safe to return to the workplace or self-quarantine for 14 days. The memo also 
shared newly created payroll codes to track time associated with COVID-19. (The codes 
distinguished between leave with pay and work from home pay.) 

• On April 10, 2020, a memo titled Families First Coronavirus Response Act (FFCRA) was 
issued by the Personnel Department to all department heads addressing the new Federal 
leave guidelines.   

• On April 13, 2020, a memo titled Notification and Cleaning Procedures/Guidelines and 
FAQs Related to COVID-19 was issued by the Personnel Department to all Department 
heads addressing notification and cleaning procedures. 

• The Personnel Department issued an updated FFCRA Leave Policy memorandum on May 
13, 2020, to provide clarification and updates on the City’s personnel and leave policies 
associated with the FFCRA.  

 
Congress passed the Families First Coronavirus Response Act (FFCRA) on March 28, 2020, which 
went into effect on April 1, 2020. The FFCRA provided emergency paid sick leave and expanded 
family medical leave for specified reasons related to COVID-19.  The City's personnel provisions 
outlined in the Coronavirus FAQs For City Managers/Supervisors – Revised were determined to 
be in full compliance with the FFCRA so no modifications were deemed necessary. 
 
The FFCRA also provided jurisdictions with the authority to exempt emergency responders from 
its provisions. Given the need for continuation of essential City services during the pandemic, and 
consistent with the previous Personnel Department memorandum, all employees of LAPD, and 
sworn staff in LAFD, LAWA, and POLA, as well as Bureau of Sanitation employees who performed 
functions essential to public health were exempted from the provisions of the FFCRA. This 
exemption was not extended to EMD staff. 
  
Eighty percent (80%) of survey respondents considered the services and accommodations 
provided to responders, including counseling, benefits, sick leave, flexible schedules, resources 
for working remotely, to be sufficient; and more than a fourth of the respondents ranked the 
effectiveness as exceptional.  
 
Disaster Service Worker (DSW) Policy 
The Disaster Service Worker (DSW) program is authorized by the California Emergency Services 
Act. In the event of an emergency, City employees may be assigned duties that may not be 
consistent with the duties allocated to their classification. Duties are assigned that can be 
performed safely, to assist in emergency response and recovery efforts. Participation in the 
program is mandatory for every City employee, except for employees of the Fire, Police, and 
Emergency Management Departments. 
 
On March 18, 2020, Mayor Garcetti activated the DSW Program to address the COVID-19 crisis 
and the Personnel Department developed best practices to meet the need. On March 31, 2020, 
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the General Manager from the Personnel Department issued an interdepartmental 
correspondence, titled Requirements for Disaster Service Worker (DSW) Program, outlining the 
operational components and best practices to all City General Managers.  
 
However, COVID-19 created an incredibly challenging environment in which to administer the 
program.  As one interviewee shared “executing this policy in an environment of fear was nearly 
impossible.” As the program was envisioned, City personnel might be called on to distribute 
water or blankets following an earthquake or power outage. These emergencies are more 
familiar hazards, whose threats and risks are understood. This was not the case with COVID-19. 
People were “terrified” of contracting the virus. Some City departments were unwilling to deploy 
their employees. In many cases, employees did not report to their assignments and the system 
did not work as intended, even though the demand for DSWs was high. As time progressed, the 
level of fear subsided as more was learned about the virus and its transmission. Also, the DSW 
program was reworked so that departments were assigned a specific duty, rather than 
functioning on an individual level. This ensured a smoother, more predictable flow of duties and 
assignments. (See Section 5.4 - Disaster Service Worker Program for more information.) 
 
Notable Strength 
❖ Temporary HR policies were developed and disseminated in a timely manner and addressed 

employment issues and changes required by COVID-19. Maintaining a website with up-to-
date information was a useful tool for employees and City departments that helped ensure 
they have access to the latest guidance.  

 

1.5. Legal Considerations 
The City Attorney is an elected position and serves as a legal advisor to the Mayor, City Council, 
and all City Boards. The City Attorney provides advice and opinions on matters of municipal 
concern, examines contracts and ordinances as to form and legality, and, when asked, interprets 
the City Charter, federal and state statutes, and other laws applicable to the City of Los Angeles. 
Each City departments has their own General Counsel assigned from the City Attorney’s Office 
that advises them on departmental matters or specific subject-matter.   
 
The roles and responsibilities of the City Attorney representative, as detailed in the City’s EOP, 
included:  

• Providing legal advice to City departments in matters relating to evaluating government 
and community planning processes; and 

• Providing legal advice to City departments, as needed.  
 
The Supervising Assistant City Attorney assigned to the Public Safety General Counsel Division 
was assigned to the EOC as the Legal Unit Leader per EOC plans and procedures. The Legal Unit 
Leader reported to the EOC during the first week of the Level I COVID-19 activation, and virtually 
thereafter. Traditionally, the Supervising Assistant City Attorney in the EOC prepares documents 
and legal justifications and advises the EOC Management Section. Initially, the City Attorney’s 
office was heavily involved in advising the Mayor’s Office and EOC on policy matters. For example, 
the City Attorney’s Office was significantly involved with the development of the Mayor’s Safer 
at Home Order, which was issued independently of “stay at home” orders issued by the County 
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of Los Angeles. The City was required to be consistent with County orders, but was allowed to be 
more restrictive if the City had a legitimate need to do so. The City Attorney’s Office helped to 
navigate those concerns at the time.  The Legal Unit Leader also prepared the declaration of local 
emergency and supported the process for seeking ratification by the City Council. The Attorney’s 
Office was also initially involved in discussions regarding the enforceability of the Mayor’s 
emergency orders (e.g., could the City shut-off the power on non-compliant businesses or levy 
other penalties, could a non-compliant individual be charged with a misdemeanor). When 
individual City departments had department specific questions about their roles and 
responsibilities, the Supervising Assistant City Attorney would facilitate connecting them with 
their department’s general counsel attorney or other subject-matter expert. As the pandemic 
progressed, it was noted that some City officials leaned more heavily on non-City Attorney’s 
Office counsel . Because only legal communications related to official City business are 
considered legally confidential (i.e., attorney-client privilege) when coordinated with the City 

Attorney’s Office⎯per the City Attorney’s Office⎯there was concern as to whether some legal 
dealings between City officials with non-City Attorney legal advisors would be protected as 
confidential.  
 
Unique to the COVID-19 activation were the myriad of legal and contracting questions that arose 
surrounding the provision of medical-related contracts and services absent a City public health 
department. The City Attorney’s Office was consulted related to the provision of testing and 
vaccination services provided by the City. Medical-related services were unique because the City 
had no previous experience with providing them. The Attorney’s Office assigned up to five 
attorneys just to the task of reviewing and authorizing contracts for emergency services and 
supplies, including the unique types of resources the City was acquiring for the first time in 
memory (e.g., medical supplies and personnel). The Supervising Assistant City Attorney for public 
safety helped to facilitate medical needs that were identified in the EOC. For example, at one 
point the Legal Unit Leader assisted with the development of contracts for nurses to provide 
services at shelters and a contract with the Los Angeles Convention Center to be converted to a 
temporary hospital site. These EOC-driven contracts were signed by the EOC Director and the 
Supervising Assistant City Attorney, which then ensured the right people were made aware and 
involved in the execution of the contracts. 
 
Another unique component of the City’s activation was the issue of how the City would transport 
persons experiencing homelessness to shelters being established to house them. Specifically, the 
determination had to be made as to which vehicles would be used for transport and which 
department would provide the drivers. The Fire Department traditionally transports individuals 
to medical facilities and the Police Department may transport individuals in custody. This is just 
one example of the unique legal considerations and risk management issues that arose, and the 
types of decisions and contracts that had to be considered for such issues. 
 
At the time of this report, the City Attorney’s Office did not anticipate any legal ramifications due 
to the emergency authorities the City exercised during the COVID-19 pandemic.  
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Area for Improvement 
Area for Improvement 1.5.1: Informal advisors/consultants and personal attorneys cannot serve 
as counsel to City officials in their official capacity or as the attorney for the municipal 
corporation. 

Reference(s):  City Charter 

California State Bar Rules of Professional Conduct (Rules 1-100, 2-100, 3-
310) 

Analysis: Current and past City officials have frequently consulted with informal advisors, 
attorneys, friends, and family members regarding a wide range of professional topics. 
There is no problem with such consultation to the degree it does not exclude the City 
Attorney or attempt to replace the City Attorney’s consultation with that of the informal 
advisor. This report does not presume that any City official attempted to act 
independently of the authority of the municipal corporation during the pandemic, nor 
waive the attorney-client privilege which the municipal corporation holds, nor disclose 
confidential information to third parties. However, the engagement of the City Attorney’s 
Office by some City officials vacillated over the course of the pandemic and in at least one 
case, an attorney not associated with the City Attorney’s Office was introduced at an 
emergency management meeting as a City official’s legal counsel.  

Per the City Attorney’s Office, the City Attorney for Los Angeles is the City’s only attorney 
recognized and empowered by the City Charter to provide official advice, determinations, 
and interpretations of the City Charter and other applicable laws on behalf of the 
municipal corporation as counsel to City officials, departments and agencies. Informal 
advisors who advise City officials on City legal issues or who serve as their personal 
attorney(s) in their private capacity:  

• Cannot serve as legal counsel to City officials in their official capacity; 

• Cannot provide advice to any City department or agency as the City’s legal 
counsel; 

• Cannot contact City departments or agencies on behalf of a City official and 
provide legal advice or purport to give direction to employees or officers of the 
City; and 

• Cannot assert and maintain attorney-client privilege regarding any 
communications with City officials in their official capacity, department heads or 
City employees, or any other staff under the City’s jurisdiction. 

There is a fine line between the desire to consult with trusted third parties and a City 
official's fiduciary obligation to maintain the confidential and privileged information of 
the municipal corporation. This analysis does not allege any wrongdoing by any City 
official during the pandemic response, but is intended to raise awareness per concerns 
voiced during the development of this report, regarding both the real legal/liability risks 
and the perceived optics of engaging informal counsel so any such conflicts may be 
avoided during future activations. 
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Recommendations: 

1.  Officials of the City of Los Angeles should be cautious to engage informal legal 
advisors in official business related to the City’s preparedness for, response to, 
and recovery from emergency situations in favor of the authorized and legally 
confidential counsel of the City Attorney’s Office as the only attorney of the 
municipal corporation with attorney-client privilege. 
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2. Information Management and Sharing 
 

Section Introduction 
Information management and information sharing are key functions tasked to the City’s EOC 
Planning and Intelligence (P&I) Section. The P&I Section provides stakeholder situational 
awareness (what has/is happening, when, and where), analysis (what the data means for the 
community and City government and how the incident is expected to evolve), and 
documentation of all aspects of the incident to capture the chronology of how the incident 
changed over time and as response efforts were implemented. 
 
The Federal Emergency Management Agency (FEMA) includes information sharing as a Core 
Capability due to its importance in providing timely, accurate and actionable information in the 
planning and decision-making process. Operational Communications is a closely associated FEMA 
Core Capability that facilitates the sharing of information. It is described as the mechanism of 
intelligence sharing between the emergency response community and the affected population. 

These two Core Capabilities⎯gathering and dissemination of information⎯are crucial 
responsibilities of the City’s emergency management program. Effective intelligence guides 
policy, priorities, operations and determines the shortest route to a community’s recovery. This 
section evaluates how effectively the EOC, through the Planning and Intelligence Section, 
gathered, utilized, and disseminated information to orchestrate and maintain a unified and 
efficient response to the pandemic. 
 

2.1. Role and Functionality of the EOC Planning and Intelligence Section 
Per City of Los Angeles Comprehensive Emergency Operations Plan (2018): 
 

“The Planning and Intelligence Section is responsible for collecting, evaluating, 
processing, and distributing information about the emergency to all functional elements 
and agencies in the EOC. The section will maintain all internal wall displays, maintain 
current information in the automated EOC Information Management System (IMS) and 
prepare situation summaries and EOC action plans.” 

 
The P&I Section is analogous to the navigator of a ship in dangerous seas. It identifies the starting 
location and analyzes the current and forecasted conditions of an incident. The Operations, 
Logistics, and Finance and Administration Sections are the crew that determine the set of the 
sails and the speed of the ship. The Management Section (the Captain) ultimately decides on the 
destination. Once the destination (operational objectives) is known, the P&I Section maps the 
course and advises the captain and crew of the journey’s progress through to their successful 
arrival.  
 
When the Mayor declared a Local State of Emergency for the City due to COVID-19 on March 4, 
2020, the initial task of the EOC P&I Section was to confirm the availability of EOC responders 
through NotifyLA and to inform City stakeholders of the emergency proclamation and the EOC 
activation. Concurrently, the P&I Section was set on defining the effects COVID-19 was having on 
the community to then forecast the ongoing local threat based on county, state and global 
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events. Sources of COVID intelligence included public health websites such as Johns Hopkins, the 
CDC, and state and local public health agencies. This intelligence was then distributed to the 
emergency response functions in the EOC through EOC Situation Reports. The goal of the P&I 
Section was to inform City policy, management priorities, COVID response, and public 
information.  
 
The EMD’s staffing of the P&I Section was key to intelligence gathering, providing situational 
awareness and driving the daily EOC battle rhythm. The P&I Section set the schedule for EOC 
meetings and briefings, led the production of documentation, and spearheaded the 
dissemination of incident information. From the initial EOC activation, the P&I Section provided 
the incident drum-beat and helped to create a common operating picture that advised and 
charted the COVID-19 incident life-cycle.  
 
In addition to these common P&I Section responsibilities, the City’s P&I Section was tasked on 
March 3, 2020, with leading an update of City Department Continuity of Operations (COOP) Plans 
by creating a COOP Pandemic Annex Template when the EMD/EOC was tasked to do so by the 
Mayor’s Office. The Section also created supporting documentation to instruct departments on 
how to complete the templates. Soon after activating, the P&I Section had to create an alternate 
information management/sharing solution on the fly for City departments when WebEOC® (its 
pre-existing information management system) was found to be inadequate (See Section 7.3: 
Emergency Management Information Systems for more details). On March 11, 2020, the Mayor’s 
Office then asked all department General Managers to develop telecommuting plans for their 
staff. The P&I Section was again directed by the EOC Director to then develop and manage a 
Virtual EOC staffing plan.   
 
Staffing of City of Los Angeles EOC positions from early March through to December 2020 varied 
widely based on a review of 62 EOC Operational Periods that ranged from initial 12-hour (A & B) 
shifts to week- and month-long operational periods during business hours. The P&I Section was 
generally filled by eight positions throughout the COVID-19 activation with EMD personnel and a 
few additional seats were filled by subject matter experts (SMEs) from the Fire Department 
(Deputy Section Coordinator) and the Department on Disability (Disabilities, Access and 
Functional Needs [DAFN] Technical Specialist). Interviews with those assigned to the P&I Section 
indicated that there was a robust intelligence gathering and data mining effort by those filling 
the Situation Status Unit. The Documentation Unit created report templates, a filing system, and 
supported data collection tools. The Advanced Planning Unit reviewed pandemic plans and 
annexes to chart a path forward while collecting and reviewing the populated Department COOP 
Pandemic Annex templates and determining the effects on the City’s workforce and emergency 
operations. In addition to the staffing plan for the EOC (both virtual and in-person), the P&I 
Section was also tasked with developing the Safety Plan for the EOC (discussed further in Section 
7.4: Health and Safety Measures), as well as the EOC Demobilization Plan. 
 
A directive for the EOC to transition to virtual operations on May 18, 2020, complicated the 
rhythm of the Section to some degree. EOC staffing plans for large scale activations 
accommodated nearly 100 in-person positions. According to EMD staff, the EOC did not go 
completely virtual until the end of 2020, primarily due to technology limitations described later 
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in this narrative and Section 7 - EOC Support Systems. The P&I Coordinator worked with the 
Mayor’s Office’s Public Health Liaison and LAFD to create an EOC Safety Plan that included social 
distancing and personal protective safety measures until the EOC could transition to virtual 
operations. Concerns for exposure and cross-contamination in the EOC were addressed by 
reducing access to EOC “pods,” increasing sanitation measures, restricting EOC entry only to 
personnel with active EOC assignments, and by eliminating shared spaces during meal service.  
 
A staffing recommendation from the P&I Section identified 40 EOC positions that were essential 
with the balance of other EOC positions to either remain unfilled or to be operated virtually as 
soon as technology would allow. EMD worked with the Information Technology Agency (ITA) to 
secure 30 laptops and the necessary software to provide Virtual Private Network (VPN) access to 
secure incident documentation for those EOC responders that would be deployed remotely. 
 
Notable Strengths 
❖ According to EOC responders interviewed as part of this review, the meeting schedules 

established by the P&I Section for the COVID-19 activation provided adequate opportunities 
to report on and provide updates related to Section and departmental activities, issues, and 
achievements. They were cited as the primary tool for facilitating coordination and activities 
in the EOC. Most importantly, it was reported that meetings improved over time. Facilitation 
became more effective, remaining on track/focused got better, and the duration and 
frequency of meetings could be reduced because of improved efficiency.  

❖ The P&I Section effectively used displays in the EOC to share situational information, 
advertise the battle rhythm and meeting schedule, provide visual support for presentations 
and press conferences, and provide real-time status updates on resources requests and other 
important response data.  

❖ Survey responses ranked Planning and Intelligence Section products as valuable and effective 
overall; 67% found EOC meetings and briefings very effective, 64% found Situation Reports 
of great benefit, 62% found the P&I Section effective at acquiring, consolidating, and sharing 
relevant, actionable and useful information, and 56% found EAPs better or more valuable 
than average. 

 

2.2. Situational Awareness 
According to the City’s Comprehensive Emergency Operations Plan, the P&I Section is tasked with 
gathering, analyzing, vetting, and disseminating incident intelligence. Prior to COVID-19, incident 
situational awareness (SA) was provided to and primarily developed for use by EOC responders 
and a limited number of Emergency Operations Organization (EOO) members, principally via 
Department/Bureau Operations Centers (DOCs/BOCs). There had been no prior incident where 
all 43 City departments, agencies and bureaus had needed access to emergency-related 
information or had needed to provide input to the process.  
 
Information Gathering/Situation Reports 
The City’s response to the COVID-19 pandemic was and remained challenging (at the time of this 
report) to the information gathering process. The pandemic threat was initially minimized by 
state and local government leaders. The potential pandemic threat and public safety guidance 
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from trusted public health sources such as the U.S. Centers for Disease Control (CDC), the World 
Health Organization (WHO), the California Department of Public Health (CDPH) and the County 
of Los Angeles Department of Public Health (LACoDPH) lagged behind the global outbreak, lacked 
clarity, and consisted of ever-changing guidance or guidance filled with exceptions and sub-
criteria. Prior to EOC activation, EMD’s COVID-19 Task Force members had been monitoring 
COVID-19 activities at Los Angeles International Airport (LAX) and participated in coordination 
meetings with Los Angeles World Airports (LAWA). Once activated, the P&I Section, including 
members from the COVID-19 Task Force assessed the COVID-19 “ground truth,” by gathering 
COVID-19 health data from sources within the EOC Operations Section. LAFD paramedic dispatch 
records and local hospital data, for example, was assessed to measure the local threat and 
determine an appropriate response. The Management Section developed intelligence of its own. 
An EMD staff member served as the liaison to LACoDPH. That position collected COVID-19 
intelligence and public health statistics from the County and provided it to the P&I Section to 
inform Situation Reports.  
 
The P&I Section took on the herculean task of documenting the COVID-19 operational periods 
following a set of Standard Operating Procedures (SOPs) developed specifically to guide 
information management for the COVID-19 activation. Guidance documents included Situation 
Report instructions, a detailed document filing system, a daily and weekly email schedule, and 
the EOC battle rhythm that determined the timing for meetings and the production schedule for 
P&I Section deliverables. Each of these elements provided the foundation and structure for the 
City of Los Angeles’ COVID-19 repository of historical records and documentation that were 
crucial for this review and will be for future program improvements and financial reimbursement 
eligibility.  
 
The job of scheduling EOC meetings necessary to coordinate a response to the pandemic was 
akin to air traffic control. The P&I Section had to determine how many and how often meetings 
needed to be conducted. Those interviewed as part of this review confirmed that meetings 
became less frequent, but more constructive and informative as the P&I Section refined the EOC 
battle rhythm and the flow of information into the EOC and across EOC Sections became more 
efficient and less redundant.   
 
The daily EOC battle rhythm for the COVID-19 incident clocked in at 8:00 a.m. with staff check-in 
and was typically followed by a Management meeting. The day progressed with EOC briefings, 
EOC Section-specific meetings, Coordination meetings involving Section leadership, resource 
coordination meetings, Planning meetings, and End of Watch Management briefings, as needed; 
the timing of which varied throughout the activation.  Daily EOC deactivation typically came 
between 6:00 p.m. and 7:00 p.m. in the first few months of the activation and later settled on 
5:00 p.m. daily beginning in late April 2020.  Deactivation was typically accompanied by 
workstation clean-up for those on-site. Activities in the battle rhythm specific to the P&I Section 
included the distribution of a daily Situation Report and EOC staffing plans. At the end of each 
week-long Operational Period, an After-Action Review Meeting was conducted by the P&I 
Section to collect improvement plan items and lessons learned. All Section and Branch meetings 
were scribed and filed for future reference. The P&I Section collected incident details and EOC 
Section updates to populate daily Situation Status Reports.  



                         Emergency Operations Activation AAR:  
City of Los Angeles  COVID-19 Pandemic 

Narratives and Analysis                                          45 

 
I
N
F
O
R
M
A
T
I
O
N  
 

M
G
M
T
/
S
H
A
R
I
N
G 

 
The EOC Situation Status Report (SitRep) was intended to be an important P&I Section tool that 
captured vital daily, real-time intelligence for situational awareness, to maintain a focused 
Common Operating Picture (COP), and to inform decision-making. SitReps were compiled 
through the Situation Status Unit and distributed to inform City stakeholders on all aspects of the 
incident, including a current incident status and overview, statistics on COVID testing, cases and 
death rates, any new information that could change the incident outlook (e.g., public health 
orders and/or guidance), and bullet-point reports associated with each EOC Section’s activities. 
The intelligence developed for SitReps came from both internal and external sources. These 
reports captured the EOC activities not only regarding COVID-19 activities, but reflected the 
planning and pivot towards simultaneous incidents that occurred during 2020 such as heat and 
smoke advisories, wildfire activities and civil unrest during protests for racial justice. Situation 
Status reports were produced daily (Monday-Friday) until approximately September 2020 when 
the P&I Section began weekly production and distribution through the end of 2020.  
 
Due to the unique nature of the pandemic activation, the EOC was peripheral to many of the 
policy decisions being made by the Mayor/Mayor’s Office (as described in Section 1.2 Incident 
Leadership and Plurality of Effort). The parallel tracks also affected intelligence gathering, which 
led to a general lack of situational awareness of “Mayoral missions.” Interviews with P&I Section 
personnel revealed that they regularly learned of new COVID-related plans, programs, and policy 
only during the Mayor’s daily press conferences. This caused the P&I Section to be reactive rather 
than play its traditional proactive and advance planning roles; instead waiting for actions and 
operations that might be triggered next. SitReps were often immediately obsolete once a new 
directive was issued by the Mayor’s Office because advance notice had not been provided to the 
P&I Section for inclusion in SitReps.  
 
Regardless of whether the Mayor availed himself of COVID-19 intelligence mined by the EOC P&I 
Section, the EOC Situation Reports remained the best source of situational awareness and a 
common operating picture. The daily or weekly SitReps also became a historical record of the 
incident progression and the real measure of the effectiveness of the COVID response. Likewise, 
the creation of the COOP Annex Template by the P&I Section referenced earlier, assisted in the 
identification of the City’s essential services, the health status of essential department 
employees, and improved optics on the critical resource requests that departments were 
submitting to support essential workers. Weekly Department COOP updates were conducted via 
email to monitor resource requests coming into the EOC Operations Section against each 
department’s stated COOP Pandemic Annex requirements and their weekly COOP updates on 
the effects of COVID-19 on their departments. The collection and analysis of the COOP 
documentation and resource requests by the Advanced Planning Unit was provided to the 
Management Section to inform prioritization and allocation of critical resources. Once reviewed 
by the P&I Section and prioritized by Management, the Logistics Section  processed department 
resource requests, confident that the checks and balance process would equitably distribute the 
City’s critical resources.  
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Managing Information During Simultaneous Incidents 
While the City experienced multiple simultaneous incidents at the same time as the pandemic 
(e.g., heat/smoke advisories, wildfires), none had a more significant impact on emergency 
operations than the Protests for Racial Justice (PFRJ). EOC leadership decided that each incident 
would have separate Operational Periods, separate EOC activations and staffing, and separate 
objectives (explained further in Section 4.3 Management of Simultaneous Incidents). While the 
two incidents were treated as if they were separate and unrelated, the EOC intelligence gathering 
and information management for both incidents was combined. Daily Situation Status Reports 
captured activities that related to both COVID-19 and PFRJ. Although EOC activities for both 
incidents crossed paths, separate EAPs were developed for each incident. For example, protest 
activities temporarily closed some COVID testing sites in Los Angeles and several City 
Departments had staff assigned to dual roles. EOC staff working the PFRJ incidents were 
encouraged to keep separate 214 logs to differentiate hours that would be billed to each incident. 
The EOC demobilized the PFRJ activation and fully returned its attention and activities to the 
COVID-19 pandemic on June 9, 2020. In addition to the PFRJ incidents, both winter weather and 
summer heat advisories ramped up situational awareness and support activities in the EOC P&I 
Section. Besides the ongoing shelter activities associated with COVID-19, the EOC identified 
cooling centers and prepared for the potential for wildfire evacuations. Although these had the 
potential to trigger a larger response, they did not rise to the level that required an additional or 
separate EOC activation as that applied to the PFRJ. As a result, the P&I Section was able to 
continue its information management rhythm during these later incidents.    
 
Role of Information Management Systems in Situational Awareness 
WebEOC® was the emergency information management system purchased by EMD through the 
Information Technology Agency (ITA) that had been used for several years as the City EOC’s 
disaster communication platform. WebEOC was supposed to provide the EOC a common 
operating picture with a significant event dashboard and a resource request board. However, 
After Action Reports/Improvement Plans (AARs/IPs) from 2015 and 2017 EOC exercises 
documented the severe limitations with the system. EMD had not yet supplied ITA with adequate 
requirements to build out access to all City departments. In addition, WebEOC was a software 
program hosted on local internet servers that was not accessible to external stakeholders off-
network. While staff working remotely had VPN access to City servers via a system called 
“Connect2LA,” they either did not know they could access WebEOC via Connect2LA or did not 
know about Connect2LA. Nearly everyone interviewed and surveyed as part of this review stated 
they could not access WebEOC when off-site. Only days into the EOC activation, it had become 
clear that a simple, user friendly, cloud-based solution was needed to provide situational 
awareness and data entry capabilities to the City’s growing virtual workforce and external 
partners. EMD staff working in the P&I Section knew they had to provide a temporary 
workaround to WebEOC.  
 
The temporary solution was to create what EMD nicknamed the Google® Emergency 
Management System (GEMS), which used existing Google tools and shared documents to host 
incident documentation and templates. EMD, the General Services Department (GSD), Los 
Angeles Fire Department (LAFD), and ITA collaborated to create Google forms to collect 
situational information, identify critical resource needs, and to track the procurement process 
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from the initial resource request through to fulfillment and payment. Once resource request 
forms and tracking tools were in place, EMD developed departmental memorandums with GEMS 
instructions and GEMS training videos that were touted by EOC responders as very helpful. GEMS 
was not a perfect solution, but addressed many of the immediate limitations of WebEOC. Some 
agencies still had firewall issues with Google/Chrome® products. This and data security concerns 
resulted in yet another mid-year and mid-activation decision by EMD, which was to purchase and 
transition to Veoci® as its emergency information management system. 
 
Notable Strengths 
❖ The creation of a temporary information management solution that met the requirements 

for COVID-19 reporting and resource requesting while addressing the limitations of the 
previous system was vital to maintaining uninterrupted City operations and the provision of 
essential emergency services to both employees and residents.  

❖ A common operating picture was provided and shared with all 43 City departments, agencies, 
and bureaus for the first time, which helped facilitate and support the coordination of 
emergency operations across what would normally be a decentralized group of government 
entities. This addressed a notable corrective action from the City of Los Angeles’ 2017 
Functional Exercise AAR/IP.  

❖ The P&I Section did not feel constrained by pre-existing tools that did not appear to address 
the needs of the COVID-19 pandemic. For example, it established a detailed COVID-19 SOP 
for information management and action planning purposes, which contributed to the P&I 
Section’s ability to establish and share situational awareness. It included a daily battle 
rhythm, a document filing system, daily and weekly email schedules, an EOC Email 
Distribution List, and EOC Staffing Schedules. Similarly, the P&I Section adapted the previous 
EAP and SitRep templates to be more streamlined and effective for reporting information 
associated with the pandemic (e.g., providing a more narrative format versus data entry 
prompts designed for more traditional emergencies). All of these tools contributed to the 
overall effectiveness of information sharing.  

❖ The creation of the COOP Plan Pandemic Annex template and the collection of weekly, 
operational COOP updates provided key intelligence on the status, resource needs, and 
operational capabilities of City departments to support essential services and the City’s 
emergency missions. 

 
Area for Improvement 
Area for Improvement 2.2.1: EOC meeting agendas and notes require more standardization, 
accessibility, and organization to ensure consistency and actionability.   

Reference(s):  City of Los Angeles EOC Procedures Manual (2019) 

EOC Action Planning Meeting Agendas, Notes Templates, Supporting 
Forms 

Analysis: EOC meeting notes (e.g., Section/Branch meetings, Action Planning meetings, 
Hotwash meetings) lacked continuity in both the meeting agendas and the meeting note 
formats. Naming conventions for the various meetings also lacked standardization. 
Weekly after-action hotwash meeting notes failed to capture the actual lessons learned, 
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gaps and improvement plan tasks associated with the discussion. There was no 
centralized location for storing notes nor a compiled list that identified where items from 
notes could be located. The assumption was that important issues and gaps that were 
discussed in meetings would be elevated to the P&I Section for inclusion in daily situation 
status reports or would be referenced in department level after action reports. If not, the 
gaps and lessons learned were lost, which is assumed to be the result in many cases.   

Recommendations:  

1. Standardize templates for EOC meeting agendas and notes, including naming 
conventions and storage locations.  

2. Load templates into the Veoci information management system for ease of access 
and archiving.  

3. Create a repository of corrective actions from hotwash debriefings, including 
areas for improvement and recommendations. 

 

2.3. EOC Action Planning 
The EOC Action Planning process was led by the P&I Section. The pandemic was used an 
opportunity to update the EOC’s name for and approach to action planning to the more 
traditional industry and Incident Command System (ICS) standards from a previous concept 
rooted solely on coordination; an “EOC Coordination Process” and resulting “EOC Coordination 
Plan.” The new EOC Action Planning Process and resulting EOC Action Plans (EAPs) required the 
contributions of all EOC Sections. On a weekly basis, EOC Sections were tasked with populating 
goals and objectives for the upcoming Operational Period. The EAP served to benchmark the 
previous week’s activities and provided a roadmap of progress towards incident objectives. The 
P&I Section designated Tuesdays as the day of the week that the EAP was distributed, providing 
stakeholders the ability to see not only their marching orders for the week, but how all City 
COVID-19 activities contributed to the overall incident response goals, objectives, and desired 
outcomes. 
 
The quality and content of weekly EAPs that were compiled by the P&I Section were entirely 
dependent on each EOC Section and Branch’s contributions, setting, pursuing, and then 
evaluating progressive objectives toward outcome specific goals. Each EOC Section had an 
opportunity to contribute to the EAP and provide input to the overall Advance Planning strategy 
that the P&I Section was tasked to develop. If the EAP input from EOC Sections was not dynamic, 
objective focused or reflective of the current phase of the incident, then the result was an equally 
deficient EAP that challenged the EOC’s ability to gauge the City’s progress towards incident 
response and recovery goals. A review of the EOC EAPs showed relatively static and “boiler-plate” 
responses week after week. Standing goals, objectives and priorities rarely changed over the 
course of the COVID-19 activation. This reflected a continued lack of understanding of the 
importance of “driving” the incident response to affect the incident trajectory with dynamic EOC 
Section goals, objectives and activities. It may have also been indicative of the EOC’s reactive 
posture to policies coming from the Mayor’s Office. One respondent to a survey initiated by this 
review, captured a common observation this way: “EAPs helped focus the EOC and EMD staff, 
but without political buy in they had no true direction. This can be perfectly exemplified in the 
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set of objectives created and maintained by those in the executive conference room that was in 
no way, shape or form coordinated or directed with the EOC Floor.” Unfortunately, some EOC 
responders may have also allowed their personal feelings about the direction of the operation to 
affect their work performance. For example, some EOC responders felt the activation had ulterior 
motives or felt their contributions mattered little, so they applied an equal amount of effort to 
their assignments in the EOC. While potentially unprofessional, a lack of morale and enthusiasm 
for the undefined mission may have thereby contributed to lackluster EAPs. Regardless, there 
was a continued need for education and training on departmental roles in disaster response and 
the basic concepts of emergency management that necessitated the development of EAPs. 
  
Area for Improvement 
Area for Improvement 2.3.1: The EAPs developed for Operational Periods associated with the 
pandemic did not include sufficient content nor authority to drive the EOC’s operations.     

Reference(s):  City of Los Angeles EOC Procedures Manual (2019) 

EOC Action Planning Templates and Training 

Analysis: EOC Action Plans are intended to drive an EOC’s performance toward a set of 
objectives. Because of the plurality of efforts between the Mayor’s Office and the EOC, 
the EOC was constantly in a reactive posture that left it behind-the-curve. Additionally, 
EOC Directors may have been hesitant to set objectives that might be contrary to those 
being established by the Mayor’s Office or to set objectives that they felt appeared to be 
too ostentatious. While the P&I Section had pushed the EOC toward more tangible, 
objective-driven operations as compared to previous activations, the  EAPs created during 
the pandemic were still not as valuable and actionable as they could have been. As a 
result, the objectives contained in the EAPs were rarely Specific, Measurable, Action-
Oriented, Realistic and Time-Bound (SMART). In most cases, they lacked timeframes and 
metrics that would allow leadership to determine if and when the objective had been 
achieved. Additionally, the City’s overarching goals identified in each EAP never changed 
over the course of the pandemic although it was claimed that they were reviewed on an 
as-needed or periodic basic. The City’s overarching goals should have been customized at 
intervals at least coinciding with the pandemic’s phases (i.e., as it reached an initial peak 
in July 2020, then experienced a steady decline until late October 2020, saw the second 
much greater peak in December 2020/January 2021, saw a 90% drop in cases once 
emergency use vaccines became available, experienced increasing infection rates as viral 
variants swept through unvaccinated populations in 2021). The City’s priorities (goals) 
should have evolved across those phases and should have been informed by insights from 
the Mayor’s Office in advance of publication. Meanwhile, the EOC’s more specific 
objectives tended to focus more on EOC functionality than on EOC outcomes (e.g., 
ensuring the safety of the EOC, establishing EOC staffing plans, maintaining points of 
contact with responding agencies). While those things were important to EOC operations, 
they were not the purpose of the EOC activation, which should have been associated with 
the City’s EOC Standing Objectives (e.g., information management, resource 
management, policy coordination), yet customized and made specific (SMART) for the 
COVID-19 activation. The EOC Sections attempted to create section-specific objectives 
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⎯and while often better than the overarching EOC objectives⎯they bordered more on 
individual tasks that needed to be completed to achieve an objective versus broader 
mission objectives. The EOC and each Section was constantly fighting many individual 
battles throughout the pandemic, but it was difficult to determine whether the EOC was 
“winning the war” because there was no clear EOC vision communicated through 
proactive and customized goals and objectives.  
 
Recommendation:  

1. The new templates for the EOC Action Plan developed during the pandemic 
appear sufficient to facilitate the development of actionable EAPs, however, 
training needs to be reinforced with further practical application opportunities 
(e.g., exercises, real-world response operations) for EOC Directors, Section 
Coordinators, and P&I Staff to ensure they can develop and populate the 

templates with sufficient EAP content⎯most notably the creation of relevant and 
up-to-date priorities and SMART objectives. 

2. EMD should consider ways of developing and distribution EAPs that meet the 
needs of the new virtual/mobile workforce (e.g., considering mobile device 
accessibility, remote access, searchability).
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3. Communications/Inter-Agency Coordination 
 

Section Introduction 
Communication is perhaps the most integral part of every organization’s ability to effectively 
respond to emergencies, manage impacts and crises, and achieve a new normal. Communication 
and coordination are also at the heart of every situation and present in all the activities which 
the City of Los Angeles was engaged during the COVID-19 pandemic. This section of the report 
will specifically focus on communications and coordination between the City EOC and other City 

departments, agencies, bureaus⎯via Department and Bureau Operations Centers 

(DOCs/BOCs)⎯communications with fellow government agencies, and with the private sector. 
The narratives in this section explore the importance to the City of the partners acknowledged in 
this section, the intended processes for facilitating communications and the degree to which they 
were followed, as well as the ultimate effectiveness of the coordination between the entities.   
 

3.1. DOC/BOC Performance and Coordination 
Being a decentralized network of 43 departments, agencies, and bureaus, the City’s emergency 
management system is largely dependent on the functionality and capabilities of DOCs and BOCs 
operated by individual departments, agencies, and bureaus. DOCs and BOCs are essentially 
versions of EOCs, but with a limited scope and purview focused only on the response mission of 
their specific department or discipline. Like an EOC, DOCs/BOCs provide support to their 
department’s/discipline’s field operations, coordinate and procure resources, manage 
information, enable public information campaigns, and facilitate policy-decisions; to the degree 
each function is within the authorities and limited to the purview of the respective 
department/agency/bureau. In turn, DOCs/BOCs coordinate with the City EOC, which facilitates 
similar actions, but for the jurisdiction as a whole across all involved departments, agencies, and 
bureaus. Just as DOCs/BOCs coordinate support for their mission areas, the EOC provides support 
to DOCs/BOCs when departments require further assistance or when more than one department 
is involved in the response. The EOC then facilitates the necessary inter-agency coordination, 
adjudication of issues, and establishment of City-wide policies and priorities. Additionally, the 
EOC is the avenue for coordinating with other levels of government (i.e., State and Federal) and 
neighboring jurisdictions. Departments, agencies, and bureaus that do not operate a DOC/BOC 
coordinate directly with the EOC typically through a department Emergency Management 
Coordinator or equivalent agency representative. 
 
DOC/BOC Capabilities 
The success of the City’s overall emergency management response is dependent on the 
performance of each DOC/BOC in its mission area. Through the City’s experience with the COVID-
19 pandemic, it was evident that each department has its own interpretation of the mission and 
purpose of a DOC/BOC and each had its own unique staffing plan, organization, and internal 
processes. While some operational nuances are to be expected among DOCs/BOCs, there should 
generally be a consistent understanding of purpose, structure, and communications. Instead, the 
pandemic response made evident that a number of DOCs/BOCs were not staffed by appropriate 
personnel (either quantity or expertise), many did not have a defined structure or roles for their 
DOC/BOC responders (ICS or otherwise), and critical DOC/BOC functions were not always 
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performed (e.g., setting Department-specific objectives, analyzing situational information for 
trends/themes, communicating appropriate information to the EOC, accounting for Department 
personnel and the status of essential functions [COOP], failures to communicate/coordinate 
assignments and resources with other DOCs/BOCs or the EOC when appropriate). The parallel 
operations occurring between the Mayor’s Office and EOC described in Section 1.2 - Incident 
Leadership and Plurality of Effort contributed to EOC/DOC coordination problems. For example, 
when the Mayor’s Office provided assignments directly to departments thereby circumventing 
the EOC, many of the departments were unaware the EOC had been left out or were not 
experienced enough to know the EOC would play a role. These challenges were anticipated for 
those departments, agencies, and bureaus not typically tasked with an emergency role. The 
COVID-19 pandemic was the first time in recent history a disaster had affected and required the 
involvement of every City organizational element. Many of the departments that had never 
previously been involved in an emergency were unaware of the City’s emergency management 
structure and the role of DOCs/BOCs. In several cases, the pandemic opened their eyes to a new 
emergency preparedness responsibility moving forward. More perplexing, however, was that 
some departments with routine emergency responsibilities, including some EOO members, were 
equally as challenged with DOC/BOC operations as those with little to no previous exposure.  
 
On the other hand, some departments had exemplary DOC/BOC operations over the course of 
the pandemic. The departments that had effective operations had a history of planning, 
equipping, training, and exercising that had demonstrated their commitment to emergency 
preparedness. Not surprisingly then, those departments that had contributed more resources to 
emergency preparedness prior to the pandemic, typically had better coordination with the City 
EOC. In one instance, for example, a department with an exemplary DOC operation was provided 
a major assignment directly from the Mayor’s Office. The department immediately recognized 
that: 1) the EOC had not been involved in the assignment, and 2) the department would 
ultimately require the EOC’s involvement to complete the assignment. As such, the department 
immediately notified the EOC of the assignment and invited EOC representatives to participate 
in all coordination meetings/calls there forward (including those led by the Mayor’s Office, which 
then welcomed the EOC’s involvement). As it related to that particular case, the effectiveness of 
the department DOC staff helped ensure the City’s larger emergency management system was 
available and ready to support the department’s mission assignments.  
 
The degree to which DOCs/BOCs were activated varied considerably over the course of the 
pandemic. Most EOO member departments initially activated their DOCs/BOCs in-person to the 
equivalent of a Level I or II activation. The majority of those later reduced their operations at 
some point during the pandemic and typically transitioned to virtual operations or a hybrid 
model. Some departments, including a few EOO members, never activated their DOC/BOC, 
opting to instead handle emergency management and COOP issues related to the pandemic in 
routine management meetings. Every DOC/BOC that was activated during the pandemic had 
some room for improvement. Some of the deficiencies were likely the result of each department 
currently being allowed to choose and define its own purpose and functionality. Additionally, as 
Section 9.3 - Self-Preservation versus Self-Actualization alluded, some of the varying degrees of 
DOC/BOC preparedness and performance may also be dependent upon the department’s 
attitudes toward achieving greater self-actualization in its emergency role. Those with an 
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ambitious mindset likely performed better than those focused on self-preservation. While the 
City can have a robust emergency management capability at the EOC, without high functioning 
DOCs/BOCs, it will be of little value. All City departments, agencies, and bureaus must come to 

accept and understand the importance of emergency management functions⎯as performed 

through DOCs/BOCs⎯in order to position the City for effective jurisdiction-wide response and 
recovery operations in the future.      
 
EOC/DOC/BOC Coordination  
Because situational information and the status of policies and priorities were not always 
effectively communicated within the EOC, or sometimes circumvented the EOC all together, they 
were not then always relayed from the EOC to DOCs/BOCs. Most DOC/BOC staff commented that 
the EOC sometimes felt like a “black hole.” They felt information (relevant or not) was shared 
from DOCs/BOCs to the EOC, but very little information was provided back to each DOC/BOC. For 
example, the situation reports issued by the EOC only focused on EOC section-specific objectives 
and activities and did not include updates on emergency operations across the City or within each 
department. Likewise, the DOCs/BOCs spent a significant amount of time gathering and providing 
continuity-related information in response to the EOC’s regular COOP data calls. And while that 
data was used to help inform resource prioritization and allocation decisions in the EOC, the 
departments commented that they rarely saw anything related to that information in return 
(e.g., an aggregated analysis, customized COOP guidance). Department representatives did, 
however, compliment the EOC for forwarding relevant notifications to all departments as they 
were received from fellow departments (e.g., human resources policies from the Personnel 
Department, Mayoral directives from the Mayor’s Office). Communications between 
departments and the EOC must a be a two-way road. When information is provided to the EOC 
to inform situational awareness and decision-making then a product should be returned that has 
equal value to the departments.  
 
According to DOC/BOC representatives, the EOC demonstrated greatest value to departments by 
facilitating resource acquisition during the pandemic. As other sections of this report have 
described, the resource requesting process was initially challenging. Only the Department of 
Recreation and Parks had access to and a working knowledge of WebEOC® to submit resource 
requests online. All other departments had to submit requests via email, in hard copy, or over 
the phone, which proved slow and cumbersome. The ultimate transition to Veoci® was valuable 
in that it gave all departments the ability to submit resource requests online. That change took 
time and the transitional costs in terms of time and duplication of effort were initially high (e.g., 
some proprietary departments were unable to access the shared Google Documents used for 
resource requesting in the interim). Nonetheless, the EOC was ultimately responsive to a majority 
of department resource requests, including those for Disaster Service Workers (DSWs), and was 
able to fulfill most. Where resources were in short supply, EOC leadership made prioritization 
and allocation decisions that most departments felt were fair even when their department came 
up short. 
 
One factor contributing to the effectiveness of communications and coordination between the 
EOC and DOCs/BOCs was whether the department also had an Agency Representative physically 
present in the EOC. The City’s EOC was initially structured so that Emergency Operations 
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Organization (EOO)  departments/agencies would have an Agency Representative (AREP) filling 
a seat in at least one of the five Sections (approximately 15 – 20 City departments). That AREP 
would then facilitate communications between the EOC and their respective department’s 
DOC/BOC. During the pandemic, many of the non-EOO departments/agencies/bureaus were 
engaged in an emergency  response operation for the first time. Many of those were not familiar 
with the EOC and did not have an AREP assigned to the EOC. They often went through other 
avenues first, such as the Mayor’s Office, to seek out emergency assistance and resources before 
being directed to the EOC. Meanwhile, even many EOO departments with AREPs were at some 
point permitted to work remotely so from that point forward the AREP was not physically present 
to serve as the “eyes and ears” of the department in the EOC. Departments commented that the 
workload associated with maintaining situational awareness and facilitating communications 
with the EOC after their AREPs transitioned to virtual operations increased dramatically. It took 
more time and more effort to share and acquire information and coordinate operations. Many 
Section Coordinators recognized this challenge and established protocols to try to address the 
situation. For example, the Operations Section Coordinators set up daily Section conference calls 
giving each department assigned a role in the Operations Section a chance to discuss and 
coordinate their activities. Those types of practices helped to reduce some of the impacts of 
virtual operations, but the transition nonetheless required more effort of departments to stay 
apprised and connected. 
 
Notable Strengths 
❖ Communications between the EOC and each activated DOC/BOC was established early  in the 

activation. In accordance with EOC checklists and the direction of EOC Section Coordinators, 
both Branch Directors and Agency Representatives in the EOC initiated communications with 
their respective DOCs/BOCs upon arrival. Contact information for the EOC and DOCs/BOCs 
was vetted during the first communication and maintained throughout the activation, 
including after positions became virtual.  

❖ Many City departments, agencies, and bureaus have done a commendable job of developing 
their internal emergency management capabilities. Those departments take their role in 
emergency response seriously and have committed the time and resources to building 
personnel, equipping operations, and providing training and exercise opportunities to ensure 
readiness. The preparedness steps taken by those departments paid dividends during the 
pandemic as they proved to be more resilient when confronting the effects of the pandemic. 

