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EXECUTIVE SUMMARY

County of Fairfax, COVID-19, Global Coronavirus Pandemic
January 22, 2020 — March 1, 2023

This AAR covers the response to the COVID-19! Global Coronavirus
Pandemic by all agencies in Fairfax County from January 2020 through
December 2021. NOTE: Some data and graphics present the most recent
information available and could include details as current as March 1,
2023.

Response and Recovery

1. Planning — Internal planning operations for response

2. Logistics and Supply Chain Management — Internal supplies and
distribution

3. Government Operations/Operational Coordination — Agency
operational changes and internal coordination

4. County Infrastructure — IT and other functions/equipment used to
change work processes

5. Communications — Internal and external communications

6. Equity

Global Coronavirus Pandemic

In January 2020, Fairfax County began taking action to prepare for the
impacts of the novel coronavirus, COVID-19, which was quickly spreading
throughout the world and would be declared a pandemic by the World
Health Organization just two months later, on March 11, 2020. The
unprecedented nature of this pandemic resulted in historic emergency
response actions taken by jurisdictions across the globe.

The Fairfax County Health Department? Incident Management Team and
the Health Department Operations Center activated in January 2020 to
conduct response efforts. The Fairfax County Emergency Operations
Center was activated in March 2020 to provide a centralized coordination
entity for the county enterprise.

The length of the COVID-19 incident has significantly tested the county’s
emergency response infrastructure as well as the ability of the county to
continue business operations and services to the community. The initial
response phase lasted from January 2020 to June 2020. Emergency

1 COVID-19 is the commonly used acronym for Coronavirus Disease 2019 caused by novel coronavirus SARS-CoV-2.
2 See Appendix 2 for a summary of the Fairfax County Health Department COVID-19 After Action Reports
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declarations, stay-at-home orders, personal protective equipment (PPE)
shortages, continuity operations, and the transition to virtual operations
and telework occurred during this phase. This operational environment
presented many challenges and impacts for the county to manage.

After the first six months, the response transitioned into a steady state
and “new normal” operations from July 2020 to June 2021. In this phase,
the county focused on re-opening paused programs and services,
returning to in-person and hybrid work postures, and responding to the
pandemic's effects. Both internally and externally, multi-agency
coordination and communication were vital in Fairfax County’s response
to COVID-19. County agencies increased their coordination and
collaboration during this disaster while pivoting their operations,
workforce posture, and service delivery to meet the community's needs.
Support to the private sector included a variety of grants to sustain
businesses significantly hampered by pandemic restrictions and
adjustment to permitting and inspection services. Support to residents
encompassed return-to-school support, food donations and distribution,
housing and eviction prevention services, and creative sustainment of
cultural and recreational opportunities. The changing environment
required heightened leadership and decision-making, resulting in many
changes to county policies and programs to keep up with the evolving
disaster. The county also developed new methods of communication to
ensure situational awareness and information sharing, and public
messaging was evident, especially when information changed rapidly,
and the quantity of information was overwhelming.

From July 2021 through December 2021, county operations continued to
settle into the “new normal” operations. The COVID-19 virus continued
to evolve and circulate with new variants causing increases in positive
cases throughout the county. Through 2022 and at this point in 2023, the
county government, businesses, community organizations, and
individuals continue to evaluate, and adjust operations and interactions
based on public health risk assessments.

The Fairfax County declaration will end on March 1, 2023. FEMA
announced in February 2023 that the public health emergency and the
national emergency declaration will end on May 11, 2023.

The long duration of the COVID-19 pandemic response provided a
significant opportunity for Fairfax County to assess what went well and
what can be improved moving forward. Findings in this AAR are organized
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by the following National Response Framework® core capabilities:
Planning, Logistics and Supply Chain Management, Operational
Coordination, Infrastructure, and Operational Communications. A focus
area outside the core capabilities for Equity is also included. These
‘capability focus areas’ provide a framework by which strengths and
areas for improvement were identified, and opportunities and
recommendations were developed. The following outlines a selection of
strengths and areas for improvement identified during the review.

Strengths:

e Implementation of existing plans to support emergency response
operations and continuing county business operations.

e Shift to virtual operations and telework as supported by pre-
existing policies and the flexibility of the county workforce.

e T infrastructure and support for the transition to telework,
including procurement of necessary equipment and systems.

e Regular coordination meetings at various staffing levels and with
county agencies for information sharing and collaboration.

e The creation of the Workforce Protection Group (WFPG) for
collaboration to address staff health and safety and risk
management issues throughout the pandemic.

e Activation of the Joint Information Center (JIC) in support of public
messaging functions.

e The use of translation resources for external communication
ensured messages reached wider audiences in the county.

e Resource sharing and PPE distribution to underserved populations.

e The county worked with several community providers and
partners to help vulnerable community members with their basic
needs including utility, wastewater, housing, and food assistance.
Over 90 million dollars in COVID-19 relief funding was disbursed.

e Food distribution efforts engaged a variety of county and
community agencies and resident volunteers. In addition to
county staff, thousands of volunteer hours were provided to
support food distribution efforts by faith-based, military, business,
and community-based organizations.

e The spectrum of efforts to promote ‘Assistance from a Distance’ to
those who are isolated and need the program most was successful.

3 The federal National Response Framework defines 31 core capabilities that in general must be accomplished in
incident response. https://www.ready.gov/sites/default/files/2019-06/national_response_framework.pdf

FINAL vii FINAL



FINAL FINAL

e The Department of Emergency Management and Security (DEMS)
cost recovery guide provided useful guidance to county agencies
that allowed successful documentation of expenditures and the
pursuit of cost recovery.

Areas for Improvement:

e Addressing COOP planning gaps, such as considerations for long-
term operations, IT resiliency planning, and incorporating COOP
into high-level decision-making processes.

e Adding strategic perspective to policy and decision-making.

e Establishing asset management strategies to support changes in
the workforce environment based on telework.

e Streamlining leadership decision-making and approval processes in
emergencies.

e Promoting understanding of the breadth of support and services
offered by community partners, including the private sector, and
coordinating with these partners.

e Managing the pace of policy and guidance dissemination to support
reception and understanding of changes in how operations are to
be modified.

e Improving agency processes for delivering messages and guidance
to the county workforce, especially those in field operations roles
without regular access to computers and email.

e Managing existing relationships with community organizations and
coordinating interactions with those organizations.

e Adjusting hiring, recruitment, and retention strategies to position
the county to be successful in the workforce environment that has
evolved from COVID-19.

e Reducing variability in how agencies implemented health guidance.
Rapidly changing guidance and details needed to implement
recommendations contributed to this variability.

e Maintaining partnerships with business owners while managing the
effects on the community (i.e., parking, noise, and hours of
operation) was difficult.

Participating For complete listing of participating organizations see Appendix 5
Organizations
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Point of Contact Seamus Mooney, Coordinator

Department of Emergency Management and Security
McConnell Public Safety and Transportation Operations Center
(MPSTOC), 4890 Alliance Drive, Suite 2200

Fairfax, VA 22030

571-350-1000

dems@fairfaxcounty.gov
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1. Introduction

The Fairfax County Board of Supervisors requested an after-action review of Fairfax County’s
comprehensive response to COVID-19. This report is an evaluation of the Department of
Emergency Management and Security (DEMS) coordination of the county emergency response
system and county agency operational effectiveness, not an evaluation of public health decisions
and actions. The intent is to identify areas of success and opportunities for improvement to
enable Fairfax County to better prepare for and respond to future events.

2. History of the COVID-19 Pandemic in Fairfax County

The Fairfax County Health Department (FCHD) is the lead agency for infectious disease
preparedness, monitoring, and response for Fairfax County. In response to the first confirmed
case of COVID-19 in the United States, the FCHD activated its Incident Management Team (IMT)
and the Health Department Operations Center (HDOC) on January 22, 2020, to prepare for
anticipated impacts in the county. Through February and March 2020, COVID-19 cases spread
throughout the country. FCHD and DEMS communicated periodically about activating the DEMS-
managed Emergency Operations Center (EOC) but determined it was unnecessary at that time.
DEMS continued to monitor the expansion of cases across the country and prepared for potential
impacts locally. On March 8, 2020, the first COVID-19 case was confirmed in the Fairfax County
Health District.

On March 12, 2020, Governor Northam declared a State of Emergency in the Commonwealth of
Virginia to continue to prepare and coordinate the response to the potential spread of COVID-
19. The Virginia Emergency Operations Center (VEOC) and the Virginia Emergency Support Team
(VEST) were activated at this time. The following day, on March 13, 2020, President Trump
declared the COVID-19 pandemic to be of sufficient severity and magnitude to warrant a
nationwide emergency declaration for all states, tribes, territories, and the District of Columbia
according to Section 501(b) of the Stafford Act. In response, every level of government—federal,
state, tribal, territorial, and local—engaged in efforts to slow and stop the spread of COVID-19
through a multitude of initiatives, including stay-at-home orders, travel restrictions, use of
personal protective equipment (PPE), and adherence to Centers for Disease Control and
Prevention (CDC) guidelines.

The Fairfax County Board of Supervisors consented to a local emergency declaration effective
March 17, 2020. Fairfax County Public Schools closed indefinitely on March 20, 2020. DEMS
activated the EOC with a partial activation* on March 24, 2020, as government-wide agency
operations started to be impacted. Three days later (March 27, 2020), all Fairfax County
government buildings closed to the public.

4 partial activation provides for activation of select ICS positions that may be or will be engaged in the emergency
situation; generally includes staffing all of the command and general staff positions and includes a robust planning
section. See Section IV.A of the Fairfax County Emergency Operations Plan for more information.
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On March 30, 2020, Governor Northam issued a Stay-at-Home Order, Executive Order 55. By
March 31, 2020, the Virginia Department of Health reported widespread community
transmission across the Commonwealth, and the next day, President Trump signed the Major
Disaster Declaration for the Commonwealth of Virginia.

The effect of COVID-19 on government operations was swift and required an agile response. The
county was challenged to prioritize operational functions and determine how to continue critical
operations. Frequent meetings and communication at all levels of staff throughout the county
were required to support this analysis and decision-making. Information changed extremely
rapidly, and frequent communication was needed to keep everyone up to speed.

By late March, the county encouraged employees who could work from home to telework and
worked extremely hard to provide laptops, connectivity, and systems access to allow employees
to work remotely. Significant segments of the county’s workforce do work that cannot be
accomplished remotely and require an on-site presence. For employees who could not telework,
the county implemented many protective actions to keep employees safe. These measures
included staggered work shifts, temperature screenings, daily health checks, mask requirements,
hand sanitizer distribution, installation of plexiglass, social distancing requirements, and installed
signage with safety reminders. Many human resource policies were established in response to
the evolving work dynamics, addressing telework, training compliance, and leave.

The county’s activation of the EOC provided a central support and coordination organization for
the countywide pandemic response. The county EOC provided Command, Operations (via the
Human Services Branch Director), Planning, Logistics, and Finance/Administration Section
structures for the response and interacted with the HDOC and IMT as the primary Operations
Section structure. The EOC and HDOC collaboration throughout the response as an EOC to IMT
structure provided both strategic and operational approaches to complex problems and the
combined perspectives of emergency management and public health subject-matter experts.

One of the most significant actions from the EOC was the early development of a single point
ordering® (SPO) system to streamline logistics and resource management, including
procurement, prioritization of supplies, and distribution efforts in coordination with the FCHD.
The SPO established a process in which all resource requests for identified PPE items would be
routed and tracked through the EOC using the Request for Assistance (RFA) board on WebEOC,
the crisis information management software system. The roll out of the SPO during the COVID-
19 response was the first of its kind for Fairfax County, and as such there were some hiccups in
the beginning that were quickly resolved to make the process more effective and efficient for use
by all county agencies. This centralized approach to logistics and resource management,
especially given the nationwide PPE shortages and supply chain issues, was a huge success and
enabled adequate PPE and supplies needed to continue county business operations and protect
staff and residents.

5> See Fairfax County Resource Management and Logistics Standard Operating Procedure for the Logistics Single
Point Ordering Policy.
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The EOC also provided significant support for the
overall response structure by managing
countywide coordination calls, tracking costs and
Federal Emergency Management Agency (FEMA)
projects for reimbursement, and developing and
distributing situation reports and EOC Action
Plans, all to ensure documentation, information
sharing, and coordination. EOC coordination calls
allowed county agencies to communicate and
share information and challenges regularly,
further allowing for collaborative problem-solving
and interpretation of information. Additionally, the EOC managed the use of WebEOC and the
COVID-19 dashboard as tools to enhance situational awareness and the common operating
picture.

The COVID-19 pandemic response required a significant increase in public messaging and
communication as federal and state public health and emergency management officials
continued to disseminate information. The nature of the virus and the continuous learning from
the scientific community caused the information to change rapidly. In addition, many sources
created confusion and an overwhelming amount of data for the community to digest. To ensure
the most consistent, accurate, and timely messaging possible, the county activated its Joint
Information Center (JIC). The JIC served as the main group for all county public information and
communications officers to collaborate and coordinate on public messaging. Numerous
messaging channels were used, including the county website, Fairfax Alerts, social media
(including Ready Fairfax Twitter and Facebook), telephone systems, community outreach, hard
copy flyer distribution, etc. Efforts were also in place to ensure cultural and language
considerations, including translation services. This overall communication strategy and use of the
JIC structure served its purpose of ensuring important messages were reaching the widest
audience throughout Fairfax County and that no vulnerable and/or underserved populations
were left uninformed.

Due to the cascading impacts of the COVID-19 pandemic, many human services support aspects
were established to support the community. These included but were not limited to, non-
congregate sheltering, food distribution, donations management, volunteer management, and

; other unmet needs assistance. The non-congregate
sheltering program, called Quarantine, Protection,
Isolation, and Decompression (QPID) hotels, was one of
the most substantial new programs developed during
COVID-19 to support human services needs and reduce
the spread of COVID-19. Through a partnership of
multiple agencies and with local hotels, the county ran six
QPID hotel locations throughout the county for COVID-19
positive, COVID-19-exposed, and high-risk individuals that
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did not have the means to quarantine or isolate themselves. These sheltering efforts included
wrap-around services such as meals, healthcare, and mental health services.

County agencies, non-profit organizations, and community-based partners collaborated to
ensure vulnerable populations received food throughout the county including community food
pantries and county distribution of meals and services such as Meals on Wheels. The county
donations management structure in coordination with Volunteer Fairfax was also leveraged
throughout the pandemic for collecting and distributing PPE and supplies in the community.
While PPE was the primary donation solicited, there were also basic hygiene items donated to
support underserved populations and their increased needs as a result of the impacts from
COVID-19. In addition, a Volunteer Reception Center (VRC) was utilized to support staffing for
vaccination clinics. These human service functions, along with the QPID sheltering efforts, were
critical in supporting the needs of Fairfax County residents beyond the typical pandemic response
functions.

