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COUNCIL ITEM NO. 20-0500 - EMERGENCY MANAGEMENT DEPARTMENT 
FURLOUGH IMPLEMENTATION PLAN

Subject:

The City of Los Angeles Emergency Management Department (EMD) is one of the smallest 
emergency management organizations in the nation. The guiding principle is one coordinator 
for every 40,000 residents and EMD’s current staffing capability is one coordinator for every 
210,000 residents. For the current COVID-19 pandemic situation, EMD had to cancel its 9/80 
work schedule and convert to a 5/40 schedule to sustain a 12-hour Level 1 Emergency 
Operations Center (EOC) activation. Even in a non-furlough environment, we are challenged 
to maintain essential emergency response and recovery service levels due to the lack of 
personnel resources. As one of the three public safety agencies along with Police and Fire, 
we have minimum staffing requirements to fulfill our essential duties and missions.

We provide the following furlough implementation plan as directed but emphasize that putting 
this plan into action will jeopardize EMD’s ability to meet its public safety obligations. There 
are services that EMD will have to discontinue to be able to meet the furlough challenge and 
will have to seek mutual aid if the need arises to activate the City’s EOC.

Presently EMD is engaged in an “all hands on deck” response to the COVID-19 pandemic. As 
per our COVID-19 Pandemic Plan Addendum, all of our emergency coordinator positions are 
regarded as essential public safety first responder employees. Our staff provide critical 
leadership and direction for the City’s response and recovery operation in the following areas:

Activation, coordination and management of the City’s EOC which is presently activated 
at Level 1, the highest level

Serve as EOC Director and Deputy Director and staff support 
Serve as Deputy Director of the Business Operations Center (BOC)
Serve as Coordinator of the EOC Planning and Intelligence Section and six support 
functions within that section
Serve as Coordinator of the EOC Operations Section and three support functions within 
the section
Serve as EOC Public Information Officer and Assistant Public Information Officer to 
provide leadership of the EOC Joint Information System which includes emergency 
mass notification (NotifyLA) and management of EOC related social media 

Serve as EOC Recovery Officer and four support positions related to recovery (EMD is 
tasked in the Los Angeles Administrative Code with leadership of Citywide recovery 
and reconstruction.)
Provide support services for management of 24 public shelter sites
Provide logistical coordination of personal protective equipment for City employees
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As part of the 2020-2021 Fiscal Year budget process, EMD has requested exemption from the 
furlough program as a matter of public safety. Should EMD not receive approval for exemption 
from the furlough program, the following implementation plan will go into effect beginning July 
1, 2020, and will run through June 30, 2021.

Emergency Response and Recovery Operations

Implementation of an EMD furlough plan will require us to reduce the days each week where 
staff are present to perform their emergency response and recovery operations roles and will 
render EMD unable to perform its required missions during an EOC activation. We will be 
forced to not staff certain EOC positions or curtail the number of days each week when they 
are staffed.

For the ongoing COVID-19 activation this will risk the operational capability and integrity of the 
EOC. We remain in a Level 1 activation response posture even as we take on a range of full 
time recovery roles related to “re-opening” of City services and private business functions. 
Furloughing our response and recovery staff can be done to achieve a 10% cost reduction as 
directed but the cost to the City in terms of EOC capabilities will be greater than the savings. 
We anticipate a sustained activation of the EOC for COVID-19 with a lengthy recovery process 
and the potential for a flare-up of the virus during the fall as well as the risk of a concurrent 
event such as a brush fire or earthquake.

Emergency Planning, Training & Exercises

EMD provides ongoing Citywide coordination and synchronization of emergency planning, 
training and exercise functions. These service efforts are interrelated and focused on preparing 
the City and its work forces for large scale emergencies and disasters.

EMD administers a comprehensive annual review of the City’s Emergency Operations Plan 
and its various hazard and function specific annexes as required by federal law. Failure to 
maintain these plans will risk the City’s eligibility to apply for and receive federal homeland 
security grant funds. EMD also administers an annual review of Department Emergency Plans 
(DEP) and Continuity of Operations Plans (COOP) including current COVID-19 response and 
recovery plans as directed by the Mayor. Furloughing EMD staff assigned to critical planning 
functions will reduce short term costs but will pose offsetting long term risks especially 
regarding COVID-19 recovery.

Implementation of the furlough plan will also require reducing the number, frequency and scope 
of emergency operations training classes and exercises EMD provides during the year. 
Furlough of EMD staff assigned to these functions will cut costs but will result in a 50% 
reduction in our Citywide training and exercise programs including those related to EOC 
response and recovery efforts. Furloughing staff will require elimination of the annual EOC 
Functional Exercise and other key annual regional training events such as the Defense Support 
to Civil Authority (DSCA) Senior Leaders Seminar

Community Preparedness & Engagement

EMD’s successful Ready Your Los Angeles Neighborhood (RYLAN) program has been 
temporarily suspended due to the current Safer at Home Ordinance. RYLAN is a grass roots 
community training program for Angelenos to learn how to work together with their neighbors
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to prepare and organize their neighborhoods to respond together in that first hour after a 
disaster to reduce injuries, protect property and the environment, and most importantly, to save 
lives.

For the current fiscal year, EMD has completed 141 RYLAN plans, 246 outreach 
events/community engagements, and 70 RYLAN orientations. In order to comply with COVID- 
19 re-opening and recovery protocols, EMD is re-imagining RYLAN as a virtual program for 
residents with plan development transitioning from home in-person meetings to a web-based, 
interactive approach leveraging social media. EMD staff assigned to community outreach and 
engagement are working diligently to make this transition. Furloughing these staff will achieve 
short term cost reductions but will risk our ability to adapt RYLAN to the “new normal.’’ Many 
of our neighborhoods that completed RYLAN plan have reported back to us that the training 
was invaluable in their efforts to deal with COVID-19 where neighbors helped neighbors.

Grant Management

EMD is currently involved in the management and/or implementation of over $2.5 million in 
Homeland Security grant funded projects. This includes involvement in grant applications, 
coordinating and managing meetings, releasing proposals, negotiating and entering into 
contracts and managing grant funds. The reduction of EMD staff support of these efforts will 
directly impact the allocation of grant funds for personnel, and processing of reimbursements 
through the State and Federal agencies; all of which will require an increase in requests for 
grant modifications.

The reduction of staff hours will impact the management and oversight of grant contractors. In 
addition, project schedules and milestones will require a reduced and compacted work 
schedule to accommodate furlough day outages. The reduction in staffing and work hours will 
impact the City's ability to meet its grant obligations, fiscally and operationally, within the 
required performance periods. This will have a direct impact on the City's ability to acquire and 
facilitate future Homeland Security grants.

Summary

Mayor Garcetti’s proposed FY 2020-21 budget for EMD lists reduced services of $339,382 
through the implementation of a department-wide furlough program. Development of such 
program leads to 26 fewer working days for EMD to be consistent with the furlough program 
for other civilian City departments. Fulfilling this requirement presents a significant threat to 
City government because of EMD’s critical leadership responsibilities required for emergency 
response and recovery. Furloughing EMD personnel severely limits our ability to staff and 
sustain EOC activations. Should a major emergency such as an earthquake or major brushfire 
occur, the City will be forced to immediately seek mutual aid through the Emergency 
Management Mutual Aid or Emergency Management Assistance Compact with no guarantee 
of assistance or arrival timeframes.

If you have questions about this memo, please contact me personally at 213-216-6210.

C: Nury Martinez, Council President 
Curren D. Price, Jr., Councilmember
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