❖ Each EOC Section used different tactics to maintain communications with staff and to 
coordinate operations once positions began to operate virtually. Some Sections relied on 
daily conference calls, other on email reporting and check-ins, and others on information 
management systems. While navigating virtual operations was still challenging, some of these 
practices resulted in creative solutions that should be applied to future virtual operations, if 
necessary. 
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Areas for Improvement 
Area for Improvement 3.1.1: Each department/agency/bureau has its own understanding of the 
purpose and functionality of a DOC/BOC and the degree of DOC/BOC capabilities varies widely. 

Reference(s):  City of Los Angeles Comprehensive Emergency Operations Plan 

DOC/BOC Operations Manual or Framework 

Analysis: The City of Los Angeles’ DOC-centric emergency operations model is dependent 
on the successful performance of DOCs/BOCs. Without consistent and dependable 
capabilities across City departments, agencies, and bureaus, the City’s level of emergency 
preparedness and effectiveness of response/recovery operations will be in question. EMD 
has been aware of this challenge for some time and has taken effort to work with many  
of the City’s departments, particularly EOO members, to define and build DOC/BOC 
capabilities on a case-by-case basis. However, that customized approach is time 
consuming for EMD, which is perennially short-staffed. Additionally, the pandemic proved 
that the need for emergency management (DOC/BOC) capabilities is not limited to EOO 
members, but a baseline capability level is needed in all 43 City departments, agencies, 
and bureaus. As such, a centralized policy or framework to serve a guidance document 
for each department may be the best approach for supporting preparedness among all 
City departments while balancing out the City’s overall level of preparedness. 

Recommendation:  

1. EMD should continue to enhance and offer guidance documents (i.e., DOC/BOC 
Operations Manual or Framework) and train-the-trainer sessions that provide 
direction to departments in establishing and structuring their DOCs/BOCs. The 
guidance documents and trainings should clearly identify the 
purpose/responsibilities shared by each DOC/BOC, planning process 
recommendations for choosing the right structure and staffing for a DOC/BOC, 
and a framework for its organization, assignment of responsibilities, expected 
communications, and major processes. 

2. Each City department should make emergency preparedness and its internal 
DOC/BOC capabilities a priority. Each department should employ the tools and 
training provided by EMD to create robust emergency management capabilities.  

 
Area for Improvement 3.1.2: Sufficient and consistently applied best practices for ensuring 
situational awareness and facilitating communications during virtual EOC operations are needed. 

Reference(s):  City of Los Angeles EOC Procedures Manual 

Analysis: When EOC operations become virtual and departments/agencies no longer 
have an AREP physically in the EOC to serve as their “eyes and ears” or as a liaison, then 
already challenging emergency communications become even more difficult. As Section 
7.2 - Staffing and Virtual Operations describes in further detail, a sufficient number of 
communications best practices must be in place to ensure information sharing and 
coordinated operations. This may be a combination of technology solutions (e.g., 
emergency information management systems, shared documents/drives, emails) and 
management practices (e.g., briefings, conference calls, staggered shifts, shadowing). 
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During the COVID-19 activation, some of these practices were applied by some EOC 
Sections, but not consistently across Sections. As a result, some Section performed better 
than others rather than well as a whole.    

Recommendation:  

1. EMD should develop a manual that describes the performance of functions during 
virtual EOC operations. That manual should include best practices for situational 
awareness and communications and policy that requires its use by all EOC 
Sections.  

 

3.2. Inter-Agency Coordination 
During the COVID-19 pandemic, coordination with multiple proprietary departments, external 
partner organizations, and non-City agencies was critical to a coordinated response. Agencies 
that coordinated with the EOC included Los Angeles World Airports (LAWA), Port of Los Angeles 
(POLA), the City’s Unified Homelessness Response Center (UHRC), Los Angeles Unified School 
District (LAUSD), Los Angeles County Metropolitan Transportation Authority (Metro), American 
Red Cross and, importantly, Los Angeles County Department of Public Health (LACoDPH) and Los 
Angeles County EOC/Operational Area. 
 
As outlined in the EOC Comprehensive Emergency Operations Plan, the Liaison Officer (LNO) in 
the EOC is supposed to provide coordination for City and non-City agencies that may have 
representatives temporarily assigned to the EOC; the LNO reports directly to the EOC Director. 
The LNO should coordinate the initial entry of AREPs into the EOC and provide guidance and 
support for them as required. The number of AREPs and the organizations they represent may 
vary based on the nature of the emergency.  
 
Prior to the EOC’s activation, when an EMD COVID-19 Task Force was managing EMD’s response 
to the pandemic, one of EMD’s Emergency Management Coordinators had been designated as 
the LNO. However, once the EOC became activated, and due to staffing limitations, that EMC was 
tasked to the Business Operations Center and the LNO position remained vacant for the 
remainder of the EOC activation. The person assigned as the liaison to LACoDPH was often given 
additional liaison assignments by the EOC Director, but the LACoDPH liaison had neither the time 
nor experience to sufficiently manage communications with other agencies and partner 
organizations. The lack of a formal EOC LNO negatively impacted the EOC’s ability to establish 
and ensure inter-agency communications and coordination. There were typically multiple lines 
of communication between City and non-City stakeholders. For example, LACoDPH regularly 
communicated with the Mayor’s Office, the EMD/EOC liaison, and individual City departments 
depending on the topics. There was a lack of clear guidance, support and coordination from the 
EOC to centralize inter-agency coordination. While the City’s EOP and EOC Procedures Manual 
describe the role of the LNO, supporting materials such as Standard Operating Procedures and 
guidelines, and position-specific training was not developed at the time of the pandemic. As a 
result, coordination with each external stakeholder was handled uniquely. 
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Unified Homeless Response Center  
In 2018, the City of Los Angeles established the UHRC as a centralized location for the 
coordination of services to people experiencing homelessness (PEH). The center is located within 
the City’s EOC building and includes representatives from a variety of agencies with associated 
service responsibilities including the Los Angeles Police Department, Los Angeles Fire 
Department, Public Works (Bureau of Sanitation), Department of Transportation, and the Los 
Angeles Homeless Services Authority (LAHSA). Extending services and shelter to those persons 
experiencing homelessness was a major under-taking during COVID-19 and the UHRC is credited 
with leading one of the most aggressive and successful COVID responses within the City. Some of 
the actions the City took to protect unsheltered populations included: 

• Convened critical partners, including the Bureau of Sanitation, LAPD, and LAHSA to 
coordinate assistance for PEH who show potential signs of illness. 

• Deployed hand washing stations citywide and distributed hand sanitizer to PEH. 

• Trained outreach workers to closely monitor homeless encampments for individuals with 
COVID-19 symptoms. 

• Partnered with UCLA medical professionals to provide primary care and treatment to PEH 
via the City’s CARE mobile hygiene trailers. 

• Mapped existing encampments to determine proximity to existing public bathrooms to 
identify locations for additional hand washing and hygiene stations. 

 
While the UHRC was performing many functions associated with the City’s COVID-19 mission, 
and despite being co-located with the EOC, the UHRC was not well integrated into EOC 
operations. Like other programs, the UHRC received its direction either directly from the Mayor’s 
Office or through the Chief of Police on behalf of the Mayor. This created diverging 
communications paths. Without an EOC LNO there was also no one to specifically look out for 
these types of communication problems. The EOC’s Operations Section Coordinators recognized 
a communications gap existed and encouraged the UHRC to fill a seat in the EOC’s Mass Care and 
Shelter Branch. While the EOC position existed, it was determined by the UHRC that periodic 
conference calls or meetings between a UHRC AREP and the EOC might be a sufficient 
coordination mechanism between the two operations, but in hindsight both sides ultimately felt 
more coordination and better integration of efforts was needed.  
 
Los Angeles County Department of Public Health 
The Mayor’s Office took the lead for coordinating the City’s public health initiatives, such as 
testing and vaccination programs. Senior staff from the Mayor’s Office, particularly the Deputy 
Mayor of Innovation and the Deputy Mayor for Public Safety, communicated frequently with 
LACoDPH regarding policy decisions and public health programs, participated in formal briefings, 
and contacted LACoDPH officials on an as-needed basis.  
 

Long before the pandemic, LACoDPH had created a grant funded position⎯an EMD Public Health 

Liaison (PHL)⎯to facilitate communications and collaboration between the two entities. The 
position had been vacant or went unassigned for some time, but was formally filled on March 2, 
2020, by an individual who had previously served as an EMD intern. As detailed in the Statement 
of Work for the program, the PHL position was given a wide range of assignments including: 
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• Identify and establish information flow protocols and data elements for sharing in 
coordination with LACoDPH for effective response. Provide liaison services between 
public health agencies and the EMD Duty Officer or EOC as needed during actual incidents 
and events. 

• Utilize LACoDPH subject matter expertise—and in coordination with LACoDPH as 
appropriate—develop City of Los Angeles protocols for public health risk communication. 

 
The PHL position did not come with additional guidelines or more defined responsibilities. Also, 
the position had not yet been integrated in the City’s EOP or Pandemic Annex, which created a 
confusing environment for the new PHL in the beginning months. For example, there was some 
confusion regarding to whom the PHL reported during activation. According to the SOW, “the 
EMD PHL is assigned to the EMD Community Preparedness and Engagement Division 
(CPED)/Planning Division and reports to the Planning Division Chief as their immediate 
supervisor.” However, during the EOC activation, the Operations Section Coordinator and the 
Business Operations Center Director told the PHL to report to their respective sections. The PHL 
had to define its own responsibilities during the pandemic and fill coordination voids, both 
between the City and County and within the City, particularly when the City’s actions deviated 
from the County’s actions. The PHL became a competing liaison between the City and LACoDPH 
as the Mayor’s Office also took on the responsibility. As the pandemic progressed, coordination 
between the Mayor’s Office and EMD improved as did the alignment between City and County 
policies, which improved coordination with LACoDPH. 
 
Los Angeles County EOC/Operational Area/Office of Emergency Management  
The County Office of Emergency Management (OEM) initiated weekly calls at the onset of the 
pandemic to discuss the emerging public health crisis within the Operational Area (OA). Once the 
County EOC was activated at a Level I, there were less frequent calls as information sharing and 
communications between the County and cities in the County was primarily facilitated through 
Disaster Management Area Coordinators (DMACs). The City of Los Angeles is alone in its Disaster 

Management Area⎯all other areas consist of multiple cities in a similar geographic area grouped 

together⎯and the Coordinator is an assigned EMD staff member. Once again, however, the 
Mayor’s Office, EMD Public Information Officer (PIO), Business Operations Center, and individual 
City departments (e.g., LAWA) were also simultaneously communicating with the OA. City 
stakeholders reported that the County EOC was generally responsive to their inquiries, but 
seemed to lack real-time situational awareness of the activities taking place at the County-level. 
The City maintains a “seat” in its EOC for a County/OA EOC representative. That position was not 
filled during the pandemic. Instead, for the first few months of the pandemic, EMD deployed its 
own AREP to serve as a liaison at the County/OA EOC. This helped to improve communications 
and informing sharing, but still failed to address the challenges of having multiple lines of 
communication between the City and County. City representatives would often have some pieces 
of critical information, but not the whole picture, and rarely coordinated to put the whole picture 
together. 
 
Notable Strength 
❖ The Public Health Liaison position established by EMD and LACoDPH is an essential tool for 

managing the coordination between the City and the County’s largest public health “client.” 
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Despite initial challenges, this position played a key role in the communication and 
coordination of public health information and policies amongst and between the City, the 
County, and EMD. The position was also recognized by the Mayor’s Office as a valuable 
component of its public health decision-making process. Through additional planning, 
training, and equipping, the PHL will be an effective asset in all future activations (public 
health related or otherwise).    

 
Areas for Improvement 
Area for Improvement 3.2.1: The EOC Liaison Officer (LNO) position was not staffed during the 
pandemic activation. 

Reference(s):  City of Los Angeles Comprehensive Emergency Operations Plan  

City of Los Angeles EOC Procedures Manual 

EOC Organizational Charts and Staffing Plans  

Analysis: In accordance with plans and training, the EOC should have had a formal EOC 
LNO assigned to the activation. The LNO is considered critical enough to be included in 
the Management/Command Section of the Incident Command System (ICS). It is one of 
the few officer-level positions because of the importance of inter-agency communications 
and coordination to the success of an emergency operation. Stakeholders within the City 
and external to it consistently commented that their coordination with the City was 
haphazard, did not reach its full potential, or involved multiple and sometimes 
inconsistent or redundant points of contact. An EOC LNO would have been responsible 
for managing all liaison functions (e.g., integrating AREPs as appropriate, deploying AREPs 
to other operations/jurisdiction, monitoring the effectiveness of communications, and 
implementing corrective actions to address gaps and inefficiencies). These functions were 
either implemented on an impromptu basis or did not occur. Had the pandemic been a 
faster moving incident, then this loose approach to communications could have had more 
dire consequences.      

Recommendations:  

1. The EOC LNO position should be staffed for all future Level I or II activations.  

2. Further develop and define the role of the LNO during an emergency. Ensure tools, 
resources, and standard operating procedures or plans are developed to define 
the role and assist the LNO in performing its functions.  

3. Provide training and rehearsal opportunities (e.g., exercises) for City and non-City 
agencies to understand the expectations of how to coordinate with the EOC/LNO. 

4. Consider requesting the support of other “City family” emergency managers or 
LNOs during future activations if existing staffing is too limited to fill the LNO 
position. 

 
Area for Improvement 3.2.2: Agency Representatives coordinating with the EOC sometimes felt 
as though they were operating outside the City’s response, lacking clear channels for 
coordination, policy direction, resource support.   
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Reference(s):  City of Los Angeles Comprehensive Emergency Operations Plan  

City of Los Angeles EOC Procedures Manual 

EOC Organizational Charts and Staffing Plans  

Analysis: Some AREPs reported frustration as they sought to coordinate with the City 
regarding tactics, policy, and resources. Thy commented that they regularly contacted the 
EOC general phone number because they were not assigned an official contact/point of 
entry or they were frequently unable to reach their point of contact. Likewise, 

coordination with the City was described as haphazard⎯multiple people from the City 
contacting the AREP with similar purposes and having to pull information from the City 
rather than being proactively provided it. This led to a perception that the AREPs were 
not folded into the EOC and that their needs (e.g., policy, information, resources) were 
not adequately supported. Not having an LNO contributed to this frustration.  

Recommendations: No additional recommendations beyond those from Area for 
Improvement 3.2.1 above. 

 
Area for Improvement 3.2.3: The role of the Public Health Liaison in the EOC was not well defined 
and had not yet been integrated into the City’s plans and procedures. 

Reference(s):  City of Los Angeles Comprehensive Emergency Operations Plan  

City of Los Angeles EOC Procedures Manual 

2019 Pandemic Annex 

Analysis: While the City and County are to be commended for creating the Public Health 
Liaison position, its creation needed to be accompanied by clearly defined procedures 
describing its role, responsibilities, and functions during a public health emergency or any 
emergency activation. As there were multiple lines of communication and coordination 
between LACoDPH, the Mayor’s Office, and EMD, the role of the Public Health Liaison was 
not understood by EOC responders and was not fully utilized by operations.  

Recommendation:  

1. Incorporate lessons learned from COVID-19 to better develop the roles and 
responsibilities for the Public Health Liaison in the EOC.  

2. Consider how the LNO or another position could support the Public Health Liaison 
position when needed and during an extended activation.  

 

3.3. Private Sector Coordination 
The Business Operations Center (BOC) facilitated mutually beneficial partnerships between 
private sector entities and the City of Los Angeles. Entities were divided into BOC Sectors based 
on defining characteristics such as business/industry segment, mission or capability (e.g., non-
profit social service agencies), or affiliation (see Section 5.7 - Role and Functionality of the 
Business Operations Center for more information about the BOC). 
 
As of this report, the BOC coordinated with 16 sectors:  
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• Academic Institutions  

• Animal Care (added during COVID-19)  

• Associations  

• Construction  

• Critical Infrastructure  

• Entertainment  

• Faith Community Groups  

• Finance 

• Government  

• Healthcare  

• Hospitality  

• Information Technology  

• Manufacturing – Process 

• Non-Profits  

• Retail – Commodities 

• Transportation 
 
As outlined in the BOC Concept of Operations (CONOPS), the BOC designated a lead contact for 
each sector. However, as the partnership with the Emergency Preparedness Foundation (EPF) 
dissolved, the BOC did not retain the contacts thereby limiting its ability to maintain relationships 
with many of the sectors. As the BOC was activated for COVID-19, BOC staff worked closely with 
the Mayor’s Office of Economic Development, the City’s Economic Workforce Development 
Department, the Chamber of Commerce, the Emergency Network Los Angeles (ENLA), and the 
Business and Industry Council for Emergency Planning and Preparedness (BICEPP) to build out 
contact databases and to reach out to sector stakeholders to understand what businesses were 
experiencing and their needs.  
 
During the pandemic, the BOC added “Animal Care” as a vital sector that was being heavily by 
the effects of the pandemic. This came to the attention of the BOC in several ways. First, when 
the City’s Safer-at-Home Orders were issued, veterinarians, dog groomers, and other animal 
service providers were either forced to close or significantly modify their business operations. 
Secondly, from a mass care perspective, shelters were receiving requests for pet resources to 
support the animals that were accompanying their owners to City shelters. The BOC coordinated 
with organizations that could help support the pets during their time in the shelters.  
 
Recognizing that there were multiple departments/offices coordinating directly with businesses 
in addition to the BOC, the BOC formed a Technical Advisory Group (TAG) in September 2020 to 
improve coordination and communication. The BOC/TAG members included: City Clerk, Office of 
Finance, Building and Safety, Economic and Workforce Development Departments, EMD, 
Mayor’s Office of Economic Development, Mayor’s Office of Resiliency, Mayor’s Office of Public 
Safety, Mayor’s Business Ambassador Program, Los Angeles County OEM, Los Angeles County 
Department of Consumer and Business Affairs.  
 
The BOC/TAG had three core objectives:  

1. Engage and collaborate with government departments serving the local business 
community. 

2. Serve as a resource hub for businesses within the City of Los Angeles. 
3. Convene membership to review challenges faced by the business community following a 

disaster and identify solutions and make recommendations to City leaders.  
 
BOC staff cited several instances in which they were able to obtain critical information from the 
multitude of coordination calls they attended. For example, after listening to a FEMA industry 
call, one BOC representative learned that there was an expected nitrile glove shortage. The BOC 
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notified the EOC Logistics Section so that appropriate actions could be taken to avoid the 
shortage. However, because so much of the BOC’s time was dedicated to procurement and 
donations, the BOC staff were unable to focus on information-sharing with the private sector as 
much as they would have liked. 
 
Notable Strengths 
❖ The BOC quickly partnered with the Chamber of Commerce, ENLA, and internal City 

departments that interfaced with businesses to become a resource and to understand the 
issues facing industry during these unprecedented times. 

❖ The establishment of the BOC TAG was an excellent means for addressing the uncoordinated 
and duplicative communications and efforts to engage the private sector taking place across 
City and County departments and agencies. As this report has described, uncoordinated and 
parallel efforts were commonplace in the City’s response and recovery efforts. While the 

program implemented by the BOC⎯a collective working group⎯seems like a simple 
solution, it was the only example of an initiative to bring together all related stakeholders in 
a formal and facilitated environment.  

❖ Based on industry feedback “Animal Services” was added as a key sector in the BOC. This 
recognition and the evolution of the program in response to the identified gap reflected a 
positive development. Adapting to real-world occurrences will ensure the BOC maintains a 
relevant and useful function. Also, considering that pets and animals are of significant 
concern during a disaster, coordinating with businesses and organizations related to this topic 
will be of value to any future activation.   

 
Area for Improvement 
Area for Improvement 3.3.1.: The BOC requires additional resources, staffing, and relationships 
if the City desires to have an effective public-private sector partnership.   

Reference(s):  City of Los Angeles EOP - BOC Annex/CONOPS document  

Analysis: Because the City had outsourced leadership and management of the BOC to a 
third-party contractor for many years, when those contracts dissolved, they essentially 
took the capabilities of the BOC with them and the capabilities of the BOC were reset to 
square one. During the COVID-19 activation, the BOC lacked leadership, had insufficient 
plans and resources, and had very few of the relationships with or contact information 
for sector leads or individual business partners to have a successful program. Likewise, 
the BOC lacked the staffing to support the collective needs of hundreds of thousands of 
the private entities in the City of Los Angeles. A fraction of the funding that went to other 
programs could have been used by the BOC dramatically increase its capabilities and 
value. As noted in Section 5.7 – Role and Functionality of the Business Operations Center, 
EMD did not maintain the BOC capabilities between contractors.  

Recommendations:  

1. Continue to convene and utilize the BOC/TAG group to coordinate public-private 
sector activities across Los Angeles County. 
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2. Revise BOC plans and procedures to properly reflect its mission, organization, 
staffing, and functionality.   

3. Continue to build relationships with the 16 industry sectors. 

4. Develop a plan to provide surge staffing for the BOC in support of its private-public 
sector mission, including use of Disaster Service Workers (DSWs).
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4. Incident Support/Consequence Management 
 

Section Introduction 
Per the City’s EOC Procedures Manual, “…the EOC does not directly manage or command tactical 
operations at an incident or event. This responsibility rests with the on-scene field command. 
The role of the EOC is to collect, validate, and organize emergency information and to provide 
the overall coordination of support resources to the field during response and recovery 
operations.”  
 
As the excerpt above explains, the City’s emergency management system does not implement 
programs and services, but rather enables those programs and services to thrive by coordinating 
efforts among stakeholders, sharing information, and acquiring resources, among many other 
functions. This section of the report first identifies the myriad programs and services established 
by the City to address the impacts of COVID-19 on its citizens and economy. While the EOC did 
not directly manage those programs, in accordance with the aforementioned policy, it supported 
the implementation of nearly all of them and in some cases made their possibility a reality. 
Coordination of these referenced tactical programs and services is typically facilitated by the EOC 
Operations Section, which is why this section analyzes the role and performance of that group as 
it relates to the City’s overall emergency management system. Furthermore, the EOC as a whole, 
and particularly the Operations Section, had to confront and manage multiple simultaneous 
hazards that occurred in the midst of the pandemic as described by this section. Lastly, this 
section addresses the EOC’s efforts to support the continuity of each department’s essential 
functions, which were again, typically facilitated by the Operations Section. 
 

4.1. Overview of EOC Supported Response Operations 
The EOC exists to support field operations established to meet the emergency needs of the 
people and the City’s economy. As mentioned throughout this report, the EOC did this by 
facilitating coordination amongst City departments/agencies and with partner organizations, 
gathered and disseminated information to inform decision-making, acquired and allocated 
critical resources and personnel, elevated policy issues, and managed fiscal impacts. Because this 

report is focused on the effectiveness of the City’s emergency management operations⎯those 

functions just named that enable emergency programs and services⎯it does not evaluate the 
actual effectiveness of the programs and services implemented by departments/agencies to 
meet the needs of the people. For context, it is nonetheless important to acknowledge the 
multitude of programs and services established throughout the City of Los Angeles. Credit for 
conceiving these programs goes to many, perhaps most notably the Mayor’s Office, and credit 
for implementing these programs goes to thousands of City of Los Angeles employees and 
partners that worked tirelessly to achieve the City’s response objectives. A sampling of the 

programs and services provided by the City to the community in response to COVID-19⎯which 
the City’s emergency management framework supported the implementation of as described 

throughout this report⎯included:     
 



                         Emergency Operations Activation AAR:  
City of Los Angeles  COVID-19 Pandemic   

Narratives and Analysis                                          66 

 
 
 
 
I
N
C
I
D
E
N
T  
 

S
U
P
P
O
R
T
/ 

 
C
O
N
S
E
Q
U
E
N
C
E  
 

M
A
N
A
G
E
M
E
N
T 

Program/Service 
Name 

Description Lead Agency 

Business Ambassador 
Program 

A program utilizing City workers to advise or cite 
businesses not following COVID-19 safety 
guidelines or the City’s health directives. The goal 
of the program was to help workplaces better 
enforce safety guidelines, targeting businesses 
where there was a report of a problem and non-
compliance. 

City Attorney 

Contact Tracing Hundreds of City of Los Angeles employees were 
detailed to assist the Los Angeles County 
Department of Public Health with contact tracing 
to help identify and notify people who are COVID-
19 positive or who have come in contact with 
COVID-19 with the hope of limiting the spread by 
providing resources and education. 

 

Emergency Renters 
Assistance Program 
(ERAP) and 
Emergency Renter 
Protections 

In partnership with the State and the federal 
government, the City created ERAP to provide 
financial assistance to residential renters and 
landlords who have been unable to pay or receive 
their rent, respectively, as a result of the COVID-19 
pandemic. Additionally, the Housing and 
Community Investment Department (HCIDLA) was 
responsible for enforcing the Mayor’s temporary 
moratorium on evictions for non-payment of rent 
for tenants who are unable to pay rent due to 
circumstances related to the COVID-19 pandemic. 
HCIDLA also expanded its hotline capabilities to 
address all landlord-tenant related inquiries and 
concerns associated with the COVID-19 pandemic. 

Housing and 
Community 
Investment 

“Grab and Go” Food 
Centers 

At its peak, the Los Angeles Unified School District 
(LAUSD) operated 60 “Grab & Go” Food Centers 
open every weekday from 7 a.m. to 10 a.m. to 
provide up to two meals per day to LAUSD students 
and their parents. Logistical and traffic 
management support (Department of 
Transportation) for these sites was provided by the 
City of Los Angeles. 

LAUSD              
(Non-City 
Administration) 

Hospital Expansion/ 
Surge Support 

With the support of the California National Guard 
and U.S. Department of Health and Human 
Services, the City’s Convention Center was initially 
converted into a 250+ bed Federal Field 
Hospital/Medical Station with the potential to 
expand to a total of 1,355 beds that was intended 

Mayor’s Office 
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Program/Service 
Name 

Description Lead Agency 

first for non-COVID patients and then COVID 
patients, but was never used.  

The 1,000 bed U.S. Navy Medical Ship Mercy was 
docked in the Port of Los Angeles (City of Los 
Angeles Harbor Department) and provided 
treatment for non-COVID cases to reduce hospital 
surge in the region, but its operations and patient 
transfers were coordinated with Los Angeles 
County. 

The City’s Unified Hospital Surge Capacity Task 
Force initially developed plans to build healthcare 
system capacity with through situational 
awareness, reducing healthcare system stress, 
stockpiling and rationing critical supplies, reducing 
EMS transports to hospitals, and plans to stand up 
COVID-19 Screening Sites, COVID-19 Care Clinics, 
and Alternative Care Sites for non-COVID cases. 
Some of these efforts were abandoned and others 
were spearheaded by the County with the City 
playing a supportive role as needed.  

L.A. Al Fresco Through the L.A. Al Fresco program, eligible 
restaurants and bars were able to apply to expand 
outdoor dining areas into the street, sidewalk, and 
private parking lots adjacent to the applicant's 
establishment. In some cases, the City provided 
planters, barricades, and umbrellas for outdoor 
dining businesses to use in newly permitted spaces. 

Transportation 

L.A. Emergency Child 
Care Connection 

A program to provide childcare support in the form 
of referrals, stipends, and temporary childcare 
services at Recreation and Parks sites, to essential 
health care workers at participating hospitals, 
emergency responders, sanitation staff, and those 
directly charged with public health missions.  

Mayor’s Office 

L.A. Emergency 
COVID-19 Crisis Fund 

A special fund established by The Mayor’s Fund for 
Los Angeles, which deployed millions of dollars to 
directly support those most affected by the 
pandemic. Funded programs included: Mobile 
Outreach For Vaccine Equity (MOVE); Grocery 
Initiative for Vital Emergency Needs (GIVEN); 
Secure Emergency Relief for Vulnerable Employees 
(SERVE) for food service workers; Angeleno Cards 

Mayor’s 
Office/ 
Mayor’s Fund 
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Program/Service 
Name 

Description Lead Agency 

for individuals and families; childcare services for 
frontline workers; emergency relief grants, 
technical assistance, and partnerships to produce 
PPE for small businesses; among others.  

LA Regional COVID 
Recovery Fund 

A City/County philanthropy operated by Local 
Initiatives Support Corporation Los Angeles (LISC 
LA) was established for micro-entrepreneurs, small 
businesses, and nonprofits to provide financial 
assistance in increments of $5,000 and $15,000. 
The program assisted 3,005 entities in the City with 
funding to help stabilize operations during the 
pandemic. 

LISC LA         
(Non-City 
Administration) 

LA Represent A coalition of law firms, bar associations and 
attorneys organized by the City Attorney’s Office 
who enhanced their existing pro bono 
commitments to provide COVID-19-related legal 
services, including helping vulnerable tenants, 
domestic violence victims and low-income 
individuals with employment, consumer debt, and 
bankruptcy matters. Additionally, pro bono 
attorneys provided assistance to small businesses 
least likely to have access to effective legal services 
as they confronted new workplace regulations, 
renegotiated commercial leases, applied for 
government relief programs, and navigated 
compliance with emergency health and safety 
orders. 

City Attorney 

Logistics Victory Los 
Angeles (LoVLA) 

A program utilizing supply chain optimization, city 
purchasing, and donations to link suppliers of 
COVID-19 Personal Protective Equipment (PPE) 
with businesses, organizations, healthcare facilities, 
and other entities in need of supplies. Originally 
intended to provide PPE (N95 masks, gloves, etc.) 
to first responders, hospitals, and other healthcare 
organizations, LoVLA was later expanded to all 
sectors in need of PPE. 

Harbor/Port 

Mass Shelter 
Expansion Program 
(MSEP) 
 
Medical Shelter 
Rooms 

The city converted 24 of its recreation centers into 
temporary shelters for homeless residents, 
providing approximately 1,300 beds, personal 
hygiene kits, sanitation/shower services, and meals 
provided by other government agencies and 
nonprofit organizations. Transportation to shelter 
sites was also arranged. The City was also provided 

Recreation 
and Parks 
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Program/Service 
Name 

Description Lead Agency 

525 mobile trailers by the State for the purpose of 
housing people experiencing homelessness. Three 
hundred (300) trailers were used to house this 
demographic. The remaining trailers had to be 
secured and maintained by RAP and GSD.  
 
Additionally, the State, City, and County secured 
more than 900 motel and hotel rooms for 
homeless Angelenos to use for isolation and 
quarantine (i.e., medical shelter rooms). The City 
also deployed hundreds of portable toilets and 
handwashing stations near homeless encampments 
to expand access to hygiene resources for those 
experiencing homelessness. 

Meals to Angelenos 
with Disabilities 

A temporary lunch delivery service to bridge the 
hunger gap that existed for people with disabilities 
during the COVID-19 pandemic in the City of Los 
Angeles. A collaborative effort with the 
Department on Disability, Khalsa Care Foundation, 
HUNGRY, and many other community 
organizations which allowed the program to serve 
over 49,000 meals to Angelenos with disabilities. 

Disability 

MyLA3-1-1 Call Center 
and Website 

The capabilities of the City’s 3-1-1 non-emergency 
call center and website were expanded to provide 
COVID-19 related city/government information and 
access to services or referrals for constituents. 

Information 
Technology 

Project Room Key and 
Street Medicine 
Wellness 
Interventions 

A collaborative effort by the State, the County, and 
the City of Los Angeles, as well as Los Angeles 
Homeless Services Authority (LAHSA) and other 
non-profit service providers, which supplied 
temporary emergency shelter in hotel and motel 
rooms for vulnerable people experiencing 
homelessness. The program focused on serving 
individuals who are 65 years of age or older or who 
have underlying health conditions at increased risk 
of serious illness or death due to COVID-19 to heed 
the County Health Order to stay inside and be 
protected from the spread of this virus. 
 
Additionally, LAHSA, with staffing support from 
LAFD and LAPD, conducted more than 10,500 
street medicine wellness checks of people 
experiencing homelessness to include screening for 

LAHSA        
(Non-City 
Administration) 
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Program/Service 
Name 

Description Lead Agency 

symptoms, testing for COVID-19, triaging patients 
as needed, and providing PPE. Referrals for 
congregate shelters, medical shelters, or Project 
Room Key were made depending on availability 
and suitability. The City’s Department of 
Transportation also provided transport for more 
than 1,000 people experiencing homelessness to 
city shelters and Project Roomkey sites. 

Project Safe Haven A partnership with nine direct service providers 
and funded by an initial donation of $4.2 million by 
Rihanna and Jack Dorsey, the program offered 
emergency support services to victims and 
survivors of domestic and sexual violence in a 
particularly vulnerable position because of the 
pandemic. In addition to operating a referral and 
service hotline, the program provided 
comprehensive case management; on-call support 
and emergency needs; legal advocacy; on-site 
visits; safety planning, restraining order assistance, 
and pick-ups and drop-offs; food (and weekly food 
payment cards), clothes, toiletries, laundry 
detergent, diapers and other various in-kind 
donations; temporary housing in hotels and 
housing developments, advocacy services as 
needed; tablets for children. Services were 
provided to 1,070 program participants within a 
10-week period. 

Mayor’s 
Office/ 
Mayor’s Fund 

Relaxed Parking 
Enforcement 

A temporary halt to several City traffic violations 
and laws was approved by the Mayor to support 
social distancing and the Safer-at-Home Order, 
including: relaxed enforcement of street sweeping 
restrictions in residential areas and around closed 
schools, a moratorium on ticketing and towing for 
abandoned vehicles and oversize vehicle overnight 
parking fines, a temporary freeze on parking fine 
increases, extended grace period for people 
dropping off or picking up groceries and goods, and 
an extension on all deadlines for past due 
payments. 

Transportation 

Testing Sites The City operated eight (8) large-capacity walk-up 
and drive-through testing sites and additional 
mobile sites open to the public throughout the 
City.  

Fire 
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Program/Service 
Name 

Description Lead Agency 

Vaccination Sites The City operated multiple walk-up and drive-
through vaccination sites open to the public 
throughout the City. As of the writing of this report, 
the City of Los Angeles had administered nearly 1.4 
million vaccine doses at its City-run vaccination 
sites and mobile clinics, skilled nursing facilities, 
and fire stations. 

Fire 

 
Notable Strength 
❖ The City pursued and implemented a wide range of programs and services designed to ease 

the suffering of citizens, safeguard public health, reduce the spread of the COVID-19 virus, 
and ease the economic impacts left in the pandemic’s wake. Some of the City’s aspirations 
reached full implementation and other efforts that had the best intentions never reached 
their potential. Although this report does not evaluate the effectiveness of any of these 
programs or services, it nonetheless compliments the City of Los Angeles on its creative and 

comprehensive planning that appeared⎯for all intends and purposes⎯to have been driven 
by the best interests of the citizens. From City leadership down to every City employee, these 
efforts took an incredible amount of personal commitment, passion, and fortitude, which 
should garner the respects and gratitude of citizens and observers alike.    

 

4.2. Role and Functionality of the EOC Operations Section 
According to the City’s EOC Procedures Manual, “…the EOC Operations Section is responsible for 
coordinating and monitoring all jurisdictional operations in support of the emergency 
response…[and] identifies resources required for emergency operations.” 
  
Operations Section responders in the EOC are an extension of their departments’ unique 
response operation; essentially serving as a liaison or Agency Representative of their department 
and/or their Department/Bureau Operations Center (DOC/BOC) to the EOC. See Section 3.1 - 
DOC/BOC Performance and Coordination for more information regarding the coordination 
between DOCs/BOCs and the EOC. Departments with tactical roles responding to the pandemic 
(e.g., Police, Fire, Public Works, Transportation, Recreation and Parks, Water and Power, Building 
and Safety) required a conduit to jurisdiction-wide situational awareness and resources. The 
department representatives in the EOC Operations Section provided that conduit. Symbiotically, 
the department representatives in the Operations Section provided the EOC with data regarding 
the impacts on the pandemic on their department/discipline, status updates on continuity 
efforts, and a “boots on the ground” perspective that was necessary to build a common operating 
picture. 
 
During the COVID-19 activation, the Operations Section was especially active in determining the 
critical resource needs of field operations and department personnel with ongoing community 
contact. Requests for personal protective equipment (PPE), among many other types of 
resources, from departments entered the EOC through their representative in the Operations 
Section or they were submitted directly to the Resource Status Unit in the Operations Section if 
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a department did not have a representative in the EOC or was operating remotely. As presented 
in more detail in Section 3.1 - DOC/BOC Performance and Coordination and much of Section 5 - 
Resource and Fiscal Management, the procurement of critical resources for field operations and 
personnel was the largest challenge to the Operations Section. As resources became scarcer, the 
Operations Section worked in conjunction with the Logistics and Planning and Intelligence 
Sections to quickly learn to prioritize resource requests, determine allocation strategies, evaluate 
product safety and applicability, address shortages by implementing operational alternatives, 
and identify non-traditional suppliers. City departments were not just competing with other City 
departments for resources (e.g., PPE), there were navigating a global supply chain shortage. 
Nonetheless, the EOC was ultimately responsive to a majority of department resource requests, 
including those for Disaster Service Workers (DSWs), and was able to fulfill most. Operations 
Section responders provided the information to support acquisition, prioritization, and allocation 
efforts both in terms of submitting the actual resource requests, but also provided the situational 
awareness that put decisions in context.  
 
Although the EOC was activated to a Level I (highest level), the Operations Section was staffed 
only by those positions deemed necessary as would have been the case in a Level II activation.  
The positions activated for the COVID-19 pandemic included:  

• Section Coordinator 

• Deputy Section Coordinator 

• Resource Status Unit Leader 

• Fire Branch, including the Branch Director and EMS Support Unit 

• Law Branch, including the Branch Director and Law Branch Support 

• Mass Care Branch, including the Branch Director, Red Cross Agency Representative 
(AREP), Los Angeles Unified School District AREP, Functional Needs Support Services Unit 
Leader, Shelter Unit Leader, and Unified Homelessness Response Center Agency 
Representative. 

• Public Works Branch, including the Branch Director, Street Services Unit, Sanitation Unit, 
Street Light Unit, Contract Administration Unit, and Engineering Unit 

• Safety Assessment Branch Director 

• Transportation Branch Director 

• Utilities Branch Director 
 
Although COVID-19 was a public health emergency, the EOC Operations Section did not establish 
the Medical/Health Unit under the Fire Branch. Multiple Operations Section Coordinators had 
proposed and pushed for a new Medical/Health Branch independent of the Fire Branch (not just 
a Unit) to be established under the Operations Section. An attempt was made at establishing 
such a Branch over the course of approximately one week early in the pandemic, but it failed to 
take root for multiple reasons. At various times throughout the pandemic, the Operations Section 
continued to support health and medical operations such as testing and vaccination sites, 
temporary/surge hospitals, and was coordinating medical staffing for departments and agencies. 
The idea of a permanent Medical/Health Branch dedicated to jurisdiction-wide health/medical 
needs appeared to make sense. At minimum, a Medical/Health Unit under the Fire Branch (as 
dictated by plans) seemed necessary. Understandably, departments already felt short-staffed 
and found it difficult to staff the traditional positions they were assigned in the EOC. Nonetheless, 
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the addition of a Medical/Health Unit or Branch could have improved efficiency and 
effectiveness. While it might have required the involvement of more personnel it may have also 
reduced the burden on others in the EOC that were attempting to fill the void without having the 
appropriate expertise or experience.   
 
Notable Strengths 
❖ Staff assigned to the Operations Section exhibited exemplary dedication to the safety and 

security of the populace they serve by going beyond normal job descriptions and defined 
procedures to attend to the emergency needs presented by COVID-19 and the wide range of 
programs and policies established by the City. Most worked “outside their comfort zone” to 
take on responsibilities foreign to their experience and normal duties. For example, the 
Department of Transportation provided shuttle service to shelters for people experiencing 
homelessness, the Fire Department managed vaccination and testing sites, the Police 
Department helped with street wellness checks and was tasked with economic community 
recovery, and Public Works and Transportation worked with restaurants to provide outdoor 
dining and curbside pick-up. 

❖ When resource requests for PPE exceeded available supplies, the Resource Status Unit with 
the help of the Operations Section Coordinator created a critical resource typing system that 
classified the various resource needs, identified alternative and compatible options, provided 
a prioritization schema, and considered alternative providers to support the Logistics 
Section’s acquisition efforts. This assisted with vetting requests and ensuring resource 
requests were filled with the right type of resource or an equivalent. 

❖ The Port of Los Angeles worked with GSD to provide warehouse space for critical resources 
when the City’s warehouses had reached capacity. The Port also inherited the responsibility 
of serving as the City’s Chief Logistics Officer, which in turn helped the Port to establish and 
facilitate the Logistics Victory Los Angeles (LoVLA) program.  

 
Area for Improvement 
Area for Improvement 4.2.1: In a public health crisis such as COVID-19 calls for the formation of 
a Health/Medical Unit or Branch in the EOC.  

Reference(s):  City of Los Angeles EOC Procedures Manual  

Incident Command System (ICS) 

Analysis:  An examination of the EOC Organizational Chart in the City’s EOC Procedures 
Manual showed no Medical/Health Branch or Unit. During the COVID-19 activation, every 
City department and agency needed health/medical guidance and was coordinating 
associated operations and applying medical/health resources in an unprecedented way. 
The extent of operations that entailed subject-matter with which the City had no 
experience, justified having a team of dedicated experts as a Branch or at minimum, a 
Unit in the EOC. The EOC was otherwise dependent on a single EMD staff member who 
served as the Public Health Liaison in the Management Section while the Mayor’s Office 
took on additional roles for public health coordination and decision-making that occurred 
outside the EOC. Whether it be policy formulation, information or resource management, 
a Branch or Unit with medical/health expertise in the EOC could have contributed to the 
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effectiveness of the EOC operation and could have benefited the departments/agencies 
that it supports.    

Recommendations:  

1. Whether or not a Medical/Health Branch or Unit is added to the EOC Procedures 
Manual, ICS principles allow for the organization’s expansion to include any 
organizational elements necessary to respond to an emergency. Consider revising 
the EOC Procedure Manual and EOC Organization Chart to accommodate any 
incident-specific Branches, Groups, Divisions, or Units that may be appropriate for 
a future emergency (public health or otherwise).   

2. Work with LACoDPH to consider the roles, responsibilities, and resources needed 
by a potential Medical/Health Branch/Unit so that a foundation understanding is 
in place if the Branch/Unit is needed in the future.  

 

4.3. Management of Simultaneous Incidents 
The sustained operations of the City EOC in 2020 required that other incidents commonly 
addressed on their own had to be managed from an EOC structure already in motion for COVID-
19. During the COVID-19 activation some simultaneous incident responses were a seamless and 
nearly invisible extension of the COVID-19 activation. This is, of course, the intention of the 
Incident Command System (ICS) concepts applied in an EOC setting. Addressing new 
developments during an activation should be as simple as adding previously unfilled 
organizational elements associated with response aspects unique to the new threat/hazard or 
bringing in additional Technical Specialists to accommodate needed expertise. The existing 
structure should maintain its responsibilities, but expand its purview and potentially increase 
staffing to address multiple threats/hazards simultaneously. If the initial staffing plan was 
inadequate to meet expanding operations, then the number of positions in a Section could be 
increased to accommodate the workload. Where unrelated incidents require the activation of 
previously unfilled EOC positions, Section Coordinators request the staffing of those key 
positions.  
 
The reality was that any incident occurring during the COVID-19 pandemic needed to be analyzed 
through the lens of the pandemic’s effects (e.g., standing health others and restrictions, health 
and safety precautions, shuttered services), all of which shaped the new response landscape. The 
existence of an active Proclamation of Emergency and the continuous EOC activation provided a 
jump-start for the City to support of any emergency actions for peripheral hazards as they arose, 
even if COVID-19 added complexity to the response. The deployment or redistribution of 
resources in the field to address simultaneous incidents was the responsibility of the City 
departments responding to incidents on the ground. The EOC Operations Section supported field 
tactics by communicating the support needs in the field (if any) to the EOC and assisted the 
Planning and Intelligence (P&I) Section with operational coordination to inform the EOC’s 
common operating picture. As discussed in Section 2.2. - Situation Awareness, the challenge of 
information management and sharing across simultaneous incidents was a major focus of the 
EOC. During the Protests for Racial Justice Incident, for example, the P&I Section had to address 
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the planning needs for staffing and develop situational awareness regarding a completely 
different hazard, while maintaining awareness of and support for COVID-19 operations.  
 
Potential hazards other than COVID-19 were supported by the EOC mostly through monitoring 
and participation in coordination calls and shared messaging with partner agencies more directly 
involved in the response. For instance, in September 2020 during several nearby wildfires, the 
EOC developed daily Situation Status Reports that also included associated Los Angeles County 
Department of Public Health (LACoDPH) Heat Alerts and Smoke and Air Quality Advisories. 
Information related to cooling centers were regularly included as well. During Heat Emergencies, 
the City EOC supported the opening of designated Cooling Centers with COVID-19 social 
distancing measures.  
 
In 2020 two simultaneous incidents, in particular, required more than mere monitoring and “dual 
hats” by the EOC staff: the Protests for Racial Justice (PFRJ) and the Presidential Election. An 
example of how the EOC managed simultaneous incidents seamlessly during the COVID-19 
activation occurred in late October in preparation for the Presidential Election, during the EOC’s 
56th Operational Period for COVID-19. The EOC was preparing for the upcoming November 3rd 
Presidential Election while smoke from the Silverado and Blue Ridge Fires triggered a LACoDPH 
Health Advisory. EOC Section and Branch activities reflected a remarkable ability to multi-task 
and conduct multi-agency coordination seamlessly across multiple hazards:  
 

• The P&I Section continued to coordinate situational awareness and staffing for the 
COVID-19 activation while it worked on the staffing plan to extend the EOC operational 
hours on Election Day to maintain situational awareness and to support the security 
operations of LAPD. The EOC was activated on November 3rd to Level II from 4pm to 
Midnight.  

• The Logistics Section fielded ongoing resource requests for COVID-19 related critical 
resources and forecasted the anticipated need for plexiglass as it positioned for 
department reconstitution. The Section reported over 300 personnel had been deployed 
for Disaster Service Worker (DSW) missions during the Operational Period.  

• The Operations Section/Transportation Branch coordinated with EMD and LAFD on 
evacuation protocols should they be necessary due to fire activity during the pandemic 
while assisting the Department of Recreation and Parks (RAP) with the relocation of 
shelter clients from sites that were needed for the election.  

• The Operations Section/Public Works Branch coordinated with LAPD for the positioning 
of barricades and K-rails in advance of Election Day while continuing its work supporting 
“al fresco” dining and curbside pick-up. 

• The Public Information Office (PIO) in the Management Section continued messaging 
regarding COVID-19 safety, but also developed messaging for fire weather and mental 
health awareness. In addition, the PIO shared an Election Day information spreadsheet 
tool with the City’s Join Information System (JIS).  
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In late May and early June 2020, civil unrest triggered by the death of George Floyd at the hands 
of Minneapolis Police escalated from peaceful protests into widespread acts of vandalism, looting 
and arson. A tactical alert by LAPD and three subsequent Curfew Orders issued by Mayor Garcetti 
marked the response to the PFRJ that lasted eight days during the 34th Operational Period for 
COVID-19. On Saturday May 30th, after overnight looting, the EMD Duty Team consisting of the 
EOC Director, the PIO, the P&I Section Coordinator, Situational Analysis Unit Leader, and a Liaison 
Officer, activated the EOC at Level III (the EOC’s COVID-19 activation was limited to traditional 
business hours during weekdays so it had already closed for the weekend) and set two shifts that 
would provide EOC coverage from 8:00 a.m. to 10:00 p.m. and then from 10:00 p.m. to 8:00 a.m. 
each day. That night, Mayor Garcetti issued a Curfew Order and requested California National 
Guard resources to support the City’s management of the PFRJ. The EOC issued a Wireless 
Emergency Alert (WEA) in both English and Spanish to notify residents of the Mayor’s Curfew 
Order.  
 