Throughout this time, the Department of Economic Initiatives (DEI) worked in collaboration with
various county agencies and workgroups to support the private sector. Small businesses and non-
profits were supported through the Small Business COVID-19 Recovery Microloan Fund, RISE
grants, Non-profit Sustainability Grants, and the PIVOT small business recovery grant program,
which DEI oversaw. Support was given to employment by implementing a job match program
that moved employees without work to other agencies with surging demands. This program
allowed the county to retain employees.

On May 15, 2020, Governor Northam outlined the phases to ease the state out of temporary
COVID-19 restrictions in the “Forward Virginia” plan. Even as other parts of the state relaxed
restrictions, Northern Virginia remained under the highest restrictions until early June 2020. It
was not until July 1, 2020, when Governor Northam issued Executive Order 67 and Order of Public
Health Emergency Seven that allowed Virginia to enter the third phase of the “Forward Virginia”
plan. Most restrictions loosened in Fairfax County.

After re-opening efforts, the county’s elevated response posture was gradually scaled back to
match the situation. The EOC was operational in response to the COVID-19 pandemic disaster for
56 operational periods, with an operational period lasting one week. The final EOC Action Plan
concluded on May 14, 2021. This signaled a change from the partial activation level maintained
throughout the pandemic to the typical daily monitoring that DEMS conducts.

Although the EOC activation ceased, DEMS and other agencies involved in the EOC structure
continued to coordinate and support the ongoing re-opening efforts. DEMS maintained the SPO
for logistics and resource management needs that arose as re-opening vaccine clinics and
returning to normal business operations continued. Despite the re-opening efforts, the impacts
of COVID-19 continue to effect residents, especially those in underserved populations. To address
the various needs created by the disaster, the county continued non-congregate sheltering and
other human services, including some QPID hotels, for the quarantine and isolation needs of the
community. Many of these services and programs developed specifically for the response are still
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being sustained to address issues that remain and unmet needs within the Fairfax County
population.

Along with disaster response and recovery programs continuing, the county continues to focus
more on establishing the “new normal” and the resumption of county business operations that
were paused or modified during the pandemic. Telework schedules were modified to bring the
workforce back to the office for a percentage of the week. Many agencies started returning
programs and services that could not be delivered during the response.

Facilities were also gradually re-opened to the county workforce and the public where it was
deemed appropriate and safe. In addition, the hybrid approach to program delivery and business
operations was also utilized throughout many county agencies to ensure the continued success
and efficiency of those operations. The Department of Information Technology (DIT) remains in
a key role in enabling these hybrid approaches' success to internal and external meetings and
other operations.

Executive Order 79 expired July 1, 2021, ending the state of emergency in the Commonwealth of
Virginia. The Fairfax County declaration remained in effect and re-opening efforts continued, with
in-person services becoming available in most government buildings. CDC guidelines continued
to be observed. COVID-19 variants continued to evolve, and public health measures were
adjusted as needed. At the end of December 2021, Fairfax County updated policies for isolation
and quarantine, shortening periods and allowing those who were exposed or infected to return
to work sooner while still maintaining a safe workplace with masking and social distancing.

DEMS led the county-wide financial recovery effort related to the pandemic. COVID-19 related
funding is the highest dollar amount of federal funding the county has ever managed. The existing
cost recovery process was used to track the almost $700 million in funding (received to date)
from the federal government. Cost recovery work has continued into 2023.

On February 9, 2023, FEMA announced the public health emergency and the national emergency
declaration will end on May 11, 2023. All eligible costs under the FEMA disaster declarations will
continue to be eligible until May 11, 2023. Based on this knowledge, Fairfax County will end the
local declaration on March 1, 2023.
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3. Incident Timeline

The timeline on the following page highlights major actions, issues, and requests identified from
the available documentation generated during the COVID-19 pandemic. A comprehensive
incident timeline is provided in Appendix 4. The events are derived from event logs, situation
reports, staff briefings, and email alerts and have been selected because they demonstrate the
significant issues that the county was dealing with throughout the pandemic.
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Case

First
presumptive
positive
COVID-19 case
identified in
Fairfax Health
District.

3/9/2020

Activation

Joint
Informatio
Center
activates.

3/13/2020

n

Closure

All Fairfax
County public
facilities are
closed to
in-person
operations.

3/20/2020

January 2020 - March 2023

Services

Economic Development

Authority
began accepting
applications for

eligible grants for

CARES Act
supplemental
funds.

5/7/2020

Response
First COVID
vaccination
administered
by Fairfax
County.

12/24/2020

FINAL

Response

Community
Vaccination
Center (CVC) at
Tysons Corner
Mall opens.
Operations in
partnership with
VDEM.

4/18/2021

Notification

All Executive
Orders imposing
CoVID-19
restrictions are
either expired or
terminated.

7/1/2021

Case

Presentation of
AAR #1 findings
to the Public
Safety
Committee.

3/1/2022

Declaration

Fairfax County
terminates the
Declaration of
Local
Emergency for
COVID-19.

3/1/2023

1/22/2020 3/12/2020
Activation Declaration
Health Governor
Department Northam signs
Incident Emergency
Management Declaration
Team for the
activates. Commonwealth
of Virginia.
i Activation 1% Notification
ase # Declaration

*I, Closure

FINAL

3/14/2020

Activation
EOC opens at
partial
activation.

3/30/2020

Declaration

Governor
issues a
Stay-at-Home
order.

9/25/2020

Response

Infectious
Disease
Preparedness
and Response
Plan (IDPRP)
enacted.

4/18/2021

Response

Vaccinating
group Phase Ib
- All Virginians
16 and older
eligible for the
CovID-19
Vaccine.

5/14/2021 7/13/2021
Response Response
The final EOC The Board directs
Action Plan the County
concluded. Executive to
conduct a

comprehensive
review of the
County's response
to the COVID-19
pandemic.

9/13/2022

Case

Presentation of
AAR #2
findings

to the Public
Safety
Committee.
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4. Perspectives from the Deputy County Executives, the Chief Financial
Officer, and the Chief Equity Officer

The Deputy County Executives, the Chief Financial Officer, and the Chief Equity Officer were
asked to share their perspectives on the COVID-19 response efforts from their departments and
agencies. They were asked to describe working through the response, assessing impacts,
prioritizing essential government work, and serving county residents as the pandemic unfolded
and evolved. Their viewpoints on what worked well and what could be improved to better
respond in future emergencies are provided in this section.
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HEALTH, HOUSING
AND HUMAN
SERVICES

Health Department

Department of Family
Services

Fairfax-Falls Church
Community Services
Board

Department of
Neighborhood and
Community Services

Department of Housing
and Community
Development

Fairfax County Public
Library

Fairfax County Park
Authority

Juvenile and Domestic
Relations District Court

FINAL

Summary of the Health and, Housing and Human
Services COVID-19 Response

Highlights

The COVID-19 pandemic created unprecedented health, social,
and economic impacts for county residents, which the Health
and Human Services (HHS) system addressed through cross-
agency coordination and partnerships with community
providers. Community providers played an instrumental role in
the HHS response, distributing almost $90 million in COVID-19
relief funding for food, rent, and utility assistance to residents.

When county buildings closed to the public, HHS agencies
quickly pivoted to an “Assistance from a Distance” model for
service delivery. Center-based programming was reimagined
with virtual recreation, social, and enrichment activities for
youth, families, and older adults. HHS agencies also developed
new programs to address community needs, including the
Supporting Return to Schools program for Fairfax County Public
Schools students during distance learning as well as a food
pantry delivery program that provided food to residents who
had no transportation or were quarantined.

The HHS system was responsive to emerging needs by
redeploying staff whose work locations or programs
temporarily closed to other jobs such as contact tracing and
food distribution. In addition, staff demonstrated adaptability
by continually learning and implementing new and changing
federal and state policy guidance for service delivery.

Significant Operational Improvements

Collaboration among HHS agencies and community
partners has been essential during the pandemic. The
Community Provider Strategy Team® (CPST) was
established for county agencies and community
providers to meet regularly to strengthen
coordination, share information, identify emerging
needs, and address challenges. In addition, the Board
of Supervisors and senior leadership were kept
updated on service and programmatic changes in HHS
agencies through recurring COVID-19 Fairfax County
HHS Updates.

6 Originally called the Community Provider Coordination Team
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Numerous COVID-19 data dashboards were developed to keep the community informed about
case information, vaccination rates, and outbreaks. The Quarantine, Protection, Isolation, and
Decompression (QPID) program was created and provided hotel rooms to individuals who tested
positive, were exposed to the virus, or were high-risk and did not have the ability to quarantine
or isolate appropriately without intervention. The HHS system made data-informed decisions to
establish COVID-19 testing and vaccine clinics in areas with the greatest need.

The call volume for emergency basic needs and public assistance increased exponentially during
the pandemic. HHS implemented enhanced technology solutions to address these concerns,
including the upgrade of phone technology to allow for callers to request a call-back instead of
remaining on hold, as well as the launching of a landlord portal for accessing rental assistance on
behalf of the tenant. Additionally, clients could apply for public assistance online or by phone.
Many processes put in place to access services while county buildings were closed have been
beneficial to residents and have continued to be available even after buildings reopened to the
public.

Challenges

With the pandemic’s dynamic nature, challenges in the HHS system were inevitable. There was
an exponential demand for emergency basic needs and public assistance, coupled with
constantly changing federal and state policy guidance around eligibility, waivers, and flexibilities.
Agencies had to navigate those issues with staff absences and vacancies due to pandemic leave,
quarantine, and attrition. Additionally, the digital divide created challenges in serving residents
who did not have access or the ability to use the internet. Although there has been significant
COVID-19 relief funding to assist residents, there have been barriers in disseminating information
to some community residents about how to access assistance programs.

During the current stage of the pandemic, HHS agencies are seeing increased mental health and
substance use treatment needs. In addition, inflation and rising housing costs are impacting all
households but disproportionately affecting vulnerable residents. The HHS system will continue
using a coordinated approach to address emerging needs in the community to ensure a resilient
future for all residents.

The Health Department, as the lead agency for pandemic response in Fairfax County,
experienced significant impacts and challenges in its nearly three-year response to the
pandemic. A separate after-action process focuses on Health Department impacts, strengths,
and areas for improvement. Appendix 2 of this document provides the high-level findings of the
Health Department’s after-action process.
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SAFETY AND SECURITY

Police Department

Fire and Rescue
Department

FINAL

Summary of the Safety and Security
COVID-19 Response

Highlights
The COVID-19 pandemic had one of the most significant
impacts on our community and public safety team that we have

seen to date. In the face of initial uncertainty about COVID and
the adversities all public safety faced, our front-line first
responders, uniform and civilian staff, and volunteers worked
tirelessly to protect our community.

Department of
Emergency Management
and Security

Department of Public

Safety Communications
Ultimately, the mitigation of COVID-19 was positively managed

with the collaboration of all county agencies. Front-line
personnel ultimately put themselves at the most risk to deliver
services to our community, and they did so without hesitation.
First responders had to consider themselves, their families, and
the public they cared for. Unfortunately, our public safety team lost two members during the
pandemic, and we will never forget them and the other county employees and community
members who lost their lives.

Department of Animal
Sheltering

Significant Operational Improvements
Public safety agencies created significant improvements, both community-based and internally
focused, to enhance responses and assist with service delivery.

The Police Department (FCPD) changed several external service delivery models to maximize
technology resources while maintaining service delivery. The expanded utilization of the Citizen
Reporting System (CRS) allowed calls for service to be reported without an officer responding to
the scene for incidents when deemed appropriate. FCPD also increased the number of crisis
intervention trained (CIT) officers to help meet the increased demand for mental health services.

The Fire and Rescue Department (FRD) collaborated
with the Health Department to vaccinate
homebound community members through in-
home services to help keep our at-risk populations
safe. FRD also implemented new building
inspection processes to meet the needs of our
business community. An electronic submission
process for building plans was developed to
continue promoting the growth and expansion of
business and industry within the county.
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The Department of Animal Sheltering saw an increased demand for services with a dramatic
pandemic-related rise in pet adoptions. They transitioned to virtual services, including virtual
appointments, to meet the increased demands.

Agencies collaborated in a synergistic manner to help each other and assist in the overall county
response to the pandemic.

The Department of Emergency Management and Security (DEMS) provided overall coordination
for the countywide response which resulted in 56 operational periods. They worked closely with
the Health Department to manage the countywide community response. DEMS also worked with
the Department of Purchasing and Materials Management (DPMM) to ensure personal
protective equipment (PPE) was available for all our front-line workers.

The Sheriff’s Office developed housing strategies to minimize the spread of COVID-19 at the Adult
Detention Center.

The Department of Public Safety Communications split its resources between the primary
dispatch center and the alternate center to minimize the spread of COVID-19 throughout the
workforce, which could have reduced available staff and their ability to manage 911 emergencies.

The Public Safety Occupational Health Center (PSOHC) was responsible for providing
vaccinations. Ultimately, they provided 7000 vaccines to help protect our public safety team.

Challenges

Staffing shortages plagued every agency, and public safety agencies were not immune to this.
Fewer first responders were available for the increased calls for service. Despite these staffing
challenges, everyone worked to fulfill their mission with minimal service delivery impacts.
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PLANNING AND
DEVELOPMENT

Department of Public

Works and Environmental

Services

Department of Planning
and Development

Department of
Transportation

Department of Code

Compliance

Department of Economic
Initiatives

Land Development
Services

Office of Environmental
and Energy Coordination

FINAL

Summary of the Planning and Development
COVID-19 Response

Highlights

The COVID-19 pandemic posed severe and unprecedented
public service challenges as well as economic challenges for our
local businesses. The planning and development departments
responded swiftly and effectively to ensure that the needs of
the public continued to be met.

When county buildings closed to the public, most departments
were able to shift to teleworking and provide customer services
electronically and via phone. However, essential front-line
workers, such as those in the Department of Public Works and
Environmental Services (DPWES) Solid Waste and Sewage
Treatment Divisions, were not able to telework. Instead, they
continued the county’s Mission Essential Functions (MEFs) in
person by following strict safety protocols (masking, social
distancing, sanitation procedures, etc.). Nearly 65% of DPWES
employees continued to work in person.

Public meetings, essential for continued land use review and
approval, were swiftly shifted to a virtual format. On the

economic front, the Department of Economic Initiatives (DEI)
worked closely with the Board of Supervisors to develop new programs to address business
challenges, including the RISE grant (Relief Initiative to Support Employers) and PIVOT grant
programs, which provided millions of dollars in grant funding to keep businesses solvent.

Significant Operational Improvements
Throughout the pandemic, the staff exhibited agile responses and innovative approaches to
meeting the needs of the public. A major example of this was the immediate transition to 100%
electronic permitting in Land Development Services (LDS) and most of the Department of
Planning & Development’s (DPD) services. Prior to COVID, LDS and DPD had an in-person
Customer and Technical Service Center (CTSC) in
the Herrity Building, where in-person transactions
were handled and permits issued (approximately
70,000 each year). In place of the CTSC, a new call
center was established, named the Customer
Experience Team (CET). Staff was reassigned to
address the significant increase in customer
qgueries answered via phone, email, or MS Teams.
Most building inspections were performed
virtually with the inspector using apps such as
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FaceTime, Zoom or Microsoft Teams; the inspector would direct the customer where to point the
camera and what they needed to see. In instances where internet connectivity would not allow
this, customers were directed to videotape their construction work and send it to LDS for review.
An Emergency Ordinance was prepared by LDS and DPD staff and approved by the Board of
Supervisors to allow restaurants, fitness centers, etc., to operate using safe social distancing, such
as outdoor dining for restaurants.

Fairfax County Department of Transportation (FCDOT) quickly addressed the needs of the
customers of the Connector Bus. Bus fares were suspended, bus protocols enforced
(masking/social distancing), and bus routing adjusted due to reduced service, which was later
restored.

The swift shift to virtual meetings allowed public officials, staff, and the public to continue their
normal meeting protocols and to participate in a productive and uninterrupted format—more
people engaged in virtual meetings than they had in person. Land use cases, transportation
matters, etc., moved forward in timely manner through the Board of Supervisors, Planning
Commission, Board of Zoning Appeals, and other boards and commissions.

Challenges

Given the pandemic’s swift origin and subsequent closure of county buildings, challenges in all
departments were inevitable. Many customers required extensive assistance from staff to help
navigate the online permitting system in both LDS and DPD — and to some extent, DCC. The CET
served as an essential tool in keeping land use and building permit reviews and approvals
processed in a timely manner. DPWES implemented staggered work shifts, restricted or limited
public access to facilities, altered times of operation for Solid Waste public drop-offs, etc. in order
for staff to continue to work in person. All the Planning and Development departments have
continued to work cooperatively and innovatively to meet ever-changing challenges.
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ADMINISTRATION

Facilities Management
Department

Department of Cable and
Consumer Services

Department of Human
Resources

Office of Human Rights
and Equity Programs

Department of
Information Technology

Office of Public Affairs

Department of Vehicle
Services

FINAL

Summary of the Fairfax County Government
Administration Team COVID-19 Response

Highlights

The COVID-19 pandemic created unprecedented health, social,
and economic impacts for county residents and for county
employees. The pandemic required immediate changes in how
Fairfax County conducts business, and county leadership made
it clear the county would remain open, and residents would still
have high expectations of their government that needed to be
met. The departments within the Deputy County Executive
(DCE) administration area were essential to pivoting, adapting,
and providing the infrastructure, flexibility, and support for the
county to continue normal business operations and provide
essential services to the community.

Administrative teams from each department were responsible
for supporting the Board of Supervisors and all boards,
authorities, and commissions in pivoting to virtual meetings

and ensuring the essential function of governance was
uninterrupted; providing clear and concise communication to
residents and employees in various formats and in ways that
were relevant to the public health crisis; providing communication and guidance on how to
navigate and access programs and services; responding to mandated changes in policy and
process based on federal and state mandates; providing IT infrastructure, devices, virtual
platforms, dashboards and apps to track and respond to public health related requirements and
support for the transition to virtual, maximized telework and hybrid operations; ensuring that
employees received the necessary information to address staff health, safety and risk
management throughout the pandemic; and providing tools, information and flexibility for
employees to safely continue operations and service delivery to the community.

Government Relations

Administration team departments collaborated and developed innovative, flexible programs and
new approaches to adapt to ever-changing circumstances, created guidelines and procedures to
ensure safe options for employees in the workplace, and implemented the necessary
infrastructure for maximum flexibility. They focused on opportunities to increase safety and help
alleviate uncertainty during a very uncertain time while laying the foundation to provide the
essential support required to ensure continuity of operations.

Significant Operational Improvements

Changes made during the pandemic have the potential to reset expectations for future
operations and the path forward. For example, the implementation of new IT applications, such
as Microsoft Teams, Zscaler, and DocuSign, and the transition from desktops to laptops in support
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of the county’s transition to remote work and a more mobile workforce have permanently
changed the way that we approach work.

During the pandemic, collaboration among agencies has been essential. As we strategically chart
our course of action downward from the pandemic, workloads continue to increase and the
collaboration, support, and leadership from administration team departments is an essential
component to ensure the policy, guidance, technology, and systems are in place to be successful
in meeting these demands. Enterprise agility requires the organization to shift and address new
ways of working that seamlessly incorporate the lessons learned from the pandemic while
cultivating a culture that embraces new business models and effectively adapts to change.

Challenges

With the pandemic’s dynamic nature, challenges were inevitable. From the start, it was clear that
the pandemic would impact mental health and overall well-being. LiveWell, benefits and
Organizational Development and Training (OD&T) rose to the occasion, creatively providing
support and resources to help us cope with this new reality. OD&T’s continued focus was on
resiliency, grit, and adaptability. In line with these themes, they developed and offered courses
on resiliency, outward mindset, generational differences, conflict resolution, customer service,
and civility in the workplace.

With counseling services in high demand, LiveWell contracted with the Cigna Employee
Assistance Program to provide free onsite telephonic or virtual confidential sessions with two
behavioral health therapists dedicated to Fairfax County employees for 40 hours a week. This
was in addition to promoting the regular use of EAP. These supports continue to be necessary as
we are tracking increased instances of employee complaints based on the mental and emotional
health stressors that all employees have been operating under as they have balanced work and
life challenges over the last two years. In addition, the county continues to adjust hiring,
recruitment, and retention strategies to position the county to be successful in the workforce
environment that has evolved from COVID-19.

During the current stage of the pandemic, we are seeing increased challenges in recruiting and
retaining staff and are working to adapt our toolkit to provide compensation, and other HR
strategies and solutions to effectively position the county to adapt and respond to this challenge.
In addition, we are constantly monitoring and adapting to the impact of inflation, increasing fuel
costs, and supply chain challenges on our ability to respond to our normal operational
requirements as well as new priorities. The administrative team will continue to support our
agency partners through communication, partnerships, and seeking solutions to address
organizational and community needs to ensure that Fairfax County Government remains
adaptable, resilient, and accessible.

We celebrate our successes over the past couple of years, and more importantly, looking back
allows us to determine course corrections as we move forward.
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I — Summary of the Financial Agencies
FINANCE COVID-19 Response
Highlights
Department of The county’s financial agencies were responsible for helping to
Management and Budget steer the county through uncertain economic waters while
Department of Finance ensuring that front-line employees had access to resources

necessary to combat the pandemic in the community, both
through direct public health efforts and support initiatives for
residents who may be suffering financially.

Department of Tax
Administration

Retirement

Administration Agency While Health Department nurses were vaccinating residents,
staff in the Coordinated Services Planning (CSP) group in the
Department of Neighborhood and Community Services (NCS)
were taking calls from residents needing food, utility, or rental
assistance. The Department of Economic Initiatives (DEI) was
Office of Internal Audit establishing programs to assist businesses negatively impacted
by the pandemic. The county’s financial agencies were working
behind the scenes to streamline processes and provide added
flexibility to ensure that new programs and initiatives could be implemented quickly and
effectively. The Department of Procurement and Material Management (DPMM) helped manage
the emergency procurement process to ensure that agencies were quickly able to access services
and supplies to adequately respond to the pandemic, including personal protective equipment
and disinfectants. The Department of Management and Budget (DMB) ensured that
appropriations were in place so as not to hold up potential purchases of needed supplies, as some
items were difficult to procure, and worked with -

agencies to secure stimulus funds to support these
new initiatives. The Department of Finance (DOF)
quickly worked to establish controls to allow
agencies to implement digital authorizations on
financial documents, given the increased use of
teleworking. The Department of Tax Administration
(DTA) provided considerable flexibility to taxpayers
who may have been struggling because of the
pandemic by implementing delayed payment
deadlines and reducing late payment penalties.

Department of
Procurement and
Material Management

As additional stimulus funds continue to be received, and with eligibility deadlines extending for
several years, it is anticipated that much of the work the county’s financial agencies have
embarked upon since the start of the pandemic will continue for some time. Staff continue to
work with the Board of Supervisors to allocate stimulus funds, with recommended uses focused
more on long-term economic recovery than pure public health response. Budget
recommendations continue to be made considering the pandemic's impact on residents,
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particularly those in areas that have been disproportionately impacted. Programs initially
implemented utilizing stimulus funds are being built into the county’s baseline budget to prevent
reliance upon one-time dollars for recurring expenses. Overall, the county’s financial health has
shown tremendous resilience and strength throughout the pandemic, bolstered by solid financial
policies and prudent decisions by the Board and county leadership. It is anticipated that the
county’s response to any future events resulting in similar economic uncertainties will be well-
informed by the lessons learned during the pandemic and will be met with the same flexibility,
creativity, and resolve by county staff.

Significant Operational Improvements

In the spring of 2020, the county began receiving federal and state stimulus funds to help
augment local funding for the pandemic response. To date, funding provided to the county totals
over $700 million, with each individual award maintaining its own spending guidance and
reporting requirements. Management of these funds has required a thorough knowledge of
these specific guidelines to weave funds together to maximize funding sources. Since April 2020,
staff from DMB, DOF, DPMM, DEMS, and the County Attorney’s office have met regularly to
discuss the status of various awards, processes to allocate funds based on agency and Board
requests, spending year-to-date and documentation requirements, and ongoing collaboration
with front-line agencies. This tremendous effort has resulted in the successful implementation of
several programs critical to the success of the county’s pandemic response, including contact
tracing, vaccination, and other public health programs; basic needs assistance for residents and
shelter support for the county’s homeless population; grants to non-profits and businesses hurt
by the pandemic; and technology and equipment required for the transition to teleworking and
virtual meetings. As many of these programs involved the distribution of funds to support
residents and businesses, staff from Internal Audit were welcomed to examine procedures and
ensure that resources were dispersed appropriately. Staff established regular communications
with the Board of Supervisors and developed a model by which both staff and the Board could
recommend initiatives for stimulus funding, allowing the county to react quickly to changing
circumstances while keeping elected officials involved and informed. This model will certainly be
utilized in the future, if appropriate when the application for and utilization of outside funds
requires quick actions not typically accommodated by the county’s normal processes.

Challenges

In addition to the management of new resources provided to assist with the pandemic response,
DMB staff were responsible for ensuring that projections for the county’s typical revenue streams
were accurate and that the county’s budget was aligned with the new economic outlook.
Following the release of the County Executive’s FY 2021 Advertised Budget in February 2020,
which included significant investments in several county priorities based on anticipated revenue
growth, the staff went back to rework and release a new proposal in April. This new budget
significantly curtailed new investments and assumed flat revenue based on anticipated declines
in a few revenue categories, offset by increases in Real Estate assessments that had already been
established as of January earlier in the year. Additionally, recognizing how the pandemic was
negatively impacting residents, as unemployment rates increased, proposed tax and fee
increases were eliminated, and fees were reduced where possible. To be able to quickly adapt to
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potential revenue changes, as the trajectory of the pandemic was uncertain, staff added a new
Mid-Year Review process to provide an opportunity for the budgetary adjustments to be made
to ensure that the budget remained in line with current projections.
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CHIEF EQUITY OFFICER

The Chief Equity Officer
provides overall
management of the One
Fairfax strategic
framework by serving as
the county’s racial and
social equity liaison,
engaging stakeholders
and partners, and
advising and supporting
the Board of Supervisors,
executive leadership and
department Leadership in
shaping and directing
policy and practice to
create equitable
opportunity for all Fairfax
County residents.

FINAL

Summary of the One Fairfax Central Team COVID-19
Response

Highlights

The One Fairfax Central Team leveraged the experiences and
insights of the community and worked collaboratively with
county agencies to develop tools and strategies to foster more
inclusive communication and community engagement and to
support the consideration of equity in county planning and
decision-making. An overarching equity strategy to inform
departmental action was developed in response to COVID-19
and was presented to the Board of Supervisors in May 2020.
The One Fairfax Central Team supported the county’s COVID-
19 response and recovery efforts in a number of ways including;
compiling an inventory of community stakeholders, supporting
expansion of the county’s language access capacity, meeting
the needs of culturally and religiously diverse populations,
ensuring populations not eligible for federal COVID-19 relief
programs had access to cash assistance, supported digital
access to services for residents, developed the COVID-19
vulnerability index GIS application, developed the vaccine
equity strategy and stood up a vaccine equity strategy team,
conducted an analysis of the telework and vaccine mandate
policies, and developed the COVID-19 recovery index.

Significant Operational Improvements

Fairfax County supported and expanded the availability of testing and treatment. COVID-19 case
data and the Fairfax County COVID-19 Vulnerability Index were used to identify temporary and
standing sites for testing by county agencies and health safety-net partners. Those data sources
and vaccination rates were used to target our engagement of key partners and inform the
location of vaccine equity clinics.

The county engaged with sector and community leaders to better understand the unique
situations facing county residents who were most at risk. This included meetings with Black and
Hispanic community leaders and regularly convening non-profits that serve vulnerable residents.
In addition, the FCHD Outreach and Navigation Teams are deeply embedded in cultural
communities and to bring back community concerns for the county and our partners to address.

Communication with residents was conducted in various formats that were relevant to their life
situations to ensure that they had the information and resources necessary to protect themselves
and their families. The communications team was successful in their multi-cultural
communications efforts, translation and interpretation activities, and other efforts to ensure
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disparities were addressed and public messaging was effective and made the widest reach
possible within the county.

Fairfax County connected residents to services and supports to mitigate the social and economic
impacts of COVID-19. Many actions were taken for this part of the strategy, including 1)
Coordinated Services Planning, which connected residents to resources for emergency food,
shelter, clothing, healthcare, employment, financial assistance, and other essential needs; 2)
enrolling patients without a medical home and providing ongoing comprehensive primary care
services to persons in emergency shelters for Quarantine, Protection, Isolation/Decompression;
3) regularly convening non-profits who serve vulnerable residents through the Community
Provider Strategy Team, and 4) ensuring populations not eligible for federal COVID relief
programs had access to direct cash assistance through the Fairfax County Excluded Workers
Program.

Cross-sector planning and partnerships were established to recognize that no single agency or
sector could handle the complexity of the pandemic alone. The Chief Equity Officer convened a
Vaccine Equity Strategy Team, which met to discuss strategies for vaccine equity and produced
regular reports with data and information by population and geography. In addition, the One
Fairfax Central Team compiled an inventory of community stakeholders for use countywide and
produced the COVID-19 Recovery Index to inform the allocation of American Rescue Plan (ARPA)
Funds.