EOC leadership determined the two incidents had their own activation levels and needed to be 
managed completely separately. It was also decided that each incident would have separate 
Operational Periods. COVID-19 continued with A-shifts (Operational Period 34), while the PFRJ 
incident ran B-shifts beginning on Saturday May 30th with its first Operational Period. During this 
time, EOC intelligence gathering and information management for both incidents was combined. 
Daily situation status reports captured activities that related to both COVID-19 and PFRJ. 
Resource requests were also filled through the established Logistics Section processes. However, 
separate EOC Action Plans were created for the separate incidents and EOC staff working the 
PFRJ were encouraged to keep separate ICS Form 214 logs to differentiate hours that would be 
billed to each incident.  
 
On Sunday, May 31st, the EOC activation level was elevated to Level II. On Monday June 1st, the 
EOC’s PFRJ Level II activation was blended with the higher Level I activation for COVID-19 with an 
extended Operational Period at Level II for the PFRJ B-Shift that extended into the evening. This 
alternating schedule at Level I during the daytime with the A-shift and Level II activation during 
the evening with the B-shift continued through June 9, 2020, when the PFRJ EOC activation was 
demobilized.  
 
The EOC Operations Section staff took on dual roles during the PFRJ incident. The City’s 
Department of Transportation, with support from the LAPD, continued to transport people 
experiencing homelessness to designated shelters for its COVID-19 role. For the PFRJ, it also 
provided route schedule modifications and visual support for protest locations through its 
Automated Traffic Surveillance and Control Cameras. The Safety Assessment Branch dispatched 
inspectors from the EOC to assess damages to businesses affected by the protests. Likewise, the 
Bureaus of Sanitation and Street Services supported protest clean-up, debris removal, and 
barricade removal. The Department of Water and Power made utility repairs and shut-off opened 
fire hydrants.  
 
The Presidential Inauguration on January 20, 2021 was another example of a simultaneous 
incident managed by the EOC as an entirely separate activation. Intelligence provided to the EOC 
through LAPD indicated that there was a credible threat of armed protests at all 50 State Capitols, 
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like that which had occurred at the U.S. Capitol in Washington, D.C. on January 6, 2021. Previous 
protest activities and warnings drove the decision to activate the EOC to a Level I on Wednesday 
January 20th for the Presidential Inauguration from 5:00 a.m. until 3:00 p.m. to support any 
security or emerging response issues that might arise. Although there were no issues of note 
associated with the Inauguration, adverse weather conditions in the Los Angeles area were also 
being monitored. The EOC Operations Section was once again dual-tasked to monitor the 
potential threat and support response efforts. The Law Branch supported the LAPD DOC that had 
activated to a Level II for the Inauguration. The Port of Los Angeles DOC was also activated to 
maintain situational awareness. The Transportation Branch continued to support “Grab and Go” 
feeding sites, the vaccination and testing sites associated with COVID-19, but also provided 
shuttle services from City winter shelters to other sites with more amenities. The Department of 
Water and Power supported the COVID-19 and Inauguration responses and monitored high 
winds that caused power outages to 4,500 customers in the metropolitan and valley areas. 
 
While simultaneous incidents sometimes complicated the City’s response to COVID-19 or vice 
versa, the City managed multiple hazards simultaneously without consequence. Fortunately, 
none of the other incidents affecting the City during the pandemic were of a comparable 
magnitude to the pandemic, which allowed the City to weather simultaneous incidents soundly. 
Had a large earthquake, widespread cyber-attack, or act of terrorism occurred during the 
pandemic, for example, then the City’s already taxed emergency management system would 
have seriously struggled to manage both incidents. Such an occurrence would have also 
exacerbated the challenges identified in this report and made them more conspicuous.    
 
Notable Strength 

❖ Representatives from City departments/agencies/bureaus assigned to the EOC⎯particularly 

the Operations and P&I Sections⎯demonstrated their ability to pivot between dual 
operational roles and to successfully multi-task during simultaneous activations and provide 
information and resources for multiple concurrent response operations. 
 

Area for Improvement 
Area for Improvement 4.3.1: EOC activation protocols for “simultaneous incidents” need to be 
defined in plans and procedures.  

Reference(s): City of Los Angeles EOC Procedures Manual 

City of Los Angeles Protest for Racial Justice After-Action 
Report/Improvement Plan (2020)    

Analysis: Because the sustained EOC activation and sustained operations for COVID-19 
had been labeled an anomaly, EOC leadership felt it was appropriate to separate the EOC 
activation into two operations being run by the same people for two incidents that had 
interdependent effects. Given that the EOC was already activated at the highest level and 
its ICS structure is designed to handle simultaneous incidents, it seemed an unusual 
choice to separate out smaller incidents running simultaneously to a larger one. When 
EOC Management “activated” the EOC for the Protests for Racial Justice, the P&I Section, 
for example, was confused by the contradiction of having two incidents at different 
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activation levels in the same EOC while combining incident details in the same situation 
status reports.  

In a large-scale earthquake, there will be many different incident locations and area 
commands. Multiple types of smaller incidents such as gas leaks, building collapses and 
fires will result. Some of these “incidents” may not be a direct result of the earthquake, 
but the cause will not affect the response operation. It would not make sense to call out 
a smaller incident in light of the overarching hazard that triggered the response operation.  
Even those incidents that are truly unique and separate from the other incident occurring 
should still be integrated into the same EOC operation, but as a new Operations Section 
Branch, Division, or Group that can address the unique nuances of the concurrent 
incident. The need for separate EOC activations for simultaneous incidents should be 
examined. 

Recommendations:  

1. Revise the EOP and EOC Procedures Manual to address multiple, concurrent 
incidents. Consider ICS concepts such as modular organizational expansion and 
Area Command to inform the City’s decision regarding whether multiple incidents 
can be addressed by the same EOC activation.  

2. Research Los Angeles City Codes for any directives to separate simultaneous 
incidents for the purposes of determining funding codes/sources. 

 

4.4. Continuity of Operations (COOP) 
 
COOP Planning 
The City’s Continuity of Operations (COOP) plans were almost solely focused on physical impacts 
to facilities, assets, and information technology/data systems rather than having a more holistic 
approach to continuity that also addressed potential threats to the availability of personnel 
(beyond simple succession planning). The City’s COOP Plans were particularly strong in 
addressing impacts to physical facilities and assets and, while they listed “pandemic” as a hazard 
for which they might be implemented, the contents of the plans did not contain continuity 
treatments sufficient to address pandemic effects. It is not surprising then, that when 
interviewed as a part of this assessment, most departments/agencies mentioned either not using 
their COOP plans initially or finding that they had little value to the pandemic situation.  

During the potential Avian Influenza pandemic threat of the late 2000s it became commonplace 
for COOP plans to contemplate the potential threat of a pandemic that requires social distancing, 
protective health measures, and renders 30% - 50% of a workforce unavailable. This type of 

planning⎯which goes well beyond traditional succession planning to consider alternate staffing 
strategies, long-term sustainability, pre-defined human resources policies, health and safety 

protocols, remote work, and the greatest degree of devolution⎯might have made the plans 
more  applicable for City departments/agencies during the initial days of the COVID-19 pandemic. 
While elements of these topics were addressed in some of the City’s existing COOP Plans, they 
were only addressed to the degree necessary for considering impacts to physical facilities and 
assets. For example, the extent to which the COOP Plans addressed succession planning was 
typically limited to a department’s General Manager versus all personnel responsible for an 



                         Emergency Operations Activation AAR:  
City of Los Angeles  COVID-19 Pandemic   

Narratives and Analysis                                          79 

 
 
 
 
I
N
C
I
D
E
N
T  
 

S
U
P
P
O
R
T
/ 

 
C
O
N
S
E
Q
U
E
N
C
E  
 

M
A
N
A
G
E
M
E
N
T 

essential function. Human resources policies related to employee leave, labor relations, and 
benefits were not addressed. The degree to which telework was addressed was limited to only 
“some” essential personnel by some departments; the need for a majority or all personnel to 
work remotely during a public health emergency was not contemplated. The City was wise in 

following a comprehensive continuity standard to guide its planning efforts⎯the Disaster 
Recovery Institute’s (DRI’s) Professional [Continuity] Practices as integrated into the National Fire 
Protection Association’s Standard 1600: Standard on Continuity, Emergency, and Crisis 

Management⎯but it did not commit sufficient time and attention to planning for the other 
hazards beyond physical impacts to operations presented by the standard, namely those 
affecting the availability of personnel and in-person operations like the situations presented by 
the COVID-19 pandemic.  

Recognizing the limitations of the City’s current COOP plans and capabilities, the Mayor issued a 
directive to all department heads on March 2, 2020, instructing them to 1) review their existing 
COOP plans to determine their potential viability for implementation, and 2) to create an 
addendum to their COOP plans addressing the pandemic and human resources shortfalls in the 
current plans in preparation for the threat being posed by COVID-19. Some of the topics required 
by the addendum included: 

• Planning assumptions regarding the nature and potential effects of the pandemic on 
personnel and department operations. 

• A Concept of Operations building upon existing COOP plans to address the monitoring of 
pandemic conditions, a decision-making process, the re-evaluation of essential functions 
as well as the critical resources, staff, communications, and vital records needed to 
maintain their continuity to at least satisfy minimum recovery point objectives. 

• Succession planning as it related to essential staff, asking departments to consider a 
reduction in available personnel, the possibility of scaling back operations, the 
identification of essential personnel for all essential functions and succession plans (three  
deep) for each person, the identification and management of ill staff, and the use of 
alternative sites, shifts, reassignments or modes of operation to reduce person-to-person 
contact. 

• Instructions for the potential devolution of essential functions to third parties. 

• Infection control and prevention protocols to include telecommuting, personal 
protective equipment, hygiene and sanitation practices, workplace cleaning, closing of 
facilities or spaces prone to congregating, and social distancing.    

Departments were required to submit their new pandemic COOP addendums to EMD by March 
13, 2020. All but a few departments submitted their addendums on-time and eventually with a 
little more time all were compliant. Over the weekend of March 13, 2020, staff from EMD and 
the Mayor’s Office each took home a set of COOP addendums to review them for quality, 
compliance, and applicability. Beginning Monday March 16th, EMD and Mayor’s Office staff 
provided their feedback to the City’s departments and agencies. As applicable, departments 
made modifications to their COOP addendums and provided finalized versions back to EMD 
within a few weeks. From that point forward, each City department and agency at least had a 
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framework upon which to base its COOP response, modified operations, and safety practices as 
the pandemic progressed throughout 2020 and 2021. 
 
COOP Reporting 
In conjunction with the development of COOP addendums, the EOC began requiring daily 
Department COVID-19 Situation Status Reports beginning March 16, 2020. These initial reports 
asked departments to classify their operational status on a color-coded scale and then respond 
to the following questions: 

• Department Status. If you answered yellow or red, please explain the situation.  

• Staffing Status. If you answered yellow or red, please explain the situation. 

• Has your department received questions from the public related to COVID-19? If yes, 
what are people asking?  

• Is there anything else you feel the Emergency Operations Center should know about your 
department's operations relative to COVID-19?  

• Has your department responded to any COVID-19 related calls for service? If yes, explain 
below. 

 
The responsiveness to these initial daily surveys was less than ideal and the resulting data was 
not particularly valuable. This initial survey process was ceased on March 25, 2020, and replaced 
by a new survey and process on March 31st that required each department to report their COOP 
status every Tuesday and Friday afternoon. The questions on the new COOP report were as 
follows:  

• Number of Employee who have been issued cloth masks.  

• Number and address of Department facilities with closed operations.  

• Number and address of Department facilities that are operational and providing public 
counter service. 

• Total number of Department employees (full time and part time). 

• Total number of essential employees reporting to work. 

• Total number of Department employees absent from work. 

• Total number of Department employees working virtual/telecommuting.  

• Have there been any reported issues with virtual/telecommuting work productivity or 
systems? If so, please explain. 

• Number of Disaster Service Worker (DSW) volunteers that have confirmed they are 
available to serve in a DSW role. 

• Total number of Department employees working as DSWs and using a DSW payroll work 
order.  

• Status assessment of essential functions (Column 1 - Essential Functions; Column 2 - 
Interruption/Impact Level [High, Medium, Low, None], Column 3 - Description of 
interruption and cause of impact to continuity of operations if applicable). 

• Anything else you feel the Emergency Operation Center should know about your 
Department operations relative to COVID-19. 
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The above survey was used twice weekly through June 2020. Recognizing the responses were 
becoming somewhat repetitive, the EOC streamlined the survey to only four of the above 
questions (those in bold text and underlined above) in July 2020 and added one additional 
question at that time: 

• [What number constitutes] 25% of Department employees working 
virtually/telecommuting? 

 
As of July 2020, the survey was only required once a week until the survey process was ultimately 
retired at the end of 2020. The response rate remained relatively high throughout the duration 
of the process with only a small decline as time progressed. The COOP survey data was used on 
a regular basis to determine and report on the overall impacts of the pandemic on City 
operations. More importantly, as Section 5.3 - Resource Prioritization later describes, the data 
was also used to inform decisions related to the prioritization of resource allocations when 
departments were competing for scarce resources. Those departments with essential life/safety 
functions, open public facing services, and critical supply shortages received higher priority. 
While some departments came up short because of the prioritization process, most claimed that 
it was still an equitable process. Any resource requests submitted to the EOC Operations Section 
Resource Status Unit for PPE were also compared to the resource requirements stated in the 
COOP surveys to assure that requests were reasonable and to ensure no department was 
hoarding essential supplies. 
 
COOP Resources 
The EOC’s primary role in supporting department continuity efforts was in the form of 
coordinating and acquiring resources. Each department was responsible for deciding upon and 
implementing appropriate actions to sustain its operations during the pandemic (e.g., telework, 
shift changes, protective measures, procedural alterations, facility or service reductions or 
closures). Like the field operations previously described in this section, the EOC was then 
available to support the information, coordination, and resource needs of each department’s 

continuity programs. The process worked in a similar fashion as well⎯departments coordinated 
with their representative assigned to the EOC (typically in the Operations Section) or submitted 
resources requests directly to the Resource Status Unit if they did not have a representative 
assigned. Resource requests were then reviewed, approved, and fulfilled in the same way as all 
other resource requests. In a majority of cases, the resources departments needed to sustain 
operations were related to PPE. However, there were cases in which departments needed 
resource support in other ways (e.g., generators, personnel, technology). The EOC followed its 
established resource management practices as described in Section 5 - Resource and Fiscal 
Management to satisfy the resource needs of departments for the purposes of sustaining 
essential operations.     
 
Notable Strengths 
❖ Of its own accord, the City recognized and addressed the shortfalls of its existing COOP 

planning; to some degree this had even begun prior to the pandemic with directives from the 
Mayor’s Office to City departments in 2019 to conduct annual reviews of COOP Plans and 
conduct COOP exercises. On the same day that the City’s Safer-at-Home Order went into 
effect, the Mayor instructed each department to review their COOP plans and develop an 
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addendum specifically to address the gaps that would be needed to help guide departments 
through the operational and personnel impacts of the pandemic. In only 11 days the majority 
of City departments had developed and submitted an addendum, which was reviewed by 
EMD and the Mayor’s Office with the same amount of urgency. For the rest of the pandemic, 
departments and agencies then had a tool to guide their response, continuity, and recovery 
efforts.   

❖ The EOC used the survey results to develop situational awareness of the overall effects of the 
pandemic on City-wide operations and provided that information to the EOC Management 
Section and Mayor’s Office to support policy and decision-making, including critical resource 
prioritization decisions. Additionally, the EOC Planning and Intelligence Section demonstrated 
a level of operational maturity when it evaluated the effectiveness of the survey tool multiple 
times, made appropriate changes to content and process, and moved forward with a 
progressively more effective approach. 

 
Area for Improvement 
Area for Improvement 4.4.1: The City should use lessons learned from the pandemic and ongoing 
momentum related COOP planning as an opportunity to revise its continuity plans to be more 
comprehensive and genuinely capable of implementation for any hazard.  

Reference(s): City COOP Plans and Pandemic Addendums 

Analysis: The pandemic was not the first time the City’s COOP capabilities proved to be 
less than sufficient. Multiple City facilities were affected by the 2014 fire at the Da Vinci 
Apartments in downtown Los Angeles. The impacts from the fire affected City facilities 
and assets, which is the scenario the City’s COOP plans were allegedly best prepared to 
handle. During the immediate aftermath of the fire, however, it was discovered most 
department COOP plans lacked the level-of-detail and strategies to be of benefit during 
that incident. Most plans were updated in 2019, but then proved insufficient to address 

the effects of the pandemic in 2020⎯resulting in the hasty development of addendums 
to address the gaps in the original plans. The pandemic demonstrated the importance of 
continuity planning and created some momentum around the topic. It may now be the 
opportunity to build on those lessons and that momentum by pursuing a renewed 
continuity planning efforts that truly makes the City’s plans compliant with all COOP 
aspects of NFPA 1600 and implementable for any future hazard.   

Recommendation: 

1. Consider revising the City’s COOP Plan to address all COOP aspects of NFPA 1600 
or Internal Standards Organization (ISO)-22301: Security and Resilience—Business 
Continuity Management Systems—Requirements, including integrating the 
recently developed pandemic addendums and addressing lessons learned from 
other recent COOP events such as the Da Vinci fire. 
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5. Resource and Fiscal Management 
 

Section Introduction 
Effective resource and financial management are both critical for the success of an emergency 
response and recovery operation in the City of Los Angeles. This category of the review addresses 
the City’s resource and disaster financial management practices and evaluates the effectiveness 
of both with the goal of obtaining the needed resources to support the community, maintain 
essential City functions, position the City for an effective recovery, and reduce the likelihood of 
audits and financial penalties. 
 
The ability to procure vital resources is facilitated by pre-planning that provides for pre-event 
acquisition protocols, strategic stockpiles, or earmarks emergency funding and identifies 
dependable sources of resources to ensure supply chain agility in a dynamic and large-scale 
emergency. According to the City’s EOC Procedures Manual, the City EOC is the conduit for 
pursuing resources from the County/Operational Area, the State, and beyond when they cannot 
be fulfilled within the City. This is in keeping with California’s Standardized Emergency 
Management System (SEMS), the National Incident Management System (NIMS), and the 
National Response Framework (NRF), and the National Disaster Recovery Framework (NDRF). 
Utilization of these resource management systems allows jurisdictions to meet emergency needs 
and assure prioritization processes and reimbursement eligibility are maintained. 
 
Effective resource management is complemented by the City’s disaster financial practices to 
track, calculate, and justify costs, support local reimbursement reconciliation, avoid the potential 
de-obligation of grant funding, and fund and implement recovery projects and priorities. While 
evaluating and assessing the City’s capabilities associated with disaster financial management, 
the following FEMA perspective was applied: 
 

“Jurisdictions that develop and coordinate disaster financial management pre-disaster 
can better manage a disaster, expedite response costs and prepare for long-term 
recovery actions. These practices include knowing where and how to access financial 
resources and technical support, as well as having mechanisms in place to meet the 
varying requirements. Emergency and recovery managers who effectively identify and 
manage multiple streams of disaster funding provide the most resilient financial support 
to their communities.” 

 

5.1. Role and Functionality of the EOC Logistics Section 
The ability of the EOC Logistics Section to acquire resources and fulfil Disaster Service Worker 
(DSW) requests was stressed during the COVID activation, with mixed outcomes. A lack of prior 
logistics and pandemic-specific planning, training and resource policies were at the core of the 
City’s resource management issues. The COVID-19 activation was called by many within the City 
a “logistics–centric” incident. Once the EOC was activated, the Logistics Section was immediately 
inundated with resource requests from City departments, bureaus and agencies, primarily with 
requests PPE and sanitation supplies, especially by those departments with employees requiring 
ongoing “public interface.” The sheer amount of PPE required was beyond any pandemic pre-
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planning that had occurred to date. The After-Action Report/Improvement Plan (AAR/IP) from 
the City’s 2015 anthrax terrorism exercise did not indicate the rehearsal of PPE acquisition or the 
identification of critical supply sources. There were, however, indications that resource 
requesting was a single point of failure dating back to 2015. Department Operations Centers 

(DOCs) and City departments were unable to submit resource requests through WebEOC®⎯the 
City’s emergency management information system at the time. This continued to be an issue 
during the pandemic as discussed in Section 7.3 – Emergency Management Information Systems.  
 
The City’s Emergency Proclamation and a need to expedite critical resource requests meant that 
some standard acquisition processes (e.g., competitive bidding, bid notifications) were set aside. 
This added the responsibilities for vendor vetting and product safety to the Logistics Section. 
Adding to the dual tasks of processing resource requests and vendor vetting responsibilities, the 
Logistics Section was hobbled by the ineffectiveness of WebEOC. Only two DOCs had access to 
the resource request function in WebEOC. As a result, the Logistics Section was inundated with 
verbal and written resource requests that required the Section to populate each request into 
WebEOC. These requests piled up to the point that the General Services Department (GSD) 
tasked half of their 12-member procurement staff to the EOC Supply Unit just to input and 
manage resource requests. In addition, a small group of GSD personnel set up an on-site office 
space in the EOC building to manage the initial resource request surge. WebEOC’s limited access 
and cumbersome resource management platform mandated an immediate alternative 
information system solution. 
 
A general unfamiliarity with City procurement protocols among City departments was also 
identified as a corrective action going back to the 2015 anthrax exercise. While training on the 
City’s procurement authorities and polices was recommended, it was clear that at the time of the 
COVID-19 activation, many departments remained unfamiliar with the City’s “normal” 
procurement processes and policies. Departments that had purchasing capabilities by way of City 
Purchasing Cards (P-cards; credit cards) and had existing purchasing authorities, leveraged those 
capabilities to fulfill their immediate resource needs until a centralized emergency purchasing 
protocol from the EOC was mandated. 
 
GSD sent City departments a Standard Operating Procedure (SOP) for Resource Request Fiscal 
Guidance to augment the Mayor’s inter-departmental memorandum regarding resource 
requests that was sent to departments in March 2020. In the guidance, GSD provided information 
on the designation of funding sources, departmental responsibility to report the receipt and 
fulfillment of requests in the Financial Management System (FMS), and outlined the fulfillment 
processes for resources requested directly from the City warehouse and those procured from 
approved vendors. A Resource Requesting Guidance/Critical Item Request document was also 
created by GSD to provide resource request details and clarification necessary to order supplies 
such as face masks, face shields, hand sanitizer and thermometers. 
 
To remedy the WebEOC resource request issues and to provide the EOC with a resource request 
and tracking tool, EMD, GSD, ITA, and LAFD staff members customized a set of Google 
information management products, which they referred to as the Google Emergency 
Management Suite (GEMS). A Google Documents spreadsheet and “just in time” training on the 
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new resource requesting protocol for requestors was created through the Planning and 
Intelligence Section as an interim solution. GEMS was easily accessible by all departments, and 
because it was cloud-based, allowed resource requests to be input by remote users. This remote 
capability was key to transitioning EOC responders and other City employees to the virtual 
workplace.  
 
Notable Strength 
❖ According to Logistics Section/Supply Unit, nearly 14,000 resource requests were successfully 

recorded and tracked through the Logistics Supply Unit through December 2020. In addition 
to fulfilling resource requests, the EOC’s Logistics Section included representation from the 
Personnel Department tasked with fulfilling personnel requests, and additional GSD staff 
tasked with EOC feeding, facilities management, fleet management, and coordinating the 
physical receipt and delivery of critical resources to City warehouses. Throughout the COVID-
19 activation, City employees from GSD, the Personnel Department, and the Information 
Technology Agency (ITA) found innovative workarounds to successfully acquire, receive, 
warehouse and/or deliver critical resources. Some of those functions will be highlighted in 
subsequent sections of this narrative. Under extreme duress, the Logistics Section emulated 
the best possible example of ICS in that as needed, it expanded positions and capabilities to 
address the considerable challenges posed by the COVID-19 response. Challenged by 
workload and technological hurdles, the Logistics Section performed admirably under 
extreme conditions. 

 
Areas for Improvement 
Area for Improvement 5.1.1: The lack of previous resource management guidance in plans, 
trainings and exercises delayed the effective acquisition and mobilization of resources. 

Reference(s):  City of Los Angeles Pandemic Annex 

FEMA - Supply Chain Guidance (June 2021) 

NIMS Guidelines for Resource Management Preparedness (June 2021) 

Analysis: The lack of appropriate resource management guidance in plans, previous 
trainings or exercises meant that the EOC and departments assigned to the Logistics 
Section had to create new protocols and systems off the cuff that used valuable time and 
delayed resource acquisition. There were no existing stockpiles of PPE and there had been 
limited training on the resource request process and City procurement protocols.   

Recommendations: 

1. In support of EMD, GSD should develop training for City departments on the 
emergency procurement process including the importance of funding streams and 
commodity code notations to complete requests. 

2. Enhance and expand the Pandemic Annex to the City EOP to include the 
identification of critical resources associated with a pandemic emergency and 
strategies for resource acquisition, prioritization, and allocation based on the 
City’s COVID-19 experience. 
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Area for Improvement 5.1.2: EOC and department personnel exerted pressure on the EOC Supply 
Unit to lobby for and prioritize the fulfillment of their resource requests.  

Reference: N/A 

Analysis: It is understandable that department representatives might feel as if they 
should leverage their “proximity to power” to lobby for benefits for their department. 
This not only distracted the Supply Unit from its duties, but also added unnecessary stress 
and tension that required EOC Director intervention to clarify roles, responsibilities, and 
processes. The EOC Director, EOC Coordinator, Section Coordinators and all EOC 
Responders need to respect the independence and autonomy of the resource 
prioritization mechanisms created for the EOC. Everyone should be taught to refrain from 
causing additional stress for individuals tasked with the review and processing of resource 
requests and defend those targeted when such behaviors are observed in the EOC.  

Recommendations:  
1. EOC Coordinators should continue to enforce EOC policies and procedures, which 

includes intercepting inappropriate behavior and actions in the EOC. 

2. Additional education on the resource management processes as described in 
other areas for improvement may help all EOC Responders to comply with the 
protocols if they understand them.  

 

5.2. Resource Management 
Centralizing resource acquisition, prioritization, tracking, and product safety into the EOC 
Logistics Section, ensured that acquired resources not only met the requestor’s specifications, 
but that both the resource and the vendor providing the resource had undergone a review and 
approval process established by the City. The Logistics Section also sought to adhere to SEMS by 
going to the County/Operational Area for resources when they were not available from the City’s 
own sources or when resources could not be acquired in the time necessary to meet the urgency 
of the request.  
 
According to NIMS resource guidelines, “accurate inventories enable organizations not only to 
resource incidents promptly but to support day-to-day resource management activities such as 
reconciliation, accounting and auditing.” According to FEMA, logistics and supply chain 
management is among the National Core Capabilities, which includes a wide variety of associated 
responsibilities. Local jurisdictions are responsible for not only identifying their critical resource 
needs ahead of incidents, but are also responsible for maintaining an inventory of resources 
ready and available for use. One challenge facing the City was a lack of consistent inventorying 
practices among City departments. When City departments were queried by the EOC for 
resources, many City departments had limited visibility over what resources they had and where 
they were located. This caused delays and likely led to unnecessary procurements. But what 
challenged the City’s resource management program the most was a global shortage of critical 
resources that were not available from vendors, neighboring jurisdictions and partner agencies, 
nor the state or federal governments. The lack of a readily available stockpile of PPE, for example, 
and approved vendors of PPE in the City of Los Angeles, combined with the concurrent global 
demand, provided the nexus for some of the City’s resource procurement issues. In addition, 
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departments that had never considered the need for providing employees with PPE, and had no 
experience with the City’s emergency resource procurement processes, found themselves trying 
to navigate a foreign EOC resource request process for the very first time.  
 

Early and multiple times during the COVID activation⎯including during the Protests for Racial 

Justice⎯the Mayor’s Office made requests for California National Guard (CNG) assistance 
directly to the Governor’s Office or the National Guard Bureau, circumventing the City EOC and 
the Los Angeles County Operational Area. The EOC only became aware of the requests when the 
State inquired as to why the requests had not been approved by the appropriate chain of 
command and had not included State mission taskings. The EOC then rushed to submit formal 
resource requests for CNG resources via appropriate channels that mirrored the Mayor’s Office’s 
original requests. This not only illustrated the ongoing disconnect between the EOC and Mayor’s 
Office responses efforts, but was also demonstrated the lack of State law (e.g., SEMS).  
 
The EOC resource request process itself (as detailed in the City’s  EOP in a diagram illustrating the 
Flow of Requests and Resources) was challenged with requests and purchases being made 
outside the established pathways. The scarcity of critical resources caused immediate 
competition between City departments for limited resources from local and approved vendors. 
Once it was clear that existing agreements with vendors would be of little value and that local 
resources had been depleted, the Logistics Section attempted to establish workarounds and non-
traditional solutions. Those in turn challenged the internal procurement controls established by 
City code. The Business Operations Center became a “back-door” conduit to outside and non-
approved vendors impatient with the vetting process seeking to sell COVID-19 related products. 
The Logistics Section, already struggling with the resource request workload, soon was being 
tasked by positions within the Business Operations Center to coordinate safety analysis of PPE 
products (donated and purchased) and to vet non-approved vendors that had been sourced 
through the Business Operations Center; many of which were then deemed non-compliant. 
Although these strategies did not follow the processes established in the City EOP, it is more likely 
that the EOP needs to be updated to reflect the operational realities brought to light by the 
pandemic versus the operations needing to conform to antiquated processes.  
 
This diversion from standard process and City policy may account for the myriad of non-
traditional approaches that were utilized by some within the City to locate and procure critical 
resources. The total number of resource requests that were entered into WebEOC, GEMS, and 
Veoci combined has been estimated at over 14,000, but that does not include direct purchases 
through individual City departments or P-cards, which would dramatically increase the number 
of City acquisitions associated with the COVID-19 pandemic.  
 
Notable Strengths 
❖ GSD developed and issued a Critical Item Request Guidance (April 2020) document to ensure 

the City could take advantage of and procure critical resources when they became available 
and to monitor requests associated with critical items (e.g., PPE, sanitation supplies). 

❖ GSD had an existing Procurement Plan. Among the items in the plan, it addressed the 
assignment of on-call personnel to fill the Supply Unit in the EOC. When the sheer number of 
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resource requests required that half of its 12-member procurement team become involved, 
GSD then provided Just-In-Time (JIT) training to all those involved related to the resource 
management process. 

❖ The Supply Unit team took advantage of additional space in the EOC to set up an area big 
enough to support the throughput and capacity needed to process all resource requests being 
received.  

❖ The Planning and Intelligence and Operations Sections worked together to assess real 
resource needs by reviewing COOP Plan Pandemic Addendums and weekly departmental 
COOP surveys. The analysis of these reports and weekly surveys provided a sounding board 
for prioritization decisions and allowed the EOC to allocate resources effectively across all 43 
City departments, agencies, and bureaus. 

 

Areas for Improvement 
Area for Improvement 5.2.1: Departments experienced confusion regarding what kind of 
acquisitions need to go through the City EOC. 

Reference(s):   City Logistics Procurement Guide, 2016 

City Comprehensive Emergency Operations Plan – Logistics Annex 

Inter-Departmental Correspondence, GSD, March 20, 2020 

Analysis: The City’s resource management process is decentralized with each department 
being required to search and acquire needed resources within existing City stocks or 
within GSD’s Supply Management System (SMS) using existing Purchase Orders before 
any resource request is forwarded to the Logistics Section in the EOC. The procurement 
process for supplies and materials are described in the Procurement Guide, but the guide 
does not have procedures for when a Professional Services Agreement (PSA) is needed. 
The March 20, 2020, IDC also described this same procurement process but again did not 
address the process for PSAs.  

Departments were forwarding requests for PSAs to the Logistics Section in the EOC to be 
filled. The EOC does not fill requests for PSAs and those are only filled by departments. If 
the department cannot fulfill the request for a PSA, the request can be forwarded via the 
City EOC to the County/Operational Area. This process seems to emphasize that every 
department is “on their own” to acquire services under PSAs instead of seeing the EOC’s 
fulfillment of the request as a benefit to the entire City and assisting the department to 
acquire the PSA when no other source can be found. 

Recommendations: 

1. All departments are encouraged to engage their Financial Management System 
(FMS) Department Purchasing Expert (DPE) or Chief Accounting Employee (CAE) 
in their resource request and procurement activities during an emergency (e.g., to 
work alongside their Emergency Management Coordinator, as part of their DOC, 
or as a supplemental EOC responder). These individuals are typically the most 
familiar within each department with the City’s procurement protocols.   
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2. Provide more information in the Procurement Guide and the EOP – Logistics Annex 
regarding the process to follow when trying to acquire a needed PSA. 

3. Consider a different process for PSAs so that the burden does not fall solely on the 
requesting department to find and fund the PSA. 

 
Area for Improvement 5.2.2: Establish a centralized emergency procurement and resource 
fulfillment policy and process that provides for critical resource prioritization, fiscal 
accountability, tracking and visibility from request submission through to vendor payment.  

Reference(s): City Emergency Procurement Policies  

Analysis: It was the opinion of many of those involved in the COVID-19 procurement 
process that most City departments were unaware of City procurement policies and their 
responsibilities to provide all the necessary components to complete resource requests. 
They also felt that the emergency procurement of critical resources during an incident 
needed to be a modified version of the “normal” procurement process, but more agile 
and more responsive to meeting immediate needs. Furthermore, a balance needs to be 
struck between decentralized resource acquisition and centralized. The conditions under 
which procurement may be centralized need to be defined based on lessons from the 
COVID-19 pandemic. Likewise, any policies that could expedite procurement should be 
incorporated.  

Recommendations: 

1. Consider changes to emergency procurement policies to allow for more 
streamlined emergency resource request and fulfillment processes (e.g., issuance 
of temporary City P-cards with pre-established emergency funding limits for the 
acquisition of emergency supplies and/or services).  

2. Provide all departments with or without a designated purchasing liaison education 
on the City’s purchasing and procurement protocols and Standard Operating 
Procedures in the event of an emergency, including instruction on emergency 
resource requesting through the EOC. 

 
Area for Improvement 5.2.3: A Strategic Supply Chain Plan for critical resources would help the 
City avoid supply chain failures and dependencies in the future.  

Reference(s): Published November 2, 2020, Milbank Quarterly. The Strategic Stockpile 
Failed: Experts Propose New Approach to Emergency Preparedness. 

Analysis: The City of Los Angeles cannot be dependent on local supply chains when a 
regional, national, or in this case, global disaster occurs. Neither the County/Operational 
Area nor the State were able to meet the resource needs of local jurisdictions when 
presented with a global pandemic. The U.S. Strategic National Stockpile (SNS) had not 
been replenished post-H1N1, and in some cases, supplies that did exist were expired. 
Federal and State public health entities proved not to be a dependable resource in a large-
scale disaster. Local jurisdictions must take responsibility for creating a critical resource 
system that considers supply chain flexibility, visibility, traceability, responsiveness, 



                         Emergency Operations Activation AAR:  
City of Los Angeles  COVID-19 Pandemic   

Narratives and Analysis                                          90 

 
R
E
S
O
U
R
C
E 
 

A
N
D 
 

F 
I 
S
C
A
L 
 

M
G
M
T 
 
 
 

independence, and equitable access, among many other characteristics and 
requirements.  

Recommendations: 

1. Identify and forecast critical inventory needs by City departments and have a 
multi-layered plan for acquiring global resources to avoid emergency purchases 
and to maintain critical resource supply chains.  

2. Existing vendor lists should be updated to include pandemic and other emergency 
PPE supplies and a process for expediting safety compliance reviews should be 
established to quickly vet and acquire needed resources (e.g., medical and health 
related). 

3. Consider MOUs and strategic partnerships to use available warehouses, hangars, 
etc. for regional and local stockpiles. Consider modeling it after the “LoVLA” 
program. 

 

5.3. Resource Prioritization 
As previously discussed, the EOC Advance Planning Unit created a Departmental Pandemic COOP 
Addendum intended to capture the essential functions and forecast resource requirements of all 
City departments, agencies, and bureaus. The addendums were collected from most City 
departments and reviewed by the Advance Planning Team. The addendums and the ensuing 
weekly COOP updates provided a basis upon which resource requests could be assessed for 
prioritization and allocation. The P&I Section collected the COOP data and coordinated with the 
Operations Section Resource Status Unit, tasked with receiving resource requests. Ultimately the 
analysis of both department addendums and department resource requests were provided to 
the EOC Management Section for resource prioritization and handed off to the Logistics Section 
Supply Unit for fulfillment and tracking. This process provided adequate checks and balances, 
identified real-time needs, and assured equitable allocations and eliminated unnecessary over-
stocking. 
 
As noted above, all departments were initially instructed to procure resource needs through their 
“normal” and independent procurement processes. Those departments without an 
administrative purchasing position or departmental purchasing protocol submitted resource 
requests directly to the EOC Operations Section Resource Status Unit or through their 
department representative in the Operations Section. Some stockpiling of critical resources 
resulted among those departments that had their own supply programs. Prioritization of critical 
resources needed to be centralized so that all departments would receive equitable allocations 
based on need rather than competing with each other for the resources. An Executive Memo 
from the CAO dated March 27, 2020, was issued at the request of the EOC Director to provide 

executive guidance on the new acquisition protocol⎯changing the original procurement 
directive to instead route all pandemic-related resource ordering through the EOC. This 
centralized the ordering of critical resources, provided yet another process that assisted with 
resource prioritization, and improved the City’s clout and negotiating position with critical 
vendors.   
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There were some instances where disagreements regarding resource fulfillment, funding codes, 
and prioritization resulted in departments/agency representatives in the EOC confronting  
Logistics Section Supply Unit personnel; sometimes aggressively. This was remedied through 
intervention by the EOC Director acting as a buffer between EOC responders in other 
sections/positions and the Logistics Section Supply Unit. Additionally, access to the City EOC by 
non-assigned/unauthorized personnel was ultimately restricted when department 
representatives began coming to the EOC to lobby and/or harass the Logistics Section regarding 
their resource requests. 
 
Notable Strength 
❖ The Logistics Section participated in “pre-allocation” meetings with the EOC Director and 

Operations Section to prepare for prioritization decisions and to assess the status and 
anticipated sufficiency of resources. These meetings were complemented by the Advance 
Planning Unit’s COOP addendums and data calls that provided information on departmental 
missions and urgency, which was used to inform resource allocation decision-making. 

 

5.4. Disaster Service Worker (DSW) Program 
The California Disaster Service Worker (DSW) program was established to provide worker’s 
compensation benefits to volunteers that were injured while participating in disaster activities. 
This program was adopted as a method by which government employers (any political 
subdivision of the State of California) can also provide a means for their workforce to fill disaster 
roles that may be beyond their normal job descriptions or schedules to benefit and enhance the 
community response and recovery. The program is administered by the Governor’s Office of 
Emergency Services (CalOES) and its authorities are codified in State Government Code §8585.5. 
Public employees may be activated by their jurisdiction during a proclaimed emergency to 
perform disaster services in the community (State Government Code §3100 - 3109). The roles 
(classifications) of disaster service work must be commensurate with an employee’s skills, 
training, and capabilities. All DSWs are supervised by a qualified task lead that may or may not 
be affiliated with the jurisdiction which employs the DSW.  
 
The City of Los Angeles registers all employees as DSWs after an oath of affirmation that “self-
certifies” employees during their hiring process. When the City proclaims an emergency, the 
Mayor may choose to activate the City’s DSW program to match employees with immediate 
disaster needs. Examples of eligible activities for DSWs may include administrative staffing, 
animal rescue, sand-bag filling, flyer distribution, points-of-dispensing/testing/vaccination site 
support, vehicle operation, technology operation (e.g., HAM radio, satellite equipment), and 
other specific assignments as appropriate to their skill and capability levels. Mayor Villaraigosa 
issued Executive Directive No. 16 on March 17, 2011, which formally established the DSW 
program in the City of Los Angeles. The directive specifically tasked Department Heads, General 
Managers, Administrators of Agencies, Bureaus and Offices with the implementation of and 
involvement in the City-wide DSW Program.  
 
Mayor Garcetti activated the City’s DSW Program on March 18, 2020, to support the City’s COVID-
19 pandemic response. The Personnel Department, which is tasked with administering the DSW 
program, rotated a cadre of staff into the Logistics Section Personnel Unit from the first days of 
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activation in March until the Personnel Unit switched to virtual operations in August 2020. 
Personnel Department staff received, adjudicated, and managed DSW Mission Requests, 
maintained a Google Documents spreadsheet that tracked all DSW shifts and assignments, and 
Google Forms that provided supplemental information regarding DSW missions. Between the 
Personnel Unit in the EOC and the Personnel DOC, DSW requests were filled with appropriate 
City employees from lists of non-essential personnel provided by departments/agencies/ 
bureaus. Each day the Personnel Unit would report to the EOC the number of DSW requests filled, 
requests pending, and the number of workers assigned to missions. The Personnel DOC then 
worked to notify, schedule, and deploy DSWs selected for missions and maintained contact with 
employees to support them with their disaster assignments.   
 
Key findings from previous exercise after-action reports that addressed the DSW program, 
showed a lack of program awareness by City departments outside of the Personnel Department 
severely handicapped the City’s previous missions to identify, mobilize, and utilize DSWs for 
emergency roles. While the Personnel Department knew the program well, there was a general 
lack of understanding about the intended purpose, process, and use of City employees as DSWs. 
A continued lack of engagement and understanding may have been the catalyst for the redefining 
and relaunch of the DSW program that occurred during the COVID-19 pandemic. On April 8, 2020, 
Mayor Garcetti sent an “All City Department Memorandum” regarding the DSW program. At that 
time, approximately 1,200 City employees had registered to serve in emergency roles for the 
COVID-19 activation. In the memo, Mayor Garcetti issued a directive to Department General 
Managers that voiced his expectation that their department would participate in the DSW 
program, and that it was in fact mandatory. He also made it clear that they were to work with 
the Personnel Department to create an expanded “DSW deployment bench.” 
 
Further action to enlist employees in the DSW program was taken on June 11, 2020, when Mayor 
Garcetti issued Executive Directive No.26. This directive created a DSW Taskforce that included 
the Personnel and Emergency Management Departments and Information Technology Agency to 
administer the operations of the DSW program. As a part of this directive, Departments and 
General Managers were instructed to designate a minimum of 10% of their workforce to the 
program, to classify and register them on a DSW “bench list.” A list of duties that City employees 
might perform per the directive included: human services, general labor, law enforcement 
assistance, logistics, medical and environmental health work. The Executive Directive left the 
DSW mission list open for any other duties that might be deemed necessary. 
 
General Managers submitted to the Personnel Department lists of employees that were eligible 
for DSW assignments, which were then reviewed and classified on a case-by-case basis. Requests 
for DSWs were typically routed through the EOC Operations Section. The Operations Section 
Coordinator then sent resource requests to the P&I Section for review and approval. Once 
approved, the requests were sent back to the Operations Section Coordinator for assignment to 
the Logistics Section through the Section Coordinator or Resource Status Unit. The Personnel Unit 
then sent the request to the Personnel DOC. The Personnel DOC requested additional details 
from the requestor needed to fill the mission (e.g., responsibilities, training, skill sets, name of 
location, name of the on-site DSW Supervisor). A customized DSW activation notice was then 
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sent to the employee being mobilized. That activation notice contained links to Frequently Asked 
Questions, safety information, and appropriate training videos and mission details.  
 
The Personnel Department worked diligently to develop resources to support and inform not 
only DSWs, but their Department Heads and Department Personnel Officers (DPOs). Personnel 
developed a DSW Toolkit for DPOs and General Managers which provided the type of program 
education and guidance that had been a gap and corrective action since the City’s 2015 
Functional Exercise. To respect the chain of command, whenever possible, employee DSW 
activation notifications were sent from the employee’s DPO or the General Manager.  
 
At the peak of DSW deployment, over 1,000 workers were being deployed daily. Nearly 5,000 
City employees covered over 50,000 shifts, serving in mission areas that included the: City EOC 
and DOCs, Vaccine Call Centers, Warehouse Work, Shelter Facility Management, Project Room 
Key, LAFD COVID Testing and Vaccination Sites, County Contact Tracing, IT Support, the Logistics 
Victory Los Angeles Initiative (LoVLA), and Project Haven, which provided safe housing for victims 
of domestic abuse.  
 
The challenge most prevalent during the initial days of the DSW activation was the “fear factor.” 
Fearing exposure to COVID-19 caused some employees to refuse to serve as DSWs. General 
Managers were hesitant to enforce DSW contracts without policy guidance defining who was an 
essential worker and whether employees could be given a pass or pressed into service. Two inter-
departmental correspondence sent by the Personnel Department in March and May of 2020 
clarified the requirements for the DSW Program, explained the Families First Coronavirus 
Response Act (FFCRA) Leave Policy, and provided City General Manager’s the definitions of non-
essential and essential staff. These guidance documents and the continued COVID-19 health and 
safety messaging provided to employees seemed to boost DSW participation and mitigate fears.   
 
The same technology challenges that all other departments faced in the EOC also frustrated the 
Logistics Section Personnel Unit and the Personnel DOC. The transition between resource 
tracking tools in WebEOC, GEMS or Google Documents, and finally to Veoci required the manual 
transfer of DSW data from one system to another. The resource tracking process was made even 
more complex by multiple tracking numbers and systems. For example, a resource request 
number was automatically applied when the EOC received a DSW mission request. The Personnel 
DOC then gave it a mission name for its own tracking purposes. These two identifiers were 
needed to process the request, but were easily confused. Eventually, both were assimilated into 
a “DSW Tracker” system. The DSW Tracker had its own issues in that the security of personnel 
files required by City code meant that program filters had to be added everyone involved in the 
program could review files without exposing an employee’s sensitive personal information. 
 
Notable Strengths 
❖ The Personnel Department’s development of correspondence, instructional materials, multi-

media resources, and training videos to support the DSW program addressed long-standing 
programmatic gaps. The materials provided education to General Managers and Supervisors 
that allowed them to enroll employees in the DSW program and provided employees being 
deployed under the DSW program with information to address their concerns, calm their 
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nerves, and inform them about their upcoming assignments. Additionally, the Personnel 
Department’s development of a DSW Instructional Toolkit for DPOs and department heads 
further informed and onboarded stakeholders involved in the program.  

❖ The EOC Personnel Unit and the Personnel DOC worked in tandem to overcome technological 
issues to establish a DSW bench of available candidates, assign, track and monitor DSW 
activities and their missions. While the processes and tools were sometimes cumbersome, 
the Personnel Department committed the time and human resources necessary to meet the 
program’s objectives.  