Challenges

As the county addressed the challenges of the COVID-19 pandemic, we experienced the
convergence of a public health crisis and an economic crisis and saw clear racial and ethnic
disparities in the impacts the COVID-19 pandemic had on the community:

There were gaps in communications with the community, particularly those who do not speak
English and those who distrust government about current conditions and where to get help and
a need to establish trusted relationships for communication and to gather vital information.
There was also a disproportionate representation of lower-income workers and people of color
facing work interruption due to the implementation of containment strategies and unable to
telework due to work demands and requirements. There was a need for the county to support
residents in staying housed, staving off the threat of displacement due to the inability to pay rent,
and maintaining utility services like water, gas, electricity, internet, and telephone for people
unable to pay bills. The county also saw a need to ensure the ongoing viability of small businesses
and non-profits providing critical services to vulnerable populations.

As the county prepares for future emergencies, the One Fairfax Central Team will continue to
support staff and leadership to consider equity by identifying overall needs across the county and
which groups are impacted most, and tailoring our response accordingly; using data to target
interventions; developing ongoing relationships with community leaders; and improving internal
coordination and information sharing around community engagement.
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5. Government Operations

The COVID-19 pandemic required significant collaboration among agencies throughout Fairfax
County to respond, overcome challenges, and continue operations.

MULTIAGENCY COORDINATION AND COLLABORATION

The magnitude of the pandemic tested the coordination capabilities of the county. The
heightened coordination from county agency to the county agency, as well as from the response
and command organizations, lent to the county's overall successes in response to COVID-19.

The activation of the county EOC by DEMS served as a central coordination group for the
countywide response efforts, providing command, operations, planning, logistics, and financial
support for the duration of the disaster. The HDOC served as the operational hub for the incident
management team responsible for the public health leadership and response efforts during the
pandemic. The EOC, working to support HDOC operations, provided coordination and an
operational organization that addressed the needs of county residents and county agencies
throughout the long-duration event.

County agencies also addressed challenges and gaps in response and business operations by
increasing their coordination efforts. Throughout the county, it was common to see agencies,
workgroups, committees, and other coordination bodies having regular meetings, weekly, daily,
or sometimes multiple times a day, to tackle the issues at hand collaboratively. Some shared
resources, joint problem-solving, and lending employees to other agencies for surge staff
capabilities. Some areas for improvement are the connectivity and interoperability necessary to
facilitate coordination effectively facilitate coordination and collaboration facilitate coordination
and collaboration effectively.

CHANGES TO COUNTYWIDE PROGRAMS AND POLICIES

In addition to engaging in response to the pandemic, the county had to alter existing policies and
develop new policies to adapt county business operations and services to the changing
environment. This allowed agencies to test new ideas, policies, programs, and service delivery
methods that they might not have thought of previously. The pressure of the pandemic brought
an abundance of county employee creativity to the surface. This unique environment resulted in
many lessons learned as to policy changes that worked well and can be continued and built upon
further as well as those that did not work as well as desired and may need to be ceased or
replaced.

Policy and program changes that occurred for Fairfax County government because of COVID-19
response ranged from human resources to health and safety, to information technology (IT) use
policies, and many items in between. The transition to a virtual environment for many agency
units was one of the most significant changes to county business operations that set in motion
several policy and program adjustments necessary to respond to the disaster, continue
operations, and maintain the health and safety of county staff and the community. Entire IT
processes and systems changed to support departments that could telework. County agencies
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adjusted service delivery to enable the continuation of critical programs and services to the
community despite the restrictions inherent in the pandemic environment. As understanding of
the COVID-19 virus developed, federal and state guidance and requirements were issued that
had to be interpreted, addressed, and implemented in ways that best served Fairfax County.
Policies to guide the health and safety of staff and community members were adjusted
correspondingly. As a result of this time of constant change and adaptation, the county improved
business models and policies, many of which will continue beyond the pandemic. This is
particularly true of the IT advancements to enable the telework and hybrid models, as well as the
virtual and hybrid delivery of county programs and services that now can reach a larger segment
of the population.

Communication to County Employees

The initial response to COVID-19, from January 2020 through June 2020, was the most
challenging and complex. The virus was first emerging, and governments worldwide and local
jurisdictions reacted, working to understand the pandemic and its impacts as quickly as possible.

The transition to maximized telework brought with it a communications culture shift. New tools,
systems, and protocols to ensure effective communication and collaboration were developed on
the fly in the initial phase of the response and fine-tuned throughout the steady-state and new
normal operations and continue today. Implementing Microsoft Teams as the primary virtual
coordination system for the county was
considered a significant success. While there
were some challenges early on, Microsoft
Teams made advancements along the way to
support the latest methods of workplace
communication being practiced worldwide.
The county’s transition from Citrix to Zscaler to
enable teleworking staff access to county
systems was also considered a significant
success that enabled business operations and
response to continue virtually.

A significant challenge for most of the county workforce was the overwhelming amount of
information disseminated from all government levels. Especially during the initial response, there
was a lot of communication lost or difficult to consume due to the frequency and high quantity
of information being shared daily. In addition, ensuring that messages reached the entirety of
the county workforce was often difficult, especially with language, literacy, and technology
accessibility obstacles.

To maintain a successful level of internal communication capacity, many groups and agencies
throughout the county also increased their frequency of communication as they adjusted to not
being in person. The establishment of regular meetings with staff, leadership, the EOC
coordination calls, and other meetings provided effective communication paths for the
workforce in support of their activities. While there are still technological improvements to be

FINAL 24 FINAL



FINAL FINAL

made in support of internal communication, such as with phone systems, community virtual
access, and other adjustments to current systems, many of the advancements made during the
pandemic are likely to remain for the long term.

Initial Response—January 2020 to June 2020
From January 2020 to early March 2020, the FCHD was prepared for the impacts of a novel virus,
taking steps to put the county in as much of a proactive position as possible. In March 2020, the
expanded response operations and increased multi-agency coordination led to the activation of
the EOC, significantly increasing the involvement of many county agencies to support response
and continuity of operations. This initial response phase is marked by several significant actions
and complexities at the national, state, and local level, such as:

e Lack of a coordinated national response

e Complexities within the national, state, and local emergency declarations with respect to

implementation

e Statewide stay-at-home order

e Nationwide personal protective equipment (PPE) shortage and supply chain disruptions

e Rapidly changing information about the virus

e Overwhelming information dissemination

e Staff shortages due to the evolving policies on eligibility for pandemic leave

e Emergent childcare challenges for county staff due to school closures

e Countywide transition to a maximized teleworking posture and virtual operations

e Challenging operational decisions for facilities-based and field-based staff with no virtual
options
e Compensation and other HR policies to support staff who had to work overtime to meet
the needs of the response
e Cascading effects of the pandemic
o Reallocation of county funding to expand the social safety net and ensure
adequate funding for COVID-19 governmental response
o Data-driven identification of populations most affected
o Suspension of evictions and utility cutoffs
o Providing emergency food and financial support

The flexibility and adaptability of the county proved to be a strength as county agencies
responded, adjusted operations, or temporarily paused programs. Many of the actions taken and
decisions made in the early phase of the pandemic had never been done or anticipated before
and required leadership and innovation, both of which were displayed throughout the county
workforce. While many of the initial response actions taken were the best decisions made at the
time, given the available information, there were still areas for improvement that could be
identified and applied to planning for all hazards. Improvements to resource management,
operational coordination, interoperability and communications, and equity considerations are
just a few of the areas in which the county has identified opportunities to improve policies, plans,
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and procedures for increased preparedness and more effective and efficient response in the
future.

Steady-State and New Normal Operations—July 2020 to June 2021

After the initial operations phase during the first several months, the county shifted to a “new
normal” for the next year, from July 2020 through June 2021. In this phase, the shift to telework
had fully commenced, and hybrid delivery methods were being implemented. New policies and
guidance around health and safety were being released, ‘
and the county continued to pivot to meet the needs of
the pandemic environment. COVID-19 vaccine
development and roll-out planning began. County
agencies were well into their continuity of operations
and were implementing new methods of conducting
business and providing services to the community while
also focusing on re-opening efforts. Significant response
operations continued during this phase and were marked
by the following new and continuing challenges:

e Executive Order enforcement and compliance

e Impactful county policy changes
e Extraordinary, long-duration FCHD response
o Ongoing challenges to maintain staffing for expanding growth of response teams
Scaling testing operations
Planning for mass vaccination roll-out
Developing vaccine registration systems
Coordinating with state efforts to centralize vaccine registration and call center
functions
o Operating the call center
o Emerging FCHD staff fatigue and mental health challenges

O O O O

This phase of new response challenges and more steady-state operations revealed strengths and
areas for improvement throughout county response and operations. Agencies were able to
continually adjust their activities as they focused on re-opening and ramping up services that may
have been paused, bringing staff back into the office, and continuing to work on improvements
to the hybrid method of operations. This phase provided the county an opportunity to continue
practicing flexible and creative operations outside of the heat of the initial response, testing out
the applicability of new methods moving forward beyond the pandemic. Many of the innovative
actions taken on the fly in the initial phase that proved successful were continued into the steady-
state phase and, in some cases, improved even further. Hybrid programs and service delivery to
the community remained a successful operational method necessary for the new regular
operation. Hybrid methods also continued for internal county operations, along with IT
advancements to provide the most effective and efficient tools and systems to support the
county. Improvements that remain to be addressed and successes that continue to be
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implemented in the steady-state phase may also continue beyond the pandemic for the benefit
of the county in future responses.

Transition to More Normal Operations—July 2021 to December 2021
As the pandemic progressed, county government ‘
operations evolved from the “new normal” to
“more normal” pre-pandemic operations while at
the same time carrying over strengths and effective
operating procedures implemented throughout the
pandemic. July 1, 2021 is noted as the transition to
more normal operations and was punctuated by the
expiration of Executive Order 79, which ended the
state of emergency in the Commonwealth of
Virginia. Re-opening efforts continued throughout
the county, with in-person services becoming available in most government buildings. CDC
guidelines continued to be observed. In response to the surge in cases from the COVID-19 Delta
variant, masking became required once more for employees and visitors, regardless of
vaccination status, on August 9, 2021. During this time, government services continued to be
offered online and by phone.

The Delta variant would prove to be a significant problem as restrictions started to relax while
infections increased. This raised concerns as students were scheduled to return to in-person
classes on August 23, 2021. To mitigate infections among adolescents aged 12 and older, Fairfax
County Public Schools (FCPS) partnered with the Health Department to host vaccination clinics
at select schools. On August 13, 2021, immunocompromised residents became eligible for a
booster dose. On August 20, 2021, the county announced that all Fairfax County employees are
required to be fully vaccinated or submit to weekly testing as a condition of employment. On
November 2, 2021, the CDC announced that children ages 5-11 were eligible for the Pfizer
vaccine. On November 19, 2021, the CDC expanded eligibility for booster shots to include all
adults 18 years old and older. Beginning December 3, 2021, all libraries made available at-home
test kits to protect residents ahead of the holidays. On December 27, 2021, in alignment with
CDC guidelines, Fairfax County updated its policies for isolation and quarantine, shortening
periods and allowing those exposed or infected to return to work sooner while maintaining a safe
workplace with masking and social distancing.

FINANCIAL RECOVERY EFFORTS

The financial recovery effort related to the pandemic is the highest dollar amount of federal
funding the county has ever managed. DEMS led the county-wide effort. The existing cost
recovery process was used to track the almost $700 million in funding (received to date) from
the federal government. This cost recovery structure provided the county with a solid foundation
for managing funds, but it had not been used for something of this scale. Most county agencies
and departments are familiar with the process, which helped maximize cost recovery and allowed
the county to redirect internal county funds for other COVID initiatives. The federal government
sent most of the COVID-related stimulus funding directly to the county. This allowed the county
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to immediately implement programs where other jurisdictions in Virginia had to wait for funds
to be processed through the state. The lessons learned through administering such a large
amount of money prompted DEMS to revise its Financial Recovery Plan. The revised plan will
allow the county to manage funding more efficiently in the future.

6. Community Support during the COVID-19 Response

Fairfax County experienced many challenges, service expansions, and new opportunities with
community support due to the COVID-19 pandemic environment. The pandemic caused
adjustments and improvements across the board with the county’s support to residents, non-
profit partners, and private sector partners. In response to this disaster, the county changed how
it communicated with these various groups. The county also made significant strides with new
grant programs, limited programmatic funding, and financial support to these groups in support
of residents impacted by the pandemic and non-profits and businesses that required additional
support to continue operations and expand their service deliveries throughout the community.

COMMUNICATIONS TO COUNTY RESIDENTS

The COVID-19 pandemic drastically changed how the county communicated. External
communication to county residents was a priority to re-enforce health and safety guidance, give
advice and support to the local business community, and share information on accessing critical
government services.

Fairfax County’s public messaging and communication with the county residents throughout the
pandemic also required many changes. The use of the Joint Information Center (JIC) as one of the
central coordination bodies for developing and distributing public messaging was a general
success of the response. With comprehensive information from various sources and the quickly
changing guidance throughout the response, the JIC served to ensure the clearest, consistent,
and timely messaging possible from the county. The county agencies also made efforts to ensure
equity considerations in their public information strategy, including community listening and
outreach, use of a multitude of communication channels, translation, language and culture
considerations, and garnering feedback from various communities in the county. Because the
pandemic highlighted and worsened many of the systematic equity issues in the community, the
need to reach vulnerable and underserved populations was even more critical.

SUPPORT FOR COUNTY RESIDENTS

Evaluation of the support provided to county residents also looked at the entire review timeline
outlined for this assessment—March 2020 through December 2021. The following section
describes major programs representative of county support to residents.

Supporting Return to School

Neighborhood and Community Services (NCS) efforts included the Supporting Return to School
(SRS) program, Camp Fairfax, and School Age Child Care (SACC). Camp Fairfax and SACC provided
childcare for families where parents worked full-time. The SRS program provided full-day on-site
programming for children in kindergarten through sixth grade residing in Fairfax County and the
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City of Fairfax, Monday through Friday, 7:30 a.m. — 6:00 p.m., starting September 8, 2020. It was
offered at 37 Fairfax County Public Schools, including 35 elementary schools and the Key and
Kilmer Centers. Enrollment was limited to maintaining physical distancing and health protocols.
SRS was staffed by employees from the Fairfax County Office for Children, not Fairfax County
Public Schools (FCPS) staff, and was not designed to replace virtual learning, but rather to support
students by ensuring access the FCPS academic day, computer technical support, and meals (i.e.,
breakfast, lunch, and an afternoon snack). The SRS program concluded at the end of June 2021.

Assistance from a Distance

‘Assistance from a Distance’ was the phrase coined by DFS and later used by the county-at-large
about any services that could continue in an alternate format to offer safety to residents. Any
county agency that continued offering services either over the phone or virtually were described
as Assistance from a Distance. This included services such as welfare checks, domestic violence
education, site inspections, doctor visits, permitting and licenses, etc. DIT played a significant role
in the shift to virtual services, particularly in finding
systems compliant with Health Insurance Portability
and Accessibility Act (HIPAA) and Violence Against
Women Act (VAWA) standards to provide telehealth
options to residents. County staff who could not
work due to the pandemic closure of their work
location were repurposed to help support the
Assistance from a Distance programs through
services like meal and medication delivery and
transportation.

Housing

Housing instability became an increasing problem throughout the pandemic, and the county took
steps to mitigate damages and support county residents in coordination with the Department of
Housing and Community Development (HCD) and NCS. The county’s eviction prevention
response relied on their ability to coordinate and braid funding together where applicable to
support those with needs. These efforts included:

e Federal and local rental subsidy programs helped house nearly 20,000 residents.

e Supported processes related to Emergency Rental Assistance; dispersed funding totaled
more than $65,000,000.

e Utilization of federal resources to provide emergency Quarantine, Protection, Isolation,
and Decompression (QPID) hotel accommodations for more than 1,900 residents that
met certain requirements.

e Steady growth of the active pipeline of affordable housing projects with more than 1,700
units in development.

The state and federal eviction moratorium was pivotal to keeping people in their homes.

Assistance was provided to 47 first-time home buyers in purchasing new homes totaling more
than $11 million in transactions. In addition, there was a continued investment of local funds,
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issuing bonds to assist in financing new development and preservation of affordable housing
opportunities, and the dedication of additional public lands for affordable housing. These
programs not only help mitigate the effects of the pandemic but will help with long-term housing
efforts in the county.

Cultural Recreation

The county continued offering many cultural and recreational programs throughout the
pandemic in coordination with the libraries, parks, community centers, and senior centers.
Through Fairfax County Public Libraries (FCPL), a Spanish eBook/eAudiobook collection was
published. FCPL also broadcasts virtual programming to the community. In July 2020, the Park
Authority developed virtual fitness classes and began offering other virtual events. Community
centers offered several programs and services virtually and worked to make programming
accessible and equitable. NCS, through the
community centers, planned and implemented
Therapeutic Recreation Services to provide
opportunities for children and adults with
disabilities. Community centers also provided
virtual programs like scavenger hunts, trivia,
and bingo, in addition, to drive-through events
for holidays like Earth Day, July 4™, and a
socially distanced trunk or treat for Halloween.
The staff of community centers also served
targeted communities by distributing supplies,
school, art, etc.

Quality-of-life issues, such as community and human connections in place of in-person
recreation, were recognized as a need, especially for senior community members. In March 2020,
NCS began providing transport services to older adults due to the absence of the county bus
service. As the pandemic progressed, senior centers would transition into centers for wellness
checks, COVID testing, and vaccination. A virtual center was created for active adults, and
additional virtual opportunities were offered to mitigate the social isolation of older adults. Some
staff also made phone calls to seniors in the community to maintain connections while programs
were scaled down or ceased.

SUPPORT TO NON-PROFITS

Food Operations

The county supported efforts to collect and distribute food donations with the help of NCS, the
Department of Family Services (DFS), and community-based organizations. Food distribution was
operationalized in partnership with NCS and DFS. When senior centers closed, meals provided in
a congregate setting to seniors were no longer an option; therefore, the senior centers worked
with DFS staff and contractors to deliver meals. The county created and supported a number of
emergency food distribution opportunities community providers, houses of worship, FCPS and
the business community. One effort utilized a variety of volunteers from the Fire Department,
the Mormon Church, the military, and many other organizations totaling roughly 400-500
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volunteers. Early on, there were plans to partner with organizations that specialized in food
distribution and delivery, but these organizations became overwhelmed by the size of the
response and had to withdraw. As a result of the opportunities and challenges during the
pandemic with emergency food distribution, a cross-sector stakeholder committee has been
created and an Emergency Food Assistance Response Plan is near completion. This plan
specifically looks at ongoing partnerships among food providers and efforts to reduce barriers to
accessing emergency food. This plan is complimentary to county emergency response plans.

Grant Funding

The county supported business and non-profit partners with grant funding opportunities during
the pandemic. For the non-profit sector, this helped ensure that vital services they provide to the
community could continue during a time of increased need. This financial support assisted
businesses and non-profits with funds to support their vital ongoing operations. For non-profits,
building on the county’s existing Coordinated Services Planning model, funds were provided to
expand their capacity to provide basic needs assistance on behalf of the county. This funding
played a significant role in continuing foundational services to the community during a time
marked by overall increased needs, challenges for the non-profit workforce, and the need for
innovative approaches to service delivery for the health and safety of workers, volunteers, and
the community.

Grant opportunities were sourced from stimulus funds received from the Coronavirus Aid, Relief
and Economic Security (CARES) Act Coronavirus Relief Fund including, Emergency Rental
Assistance 1 & 2, and the American Rescue Plan (ARPA) Coronavirus State and Local Fiscal
Recovery Funds (CSLFRF), as well as other funds that the county received for pandemic response
purposes. The following highlights grant funding to businesses and non-profits via CARES and
ARPA to support their continued operations and sustainability:

e The county allocated $16,836,300 towards the PIVOT Business Recovery Grant Program
to businesses and non-profits in food services, lodging, retail, art organizations, museums,
and historical sites for assistance with the economic impacts of the pandemic.

e The county allocated $5,026,704 in CARES funding towards the Non-profit Sustainability
Program to assist with the increasing demand for services from the community. Non-
profits in the following areas could apply for this funding: Financial Stability, Food and
Nutrition, Literary/Educational Attainment, Health, Housing, Positive Behaviors, and
Healthy Relationships, and/or Support/Community/Social Networks.

e The county allocated $3,430,000 in ARPA funding towards the Active and Thriving
Community Grants Program to small businesses and non-profits for assistance with
childcare programs, community-based programs providing key health and human
services, youth programs in athletic organizations, out-of-school time programs for youth
grades K-12, and outdoor community pools owned by Homeowners Associations (HOAs),
Community Associations, and Apartments/Condominiums, as well as community
membership-based pools.
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e The county allocated $7,095,000 in ARPA funding towards the 2022 Non-profit
Sustainability Grants program for non-profit organizations that provide critical social
safety net services. This is an extension of the Non-profit Sustainability Grants program
started in 2020 using CARES funding.

The following highlights grant funding support to non-profits via CARES and ARPA funds
specifically designed for the expansion of direct client services (food, housing, and utility
assistance) as of November 2022:

e The county allocated over 90 million dollars for the provision of basic needs supports to
community-based organizations through CARES $21 million, CDBG $7 million and $65
million in Emergency Rental Assistance 1 & 2. Funds were awarded to existing
Coordinated Services Planning (CSP) providers for assistance to meet the following
community needs: rent, mortgage, security deposits, housing fees (late, condo, HOA,
etc.), utilities, and prescription assistance.

e The county had allocated over 6,000,000 of ARPA funding towards the Food Access
Program, to date, $3.3 million of which has been disbursed to 22 houses of worship and
26 community-based organizations to bolster food service infrastructure for the
community.

SUPPORT TO PRIVATE SECTOR

Evaluation of the support county agencies provided to the private sector looked at the entire
review timeline outlined for this assessment from January 2020 through December 2021. The
following section describes programs included in private sector support, including grants,
adjustments to permitting processes, and employment.

DEI Business Grants

Multiple groups worked in coordination with the Department for Economic Initiatives (DEI) to
support the private sector, including, but not limited to, the Fairfax County Economic
Development Authority (FCEDA), Department of Information and Technology (DIT), Department
of Emergency Management and Security (DEMS), and the Business Continuity Group. Each group
played a unique role in the response. FCEDA launched and led an Economic Recovery Framework
for business retention and economic competitiveness. As part of this process, FCEDA convened
Economic Recovery Forums with more than 15 county agencies to discuss implementation and
tracking. DEMS ensured PPE and other supplies were on hand for the eventual return of staff to
county offices. In coordination with the Business Continuity Group, DEI convened a group of
county and business support entities to identify needs and responses and to share best practices.

Multiple areas fell under the responsibility of DEI in support of county businesses. DEI oversaw
the $1 million Small Business COVID-19 Recovery Microloan Fund and transitioned that to a
revolving loan fund. They developed, promoted, managed the Fairfax RISE: COVID-19 Small
Business and Non-Profit Relief Grant Program. RISE grants were crucial in supporting small
businesses and non-profit organizations, distributing $52.6 million in grants to 4,809 small
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businesses. DEI also developed, promoted, and oversaw the $25 million PIVOT small business
recovery grant program to support the businesses most impacted by the pandemic. DEI also led
the county’s business communication and outreach, including the following:

e Monitoring and updating the COVID-19 business webpage.

e Answering business questions via emails and phone calls.

e Designing and mailing business resource postcards to approximately 30,000 businesses.

Finally, DEI convened a business continuity working group to coordinate partners across the
county to respond to the COVID-19 crisis impacting the local business community.

Permits and Code Enforcement

Land Development Services (LDS) and the
Department of Code Compliance (DCC) worked
closely with DEMS and DIT to ensure
operations would continue. DEMS supplied
and distributed PPE, while DIT provided
laptops and another tech to ensure that
department employees could work remotely.
DCC and LDS moved operations to a hybrid,
then fully virtual setting, allowing agency
operations to continue safely. DCC continued
with virtual site inspections of indoor facilities
and conducting in-person field visits.

Following the Governor’s declaration of a state of emergency, DCC leadership established the
essential function of the agency and personnel who would support the coordination of the
emergency response team. On March 20, 2020, the interim telework protocol was established.
More safety precautions were implemented on March 25, 2020, including drop box plans for
documents, allowing staff to receive cases via email, and no interior inspections. Less than a
qguarter of the staff came into the office.

Employment

Efforts to maintain employment for county staff and their ability to do their jobs required support
from multiple internal and external partners. These partners include the Department of Human
Resources (DHR), DEI, DEMS, DIT, and the Northern Virginia Chamber of Commerce. DHR has
been on the frontlines ensuring employees were aware of the multitude of health and safety
measures and resources available to support them during the pandemic. DIT supported the
distribution of laptops to allow for remote work and retaining employees.

The events affecting employment took place as follows:
e March 27, 2020 - Fairfax County closed all county facilities to the public.
e March 2020 - Job program developed connecting employees without work with agencies
experiencing surging demand.
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e March 2020 - Families First Coronavirus Response Act (FFCRA) passed and was
implemented on April 1, 2020.

e April 1, 2020 - Emergency Paid Sick Leave (EPSL) and Family Expanded Medical Leave
(FEML) were introduced.

e July 2020 - Department of Labor (DOL) pushes out mandatory training for new infectious
disease prevention standards.

e October 1, 2020 - County implements new paid family leave program.

e December 31, 2020 - EPSL and FEML expire.

There were several policies and procedures put in place to not only retain county employees but
to keep them safe. The Job Match Program moved employees without work to other demanding
agencies. The county provided two weeks of administrative leave to employees with COVID-19
related absences, including lack of work, childcare, quarantine, or illness. A new type of
administrative leave—Admin Leave-Pandemic—was created, and four additional weeks were
added for six weeks. DHR, in partnership with senior management, significantly revised the
existing telework policy to provide comprehensive details for the new work environment. The
Department of Planning and Development (DPD) adapted staff work shifts and developed
capabilities to meet telework demands placed on the county quickly. DPD adopted department
telework policies for each work unit. The DEMS Training and Exercise program provided just-in-
time training to county employees brought in from other agencies to support EOC logistics
operations.

7. Capabilities Analysis—Strengths, Areas for Improvement, and
Recommendations for Moving Forward

The National Response Framework’ outlines core capabilities that are the activities that generally
must be accomplished in incident response. No core capability is the responsibility of any one
party or single level of government, and interdependencies exist among many core capabilities.
Organizing observations from an after-action review by the associated core capability helps link
identified strengths, opportunities, and recommendations for improvement to national guidance
and helps track progress through incidents and exercises over time.

The categories listed below were selected as pivotal to the COVID-19 response and are used to
organize identified strengths and areas for improvement:

e Planning

e Logistics and Supply Chain Management

e Operational Coordination

e Infrastructure

7 There are 15 core capabilities alighed with the Response mission area.
https://www.ready.gov/sites/default/files/2019-06/national response framework.pdf
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e Operational Communications
e Special Focus: Equity

Strengths identify actions that went very well or resources that proved valuable given the
circumstances of the pandemic. For some strengths, opportunities are highlighted to recommend
how these elements can be incorporated into standard procedures to support success in future
responses—areas for improvement highlight where the county can be more effective. A
recommendation associated with areas for improvement is a way to improve the process and
prevent the same issue from occurring in future response efforts.

The Fairfax County Corrective Action Program (FC-CAP) manages areas for improvement
documented during exercises and real-world events. Corrective actions are the specific activities
that need to occur to address the recommendations. The county works to address these
corrective actions to improve resiliency. Once the AAR is complete, DEMS uploads its associated
Improvement Plan into the FC-CAP to document, track, and manage the corrective actions.

PLANNING

Core Capability Description: Conduct a systematic process engaging the whole community as
appropriate in the development of executable strategic, operational, and/or tactical-level
approaches to meet defined objectives.

Strengths
The following are identified strengths:

Strength 1: There was effective collaboration and coordination across county agencies and
throughout the planning process. Agencies considered the EOC to have successfully included
other county agencies in decision-making processes during the COVID-19 response. This response
also resulted in staff becoming more comfortable and confident in making critical decisions
quickly, even in lower staff ranks. Staff had opportunities to gain experience and learn the
processes and flexibility required in disaster response.

Strength 2: Many county agencies found their Continuity of Operations (COOP) plans to help
respond to COVID-19 and were able to effectively implement COOP concepts to continue mission
essential functions, continue normal operations, and deliver critical services to the community.

Strength 3: The FCHD Incident Management Team identified several items that lent to their
success. Maintaining a robust department-level Incident Management Team, investing in regular
training for incident response staff, and standardizing the use of the Incident Command System
all contributed to the FCHD’s ability to coordinate the COVID-19 response. New practices also
contributed to a successful response. Personnel from DEMS and the National Capital Region
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Incident Management Team (NCR IMT) provided surge support to the FCHD Incident
Management Team during the initial response phase of COVID-19. This new collaboration
resulted in improved resource tracking, financial tracking and procurement, logistics tracking and
operational coordination, and opportunities to cross-train staff in emergency response topics. In
addition, the HDOC Planning and Logistics Sections successfully coordinated to stand up
adequate communication and knowledge-sharing processes and regular meetings that were key
for the response.

Opportunity: This highlights the importance of continued collaboration and investment in IMT
infrastructure to support disaster response needs. It is recommended that a standing county-
level Incident Management Team be established to allow more agencies to train staff, provide
continual real-world experience, and poise the county to respond as a team to the full breadth
of potential emergencies in Fairfax County. These successes also provide the opportunity to
continue to develop and maintain relationships between various responding organizations.