❖ The Personnel Department worked collaboratively with Los Angeles County and the Los 
Angeles Homeless Services Authority (LAHSA) to provide DSW duties and expectations 
guidance and worksheets that clearly outlined the expected tasks and limitations of DSWs 
assigned to the Project Room Key housing initiative. 

 
Area for Improvement 
Area for Improvement 5.4.1: The current capability level of the DSW program is dependent upon 
ongoing and continuous exposure through training, exercises, and other familiarization activities.  

Reference(s): Title 19 DSW Regulations  

CalOES DSW Program Guidance – 10/2016 

Mayor’s Executive Directives No. 16 and No. 26 

City DSW Activation SOP, Guidance, and Training Materials 

Analysis: Because of the evolution and growth of the DSW program over the course of 
the pandemic, the roles and responsibilities of City departments are now known as well 
as the process for determining eligibility, requesting DSWs, deployment, and tracking. 
More departments now need to be informed about and engaged in the program than 
ever before. The DSW program will continue to improve if the Personnel Department 
provides ongoing annual training to the City workforce that the program is dependent 
upon. As the adage goes “if you don’t use it, you lose it.” 

Recommendation: 
1. The Personnel Department should consider an annual refresher course for 

employees (including elected and appointed officials and senior leadership) that 
includes use of already produced video resources regarding the DSW program and 
their potential for being deployed during proclaimed emergencies. 

 

5.5. Role and Functionality of the EOC Finance and Administration Section 
Typically, the Finance and Administration (F&A) Section’s role during an EOC activation is to 
provide financial support and coordination. The section is usually responsible for tracking costs 
and coordinating recovery as allowed by federal and state law. To the greatest extent possible 
this Section manages financial systems necessary to keep the jurisdiction functioning during an 
emergency. These systems typically include:  

• Payroll  

• Payments for goods and services  
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• Revenue collection  

• Claims processing  

• Cost recovery documentation 

• Recording financial transactions  
 
The F&A Section acts in a support role in all emergencies to ensure all required records are 
preserved for future use and CalOES and FEMA filing requirements are followed by maintaining 
proper and accurate documentation.2 In addition to the typical role provided above, the City of 
Los Angeles’ F&A Section is also responsible for advising departments to use work order numbers 
for emergency response and recovery activities, providing financial oversight and administrative 
support, completing F&A Section status reports, and providing legal advice (with staffing 
provided by the City Attorney’s Office). 
 
Although the City activated the EOC to a Level III (lowest activation level) on March 3, 2020, the 
F&A Section was not immediately activated. The EOC had initially limited its staffing to functions 
responsible for situation monitoring and coordination with impacted departments, County 
partners, and the State. Even though the F&A Section was not activated at that time, the Office 
of the City Administrative Officer (CAO) issued their first Inter-Departmental Correspondence 
(IDC) on March 6, 2020, instructing all departments to track all COVID-19 response costs and to 
submit a departmental City Expenditure Report to the CAO every two weeks.  
 
It was not until March 13, 2020, when the F&A Section Coordinator position was activated. At 
this time, the EMD Duty Officer escalated the EOC Activation Level from a Level III (lowest) to 
Level II (moderate). Once activated, the F&A Section began to track overall city emergency 
response costs, assist departments with tracking their departmental costs associated with the 
response, and coordinate with the Logistics Section to procure needed resources. 
 
Notable Strengths 
❖ The CAO and F&A Section were proactive in providing direction to all departments regarding 

tracking costs and regularly submitting departmental expense reports to the CAO. Along with 
the instructions, CAO staff provided real-time training via conference calls and virtual 
platforms. 

❖ CAO staff assigned to the EOC regularly participated in previous trainings and exercises. EMD 
offers Section and EOC training and holds various levels of EOC exercises that CAO staff 
assigned to the EOC attended prior to the pandemic. By participating in these training and 
exercise events, CAO staff filling positions in the F&A Section built their capabilities and skill 
sets. 

❖ The City of Los Angeles is fortunate to have qualified, competent, and knowledgeable staff 
that oversees the emergency financial documentation process for the City. Core staff is 
knowledgeable about disaster financial best practices and pitfalls, City plans, policies and 
procedures, eligibility issues, and submissions to CalOES and FEMA using traditional methods 

 
2 California Specialized Training Institute, Essential EOC Finance and Admin Section/Positions Specific Training 
(GS611) – Participant Guide, Version 3, April 2016, page 28. 
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as well as employing FEMA’s newly developed “Grants Portal.” In addition, staff has 
successfully navigated working with CalOES and FEMA through the financial recovery process 
for many recent disasters impacting the City. 

 
Areas for Improvement 
Area for Improvement 5.5.1: The City could benefit from additional trained F&A Section staff to 
provide more depth for longer duration events. 

Reference(s):  N/A 

Analysis: Even though the F&A Section was not officially activated in the EOC until March 
13, 2020, the length of time for the EOC activation was still unprecedented. Typically, 
each Section Coordinator in the EOC has a roster three persons deep for each position to 
accommodate multiple shifts and continuous operations. To avoid “burn-out” or fatigue 
it is recommended to equally distribute shifts to other persons capable of fulfilling the 
role. During the first four months of the pandemic, the CAO’s primary designee filled the 
F&A Section Coordinator position 60% of the time, while one other person filled the 
position 23% of the time, and the remaining six other staff members picked up the 
remaining shifts.  

During interviews with CAO staff, it was learned that CAO staff assigned to the EOC have 
requested additional staffing through the budget cycle process for years to no avail. If 
additional staff is not forthcoming, then perhaps the additional six persons fulfilling the 
other shifts in the EOC need more training to build their capabilities to a sufficient level 
to fill the EOC positions and take on more shifts to equally distribute the shifts between 
all staff during sustained operations.  

Recommendations: 

1. Consider additional staffing to provide more depth for the F&A Section positions. 

2. Provide additional training for other persons with roles in the F&A Section to 
competently fill the role of Section Coordinator and to share the staffing burden 
equally during sustained EOC operations. 

 
Area for Improvement 5.5.2: The F&A Section Coordinator needs more authority to make 
decisions regarding resource requests that do not have a funding source identified. 

Reference(s):  City EOC Procedures Manual 

City Comprehensive Emergency Operations Plan – Logistics Annex 

Inter-Departmental Correspondence, GSD, March 20, 2020 

Los Angeles Administrative Code, Division 9 Purchasing   

Analysis:  There were some departments within the City that requested needed resources 
but could not identify a funding source for the resource. These resource requests were 
summarily being declined by the Logistics and F&A Sections. This left some departments 
without the resources needed to accomplish their operational tasks.  For sustained EOC 
operations, financial accounts for many departments will be strained or depleted and will 
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not be able to provide the immediate funding for all resource requests from their 
departmental accounts.  Furthermore, some departments that have a large role in the 
emergency response will be unnecessarily burdened with financing resources needed for 
the response that benefit the entire City.  

The EOC Procedures Manual does not include a workaround when a funding source 
cannot be identified. Instead of declining the needed resource request, the Logistics and 
F&A Sections should be able to work together to acquire and find temporary funding for 
the needed resource, but the F&A Section does not currently have this authority. It was 
not until the Mayor’s Office stepped in that an additional pathway was created for critical 
resources that could not be departmentally funded. The Mayor’s Office created the $20 
million Emergency Response Fund to support these requests and speed up the resource 
acquisition process. Had the pandemic been a faster evolving emergency with more of a 
direct correlation to life/safety, like a catastrophic earthquake, then delays in resource 
acquisition caused by problems with funding sources will certainly result in unnecessary 
losses of life and property.   

While the F&A Section was prudently following established policies and procedures, 
flexibility should exist in emergency situations that avoids declining and delaying resource 

requests when a funding source cannot immediately be identified⎯and that authority 
should reside in the F&A Section. 

Recommendations: 

1. Revisit the EOC Procedures Manual, EOP – Logistics Annex, and the Los Angeles 
Administrative Code, Division 9 to identify a pathway for fulfilling a resource 
request when a departmental funding source cannot be initially identified. 

2. Consider providing more authority to the F&A Section Coordinator to find and 
implement funding for urgent resource needs when a departmental funding 
source is not initially identified. 

 

5.6. Fiscal Management 
Most sources of disaster-related funds require that their allocation be tracked and monitored 
separately from existing monies for routine services. The California Code of Regulations states 
that “local agency costs or expenditures are eligible for state financial assistance (as well as 
federal assistance) provided such expenditures relate directly to an eligible disaster event.”3  
 
Fiscally mature jurisdictions will set themselves up for maximized reimbursement possibilities by 
ensuring disaster financial tracking capabilities are in place before a disaster strikes and that city 
procurement processes comply with state and federal requirements. In the City of Los Angeles, 
the CAO is the agency tasked with overseeing disaster financial management activities and has 
invested in pre-disaster, disaster and post-disaster activities to ensure the City is in the best 

 
3 California Code of Regulations Title 19, Public Safety, Division 2, Office of Emergency Services, Chapter 6, Disaster 
Assistance Act 
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position to recoup disaster costs, mitigate funding delays or denials, and avoid missed 
opportunities for cost recovery.  
 
Pre-disaster is the time to develop disaster financial management policies, processes, and 
procedures. The City of Los Angeles has implemented many pre-event tasks including: 

• Developing the EOC Procedures Manual that contains specific EOC procedures for 
resource ordering and how the Logistics and F&A Sections work together to acquire a 
resource.  

• Pre-designating Disaster Assistance Coordinators for each department to serve as each 
departments’ lead for tracking departmental costs including costs associated with 
personnel, supplies, and equipment during a disaster and forwarding these costs to the 
CAO for validation and compilation.  Each department Disaster Assistance Coordinator is 
also expected to:  
- Implement their disaster documentation system during a disaster (use appropriate 

departmental cost codes to assist with tracking emergency related costs separately 
from regular, ongoing costs and activities).   

- Maintain accurate accounting records on all disaster-related expenses, including the 
following:  

o Force account labor (timesheets) and equipment  
o Invoices for rented equipment, materials, and purchases  
o Photographs of damage and repair  
o Insurance information  
o Environmental and historical preservation issues  
o Records of donated goods and services  
o Records of specific volunteer hours and type of work conducted relative to the 

disaster4 

• Developing pre-event “Mega-Contracts” to facilitate acquiring immediate services during 
a catastrophic event (though the contracts had expired and had to be renegotiated at the 
time of the pandemic). 

• Providing training on F&A Section roles and responsibilities in the EOC and the disaster 
reimbursement process.  

• Offering regular exercise opportunities to practice concepts and procedures.   
 
During the pandemic, trained and knowledgeable CAO staff working in the EOC and remotely 
were responsible for tracking departmental costs and assisting the Logistics Section with resource 
management tasks. Once the pandemic moves toward a recovery phase, the CAO will serve as 
the City’s official representative for state and federal disaster reimbursements, coordinating with 
CalOES and FEMA to maximize reimbursement possibilities, and will facilitate the submission of 
total City costs to CalOES and FEMA.   
 

 
4 City of Los Angeles, Emergency Operations Plan – Recovery Annex Functional Support Annex, June 2018 
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From a disaster financial management perspective, the City appeared to have prepared itself to 
successfully navigate the challenges it would face during a disaster by participating in 
preplanning, training and exercises. However, it is the experience gained during real events that 
will enable the City to identify gaps and fine-tune its plans, policies and procedures for the future 
by augmenting and building on the City’s disaster financial management capabilities. COVID-19 
and the Protests for Racial Justice provided the City with an opportunity to identify what worked 
and what areas needed improving. 
 
Early in the COVID-19 pandemic, even before the F&A Section (staffed by the CAO) was officially 
activated, the CAO was proactive in sending out instructions and guidelines to all departments 
regarding the importance of tracking departmental costs. The March 6, 2020, IDC sent to all 
Department Disaster Assistance Coordinators from the CAO, implemented a two-week 
expenditure reporting schedule to ensure the CAO had current and projected costs for each 
department every other week. This initial schedule covered March and April. Subsequent IDCs 
extended this two-week reporting schedule until October 22, 2021 (as of the writing of this 
report). To facilitate the departmental reporting process, the CAO updated and reformatted the 
City Expenditures Report file for online submission and error checking, provided real time training 
via conference calls, and conducted virtual training on how to capture and track costs. 
 
In addition to tracking emergency related costs, the F&A Section in the EOC (virtually or on-site) 
assisted the Logistics Section in the procurement of needed resources as appropriate. Resource 
requests result in a financial obligation to the City and as such, the City’s financial management 
processes must be followed. The City requires that all departments provide a funding source for 
their procurements. Departments needed to move funds within their department accounts to 
cover COVID-19 related expenditures. This requirement resulted in a hardship for some 
departments and in some cases slowed down or stopped the department from ordering a needed 
resource. In other cases, a delay in providing or obtaining a funding source from a department 
also resulted in lost opportunities for acquiring resources as vendors moved on to other 
customers. To ensure essential resource requests were acquired even when a funding source 
could not be identified, the Mayor’s Office in concert with the City Council and the Controller’s 
Office established a $20 million COVID-19 Emergency Response Fund on March 23, 2020. 
Departments still needed to follow the emergency procurement process as outlined in the March 
20, 2020, IDC from GSD5, but now if a department had limited to no capacity within its budget to 
fund its proposed expenditures, departments could submit their requests to the Mayor’s Office 
for funding consideration.6 The Mayor’s Office considered the requests based on the following 
criteria: 

• Funding is required due to the City response to the impacts of COVID-19; and  

• The department has no capacity within its budgeted funds to front-fund the proposed 
expenditure. 

 

 
5 City of Los Angeles, General Services Agency, Inter-Departmental Correspondence, Subject: Department Supply 
Request Process for COVID-19 Items, March 20, 2020 
6 City of Los Angeles, Office of the City Administrative Officer, Inter-Departmental Correspondence, Subject: 
Emergency Response Funding, March 23, 20202 
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The CAO and the Controller’s Office were tracking other COVID-19 costs not directly related with 
emergency protective measures. The City received $694,405,3237 (at the writing of this report) 
through the federal Coronavirus Relief Fund (CRF) created because of the Coronavirus Aid, Relief, 
and Economic Security Act (CARES). Because the focus of this report is on the City’s emergency 
management structure and its capability to respond to the COVID-19 pandemic, the other 
funding sources for non-emergency protective measures associated with the COVID-19 response 
were not addressed. However, it is worth noting that some costs originally designated as 
emergency protected measures were later identified as non-emergency protected measures and 
covered under the CRF. 
 
Notable Strengths 
❖ The Mayor’s Office in concert with the City Council and the Controller’s Office established a 

$20 million COVID-19 Emergency Response Fund to facilitate and expedite acquiring needed 
resources. The Mayor’s Office established this fund to address the frustrations many 
departments were voicing regarding the difficulty to order resources when no funding source 
could be identified. This action by the Mayor’s Office, City Council and the Controller’s Office 
enabled departments that could not identify a funding source to quickly acquire priority 
resources. 

❖ Expedited FEMA funding was proactively requested to receive funds quicker into the City 
coffers. The advantage of expedited funding is that 50% of requested funds were available as 
soon as the Project Worksheet was approved rather than after the supporting documentation 
was submitted. These expedited funds supported the City’s efforts in preparing for and 
battling COVID-19 while also assuring that the City can maintain other vital services. 

❖ Disaster financial management plans, policies, and procedures (EOP Recovery and Logistics 
Annexes, EOC Procedures Manual, and the City Logistics Procurement Guide) were developed 
pre-disaster and assisted the City in being proactive and responsive to the fluidity of the 
pandemic situation. Although the pandemic challenged these plans and procedures they 
served as a solid foundation to build upon and adapt to meet the new challenges of COVID-
19. 

 
Areas for Improvement 
Area for Improvement 5.6.1: Identifying the funding source(s) for each resource request before 
a resource request is allowed to be filled slowed down the resource ordering process and resulted 
in lost opportunities when resources were in short supply. 

Reference(s):  City EOC Procedures Manual 

City Comprehensive Emergency Operations Plan – Logistics Annex 

Inter-Departmental Correspondence, GSD, March 20, 2020 

Los Angeles Administrative Code, Division 9 Purchasing   

 
7 City of Los Angeles, Office of the City Administrative Officer, Inter-Departmental Correspondence, Subject: 
Coronavirus Relief Fund Reporting Requirements, September 25, 2020 
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Analysis: In theory, the idea of identifying the funding source for all resource requests 
ensures that funds exist to cover the cost of the resource. This is a good accounting 
practice which works well for small-scale and short-duration emergencies/disasters that 
do not put a large financial strain on the involved departments.  

However, for more complex events that require sustained EOC operations, this practice 
becomes burdensome, slows down the process to acquire essential resources and in 
some cases, stops the resource request from being filled. This practice also puts the 
financial responsibility on the shoulders of those departments needing the resource that 
are involved in the response rather than on the entire City organization. During the 
COVID-19 activation many departments’ funds were depleted and they struggled to 
identify funding sources for resource requests. Resource requests without funding 
sources were not allowed to proceed through the system to be filled, while departments 
somehow found the funds for the resource they needed. Additionally, this led to several 
instances where an opportunity to acquire a resource in short supply was lost, because 
the vendor moved on to other customers while the City attempted to get its paperwork 
in order.   

To some degree, this also pit department against department and this effect was most 
notable in evaluating responder morale. Department representatives often felt they were 
in it alone and/or in competition with other departments. It did not feel a united, singular 
City response, but rather a response by 43 loosely connected departments and agencies. 
Most certainly that mentality had a larger effect on operational and inter-agency 
coordination and communications.   

If an essential resource is identified as being needed to accomplish a prioritized task 
outlined in the City’s EOC Action Plan or elsewhere, then the resource should be ordered. 
The City may want to consider establishing a permanent Emergency Response Fund that 
would be used for urgent resource requests that are identified as being necessary. Each 
department could identify the Emergency Response Fund as the funding source for each 
request as least until other funding sources are identified post-disaster. By establishing 
an Emergency Response Fund that all departments could use, the City would still maintain 
the decentralized ordering method that it uses day-to-day. In addition, having this back-
up funding source could also simplify the tracking of costs, at least in the interim. The CAO 
would have access to all those costs by monitoring the Emergency Response Fund. 

Recommendations: 

1. Develop alternatives for the urgent acquisition of resources when funding sources 
are not provided or cannot be assigned in the immediate-term. 

2. Consider a permanent Emergency Response Fund at either the beginning of every 
EOC activation or as a new item in the City’s standing budget, and use this fund to 
temporarily pay for resource requests from departments if the resource request 
meets certain criteria. 

 
Area for Improvement 5.6.2: The administration of the Mayor’s Office’s ad-hoc Emergency 
Response Fund created another path for acquiring resources outside of the EOC structure. 
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Reference(s):   Inter-Departmental Correspondence, CAO, March 23, 2020 

Inter-Departmental Correspondence, CAO, March 27, 2020 

Analysis: Before a resource could be ordered the requesting department had to identify 
a funding source. This requirement created a hardship on some departments that could 
not identify a funding source, slowed down the process of ordering the resource and, in 
some cases, prevented a resource order from being fulfilled. To work around this 
problem, the Mayor’s Office in collaboration with the City Council and the Controller’s 
Office created a $20 million Emergency Response Fund. The funds could be spent at the 
direction of the Mayor to facilitate required expenditures by impacted departments.  

This action facilitated the process to obtain a resource when a department could not 
identify a funding source, but the administration of the program by the Mayor’s Office 
also created another path for ordering and funding resources that was not through the 
City’s Logistics and Finance and Administration Sections in the EOC. The decision-making 
process regarding which resource requests would be funded through the Emergency 
Response Fund was within the Mayor’s Office not within the EOC and once again, the 
result became a parallel and uncoordinated process from that being facilitated by the 
City’s EOC. 

The Logistics Section in collaboration with the F&A Section in the EOC is the centralized 
point where resource requests that cannot be filled internally by requesting departments 
can be submitted for fulfillment. That entire process includes protocols for ensuring the 
best use of public funds, validating the efficacy of products, ensuring competition (where 
plausible), resource tracking, return, and reimbursement, among others. The creation of 
this different pathway for resource requests outside of the EOC bypassed the internal 
checks and balances the EOC had in place to ensure resources are effectively identified, 
ordered, acquired, equitably deployed, and tracked. Additionally, it created a possibility 
for errors, omissions, and redundancies in the resource acquisition process at time when 
resources were in very limited supply already.  

While creating the Emergency Response Fund was a good solution for fiscally-challenged 
departments, the administration of the Fund should have fallen to the EOC. It is 
recommended to continue the use of this fund as part of the EOC “toolbox” for acquiring 
resource requests rather than having this tool reside only within the Mayor’s Office and 
under the Mayor’s Office discretion. One emergency management structure should be 
followed to support a singular City response. 

Recommendations: 

1. Administer all centralized procurement activities, whether with or without an 
Emergency Response Fund, from the City EOC via existing emergency 
procurement structures. 

2. If permanent or incident-specific Emergency Response Funds are created, then 
update the EOC Procedures Manual, EOP Logistics Annex, and the City Logistics 
Procurement Guide to detail the administration of the program and use of the 
funds for resource requests made through the EOC.  
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5.7. Role and Functionality of the Business Operations Center 
The City’s Comprehensive EOP “…promotes the use of the Business Operations Center (BOC) to 
enhance public and private coordination. The City can effectively coordinate with businesses 
through [the] BOC that is linked to the City’s EOC.” From the 2018 BOC Annex to the EOP:   
 

“The BOC’s mission is to facilitate coordination between the public and private sectors in 
non-emergency operations (preparedness and protection/mitigation) and emergency 
operations (response and recovery).  In so doing, the BOC integrates a complex set of 
interdependent stakeholders, functions, and capabilities into a physical and virtual hub 
for public-private coordination. This operational partnership contributes to situational 
awareness, promotes whole-community resilience, and creates opportunities for each 
sector to leverage resources and capabilities within the City of Los Angeles.” 

 
As outlined in the BOC Concept of Operations (CONOPS), the expectation was that the BOC would 
be similarly structured to the EOC, with a BOC Director, BOC sector leads, and administrative 
support. The BOC Director was tasked to provide leadership and support for BOC operations. As 
outlined in the BOC CONOPS, the BOC would work with a designated non-profit/private sector 
entity, specifically the Los Angeles Emergency Preparedness Foundation (EPF), to lead the BOC. 
EMD was not intended to have day-to-day oversight of the BOC.   
 
However, two years prior to the pandemic, the BOC dissolved its partnership with the EPF, leaving 
it without leadership when the COVID-19 pandemic began. To address the lack of leadership, and 
given the staffing shortage within EMD, the decision was made by the Mayor’s Office to appoint 
the Director of Military and Veteran Affairs from the Mayor’s Office to serve as the Director of 
the BOC, while an Emergency Management Coordinator from EMD served as the Deputy 
Director. Beginning March 31, 2020, the BOC was additionally staffed by seven representatives 
from various divisions of the Mayor’s Office.  
 
With a BOC Director in place, the BOC was able to implement some of the strategies from the 
BOC CONOPS document, but much of the plan was outdated and the BOC staff felt it was obsolete 
as well. They also felt the mission of the BOC had evolved from the original concept of 
coordination with the private sector and donations management to include the procurement of 
critical supplies, such as PPE (See Section 5.8 Donation Management Section and 3.3 - Private 
Sector Coordination for additional details.)  
 
It was noted in multiple interviews that the BOC staff rose to meet the demands of the crisis and 
worked quickly and tirelessly to acquire needed supplies from donations or the procurement 
process. The Mayor’s Office staff, working alongside EMD staff, quickly developed systems to in-
take information and requests, process them, and respond. Spreadsheets were developed for 
tracking purposes to develop a central clearinghouse of the donations and supplies the BOC was 
coordinating. The staff developed a battle rhythm with three internal briefings conducted each 
day. The dry/erase board in the BOC offices, located in a room directly adjacent to the main EOC 
floor, was critical for information sharing and providing assignments to the staff. 
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However, the BOC remained understaffed for its self-expanded mission and lacked consistent 
leadership objectives. As noted throughout this report, two parallel efforts were underway in the 
City between the Mayor’s Office and EOC, which also affected the BOC. From the Mayor’s Office 
perspective, the BOC provided dedicated staff and a flexible organization from which it could 
support the acquisition of supplies, namely PPE. From the EOC perspective, the BOC was an EOC 
support function for donations and communications that could not achieve its objectives while 

also focused on procurement⎯a duplication of efforts with the EOC Logistics Section. Because 
of these dueling missions, at times the Mayor’s Office gave direction directly to the BOC Director 
(from the Mayor’s Office) that would contradict the directions given to the BOC Deputy Director 
(from EMD) by the EOC Director.  
 
Early in the pandemic, the phones in the BOC (of which there were only five) were “ringing off 
the hook” as businesses reached out to offer supplies for sale or donation. During the first two 
months, it was estimated that there were 2,000 calls with offers of goods to sell and 100 calls 
with offers of donations. When other City departments and offices received offers of donations 
or sales, they were routed to the BOC. Additionally, due to the intense workload at the onset of 
the pandemic, the BOC Director offered to relieve the workload of the Logistics Section by 
offering the expanded services of the BOC to help track down items that were needed. While the 
Logistics Section may have needed support and may have been appreciative of it, the process by 
which the two entities would share in acquiring resources was never defined or detailed. 
Expectedly, the result was frequently a duplication or lack of coordinated efforts. In this way, the 
BOC began supporting Logistics in a workflow that had not occurred for any prior disaster.   
 
For example, a City department would send its resource request to the EOC. If the Logistics 
Section could not secure the request, it went to the BOC to secure the items via donation or 
through a vendor for purchase if the BOC was able to find a source the Logistics Section could 
not. When a resource request came through for items such as water, towels, bed sheets and/or 
toiletries for use at shelters, the BOC sought donations. If it was unable to acquire such items via 
donations, it would search for the items from appropriate vendors. If a vendor was identified, 
the BOC provided the vendor’s information to the Logistics Section who could then place an 
order. Alternatively, the Mayor’s Office approved millions of dollars in contracts for 

resources⎯some of which were identified by the BOC⎯that were never coordinated with the 
EOC Logistics Section.  
 
During the COVID-19 response, the BOC spent most of its time looking for PPE supplies such as 
masks, gloves, and protective Tyvek suits, most of which needed to be purchased and not 
donated due to quality-control and liability concerns. The BOC received the specifications or 
“specs” needed from the Logistics Section and would again search for vendors that could provide 
the needed items. In many cases this duplicated efforts being conducted by the Logistics Section, 
though given the intense demand for these items across the City, perhaps some level of 
duplication was not a negative thing.  
 
By early June, most of the Mayor’s Office’s staff assigned to the BOC stepped away to resume 
their normal job functions or pivot to other assignments. This also coincided with an 
improvement in resource availability through the normal supply chain, which had eased the 
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burden on the BOC. The Emergency Management Coordinator serving as the BOC Deputy 
Director became the BOC Director.  For the duration of the pandemic response through the end 
of 2020 and into early 2021, the BOC continued to support the Logistics Section, maintained and 
developed private sector partnerships, and coordinated with the Chamber of Commerce, among 
other associations. 
 
Notable Strength 
❖ Despite the fact that the BOC was underdeveloped and without leadership at the onset of the 

pandemic, the EMD BOC staff members worked quickly to operationalize and activate the 
BOC. The Mayor’s Office staff who were tasked to the BOC  jumped in with enthusiasm and 
determination to provide assistance, even though none of them had prior experience or even 
a working knowledge of the BOC’s activities. Through the tireless efforts and cooperation of 
the staff from these two departments, the BOC was able to thrive and secure many of the 
crucial supplies needed to support the City’s response.  

 
Areas for Improvement 
Area for Improvement 5.7.1: Operational leadership of the BOC should be permanently assigned 
to either the Mayor’s Office or EMD.  

References: City EOP - Business Operations Center Annex/CONOPS  

Analysis: Prior to the pandemic, the leadership of the BOC was outsourced to an external 
non-profit organization which maintained relationships with the private sector. When the 
BOC relationship with that organization dissolved, EMD neither replaced the contract nor 
stepped into the leadership role directly to lead the BOC. This was a clear and regrettable 
gap that should be filled before the next emergency. Private sector partnerships, 
coordination, resources will be of immense value and importance to the City during any 
significant emergency that impacts the region. The effectiveness of the BOC is dependent 
on preparedness activities, namely the building of relationships with the private sector. 
Unfortunately, EMD was unable to retain the contact information for many of the private 
sector partners that had been established by the previous contractor. That alone proved 
to be a significant hinderance to the BOC operations during the pandemic. The leadership 
and operations of the BOC must be permanently assigned to an organization capable of 
both handling the responsibilities and maintaining the role indefinitely.   

Recommendation:  

1. Permanently assign operational leadership (and all associated responsibilities for 
management and development) of the BOC to either the Mayor’s Office or EMD. 

 
Area for Improvement 5.7.2: The CONOPS for the BOC was outdated and underdeveloped and 
must be revised to reflect operational realities. 

References: City EOP - Business Operations Center Annex/CONOPS  

Analysis: The CONOPS document was last revised in 2018 prior to the pandemic and prior 
to the dissolution of the partnership between EMD and the designated contractor. While 
the document contained some useful information that was still relevant, there were no 
processes, position checklists, or other guidance to help guide staff as they were tasked 
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to the BOC. Likewise, a new vision for the BOC’s purpose may have evolved during the 
pandemic. Coupled with new procedures that were developed off the cuff and with the 
involvement of emergency response partners, the CONOPS now requires updating. At the 
time of this report, the CONOPS document was under revision by EMD.  

Recommendations:  

1. Finish updating the CONOPS document to accurately reflect the operational 
mission and functionality of the BOC as well as lessons from the pandemic 
experience. 

2. Consider establishing position checklists and tools such as document and 
communications templates and resource tracking spreadsheets to have available 
for the next emergency.  

 
Area for Improvement 5.7.3: The BOC duplicated some efforts of the EOC Logistics Section when 
it expanded its mission to include searching for and soliciting critical resources for procurement.  

References: N/A 

Analysis: While the BOC was not originally envisioned as a support arm to the EOC 
Logistics Section, BOC staff quickly pivoted its mission to fill that role. Lacking trained 
leadership and a current guidance document to meet the resource management 
demands of the pandemic, it is not surprising that the BOC duplicated efforts to support 
resource procurement. In many ways they were successful as they were able to quickly 
source high value and critical items, while also fielding thousands of offers of goods for 
sale. However, to some degree this complicated the job of the Logistics Section. While the 
BOC’s procurement role was not in keeping with the City’s resource procurement policies 
and procedures, it does not mean it may not be of value in the future. The root issue 
complicating the situation was not so much the duplication of mission, but the lack of 
communication and coordination between the two entities. With improved 

communications and coordination⎯articulated and solidified in plans⎯the BOC could 
prove to be a valuable asset to the Logistics mission and vice versa.  

Recommendations:  

1. Determine whether the BOC should serve in a procurement role during a crisis and 
assist with locating resources and vetting vendors and products. If so, revise 
relevant plan and develop SOPS that document this process in coordination with 
the EOC Logistics Section.  

2. If procurement is a role for the BOC, ensure the General Services Department 
(GSD) or other procurement staff are assigned to assist the BOC.  

3. Determine how offers of sale by the business community should be handled by 
the BOC in future crises.  

4. Determine whether the BOC should integrate into the same software platform as 
Logistics Section and the EOC (Veoci) and take action to implement the software 
if necessary.  
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5.8. Donations Management 
Traditionally, in an ICS-compliant organizational chart, a Donations Management Unit reports to 
the Logistics Section as donations are a way to secure much needed resources during an 
emergency. In the City of Los Angeles, the Business Operations Center serves in the role of the 
donations management unit but works out of the co-located BOC (as opposed to within the EOC). 
The City’s 2018 Recovery Annex tasks the BOC with maintaining communication channels with 
private sector organizations who may be a key resource and provide donations in an emergency.  
 
The BOC is tasked with vetting and validating offers of donations. Per existing plans and 
agreements, it is then to coordinate with two external partners to aid in the storage and 
distribution of the donations. At the onset of the pandemic, the BOC had existing Memorandums 
of Agreement (MOAs) with The Salvation Army and Be More Prepared 2 COPE. The Salvation Army 
traditionally assisted with mass care needs, while Be More Prepared 2 COPE was intended to 
assist with the receiving and storing of all other donated goods. 
 
During the COVID-19 response, The Salvation Army was a responsive partner and supported BOC 
requests. However, it was also handling donations for multiple other organizations and was 
unable to keep up with the demand to serve as the City’s primary partner in coordinating BOC 
donation requests. Due to coronavirus safety concerns, Be More Prepared 2 COPE chose not to 
support the EOC activation. As a result, the BOC was forced to look internally. Absent available 
contractors, the BOC Deputy Director led the donations management effort and worked to 
establish connections with the GSD to handle donated inventory. GSD designated an area within 
a warehouse that would be used solely for donated items. A tracking process was developed and 
spreadsheets were created to monitor the flow of goods.  
 
Unlike prior events where donated items were largely provided to support victims in a disaster, 
the BOC staff was tasked to determine the intent of each donation. During the COVID-19 
response, a decision was made by the Mayor’s Office not to accept donations intended for public 
use. Only donations intended for City employees, departments, and the EOC were accepted. 
Additionally, all donations had to meet health and safety standards before they were approved. 
Vetting of the supplies became a burdensome task, much like the vetting of the procured goods 
as mentioned in the section above.  
 
The BOC encountered challenges with donations as not all items could be accepted. For example, 
one company offered K-N95 masks, which did not meet the safety standards as determined by 
the City Safety Director from the Personnel Department. Turning down generous offers, such as 
those of the K-N95 masks, was awkward for BOC staff who strived to express gratitude while not 
violating safety protocols. In addition, unsolicited donations through the BOC of various 
resources from vendors seeking recognition, favor and/or access, challenged already limited GSD 
warehouse capabilities for critical resources. Fortunately, GSD struck a strategic partnership with 
the Port of Los Angeles (POLA) that provided emergency expansion of the City’s warehouse 
capacity. Meanwhile, the BOC had to balance its limited time with donors that requested 
extensive favors (e.g., press conferences, photo ops, certificates of recognition). The BOC only 
had the time to focus on those donors giving with the best intentions. By June 4, 2020, a COVID-
19 Donation Management Standard Operating Procedure (SOP) document was developed to 
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support the EOP’s Donation Management Annex and to further define the realities of the 
function in light of COVID-19. 
 
In a separate effort from the BOC/EOC, the City also coordinated donations at the Port of Los 
Angeles through a program called the Logistics Victory Los Angeles (LoVLA) project. LoVLA was 
established by the Mayor’s Office to act as a business-to-business donations program where 
private industry could give donations of PPE, cleaning supplies, hand sanitizer, etc. for the City's 
use. GSD also provided support for the management and warehousing of LoVLA supplies; both 
donated and purchased. The BOC/EOC did not play a role in managing or soliciting donations 
associated with LoVLA, however it did serve as a potential source of resources when requests 
were received through the EOC Logistics Section.  
 
Notable Strengths 
❖ Collectively, the BOC staff rose to the occasion as donations management was also added to 

their list of responsibilities in a way that was never envisioned. In short order, the BOC staff 
learned how to develop a donations management program and coordinate it with other 
partner organizations (e.g., GSD) instead of outsourcing the donations management 
responsibility to other organizations which was originally envisioned in plans. Additionally, 

the decision to only use donations to support City departments and employees⎯and not 

pass them through to the public⎯created layers of complicated and delicate 
communications that the BOC staff navigated very well, given the stressful circumstances and 
lack of prior training or education in these matters.  

❖ The development of the Donations Management SOP document in support of the EOP’s 
Donation Management Annex was excellent step toward defining and formalizing the 
program being created ad-hoc by the BOC staff. The SOP should be reviewed and integrated 
into future BOC documentation to help institutionalize the program around the realities of 
the City’s COVID-19 experience.  

 
Area for Improvement  
Area for Improvement 5.8.1: The BOC should maintain operational leadership over the donations 
management function.  

References: City EOC - Donations Management Annex  

           COVID-19 Donations Management SOP 

Analysis: The BOC’s donations management plans were generally underdeveloped and 
its functions were largely outsourced to a third party. While outsourcing worked well in 
past emergencies, the strategy was insufficient to handle the demands of the COVID-19 
crisis. Just as operational leadership for the BOC needs to be permanently assigned to a 
department, the leadership of the donations management function also needs to be 
codified in policy and it is recommended that it be housed in the BOC and not be 
outsourced to third parties that have proven unreliable. 
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Recommendations:  

1. Permanently assign operational leadership (and all associated responsibilities for 
management and development) of the donations management function to the 
BOC. 

2. Review MOUs with donation organizations to ensure roles during a public health 
crisis are understood and commitments will still be honored.  

3. Consider whether coordination with GSD for warehousing and the tracking of 
donations should be added to the Donations Annex.  

4. Further develop potential partnerships with the private and non-profit 
organizations who can provide donations during an emergency.  
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6. Public Information 
 

Section Introduction 
One of the most important functions in emergency management is the ability to deliver 
coordinated, prompt, reliable, and actionable information to the public. Effective public 
information campaigns warn the public of threats and hazards, provide instructions regarding 
protective and precautionary measures, inform the public of the government’s actions in 
response to the emergency, advertise assistance being made available, and promote calm, 
compliance, and hope. Successful messaging is dependent on the use of clear, consistent, 
accessible, and culturally and linguistically appropriate methods to relay important emergency 
information. This Public Information Section of the review addresses efforts taken by EMD and 
the City EOC to communicate with the public while coordinating messaging with Los Angeles 
County, the Mayor’s Office, and other City departments/agencies about the impacts of COVID-
19 and its impacts on emergency policies, authorities, and protective measures. The narratives 
describe communications strategies, as well as the coordination of information across the various 
entities. 

 
6.1. Joint Information System 
NIMS best practices regarding public information during an incident call for the creation of a Joint 
Information System (JIS) to integrate incident information and public affairs into a cohesive 
organization designed to provide consistent, coordinated, and timely information during crisis or 
incident operations. The mission of the JIS is to provide a structure and system for developing 
and delivering coordinated interagency messages; developing, recommending, and executing 
public information plans and strategies on behalf of incident leadership; advising incident 
leadership concerning public affairs issues that could affect a response or recovery effort; and 
controlling rumors and inaccurate information that could undermine public confidence in the 
emergency response effort. 
  
An element of a JIS is often a Joint Information Center (JIC), which is either a physical or virtual 
operation where public information staff representing all agencies and organizations involved in 
incident management activities coordinate and disseminate official, timely, accurate, easy to 
understand, and consistent information to the public.  
 
As explained in detail in Section 1.1 - Public Health Authority, the “Lead Agency” for public 
information related to the pandemic was the Los Angeles County Department of Public Health 
(LACoDPH), because the City of Los Angeles, like 85 other cities in Los Angeles County, did not 
have its own public health department at the time of the pandemic. That, however, did not affect 
the City’s right and autonomy to provide its own public information to its citizens; with the hope 
it would be coordinated with LACoDPH. The local media, in particular, was accustomed to going 
to the Mayor of Los Angeles for guidance and direction during emergencies. Unlike a more 
traditional public safety emergency, there was not a named Incident Commander (IC) for the 
COVID-19 response. In some respects, the Mayor assumed many of these responsibilities and as 
Section 1.2 - Incident Leadership and Plurality of Effort describes, there were parallel emergency 
operations within the City (i.e., EOC vs. Mayor’s Office), which similarly led to separate and often 
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uncoordinated public information campaigns.  Additionally, because LACoDPH is a county-level 
department, the County Board of Supervisors also maintained a great deal of control over the 
County’s messaging and response efforts. While the City often coordinated public information 
with the County, there were other times when the City initiated its own information campaigns. 
For these reasons, the flow and coordination of public information was unlike any other prior 
public safety emergency as parallel and sometimes conflicting campaigns were occurring. 
  
The EOC established a JIS and used the EOC Public Information Room as a JIC. A representative 
from the Mayor’s Office communications team was sent to the EOC on March 16, 2020, to assist 
with crisis messaging and mass notification protocols. The individuals from the Mayor’s Office 
assigned this role changed multiple times throughout the pandemic, however the physical 
presence was generally maintained. A JIS was established on March 17, 2020, though staffing the 
JIS proved challenging. The system relies on departments assigning their respective Public 
Information Officers (PIOs) to support the JIS. Throughout the pandemic, however, as many 
departments felt short-staffed or over-burdened with their various COVID-19 and daily work 
responsibilities, representatives were not assigned to support the JIS or at least not with a 
sufficient amount of time to support the JIS’ mission. The virtual nature of the JIS may have also 
exacerbated the situation. Due to the nature of COVID-19, most PIOs did not physically report to 
the EOC Public Information Room/JIC and instead coordinated virtually. In a traditional, in-person 
JIC, City departments would deploy their PIOs to a physical location where they would continue 
to work for their department while also supporting the JIC mission. This proved more challenging 
in the virtual setting, in which only the PIOs from the Mayor’s Office, LAFD and LAPD were 
deployed to the EOC Public Information Room. 
 
The EMD PIO also participated in the County JIC. Every day the PIO from LACoDPH hosted a call. 
Through this involvement, the EMD PIO became more aware of real-time happenings at 
LACoDPH, which improved the EOC’s ability to stay abreast of the latest messaging developments 
from the County. 
 
On March 15, 2020, the Mayor began delivering daily evening press conferences; a practice that 
continued through May 26, 2020, at which point the conferences continued for another year but 
became less frequent. Beginning April 17, 2020, the JIS issued weekly reports with updates from 
various City Department PIOs. This practice continued through August 7, 2020. 
  
While the Mayor’s Office had a continuous presence in the JIC, timely information sharing did 
not always occur. In multiple interviews, PIOs assigned to the EOC/JIC claimed they had difficulty 
coordinating information with the Mayor’s Office (e.g., scheduling of coordination calls, calls not 
taking place, receiving information after-the-fact/release, etc.). Even PIOs from the Mayor’s 
Office were sometimes out of the loop or received information (e.g., policy decisions) just 
moments before the Mayor’s evening press conferences. While the lack of information sharing 
was unintentional, there was no specific intention or direction by the Mayor’s Office to share 
information with EOC PIOs prior to its release. The synchronizing of messaging was challenged 
by the fluid, rapidly evolving situation, but exacerbated by the atypical information flow given 
the involvement and authority of the County versus the Mayor’s Office.  
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The City’s 3-1-1 Call Center played an important role in the City’s public information efforts during 
COVID-19, providing answers to a wide variety of pandemic-related public inquiries and 
connecting people in need with the appropriate City services, information, or referrals. The entire 
3-1-1 team operated virtually and relied on the EOC and Mayor’s Office for the most up-to-date 
information to relay to callers. Not surprisingly, there were occasions when new policies were 
announced during the Mayor’s daily press conferences for which the EOC and 3-1-1 had not 
received advance notice. As a result, the 3-1-1 operators were not always prepared to speak to 
new programs, such as “LA al Fresco” dining, renters’ relief programs, or testing and vaccination 
options.  Likewise, the EOC JIS team was then not prepared to disseminate graphics and social 
media posts in support of the Mayor’s policies in real-time. There was often a delay of several 
hours as each entity tried to catch up to amplify and explain the Mayor’s new polices. 
 
Areas for Improvement 
Area for Improvement 6.1.1: The JIS was not utilized as effectively as in past City emergencies 
and EOC activations.  

Reference(s):  N/A 

Analysis: The effectiveness of the JIS was impacted by several compounding factors, not 
the least of which was the unprecedented and complex nature of the pandemic.  With 
the Mayor’s Office filling the role of lead agency, a parallel communications track was 
created that functioned outside of the normal JIS. The Mayor relied on his pre-existing 
communications structure to lead most of the messaging efforts, rather than the JIS. 
Additionally, the situation was evolving rapidly in the initial days and information was 
coming from many disparate sources. For some of the early press conferences, it is likely 
the Mayor and his staff got new information up until moments before he spoke live each 
evening. However, a pattern emerged in which information was not shared in advance of 
press conferences. EMD felt “left in the dark” and its ability to amplify and support 
messaging was hampered. Because the JIS was not the central clearinghouse for public 
information as it had been in the past, other entities were also left in the dark. While the 
JIC was stood up quickly, it was never seen as the primary springboard and approval 
authority for public information among the departments. For the most part, departments 
learned key information from the Mayor’s evening press conferences or through more 
informal personal networks (e.g., friends and colleagues), thus diminishing the value and 
utility of the JIS. Without advance notice of the Mayor’s policies, City departments tasked 
with public information functions (e.g., 3-1-1 Call Center) were not able to prepare for 
anticipated questions, leaving personnel frustrated.  

Recommendations: 

1. Consider having the PIO for the lead agency for a non-traditional event (in this 
case, the Mayor’s Office) lead the JIS/JIC.  

2. Conduct additional training for communications staff and PIOs from City 
departments and the Mayor’s Office focused on coordinating and operating a 
JIS/JIC during a crisis. JIS/JIC exercises should also test non-traditional agency 
leadership (i.e., not LAPD/LAFD) so other departments and offices can enhance 
their JIS capabilities.  
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3. Establish a lead time for messaging during an emergency that considers the media 
cycle and the time needed by City departments to reinforce Mayoral policies so 

that communications (i.e., website, social media, 3-1-1) can be updated⎯as the 

urgency permits⎯to support policies as soon as they are publicly announced.   
 
Area for Improvement 6.1.2: There was less participation and contribution to the JIC than in prior 
events and it was under-resourced as many City departments opted not to assign their PIOs or 
other representatives.  

Reference(s):  N/A 

Analysis: A department’s/organization’s participation in the JIC is voluntary, and it has 
always been understood that those working in a JIC “wear two hats;” normal assignments 
working for their department/organization, and contributions to the JIS at the same time. 
However, COVID-19 revealed the flaws in this system. COVID-19 created staffing 
challenges across the City. Nearly all departments were burdened with additional 
responsibilities as part of the City’s response efforts. It was understandable that many 
departments felt unable to send PIOs to staff the JIC given safety concerns and/or other 
obligations. However, this left the JIC under-staffed and under-resourced. Virtual 
participation in the JIC further exacerbated the problems. Without a common physical 
location where the PIOs could report, communications were further strained. In the 
future, it would be helpful if the lead agency and EMD issue notifications regarding 
expectations for department participation in a JIS/JIC. 

Recommendations: 

1. As described in Section 9.4 - Emergency Preparedness, the City’s emergency 
policies are dependent upon the backing of the Mayor and enforcement by his/her 
office. During future emergencies, the lead agency and EMD should issue 
notifications regarding expectations for department participation in a JIS/JIC. 
However, the instructions must be blessed and enforced by the Mayor’s Office 
and supported by the Mayor’s Office’s involvement and leadership in the JIS/JIC.  

2. Establish a formal and authorized JIS/JIC structure for upcoming emergencies 
using lessons from the COVID-19 pandemic to ensure communications and 
coordination among PIOs. 

 

6.2. Public Information Campaign 
In the early days of 2020, prior to the issuing of stay-at-home orders implemented in March, 
EMD’s primary public information function was to promote the messaging it received from 
LACoDPH related to the situation and threat. On March 6, 2020, the Los Angeles City Council 
issued a motion for the immediate launch of a “public information campaign and platform to 
provide a reliable and safe source of information for the public” regarding COVID-19. The motion 
stated that the “Emergency Management Department with the assistance of the Fire Department 
and the Information Technology Agency be directed to develop appropriate public education 
campaigns and public service announcements, including on-line, television, Channel 35, 
telephone hot-lines, and other media methods and in multiple languages, to disseminate reliable 
and credible information about the coronavirus.” To support this effort, the EMD PIO created 
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graphics to accompany County information, and then disseminated the messages to citizens via 
a variety of social media platforms including Twitter, Facebook, and Nextdoor. Whenever 
possible, they took into account accessibility for individuals with disabilities, access and 
functional needs. For example, graphics were created with color palettes chosen for their impact 
on visual accessibility, and alternate captioning was provided for auditory accessibility. As the 
pandemic progressed, various City and County departments and agencies created educational 
products and briefings that the EMD PIO would also disseminate and/or use as the foundation of 
its own public information products. 
 
Mayor’s Office 
The Mayor delivered beginning March 15, 2020, with the latest updates impacting the City and 
its residents. In addition to the Mayor’s daily press conferences, the Mayor’s Office managed the 
City's COVID-19 website, which included details about the Safer-at-Home Orders, links to City 
COVID-19 response operations (such as testing sites, vaccination sites, etc.), and other resources. 
On January 15, 2021, the Mayor’s Office released VaxFacts as a webpage focused solely on 
vaccine distribution in the City. Throughout the pandemic, the Mayor’s Office created social 
media content and graphics that then were amplified by PIOs across other City departments. 
 
Los Angeles County Department of Public Health 
Beginning March 4, 2020, LACoDPH began providing daily press releases. Topics covered in each 
daily update included the number of confirmed cases and number of confirmed deaths in the 
County, as well as medical advice on how to best slow the spread of the disease. LACoDPH also 
included demographic information about those who contracted COVID-19 and identified which 
of the 88 cities in the County the cases were linked. As the pandemic progressed, the press 
releases contained information about testing and vaccination sites. Beginning March 19, 2020, 
the Los Angeles County/Operational Area EOC began releasing daily situation reports, which 
reinforced and added to the coming from LACoDPH. Topics covered included total cases, number 
of hospitalizations, mandated closings and, as the pandemic progressed, testing information, 
reopening and recovery resources, and vaccine distribution information. Ultimately, through 
their involvement with the Los Angeles County JIC, the EMD PIO became more aware of real-time 
happenings at LACoDPH, which improved the EOC’s ability to stay abreast of the latest messaging 
developments from the County. 
 

6.3. Mass Notification Systems 
 
NotifyLA/Everbridge 
NotifyLA is the City’s mass notification system powered by the Everbridge platform. NotifyLA was 
used specifically for safety related information only. There were over 3.5 million contacts in the 
City’s database at the time of this report. Through the NotifyLA emergency notification system, 
EMD can send alerts via the Everbridge App, text messages, emails, phone calls, and/or TTY/TTD 
devices. The platform is also able to post directly to the @NotifyLA Twitter account.  
 
The first COVID-19 notification was sent on March 12, 2020, in both English and Spanish. In 
English, it read: 
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“Today, Mayor Garcetti and local officials shared updates about the City’s actions to help 
protect the public and slow the spread of COVID-19.  

Watch here: Mayor.LA/2GDu30qppph 

To help combat the virus’ spread, please take common sense precautions: wash your 
hands thoroughly and frequently. Stay home if you feel sick. Keep extra food and medical 
supplies around, and practice social distancing. To learn more about how you can help 
stop the spread of the novel coronavirus, visit lamayor.org/coronavirus” 

 
Over the next nine months, EMD sent alerts covering a wide range of topics believed to be of 
critical importance, the majority of which were sent in both English and Spanish. A complete list 
of the COVID-19 related notifications sent City-wide between March and December 2020 are as 
follows: 

Date Message Summary 

March 15th    
   

Notification of new orders to help slow the spread of COVID-19 with a 
link to Facebook.com press briefing. 

March 16th  Mayor Garcetti Issues Temporary Restrictions to help slow spread of 
novel coronavirus. Message had information that bars, nightclubs, 
restaurants (except takeout/delivery), entertainment venues and more 
would be closed. 

March 16th  Mayor Garcetti announces relaxes parking enforcement as part of 
response to COVID-19. 

March 19th  Mayor Garcetti issues “Safer at Home” emergency order. 

March 23rd  New COVID-19 testing available from the City of LA in English and 
Spanish. 

March 27th  Visit Coronovirus.LACity.org/Testing to find out if you are eligible for free 
COVID-19 testing by the City of LA. Schedule an appointment now. 

March 27th  LA City Safer at Home order to slow COVID-19 spread still in place. 

April 2nd  Free COVID-19 Testing Available from the City of Los Angeles. 

April 3rd  COVID-19: New Guidance for Angelenos on Wearing Face Coverings 
When in Public. 

April 14th  Free COVID-19 testing now available to all LA County residents with 
symptoms. 

April 20th  Experiencing COVID-19 symptoms? Sign up for a free test today.  

May 6th COVID-19 Information on adjustments to Safer at Home Order.  

May 13th  COVID-19 Face Coverings: All Angelenos are now required to wear face 
coverings when they leave the house.   

November 10th  Public Safety - November 2020 COVID. LA CITY: COVID-19 Cases are 
increasing. Please wear a mask and social distance and get tested. 

December 2nd  COVID-19 Update - New Restrictions as cases rise, i.e., do not meet with 
others, only essential travel, etc. 

 
Additionally, in coordination with the Mayor’s Office, the EOC pushed out alerts targeting specific 
neighborhoods. Neighborhoods were selected based on “hotspot” data from zip codes and their 
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Healthy Places Index (HPI) score. HPI places zip codes in quartiles that range from less healthy 
community conditions to more healthy community conditions, based on indicators such as 
housing, transportation, education, and more. Over the course of the pandemic, contact lists 
were created for several communities: East Valley, West Los Angeles, Downtown/East Los 
Angeles, Central Los Angeles, South Los Angeles, and Harbor. As of the writing of this report, the 
only community that had not been specifically targeted for unique messaging was West Los 
Angeles due to the high vaccination rates and comparatively low infection rates.  
 
On November 10, 2020, four neighborhood-specific COVID-19 alerts were issued to the South Los 
Angeles, East Valley, Downtown and West Valley groups. The alerts notified those neighborhoods 
that COVID-19 rates were increasing in their community, advised them to wear a mask and social 
distance, and identified free testing sites in the immediate area. 
 
Beginning in January 2021, targeted neighborhood alerts were also used to spread information 
about vaccines. For example, on April 10, 2021, after opening the City’s vaccinations portal 
(VaxFacts), a NotifyLA alert was sent to the South Los Angeles, East Los Angeles, and East Valley 
neighborhood groups informing recipients of the expanded eligibility requirements and provided 
links to book an appointment.  
 
The Mayor’s Office was able to track vaccination appointment trends as a metric for determining 
the effectiveness of the vaccine notifications. The data often showed a sudden spike in bookings 
after the neighborhood alerts were issued. According to the Mayor’s Office analysis, the sudden 
spike in bookings indicated the catalyst was likely a one-time event (such as a text alert) as 
opposed to a gradual increase, which is sometimes more closely associated with the spread of 
information through social media, traditional news, and friends/family. 
 
Wireless Emergency Alerts 
The Wireless Emergency Alert (WEA) system was established in 2008 as part of the federal 
government’s Warning, Alert and Response Network (WARN) Act and became operational in 
2012. WEA is a partnership between FEMA, the Federal Communications Commission (FCC), and 
wireless telephone providers in support of public safety. Authorized national, state, or local 
government authorities may send WEA alerts regarding public safety emergencies such as severe 
weather, missing children, the need to evacuate. WEA alerts are facilitated through FEMA's 
Integrated Public Alert and Warning System (IPAWS) which goes to participating wireless carriers, 
which then push the alerts to compatible mobile devices in the affected area.  
 
Most WEAs address imminent threats to life and safety relating to natural or human-caused 
disasters. For example, America's Missing: Broadcast Emergency Response (AMBER) Alerts are 
urgent bulletins issued in child-abduction cases. Since 2012, the system has been used nearly 
56,000 times across the country. In December 2019, FEMA enhanced the WEA capabilities across 
several key categories. First, the maximum character count for each message was increased from 
90 to 360 characters for phones and software that supported the upgrade. Although 360 
characters were then allowed, alerting authorities still had to include 90-character versions of 
their alerts to ensure compatibility with older WEA-capable mobile phones. Second, FEMA 
expanded the list of eligible alert categories. The three original alert categories included 
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Presidential, Imminent Threat, and AMBER. Presidential alerts were sent only during a national 
emergency, imminent threat alerts to address natural or human-made disasters (e.g., extreme 
weather, active shooters), and AMBER alerts in child-abduction cases. In 2019, FEMA added the 
Public Safety Message alert category; a decision that proved important, and timely, prior to the 
onset of the pandemic. Public safety alerts are less severe than imminent threat alerts and 
contain information about a threat that may not be imminent but does impact public safety. On 
April 2, 2020, the FCC released a Public Notice reminding “authorized alert originators, including 
state and local governments, that the Wireless Emergency Alert (WEA) system is available as a 
tool to provide life-saving information to the public during the coronavirus COVID-19 pandemic.”  
 
On March 27, 2020, EMD issued its first WEA regarding COVID-19. On November 10, 2020, EMD 
issued its second WEA, this one addressing the availability of testing at various sites across the 
City. The third WEA was issued on May 3, 2021, and addressed vaccine availability and 
vaccination sites. 
 
The first WEA notification was issued in English and Spanish. In English it read:  
 

90-character English: LA City Safer at Home order to slow COVID 19 spread still in place. 
Coronavirus.LACity.org 
 
360-character English: SAFER AT HOME. The City of Los Angeles Safer at Home order 
remains in place for LA residents and businesses. We need your help to keep everyone 
safe and to slow the spread of COVID-19. Essential activities like getting groceries and 
medications may continue. More information and resources to help you can be found at 
https://coronavirus.lacity.org. Stay home, stay safe. 

 
Because of the character restraints placed on WEA messaging, crafting a clear and concise 
message can be a complicated process. Some interviewees stated that the first WEA was “crafted 

by committee” ⎯written, edited, and rewritten by nearly two dozen people to ensure the 
message captured what was intended. However, given that this was the first City-wide WEA ever 
issued the associated challenges were understandable. Prior WEAs targeted smaller populations 
(e.g., a specific geographic area that must evacuate because of fire conditions or concerned life 
safety issues so the wording was not reviewed with the same level of intensity). Additionally, due 
to WEA limitations, while messaging can be sent in another language, special characters (i.e., 
accented letters) are not permitted.  
 
For the second WEA regarding testing availability, the Mayor’s Office’s Policy Director for 
Cybersecurity and the Policy Director for Emergency Management and Interoperability  
coordinated with EMD to create a strong first draft of the message, which was then sent to their 
superiors for review. The impact of the second WEA was apparent almost immediately. Between 
November 3 – 10, 2021, City testing sites were averaging 15,469 daily tests. The WEA and Notify 
LA messages, as detailed above, were sent out on Tuesday evening November 10th. Demand 
spiked immediately the next day to over 22,000 daily tests. In the days following the alert, City 
sites averaged 21,975 daily tests, a 42% increase over the previous eight-day average.  
 



                         Emergency Operations Activation AAR:  
City of Los Angeles  COVID-19 Pandemic   

Narratives and Analysis                                         119 

 
 
 
 

P
U
B
L 
I
C 
 
I
N
F
O
R
M
A
T
I
O
N  

Like any system, there are advantages and disadvantages to WEA alerts. When WEA alerts are 
sent wireless customers are notified of them by a loud siren sound from their phone, which can 
be quite startling. Although it is an effective way of reaching the population, if too many are sent, 
then wireless customers tend to silence them or discontinue their participation in the service. In 
the emergency management field, they are generally considered a respected tool of last resort, 
which should only be used for significant emergency warnings. Coupled with the positive metrics 
that followed the City’s initial WEA alerts, the Mayor’s Office initially expressed a desire to use 
the system much more frequently. EMD argued in favor of only using the system sporadically for 
essential communications to avoid WEA fatigue and discontinuation of service on the part of 
subscribers. The Mayor’s Office agreed and came to an amicable solution with EMD regarding 
use of the system there forward.  
 
Social Media 
City departments maintain their own social media accounts and are responsible for their 
messages and posts. The City of Los Angeles also maintains a social media account @LACity with 
over 60,000 followers (as of the writing of this report), which was maintained by the City’s 
Information Technology Agency (ITA) and was used to amplify other City and department 
messaging. Additionally, the Mayor, City Council, and Council Members all maintain independent 
social media accounts.   
 

Twitter  
EMD used two Twitter accounts to inform the public: @NotifyLA and @ReadyLA. EMD 
tweeted its own messages and also retweeted the Mayor’s messaging. The accounts were 
used to amplify public health and other relevant messages from accounts belonging to 
LACoDPH, the California Department of Public Health (CDPH), Los Angeles Unified School 
District (LAUSD), and other trusted partners.  
 
The primary EMD Twitter account, @ReadyLA, had 31,000 followers as of July 2021. This 
account was used to post readiness, preparedness and regular update information. EMD 
also maintained the NotifyLA Twitter Account where emergency alerts were posted; that 
account had 34,600 followers. Over the course of the pandemic, the Twitter account 
posted important information and retweeted the messages of other City and relevant 
agency social media accounts.  
 
Mayor Garcetti’s official Twitter account, @MayorofLA, had nearly 418,000 followers as 
of July 2021. This account was used regularly for updates, announcements, links to 
websites and to retweet relevant information. The Emergency Management accounts, 
@NotifyLA and @ReadyLA, would frequently retweet the information posted by the 
Mayor’s Office. Two examples are below: 
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Facebook and Instagram 
“@ReadyLA” is claimed by the City to be the official readiness, response and recovery 
resource for families, businesses and communities in the greater Los Angeles area. As of 
this report, the Facebook account had nearly 9,000 followers and the Instagram account 
had 17,900. The Facebook and Instagram accounts were used frequently to educate and 
provide information to the public. For example, on March 4, 2020, EMD posted about the 
City’s COVID-19 Declaration of Local Emergency to Facebook:  
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Notable Strengths 
❖ There was strong coordination between the Mayor’s Office and EMD on the use of mass 

notification systems, including WEAs. Great efforts were made to ensure that Angelenos had 
the most accurate and up-to-date information regarding prevention and exposure to the 
virus, as well as emerging City polices regarding closures, openings, testing and vaccinations. 

❖ The Mayor’s Office and EMD used data and data-driven metrics to determine the 
effectiveness of certain alerts and messaging. These metrics allowed the City to learn in near-
real time how the public was responding to a given message and either change course or 
maximize upon the impact, as appropriate.  

❖ The Mayor’s Office and EMD were able to target specific neighborhoods with messages 
designed specifically for those residents and their unique situations. The use of Healthy Places 
Index (HPI) scores associated with zip codes was an inspired idea for creating those targeted 
messages for a ubiquitous hazard that was having disproportioned effects. These practices 
will likely be helpful in future widespread disasters in which areas of the City experience 
varying impacts. 

 
Area for Improvement 
Area for Improvement 6.3.1: EMD’s social media presence should be clarified across the myriad 
of sites and accounts that are maintained. 

Reference(s):  EMD Social Media Policies and Accounts 

Analysis: Twitter, Facebook, and Instagram, among others, are powerful tools and 
significant sources of information for the public, but it can be hard to understand and 
track the myriad of social media accounts, particularly the delineation between NotifyLA 
and ReadyLA. While it may be assumed that all accounts are meant to mirror the same 
information, EMD PIOs mentioned that they often use the accounts for unique purposes 
depending on the message. These purposes are not captured in policy or procedures.  

Recommendations: 

1. EMD should develop a social media policy that identifies which platforms it will 
use, how it will use them, and who is authorized to post information.  

2. EMD should continue to hone the voice and presence of its social media accounts 
and determine which sites will be used to amplify the messages from other 
agencies and departments and also coordinate with other departments/ agencies 
to ensure EMD’s messages are being amplified. 

3. Implement stronger coordination and vetting of social media messages through 
the JIS during sustained emergencies. Social media messages should follow the 
same process as press releases.  
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7. EOC Support Systems 
 

Section Introduction 
Unlike other topical categories addressed in this report, the topic of Emergency Operations 
Center (EOC) Support Systems does not address the outcomes of the City’s emergency 
management processes, but rather the systems, staffing, technologies, and practices that enable 
the EOC to function in the first place. Much like the booster rocket that launches a space capsule 
out of the Earth’s gravity, an EOC must have support systems that enable it to perform its function 
and achieve its mission. Ineffectual or absent support systems can render an emergency 
operation obsolete before it even attempts to achieve its mission (e.g., information and resource 
management, policy facilitation, inter-agency coordination, public information). This category 
reviews and evaluates the support systems used by the City EOC during the COVID-19 activation, 
including the teams used to set up and initially activate the EOC, in-person and virtual staffing 
protocols, the use of information management software systems, health and safety measures 
employed to protect EOC responders from the virus, feeding operations, and the practices 
employed to support psychological and emotional health and build morale. The effectiveness of 
these various support systems had the power to enable or prevent the EOC’s performance 
toward achieving its larger emergency management mission. Additionally, and perhaps even 
more important to the COVID-19 activation, was the role these support systems played in 
sustaining the EOC’s long-term in-person operation from its activation on March 3, 2020, until 
the end of 2020 and then virtually thereafter. 
 

7.1. COVID-19 Task Force vs. Duty Teams 
COVID-19 first touched the City of Los Angeles on January 17, 2020, when the Centers for Disease 
Control and Prevention (CDC) began health screenings of passengers arriving from Wuhan, China 
at Los Angeles International Airport (LAX). The first cases in the U.S. and in Los Angeles were 
detected just a few days later. On February 3, 2020, Los Angeles World Airports (LAWA) activated 
its Department Operations Center (DOC) to support airport screening, quarantining, and isolation 
programs. To enhance interagency coordination and information sharing, LAWA initially hosted 
an Agency Representative (AREP) from Los Angeles County Department of Public Health 
(LACoDPH) at its DOC and LAWA coordinated daily conference calls with the CDC, LACoDPH, EMD, 

and the Mayor’s Office. At the same time⎯a month prior to the City of Los Angeles activating its 

EOC⎯the EMD General Manager created a three member EMD COVID-19 Task Force to 
coordinate with and support LAWA, to maintain situational awareness on the developing health 
emergency, and to develop plans for a larger emergency management operation in the event 
conditions worsened.  
 
When the City’s EOC is not activated, as per the City’s Comprehensive Emergency Operations 
Plan (EOP), daily operations and support for City departments are supported by a Duty Officer, 
which was a rotating assignment among EMD’s mid-level staff. Duty Teams consisted of the Duty 
Officer and EMD supporting personnel that were assigned for week-long rotations. They were 
responsible for monitoring emergency situations in the City (e.g., severe weather, wildfire 
conditions, pre-planned events), communicating with affected departments/agencies, and 
recommending the potential need for an EOC activation. They  were also expected to be the first 
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to set up and staff the EOC in the event an activation was deemed necessary. The EMD General 
Manager along with other City public safety officials were authorized to activate the City’s EOC 
based on the Duty Team’s recommendations. Duty Officers would briefly transition to EOC 
Director when incidents triggered an EOC activation until a designated EOC Director arrived 
(typically from LAPD or LAFD). At that point, the Duty Officer function is then demobilized 
because the EOC is then activated to monitor and address all situations of any type city-wide. The 
persons formerly assigned as Duty Officer and Duty Team members are then assigned EOC 
positions. 
 
For longer duration hazards and threats that required situation monitoring or coordination across 
Duty Officer/Team rotations but had not yet reached a level requiring EOC activation, the Duty 
Officers/Teams would brief their replacements on the situation and ensure their replacements 
were fully prepared to handle department coordination or EOC activation decisions. Because of 
this, all EMD staff tended to develop a baseline understanding of the threat/hazard over the 
course of multiple Duty Officer/Team rotations and were all, thereby, better prepared to support 
an activation if needed. This, however, was not the case with the COVID-19 pandemic. Rather 
than rotating Duty Officers/Teams for the COVID-19 threat as EMD traditionally had for all other 
threats, the EMD General Manager appointed a small Task Force that maintained the 
responsibility even as Duty Officers/Teams transitioned. Ostensibly, the COVID-19 Task Force 
then became EMD’s subject matter experts for all things COVID-19 to the exclusion of other Duty 
Officers and Duty Team members.  
 
When the City EOC was officially activated to a Level III (lowest level) for COVID-19 on March 3, 
2020, the members of the COVID-19 Task Force had already been working on COVID-19 for a 
month and had developed extensive knowledge that put them well ahead of other EMD staff and 
EOC responders. The other EMD staff that were mobilized for the EOC activation, including other 
Duty Officers and Duty Team members, were behind the curve because no previous information 
on the COVID-19 threat had been shared with them. This left many EMD staff clamoring to 
educate themselves on the situation, history, and the actions that had been taken thus far so 
they could more effectively support a now rapidly developing EOC activation. Other EMD staff 
viewed the “ad-hoc” COVID-19 Task Force as a less effective duplication of the (non-activation) 
Duty Officer/Team roles.  
 
Further confusing the situation, the EMD General Manager did not demobilize the Duty Officer/ 
Team function after the EOC activated. Instead, Duty Officers continued to monitor and address 
“non-COVID situations”/simultaneous incidents occurring in the City. The unintended result of 
this choice restricted the visibility of the EOC to the complete threat landscape across the City 

and beyond COVID-19⎯effectively “siloing” response efforts instead of coordinating them in the 
centralized structure of the EOC. In addition, City departments continued to engage the EMD 
Duty Officers for day-to-day non-COVID situations rather than transitioning those 
communications to the EOC now that it was operational. This may have resulted in the loss or 
misdirection of vital incident intelligence and propagated an incorrect pathway to the most 
informed and most current situational awareness. 
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Notable Strengths 
❖ While creating a COVID-19 Task Force was outside the established monitoring and 

coordination process that should have involved the EMD Duty Officers and Duty Teams, the 
COVID-19 Task Force members nonetheless worked to initially gather and establish 
situational awareness, particularly in coordination with and support for LAWA, gathering 
important information regarding the growing threat of COVID-19, and preparing for possible 
incident escalation that might warrant an EOC activation. Although information sharing 
within EMD and amongst EMD Duty Teams was less than optimal, the COVID-19 Task Force 
supported information sharing in those initial days.   

❖ Members of the COVID-19 Task Force documented reports from LAWA and the CDC regarding 
screening numbers from direct and indirect flights from global COVID-19 “hotspots.” 
Likewise, LAWA shared global COVID-19 intelligence with the EMD’s COVID-19 Task Force 
regarding social distancing protocols that were being used in Asia which informed the City’s 
initial public health policies and protocols. This early LAWA interface by the COVID-19 Task 
Force also provided additional intelligence on the formation of a CDC Supply Chain 
Coordination Cell and a technical briefing the CDC provided for Global (G-)20 nations on the 
personal protective equipment (PPE) market. At the time, reports were just beginning to 
show significant shortages of raw materials and intermediate goods from China and were 
included as a part of the documentation justifying the City of Los Angeles’ COVID-19 
activation. 

 
Areas for Improvement 
Area of Improvement 7.1.1: The EMD Duty Officer position should not be filled during EOC 
activations, but rather be used as the daily emergent situational awareness lead as described in 
the City’s plans and procedures.   

Reference(s):  City of Los Angeles EOC Procedures Manual 

City EOC Organization Chart (2017) 

                        City Comprehensive Emergency Operations Plan, Pandemic Annex (2019) 

Analysis: The Planning and Intelligence Section’s Situation Status Unit is intended to be 
the primary point of contact for intelligence when the EOC is activated. Transferring the 
primary intelligence gathering function for emerging incidents to a Duty Officer during 
the COVID-19 activation may have caused a loss in operational awareness and 
coordination as well as less visibility of available resources.   

Understandably, the COVID-19 incident was unique in that the EOC activation was a 
sustained operation that had several unrelated simultaneous incidents throughout the 
course of many months. The EOC’s Operational Periods ran Monday through Friday during 
business hours. This left a gap during which the City EOC and Planning and Intelligence 
Section was for all intents and purposes “closed for business.” That does not, however, 
preclude the need to maintain continuous situational awareness, nor should these 
operational hours reduce the ability to respond to emergent events under the auspices 
of the existing EOC activation. The assignment of a Duty Officer or Duty Teams to take 
after-hours calls and to develop intelligence on simultaneous incidents was 
understandable, but communications should have been transferred to the EOC as soon 
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as it was operational again. Additionally, when the EOC was activated during business 
hours, then all communications directed toward the Duty Officer should have been 
routed to the EOC instead. The ongoing use of a Duty Officer, regardless of whether the 
EOC was operating or not, added a layer to the City’s notification and emergency 
management structure that did not exist during past activations or in EOP/EOC 
documentation.  

It is understandable that overlapping and unique incidents may require an individual 
response and additional coordination, but given that the City’s EOC was activated for 
COVID-19 and had all essential sections and positions filled, intelligence from across all 
incidents should have been analyzed and addressed centrally for the purposes of 
establishing/ maintaining response priorities and to assure the availability and optimal 
assignment of resources. 

Recommendation: 

1. Per the City’s EOC Organization Chart and Pandemic Annex, when the City EOC is 
activated, the Duty Officer/Duty Team should no longer be the primary point of 
contact for incoming intelligence. This function should be absorbed by the 
Planning and Intelligence Section for optimal coordination and prioritization. 

 
Area for Improvement 7.1.2: The appointment of EMD staff to specialized “task forces” should 
not interfere or replace the established functions and protocols within EMD for monitoring 
emerging situations and providing situational awareness and department coordination (i.e., 
rotating Duty Officers and Duty Teams). 

Reference(s):  City of Los Angeles Comprehensive Emergency Operations Plan (2018) 

  City of Los Angeles EOC Procedures Manual (2019) 

Analysis: EMD’s Duty Officer/Duty Team exists as a 24-hour notification point on a normal 
day-to-day basis. Beyond physically activating the EOC and initially assisting with the filling 
of EOC positions, the Duty Officer has no other role, nor do they have a position in the 
EOC Organizational Chart under the intention they will be assigned an ICS position in the 
EOC. The assignment of intelligence gathering to an EMD COVID-19 Task Force was 
duplicative of the EOC’s rotating Duty Teams and imperiled EMD’s preparedness by 
limiting information and involvement to three individuals over the course of February 
2020 versus involving all Duty Officers and Duty Teams to ensure a baseline level of 
preparedness. The creation of a specialized Task Force was perhaps intended to provide 
a rapid ability to stand up the EOC, but instead created the unintended consequence of 
leaving the majority of EMD’s staff behind the curve.   

Recommendations: 

1. Utilize EMD’s existing rotating Duty Officer/Duty Teams concept as outlined in the 
referenced plans and procedures as the resource for maintaining incident 
situational awareness, preparing the EOC activation, and providing department 
support for any emerging threats that cross multiple duty shifts. 
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2. If considering the “Incident Support Team (IST) White Paper: Formalizing the City’s 
Response Structure” follow the proposed strategy calling upon the Duty Officer   
to notify the members of the on-call IST if an EOC activation is necessary and then 
have the Duty Officer begin a regular shift to align with the EOC activation 
schedule.  

 

7.2. Staffing and Virtual Operations 
On October 2, 2020, EMD’s EOC Task Force produced a report entitled Incident Support Team 
White Paper: Formalizing the City’s Response Structure. The report found that: 
 

“The current model in place for staffing the EOC is ad hoc. Individual departments are 
responsible for keeping rosters of responders and sending them to staff the EOC when 
requested by the EMD. There are multiple challenges presented by this model, including: 

• The makeup of the EOC can change drastically from incident to incident and even 
shift to shift. Responders often do not know one another and must work to quickly 
build rapport and trust in a stressful environment. 

• Responders are identified and deployed to the EOC based on whomever is available 
at the time, frequently with no notice. Because of this, departments often send 
people that are unsure of their role, and/or have never been to the EOC before. 

• Individuals are often assigned EOC training without being designated a specific role 
or without being told how they will support emergency operations on behalf of 
their department prior to attending training.  

• If the EOC is required to staff A and B shifts within an Operational Period, there is 
often a scramble to try and fill rosters while forestalling fatigue. 

As of the writing of this [White Paper], the EOC stands activated for almost 160 days. 
Departments have become habituated to staffing their roles over week-long Operational 
Periods. A consistent team structure has formed, and with it a sense of greater cohesion, 
coordination, and discipline. It is an optimal time to ‘strike while the iron is hot’ and 
formalize a response structure…” 

 
The authors of this report concur with the findings above. At the onset of the EOC activation for 
COVID-19, the EOC’s staffing was clumsy and inconsistent. Many department representatives 
initially assigned to the EOC were unclear about their roles, had minimal to no experience with 
EOC operations or processes, and were uncertain about the roles of other departments. Multiple 
narratives in this report link operational inefficiencies and challenges to these staffing issues as a 
root cause. The EOC Planning and Intelligence Section’s Advance Planning Unit, tasked with 
developing the EOC’s staffing plan for each Operational Period, struggled with these realities. The 
Unit found it difficult to initially get departments to commit staff and even more challenging to 
commit competent, experienced, and consistent staff.  As early as April 8, 2020, the EOC Director 
had encouraged the Advance Planning Unit to establish EOC Shift Teams (A, B, and C), but the 
effort never gained momentum and proved challenging considering the lack of department 
engagement to even support a single shift. 
 



                         Emergency Operations Activation AAR:  
City of Los Angeles  COVID-19 Pandemic   

Narratives and Analysis                                         128 

 
 
 
 

E
O
C 
 

S
U
P
P
O
R
T 
 

S
Y
S
T
E
M
S  

As the above analysis also alludes, as time progressed, the EOC’s staffing became more 
consistent, responder knowledge and capabilities improved, and a dependable “team” began to 
develop. This also reduced the scheduling burden on the Advanced Planning Unit as time went 
on. The referenced White Paper goes on to recommend an Incident Support Team (IST) model 
for maintaining sufficient and appropriate staffing as well as associated responder capability 
levels based on the lessons from the pandemic. The authors of this report support any effort to 
institutionalize the EOC’s staffing and capability levels, of which an IST model is one. By 
structuring ISTs, team positions can be pre-assigned and training can be tailored and targeted to 
individuals. As Area for Improvement 9.1.3. recommends for EMD personnel, ISTs could be used 
as a reason to get a cadre of core EOC responders credentialed in EOC operations. 
 
Another aspect of operations that affected the EOC’s staffing and functionality was a desire by 
the EOC Director and Deputy Directors to make as many EOC positions as possible virtual. The 
Advance Planning Unit was again assigned the responsibility of identifying and proposing to the 
Management Section those positions it believed could operate remotely or be demobilized. The 
first official deadline set by the EOC Director for developing a virtual EOC staffing plan was March 
18, 2020. However, many of the department positions in the Operations Section that did not 
have responsibilities for tactical operations directly linked to the pandemic, were allowed to work 
remotely within a few days of the EOC’s activation (e.g., Safety Assessment Branch [Department 
of Building and Safety], multiple Department of Public Works Bureaus). As the staffing plan 
developed, others were required to only maintain a Branch Director while most of the units and 
positions under the Branch Director were allowed to work remotely or from Department 
Operations Centers (DOCs) such as the Fire, Law, and Transportation Branches. Beginning in June 
2020, the Management and Finance and Administration Sections also started working remotely 
with various conference calls established on a recurring basis to ensure situational awareness 
and the performance of critical functions. Following a tabletop exercise focused on virtual 
operations in late December 2020, all EOC operations became virtual as of December 24, 2020, 
and continued as such, with month-long Operational Periods, through the writing of this report.   
 
As anticipated, communications and coordination became more challenging after positions 
began working remotely. Some EOC responders claimed that there was a feeling of “out of sight,  
out of mind” in that both responders in the EOC forgot about/failed to communicate with those 
not in the EOC and those working remotely often felt disconnected or may have taken advantage 
of the lack of supervision. When interviewed, some EOC responders that worked remotely, 
including some filling key leadership roles, commented that they had “nothing to do” once they 
began working remotely. Admissions of that type may speak to a lack of understanding of roles 
and responsibilities among some EOC responders, a lack of planning for virtual operations, or a 
potential lack of fiduciary commitment to the mission. Perhaps this could partially be attributed 
to a failure to define expectations more clearly or provide training for virtual positions. 
Additionally, like most emergency management programs in the U.S., the EOC had no previous 
procedures in place to govern virtual operations because it was a concept diametrically opposed 
to an EOC intended purpose and concept. At the same time, an obligation still exists upon EOC 
staff to pursue answers and seek clarification when instructions or responsibilities are not 
completely clear. While these troublesome situations were rare outliers, the EOC generally 
continued its operations as effectively virtually as it would have in-person. Building upon lessons 
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from and precedent established during the COVID-19 pandemic, it may be appropriate for EMD 
to now consider hybrid virtual/in-person staffing models in the future and to define such 
possibilities in plans and procedures accordingly.   
 
Notable Strengths 
❖ The EOC Advanced Planning Unit worked diligently on staffing plans to first limit EOC staffing 

levels in support of social distancing and then later to identify and propose those EOC 
positions that could operate remotely or those that could be demobilized depending on need. 
Throughout those efforts, but particularly at the beginning, the Advanced Planning Unit dealt 
with the challenges presented by departments not wanting to commit staff or the provision 
of inexperienced or inconsistent staffing. 

❖ The opportunities for remote EOC operations were assisted by the EOC’s transition from 
WebEOC to GEMS and then to Veoci, which allowed responders not on the City’s network to 
remain connected to operations and able to perform their critical functions remotely.  

❖ For its first attempt at virtual operations, the communications and coordination challenges 
faced by the City EOC and the efficiency and effectiveness offenses of a few EOC responders 
were relatively minor. The EOC generally continued its operations as effectively virtually as it 
would have in-person.   

 
Areas for Improvement 
Area for Improvement 7.2.1: Based on the momentum created by the pandemic activation, the 
City should consider institutionalizing EOC staffing approaches that will ensure the EOC has 
access to reliable, trained, experienced, and consistent EOC responders.     

Reference(s):  City of Los Angeles Comprehensive Emergency Operations Plan 

City of Los Angeles EOC Procedures Manual  

City of Los Angeles Multi-Year Training and Exercise Plan 

Incident Support Team White Paper: Formalizing the City’s Response 
Structure 

CalOES Position-Specific Credentialling Policies and Section-Specific Task 
Books 

Analysis: As both the analyses in this report and EMD’s Incident Support Team White 
Paper identify, the City EOC has a perennial history of being plagued by ad-hoc staffing 
challenges that result in inconsistent staffing by departments, limited availability of staff, 
and the assignment of EOC responders with minimal to no experience. As the White Paper 
described, after a nearly year-long activation, “a consistent team structure [had] formed, 
and with it a sense of greater cohesion, coordination, and discipline. It is an optimal time 
to “strike while the iron is hot” and formalize a response structure with Incident Support 
Teams (IST).” Whether through standing ISTs or another staffing model, the City should 
implement a formal staffing strategy that will address the EOC’s long-standing EOC 
staffing challenges. However, the staffing strategy then needs support and enforcement 
from the Mayor’s Office. As Area for Improvement 9.4.3. describes, many of the City’s 
emergency management challenges are linked to a lack of enforcement of Mayoral 
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directives and requirements. The decentralized nature of the City means that 
departments are rarely compelled by each other, but only forced into compliance by the 
Mayor. For EMD’s staffing strategy to be successful among multiple City departments and 
agencies, it must have the buy-in, support, and authority to enforce compliance through 
the Mayor.  

Recommendations:  

1. Consider institutionalizing EOC staffing approaches that will ensure the EOC has 

access to reliable, trained, experienced, and consistent EOC responders⎯Incident 
Support Teams or another solution as appropriate. Ensure policies, procedures, 
trainings, and exercises are designed to support and institutionalize the staffing 
strategies.  

2. Obtain the buy-in and support of the Mayor for the new staffing strategy and 
obtain the support of the Mayor’s Office to enforce/compel compliance across 
City departments and agencies.  

Area for Improvement 7.2.2: Consider a review of City emergency preparedness efforts (e.g., 
planning, equipping, training, and exercising) to consider and address the possibility of virtual 
EOC operations (or a hybrid virtual/in-person model) in the future.   

Reference(s):  City of Los Angeles Comprehensive Emergency Operations Plan 

City of Los Angeles EOC Procedures Manual  

City of Los Angeles Multi-Year Training and Exercise Plan 

Analysis: The City’s previous EOC emergency preparedness efforts had not considered 
remote/virtual operations, because it seemed contrary to the nature and purpose of the 
EOC. The COVID-19 pandemic changed those views and the operational realities. While 
virtual EOC operations should remain an option of last resort, they are nonetheless now 
an operational option under certain circumstances that must be addressed in advance. 
The City may now wish to review its emergency plans, procedures, equipment 
requirements or allocations, and Multi-Year Training and Exercise Plans/Integrated 
Preparedness Plans (MYTEP/IPP) to address the possibility of future virtual of hybrid 
operations. Plans, training, and exercise should address the expectations of responders 
working remotely, the processes and systems available for uninterrupted operations, 
coordination, and communications when virtual operations are in-effect, and the role of 
EOC supervisors in ensuring that remote workers remain integrated and are performing 
to expectations. It may also be necessary to acquire appropriate equipment or 
technologies to assure that virtual operations can be successfully executed.  

Recommendations:  

1. Review emergency plans, procedures, equipment requirements or allocations, 
and Multi-Year Training and Exercise Plans/Integrated Preparedness Plans 
(MYTEP/IPP) to address the possibility of future virtual of hybrid operations.  
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2. Conduct additional trainings and exercises that have a virtual response element 
such as a cyber-attack, utility outage, or public health emergency or a large-scale 
disaster that limits the ability or availability of responders to report for duty in-
person.  

 

7.3. Emergency Management Information Systems 
Virtually every emergency after-action review identifies communications (or the lack thereof) as 
a significant, if not the most prominent, contributing factor to response outcomes. According to 
FEMA, the quality of communications during a response determines the capability to identify, 
prioritize and address an incident’s goals and objectives. With this awareness in mind, the 
selection of technological tools to facilitate communications and information sharing, and the 
associated training for and preparedness of system users, are key to achieving maximum 
communications effectiveness. Information system users can only be expected to perform as the 
system itself allows and at the level to which they have been prepared. All of the City of Los 
Angeles’ disaster information systems (i.e., WebEOC® , GEMS®, and Veoci®) were challenged by 
either a lack of capability or of user training/preparedness. Each of these information 
management systems failed to reach their full potential while in use for the COVID-19 activation.  
 
The City’s legacy disaster communication software, WebEOC®, was purchased, administered and 
locally hosted by the City’s Information Technology Agency (ITA) at the direction of, and with 
funding from, EMD. EMD had underutilized a semi-customized version of WebEOC for nearly a 
decade prior to the pandemic. The City had never invested the time or resources to effectively 
and fully customize WebEOC to its needs and processes or fully train responders in its 
functionality. In addition, EMD depended on ITA to update and customize the system, which 
delayed and complicated the customization progress.  
 
The permissions-based access to WebEOC was provided to a limited number of pre-defined EOC 
positions for use during EOC activations. Beyond the EOC, only a handful of Department 
Operation Centers (DOCs), namely the Department of Recreation and Parks (RAP), the Fire 
Department (LAFD), and ITA had been granted access to the WebEOC platform from beyond the 
EOC. WebEOC access provided these DOCs with some degree of situational awareness and an 
avenue for submitting resource requests to the EOC. EMD had provided entry-level training 
modules for WebEOC users and users were typically only exposed to it during annual EOC 
exercises. More so than EMD, only RAP had conducted regular and in-depth WebEOC user 
training for its emergency staff. As a result, RAP had considered WebEOC an effective and useful 
tool. Among all other departments, including EMD, WebEOC had become the scapegoat for past 
EOC performance problems dating back many years. While WebEOC had the capability to be 
expanded to more users and could have been customized to be more user-friendly and to better 
mirror the City’s processes, this approach was never fully pursued.  
 
When City departments with little previous experience with WebEOC were asked to submit 
situation updates and resource requests through the system at the outset of the COVID-19 
activation, the EOC immediately became inundated with requests for assistance. Additionally, 
individuals working remotely and off the City’s network, which became a growing number of 
responders as the pandemic progressed, did not utilize Connect2LA to access WebEOC.  
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Furthermore, EOC position-based accounts versus individual accounts made it more challenging 
for staff working remotely to know how to access the system. The very few departments that 
were familiar with WebEOC and were still working from the City’s network seemed to manage it 
adequately. WebEOC’s resource management interface, in particular, proved insufficient to 
manage and track the volume of resource requests almost immediately (e.g., its standardized 
fields/prompts did not capture detailed information that was vital to the resource ordering 
process). EMD realized that an alternate tool for the management of information and the 
collection of resource requests would be necessary. 
 
EMD worked with ITA, LAFD, and the General Services Department (GSD) to bridge the 
accessibility and functionality chasm for the short-term by utilizing a set of existing online 
software and tools from Google (e.g., Google Docs) that the City referred to as the Google® 
Emergency Management Suite (GEMS). The idea had come from a few other jurisdictions that 
had used the Google suite of products for similar emergency management purposes. Google 
products were already available to the City at no additional cost due to its existing licenses and 
use of Google for City email accounts. Data collection spreadsheets were created using G-Suite, 
a pre-existing and familiar business tool utilized by the City. While G-Suite was a user-friendly, 
low-threshold technology that would provide remote access for users, ITA warned that it was not 
intended to operate as a robust enterprise system and there were very real risks of process 
missteps, data loss, and general unsustainability. In the transition from WebEOC to GEMS, for 
example, a countless number of resource requests were duplicated. Although the warning 
proved to be correct, the immediate benefits of the GEMS solution outweighed the pitfalls. 
Resource requests could be input by all end users without the need for permissions or access to 
City networks, and it supported remote/virtual deployments of EOC personnel.  
 
GEMS served as the City’s temporary stop-gap emergency information management tool to 
provide resource request tracking and fulfillment, among other internal processes. EMD created 
training videos and tutorials to help City responders adapt to the new system. While it lacked 
“bells and whistles,” most users found the system to be an effective alternative under the 
conditions and pressures presented in the early days of the pandemic response. But the search 
was on for a disaster communications platform that provided a long-term enterprise solution. 
Frustration with the lack of administrative control, the inability to quickly customize a software, 
and questionable confidence in the GEMS system led EMD to transition to yet a third information 
management system in the midst of its activation. EMD, utilizing its own budget and the context 
of the COVID-19 emergency, negotiated a “very reasonable rate” (per EMD’s own admission) for 
a cloud-based emergency management information system, Veoci®. As the Veoci 
owner/administrator, EMD (without being dependent on ITA) began the immediate process flow 
and program build out. EMD then transitioned the COVID-19 operation from GEMS to Veoci, 
which again had transition costs in the form of time, familiarization, training, and data transition 
(again including data duplications and losses). By early December 2020, the launch of the Veoci 
system was being planned and pilot tested and use of the system began in early January 2021.  
 
Notable Strengths 
❖ EMD and GSD’s quick identification, development and deployment of the GEMS information 

management solution and the creation of associated training videos and 
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tutorials⎯essentially just-in-time training tools⎯to address the capability, access, and 
training shortfalls of WebEOC demonstrated nimble and effective problem-solving under the 
pressures of an immediate and widespread threat.  

❖ The ability to transition from a basic WebEOC program to a data gathering tool that was both 
department inclusive and user friendly (GEMS) until a more permanent, cloud-based platform 
was adopted is to be commended. Collaborative work between ITA, EMD and GSD answered 
the immediate need and provided a crucial solution to address critical resource management 
for City departments and agencies.  

❖ Through the pivotal and prompt purchasing and administration of the emergency 
management information management system Veoci, EMD was able to take advantage of a 
fleeting opportunity, negotiate significant savings for the City, address long-standing EOC 
capability gaps, and demonstrated an ability to be nimble and decisive. EMD confronted 
transitional costs and challenges in the midst of an ongoing activation, which was a better 
alternative than waiting for a stop-gap system failure that could have resulted in catastrophic 
data loss, resource fulfillment interruption, or the inability to perform critical 
communications functions.   

❖ GSD trained its administrative staff on the resource fulfillment process, including how to input 
resource requests and manage GEMS spreadsheets, to expand and support the Department’s 
capacity to process resource requests in response to a surge in workload. 

 
Area for Improvement  
Area for Improvement 7.3.1: A comprehensive review of the City’s information management 
system is needed to facilitate increased situational awareness, information sharing and 
appropriate access by City departments/agencies/bureaus.  

Reference(s):  City of Los Angeles 2015 Functional Exercise AAR/IP  

  City Los Angeles After Action Leadership Workshop 

  City of Los Angeles After Action Report Survey 

Analysis: The failure of the WebEOC information management system came as no 
surprise to EMD. Past exercise and real-world experiences had identified a crucial gap in 
the program’s ability to be accessed by City departments/agencies outside of limited EOC 
positions on the City network. It was also understandable that EMD was frustrated with 
its lack of administrative control over the product. EMD’s inaction to customize WebEOC 
and make it widely available partially contributed to leaving the City exposed to a 
communications break-down during the pandemic. It was exacerbated by the fact that 
many City departments had ceased attending EMD’s WebEOC trainings, which were 
originally offered monthly and was ultimately reduced to quarterly offerings due to lack 
of participation and interest. 

GEMS served as stop-gap measure to provide increased communication capability but 
was not without issues and was not a long-term information enterprise that EMD could 
build a communications foundation upon. Veoci had garnered some positive reviews as 
of this report, but it was still falling short related to its implementation and to fully 
connect important response partners such as the Port of Los Angeles. Regardless of the 
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information management tool, EMD must assure that the selected tool has the capability 
to serve all City users, remote or in-person, and must provide a robust platform for all 
processes that are vital to disaster operations. During an EOC activation, for example, the 
Planning and Intelligence Section has ample responsibilities without having to reinvent 
critical communication systems or provide access and retrain users in the heat of battle.  

Both EMD and ITA have equally important roles in establishing and maintaining the City’s 
disaster communication capabilities. In addition, GSD and its procurement programs need 
the ability to view and manipulate data within the information management system. The 
best of all results may be a system that is collaboratively built and administered so that 
the City avoids a single point of failure while maximizing the system’s value to all end 
users. 

The bottom line is not that WebEOC failed as an information management system, but 
that the problems associated with it were not addressed well before the start of the 
pandemic. The cautionary tale is that the success of the City’s subsequent information 

management tool⎯Veoci⎯will depend on a collaborative process flow design, and 
rigorous testing and exercise prior to being introduced to end users. Training for EOC 
responders and DOCs should be developed so that the tool enhances response and is an 
asset to EOC operations and the exchange of incident information. Without these 
implementation efforts, Veoci will suffer the same fate as WebEOC and will become the 
new scapegoat for operational inefficiencies of the future. 

Recommendations: 

1. Through EMD’s design and process testing of Veoci, all EOC processes must be 
factored into the system and it must be accessible to key stakeholders within and 
across the City.  

2. Regular, ongoing, and progressive training (basic to advanced) on Veoci must be 
developed and conducted for EOC responders, DOCs, and departments, agencies, 
and bureaus.  