Strength 4: The Donations Management Annex to the County Emergency Operations Plan (EOP)
was successfully implemented during the pandemic response. The adaptability built into the plan
and previously exercised supported success in the response. Roles and responsibilities were
updated early in response to make the plan more practical, and realistic. The coordinating
agencies were changed from DEMS and Volunteer Fairfax to Volunteer Fairfax and Neighborhood
and Community Services (NCS) as co-leads to reflect these agency roles more accurately.

Strength 5: Necessary equipment and supplies were available and procured for ready
deployment to support the county’s response. The inventory of respirators, PPE, medical
supplies, and other products maintained by the FCHD and public safety agencies were critical to
the county’s response in the early months of the pandemic when supply chains were disrupted.
Opportunity: Document the successful processes used and establish a standard protocol for
future events where supply issues exist. This strength also highlights the importance of
maintaining critical supplies (e.g., PPE, medical supplies, equipment, and supplies necessary to
provide emergency response services to the public in community settings) in a steady-state ready
to deploy on short notice.

Strength 6: Board and county leadership’s flexibility allowed agencies to implement plans and
pivot operations to meet the changing needs of the pandemic. For example, the transition to
telework went smoothly due to pre-existing telework policies, various pilot programs specific to
virtual operations being tested, and significant infrastructure and technology investments by the
Board.

Opportunity: Continue to be forward-looking with the potential development of new programs
and plans related to telework that may better position county agencies for future disaster
response.

Strength 7: Initial response for ordinances, permitting, code, and the business process went well

due to a pilot project with an electronic plan review that could be ramped up quickly to go
electronic.
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Strength 8: Land Development Services went 100% online in three weeks. LDS was already
planning to transition to an online system in 2022 and was able to take additional steps to ensure
that that transition happened sooner. Early hurdles related to training were ultimately resolved,
with most customers now knowing the online system. In-person visits dropped from 2,000 per
month to 50 per month. Of approximately 200,000 inspections a year, many are now done
virtually.

Strength 9: Telehealth increased community member engagement in services for sexual abuse
and/or violence support due to a perceived increase in privacy for the client.

Strength 10: The DEMS cost recovery guide provided helpful guidance to county agencies
that allowed successful documentation of expenditures and the pursuit of cost recovery.

Areas for Improvement
The following areas require improvement:

Area for Improvement 1: While implementing COOP plans was a recognized success for some
agencies, gaps in current COOP planning templates need to be addressed, including specific
guidance for long-term operations, IT resiliency planning, and incorporation of COOP into high-
level decision-making processes.

Reference: County agency Continuity of Operations (COOP) plans; IT resiliency planning;
Department of Human Resources (DHR) definitions/policies regarding essential personnel
Analysis: COOP planning methods have traditionally been focused on short-term operations and
individual facility evacuations, lacking the assumptions and structures necessary for long-term
operations, a major shift to the virtual environment, and simultaneous countywide impacts such
as was seen in response to COVID-19. COOP planning is inconsistent across county agencies, as
not every department has full-time staff dedicated to emergency preparedness and planning
efforts. There is also insufficient authority given to the countywide Continuity Program lead to
ensure agencies are keeping plans up-to-date and that continuity is considered in high-level
meetings and policy development.

Recommendation: Update all county COOP plans and the county COOP plan template to address
long-term virtual operations, including adjustments made during the pandemic response, and
recognize emergency service personnel and essential personnel definitions in alignment with
DHR policy and the Office of the County Attorney (OCA) guidance. Incorporate individual and
family preparedness for employees in county COOP planning efforts. Ensure IT remains a critical
part of COOP planning efforts. Plans should recognize the key role technology will likely play in
any situation where COOP activation is required. Give more authority to the COOP program and
incorporate continuity perspectives in leadership decision-making discussions.

Area for Improvement 2: Opportunities to augment, amplify, and maximize staffing in response
to COVID-19 were missed.

Reference: COOP staffing plans, Fairfax County EOP, DHR policies and procedures

Analysis: As signatories to the county EOP, department and agency heads commit to dedicating
resources (i.e., people, systems, equipment, facilities, consumable items, etc.) to help the county
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through extreme circumstances. In the face of the pandemic, no mechanism existed for rapid
reassignment of county staff to other agencies for extended periods. Requests for staff to
augment the EOC were not always able to be filled, leaving important positions unfilled and too
few people managing too many missions. The lack of adequate staffing resources hampered the
effectiveness of FCHD response early on until contract surge staff could be brought in.

In addition to those directly responding to the emergency, pandemic response placed heavy
demands on internal support services, including IT, Human Resources, and Finance. The county
staff specialists responsible for the following vital response elements carried an extremely heavy
burden: technology deployment, training requirements, health protective measures, leave
policies, and federal funding receipt, allocation, and disbursement. Workloads increased by
nearly 50% for some, with no or minimal increase in staff. Core administrative capabilities
required to keep government operations functional took extraordinary initiative, collaboration,
creativity, and long hours to keep on top of ever-changing information and requirements.
Employees’ personal commitment to putting in extra time to figure out what was needed to keep
things running, then making those operational elements reality is what allowed Fairfax County to
successfully navigate the first months of the pandemic then transition into a stabilized work
environment.

Available pandemic leave was a tremendous benefit to many, but those who continued to work
took on more of the workload and tasks they normally would not be responsible for. All the issues
outlined here caused significant challenges in bringing the full strength of the county workforce
to bear in the response to the pandemic. Lessons learned from the COVID-19 response can guide
understanding of the level of effort, anticipated workload, and staffing support needed to
successfully continue functioning as a county government without risk of staff fatigue, burnout,
and resignation.

Recommendations:

Note: This Area for Improvement consolidates multiple observations related to staffing the
response to maximize support and share the workload. Numerous recommendations are
outlined to address discrete elements identified during the review.

1. Evaluate agency COOP plans to assess staffing for mission essential functions to identify
areas where a significant increase in staffing may be needed. Plans for continuing
government operations in emergency situations need to be evaluated to determine if
administrative services are adequately captured in COOP plans at the executive level, not
just at the agency level.

2. Establish a policy designation and mechanism that allows for rapid reassignment of

county personnel across agencies/roles to improve emergency response staffing. There is
a need to build understanding and staff capability to respond in any situation.
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3. Continue progress on developing emergency-related leave for employees to have
equitable access and usage and so that continuity and workload is maintained.

4. Evaluate EOC staffing since current DEMS personnel cannot staff all the positions outlined
as necessary in response. Prioritize the development of EOC bench depth that pulls from
countywide agencies.

5. ldentify the ability of the county to maintain contracts and mutual aid agreements that
would support rapid deployment of surge staff to various agencies in an emergency.

6. Departments with lead or support roles in emergency response should consider
developing internal emergency response resources, including a department IMT, and
reviewing/revising agency COOP plans to contemplate use in these settings (by way of
using pre-identified mission essential functions as a framework for how to reduce services
to offer more resources to an emergency response).

Area for Improvement 3: There were gaps in policies related to the needs of individuals working
on the response.

Reference: DHR policies, County COOP

Analysis: Policy gaps noted as faced by staff working the response included inability to access the
leave offered, failure to get other county staff for long-term deployments, safety needs that
needed to be met, pay/overtime rules that do not consider extraordinary hours worked above a
regular workday in an emergency response.

Recommendation: Review DHR policies using the pandemic workload as a reference point to
identify improvements to better support response staff. Identify strategies to sufficiently support
the people engaged in response, recognizing their engagement in the response comes with
limitations in using resources available to non-response staff.

Area for Improvement 4: A refinement in the county service delivery mechanisms is needed. The
success in continuing government functions during the pandemic required an immense amount
of staff time, especially from an IT perspective in keeping all the infrastructure advances current
and operational.

Reference: Budget and staffing plans; public education

Analysis: The long-term duration of the pandemic lent to the public’s expectations that the
heightened operational levels, including additional services and programs provided to the
community as well as alternate and virtual methods of delivery, will continue beyond the
pandemic. With the current budget and staffing levels, the push to continue functions and to
operate at this increased level continuously is not sustainable.

Recommendation: Evaluate pandemic operations and determine what “new normal” operations
are reasonable. Conduct analysis on function improvement, including the budget and staff
requirements to sustain this level of operations, as well as how other jurisdictions provide
services, and decide if changing the delivery model is plausible or if an expanded investment is in
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the best interest of county operations moving forward, then adjust the budget and staffing
accordingly.

Area for Improvement 5: In the initial response phase, there were challenges with syncing the
HDOC and EOC planning efforts and establishing EOC processes and battle rhythm, as they
operated as two separate processes.

Reference: Department Operations Center (DOC)/EOC, Planning Section checklists

Analysis: At the outset of the response, all available FCHD staff fully coordinated the public health
response. As such, the FCHD did not have staff available to provide an in-person representative
in the EOC. EOC liaisons to the FCHD could not work from the HDOC in the earliest days of the
response due to the visual sharing of personal/patient health information in the room. Microsoft
Teams and other virtual coordination tools were not as prevalent in the early weeks of the
response and were not used as effectively to coordinate between the HDOC and the EOC as they
would come to be used throughout the pandemic. These factors contributed to leaving the EOC
in a reactive state rather than being able to provide a strategic perspective and anticipate
response needs. Necessary coordination points between the Planning Sections of the IMT and
EOC structure were not recognized until later in the response. Upon activation of the Virtual EOC,
the FCHD staffed its Liaison Officer as the EOC representative for the duration of the EOC’s
activation.

Recommendation: DEMS, FCHD, and other departments designated as a Coordinating Agency in
the EOP should explore modes of communication and coordination between the EOC and DOCs
as alternatives to in-person coordination when in-person staffing EOC staffing is not possible.

Area for Improvement 6: County policy and decision-making during the response were
developed to get to the next step instead of a long-term strategy. While some of the policies
were the best option at the time, repeating them for future events may not necessarily be as
successful.

Reference: County policies developed during COVID-19 pandemic

Analysis: The nature of the pandemic forced rapid decision-making and policy development.
Recommendation: Assess major decisions made and policies developed for applicability beyond
the pandemic, as well as consideration of equity, and codify decisions and policies that can be
reused in the future in emergency procedures.

Area for Improvement 7: Challenges existed with continuity of government in the virtual
environment as it relates to the Board of Supervisors and Boards, Authorities, and Commissions
(BACs), specifically with the operational limitations in statute. The limitations were less on the IT
side and more on what was statutorily allowed. IT would have been capable of supporting BAC
operations earlier. Still, the subject matter of meetings was not authorized by statute, and critical
analysis was required to determine what was legally permitted.

Reference: Statute specific to BACs

Analysis: Legal limitations hampered the ability of some of the BACs to meet and continue
operations in the virtual environment during the early stages of the pandemic.
Recommendation: Determine whether changes need to be made to statute to ensure necessary
flexibility and ability of BACs to continue operations in virtual environments.
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Area for Improvement 8: More robust planning for agency roles in donations management is
needed to make the system more efficient.

Reference: Donations Management Annex, County EOP

Analysis: Agencies not traditionally engaged in donations management, like the Police
Department, assumed a role as a donations collection location. Coordination with the Police
Department for donations management was initially inefficient due to multiple locations and
multiple points of contact within one department.

Recommendation: Incorporate Police Department roles and lessons learned into Donations
Management Annex planning and consider what other agencies may be able to play a role in
donations management. Ensure documentation of process improvements made during the
pandemic with points of contact and location management.

Area for Improvement 9: Existing pandemic planning was at a high framework level. Each agency
required actionable strategies and tactics that could be implemented in response to the COVID-
19 pandemic for its operations.

Reference: County Pandemic Plan

Analysis: The county pandemic plan, updated for the previous pandemic of HIN1 influenza, was
not reflective of the full breadth, scope, and scale of the impacts a novel respiratory virus would
have on the government and the community. There was not enough time at the outset of the
pandemic to update the document, especially with daily-changing information on the virus and
the emergency response demands of emergency planners. Lack of specificity related to
strategies, tactics, and policy adjustments to support county response left much to be developed
on the fly during the COVID-19 response.

Recommendation: Develop a more comprehensive county pandemic plan based on COVID-19
lessons learned. Ensure countywide education and awareness of the plan and roles and
responsibilities as necessary.

Area for Improvement 10: Staff burnout and mental health strain were significant challenges as
the prolonged duration and sustained high workload of the response to the pandemic resulted
in hardships for employees.

Reference: Employee assistance resources, Post-Traumatic Stress Disorder (PTSD) support
services

Analysis: Public health and emergency services staff have endured harassment, threats, and
generally negative community sentiment throughout the pandemic. This long-duration
experience has been traumatic for a significant portion of the staff. Trauma experienced at the
individual level was amplified by the overall staffing shortages the county experienced. Even with
the surge in staffing, there was not enough personnel to provide staff with time off, especially
those in crucial emergency services roles. This burnout and its cascading impact were also
applicable to volunteer populations supporting the county’s response operations.
Recommendation: Evaluate expansion of employee assistance resources, like those utilized by
public safety agencies, for critical incident stress management.
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Area for Improvement 11: Many of the challenges faced on a day-to-day basis in traditional
congregate sheltering were also present with non-congregate sheltering, such as inadequate
services for mental health needs.

Reference: Sheltering plans/procedures

Analysis: The implementation of non-congregate sheltering at such a large scale for the first time
during the pandemic came with unique challenges for wrap-around services. Not only were some
of the challenges faced in a traditional congregate sheltering setting also present but, in some
cases, amplified by the isolation/quarantine aspect of the non-congregate sheltering operations.
Additional layers of complexity for wrap-around sheltering services, especially mental health
services, were faced due to the nature of the non-congregate sheltering model.
Recommendation: Update sheltering operations and procedures for houseless populations as
appropriate to address the need for mental health services and other wrap around services in
both congregate and non-congregate settings. Ensure relationships and agreements with
organizations that provide these wrap-around services are established and maintained.

Area for Improvement 12: There was no pre-existing plan to distribute food with the new policies
and health and safety measures.

Reference: Food distribution plans and procedures

Analysis: The pandemic environment brought many and frequently changing health and safety
measures and guidance. Plans for food distribution before the pandemic did not address how
operations would be conducted in a pandemic with new and changing health and safety
guidance. Organizations working on food distribution had to be reactive to public health policies,
having no basis for this new operating environment in the existing plans.

Recommendation: Incorporate planning assumptions into food distribution plans and
procedures to address operating in a pandemic environment and coordinate with public health
on updated guidance during an emergent public health situation.

Area for Improvement 13: Food distribution plans did not outline solutions for leftover food from
distribution events.

Reference: Community organization's resources

Analysis: Due to various reasons, any food distribution event during the pandemic could have
leftover food at the end of the event. To avoid wasting leftover food, being able to reroute the
food to a community partner that could take in the food would have been the best option;
however, a current list of organizations that could support this type of ask was not established,
causing delays in managing leftover food.

Recommendation: Update planning to include options to handle left-over resources following
distribution events.