3. Consider daily operational applications for Veoci that encourage daily user 
engagement and familiarity with system changes and updates (“if you don’t use, 
you’ll lose it”). 

4. Consider collaborative administration of the Veoci platform by granting shared 
administrative responsibilities to ITA, EMD and GSD. The system may benefit if it 
is jointly administrated with regard to program design, function, and use, as well 
as if the responsibility for program maintenance, security and operational policies 
is shared. 

 

7.4. Health and Safety Measures 
At the early onset of the COVID-19 EOC activation, very little was known about the spread of the 
virus and appropriate protective measures. As a result, physical protective measures were not an 
immediate concern for EOC leadership. However, even in those early days, some EOC responders 
voiced concern about the threat of COVID-19 the seeming lack of protective measures in the EOC. 
One went as far as to say they initially slept in their garage when they returned home out of fear 
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they would spread the virus from work to their loved ones. However, standards for masks, social 
distancing, room capacity and sanitation became clearer as the activation progressed through its 
first month. At that time, it would have been appropriate to appoint a Safety Officer under the 
EOC’s Incident Command System (ICS) structure. However, the responsibility for developing a 
safety plan was instead tasked to the Advanced Planning Unit, which was also managing EOC 
staffing levels and determining eligibility for virtual operations.  
 
No City personnel or departments, including EOC leadership, had ever faced operations under 
pandemic restrictions. Additionally, guidance from County, State, and Federal authorities for the 
first year of the pandemic was often unclear, contradictory, or filled with exceptions and 
conditions. In the case of face coverings, for instance, the State of California issued a 

recommendation on April 1, 2020, that essentially everyone⎯with several exceptions⎯should 
wear a face covering when out of the house and interacting with others. The State  
recommendation did not become mandatory for certain situations until a State Order was issued 
on June 18, 2020. The State Order was later superseded by a revised policy on November 16, 
2020, which eliminated the certain circumstances to require face masks for all Californians when 
they were outside of the home with only a few exceptions. At the federal level, a nation-wide 
order to wear face masks did not take effect until January 29, 2021, when issued by the CDC 
under a new administration. A number of EOC responders commented that they initially felt the 
EOC’s enforcement of a mask policy was delayed and/or too lax. In some ways, this was 
understandable considering the lack of clear guidance from public health, State, or Federal 
officials.  
 
The Advanced Planning Unit, with the input of multiple departments and subject-matter experts, 

updated the EOC’s traditional Safety Plan⎯which included instructions for security, medical 
emergencies, building evacuation, and hazard-specific instructions (e.g., earthquake, flooding, 

bomb threat)⎯on March 26, 2020, with a new section focused on COVID-19 precautions. Some 
of the provisions of that first Safety Plan, included: 

• Limiting building access only to authorized responders and regular staff. Non-essential 
personnel and visitors had to be approved by the EOC Director or another executive on a 
case-by-case basis.  

• Required an electronic check-in process and temperature screening. Anyone with a 

temperature higher than 99.3 Fahrenheit was not allowed to enter.  

• Encouraged social distancing of at least six feet and required all meetings of 10 or more 
participants to be held in rooms that could comply with the social distancing 
requirements.  

• All EOC workstations were required to be wiped down by staff daily at 8:00 a.m., 12:00 
p.m., 4:00 p.m. and 8:00 p.m. as applicable. 

 
As of the first iteration of the EOC Safety Plan, personal protective equipment (PPE) such as face 
masks, was not required. Some EOC leaders felt the requirement could create fear when face 
mask usage had not yet been mandated by public health officials. Additionally, the electronic 
temperature checking process was not consistently employed and sometimes the equipment 
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malfunctioned. This resulted in some friction with a few EOC responders wishing to have more 
immediate and stringent safety requirements, which was understandable considering the EOC 
was fully activated with nearly 100 responders. After the first report of an EOC responder testing 
positive for COVID-19 on April 4, 2020, EMD staff cordoned off workstations (e.g., every other 
one) to reinforce the Safety Plan and social distancing. All EOC responders were required to work 
remotely that day as the EOC was disinfected. Because EOC responders were transitioning to 
remote work, the new seating configuration had no operational impacts. 
 
As of April 9, 2020, following the State’s Face Mask recommendation, the EOC updated its Safety 
Plan to require face masks of all EOC responders while on-site. The EOC then arranged to also 
provide masks to EOC responders via the EOC Coordinator as needed. As of July 10, 2020, the 
following updates were made to the EOC’s safety strategy: 

• Anyone able to carry out their work duties from home were encouraged to do so.  

• The temperature for turning away people upon the temperature screening at the 

building’s entry was increased from 99.3 to 100.4 Fahrenheit. 

• Group meetings were limited to only those with EOC Action Planning purposes (e.g., 
Coordination Meeting, Planning Meeting, Hot Wash Meeting). 

• Seating in certain rooms was assigned to specific EOC responders.  
 
The last iteration of the EOC Safety Plan was issued on July 20, 2020, with only minor, non-
substantive changes. Throughout this process, the Advanced Planning Unit, the EOC’s Security 
Guards, and the EOC Coordinators took on the task of COVID-19 vigilance and had to become the 
“enforcers” when it came to mask wearing and social distancing practices. As expected, there 
were some cases where individuals did not want to wear masks or got tired of assisting with other 
health and safety procedures (e.g., regular workstation cleaning). This sometimes led to some 
tensions and conflicts, but they were generally addressed by EOC leadership or EOC Coordinators 
who counseled the offenders. Ironically, the face-to-face communications that typically provided 
for effective communications and coordination in an EOC became a health-hazard during COVID-
19.  
 
As positions in the EOC went virtual or positions were assigned staggered shifts or were 
demobilized completely, it became easier to achieve the recommended social distancing and 
safety protocols in the EOC. The EOC operation went completely virtual on December 24, 2020.  
 
Notable Strengths 
❖ Overall, the EOC took appropriate and timely action within its authority and resources and 

with the guidance it had available at the time, to ensure the health and safety of EOC 
responders. As this section describes, tangible actions were implemented to support social 
distancing, cleaning and disinfection, face mask usage, health monitoring, and education. In 
a survey of EOC responders, 72% felt that the EOC’s protective measures were either 
exceptional or more than sufficient. Another 20% felt they were mostly sufficient.  

❖ Compliments are owed to a majority of EOC responders for taking personal responsibility for 
their health and safety during the pandemic as indicated by EOC leadership and supervisors. 
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In most situations, personnel abided by the health and safety policies and recommendations 
established by the EOC or those being encouraged by City, County, State or Federal officials. 
Some that felt the EOC’s policies were taking too long, took independent action on their own. 
They took advantage of the health services and resources available to them. Emergency 
management is an industry at high-risk for public health hazards, but despite their concerns, 
City staff maintained uninterrupted operations for the sake of the population and City 
services, and they served while protecting themselves and others to the greatest degree 
within their ability. 

❖ Beyond the EOC, Assistant General Managers from every City department were made the 
“COVID-19 Safety Officer” for their department and participated in weekly calls to become 
informed on City COVID-19 policies and safety practices. The COVID-19 Safety Officers were 
responsible for establishing and enforcing safety protocols appropriate for their 
department’s operations, including for Department/Bureau Operations Centers (DOCs/BOCs) 
actively involved in the City’s overall emergency management efforts. 

 
Area for Improvement  
Area for Improvement 7.4.1: A Safety Officer should have been responsible for developing a 
safety strategy within the first Operational Period for the EOC.  

Reference(s):   City of Los Angeles EOC Procedures Manual  

  EOC Organization Chart 

  EOC Safety Plan 

Analysis: EOC leadership did not assign a Safety Officer for the EOC, but rather assigned 
the responsibilities for developing a Safety Plan to an already taxed Advanced Planning 
Unit. The pandemic created a greater need for EOC safety policies and enforcement more 
than any other incident before it. A Safety Officer is typically responsible for developing a 
Safety Plan as part of an EOC’s Action Plan and planning process for each Operational 
Period; and would normally commence with the first Operational Period. Until the first 

iteration of the EOC Safety Plan was created⎯March 26, 2020, which was the 14th EOC 

Operational Period⎯the EOC Action Plans had not addressed safety. They had, however, 
addressed other EOC support objectives such as staffing strategies and feeding plans. 
Having developed a safety plan earlier may not have changed any of the EOC’s protective 
measures nor their timing; however, it would have illustrated the EOC’s commitment to 
the topic even if the initial iterations were very basic. It was therefore understandable 
why some EOC responders felt safety and the severity of the pandemic was being 
overlooked for the first few weeks of the activation. At minimum, an initial EOC Safety 
Plan could have encouraged all the same actions the City’s and State’s stay-at-home 
orders had encouraged (e.g., social distancing, staying home if sick, avoiding large groups 
or travel to virus “hotspots”). That same safety strategy could have been repeated in all 
EOC Action Plans until the EOC’s official Safety Plan was released; and could have also 
tempered the concerns of several EOC responders.     
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Recommendations: 

1. The EOC should consider the appointment of a Safety Officer as part of the 
Management Section for all activations, particularly those at Level I or II.  

2. An EOC Safety Plan appropriate for the incident and reflective of the guidance and 
situational awareness at the time (basic or advanced) should be included as part 
of every EOC Action Plan and action planning process (e.g., a topic addressed in 
planning meetings and Operational Period briefings).  
 

7.5. Feeding Operations 
For safety and pragmatic purposes, it was necessary to provide food for EOC responders. 
Following the City and State’s stay-at-home orders, all people were encouraged to stay at home 
and limit exposure to others except for essential business. As such, the EOC responders were 
encouraged not to leave the EOC to avoid possibly exposing themselves or others to the threat 
of COVID-19. Additionally, restrictions on restaurants and food establishments meant that many 

were only open for take-out or delivery, but in downtown Los Angeles⎯where the EOC is 

located⎯many restaurants closed for the duration of the pandemic because people were not 
coming to downtown for work or pleasure. The availability of food service in downtown was very 
minimal.  
 
The EOC first began providing food to EOC responders by consulting an LAFD Food Unit Leader 
who recommended a service provider frequently used by the LAFD on incidents that was already 
on contract to the City. The LAFD had high standards for food service during incidents, which 
reflected U.S. Food and Drug Administration (FDA) guidelines intended to prevent food-borne 
illness. The provider was also known to be reliable, had the capacity to expand feeding operations 
to hundreds or thousands of responders, and was able to ensure food quality and safety. While 
the EOC’s operation was more predictable in terms of size and had a consistent location, 
attention to safety was perhaps even more important during the pandemic; not only requiring 
high standards for food quality, but also personal protective equipment for food service workers 
and distribution strategies that reduced the need for congregate feeding (e.g., individually 
packaged meals). As one might expect then, the food service provider used by the LAFD and 
initially used by the EOC was comparably expensive.  
 
In addition, the EOC was initially feeding responders three meals per day. This was brought into 
question by some.  The EOC was initially operating from 8:00 a.m. to 7:00 p.m. with many 
responders staying even later, but it did transition to the more traditional  business hours of 8:00 
a.m. to 5:00 p.m. by the end of April 2020. It certainly seemed reasonable that lunch would be 
provided on a daily basis and in some cases dinner, but some of the EOC’s leadership questioned 
the need to provide both breakfast and dinner when staff working a nearly normal schedule 
would have been expected to eat breakfast and dinner at home. It could, however, also be argued 
that the pandemic created atypical situations at home for many emergency workers. It was 
difficult to get into grocery stores because of social distancing and capacity limitations, many 
grocery stores had modified their hours, and many food products were in short supply. 
Additionally, city employees were encouraged to stay at home and avoid unnecessary exposure. 
To ease the burden on EOC responders at home who continued to report for duty despite 
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concerns for their safety and health, it may have made sense to provide three meals per day. As 
Section 7.6 - Psychological/Emotional Support and Morale describes below, EOC responders also 
felt under-appreciated and morale was at times low, so the provision of food may have been a 
way to demonstrate appreciation. There were valid arguments for providing EOC responders with 
three meals per day or just lunch as the activation wore on. The authors of this report do not 
render judgment in favor of either, but do agree it was important to provide food service to EOC 
responders. 
 
What truly complicated feeding operations was the City’s decentralized approach for funding 
emergency operations. As described in Section 5.6 - Fiscal Management, each department was 
required to provide a funding source from its budget to support its emergency operations and 
any associated procurements. The EOC was a multi-agency operation and there was no written 
policy regarding which department should bear the costs of feeding all EOC responders; although 
EMD had traditionally borne the costs for the entire EOC, in other occurrences LAPD and LAFD 
had borne the costs for their own personnel. EMD was a logical option, but as Section 9.1 - 
Emergency Management Department details, EMD had virtually no budget for ancillary expenses 
and feeding was happening before the Mayor’s Office and the Office of the City Administrative 
Officer (CAO) had created an emergency back-up fund that departments like EMD could apply 
for (described further in Section 5.6 - Fiscal Management). In just the first few months of feeding 
operations, the EOC racked up hundreds of thousands of dollars in food expenses. The Mayor’s 
$20 million COVID-19 Emergency Response Fund took effect on March 23, 2020. Prior to that 
time, determining which department would pay for feeding operations, unfortunately pit 
department against department. For example, some within EMD accused LAFD of having “too 
expensive of tastes” and having little regard for the use of public funding, while some at LAFD 
accused EMD of being too cavalier about food safety and handling in light of COVID-19, not 
understanding the limited availability of food services, and having little regard for responder 
morale. When staff from the Unified Homeless Response Center, which is co-located with the 
EOC, attempted to get food being provided to EOC responders, they were sent away because 
they were told the food was only for EOC responders, even though UHRC staff had been assisting 
in the City’s overall pandemic response. Like other multi-agency emergency operations occurring 
in the City, the question arose as to whether it was a “One City” response or each department 
for itself. Ultimately, the LAFD’s caterer was replaced by a lower cost provider as more providers 
became available and fewer meals were provided later on in the activation. The challenges 
associated with the EOC’s feeding operations became another symptom of the City’s budget and 
decentralized fiscal policies. 
 
Notable Strength 
❖ It was appropriate to provide food services for EOC responders. The pandemic created 

challenging situations for EOC responders at home and made it difficult for EOC responders 
to get food while at the EOC. To encourage EOC responders to keep reporting for duty and to 
keep them healthy and productive, some degree of food service was necessary. Additionally, 
food services improved morale and demonstrated gratitude for their service. 
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Area for Improvement  
Area for Improvement 7.5.1: EMD’s annual budget should include regular and reliable funding 
for a variety of EOC support systems and services, including feeding operations, psychological 
support, and technologies for ensuring operational effectiveness.  

Reference(s):  City of Los Angeles Annual Budget – Emergency Management Department 

Analysis: In an emergency, arguments among departments regarding which is going to 
pay for food or who will be provided food, are not only time consuming and unnecessarily 
controversial, but can have real effects on operations that impact lives, property, and the 
economy. EMD should have a sufficient budget to cover the foreseeable operational and 
support system needs of the EOC, including FDA-compliant food service when activated, 
psychological support for EOC responders, and the funding to enhance or maintain the 
technologies upon which the EOC is dependent. EOC operations cannot wait a month as 
they did during the pandemic for the creation of an emergency fund to support these 
types of needs; assuming the funding is even approved once a fund is created. Had this 
activation been for a major earthquake, EOC operations would have been running 24/7, 
utilities and communications systems would have been impacted, and the psychological 
and physical impacts of the event would have taken their toll on EOC responders within 
days. EMD must be positioned with a sufficient budget to address those EOC needs in a 
moment’s notice. Whether or not City leadership appreciated the value of the EOC during 
the pandemic, the EOC’s effectiveness will be essential to the City’s management of 
countless future, foreseeable, and probable hazards.        

Recommendation: 

1. EMD’s annual budget should include sufficient funding for a variety of EOC support 
systems and services, including FDA-compliant feeding operations, psychological 
support, and technologies for ensuring operational effectiveness. 

 

7.6. Psychological/Emotional Support and Morale 
EMD provided a variety of services and benefits to its employees and those working in the EOC 
in response to COVID-19. This section addresses efforts to communicate with personnel and 
adapt policies and procedures to benefit the workforce during the pandemic. The narrative 
explains relevant policies, services, and other resources provided to support employees.  
 
Prior to the pandemic, the City maintained “LIVEwell,” the City’s wellness program for civilian 
employees of the “LAwell Civilian Benefits Program” managed by the Personnel Department. 
LIVEwell focused on four pillars of wellness: Physical Activity; Nutrition; Stress Management; 
and Prevention. According to its website, LIVEwell supported the four pillars of wellness by 
providing a wide variety of practical resources to support City employees in meeting their 
personal wellness goals, including: wellness webinars and seminars; fitness classes; chair 
massages; flu shot clinics; and other activities. In response to the pandemic, LIVEwell hosted a 
range of webinars discussing the science behind the virus and offered motivational tips on how 
to deal with stress and anxiety. EOC responders and those involved in the City’s emergency 
management efforts were encouraged to participate in and take advantage of the LIVEwell 
opportunities presented by the Personnel Department. 
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As detailed in Section 7.4 - Health and Safety Measures, the EOC worked to ensure the physical 
health and safety of assigned personnel and City employees throughout the pandemic. Many 
EOC responders, those who reported physically or virtually, expressed feeling “burnout” from 
the extended activation.  Many also referenced the fear and uncertainty they faced when 
reporting for assignments in-person early on, because there were many unknowns about the 
virus. Some had concerns they would contract the virus and others had concerns they could bring 
it home to their families. Other responders were touched personally as loved ones and coworkers 
fell ill or died from the virus.  
 
Mental Health 
Mental health workers from the Los Angeles County Department of Mental Health came to the 
EOC on several occasions. Also, LAPD sent therapy dogs to the EOC on multiple occasions to boost 
morale and alleviate stress. This was arranged through the Office of the Assistant Chief, Office of 
Operations, and the dogs were touted by all as “a big hit.”   
 
Other Morale Boosters 

• Before much was known about the spread of COVID-19 in the early days of the activation, 
EOC responders were able to share some meals together, which they reported boosted 
morale. The meals were discontinued for the majority of the activation, but toward the 
later months were reinstated once there was a better understanding of social distancing 
and protective measures like face coverings.   

• During the spring of 2020, “Themed T-Shirt Fridays” were introduced in the EOC. 
Suggested themes included: Band/Singer/Choir; Superhero; Movie/TV show; 
Western/Cowboy; Animal; and Bright Colors/Rainbow. The themed Fridays were a 
popular way for EOC responders to relax to some degree and bond with each other. 

• In May 2020, the PIO received, and accepted, an offer for a professional pianist to perform 
for the EOC via teleconference, which broadcast on EOC displays.   

• The LAPD coordinated to have LA Dodgers major leaguer Justin Turner donate ballcaps to 
the EOC staff and Turner also sent a video recording thanking EOC responders for their 
service that was played on EOC displays. Similarly, actor Sean Penn visited the EOC, 
engaged with responders, and thanked them for their service.   

• A member of EMD’s staff would regularly facilitate “stretch” and “yoga” breaks 
throughout the day to encourage EOC responders to get out of their seats for a brief 
mental break. 

 
In a survey conducted just prior to the authoring of this report, respondents were asked to rate 
the effectiveness of the “actions taken to promote morale for EOC/DOC/BOC responders over 
the course of the pandemic (e.g., themed Fridays, shared meals).” In response, 28% rated the 
actions taken as “sufficient,” 31% rated it “more than sufficient,” and 25% rated it “exceptional.” 
When rating the “emotional and psychological support provided to EOC/DOC/BOC responders” 
the response was again very positive with 30% rating it “sufficient,” 31% “more than sufficient,” 
and 16% “exceptional.” 
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However, there were also noted criticisms.  Several interviewees stated there was an inconsistent 
use of clinicians and mental health professionals to address the stress and burn-out felt by many. 
Although mental health professionals were made available multiple times, some felt a need for 
regular and recurring on-site counseling over the course of the nearly year-long activation. Said 
one respondent, “…most of the mental health resources didn't really seem to understand what 
we did. They treated us like firefighters or cops, and we're quite different.” 
 
Many in the EOC also voiced that they felt under-appreciated by the larger City family, particularly 
by the Mayor and Mayor’s Office. The Mayor came to the EOC only twice during the EOC’s in-
person activation; each time to host a press conference and he did not visit with EOC responders. 
In general, EOC responders felt like their contributions were not being recognized. The Chief of 
Police was credited, however, with delivering several encouraging messages that did a lot to raise 
spirits and boost morale. 
 
Notable Strengths 
❖ After the issuance of the Mayor’s Safer-at-Home order on March 12, 2020, the EOC remained 

activated and the majority of EOC staff continued to report in-person. EOC leadership was 
mindful of the stressful circumstances, which were compounded by fear surrounding the 
potential exposure or contraction of the virus and a seemingly endless activation. A variety 
of efforts were made to help those in the EOC deal with the stress, encourage self-care, and 
consider mental health. 

❖ Maintaining employee morale and a sense of camaraderie among a group of workers cycling 
in and out of the EOC was not easy, but EOC leadership took creative and innovative steps to 
foster a sense of community. Survey results indicated that those in the EOC were appreciative 
of these efforts. Said one survey respondent, “…shared meals were key to mental health of 
EOC responders. I loved themed Fridays, and some of the little giveaways (Dodgers hats, etc.) 
made it feel like someone knew what I was doing.” 

 
Areas for Improvement  
Area for Improvement 7.6.1:  The general lack of understanding by City leadership and other 
departments/agencies of what the EOC does contributed to a feeling of lack of appreciation felt 
by many EOC responders over the course of the pandemic.  

Reference(s):  N/A 

Analysis: “We are not understood and we are not respected” was a sentiment repeated 
over and over throughout this review process. During interviews, workshops and through 
surveys, EOC staff expressed frustration and indignation that the EOC had not been 
utilized to its full extent, was not understood by City leadership, and what the EOC was 
accomplishing went unnoticed. While this may largely be an operational and/or 
coordination issue, the impact on employee morale in the EOC was significant. A sense of 
futility and feeling under-appreciated seemed to impact many on a near daily basis. 
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Recommendations: 

1. Explore opportunities to demonstrate and normalize appreciation for EOC 
responders from within the City family (i.e., from department heads, Mayor’s 
Office, Deputy Mayors, etc.).   

2. Encourage at least basic-level training for City personnel on the role of the EOC in 
a crisis.  

3. Train and emphasize the importance of communications from Incident 
Commanders, City leadership, and EOC Directors to expressly communicate an 
appreciation for service and commitment.  

 
Area for Improvement 7.6.2:  Mental health support needs to be formalized and staff need to be 
educated on the opportunities and resources available.  

Reference(s):  N/A 

Analysis: While efforts were made to provide mental health support to those working in 
the EOC, there was some confusion as to what services were being offered. There were 
certainly benefits gained from mental health professionals that spoke to the EOC plenary 
in a public setting, but the availability of private one-on-one counseling sessions would 
have also been welcome. Consistent, on-site counseling might have allowed EOC staff to 
seek treatment in real-time in a convenient, as-needed basis. It also appeared as if the 
presence of mental health professionals tapered off as the pandemic progressed, which 
was precisely when the stress levels increased for some. As one respondent stated in their 
survey, “we are a small EM [community] and got smaller during the response.” 

Recommendations: 

1. Consider establishing a Professional Services Agreement/contract with 
professional clinicians or a service provider who can provide on-site counseling 
services on a regular basis in the event of another extended activation. 

2. Consider interagency partnerships with other public safety agencies (i.e., LAPD 
and LAFD) that currently have robust behavioral health programs and resources 
to assist with the development of further plans and capabilities for mental health 
support. 

 
Area for Improvement 7.6.3:  Leadership at both EMD and the Mayor’s Office could improve 
communications with frontline staff in the EOC. 

Reference(s):  N/A 

Analysis: Leadership across the City was forced to respond to an ever-evolving series of 
cascading events that would have taxed even the most seasoned leaders. Pulled in every 
direction and perpetually short on time it is understandable that only the most essential 
communications were prioritized. However, the importance of communicating with front-
line staff cannot be overstated. While operational messages can flow down through the 
chain of command, appreciation cannot. Workers need to be told that what they are 
doing is important, otherwise a precipitous decline in morale can be anticipated. Based 
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on interviews for this report, it appeared as though leadership at LAPD inherently 
understood this motivational approach. Multiple respondents commented on the Chief 
Moore’s inspiring speeches delivered on the floor of the EOC. LAPD was credited with 
engaging LA Dodger Justin Turner on behalf of the EOC as well as coordinating visitations 
by the popular therapy dogs. Operational efficiency is a key component of any emergency 
response situation, but the emotional well-being of the those reporting each and every 
day cannot be overlooked. 

Recommendation: 

1. During extended or high-stress EOC activations, encourage individuals in 
leadership positions to interact with EOC responders more regularly, “walk” the 
EOC floor, and provide appreciative remarks.  
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8. Positioning for Recovery 
 

Section Introduction 
While the City’s response and emergency management of the COVID-19 pandemic had grown 
somewhat routine by the time of this report it was nonetheless an ongoing response. As a result, 

this report does not analyze the City’s recovery from the COVID-19 pandemic⎯perhaps future 

iterations of this report or other evaluations will⎯but rather focuses on what efforts the City 
took during the response phase to position the City for an effective recovery once the pandemic 
is no longer a significant threat. This Positioning for Recovery section contemplates the potential 

transition to a new steady state⎯a new normal⎯that encompasses both economic and 
community recovery of the City populace and the fiscal and operational recovery of the City as 
an organization. For the purposes of this report, references to “recovery” programs are focused 
on items that assisted organizations, individuals and businesses external to the City while 
“reconstitution” is the term used in reference to planning focused on the City’s organizational 
recovery.  
 

8.1. Recovery Programs 
FEMA’s National Disaster Recovery Framework (NDRF) provides guidance that enables effective 
recovery support to disaster-impacted states, tribes and local jurisdictions. The NDRF “focuses 
on how best to restore, redevelop and revitalize the health, social, economic, natural and 
environmental fabric of the community and build a more resilient Nation.”8 The NDRF uses 
Recovery Support Functions (RSF) as a coordinating structure for key functional areas in recovery. 
The NDRF also describes short-term, intermediate and long-term recovery activities that 
included: mass care and sheltering, housing, infrastructure, business, emotional/psychological 
care, and public health and health care. 
 
Disaster recovery planning is often based on the assumption that a disaster will have caused 
significant damage to buildings and infrastructure leaving resources scarce and populations 
displaced. The COVID-19 pandemic was unique in that it impacted the entire country and, while 
there were dramatic health implications, there was not physical damage or displaced 
populations. The unique and widespread nature of the COVID-19 pandemic left states and local 
jurisdictions unclear about how to approach recovery since existing plans did not seem to apply. 
As a result, FEMA created various iterations of guidance for the Public Assistance (PA) program 
and disaster declaration-related services. This included specific guidance on the federal cost 
share, procurement standards, and other related topics. 
 
Early in the pandemic, there was no clear guidance from Los Angeles County or the State as to 
how various groups/sectors could recover and resume operations. The Mayor’s Office 
coordinated with a consulting group (Boston Consulting Group) to develop “playbooks” that 
could aid functional groups. While the Mayor’s Office was leading the coordination of community 
recovery efforts, the EMD General Manager was assigned as the Local Disaster Recovery Manager 
per NDRF and local plans. EMD continued the approach of the consulting group and created 

 
8 National Disaster Recovery Framework, Strengthening Disaster Recovery for the Nation, September 2011 
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additional playbooks. As of May 6, 2020, EMD began organizing its recovery strategies around 

four RSFs⎯economic, health and social services, housing, and natural and cultural 

resources⎯with the following objectives: 

• Economic: Facilitate a return to healthy economic and business activities and develop new 
opportunities including: workforce development; job creation/retention; business 
development/investment; equal opportunity; and disaster assistance. The LAPD was 
initially appointed as the lead agency for this function. 

• Health and Social Services: Restore healthcare and social services functions including: 
healthcare, mental health, social services in planning; assess and prioritize community 
needs; restore health care, public health, social services; and promote independence and 
resilience of the community. EMD was initially appointed as the lead agency for this 
function. 

• Housing: Provide housing solutions that support the whole community; review and 
implement housing plans that reduce prolonged displacement; identify potential housing 
stock, building supplies/suppliers; work with community organizations; and provide 
disaster legal services. HCIDLA was initially assigned as the lead department for this 
function.  

• Natural and Cultural Resources: Restore cultural and natural resources in compliance 
with community priorities, laws, and policies. The Recreation and Parks Department was 
initially assigned as the lead department for this function.  

 
Each RSF lead agency identified above was initially tasked with coordinating meetings with one 
or more working groups comprised of key stakeholders from various sectors. The RSF lead would 
shepherd the process of creating “playbooks” to guide the reopening of the economy and present 
the playbooks to the Local Disaster Recovery Manager. Parallel working groups were sometimes 
formed at the County-level and collaboration between the groups was encouraged. Each 
playbook was intended to describe how the various sectors will operate in each phase of 
recovery. The City posted the playbooks online to assist businesses in various sectors with 
planning for reopening.  
 
In addition, the City had initially planned to open one or multiple Local Assistance Centers (LACs) 
to facilitate residents’ access to recovery services. A LAC is a one-stop-shop with critical 
government services for residents who have been impacted by emergencies. It is a place to get 
connected with government services, utilities, recovery programs, financial services, and replace 
lost or destroyed vital documents. The City invested considerable time and money into the 
planning for RSFs and planned establishment of LACs. However, once the County started issuing 
guidance to support the reopening of economic sectors and planned/deployed a virtual LAC, the 
City-specific efforts were deemed duplicative, and the City halted its efforts to ensure there was 
no conflict between the City and County recovery programs. 
 
From that point forward, the City’s efforts toward community and economic recovery became 
decentralized and unique to each City department. Many City recovery efforts had begun early 
in the incident and were initiated by the Mayor’s Office, but later continued independently under 
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the leadership of the assigned department/agency without centralized planning. After the 
County’s efforts superseded the City’s the role of the City Local Disaster Recovery Manager 
essentially became obsolete. A few of the multitude of independent recovery programs across 
the City’s departments and agencies included: 

• The Mayor’s Fund for Los Angeles launched the L.A. Emergency COVID-19 Crisis Fund in 
March 2020 to provide support to Angelenos struggling financially during the pandemic. 
In addition, the Mayor’s proposed 2021-2022 budget focused on equity and economic 
recovery.  

• The Mayor’s Fund “Angeleno Card” initiative, which provided direct and immediate 
financial assistance via no-fee debit cards to Los Angeles residents experiencing extreme 
financial hardship because of the pandemic, including low-wage hourly workers, day 
laborers, street vendors and self-employed individuals. Nearly 40,000 cards were 
distributed with recipients randomly selected from more than 450,00 applications. Over 
$36 million was distributed with the majority of funds going towards food expenditures.  

• The City of Los Angeles Emergency Renters Assistance Program (ERAP), led by the Housing 
and Community Investment Department (HCIDLA) provided more than $330 million to 
renters in need.  

• The Office of Finance provided waivers and amnesty for certain City tax penalties levied 
on individuals and businesses.  

• The Emergency Network Los Angeles (ENLA)⎯a consortium of over 40 nonprofits and 
government agencies working in the space of community welfare and emergency 

management⎯which the City coordinates with through the Business Operations Center  
provided residents with resources for financial recovery, food and basic needs programs, 
psychological care, housing, and legal assistance. 

 
On August 28, 2020, Governor Newsom announced a new Blueprint for a Safer Economy, which 
took effective August 31, 2020, and imposed a color-coded, risk-based set of criteria for 
reopening the economy and allowable activities. Each county in the state was assigned a color-
coded tiered category based on the prevalence of COVID-19 in each county and the extent of 

community spread⎯Purple (Widespread/Tier 1), Red (Substantial/Tier 2), Orange 
(Moderate/Tier 3), and Yellow (Minimal/Tier 4). The framework laid out the metrics that each 
county was required to meet to advance to the next tier of reopening. It then provided guidance 
on what could reopen and to what degree. Thus, following August 31, 2020, City-led recovery 
efforts took a step even further back in accordance with the Blueprint for a Safer Economy and 
deference to the County’s recovery playbooks. City departments and agencies with recovery 
responsibilities were continuing with their programs as of the writing of this report. 
 
Notable Strength 
❖ The City is to be commended for initiating economic and community recovery efforts early in 

the pandemic. Specifically, the Mayor’s Office took initiative to support businesses and 
residents with planning efforts for returning to work as well as several important economic 
support initiatives. EMD continued the efforts to build-upon the initial planning even though 
they were later superseded by the County and State.  
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Areas for Improvement  
Area for Improvement 8.1.1: As the Local Disaster Recovery Manager, EMD lacked authority and 
strong leadership in the City’s recovery organization. 

Reference(s):  City of Los Angeles COVID-19 Recovery Organization Chart 

City Comprehensive Emergency Operations Plan – Recovery Annex, 2018 

COVID-19 Recovery Presentation, May 6, 2020 

Analysis: The Local Disaster Recovery Manager (LDRM) is supposed to manage and 
coordinate the redevelopment of the community and facilitate the development of a 
post-disaster recovery strategy, among other responsibilities. Per the NDRF, the LDRM is 
a position of authority and vision. While plans envisioned EMD leading the City’s recovery 
efforts and it appeared capable of doing so at the onset of the pandemic, EMD was not 
given the associated authority despite being given the official title. Like other parallel 
activities in the City, this may have again been an instance of “too many cooks in the 
kitchen.” As with the overall response, the Mayor’s Office took on a more direct role in 
recovery than initially envisioned in plans and procedures and then coordinated those 
efforts directly with City departments. In some cases, those efforts were not also 
coordinated with the EOC, EMD, or the LDRM. The addition of the Boston Consulting 
Group may have helped the Mayor’s Office achieve other objectives, but added an 
additional layer of bureaucracy and confusion with regard to the recovery mission of EMD 
and the need to coordinate similar efforts. While it is commendable that the Mayor’s 
Office stepped up to fill a perceived leadership and strategy void, a failure to initially 
define roles and coordinate activities between the Mayor’s Office and EOC recovery 
organization diminished the effectiveness of city-wide recovery planning and the 
coordination of recovery operations across City departments and agencies. Once the 
County and State began issuing recovery plans, the Mayor’s Office and EMD stood down 
their “playbook” and LAC efforts as they were no longer needed. The Mayor’s Office 
continued its efforts on economic recovery by coordinating directly with City departments 
while EMD’s role became obsolete. 

Recommendation:  

1. For future recovery operations, the City should establish a singular Recovery 

Organization with a singular mission and leader⎯the LDRM from an appropriate 
department (e.g., Mayor’s Office, EMD, other). The LDRM should then be 
empowered to facilitate and coordinate all the recovery efforts of the City. 

 
 

8.2. Reconstitution Planning 
The Mayor’s Office initiated a reconstitution planning effort for City departments, agencies, and 
bureaus and in May 2020 instructed EMD to develop a Reconstitution Plan template and 
instructions for its use. As described in the resulting Reconstitution Plan template, the intended 
purpose was:  
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“…[to] be used to outline you [City department’s/agency’s/bureau’s] plan for 
reopening in a staged manner understanding that [the City] will accelerate, slow or 
pause our reopening plans if we see a rise in cases, deaths and other key indicators. 
Describe how you [City department/agency/bureau] will resume operations and 
address staff and customer needs during each stage recognizing resources will be 
constrained as outlined by budget discussions and instructions located in the 
appendix. Please balance the needs, the risks and the safety of your workers and 
customers at every turn and note that this plan will require regular updates as the 
emergency continues and changes. This plan is intended to complement your [City 
department/agency/bureau] Continuity of Operations Plan (COOP).” 

 
The subsequent Reconstitution Plans created by each department captured the impact of COVID-
19 on a given department’s operations, recovery priorities, plans for a phased reopening and the 
return of employees to the workplace, site safety plans, associated staffing plans, and  list of next 
steps or implementation requirements.  
 
In May 2020, EMD established working groups that met weekly with department representatives 
and provided them with the latest information from public health to support reconstitution 
planning efforts. In July 2020, these working groups transitioned to biweekly COVID-19 Safety 

Officer Briefings with department Safety Officers ⎯often Assistant General Managers. As of 
March 2021, Safety Officer Briefings were held every four weeks.  While EMD had no authority 
to compel departments to develop reconstitution plans, most departments willingly participated, 
and it was noted during interviews that reconstitution plan compliance was also a high priority 
for the Mayor’s Office, which may have contributed to the progress.   
 
Departments submitted their completed plans to EMD for review and evaluation, which included 
a multi-review process with representatives from EMD and the Mayor’s Office both serving as 
reviewers to ensure quality control. The Mayor’s Office developed a rubric for structing the 
reviews. Additionally, Disabilities, Access, and Functional Needs (DAFN) specialists from the 
Department on Disability were asked to provide guidance to departments to ensure strategies 
addressed accessibility and worker needs, such as ensuring signage was accessible, and to check 
for compliance with American with Disabilities Act (ADA) requirements. First drafts were due on 
June 5, 2020. The EMD/Mayor’s Office Review was returned on June 12, 2020, with the 
expectation a second draft would be submitted on June 19, 2020. A second round of comments 
were returned on June 26th with the final Reconstitution Plans due on July 3, 2020.  
 
Through the reconstitution planning effort, the Mayor’s Office and EMD encouraged 
departments to reimagine what their department would look like in the new normal post-
pandemic. The vision was to return to full operations with services provided more efficiently with 
more services provide virtually and online on a permanent basis going forward.  
 
Notable Strength 
❖ As articulated by a representative from the Department of Building and Safety (DBS), “the 

reconstitution planning process was useful because it forced [departments] to meet with 
management which ensured they were all on the same page and [identified] what each level 
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of the organization would require.” EMD reportedly provided substantive support and 
guidance in the development of reconstitution plans, particularly being available to answer 
questions from departments as they arose. 
 

8.3. Fiscal Impacts 
The Office of the City Administrative Officer (CAO) was responsible for gathering and classifying 
City COVID-19-related cost information for transmittal to Los Angeles County/Operational Area 
to assist in its efforts to seek federal and state financial recovery assistance. On March 6, 2020, 
the CAO issued the first Inter-Departmental Correspondence (IDC) to the heads of all City 
Departments addressing the need to track COVID-19 expenses and provided guidance on how all 
City Departments should classify costs for activities and supplies attributed to the impacts of 
COVID-19 or their response efforts. Expenditure reports for actual and estimated department 
costs for personnel and expenses were due biweekly.  
 
Based on the data provided by the CAO, the City Controller’s Office maintained a COVID-19 
Spending Tracker on its website (https://lacontroller.org/data-stories-and-
maps/covidspending/). As of this report, the City had accumulated over $1 billion dollars9 in total 
expenses related to its response to the COVID-19 pandemic. COVID-19 related staffing expenses 
totaled $155.8 million ($42.3 million attributed to overtime) and $945.1 million in supplies and 
programs. Monthly spending on COVID-19 peaked in December 2020, with $273.6 million. In 
2021, the average spending per month on COVID-19 had dropped to $34 million.  
 
Key expenses identified included:  

• Nearly $10 million in staffing costs for testing sites, the majority of which ($8.96 million) 
is attributed to LAFD 

• $5.5 million in staffing costs for vaccination sites, the majority of which ($4.9 million) is 
again attributed to LAFD 

• Nearly $65 million in COVID-19 testing supplies 

• $118.6 million on Project Room Key 

• $111.6 million on Emergency Rental Assistance  
 
When the City’s 2020-21 budget was developed at the beginning of COVID-19, the financial 
impacts of the pandemic could not be predicted. On April 19, 2020, Mayor Garcetti announced 
that the economic downturn facing Los Angeles would be more painful than the 2008 recession, 
requiring cuts to government programs and the furlough of thousands of city employees. A plan 
to furlough civilian employees for up to 18 days per year was put in effect from October 11, 2020 
through June 20, 2021.  
 
As noted in the Controller’s March 1, 2021 Revenue Forecast Report Fiscal Years 2021-22, there 
were seven major revenue streams considered economy-sensitive that were significantly 
affected by COVID-19: transit occupancy tax (hotel tax), utility users’ tax, business tax, sales tax, 
property tax, documentary transfer tax, and parking users’ tax. These seven sources of revenue 

 
9 This total does not include the costs borne by the City’s proprietary departments: the Port of Los Angeles, Los 
Angeles World Airports, and the Los Angeles Department of Water and Power. 

https://lacontroller.org/data-stories-and-maps/covidspending/
https://lacontroller.org/data-stories-and-maps/covidspending/
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represented more than 70% of the City’s General Fund revenue. According to the CAO’s 2021-22 
Proposed Budget Presentation to the Budget and Finance Committee, by September 2020 it was 
clear that the City would fall approximately 10% short of its pre-COVID General Fund budget 
estimates.  The General Fund revenues in FY 20-21 were estimated to fall by 3.7% from the prior 
fiscal year, resulting in a $549 million deficit. 
 
To address the budget shortfall, the City Council declared a Fiscal Emergency on September 1, 
2020. The City Council and Mayor developed a budget balancing plan that included:  

• Spending reductions through a hiring freeze, retirement incentives, capital project 
deferrals, and cutting contracts and other expenditures  

• Available federal relief funds  

• City General Fund Reserves 

• Deficit borrowing  

• Labor cost reductions from unpaid days for City workers and deferring compensation 
adjustments  

 
As noted in the CAO’s 2021-22 Proposed Budget cover letter to the City Council, this plan would 
have represented “austerity measures beyond those anyone of us has experienced since the 
Great Recession.” While many of the spending reductions, such as furloughs and retirement 
incentives took effect, the most severe measures had not been deemed necessary as of this 
report. Congress’ American Rescue Plan (ARP) allowed the City to recoup many of the pandemic-
related losses to 2019-20 revenues and allowed the City to not use its General Fund reserves. 
Additionally, the ARP enabled the Mayor to present a FY 21-22 General Fund budget of $7.33 
billion, nearly 10% above the 20-21 Adopted Budget, which allowed the City to weather the 
pandemic, maintain City services, and even plan for many new programs.  
 

8.4. Cost Recovery, Grants, and Aid 
 
Federal Cost Recovery 
According to the FEMA Disaster Financial Management Guide for State, Local & Territorial 
Partners (April 2020): 
 

“Although many government and private sector/nonprofit resources and programs are 
available to help jurisdictions respond and recover, navigating the various eligibility 
requirements and application processes—many of which change frequently—poses 
administrative challenges. Disaster funding or cost reimbursements are often delayed or 
not approved because of incomplete paperwork, missed steps in the process or a lack of 
understanding of the eligibility criteria.” 

 

As mentioned in Section 5.6 - Fiscal Management, the City of Los Angeles has very capable and 
qualified staff to lead it through the obstacle course of FEMA’s Public Assistance process. Early in 
the EOC activation, staff from the CAO provided guidance and instructions to departments on 
how to capture, compile and submit disaster related costs for potential FEMA reimbursement. 
Staff initiated the City’s reimbursement for disaster related costs associated with “Emergency 

Protective Measures”⎯the only category of eligible costs approved by FEMA for the 
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pandemic⎯through FEMA’s Public Assistance Grant Program on March 24, 2020, by registering 
with FEMA’s grant portal and submitting a formal “Request for Public Assistance.” 
 
COVID-19 departmental costs eligible for 100% federal reimbursement submitted to the CAO 
through December 22, 2020, totaled $186,039,745 (actual costs of 190,412,481 will need to be 
reconciled with amendments or during close-out.)10 The City did not submit any claims through 
the California Disaster Assistance Act (CDAA). The twelve projects submitted for reimbursement 
either through the expedited or Streamlined Application Process included:  
 

PROJECT TITLE 
DATE OF 

SUBMISSION 
PERIOD OF TIME FOR COSTS 

TYPE OF 
SUBMISSION 

1. COVID-19 Testing  May 18, 2020 March – July 4, 2020 Expedited Project 

2. COVID-19 Testing Sites April 21, 2021 July 5 – Dec. 19, 2020 Streamlined 
Project 

3. EOC/DOC Expenditures Dec. 18, 2020 March – July 4, 2020 Streamlined 
Project 

4. EOC/DOC Expenditures May 5, 2021 July 5 – Dec. 19, 2020 Streamlined 
Project 

5. Senior Meals – Great 
Plates 

June 5, 2020 March – August 15, 2020 Expedited Project 

6. Los Angeles City College 
Surge Hospital 

April 23, 2020  Expedited Project 

7. Project Room Key Non-
Congregate Sheltering 

March 9, 2021 March – August 15, 2020 Streamlined 
Project 

8. Project Room Key Non-
Congregate Sheltering 

April 1, 2021 August 16 – Dec. 19, 2020 Streamlined 
Project 

9. COVID-19 Food Purchase 
and Distribution 

May 11, 2021 August 16 – Dec. 19, 2020 Streamlined 
Project 

10. COVID-19 Food Purchase 
and Distribution 

June 8, 2021 Dec. 20, 2020 – April 24, 2021 Streamlined 
Project 

11. DSW Food Distribution May 26, 2021 March – Dec. 19, 2020 Streamlined 
Project 

 
Through FEMA’s expedited process, the City initially had to provide only a summary of the costs 
versus all the supporting documentation typically needed to support the costs. Expedited 
projects are then obligated at 50% of eligible costs. Beyond the time of this report, the supporting 
documentation will later be required to recover the remaining costs for the expedited projects. 
Expedited projects allow jurisdictions to have cash flow sooner than if these projects were 
submitted through FEMA’s Streamlined Application Process. FEMA’s Streamlined Application 
Process was created specifically for the COVID-19 event to expedite the determination and 
issuance of financial awards as quickly as possible. 
 
 
 
 

 
10 CAO emails dated July 28, 2021.   
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Even though the expedited projects brought funding into the City coffers more quickly, CAO staff 
said the process created double the amount of work. First a submission for the expedited funding 
was created, then an amendment for cost alignment had to be completed to verify and validate 
the costs. Most of those costs were associated with supplies purchased and programs 
implemented to fight or mitigate the spread of COVID-19. The chart below identifies the 
percentage of costs per expense type submitted for reimbursement. The largest expense type 
was for “contracts” and the smallest expense type was for “equipment.” 
 
Other Grants and Aid 
Other disaster related costs that fell beyond the parameters of “emergency protective measures” 
established by FEMA for Public Assistance reimbursement, were funded through programs such 
as the federal Coronavirus Relief Fund (CRF) created as a result of the Coronavirus Aid, Relief and 
Economic Security Act (CARES) Act. As of the writing of this report, the City had received 
$694,405,323 through CRF. Other aid included the Emergency Renters Assistance Program, 
funded in partnership with the City, State and Federal government, and the California 
Department of Housing and Community Development Project Home Key matching funds which 
were used for Project Room Key in the City. In May, it was announced that the federal American 
Rescue Plan would deliver over $1.3 billion in direct aid to the City of Los Angeles.  
 
Notable Strength 
❖ The Office of the City Administrative Officer (CAO) is to be commended for its proactive, 

detailed and transparent approach to cost tracking and cost recovery. Cost recovery was 
handled successfully by the CAO with guidance and support from the Mayor’s Office, with 
instructive guidance issued to departments as cost reporting requirements evolved. 
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9. Organization, Culture, and Preparedness 
 

Section Introduction 
Organizational challenges are sometimes linked to less tangible root causes resulting from the 
long-term institutionalizing of organizational norms, perceptions, practices, culture, and work 
environments. These things are not easily identified and defined; much less changed. 
Nonetheless, during this review, multiple challenges faced by the City of Los Angeles during its 
COVID-19 activation that were linked back to these organizational and cultural root causes. The 
Society for Human Resource Management (SHRM) defines organizational culture as:  
 

“A culture based on a strongly held and widely shared set of beliefs that are supported by 
strategy and structure. When an organization has a strong culture, three things happen: 
Employees know how top management wants them to respond to any situation, 
employees believe that the expected response is the proper one, and employees know 
that they will be rewarded for demonstrating the organization's values. Employers have 
a vital role in perpetuating a strong culture, starting with recruiting applicants who will 
share the organization's beliefs and thrive in that culture, developing orientation, training 
and performance management programs that outline and reinforce the organization's 
core values, and ensuring that appropriate rewards and recognition go to employees who 
truly embody the values.” 

 
The narratives in this section focus on cultural standards and organizational patterns that 
affected the City’s emergency management response to the COVID-19 pandemic. Some of them 
were intrinsic to specific departments or offices; others were ubiquitous across those 
departments. This section addresses internal and external influences that may have shaped the 
City’s emergency operations, communications, and coordination with partner entities. 
Additionally, it focuses on preparedness efforts that reinforced and enabled some of the cultural 
and organizational values that showed themselves during the response operation.  
 

9.1. Emergency Management Department 
“[The Emergency Management Department] is responsible for providing coordination, 
compliance, assistance, oversight and implementation of all emergency management 
activities, including but not limited to emergency plans, exercises, training, community 
outreach, EOC readiness and response and City recovery operations.”  

                                                                              – City of Los Angeles Emergency Operations Plan 
 
The City of Los Angeles’ level of emergency preparedness and its competence to coordinate 
response and recovery operations is largely dependent on the vitality and capabilities of its 
Emergency Management Department. Due to both internal and external forces, over many years 
EMD had become undervalued and misunderstood, underfunded, and demoralized. The 
pandemic exacerbated many of these challenges, which reflected upon the City’s readiness as 
well as its ability to coordinate an effective and efficient response. It is important to note that 
the opinions expressed in this section are in many cases captured verbatim from those engaged 
in this review. The degree to which the comments are true and accurate was not questioned 
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because more important was what can be learned and implied about the culture and 
environment to which they are symptomatic. 
  
As the next narrative in this section describes, along with others in this report, City leadership 
from across departments, agencies, bureaus and offices did not fully grasp and appreciate the 
purpose and function of emergency management nor the California and federal policies and 
regulations that govern it. Furthermore, the City had not previously experienced the value and 
benefits of a truly mature emergency management program because one had never developed. 
EMD was viewed by many in senior positions as mired by process and bureaucracy, slow to react, 
and lacking creative solutions. Others grew to view EMD’s role, and that of the City EOC, as one 
essentially limited to finding and allocating resources. Their assumptions about the EOC/EMD 
then affected their engagement over the course of the pandemic as described throughout this 
report, rather than recognizing the potential value of emergency management as facilitated by 
an EOC.  
 
Several of EMD’s challenges were cultivated from within. For example, all organizations of any 
decent size or complexity deal with underperforming staff. EMD had become a landing place for 
multiple employees overtly referred to by peers and supervisors as unprofessional. While that 
did not make it unique, a disproportionately large number of underperforming staff as compared 
to the Department’s overall size had ramifications on the performance of the Department as a 
whole. Some of those staff left their positions over the course of the pandemic, which was viewed 
by many as an opportunity for improvement. Whether or not some of those that departed were 
underperforming, the departure of multiple staff, particularly from middle management, to 
either retirements or emergency management positions elsewhere, resulted in a loss of 
institutional knowledge and critical mass that affected morale and capability levels.  
 
Unfortunately, as described by its own staff, EMD was becoming a factionalized and discordant 
work environment. Some examples provided include:  

• There was a general feeling EMD leadership had extensive experience in field-level 
emergency response, community preparedness, and was politically savvy, but lacked 
needed experience in jurisdictional emergency management and coordination across and 
amongst organizations, disciplines, and levels of government. As a result, staff felt a 
disproportionate amount of their time was invested in less fruitful programs while the 
Department’s operational readiness and capability levels suffered. 

• Cliques and rivalries had developed among the small staff, particularly between staff with 
more tenure and those more recent hires. Other rivalries had also developed (e.g., those 
who worked on-site during the pandemic versus those that worked remotely, those that 
had previous EOC activation experience versus those that did not). In general, the 
environment was described as “catty.” 

• The staff described a culture that did not value learning or performance. Staff was not 
encouraged to attend trainings, learn new skills, or test new and innovative ideas. For 
example, some EMD staff had to use the pandemic as an excuse to make operational 
changes they had been pushing for a considerable time.  Staff stated that EMD leadership 
set a poor example by participating in very few trainings and exercises. They expressed 
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that there was a lack of appreciation for training, planning and preparedness in favor of 
other “public relations” motivated causes.  

• EMD staff, particularly more green members, described situations in which they were 
literally shouted at by peers in the EOC during the COVID-19 activation. Regardless of the 
cause, such behavior would likely be considered unprofessional and counter-productive 
in any environment. When they voiced their concerns to EMD leadership, they claimed 
no action was taken. They felt other agencies were allowed to walk over them and they 
were literally left asking “who is defending us?” 

• Several staff felt that only those being groomed for promotion got the best assignments. 
Meanwhile, self-described “high performers” felt they got limited attention while 
challenging employees were appeased. 

• There was a sense that EMD leadership was reactionary to programs witnessed in other 

jurisdictions⎯wanting to mirror items that were getting attention in another 

jurisdiction⎯rather than being proactive with home-grown solutions and ideas proposed 
by EMD’s staff or partners.  

 
The General Manager at the time of the pandemic did not address these employee relations and 
work environment concerns, because they seemed petty and irreparable. Because they were not 
addressed, they festered and negatively impacted morale at EMD and the Department’s 
perception among peer agencies and organizations.  
 
Not all challenges facing EMD came from within. The Department and its mission were 
misunderstood by other City offices, departments, agencies, and bureaus. Some  examples cited 
by stakeholders from within and outside EMD, included:  

• At the time of this report, some officials were pushing for EMD to be absorbed into 
another department by encouraging the Chief of Police or the Fire Chief to accept it into 
the Police or Fire Departments, respectively. This approach fails to understand the 
importance of an independent emergency management agency with comparable 
standing to other public safety agencies capable of fairly facilitating emergency 
operations among all involved agencies, versus under the direction of one. This well 
circulated rumor also left EMD staff demoralized and concerned for their jobs.   

• EMD staff was furloughed along with other non-public safety departments for four days 
in 2021 because of the City’s financial hardship resulting from the pandemic. The other 
public safety agencies were exempt from the City’s furlough requirement. Furthermore, 
the City initially instructed EMD to furlough staff for six days, but EMD was able to 
negotiate it to four. This came at a time when EMD’s staffing levels were at an all-time 
low and on the heels of having just been activated for a year of tireless response 
operations.  

• The two times the Mayor came to the EOC building during the pandemic to conduct press 
conferences, EMD stated that they were not invited to participate in the press 
conferences along with Police and Fire Chiefs, but rather observe.  
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• Since the efforts of the EOC and Mayor’s Office were not fully integrated, EMD’s staff felt 
disenfranchised during the activation. Reinforcing that was a feeling among EMD staff 
that their work was not acknowledged as frequently as the Mayor’s Office, LAPD, LAFD, 
and other departments in speeches/presentations.   

• While it was mentioned the Mayor’s Office of Public Safety was involved in preparedness 
efforts with EMD on a regular basis prior to the pandemic, EMD reported that it felt the 
Mayor himself was not as involved as his predecessors or as much as needed as the City’s 
EOO Director. This was not a feeling shared by the Mayor’s Office which felt the Mayor 
had been sufficiently involved with emergency preparedness considering the other 
demands of his position and that much had occurred within the Mayor’s Office. Perhaps 
limited visibility into the Mayor’s emergency preparedness efforts influenced EMD’s 
perspective.  

• Each City department was required to appoint an Emergency Management Coordinator 
(EMC) to lead the department’s emergency programs and coordinate with EMD. There 
was a perception that historically those positions were often carelessly filled by 
departments to simply meet the staffing requirement, which may have reflected a lack of 
understanding of the importance of emergency-related responsibilities and coordination. 
EMD felt this was reinforced by the challenges they faced when trying to get departments 
to assign, train, and deploy qualified EOC responders during activations such as COVID-
19.  

• It was stated that EMD staff, including its leadership, was not allowed to attend a well-
known emergency management conference and other industry events, but other City 
departments with less of a connection to the field were permitted to attend. 

 
The 2020 budget for EMD was $3.4 million. Only $71,000 of that was dedicated to non-salary 
expenses, including maintaining the resources and technology of an advanced EOC, providing 
meals to EOC responders, etc. A few days of feeding EOC personnel during the pandemic 
exceeded the Department’s annual expense budget. Of the 37 departments/agencies/offices 
identified in the City’s 2020 budget, only six had a budget allocation less than EMD. 
Departments/agencies with comparable budgets in the City of Los Angeles included Cannabis 
Regulation ($4.5 million), Disability ($4.5 million), Ethics Commission ($3.5 million), Public 
Accountability ($3.1 million), and Neighborhood Empowerment ($2.9 million). Many functions 
associated with a more traditional and holistic emergency management agency had been 
piecemealed to other City departments in Los Angeles; to which EMD’s budget could be partly 
attributed. For example, administration of homeland security grants, mitigation and resilience 
programs resided at the Mayor’s Office, cost recovery/reimbursement with the Office of the City 
Administrative Officer, emergency communications/ dispatch with the Fire and Police 
Departments, etc. Most cities in the United States of comparable size have comprehensive 
emergency management departments responsible for a wide range of emergency management 
programs and other associated emergency services; also reflected proportionately in their 
budgets. Regardless of whether a centralized or decentralized approach is better,  EMD’s staff, 
when considering their role with respect to their peers across the Nation, commented that they 
felt the Department’s mission was defined more by “what it does not do than by what it does 
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do.” The City of New York, for example, may be a gold standard for municipal emergency 
management agencies in the United States. It has a staff of nearly 200 and had a 2020 budget of 
$472.8 million. New York City has twice the population of Los Angeles, yet its emergency 
management department has ten times the staff and a budget 139 times that of EMD. The City 
of Seattle, for example, with a population one-fifth the size of Los Angeles, has an emergency 
management office (housed within the City’s Police Department) of comparable size to Los 
Angeles ($3.1 million budget in 2020 and 14 staff). Some additional comparisons are highlighted 
in the table below: 
 

City/Department City Population Budget (2020) Staff 

New York City Emergency Management Agency 8.419 million $472.8 million 200 

Los Angeles Emergency Management 
Department 

3.967 million $3.4 million 30 

Chicago Office of Emergency Management and 
Communications 

2.71 million $69.4 million11 23  

Houston Office of Emergency Management 2.31 million Unknown 16 

City and County of San Francisco Department of 
Emergency Management 

874,961 $117 million 296 

Seattle Emergency Management Office 724,305 $3.1 million 14 

Washington, DC Homeland Security and 
Emergency Management Agency 

692,683 $137 million 136 

 
For years, EMD’s current and former General Managers had been requesting an increase in 
funded positions for the Department. They were denied, including  the 2021/2022 budget year, 
which followed the EOC’s year-long activation for COVID-19. EMD’s most recent General 
Manager had requested one emergency management position for every 40,000 City residents or 
approximately 80 positions. As of this report, EMD had 30 funded positions and only 21 of those 
were filled; seven of them by student interns. The authors of this report are not endorsing a 
specific level of staffing, but it is evident from this review that the current staffing levels are 
insufficient to achieve even EMD’s currently finite mission and certainly too small to create a 
first-rate, holistic emergency management program that one might expect of a hazard-prone, 
world-class metropolis of Los Angeles’ caliber.  
 
Although EMD’s recent history has been defined by organizational challenges, there remained a 
feeling of cautious optimism among the staff. Despite what EMD leadership perceived as a lack 
of support from City Hall, they felt the Department had successfully persevered through the 
pandemic, even achieving several goals along the way. Those in the City that recognized EMD’s 
challenges described the team as “soldiers” who performed valiantly despite fears of safety, 
incredible stress, and a lack of appreciation. Although the Department had lost several valuable 
employees, the remaining staff was feeling confident and excited about the dedicated team that 
remained and for the promise of new employees that may be hired to fill vacated positions. All 
the staff engaged as part of this review felt the Department was entering a rebuilding phase, 
heading in a better direction, and while still low, felt morale was steadily improving. As this report 

 
11 Identifies only the portion of Chicago OEMC’s budget and staffing dedicated to emergency management. 
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was being written, the Mayor of Los Angeles accepted a federal appointment and the EMD 
General Manager retired. It was certain that change was forthcoming, whatever it may be. EMD 
had also garnered a growing number of advocates in other critical departments. Police Chief 
Moore, for example, may have captured the positivity best when he encouraged the City to 
reinvest in EMD and build a fully capable and independent Emergency Management Department. 
 
Notable Strength 
❖ The challenges facing EMD were not the result of any one employee. They were the 

culmination of years of institutional and cultural legacies defining emergency management. 
Nothing in this analysis is to infer any single person is responsible. To the contrary, the entire 
staff of EMD is to be commended for their perseverance despite a very challenging and 
sometimes unrewarding work environment. Throughout the pandemic, most EMD staff were 
driven by a fiduciary obligation to do right by the citizens of Los Angeles. The authors of this 
report hope the staff that remain will help lead EMD and the City’s broader emergency 
management system into a new era.   

 
Areas for Improvement 
Area for Improvement 9.1.1: A prepared and resilient City is dependent on a healthy, 
empowered, resourced, and fully integrated Emergency Management Department.  

Reference(s):  City Budget 

Recruitment Documentation 

Analysis: As Police Chief Moore put it, the “first thing you [need to] do is…reinvest in EMD 
because we've divested.”  It is essential to having a reliable and fully functional emergency 
management capability in the City, not only for the City’s EOC, but for the emergency 
preparedness of all EOO members. As the City emerges from the COVID-19 pandemic and 
a new City and department administration take office, multiple opportunities for 
rebuilding are present. The City should consider the following: 

• The City is encouraged to maintain EMD as a separate and independent 
department. An independent and autonomous emergency management agency 
is the best solution for maintaining an impartial collaborative environment for 
facilitating effective emergency operations across all involved disciplines and 
entities. Likewise, the General Manager and/or EOC Director should report 
directly to the organizational executive (Mayor) during times of crisis.  

• With the support of the City (e.g., Mayor’s Office, Personnel Department) and as 
expeditiously as possible, EMD must fill all currently vacant funded positions with 
qualified and experienced professionals. Recruitment should be open to all 
applicants to ensure they draw the best.   

• EMD must become less dependent on student interns. While its intern program is 
very successful and has drawn many great candidates, including a number that 
went on to full-time positions with the City, the program must be a luxury item 
and not the crutch upon which the department’s staffing levels are dependent. 
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• The EMD GM must foster a healthier work environment and culture amongst 
employees. It should be driven by productivity, accountability, collaboration, 
support, and learning/development.  They must put a stop to the pettiness, 
bickering, and cliques that have developed. Additionally, there must be 
consequences for those that try to reinforce that negative environment. 

• The City should review EMD’s budget in comparison to other large cities and 
appropriate a budget of at least some means greater than the allocation it 
currently receives. The EMD GM should take a leadership role in that process by 
providing a clear vision for the Department tied to metrics. The authors of this 
report are not encouraging a specific amount, but recognize the current budget is 
insufficient to achieve even moderate levels of sustainability, much less success.        

Recommendations: 

1. Per the recommendations in the analysis above, the City should empower EMD by 
confirming its independence and ongoing existence, support executive and staff 
recruitment, and provide better funding. 

2. The GM must work to create a productive, accountable, and collaborative 
environment that values learning/development, creative thinking, and teamwork. 

 
Area for Improvement 9.1.2: A City-wide culture that understands and values emergency 
management would improve the City’s preparedness and resilience.  

Reference(s):  N/A 

Analysis: Changing the City’s culture is an incremental, long-term objective. There are 
thousands of small items that could be changed to move closer to the outcome, but none 
is more influential than the direction set by the Mayor. Since the Mayor values emergency 
management, he should continue to enhance his efforts to demonstrate it through 
greater engagement, visibility, and policy enforcement. The City will follow suit. An 
improved understanding of emergency management among City departments, agencies, 
and bureaus will also benefit the efficiency and effectiveness of the EOO’s emergency 
operations, including its ability to save lives and mitigate suffering and losses. Similarly, 
the City will benefit from an improved appreciation among those departments, agencies, 
and bureaus for emergency management inspired by a fully capable EOC. Additionally, 
there must be consequences for a lack of compliance, which will result in better 
conformity by City departments and agencies with the City’s own emergency 
preparedness rules, not to mention State and federal regulations.  

Recommendations: 

1. Changing the City’s culture would be an intangible and ineffective 
recommendation. A concrete step forward would be for the Mayor (current or 
future) to continue demonstrating his/her understanding and appreciation for 
emergency management through greater engagement, visibility, and policy 
enforcement. 
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Area for Improvement 9.1.3: EMD should make EOC position-specific credentialling for its staff a 
priority.  

Reference(s):   CalOES Position-Specific Credentialling Policies and Section-Specific Task 
Books 

Analysis: Questions regarding the effectiveness and capabilities of EMD and associated 
EOC operations could be partially addressed by ensuring all EMD staff receive position-
specific credentialling from CalOES. It is imperative that EMD staff be competent to 
perform the baseline tasks of all EOC Sections and be the EOC experts among all other 
departments/agencies. Not only is the pursuit of the credential an excellent opportunity 
to receive relevant training and practical experience, but the resulting credential is also a 
way to validate EMD’s capabilities before its skeptics. The higher the degree of 
credentialling personnel receive, the more credible and effective they will become (i.e., 
Type I versus Type II or Type III credentials). This is particularly important as EMD’s role in 

the EOC continues to grow⎯more often than not filling multiple EOC leadership positions 
such as EOC Director/Deputy, Section Coordinators, and Unit Leaders. The ongoing 
experiential requirements of the credentials (real-world or exercise) are also a good 
reason to require regular EOC exercises and activations for incidents of lower magnitude 
to ensure operational readiness. Once credentialled, EMD can effectively staff the EOC 
with personnel who garner the respect of their peers because of their skills and 
experience.  

Recommendation:  

1. Continue obtaining EOC position-specific credentials for all EMD staff. 
 

9.2. Mayor's Office 
During the COVID-19 pandemic, the Mayor exercised his rights and authorities as the Director of 
the EOO and assumed command of the City’s response and recovery associated with the 
pandemic threat (See Section 1.1 - Incident Leadership and Plurality of Effort for more 
information).  The Mayor’s Office and senior City leadership continually noted in interviews that 
this event required innovation and quick action that were skills they felt the Mayor’s Office 
excelled with. The culture of the Mayor’s Office was self-described as motivated, inventive, quick, 
and decisive.  While these skills led to the desired speed and successful implementation in the 
immediate term, the independence of the Mayor’s Office  did little to mature emergency 
preparedness or response capabilities in the City of Los Angeles .   
 
The culture of the Mayor’s Office was self-described as motivated, inventive, quick, and decisive. 
Ultimately, these characteristics helped to shape the response and recovery operation led by the 
Mayor’s Office described throughout this report. That includes being a contributing factor to both 
identified strengths and challenges. Notably, the idea that these characteristics primarily or only 
resided in the Mayor’s Office limited the degree of communications and coordination found in 
other emergency operations. Staff from the Mayor’s Office felt the Office was best positioned 
and had the processes in place to address the implications of the pandemic while other 
departments needed more sweeping changes to manage the global impacts of the pandemic. 
The resulting closed-door decision-making process unintentionally limited visibility into policies 
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until they were made public, which challenged responders tasked with implementation. Although 
unintentional, it also created an adversarial dynamic in which EOC responders felt they may have 
been intentionally knocked back on their heels. Meanwhile, the Mayor’s Office felt by being 
decisive and swift, it was actually reducing the burden on City departments/agencies, but it 
instead left the EOC and City departments clamoring to catch up and find efficient 
implementation strategies once policies were announced. The authors of this report believe the 
Mayor’s Office staff was motivated by honorable intentions, but the unintentional lack of 
transparency exposed the Office to criticism and speculation. 
 
Just as the culture and organizational understanding of EMD shaped its role in the pandemic 
response, the culture of the Mayor’s Office also shaped its engagement. Had the two discussed 
their strengths at the beginning of the activation, or at any time during, they would have likely 
found them to be complementary and needing integration.  
 

9.3. Self-Preservation versus Self-Actualization 
The City of Los Angeles is not unique in that some of its departments and personnel are high-
achieving, hardworking, and undeterred, while others are bureaucratic and less motivated. An 
unintentional outcome of conducting a review such as this, is that it often exposes the unique 
subcultures within an organization’s many elements. For the most part, every City 
department/agency and employee engaged in the City’s emergency management efforts for the 
COVID-19 pandemic stepped up their game during the pandemic; some more than others, but all 
increased their effort above the pre-existing baseline. For that, compliments are to be paid to 
each involved department/agency and its personnel. However, particularly when it came to 
learning from the pandemic experience, it became clearer to this report’s authors where each 
City department/agency fell according to the aforementioned categories.  
 
Some departments/agencies or leadership representatives thereof were forthcoming, self-
reflective and self-aware, took ownership of their entity’s emergency management shortfalls, 
and committed to instituting improvements for future preparedness. An equal number of others 
demonstrated a penchant toward preserving their reputation, diminishing challenges, and 
negating corrective actions. The authors of this report refer to this dichotomy as either favoring 
“self-preservation” or “self-actualization.” In accordance with Maslow’s hierarchy of needs self-
actualization is defined as “the complete realization of one's potential, and the full development 
of one's abilities and appreciation for life.” Because this concept is at the top of the Maslow 
hierarchy of needs, not every person reaches self-actualization and the same is true of 
organizations. Meanwhile self-preservation is “a natural or instinctive tendency to act so as to 
preserve one's own existence.”  
 
While these characteristics had some influence on the City’s management of and response to the 
COVID-19 pandemic, they are likely to have more effect on the City’s preparedness for future 
emergencies. The departments/agencies that are not willing or able to honestly review their 
performance, acknowledge the challenges they faced, and commit to improvement will reduce 
the City’s level of readiness and capabilities for responding to future emergencies. If those 
cultures carry on, there will be future consequences to life/safety and other losses. 
Organizational culture has a significant influence on emergency preparedness and operations. 
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From the Mayor and City Council down, leadership throughout the City should encourage and 
practice a commitment to “self-actualization” as a requirement for fulfilling the City’s obligation 
to the safety, health, and wellbeing of its citizens. 
 

9.4. Emergency Preparedness 
To understand how the City of Los Angeles can position itself to be more prepared for future 
emergency incidents, it is important to confirm that the emergency management program is 
grounded in both the basic tenants of the discipline and has the authority to carry out and enforce 
the mission of disaster response.  
 
The City’s response to emergencies and disasters is structured by the 1980 adoption of a Los 
Angeles Emergency Ordinance creating the City’s multi-agency Emergency Operations 
Organization (EOO). The ordinance was in response to the lessons learned and the response gaps 
identified during the 1971 Sylmar Earthquake. The EOO was organized to lead the City’s 
emergency preparations (planning, training and mitigation), response and recovery operations. 
The Ordinance goes on to describe the duties and responsibilities of departments, boards, 
commissions, and officers of the City of Los Angeles when functioning as part of an emergency 
operation. The City’s Comprehensive Emergency Operations Plan (EOP) was written in 
accordance with Division 8, Chapter 3 of the Los Angeles Administrative Code (LAAC). 
 
At the State level, the City’s emergency management system operates under the auspices of the 

California Emergency Services Act (ESA)⎯California Government Code §8550-8692 (2015). In 
accordance, planning for and the response to disasters by the City of Los Angeles requires the 
use of the Standardized Emergency Management System (SEMS). SEMS was established in 
response to devastating fires in California during the early 1990’s that revealed the states inability 
to provide mutual aid and coordinate operations across disciplines, agencies, jurisdictions, and 
levels of government. Operating within SEMS parameters provides three major benefits: 1) 
coordinated emergency services functions to promote effective and efficient response outcomes, 
2) access to local, regional, and state assistance and resources for large scale disasters under the 
Master Mutual Aid Agreement (MMAA), and 3) eligibility for reimbursement of response related 
costs under California’s Disaster Assistance Act (CDAA) program.  
 
After the terrorist attacks of September 11, 2001, the federal government established the 
National Incident Management System (NIMS), modeled after California’s SEMS. This provided a 
nationally standardized system of emergency management that similarly extended mutual aid 
compacts between states and provided a mechanism of eligibility for federal individual and public 
assistance under a federally declared disaster. 
 
The City of Los Angeles’ SEMS and NIMS compliant plans, training and exercises are key to a 
successful emergency management program and provide the best opportunity for effective 
disaster response and recovery. This section of the report examines the effectiveness of the City’s 
emergency preparedness measures leading up to the COVID-19 activation and whether the 
COVID-19 pandemic was managed according to the City’s EOP and other guidelines.  Viewing 
both the adherence to the EOP and the incident outcomes in light of the challenges posed by the 
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COVID-19 pandemic will provide improvement plan guidance and lessons learned that can 
increase resilience and inform preparations for the City’s next disaster response.    
 
Emergency Plans 
The City’s EOP details the purpose, roles and responsibilities, and operational concepts for 
emergency management and multi-hazard response in the City. According to the EOP, “the City 
EOC serves as the central physical location for the City of Los Angeles’ jurisdictional coordination, 
field command support, and overall incident management. The EOC organization and its 
processes facilitate multi-agency/multi-jurisdictional coordination, policy implementation, 
information management, and resource coordination. These EOC functions support both the 
field response to an incident and assures the Continuity of Operations (COOP) that provides City 
services to the public while in the response and recovery phases of disaster.” During the 
pandemic, all City functions, including those assigned to the EOC were affected. Pandemic health 
risks, restrictions, and policies significantly impacted the way that the EOC and City departments 
functioned compared to prior activations and had significant widespread impacts on the 
population that also affected the traditional response roles of the City. As this report has 
illustrated, the standardized practices detailed in the EOP and associated plans (e.g., EOC 
Procedures Manual) were not followed during the pandemic. This is not to say that the 
divergence was either positive or negative but that previous preparedness efforts had not 
created a suitable foundation for the City to stand during the response to COVID-19. In addition, 
there was a clear indication from the beginning of the activation that EMD’s ability to apply the 
concepts and follow established protocols from these important guidance documents was 
hindered by a plurality of efforts, organizational culture, and an encumbered EMD. Going forward 
and considering the lessons from the COVID-19 pandemic, the EOP must be reviewed alongside 
the “new threat landscape” presented by pandemic incidents and other hazards that have 
regional, national and global repercussions and long-term implications. The EOP should also 
acknowledge and emphasize, that regardless of the threat or hazard, there are basic tenants of 
emergency management presented within the plan that should and can be upheld in any 
situation. The hazard merely “colors” the response and provides variation, but does not create 
entirely new conditions that warrant complete reinvention. 
 
With regard to supporting emergency plans, the Pandemic Annex to the City’s EOP provided little 
guidance in the response to the COVID-19 pandemic. As mentioned in Section 2.1 - Role and 
Functionality of the EOC Planning and Intelligence Section, EMD staff reviewed the Annex and 
found it not applicable as it had been written only through the prism of the City’s experiences 
with the Ebola and Zika viruses. For example, the Annex made no specific reference to critical 
resource acquisition, essential staffing, and provided no other logistical guidance, which turned 
out to be the focus of much of the EOC’s mission during the pandemic. The EMD review 
committee concluded that further update and revision of the City’s Pandemic Annex was 
necessary. The Annex did not go beyond basic pandemic information and the consensus of EMD’s 
review committee was to set it aside and revise the Pandemic Annex in the 2021 plan review 
cycle. EMD attention was then turned to the City’s overarching Continuity of Operations Plan 
(COOP) and Department Emergency Operations Plans (DEOPs). The City’s COOP Plan and the 
DEOPs had no pandemic-specific references. The COOP Pandemic Addendum Template was 
created by EMD in March 2020 after the effects of COVID-19 were already being felt on City 
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operations and reflected through the needs and fears of the people. The Medical Points of 
Dispensing (MPOD) Annex was another planning tool that was not utilized by the Management 
Section when it was considered for possible facilitation of the COVID-19 testing and vaccination 
processes. The Department of Recreation and Parks (RAP) had trained and previously exercised 
the MPOD plan. There may have been alternate strategies that could have been successful during 
this incident, but the time to test and train on new methods and plans is preferably not in the 
middle of the emergency unless existing plans are found to be inadequate, which they were.  
 
At the County-level, the Los Angeles County Operational Area Health and Medical/Zika Virus 
Readiness, Response and Recovery Plan, also provided no substantive guidance that could have 
assisted the City of Los Angeles with a pandemic response that was not associated with Zika. 
Although the Los Angeles County Department of Public Health was the primary agency 
responsible for providing such guidance, there existed no Concept of Operations or template for 
City of Los Angeles use in planning for or responding to a pandemic such as COVID-19.  
 
Training 
Because many new processes were created on the fly during the COVID-19 incident it would be 
unfair to expect that responders would have “prior” training on these tools. However, the 
baseline emergency management training level for EOC responders in general could have been 
deeper. This incident demonstrated a perennial issue in the emergency management 

field⎯departments/agencies responsible for staffing EOC positions do not voluntarily nor 
proactively assign staff to be EOC responders, and when they do, do not then mandate those 
individuals to be prepared for the role by studying relevant plans and procedures, attending 
training, rehearsing the role(s) assigned, and/or job monitoring/position mentoring. In addition, 
the selection of EOC responders is often driven by availability versus the appropriate balance of 
traits and qualifications. The only way to control these factors is to have a mandated EOC 
Responder Certification program approved at the highest level. 
 
The Mayor’s Executive Directives #15 and #17 granted the EMD the authority to determine 
appropriate levels of EOC staffing and establish training (credentialing) requirements. On January 
27, 2020, EMD formally adopted the EOC credentialling standards established by the California 
Governor’s Office of Emergency Services (CalOES). Since 2016, the program had laid  out the 
training, education, and experience necessary to successfully perform in several ICS/EOC 
positions. EMD had previously updated several of its EOC trainings and developed exercise 
offerings to qualify as credential-eligible courses and skill demonstration opportunities. The 
onset of the pandemic activation, however, did not give EOC responders enough time to pursue 
credentialling following EMD’s adoption of the standard.  
 
While EMD had offered training and credentialling support in several areas, including 
encouraging EOC responders to receive the CalOES EOC position-specific credentials,  those 
offerings had been optional for EOC responders versus making them mandatory; including in the 
policy (“Inter-Agency Correspondence”) notifying City departments of the adoption of CalOES’ 
credentialling standards. In cases where EMD had used its authority in accordance with Executive 
Directives, departments had remained non-compliant in the past. For example, a May 12, 2014, 
memorandum from EMD to the City’s Emergency Operations Board (EOB) required each City 
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department/agency assigned a responsibility in the EOC to identify five (5) individuals to fill each 
assigned role. According to EMD, a number of departments had not provided a roster five (5)-
deep for each position it was assigned to fill in the EOC. And while EMD’s memorandum 
referenced available training, it only requested that departments send personnel versus 
establishing a requirement or certification without which personnel would not be authorized to 
staff the EOC.   
 
EMD’s Multi-Year Training and Exercise Plan (MYTEP) included CalOES/Essential Emergency 
Management Concepts Training, EOC Position Training (G611) and Recovery Training. While EMD 
had provided courses associated with the State’s credentialling for City staff and encouraged 
them to become credentialled, the courses and credentialling remained optional as of this report. 
EMD has not pursued or mandated EOC credentialling for all but a few of its own staff and did 
not feel it had the authority to mandate it of other City departments/ agencies/bureaus. These 
factors were evident among all Sections during the EOC activation as the EOC was staffed by 
many newcomers and others with limited to no EOC training or experience.  
 
Exercises 
Pre-event activities that provided City department responders a chance to rehearse functions 
related to a public health emergency scenario were limited to a public health-related terrorism 
Functional Exercise (anthrax) conducted for the EOC in 2015. That FE included exercise objectives 
that addressed key logistical capabilities in line with the realities experienced during the COVID-
19 pandemic. One of the 2015 exercise objectives was to “demonstrate an EOC resource 
management capability that facilitates the identification of resource needs, prioritization of 
competing requests, acquisition of appropriate resources, effective mobilization and tracking, 
and involves effective communications among relevant stakeholders throughout the process.” A 
second key objective of the 2015 exercise was “to effectively demonstrate the activation of the 
Disaster Service Worker (DSW) program.” While it is good that previous exercises touched upon 
pandemic topics, the limited frequency of exercise events (approximately annually) and their 
failure to clearly articulate the effects of global supply shortages still left the City not fully 
prepared for COVID-19.  
 
Notable Strengths 
❖ The City has a robust set of emergency plans and procedures driven by the efforts of EMD. 

While the plans were not always applied during the City’s response to the COVID-19 
pandemic that does not undermine their existing or future value. At minimum, the plans 
provided considerations for shaping the City’s response to the pandemic and helped to define 
roles and responsibilities. Likewise, the planning process alone helped to foster relationships, 
understanding, and build trust, which benefited coordination and communications during the 
incident. As lessons from the City’s COVID-19 experience are integrated into future iterations 
of plans, then they will likely prove substantially more valuable during inevitable future 
emergency responses.       

❖ At the time of this report, EMD had a long-standing and regularly updated MYTEP. The plan 
provided a progressive approach to EMD-sponsored trainings and exercises for the EOC and 
for emergency management among and within departments and agencies in general. 
Working with CalOES, EMD had its pre-existing entry-level EOC courses (EOC 101, 201, 301) 
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and 400-level section-specific advanced courses certified as part of the State’s EOC 
credentialling program, making modifications to the courses for compliance as necessary. 
Those courses along with others created internally and those brought in through third parties 
were integrated into EMD’s MYTEP. While encouraging or mandating participation in 
trainings remains a challenge, EMD has been successfully offering and executing training and 
exercises per it MYTEP as at least optional opportunities for City departments and leadership 
to learn and practice their disaster roles. 

❖ Some responders reported that trainings they received prior to the COVID-19 activation 
provided the foundation they needed to perform their challenging assignments during the 
pandemic. EMD EOC 101, 201, and 301 Training Courses, WebEOC Training, Incident 
Management Training (IMT) Training, and CalOES Public Information Officer (PIO) and social 
media training were among the programs that were credited. In addition, personnel assigned 
to some functions had taken the responsibility to conduct cross-training upon themselves. 
For example, several PIOs interviewed noted that they conducted cross-training with other 
department PIOs as needed. Training and exercises related to disaster roles is key to mission 
success and must continue if emergency preparedness is truly a City priority. 

 
Areas for Improvement 
Area for Improvement 9.4.1: A lack of previous pandemic planning led to the creation of a 
response organization outside of the parameters of the City’s existing EOP and emergency 
management framework.  

Reference(s):   City of Los Angeles Threat and Hazard Identification and Risk Assessment  

  City of Los Angeles Comprehensive Emergency Operations Plan (EOP) 

City of Los Angeles EOC Procedures Manual 

Analysis:  COVID-19 has shown that all communities and government agencies must 
consider the possibility of emerging, catastrophic and systemic disasters in their planning 
process. While no two incidents are exactly the same, there are always common elements 
in emergencies that can be anticipated and preparations that can be made to minimize 
the impacts of disaster on a jurisdiction and its community. 

The City EOP failed to accurately account for a catastrophic emergency that would affect 
virtually every City department simultaneously. In addition, the EOP did not address many 
of the cascading impacts and vulnerabilities that were exposed during the COVID-19 
pandemic. Likewise, it did not address the possibilities presented by a pandemic, nor did 
it address associated topics that affected the functionality of emergency operations (e.g., 
sustained operations, virtual operations, Mayoral lead involvement). The extent to which 
the EOP addressed the pandemic was with a definition and a suggestion that additional 
mutual aid be sought. The EOP needs to be updated and revised to reflect the emergency 
management realities that confronted the City during the pandemic and to be more than 
a boiler-plate document that “checks” a State or Federal preparedness box. 

Recommendations:  

1. Review the City of Los Angeles THIRA and consider the need to perform additional 
risk and disaster resilience assessments to reduce the risk of yet unconsidered 
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hazards such as the pandemic and to identify ways to increase both the ability to 
respond and community resilience as the first step in enhancing other City plans.   

2. Update the City EOP and EOC Procedures Manual to reflect the emergency 
management realities that confronted the City during the COVID-19 pandemic. 

3. Provide awareness training to senior leaders so they know and value the EOC, its 
functions, and the all-hazards concepts of emergency management.  

 
Area for Improvement 9.4.2: A lack of understanding of emergency roles and responsibilities 
among departments/agencies caused a significant learning curve for responders in all EOC 
Sections and contributed to misconceptions and inefficiencies. 

Reference(s):   City of Los Angeles Comprehensive Emergency Operations Plan (EOP) 

   City of Los Angeles Multi-Year Training and Exercise Plan 

Analysis:  The EOP lists 29 City departments with disaster roles and responsibilities and 
details 13 of those with more specificity as members of the Emergency Operations 
Organization (EOO). While these departments must be informed and educated on 
emergency management and incident response, it was clear that they were not the only 
departments impacted by the pandemic.  All 43 City departments, agencies and bureaus 
were affected by the pandemic and will be equally affected by future large-scale disasters 
and should all be informed and educated on emergency management and incident 
response. Beyond being informed, departments must understand the importance of 
contributing to disaster response efforts, resources, and leadership. They must be at least 
versed on the fundamental principles and frameworks that govern emergency 
management and response at the local, state, and federal levels. While EMD has been 
working to achieve this level of education across the City, the pandemic was evidence 
that the City had not yet achieved that objective.   

Where departments understood and embraced their disaster role, there was mission 
success. Nowhere was that more obvious, for example, than with the preparedness and 
performance of the Department of Recreation and Parks (RAP). Regular training in 
Department Operations Center (DOC) functions, mass care and shelter response, 
resource management, and WebEOC proved to be beneficial to the Department’s role in 
the COVID-19 activation. Not only were the RAP responders able to set up and equip 
shelters for the COVID response, but they also supported Cooling Centers, addressed the 
needs of people experiencing homelessness (PEH), and met the needs of other 
simultaneous incident activities throughout 2020.  

Additional training for elected and appointed officials is also necessary to reinforce the 
roles and responsibilities of executive leadership so that the response mission is 
appropriate and guided by collaborative situational awareness and a common operating 
picture. Without the authority and support from the policy level, EMD and EOC leadership 
have no way to effect change and enhance emergency preparedness.  
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Recommendations:  

1. Ensure the revisions to the EOP include a Concept of Operations that addresses 
the roles and responsibilities of all City departments, agencies, and bureaus even 
if the responsibilities are generic across non-EOO members (i.e., internal 
preparedness responsibilities, information sharing, continuity of operations, 
resource management, inter-agency support).  

2. EMD should consider developing an EOC Responder Certification program (a 
phased approach may be appropriate) that includes sufficient, yet realistic, 
standards for plan/procedure familiarity and testing, participation in training, and 
requirements for position shadowing and/or participation in exercises/rehearsals. 

3. Continue to build the MYTEP (or Integrated Preparedness Plan) with additional 
emphasis on multi-level (executives and responders) and inclusive approaches (all 
departments, agencies, and bureaus) to City-wide emergency management 
training. Training should continue to be built out that addresses Los Angeles-
centric emergency management, Information Management Systems (i.e., Veoci), 
Disaster Service Worker programs, EOC section-specific training, GSD/Logistics 
processes, supply chain management, financial tracking and recovery processes, 
joint information system, etc. with training performed by appropriate subject-
matter experts. Likewise, training and exercise events should be inclusive to 
participants that fill vital policy making roles, particularly the Mayor and his/her 
staff. 

4. Conduct regular EOC trainings and exercises with scenarios that involve a remote 
response component, sustained operations, and simultaneous incident 
management.  

 
Area for Improvement 9.4.3: Enforcement of Mayoral emergency preparedness policies is 
necessary to ensure City readiness and resilience. 

Reference(s):   Division 8, Chapter 3 of the Los Angeles Administrative Code (LAAC) 

Mayoral Executive Directive #15 – EMD as the lead agency in emergency 
response and the responsibility of all departments to plan for the 
sustainability of essential personnel and resources. Authorizes necessary 
Training, Exercises and Community Outreach to prepare the City 
Departments and residents. 

Mayoral Executive Directive #16 – Authorization and Parameters of the 
Disaster Service Worker Program (Superseded by E.D. No. 26 – 6/11/2020) 

Mayoral Executive Directive #17 – Requirements for EOC Structure, 
Staffing, Training and Credentialing.  

Mayoral Executive Directive #18 – Adoption of the National Incident 
Management Systems and  NIMS Training requirements and standards. 
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Mayoral Executive Directive #19 – Establishment of the Mayor’s 
Emergency Response Council (MERC) 

Analysis: Much of what the City needs to do to improve and maintain its level of 
emergency preparedness is already codified in City policy through a set of Mayoral 
executive directives. Unfortunately, the policies have not been enforced nor has an audit 
for compliance been conducted with appropriate repercussions for non-compliance. The 
Mayor’s Office has the weight of the Mayor, city code, and executive directives on its side 
to not only authorize appropriate policies, but also enforce them. As Section 9.3 – Self-
Preservation versus Self-Actualization explained, when there is a culture of self-
preservation in some departments/agencies, then more forceful efforts must be made to 
ensure compliance with emergency management policies and expectations. Beyond 
Mayor’s Office involvement, the most plausible way to achieve compliance is to update 
City Administrative Codes to make EOC certification and EMD policies mandatory. Much 
of the City’s emergency operations are still based on City Ordinance 97,600 (Civil Defense 
Disaster Board and Corps) from January 1951, with minor modifications since the 1980s. 
The City is largely operating under emergency codes that should have long been 
superseded by contemporary and generally accepted standards. 

Recommendations:  

1. In collaboration with EMD, the Mayor’s Office should review its emergency 
preparedness executive directives, ensure they meet current needs, and 
determine and implement a strategy for enforcement and compliance.  

2. The City should consider revising LAAC, Division 8, Chapter 3 to include a 
requirement to provide the EMD with a list of 5 individuals and 24-hour contact 
information, updated quarterly, for each position a department/agency is 
assigned to fill in the City EOC. 

3. The City should consider revising LAAC, Division 8, Chapter 3 to authorize EMD to 
develop, implement, and enforce an EOC Responder Certification process, and a 
mandate on all departments/agencies assigned positions in the EOC, to abide by 
said policy. 
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IV. Conclusion 
The COVID-19 pandemic ushered in an era for emergency management without precedent. 
Never before had the City Emergency Operations Center sustained an activation for more than a 
year. Through it all, the quick response and heartfelt effort by City employees to address the 
many unique challenges posed by the pandemic was, and continues to be, impressive. Since 
March 3, 2020, the Mayor’s Office, EMD, and all the individuals staffing the EOC, DOCs/BOCs, the 
Business Operations Center, and emergency management programs across the City, worked 
tirelessly to protect Angelenos. And, as of August 2021, that effort continues. 
 
Broadly speaking, the intent of any after action review is to capture what happened, why it 
happened and how it might be done better in the future. The iterative process of learning from 
past responses better prepares us for the future. Additionally, the process allows us to reflect on 
the successes and the challenges confronted. However, boiling actions down to either strengths 
or areas for improvement can be a vast over-simplification of the complex events that were 
unfolding. And it did not come as a surprise that a City as large and complex as Los Angeles had 
an equally complicated response to the pandemic.  
 
This report detailed many of the efforts associated with the City’s COVID-19 response, but it only 

focused on the City’s emergency management system⎯those structures in place to support field 
operations established to meet the emergency needs of the people and the City’s economy by 
facilitating coordination amongst City departments/agencies and with partner organizations, 
gathering and disseminating information to inform decision-making, acquiring and allocating 
critical resources and personnel, and managing fiscal impacts. This report did not evaluate the 
tactical implementation of the programs and services the emergency management system 
enabled. Additionally, this report only covered the period of time from the start of the pandemic 
through approximately April 2021. As a result, an incredible number of activities and initiatives 
were not captured in this report or were ongoing after its development. For example, the 
vaccination effort across the City was just in its infancy as this report was begun. Although the 
City’s emergency management system had essentially fully evolved by this report’s publication 
date, the system continued to support and enable a massive vaccination rollout, impressive 
public-private partnerships, and efforts to combat the pandemic’s ongoing economic impacts. 
 
The City pursued and implemented a wide range of programs and services designed to ease the 
suffering of citizens, safeguard public health, reduce the spread of the COVID-19 virus, and ease 
the economic impacts left in the pandemic’s wake. Some of the City’s aspirations reached full 
implementation and other efforts that had the best intentions never reached their potential. For 
example, in March 2020, the U.S. Navy Medical Ship Mercy was dispatched to the Port of Los 
Angeles to serve as a “relief valve” for local medical authorities who feared an over-burdened 
health system unable to meet the demand of likely COVID-19 patients. The plan was for the 
Mercy to help treat non-COVID patients. Likewise, the City simultaneously established a mobile 
Federal Field Hospital at the Los Angeles Convention Center with a potential capacity for 1,300+ 
beds with the support of the California National Guard and U.S. Department of Health and Human 

Services. However, the anticipated surge did not hit Los Angeles in the Spring of 2020⎯the Mercy 
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returned to San Diego in May 2020 and the Convention Center medical site never became 
operational. These represent just two of many examples of large undertakings that ultimately 
were not needed, but still required significant effort, time and logistics to bring to fruition; many 
of those facilitated and supported by the City’s emergency management system. 
 
Although this report had a specific focus, it nonetheless compliments the City of Los Angeles on 

its creative and comprehensive planning that appeared⎯for all intents and purposes⎯to have 
been driven by the best interests of the citizens. From City leadership down to every City 
employee, these efforts took an incredible amount of personal commitment, passion, and 
fortitude, which should garner the respect and gratitude of citizens and observers alike.    
 
Beyond the countless hours of dedication, notable cross-cutting areas of strength included: the 
implementation of innovative solutions; increased and nuanced coordination with the private 
sector; inventive and determined efforts to pursue and acquire resources in short supply, 
particularly Personal Protective Equipment (PPE) and sanitation supplies; and the ability to adapt 
to meet these unique challenges all while in-person interaction was limited, and at times, 
prohibited. These efforts cannot be overstated.  
 
As detailed in the report, some of the key recommendations are intended to address the less-
than-optimal coordination amongst and between the Mayor’s Office, EMD, the EOC, City 
departments/agencies, and external stakeholders. Likewise, systemic challenges related to the 
City’s decentralized form of government fueled communications, public information, fiscal, 
health and safety, and reconstitution challenges, among others, which had to be navigated on a 
daily and evolving basis. However, the authors recognize that multiple lines of communication or 
duplications of effort were better than none at all. This was a scenario many never envisioned, 
but lessons from this catastrophic and unexpected incident will hopefully fuel better 
preparedness for future emergencies.  
 