Recommendation: Establish a list of partner organizations throughout the community that have
ability to take in food at short notice as well as ability to pick it up from events.
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LOGISTICS AND SUPPLY CHAIN MANAGEMENT

Core Capability Description: Deliver essential commodities, equipment, and services in support of
impacted communities and survivors, including emergency power and fuel support, as well as the
coordination of access to community staples. Synchronize logistics capabilities and enable the
restoration of impacted supply chains.

Strengths
The following are identified strengths:

Strength 1: The county quickly supported enhanced safety measures for the workforce, including
supplying PPE and cleaning supplies, enhanced cleaning protocols, social distancing measures,
signage, plexiglass, contract tracing, virtual communication methods, and other safety protocols.
Opportunity: This success provides an opportunity to document and prepare for the new safety
measures developed for COVID-19 response to ensure rapid deployment and implementation in
future pandemics.

Strength 2: The Fairfax County local emergency declaration on March 17, 2020, and the Fairfax
County purchasing resolution were foundational for the county’s ability to respond, receive
essential resources, and establish contracts. The Purchasing Agent’s authority to pursue
emergency procurement with a local emergency declaration minimized the need for competition
and allowed for a more rapid pursuit of goods and services. Without that mechanism, logistics
support of the response would have been hampered significantly.

Strength 3: The development and implementation of the countywide single point ordering (SPO)
system early in the pandemic and the coordination with the EOC Logistics Section for resource
needs were successes. Being the first time the SPO was implemented, improvements were made
as the roll-out occurred to increase the effectiveness for the response.

Opportunity: Adjust planning to trigger SPO implementation early when a complex, multi-
agency, or long-term response is anticipated.

Strength 4: The ability to transition staff to telework and IT support in providing the necessary
infrastructure and equipment to staff worked well. Procurement was also critical in supporting
the resource needs for the transition to the virtual environment. The ability to telework also
helped the county’s overall health and safety goals for employees and the community.

Strength 5: The support that county agencies received from the FCHD coordinating safety
walkthroughs of facilities, providing guidance, and addressing issues that arose at sites was vital
in ensuring individuals' health and safety at county facilities.
Opportunity: Continuation of the partnership with and guidance from the FCHD for health and
safety concerns at facilities can be used beyond COVID-19 response for various other threats and
hazards the county faces that require health considerations.
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Strength 6: FCHD, and to a lesser extent Fire and Rescue and Police, had a robust on-hand supply
of various health resources that allowed the county to overcome supply chain issues with PPE,
cleaning supplies, hand sanitizer, etc. for FCHD and overall county operations. There was the
capacity to provide thousands of respirators and other PPE to long-term care facilities, nursing
homes, and assisted living facilities, which were hard hit at the beginning of the pandemic and
unable to procure PPE themselves. Many county departments also noted that PPE and supplies
were readily available to them.

Opportunity: Based on this success, the county government should determine the degree to
which it might maintain a supply of commonly used items for overall preparedness, including a
robust stock of PPE and other response materials.

Strength 7: The processes for management of resources for the Quarantine, Protection, Isolation,
and Decompression (QPID) hotel operations were a success. Spreadsheets were used for the
initial vetting of hotel locations to ensure a potential location met all logistical requirements to
support the operation. A map of all QPID hotel locations was also developed to help identify what
hotel is closest, what the capacity was, how much room was available, etc., for efficient
placement of individuals.

Opportunity: The need to rapidly develop non-congregate shelter plans and processes provided
the opportunity for significant logistical improvements to shelter operations. The development
of this plan can serve as a solid foundation for additional shelter planning and operations for the
county.

Strength 8: In the rollout of the SPO process, DEMS relied on WebEOC to successfully gather and
process requests for resources from the initial request through the procurement process. Efforts
to explain and train county staff on the request for assistance (RFA) process in WebEOC were
successful and proved a useful tool for tracking agency requests.

Opportunity: Evaluate the single-RFA-per-agency WebEOC policy to identify opportunities to
better support Coordinating Agencies.

Strength 9: Because of the unprecedented nature of this event, there was significant federal
funding available that was used to expand IT infrastructure.

Opportunity: Incorporate the new IT needs and costs for county operations into overall county
budget planning.

Strength 10: Fairfax County is the only jurisdiction in the state that still maintains the waiver from
FEMA for reimbursement of non-congregate sheltering under the Public Assistance program. The
county went direct to FEMA for this instead of through the state, and it has provided an additional
level of flexibility.
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Areas for Improvement
The following areas require improvement:

Area for Improvement 1:Tracking equipment moved from county facilities as people
transitioned to remote work early in the response.

Reference: Asset management procedures

Analysis: There was not an existing asset management system at the time many county
employees took equipment home during the transition to telework. The Service Now system was
not operational quickly enough to allow for proper asset management.

Recommendation: Revise or establish an asset and technology management and tracking policy
to support the new normal of hybrid telework/in-office.

Area for Improvement 2: Coordination on solicitation and distribution of donations.

Reference: Donations Management Annex, County EOP; public messaging

Analysis: A lack of clarity around donations confused the public and inefficiencies in the county's
donations management and distribution processes. Restrictions on what PPE could be used by
county government versus what could be given to the public created challenges for distribution
efforts.

Recommendation: Incorporate coordination with the public messaging/communications
functions into the Donations Management Annex. Identify a centralized coordination mechanism
for all donations so that donations are equitably distributed.

Area for Improvement 3: Evaluation of the tools and funding necessary for the county workforce
to continue county agency operations and serve residents in complex work environments.
Reference: Technology planning; budget planning

Analysis: Without the right technology resources, the county’s business operations could be
negatively impacted, especially with the increased reliance on technology and expectations of
virtual options for services and programs.

Recommendation: County agencies should assess and determine what devices are appropriate
for organizational positions based on the possible need to continue county operations in a
maximized virtual environment. For positions that are not adaptable to virtual operations,
identify the technology needed to keep those job sites or field staff connected to county systems
for critical communication and reporting requirements. The assessment should determine who
needs laptops, who needs to transition from a desktop to a laptop, who needs headsets, etc.

Area for Improvement 4: Coordination between the EOC Logistics Section and the Department
of Purchasing and Material Management (DPMM) for inventory management and identifying
resources could be further improved.

Reference: Inventory management system

Analysis: The lack of a comprehensive inventory management system hampers resource
management and distribution efforts, making the system unorganized. There is a lack of visibility
into what is in the warehouse, tracking orders, and knowing when shipments are received and
accounted for. The use of spreadsheets for order tracking was not effective, and inventory
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information was often not shared. The inventory management aspect of warehouse operations
remains a gap.

Recommendation: Collaborate with a cross-county, inter-agency team to define requirements
for a comprehensive inventory management system and explore solutions that meet county
needs. Requirements to consider relate to ordering, receiving, and distribution of inventory, as
well as visibility and information sharing across systems. Procurement and implementation of the
system should be a priority moving forward.

Area for Improvement 5: Online opportunities for residents to apply for services are significant,
but there is a gap in tenants' ability to apply online for rental assistance.

Reference: NCS online customer portals

Analysis: Currently, the protocol for residents to receive assistance is inadequate. Tenants have
to call to coordinate with NCS for applications for services. The current method of handling these
applications is not providing the most effective, efficient process, nor is it allowing for the best
customer service to the residents.

Recommendation: Ensure equitable online resources are established and maintained to support
better service delivery. *Note: a tenant online portal has been developed, and the landlord portal
established during the pandemic will continue.

o

o0
A4 88 /  OpeRATIONAL COORDINATION

Core Capability Description: Establish and maintain a unified and coordinated operational
structure and process that appropriately integrates all critical stakeholders and supports the
execution of core capabilities.

Strengths
The following are identified strengths:

Strength 1: Frequent communication and updates were successful for coordination and
collaboration throughout the COVID-19 response. As part of the response, county agencies
increased the number of coordination meetings, both internally and with partner organizations,
to facilitate a better-coordinated response. An example is the interagency EOC calls, frequent
Senior Management Team meetings, and the HR Supervisors' calls.

Strength 2: The county job matching program for reassigning staff to fill gaps and provide surge
staff support was a significant success.

Opportunity: Build upon the successes of the ad-hoc county job matching program, based on a
new county policy, to provide increased opportunities to address the many staffing challenges
during future disasters.

Strength 3: Some employees were given flexibility in their work schedule, including their hours,
staggered shifts, telework, and field time, which provided the county the ability to maintain
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critical services. Management of expectations to supervisors that employee workdays would not
be the usual 8-5 was also a success in utilizing the workforce.

Opportunity: The increased flexibility and adaptability of the county regarding the workforce to
meet the needs of the pandemic could be applied to other staffing and disaster challenges to
best use staff to achieve missions.

Strength 4: Collaboration with the FCHD worked well, especially with direct communication from
an FCHD liaison, regular calls and presentations to agency staff, protocol updates and guidance,
and a partnership for messaging.

Opportunity: The use of FCHD Liaison Officers could be replicated as a model for other county
agency liaisons to be used for various disasters.

Strength 5: Public Works and Environmental Services field personnel maintained critical
infrastructure facilities and services, including wastewater operations, wastewater collection
infrastructure maintenance and repair, and solid waste collection throughout the pandemic, thus
maintaining a healthy living environment for community members.

Strength 6: The establishment of non-congregate shelters, referred to as Quarantine, Protection,
Isolation, and Decompression (QPID) hotels, for our most vulnerable residents provided
significant opportunities to expand shelter capabilities and capacities with countywide partners.
Opportunity: Establishing non-congregate shelters for the COVID-19 pandemic provided
significant opportunities to expand shelter capabilities and capacities with countywide partners.
These improvements and new developments could be documented in existing sheltering plans
to be utilized as needed in future responses.

Strength 7: Many agencies note the ability to continue their normal operations, often as a mix of
in-person and virtual operations, also known as "assistance from a distance," throughout the
pandemic, especially the provision of human services and programs, as a significant success.
Opportunity: The successes that agencies had in continuing their everyday operations and
providing services to the community provide an opportunity to codify methods used in their
continuity of operations plans.

Strength 8: The creativity of the staff and the empowerment to make decisions and pivot quickly
was a success. Many agencies increased their virtual capacity for providing programs, delivering
programs in new and innovative ways, reaching more of the community, and increasing their
operations' effectiveness. For example, Land Development Services (LDS) rapidly migrated to a
fully online permitting process and pivoted quickly to use readily available virtual applications to
ensure the construction industry could continue functioning.

Strength 9: The creation of an ad-hoc Workforce Protection Group (WFPG) to address many
issues affecting staff in the pandemic environment. The team’s collaboration was a significant
success in addressing workforce health and safety and risk management issues throughout the
pandemic.
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Opportunity: Formalize policies and procedures for the WFPG, including authorities,
membership, scope, roles, and responsibilities. Integrate the WFPG into COOP and emergency
planning to ensure activation in future events.

Strength 10: The partnership between DEMS, NCS, Department of Family Services (DFS), and
FCHD was very successful for donations management efforts, as FCHD was an arm the
community, and DEMS supported the logistics coordination.

Opportunity: This successful partnership provides an opportunity to institutionalize the
coordination model for future donation management efforts with a health component.

Strength 11: Many county agencies were working across jurisdictions with regular coordination
and collaboration to share operational information and best practices. The Fairfax County Park
Authority regularly met with the Northern Virginia regional partners to ensure consistency in
operations and share lessons learned. Benchmarking was done with other parks agencies across
the country as part of the National Parks Association group coordination.

Opportunity: Coordination with regional and national partners and counterparts can be
incorporated into standard operating procedures to ensure benchmarking occurs in future
disasters.

Strength 12: Fairfax County has a robust finance tracking system with processes and procedures
for financial recovery. The established mechanisms could flex and support the reception,
management, and disbursement of the various pandemic funding sources. Finance specialists
collaborated to understand the scope and limitation of funds, as defined by the funding source,
and supported the cost-recovery process. Cost recovery efforts submitted to FEMA for
reimbursement as of 9/21 total $35,772,987. Preliminary Projects remain open-ended, and
amendments to additional costs are still to be submitted.

Opportunity: A new Financial Recovery Guide has been developed by DEMS to guide and support
effective and efficient cost recovery efforts. All agencies should designate staff to learn the
financial recovery roles and responsibilities to support future events.

Strength 13: The Department of Management and Budget (DMB) tracked COVID-19-related
monies and ensured funding went to the right program. Budget/Financial staff issued
comprehensive monthly updates on the status of Coronavirus Aid, Relief, and Economic Security
(CARES) funds, American Rescue Plan (ARPA) Coronavirus State and Local Fiscal Recovery
(CSLFRF) funds, and other funds that the county applied for and received for use related to the
pandemic.

Strength 14: The county established innovative programs to directly assist small businesses,
engaged with and shared information with the business community, and established a
framework for economic recovery.
e Small Business COVID-19 Recovery Microloan Fund
e Fairfax Relief Initiative to Support Employers (RISE): COVID-19 Small Business and Non-
Profit Relief Grant Program
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e Economic Recovery Framework for business retention and economic competitiveness
e PIVOT small business recovery grant program business continuity working group

Strength 15: The Fairfax County Redevelopment and Housing Authority (FCRHA) and Department
of Housing and Community Development (HCD) took steps to help mitigate the impacts of COVID-
19 by suspending evictions at FCRHA properties, suspending terminations in the HCD program,
suspending restrictions on rent decreases, and allowing more flexibility with late rent payments
for some time.

Strength 16: Collaboration with the Northern Virginia regional partners to ensure consistency in
recreational operations and share lessons learned. County Parks trails remained open throughout
the pandemic, beginning in May 2020. Outdoor park resources led re-opening efforts, including
golf courses, parking lots, community gardens, tennis courts, racquetball courts, skate parks, disk
golf, equestrian rings (outdoor), and boat launches.

Strength 17: Office for Children (OFC) and NCS established Supporting Return to Schools (SRS) to
provide support for children’s active and engaged learning during the Fairfax County Public
Schools (FCPS) virtual academic day. SRS was provided at 37 FCPS locations.

Strength 18: The shift to virtual library programming was successful and provided access to
community members beyond each branch service area. Virtual programming was particularly
successful for people with disabilities.

Strength 19: FCPS provided free and -and-go meals for students throughout Fairfax County.
Adults could purchase breakfast and lunch meals for a small fee. In total, roughly 400 total sites
were identified and provided multiple services.

Strength 20: Fairfax County and FCPS developed a searchable map that showed community food
distribution sites, including FCPS grab-and-go locations, community meal distribution sites, food
pantries, and other related services.

Strength 21: Management of QPID hotels data was successful by adding all hotels in Fairfax
County to a map enabling awareness as to what hotel was closest, what the capacity was, and
how much room was available. This helped keep people close to their homes. Demographic
tracking related to the hotels was also done to determine what segments of the population were
being targeted successfully.