In many cases, it was only with the advantage of hindsight that lessons and alternative 
approaches could be identified. Several lessons had already been identified and action taken to 
address emergency management challenges and improve the City’s readiness for future incidents 
by the time this report was commissioned. An additional impact, and likely benefit, of the 
pandemic response was that many members of the “City family” were introduced to their 
emergency management capabilities (e.g., EOC, DOCs/BOCs) and emergency management 
principles for the first time. This knowledge and exposure will hopefully transform into consistent 
emergency preparedness efforts with active participation from the Mayor’s Office and all City 
departments, agencies, and bureaus.  
 
All in all, the pandemic revealed the need for a capable and fully funded Emergency Management 
Department; one on par with other cities of comparable size and complexity in the United States. 
It is the authors’ hope that by continuing to build on the myriad of strengths identified in this 
report and by addressing the suggested areas for improvement, the City of Los Angeles and its 
Emergency Management Department will be better equipped to address any future catastrophic 
event it faces and thereby safeguard the people, property, environment and economy of an 
exceptional and beloved city.  
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Appendix A: Improvement Plan 
 
The recommendations contained in the body of this report (Section 3: Narratives and Analysis) are the result of both the insights of City 
of Los Angeles staff and partners as well as the independent and external analysis of the CPARS Team. They are the product of a review 
of thousands of documents provided by the City, open-source research, 31 group interview sessions with more than 150 City staff and 
representatives of partner organizations, more than two dozen follow-on email inquiries and one-on-one discussions, a senior leadership 
workshop, and over 100 responses to an after-action survey. The recommendations in this report are presented for the City of Los Angeles’ 
consideration and are not a mandate nor do they compel the City to act. 
 
The recommendations in this report were presented to City’s Emergency Operations Board (EOB), Emergency Management Committee 
(EMC), and EOC Operations Subcommittee. Copies of the report were widely shared with committee/board members and all participants 
involved in this process. This appendix is an optional tool for the City to use in selecting, assigning, and establishing completion milestones 
for corrective actions it chooses to pursue based on this report’s analysis and recommendations. The City may choose to pursue corrective 
actions that mirror the recommendations in this report, it may choose to pursue alternative solutions, it may determine a 
recommendation is either improbable or not a priority and thereby may ignore the recommendation, or it may choose to revisit the topic 
at a later date.  
 
The following Improvement Plan (IP) reflects the corrective actions selected by the City, not the recommendations contained in the body 
of this report. The IP also contains information relevant to the implementation and monitoring of progress related to each corrective 
action as established by the City. As the living element of this report, the IP may be revised by the City in the future to reflect changes in 
strategy, priorities, assignments or timing, as needed. If this template is populated by the City, its corrective actions will be vetted by 
appropriate departments and City leadership. The City may also choose to forgo this template in preference for another tool or system 
used to track corrective actions. If this template remains blank, it does not mean the City has neglected to develop and implement 
corrective actions associated with this report. Whether contained in this IP or elsewhere, the corrective actions selected by the City of Los 

Angeles are intended to improve its preparedness for future emergencies⎯pandemics and any other hazards⎯based on its emergency 
management experiences and lessons from the COVID-19 pandemic activation.  
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Topic 
Issue/Area for 

Improvement 
Corrective Action 

Capability 

Element12 

Responsible 

Unit/Department 

Start 

Date 

Completion 

Date 
1. Policy and Decision-
Making 

1.1.1: The City should reconcile 
with the County the authorities held 
by each entity with respect to 
Public Health emergencies and the 
implementation of Public Health 
orders and interventions. 

     

1.1.2: The City’s preparedness and 
response efforts for public health 
emergencies  did not leverage 
internal City expertise, particularly 
Los Angeles City Health 
Commission. 

     

1.2.1: The Mayor’s Office should 
have been appointed EOC Director 
and assigned all the roles and 
functions in the EOC associated 
with a lead agency per defined 
policies for a “Charlie” activation. 

     

1.2.2: The City’s emergency 
preparedness programs must be 
reviewed and enhanced to better 
address “Charlie” activation 
scenarios and the preparedness of 
departments/agencies that may 
potentially serve as the lead 
agency. 

     

1.2.3: A  more transparent 
approach to policy- and decision-
making by the Mayor and Mayor’s 
Office would have better prepared 
the City’s emergency organization 
to effectively implement the 
resulting policies and would have 
fostered better morale and a 
healthier work environment. 

     

 
12 Capability Elements are: Planning, Organization (Personnel), Equipment, Training, and/or Exercise. 



                         Emergency Operations Activation AAR:  
City of Los Angeles                        COVID-19 Pandemic  

Appendix A: Improvement Plan (IP)                                                        A-3 

Topic 
Issue/Area for 

Improvement 
Corrective Action 

Capability 

Element12 

Responsible 

Unit/Department 

Start 

Date 

Completion 

Date 
1.3.1: The presence, active 
involvement, and encouragement 
of the Management Section in 
EOC processes is critical to an 
effective operation.   

     

1.3.2: Although the EOC’s layout is 
conducive to communications and 
face-to-face coordination, those 
that did not have a full 
understanding of its processes 
(which included many EOC 
responders) allowed the facility’s 
layout to restrict engagement with 
the Management Section. 

     

1.5.1: Informal 
advisors/consultants and personal 
attorneys cannot serve as counsel 
to elected officials of the City of 
Los Angeles (i.e., Mayor, City 
Council) in their official capacity or 
as the attorney for the municipal 
corporation. 

     

2. Information 
Management/Sharing 

2.2.1: EOC meeting agendas and 
notes require more 
standardization, accessibility, and 
organization to ensure consistency 
and actionability. 

     

2.3.1: The EAPs developed for 
Operational Periods associated 
with the pandemic did not include 
sufficient content nor authority to 
drive the EOC’s operations.     

     

3. Communications/ 
Inter-Agency 
Coordination 

3.1.1: Each 
department/agency/bureau has its 
own understanding of the purpose 
and functionality of a DOC/BOC 
and the degree of DOC/BOC 
capabilities varies widely. 
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Topic 
Issue/Area for 

Improvement 
Corrective Action 

Capability 

Element12 

Responsible 

Unit/Department 

Start 

Date 

Completion 

Date 
3.1.2: Sufficient and consistently 
applied best practices for ensuring 
situational awareness and 
facilitating communications during 
virtual EOC operations are needed. 

     

3.2.1: The EOC Liaison Officer 
(LNO) position was not staffed 
during the pandemic activation. 

     

3.2.2: Agency Representatives 
coordinating with the EOC 
sometimes felt as though they 
were operating outside the City’s 
response, lacking clear channels 
for coordination, policy direction, 
resource support.   

     

3.2.3: The role of the Public Health 
Liaison in the EOC was not well 
defined and had not yet been 
integrated into the City’s plans and 
procedures. 

     

3.3.1.: The Business Operations 
Center requires additional 
resources, staffing, and 
relationships if the City desires to 
have an effective public-private 
sector partnership.   

     

4. Incident Support/ 
Consequence 
Management 

4.2.1: In a public health crisis such 
as COVID-19 calls for the 
formation of a Health/Medical Unit 
or Branch in the EOC. 

     

4.3.1: EOC activation protocols for 
“simultaneous incidents” need to 
be defined in plans and 
procedures. 

     

4.4.1: The City should use lessons 
learned from the pandemic and 
ongoing momentum related COOP 
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Topic 
Issue/Area for 

Improvement 
Corrective Action 

Capability 

Element12 

Responsible 

Unit/Department 

Start 

Date 

Completion 

Date 
planning as an opportunity to 
revise its continuity plans to be 
more comprehensive and 
genuinely capable of 
implementation for any hazard. 

5. Resource and Fiscal 
Management 

5.1.1: The lack of previous 
resource management guidance in 
plans, trainings and exercises 
delayed the effective acquisition 
and mobilization of resources. 

     

5.1.2: EOC and department 
personnel exerted pressure on the 
EOC Supply Unit to lobby for and 
prioritize the fulfillment of their 
resource requests. 

     

5.2.1: Departments experienced 
confusion regarding what kind of 
acquisitions need to go through the 
City EOC. 

     

5.2.2: Establish a centralized 
emergency procurement and 
resource fulfillment policy and 
process that provides for critical 
resource prioritization, fiscal 
accountability, tracking and 
visibility from request submission 
through to vendor payment. 

     

5.2.3: A Strategic Supply Chain 
Plan for critical resources would 
help the City avoid supply chain 
failures and dependencies in the 
future. 

     

5.4.1: The current capability level 
of the DSW program is dependent 
upon ongoing and continuous 
exposure through training, 
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Topic 
Issue/Area for 

Improvement 
Corrective Action 

Capability 

Element12 

Responsible 

Unit/Department 

Start 

Date 

Completion 

Date 
exercises, and other familiarization 
activities. 

5.5.1: The City could benefit from 
additional trained F&A Section staff 
to provide more depth for longer 
duration events. 

     

5.5.2: The F&A Section 
Coordinator needs more authority 
to make decisions regarding 
resource requests that do not have 
a funding source identified. 

     

5.6.1: Identifying the funding 
source(s) for each resource 
request before a resource request 
is allowed to be filled slowed down 
the resource ordering process and 
resulted in lost opportunities when 
resources were in short supply. 

     

5.6.2: The administration of the 
Mayor’s Office’s ad-hoc 
Emergency Response Fund 
created another path for acquiring 
resources outside of the EOC 
structure. 

     

5.7.1: Operational leadership of the 
Business Operations Center 
should be permanently assigned to 
either the Mayor’s Office or EMD. 

     

5.7.2: The CONOPS for the 
Business Operations Center was 
outdated and underdeveloped and 
must be revised to reflect 
operational realities. 

     

5.7.3: The BOC duplicated some 
efforts of the EOC Logistics 
Section when it expanded its 
mission to include searching for 

     



                         Emergency Operations Activation AAR:  
City of Los Angeles                        COVID-19 Pandemic  

Appendix A: Improvement Plan (IP)                                                        A-7 

Topic 
Issue/Area for 

Improvement 
Corrective Action 

Capability 

Element12 

Responsible 

Unit/Department 

Start 

Date 

Completion 

Date 
and soliciting critical resources for 
procurement. 

5.8.1: The BOC should maintain 
operational leadership over the 
donations management function. 

     

6. Public Information 6.1.1: The JIS was not utilized as 
effectively as in past City 
emergencies and EOC activations. 

     

6.1.2: There was less participation 
and contribution to the JIC than in 
prior events and it was under-
resourced as many City 
departments opted not to assign 
their PIOs or other representatives. 

     

6.3.1: EMD’s social media 
presence should be clarified across 
the myriad of sites and accounts 
that are maintained. 

     

7. EOC Support 
Systems 

7.1.1: The EMD Duty Officer 
position should not be filled during 
EOC activations, but rather be 
used as the daily emergent 
situational awareness lead as 
described in the City’s plans and 
procedures.   

     

7.1.2: The appointment of EMD 
staff to specialized “task forces” 
should not interfere or replace the 
established functions and protocols 
within EMD for monitoring 
emerging situations and providing 
situational awareness and 
department coordination (i.e., 
rotating Duty Officers and Duty 
Teams). 

     

7.2.1: Based on the momentum 
created by the pandemic 
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Topic 
Issue/Area for 

Improvement 
Corrective Action 

Capability 

Element12 

Responsible 

Unit/Department 

Start 

Date 

Completion 

Date 
activation, the City should consider 
institutionalizing EOC staffing 
approaches that will ensure the 
EOC has access to reliable, 
trained, experienced, and 
consistent EOC responders.     

7.2.2: Consider a review of City 
emergency preparedness efforts 
(e.g., planning, equipping, training, 
and exercising) to consider and 
address the possibility of virtual 
EOC operations (or a hybrid 
virtual/in-person model) in the 
future.   

     

7.3.1: A comprehensive review of 
the City’s information management 
system is needed to facilitate 
increased situational awareness, 
information sharing and 
appropriate access by City 
departments/agencies/bureaus. 

     

7.4.1: A Safety Officer should have 
been responsible for developing a 
safety strategy within the first 
Operational Period for the EOC. 

     

7.5.1: EMD’s annual budget should 
include regular and reliable funding 
for a variety of EOC support 
systems and services, including 
feeding operations, psychological 
support, and technologies for 
ensuring operational effectiveness. 

     

7.6.1:  The general lack of 
understanding by City leadership 
and other departments/agencies of 
what the EOC does contributed to 
a feeling of lack of appreciation felt 
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Topic 
Issue/Area for 

Improvement 
Corrective Action 

Capability 

Element12 

Responsible 

Unit/Department 

Start 

Date 

Completion 

Date 
by many EOC responders over the 
course of the pandemic. 

7.6.2:  Mental health support needs 
to be formalized and staff need to 
be educated on the opportunities 
and resources available. 

     

7.6.3:  Leadership at both EMD 
and the Mayor’s Office could 
improve communications with 
frontline staff in the EOC. 

     

8. Positioning for 
Recovery 

8.1.1: As the Local Disaster 
Recovery Manager, EMD lacked 
authority and strong leadership in 
the City’s recovery organization. 

     

9. Organization, Culture, 
and Preparedness 

9.1.1: A prepared and resilient City 
is dependent on a healthy, 
empowered, resourced, and fully 
integrated Emergency 
Management Department. 

     

9.1.2: A City-wide culture that 
understands and values 
emergency management would 
improve the City’s preparedness 
and resilience. 

     

9.1.3: EMD should make EOC 
position-specific credentialling for 
its staff a priority. 

     

9.4.1: A lack of previous pandemic 
planning led to the creation of a 
response organization outside of 
the parameters of the City’s 
existing EOP and emergency 
management framework. 

     

9.4.2: A lack of understanding of 
emergency roles and 
responsibilities among 
departments/agencies caused a 
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Topic 
Issue/Area for 

Improvement 
Corrective Action 

Capability 

Element12 

Responsible 

Unit/Department 

Start 

Date 

Completion 

Date 
significant learning curve for 
responders in all EOC Sections 
and contributed to misconceptions 
and inefficiencies. 

9.4.3: Enforcement of Mayoral 
emergency preparedness policies 
is necessary to ensure City 
readiness and resilience. 
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Appendix B: Responders Survey Summary 
 
All City EOC and DOC/BOC responders, department Emergency Management Coordinators 
(EMCs), and representatives of partner agencies that were involved in the City’s emergency 
management activation for the COVID-19 pandemic were given an opportunity to respond to a 
survey regarding the effectiveness of the City’s emergency management operations. The survey 
was made available to approximately 250 people and 104 responses were received.  
 
The survey responses were used by the authors of this report to provide perspective into this 
report’s analyses. This appendix is provided to illustrate the aggregate responses to a few survey 
questions for context and to satisfy interest. Some questions posed by the survey allowed for 
narrative responses. Likewise, all survey questions gave respondents an opportunity to provide 
additional narrative feedback. This summary does not include those individual responses as no 
one individual’s comments were considered more important than another’s, however, the 
individual comments and feedback were taken into consideration by the authors of this report. 
The aggregate results of the survey are being shared because they eliminate bias and outliers and 
represent a more accurate picture of the results versus individual comments. As such, the 
following data should be used for anecdotal purposes and should not be used to draw conclusions 
beyond those contained in the official analysis of this report. 
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Appendix C: Insights from Other U.S. Big Cities 
 

During the course of this review, the authors contacted multiple large cities in the United States 
of equivalent size or complexity to the City of Los Angeles in an effort to glean insights from their 
COVID-19 experiences that might benefit the City of Los Angeles’ future emergency 
preparedness. The purpose of the outreach was not to compare or grade the City of Los Angeles’ 
response to, or against that of, any other city; the demographics, economy, geography, politics, 
and laws of each city, including Los Angeles, are unique and inhibit comparison. The purpose of 
information sharing with these other cities had two purposes: 1) to learn about the effective 
practices employed by other jurisdictions during COVID-19 as well as the challenges they 
confronted and actions they took to address those; and 2) to glean from those other experiences 
insights or lessons the City of Los Angeles may wish to consider in developing corrective actions 
associated with this report or for improving its emergency preparedness in general. Out of 
respect for the fellow big cities that were generous with their time and contributions, and 
because this report is not intended to evaluate the COVID-19 responses of these fellow big cities, 
the information below is not attributed to any of the cities that were interviewed. Approximately 
12 questions were posed to each city that accepted the authors’ request for an interview. 
Relevant non-attributed information associated with the answers provided by the fellow big 
cities appears in the tables below. The authors of this report have then identified the possible 
relevance of the answers to the City of Los Angeles for its consideration. This section of the report 
does not bind the City of Los Angeles to any action; the authors merely hope the information is 
informative and beneficial to the City’s growth.  
 
The authors would like to thank the emergency management and public safety departments/ 
agencies of the following cities that accepted the invitation to share experiences and for their 
generosity of spirit, time, insights, and candor in support of the City of Los Angeles: 

Chicago • Denver13 •  Houston • San Francisco • Seattle • Washington, DC 
 

 
 
 
 
 
 
 
 
 
 
 

 
13 The City of Denver was not interviewed as part of this report, but the authors were provided a copy of Denver’s 
COVID-19 Activation After-Action Report by the U.S. Department of Homeland Security.  
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1. What is the status of your emergency management department (e.g., size, role, political 
cache)?  

Responses Relevance/Considerations 

The size of the emergency management 
agency is one emergency manager for 
approximately every 4,900 residents. 

By comparison, Los Angeles EMD has an 
emergency manager-to-population ratio of 
1:130,000 residents. 

The City is an epicenter of commerce, 
entertainment, government, and tourism. It 
faces a wide range of hazards/threats on a 
regular basis, including terrorism, and is well 
funded and equipped from an emergency 
management perspective. 

The City of Los Angeles shares many 
characteristics with this city, however, the 
level of Los Angeles’ emergency 
preparedness may not be as sufficient as this 
other city.  

The emergency management agency houses 
functions addressing all aspects of 
emergency management and homeland 
security, including grants, cost recovery, 
communications, emergency dispatch, and 
emergency medical service coordination, 
among other responsibilities.  

The City of Los Angeles’ emergency 
management functions are dispersed among 
multiple departments and agencies, which 
exposes the City to the possibility of 
duplications or omissions of effort, 
miscommunication, and coordination 
challenges. 

The emergency management agency reports 
to the Mayor and besides being responsible 
for emergency management, is also 
responsible for planning and coordination, 
oversees 9-1-1 dispatch, the jurisdiction’s 3-
1-1 call center and traffic management with 
an EM-specific staff of 15 coordinators and 4 
Managers. 

The Emergency Management Agency 
Director is part of the Mayor’s Cabinet and is 
the Homeland Security Advisor as well as the 
Urban Areas Security Initiative (UASI) 
Administrator. 

The bifurcation of emergency management 
roles across several departments in Los 
Angeles does not contribute to synergy 
across those functions nor a unified front/ 
single voice related to those programs. The 
department is also unable to leverage the 
working relationships that may develop 
through participation in these ancillary roles. 

The EMD General Manager reports to the 
Deputy Mayor for Public Safety versus the 
Mayor directly and may not be considered 
the Mayor’s Homeland Security/Emergency 
Management advisor.  

The emergency management department is 
always understaffed and under resourced, 

Like Los Angeles, this jurisdiction struggled 
with sustained and simultaneous in-person 
(masked and social distanced) and virtual 
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Responses Relevance/Considerations 

but feels it is comparatively better off than 
many other jurisdictions. 

EOC operations. Additional staffing and 
training would improve preparedness and 
reliability.  

Emergency management is an independent 
department reporting directly to the Mayor’s 
Office and has 15 full-time staff members 
and two temporary positions that assist with 
FEMA recovery. 

The independence of the department allows 
it to be an unbiased third-party facilitator 
among elected officials, city departments/ 
agencies, and public safety agencies. The 
department is able to serve as a respected 
moderator among its peers.  

This City has 16 emergency managers in an 
emergency management office that is part a 
larger department: the Mayor’s Office of 
Public Safety and Homeland Security. The 
office reported working very well among all 
city departments, including public health, as 
well as county departments thanks to years 
of relationship building.  

Los Angeles EMD should continue to foster 
positive relationships with internal and 
external partners. Additionally, the city 
should continue to develop its understanding 
of and appreciation for emergency 
management functions.  

 

2. What was the role of your EOC (or emergency management department) over the course 
of the pandemic? 

Responses Relevance/Considerations 

The emergency management agency served 
in its traditional role, guiding the EOC and 
facilitating a modified and unique 
government operation established for 
COVID-19. The EOC provided mission support 
and the entire city operation was facilitated 
by the EOC. 

Within this other city, the functions of the 
EOC were well defined and understanding of 
EOC operations were high throughout the 
city and amongst its leaders. The role of Los 
Angeles’s EOC is less developed and the value 
of the EOC is less understood and leveraged. 

The city had a full (Level I equivalent) in-
person (no virtual operations) EOC Activation 
that remained in-effect until July 2021. The 
city established a jurisdiction COVID 
Command Center (CCC) at a large off-site 
location capable of handling the 
responsibilities of the EOC as well as tactical 
operations. This facilitated effective 
communications and coordination among all 
involved agencies.  

A successful in-person EOC activation was 
possible by following public health protocols. 
By remaining in-person and co-locating all 
incident-related functions together, the 
jurisdiction was able to maintain effective 
coordination. The EOC remained fully 
activated for more than a year in a similar 
fashion to Los Angeles’ EOC. 

The city health department and emergency 
management agency worked hand-in-hand in 
the EOC Planning Section until the health 
department determined it was best to 

Similar to the divergence of the Mayor’s 
Office, County Public Health, and EOC in the 
Los Angeles, this siloed approach to incident 
management was a challenge to policy 
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Responses Relevance/Considerations 

reorganize based on the scope of the 
response and established its own separate 
public health EOC. The primary role of the 
EOC was to enhance and optimize citywide 
coordination.  
 

coordination and the prioritization of 
resources, but there were constant lines of 
communication between the EOC and the 
Public Health EOC. In Los Angeles, there was 
greater policy coordination between the 
Mayor’s Office and County Public Health than 
between the EOC and County Public Health.  

The emergency management roles shifted 
focus as the mission evolved from quarantine 
and isolation housing, feeding and public 
messaging to testing and vaccination 
logistics, which had drastically different 
operational needs. Likewise, these functions 
stressed a system already maintaining many 
other operational responsibilities. 

As in Los Angeles, the responders in this city 
had to work outside their comfort zone on a 
variety of new topics and programs. While 
resources were stressed, the existing 
emergency management system was able to 
adapt to meet the unique response 
requirements presented by COVID-19. 

Initially, the emergency management agency 
activated the EOC at the request and in 
support of city/county departments and their 
efforts to reduce community spread. 

City/county departments recognized the 
importance of the EOC and proactively 
requested its activation to facilitate inter-
agency coordination.  

This City had a very clear sense of its 
responsibilities during the pandemic, 
primarily serving to: a) acquire and allocate 
PPE, b) support vaccine sites established by 
the health department, and c) coordinate 
with the private sector for resources.  

The goals and objectives of this city’s EOC 
operation were clearly delineated in EOC 
Action Plans and amongst EOC responders. 
The EOC reduced “scope creep” by keeping 
the objectives focused to ensure it remained 
in its lane and did not intrude on the 
responsibilities or authorities of any other 
department.    

In the Spring of 2021, the jurisdiction 
established a separate Vaccine Operations 
Center to enable the City EOC to continue to 
operate virtually and fulfill COVID-related 
resource requests. 

Larger tactical operations were allowed to 
establish their own 
branches/divisions/groups/ units under the 
EOC’s umbrella to not take away from the 
EOC’s focus and resources. In a similar 
fashion, Los Angeles’ DOCs/BOCs, the 
Business Operations Center, the Unified 
Homeless Response Center, etc. should 
remain independent, but fall under the 
umbrella of the City EOC during activations. 
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3. What if any differences were there between the COVID-19 activation and past EOC 
activations in your jurisdiction? 

Responses Relevance/Considerations 

The entire Incident Management Team (IMT) 
physically moved to the Health Department 
that had better space for the quantity of staff 
participating in this operation. Seeing the 
insufficient nature of the EOC facility, the 
Mayor authorized money to build a new EOC. 

Physical space can impact operational 
effectiveness. Where improvements to 
physical space can enhance capabilities, then 
investments should be made. On the other 
hand, the purpose/functions of an EOC are 
independent from the facility and can be 
facilitated from any location that supports 
operations (e.g., alternate EOCs, other sites). 

The EOC leadership had to work with an 
antiquated EOC layout that was not 
conducive for a prolonged activation. 

COVID-19 required some modification to 
“usual” practices. Senior level department/ 
agency leadership was integrated into the  
IMT. This was possible as the city used ICS, 
which was scaled to the event. Roles within 
the IMT otherwise remained the same. 
 

The understanding of roles, responsibilities, 
and emergency management concepts may 
have been less developed in Los Angeles, 
particularly among leadership.  ICS and plans 
could have facilitated better integration and 
coordination among departments/offices and 
City leadership. The operation in Los Angeles 
was viewed as something totally new versus 
being seen as an extension of normal 
operations and for having commonalities 
with other disaster response and recovery 
events for which the City could leverage 
existing tools and make adjustments to 
accommodate the differences. 

Senior leaders from across the City 
government serviced in appropriate roles, 
while “typical” EOC staff performed as 
support. EXAMPLE: The Assistant City 
Administrator, who is responsible for 
Acquisitions and Procurement, led that same 
role in EOC. EOC staff directly supported. 

In the City of Los Angeles operation, a lack of 
understanding of the emergency 
management functions did not allow all the 
expertise from across the city to be leveraged 
to service the city as a whole. 

The transition to virtual operations was 
delayed because of a lack of telecommuting 
policy and the need to identify essential staff 
and City services. 

In a similar fashion, Los Angeles had to 
develop policies and determine logistics for 
virtual operations on the fly. Advanced 
planning in these areas can help the City to 
be better prepared for operations requiring 
similar strategies in the future.  

Initially the EOC was also an Incident 
Command Post (ICP) with tactical operations 
and coordination responsibilities. Between 
500-2000 people were assigned to the 

The EOC was able to surge its capabilities to 
meet the demands of the pandemic. The 
application of a true Unified Command 
approach allowed all involved departments 
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Responses Relevance/Considerations 

response and were reporting to the EOC 
under a Unified Command.  

and agencies to work together while 
respecting each other’s separate authorities.   

Leveraging staff in non-traditional roles 
allowed this city to sustain operations and 
support the overall mission. The demands 
and effort needed for the city-wide response 
led to the activation of non-traditional city 
personnel being detailed to the COVID-19 
response effort. For example, the EOC had 
individuals filling ICS roles from city libraries, 
the Department of Special Events and 
Cultural Affairs, and many more. Moreover, 
the emergency management agency 
developed relationships with various local 
and nonprofit organizations throughout the 
response that had not traditionally had 
planning roles. 

Similar to the experience in Los Angeles, the 
duration, scope, and magnitude of the 
activation required Los Angeles to engage 
new stakeholders that had never before been 
involved an emergency. The City’s activation 
of the DSW program was one example. 
Further engagement of these non-traditional 
personnel could have also provided the EOC 
and DOCs/BOCs with surge capacity for non-
technical positions (e.g., scribes, runners).  

The COVID-19 response presented new 
challenges and revealed the need for 
additional planning for extended emergency 
responses. As the activation endured for 
months, the EOC, DOCs, and support 
personnel struggled to balance their 
emergency roles along with their day-to-day 
responsibilities. 

The immediate health concerns and 
sustained operations made this activation 
different. No one expected/planned for 
community spread during a public health 
emergency to affect so large a population. 

Development of effective health and safety 
plans and strategies are essential for not only 
maintaining safety for responders, but also 
reassuring and encouraging responders to 
report for duty.  

The city felt COVID-19 changed everything 
response-related. 

The development of plans and capabilities 
that transcend all hazards are critical for 
effective emergency operations.  

City and county public health messaging was 
not well coordinated and caused confusion 
and a lack of compliance in the community. 

The establishment of a robust, coordinated, 
and inclusive Joint Information System (JIS) is 
an important element of every operation. 
Likewise, success is dependent on each 
agency’s willingness to engage and support 
the JIS. 

COVID-19 overwhelmed sheltering systems 
for persons experiencing homelessness. 
Previous activations focused on mass care 
and housing for displaced populations, but 

Just as in Los Angeles, the challenges of 
protecting and supporting people 
experiencing homelessness became a major 
of operations in other cities. Traditional 
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COVID required a shift to further support PEH 
to safeguard the health and safety of people 
accessing the shelters and to limit the 
community spread of COVID-19. 

approaches to housing and sheltering had 
been adapted for both COVID-safety and the 
needs of this population.  

Simultaneous incidents, including civil unrest,  
winter storms and heat-related emergencies 
were difficult to manage and taxed resources 
even further. 

Pre-planning and training are needed to 
prepare a jurisdiction for the management of 
simultaneous incidents. Weaving the 
concurrent incidents into a single operation 
can be facilitated through ICS.  

The length of the activation and employing a 
hybrid activation were different than in the 
past. Because of the extended activation, the 
city chose a hybrid activation schedule, 
where Team A would report to the EOC on 
Monday, Wednesday, and Friday and Team B 
would report on Tuesday and Thursday. The 
teams would swap days on the following 
week. 

Los Angeles may want to consider similar 
hybrid schedules in the EOC for sustained 
activations. Such scheduling also requires 
exceptional “shift change” capabilities and 
practice.    

 

4. Who had authority over this incident in your jurisdiction (i.e., who was in charge of 
establishing policy and priorities, such as a public health department, elected official, 
etc.)? 

Responses Relevance/Considerations 

The city’s senior executives became the IMT. 
In normal operations the emergency 
management agency or other department 
staff serve in the lead roles. In this event, 
however, city executives led, and emergency 
management staff were direct support. 
 

In a similar fashion, the City’s executive 
became the lead for the response operation, 
but was not integrated into operations like in 
this other city. Additionally, the involvement 
of department heads in daily operations may 
have been necessary at certain times, but did 
not play out in that way. 

The emergency management director was 
the incident commander and the health 
director worked side-by-side.  

In these cities, clear roles and commination 
pathways were a key to success. The 
predefined structure was followed, but was 
customized to the needs of the incident.  This role was shared by the mayor, public 

health direction, and emergency 
management agency director.  

Initially, the mayor and senior executives 
were concerned about who had what 
authorities, but the emergency management 
director had relationships with them over a 
number of years and educated them on how 
the operation would work (i.e., “ICS has it 

While concern was initially expressed in this 
other city, the senior executives rallied 
around the emergency manager and the EOC 
once the process was explained to them. The 
ability to openly communicate, educate each 
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figured out.”). A number of other senior 
executives (Deputy Mayor, Public Works, 
Health Department) all had ICS and 
emergency management experience, so they 
also advocated for the use the EOC/ICS 
process. 

other, and listen is essential among incident 
leadership.  

The public health and emergency 
management agencies coordinated and 
communicated throughout the pandemic. 
They worked together, however there was 
occasional conflict, as health was data driven 
while emergency management was more 
comfortable taking action when less data was 
available. 

The benefits of a Unified Command approach 
facilitated effective decision-making in these 
jurisdictions. While conflicts sometimes 
occurred, an understanding and delineation 
of roles and authorities was clear so 
challenges could be easily addressed in 
conversation.   

The city has two departments that had 
responsibilities and authorities during a 
health emergency (a public health and 
environment department and a public health 
department), but both joined forces in single 
DOC to coordinate their efforts throughout 
the pandemic.  

Authorities were shared between the mayor 
and health department  while collaborating 
with the county executive and county health 
department. 

The public health agency was the lead on all 
decisions public health-related, but required 
implementation support from all City 
departments. Significant conflicts arose 
among some departments regarding which 
would fill what implementation roles. Regular 
meetings were conducted between 
emergency management and the Mayor to 
inform policy decisions. Several “Policy 
Groups” were convened to receive briefings 
in order to stay in the information loop. 

While the health director had the expertise 
and guided the big decisions, the emergency 
management director was in charge of the 
implementation. 

Clear roles and commination pathways were 
a key to success. The existing structure was 
used to facilitate operations.  

The mayor was the “incident commanders” 
advised by the city/county public health 
director. Although public health was front 

Similar to the situation in Los Angeles, a new 
leadership structure was establishing for the 
pandemic. In both cases, the mayors are to 



                         Emergency Operations Activation AAR:  
City of Los Angeles  COVID-19 Pandemic  

Appendix C: Other U.S. Big City Insights C-9 

Responses Relevance/Considerations 

and center, city administration felt that due 
to the potential impact to the city–the mayor 
should lead the response. This complicated 
operations and as the city emergency 
manager had been designated as the lead in 
disaster response. 

be complimented for taking such a direct role 
in leading operations. However, attention to 
transparency, coordination, and 
communications will ensure better 
integration of efforts in the future.  

 

5. Which person/agency was the main spokesperson for the jurisdiction regarding COVID-19 
information? What were the information/guidance sources that informed COVID-related 
policies and messaging in your jurisdiction? 

Responses Relevance/Considerations 

The Mayor leveraged the Policy Group where 
all IMT (senior executive) were present/ 
participated. The health director led city 
policy and had the ear of the mayor.  

Leveraging the entire city and external 
resources to inform policy as well as 
implementation make for a better and more 
efficient operation. 

COVID-19 guidance came from the county 
public health department. 

Clinicians interpreted CDC guidance and then 
provided messaging that was readable and 
relevant. 

The public information function and Joint 
Information Center (JIC) worked very well. 
The JIC activated before the EOC, and an 
outreach team developed a branding 
effort/marketing strategy immediately. The 
JIC created translations, webinars, and other 
resources. 

The establishment of a robust, coordinated, 
and inclusive JIS is an important element of 
every operation. Likewise, success is 
dependent on each agency’s willingness to 
engage and support the JIS. Los Angeles may 
also wish to consider a process for formally 
coordinating and approving messaging 
among key departments and stakeholders.  The City established a multiagency JIC to 

coordinate and generate public information 
in a multitude of mediums. The City also 
established a dedicated COVID-19 hotline, a 
COVID-19 newsletter, and a COVID-19 text 
distribution system.  

The City consolidated all information and 
resources pertaining to COVID-19 into a 
single website called the Coronavirus 
Response Center. This consolidation 
simplified the process of communicating 
information to the public by ending public 
need to access multiple City department 
websites.  
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This City described a well-coordinated 
messaging strategy. The PIOs from public 
works, police, fire, and emergency 
management coordinated on all emergency 
messaging. This process ensured everyone 
shared the same core message, though each 
department could customize the messaging 
for their respective departmental areas of 
interest/concern.  

The emergency management agency and 
other city department public information 
officers were engaged in the EOC’s Joint 
Information Center (JIC). The mayor’s press 
office worked closely with the JIC and 
provided final approval on external 
messaging.  

The public health agency, CDC, mayor’s 
office, and governor’s office (due to close 
ties) developed situational awareness and 
coordinated messaging together. The mayor 
was the face and the messenger of COVID 
information to the public. 

The JIC successfully used a strategist position 
in the EOC as a bridge between the JIC 
manager and EOC leadership. 

 

6. How did your jurisdiction fund procurements and response activities associated with the 
pandemic?  

Responses Relevance/Considerations 

City had a centralized procurement process. 
All procurement was vetted by the 
Operations Section Chief, but also the Cost 
Recovery team, so if it was FEMA eligible, it 
was charged to one code, if it would not be 
reimbursable, then another code was 
selected. No requests were disallowed. The 
only choices were as to what cost-categories 
to pull from. 

Los Angeles counted on departments to fund 
their own efforts. This made it difficult to 
prioritize and make centralized decisions as 
well as challenged consistent documentation. 
Feedback received from FEMA was that the 
centralized procurement made it easy to 
justify expenses as they all went thru the 
same location/process. This expedited cost 
recovery, which began immediately. 

The City established a centralized 
procurement process to acquire response 
resources and agencies were tasked with 
managing their existing funding sources. The 
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emergency management agency also worked 
closely with nongovernmental partners to 
apply for reimbursement of costs associated 
with disaster operations through FEMA’s 
Public Assistance Program. 

Centralized purchasing was instituted early 
on, but each department assumed the costs.  
The Logistics Section would allocate and bill 
each department. Costs were tracked 
through the controller’s office for 
reimbursement. Departments resented that 
they had to use their budgets for what they 
considered health department costs. Once 
budgets were depleted, there was no 
additional funding source. 

Funding and procurement can affect 
individual and department relationships. 
When all departments are affected by an 
incident, a “one city” approach to fiscal 
management may be appropriate if possible.  

The City used a combination of local and 
federal sources to fund COVID-19 response 
activities. The CARES Act funding provided 
the biggest funding source for disaster 
response and recovery in response to the 
COVID-19 pandemic. Departments also had 
access to other funding streams as many 
grant program requirements were waived or 
altered to address the pandemic. 

The global nature of the pandemic clearly 
created a national emergency, but 
jurisdictions must continue to plan for the 
possibility that state or federal funds may not 
be available to support their recovery. The 
City of Los Angeles did a good job of planning 
for many budgetary and operational 
contingencies in the event revenues or 
reimbursement were not realized.  

The city budget covered COVID expenses. 
Cost came out of Department Budgets. The 
City had no “emergency” budget and costs 
were born by individual departments.  Where 
there was a shortfall – private sector 
partnerships were leveraged. Both PPE and 
workforce came from the private sector. 

The value of public-private partnerships 
should not be underrated. When city 
resources were taxed, the public sector could 
be a resource for both personnel and 
supplies. Los Angeles’ LoVLA program was 
built on this concept.   

 

7. What were the biggest challenges faced by your EOC or emergency management 
functions associated with the pandemic and how did you address them? 

Responses Relevance/Considerations 

Mayor’s office transparency and trust were 
an issue. Initiatives were undertaken without 
regard to emergency management input and 
coordination. Some programs fell outside of 
the EOC’s scope, but still required logistical 
support and coordination. 

Strategies for facilitating communications 
and coordination should be followed. A 
willingness to communicate and be 
transparent are necessary cultural traits in 
each involved department.  
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The DSW program did not work as it should 
have. There were issues with job 
classifications, pay scales, and benefits. 
Departments were reticent to allow their 
employees to be utilized. 

The DSW program is a valuable tool as Los 
Angeles learned during the pandemic. The 
program should continue to be fleshed out to 
reach its full potential in future emergencies.  

“Just in Time” training was needed for all 
responders.  

Brief (few minute) trainings or training 
materials can be developed to orient 
emergency personnel to operations and 
processes.   

The lack of a federal response strategy 
hindered city operations as each jurisdiction 
had its own strategy.  

Emergency management can not only 
facilitate coordination within a jurisdiction, 
but also with neighboring jurisdictions and 
other levels of government. A fully capable 
liaison function can be used to support this 
activity.  

The establishment and revision of policy, 
resolutions of policy issues, and critical 
resource decisions. 
 

A defined and understood approach decision-
making and incident authority is critical for 
any activation. If questions arise regarding 
who has authority, then immediate action is 
necessary to bring clarity.  

Multiple EOCs within the city hindered 
response coordination.  
 

A Unified Command operating from a single 
facility supported by department operation 
centers may be a better model. 

The existing Pandemic Annex and associated 
plans were less than useful and did not take 
into consideration sustained operations that 
required virtual operations. 

Based on lessons from the COVID-19 
pandemic, emergency preparedness plans 
can be revised to address the many unique 
responses that occurred and better prepare 
the jurisdiction for future incidents.  

Multiple jurisdictions commented that 
simultaneous incidents, including civil unrest,  
winter storms and heat-related emergencies 
were difficult to manage and taxed resources 
even further. 

Pre-planning and training are needed to 
prepare a jurisdiction for the management of 
simultaneous incidents. Weaving the 
concurrent incidents into a single operation 
can be facilitated through ICS.  
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8. What preparedness activities proved particularly valuable during your response to the 
pandemic (e.g., planning, training, exercising, staffing strategies, credentialing)? 

Responses Relevance/Considerations 

The emergency management agency has 
experience with many activations, so each 
time it activates, it does it the same way; 
from ICS, to setting up charge codes. All staff 
know what to do as they have practiced 
many times on prior large and small events. 

Appropriate funding for EMD in Los Angeles 
would allow for EOC activation and practice 
during even the small events. This regular 
and sometimes low threat experience would 
also begin to teach other departments about 
the functions and operational protocols of 
the EOC, so that when a high impact event 
occurs, staff is practiced and at least knows 
the basics. 

Experienced responders were the best asset 
to address this incident. The plans just did 
not provide the guidance. Responder 
knowledge and experience were key.  

Establishing a cadre of experienced 
responders is essential when plans are 
insufficient or new challenges are presented 
for the first time. 

The city made the most of technology, were 
deliberate in their approach, applied training 
when necessary and supported the EOC and 
other departments’ transitions to virtual 
operations. 

When plans have been developed, systems 
and technologies are used regularly in 
advance of an emergency, and are then 
trained to, they can have a dramatic effect on 
the efficiency of emergency operations.   

A transition was made from tracking 
resources and supply requests with physical 
whiteboards to virtual dashboards, which 
streamlined the procurement process and 
reduced resource order duplication. 

Planning, training, and exercising were 
extremely valuable to the EOC during the 
response to the pandemic. The city maintains 
a pandemic plan and routinely tests the plans 
roles, responsibilities, and assumptions. 
Pandemic elements were also added to a 
mass care functional exercise. 

Emergency preparedness (planning, 
equipping, organizing, training, and 
exercising) tends to pay dividends.  

EOC training with responders and external 
partners had been conducted regularly. 

The Finance/Administration Section already 
had procedures in place and the response 
requirements down to a science. 

Systems and processes were in place to 
handle all City PPE requests use WebEOC for 
resource management.  

This city had a long-standing Public Health 
Emergency Management Liaison. This 

EMD should continue to utilize the public 
health liaison for public health and non-
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position supported health related concerns 
such as mass care and cooling centers. 
Integration into the public health emergency 
organization was seamless because the 
position had existed for a long time.  

public health emergencies and train and 
exercise with the position in all emergency 
situations.  

 

9. What might your jurisdiction (e.g., emergency management program/EOC) do differently 
the next time you are faced with a pandemic or other large-scale disaster? 

Responses Relevance/Considerations 

Develop planning materials to be ready to 
provide to senior executives should they be 
in the situation where each is new to their 
jobs. This material will explain what they 
need to know in an emergency to operate 
within ICS/EOC or under modified 
government operations. 

The engagement and understanding of senior 
management, with the exception of other 
public safety officials, may be lacking in Los 
Angeles and could benefit from a variety of 
training resources. 

The city is now planning annually mandated 
COOP plan updates using lessons learned 
from COVID-19 as this was essentially a big 
COOP activation. 
 

Many disasters cause different aspects of 
COOP to be activated. A realistic review of 
current plans with updates considering 
lessons learned from COVID and further 
considerations of what is possible in other 
events, would benefit the City’s 
preparedness for future responses and is a 
recommendation in this report. 

Emergency management did not get 
recognition due to the lack of awareness of 
what it does. Emergency management in this 
city is mostly known for its 9-1-1 dispatch 
oversight but not the EOC.  

It is important to understand, appreciate, and 
praise emergency programs and personnel 
that are operating at-risk and under taxed 
and tiring conditions.  

The city needs to conduct more research into 
the needs of underserved communities. 

Los Angeles has a relatively robust 
understanding of its communities and 
particularly those that are underserved. The 
City should maintain this level of expertise 
and use it to inform emergency operations.  

Establish an emergency fund and ensure 
funding for emergency management that will 
cover activation costs separate from daily 
operations costs.  

Similar to Los Angeles, the EOC did not have 
a budget for sustained operations or EOC 
feeding. These are necessary budgetary items 
for ensuring and supporting operational 
readiness.  

Establish a unified command operating from 
a single facility supported by department 
operations centers. 

Although the Mayor has absolute authority, 
Los Angeles may benefit from the application 
of a true Unified Command model. 
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Better determine who would lead the event 
and who should be the primarily person or 
department serving as the face of the event. 

Promote enhanced ICS training for all levels 
of employees participating in the response. 

Better prepared responders ensure a more 
effective response and put less demand on 
emergency management programs to 
provide JIT training.  

Establish a single logistics/procurement 
operation. 

In many ways, Los Angeles learned this lesson 
during the pandemic and adapted in 
procurement strategy. The City should 
continue to flesh out its procurement 
practices based on the lessons from COVID-
19. 

The emergency management agency will now 
serve as the “Incident Commander” for 
future incidents.  

The value of emergency management 
departments should not be understated. 
Whether or not the emergency management 
agency is in charge, it should be an 
integrated element of the response 
operation. 

Enhance Emergency Operations Plans and 
policy guidance to anticipate the effects of 
disasters on the workforce and in the 
workplace. 

Once again, emergency preparedness pays 
dividends. 

 

10. Did the COVID-19 pandemic elevate or harm the emergency management discipline in 
your jurisdiction? 

Responses Relevance/Considerations 

The COVID-19 incident elevated the problem-
solving and response partner profile of the 
emergency management agency. The 
emergency management agency now gets 
tasked with many things outside its normal 
scope. 

Emergency management emerged as a 
valuable resource in all fellow big cities that 
were communicated with as part of this 
report. The City of Los Angeles’ EMD still 
requires funding, resourcing, staffing, and 
greater emergency preparedness to reach its 
full potential.   The COVID-19 incident elevated the 

emergency management discipline. No 
incident had ever required this caliber of city-
wide coordination. The pandemic increased 
public and city awareness of emergency 
management. 

It elevated the role of emergency 
management. While some departments were 
aware before COVID-19, many will now say 
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that they understand it. Emergency 
management is now recognized as an all-
hazard planning and response element within 
the city. 
  

This City seemed to be satisfied with the 
emergency management response and that it 
met the expectations of its jurisdiction.   

 

11. Are there other best practices, innovative ideas, or recommendations you would like to 
share regarding your emergency management operations associated with COVID-19? 

Responses 

The city hired investigators to identify underserved populations. Finding under-served 
communities and adapting messaging to them meant that important information reached 
more of the population. 

The JIC created an outreach team and a branding program around COVID-19. Public 
messaging was targeted to particular people, groups, and specific communities. 

Utilized working groups experienced with incident management for input and insight, which 
resulted in faster and better decision-making. 

The Mass Care Plan provided immediate and long-term feeding and housing services. It 
enabled the city to establish five new emergency housing shelters within 10 days. 

Established a City Coronavirus Response Center website as a one-stop-shop. 

Furloughed employees from other departments were identified and reassigned to the EOC. 

Establishment of unique non-congregant sheltering capabilities. The city purchased hotels 
first for quarantine then to house homeless. City provided tiny homes and for unhoused 
populations. 

Vaccination and testing sites were staffed by private sector partners and hosted by 
community colleges. Pop-up vaccination sites were established at sporting events, 
community events, and schools (once vaccines were approved for minors). 

The Fire Department was one of the first in the country to have paramedics approved to 
administer vaccines. The Fire Department focused on long-term care, assisted living, and 
retirement communities to immunize the highest risk demographic. 

This city benefited from a strong supply chain in the private sector that it fostered following a 
previous large disaster. The City benefited from large donations from the private sector.  

Once the immediate response to the pandemic ceased, the city de-activated its EOC and 
transitioned operations to a Long-term Recovery Center (LTRC) beginning in June 2020. 
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