Strength 22: The county coordinated successfully with partners in the continuum of care group
to get the most vulnerable individuals into QPID shelters first and decompress emergency
shelters for increased social distancing.

Strength 23: The county worked with several community providers and partners to help

vulnerable community members with their basic needs including utility, wastewater, housing,
and food assistance. Over 90 million dollars in COVID-19 relief funding was disbursed. The county
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worked with several partners to help low-income families pay household bills. DPWES worked
with NCS to provide relief to over 3,500 households for utility, wastewater, and water bills. This
required outreach in many different languages. Approximately 1.5 million dollars were credited
for those services.

Strength 24: Food distribution efforts engaged a variety of county and community agencies and
resident volunteers. In addition to county staff, thousands of volunteer hours were provided to
support food distribution efforts by faith-based, military, business and community-based
organizations.

Strength 25: Timeliness for processing eviction-prevention cases was analyzed regarding how
long it took to enter the system and get rent payment. Delays were related to receipt of proper
documentation during the application process. To address this issue, NCS partnered with a non-
profit (e.g., provided funding) to help residents find the documents they needed to apply
successfully. NCS continues to assess to see if the program worked, recognize the problem-
solving mechanisms employed to assess a problem, understand the factors, and identify
elements they can influence to address the problem and improve things.

Areas for Improvement
The following areas require improvement:

Area for Improvement 1: Leadership decision-making and approval processes in emergencies
can be streamlined.

Reference: EOC Command Section procedures

Analysis: For most of the event, the Senior Policy Group (SPG) call occurred after the EOC call,
which delayed getting senior decision-maker input on essential questions. SPG calls held before
the EOC calls, outlining high-level direction to guide the EOC, would help mitigate this issue. SPG
operations during the pandemic have not followed the processes outlined in the county EOP. This
is driven by what the County Executive needed from the senior leaders in the county for the
pandemic.

Recommendation: Work with the County Executive and the Deputy County Executives to
understand why the SPG operated differently during the pandemic compared to other incidents.
Determine what the SPG should look like and how the EOC should be engaged to support efficient
and timely decision-making during an emergency. Explore what they learned in COVID-19, then
adjust the EOP organizational structure and coordination processes to reflect the new dynamics.

Area for Improvement 2: There is a need to educate the county workforce on the roles of
government, the private sector, non-profits, and other partners in the donation management
process. Coordination is needed with the county and the private sector to leverage resources and
determine how they fit into emergency response.

Reference: Donations Management Annex, County EOP

Analysis: The total county donations management effort is not as robust as it could be without
improved collaboration across sectors.
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Recommendation: Identify community partners that may have a role in donations management
for the county. Conduct donations management training with these stakeholders to update the
Donations Management Annex.

Area for Improvement 3: Incorporating IT leadership into the organizational management
structure for incident response would help ensure consistency in evaluation and understanding
of the technology posture and alignment of technology priorities with response priorities.

Reference: IT plans/procedures; IT Disaster Recovery Planning

Analysis: IT personnel within county agencies (200+ staff) currently operate separately from DIT
instead of in a coordinated, streamlined structure. This works well in day-to-day operations but
creates challenges during emergency events. In a response of this nature, the agency IT lead
should report to the responding agency Incident Commander, and DIT should fall in as a
supporting role to ensure that initiatives required by the response happen. Throughout the
pandemic, this did happen, and DIT became incredibly supportive. But DIT had no existing
experience or organizational framework that allowed them to fill this role rapidly.
Recommendation: DIT should take the lead in planning how to operate as the centralized
command agency during emergencies that require significant IT response and support. This
planning should include defining communication and coordination with agency-specific IT teams
to support systems recovery and/or implementation priorities. This should include connecting
with Coordinating Agencies to regularly test and exercise IT disaster recovery prioritization and
the DIT Disaster Recovery plans. DIT should develop an organizational framework defining
centralized roles and engagement with Coordinating Agencies and the larger county emergency
management system. DIT participation in exercises and IMT training would benefit the entire
county.

Area for Improvement 4: Increased coordination is needed with the food collection community
due to rising food insecurity. A better description of a clearinghouse process for future
emergency food distributions is required.

Reference: Emergency Support Function (ESF) 6 - Mass Care, Housing, and Human Services Annex
within county EOP

Analysis: Without a central point for food collection coordination for the county, response to the
issue of food insecurity will be hampered.

Recommendation: Fully define and codify the emergency food distribution process. Document
in appropriate plans and procedures.

Area for Improvement 5:Volunteer management should be coordinated to promote
collaboration between groups and agencies with a unified command component.

Reference: Volunteer Management Annex

Analysis: Volunteer operations were happening in silos, and not everyone knew what others
were doing. The lack of command structure for the volunteer management effort resulted in
inefficiencies in using volunteers during the pandemic response.
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Recommendation: Utilize the updated Volunteer Management Annex in the EOP to educate and
train stakeholders on the new structure. ldentify how volunteer activities related to the
emergency will be coordinated in different situations.

Area for Improvement 6: Accountability was difficult for some agencies to track when using the
current county policy software/application system as it assigns staff to jobs but does not tell the
supervisor where they are assigned. Some staff members showed up, but some were not showing
up for jobs as they were supposed to.

Reference: Technology for work assignment and/or tracking and procedures

Analysis: The county software/application system's functionality created accountability tracking
difficulties for agencies using the app.

Recommendation: Assess use of technology for work assignments and/or tracking and whether
it can support the level of accountability necessary for operations.

Area for Improvement 7: Hiring, recruitment, and retention are some of the most significant
challenges for the county moving forward. For example, a significant culture shift to telework has
accelerated, and the county could face difficulties with hiring and retention, especially as the
private sector moves ahead of the culture shifts.

Reference: DHR practices/policies

Analysis: A decrease in staffing levels would negatively impact the ability of the county to
continue operations, both day-to-day and during emergencies.

Recommendation: Determine how the county will approach the shift in workplace culture to
ensure staffing levels are not negatively impacted.

Area for Improvement 8: The county faced challenges closing QPID hotels.

Reference: Sheltering/housing transition plans and procedures

Analysis: Some QPID hotel clients, particularly homeless individuals, resisted leaving the hotel
once their isolation/quarantine period was complete. It was important for case managers to
engage individuals regarding housing plans early on, as housing became much more complex,
and few options were available during the pandemic. It should be noted however, housing
shortages were not a problem created by the pandemic but rather exacerbated by the pandemic.
The Department of Housing and Community Development worked with the County Attorney’s
office to determine what the closure of the shelters would look like. Letters were sent to
residents every 15 days leading up to closure with notice. Staff had to work with the Police
Department for issues with people refusing to leave.

Recommendation: Ensure appropriate integration of case managers as early as possible when
shelters are open to leverage housing plans and resources for individuals in need.
Recommendation: Codify any shelter closure policies/procedures developed during the QPID
operations to be used in similar future sheltering situations where residents may be hesitant or
refuse to leave the facilities.

Area for Improvement 9: There was variability in how agencies implemented health guidance.

Rapidly changing direction and details needed to implement guidance contributed to this
variability.
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Reference: County-wide policies, adherence to guidance

Analysis: Because the nature of the Health Department’s health and safety measures came in
the form of guidance and not mandates, there were inconsistencies in how county agencies
followed the guidance. Some agencies followed Health Department recommendations and did
not deviate, while others decided not to follow Health Department guidance. Given that the
entities all served the same community, this was creating confusion for staff and
customers/clients. For example, when playgrounds opened to schools, it was recommended that
playgrounds were not to be used by school childcare programs.

Recommendation: Evaluate potential countywide frameworks for ensuring consistent
application of health guidance across all departments during public health emergencies.

Area for Improvement 10: Coordination between local, state, and federal government rental
assistance funding was a significant challenge.

Reference: Rental assistance processes

Analysis: Coordination between state and local processes for federal rental assistance funding
(an opportunity in which Fairfax County opted-in to receive through a direct federal allocation)
was a challenge as the state and local systems were not integrated through their respective
technology systems as well as having different processes existed at each level. There was also no
incentive for the state to coordinate directly with the localities that opted into this federal
opportunity. This created confusion for landlords receiving money from both the county and the
state.

Recommendation: Assess the existing processes for rental assistance funding implementation to
identify areas for increased coordination and/or alignment with state and federal processes for
more efficient delivery.

INFRASTRUCTURE

Core Capability Description: Stabilize critical infrastructure functions, minimize health and safety
threats, and efficiently restore and revitalize systems and services to support a viable, resilient
community.

Strengths
The following are identified strengths:

Strength 1: IT facilitated the implementation of all the new technology, as well as the security
and other systems necessary for a successful telework operation countywide. The
implementation of county laptops, devices, and new platforms in support of telework were
successes. Remote access was significantly improved.

Strength 2: The virtual environment allowed for increased communication throughout the
county, which has added strength to many departments. County agencies have increased inter-
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office collaboration and communication with virtual staff meetings, workgroups, virtual chat
features, document sharing, and other functionalities provided by IT tools.

Opportunity: The improved coordination because of the virtual environment and associated
tools can be replicated throughout all county business operations for increased communications.

Strength 3: The use of DocuSign software was a significant strength for remote document
processing and has also cut down paper usage. Internal Audit is to standardize the county's e-
signature process to further improve consistency in these processes.

Strength 4: Management of the donations inventory data was initially a challenge as county staff
is not allowed to use Google applications, but the donations management volunteers used
Google Sheets. WebEOC for inventory is not a sufficient system due to access restrictions. The
transition to using the EOC Teams group for inventory was much more effective and made the
donations management information more widely available. Using the EOC Teams group also
solves accessibility issues for donations management partners as it allows for guests and can be
used for any incident/event.

Opportunity: The successful use of a new system for donations management during the
pandemic provides an opportunity to codify these improved methods in donations management
planning for future response.

Areas for Improvement
The following areas require improvement:

Area for Improvement 1: Continue to address interoperability issues between those working in-
person and those teleworking.

Reference: Telework policies; IT tools and systems

Analysis: While many employees received the action to a virtual environment, there were some
issues with the hybrid work model requiring technology adjustments, primarily connectivity for
those working remotely and handling documents between remote and in-person staff, as some
records could not be accessed at home and had to be hard copies due to legal requirements.
There will likely be an increased hybrid approach, which will require technology improvements
to ensure connectivity and the ability to continue operations.

Recommendation: Identify and invest in technology advancements necessary to support hybrid
approaches to county programs and services. Update policies to reflect standard approaches to
technology use and communications tools approved for county agencies to ensure consistency
across the enterprise.

Area for Improvement 2: Refine the distribution process for IT equipment to employees who will
be changing working locations (on-site to telework) to avoid delays in the continuity of
operations.

Reference: IT policies

Analysis: Early on, DIT had devices prepared and ready for county staff, but there were
challenges with staff picking them up due to COVID-19 concerns, being spread out around the
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county, etc. There is a lack of ability to have devices sent to staff at their homes tracked and
requiring a signature.

Recommendation: Update IT policies to allow for devices to be sent to employees at their homes
with tracking and signature required in order to reduce staff time required to pick-up/deliver
devices.

Area for Improvement 3: Some call centers experienced various issues caused by the number of
calls. The inability to forward calls to cell phones prevented staff from working virtually.
Reference: County phone infrastructure

Analysis: With the shift to a virtual environment, many agencies experienced drastic increases in
phone call traffic that, for some, is still sustained. Without an adequate phone system to support
this increase, operations will continue to be slowed down.

Recommendation: Assess the current phone infrastructure and updates needed and/or new
systems needed to support increased phone traffic for county agencies. Long-term solutions
should be identified and implemented as well as integrating other platforms like Teams.

Area for Improvement 4: Significant challenges existed for employees who work in the field, do
not have regular computer access, or were not used to using the technology systems needed for
required training.

Reference: Required training policies

Analysis: The requirement for every employee to complete virtual training created challenges
with training staff that does not have computer access due to the nature of their work. A portion
of the county’s workforce were faced with significant challenges trying to meet requirements or
gain necessary access to the virtual environment.

Recommendation: Develop alternative methods and/or additional support mechanisms for
employees without regular computer/internet access and training to complete requirements.

Area for Improvement 5: New federal leave categories were very complex making tracking the
multiple Families First Coronavirus Response Act (FFCRA) leave types challenging for Human
Resources.

Reference: HR leave management strategies

Analysis: The lack of checks and balances in the system regarding the leave codes caused
additional burdens and required significant time for HR personnel to manage manually.
Recommendation: Assess Human Resources leave management strategies to identify if changes
are needed to support interpretation and implementation of new leave types during an
emergency.

Area for Improvement 6: Before the pandemic, there was a lack of appetite for deploying new
IT tools that enable general virtual operations. Maximized telework was not an operational
posture embraced by county leadership. As virtual operations became necessary, the swift pivot
to using virtual tools left a void in user knowledge about how these tools work. Training on how
to use new IT tools is one of the biggest hurdles that the county had to address and continues to
address today.

Reference: IT training; staffing planning
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Analysis: The significantly increased workload for county IT throughout the pandemic limited
DIT’s ability to provide adequate training on new IT tools for the county workforce.
Recommendation: Identify training gaps and develop and provide increased training
opportunities on county approved IT to better prepare for potential future events.

Area for Improvement 7: Some of the traditional EOC tools, such as WebEOC, dashboards,
resource requesting, etc., created challenges and caused DEMS to rethink how incident
management tools are used in emergency response. DEMS also identified that WebEOC was not
used as well as it could have been from a planning perspective to support EOC and county
operations.

Reference: EOC procedures

Analysis: Challenges with the effectiveness of EOC tools can slow down the EOC processes and
overall county response.

Recommendation: Assess the current EOC tools in place in conjunction with users external to
DEMS, and determine whether updates and/or new tools are necessary to better support EOC
processes.

Area for Improvement 8: Evaluate the process for approval of IT technologies to ensure the rapid
deployment of devices.

Reference: Review process for new technology

Analysis: The nature of the pandemic response, with such a significant focus on telework and
virtual operations and reliance on technology advancements, was slowed by review processes
rather than efficiently facilitated to support county operations.

Recommendation: Create an expedited procurement process to use during emergency incidents.
As part of this effort, evaluate the established procurement process to identify mechanisms and
processes that should be adjusted to support swift action. The process should include guidelines
for when the expedited process may be used.

OPERATIONAL COMMUNICATIONS

Core Capability Description: Ensure the capacity for timely communications in support of security,
situational awareness, and operations by all means available, among and between affected
communities in the impact area and all response forces.

NOTE: Due to the pandemic evolving over time and being a long duration event, the decision was made to capture
communications observations under the Operational Communications core capability even as some of the content in
the section is reflective of the core capability, Public Information and Warning. The Public Information and Warning
Core Capability is defined as: Deliver coordinated, prompt, reliable, and actionable information to the whole
community through the use of clear, consistent, accessible, and culturally and linguistically appropriate methods to
effectively relay information regarding any threat or hazard, as well as the actions being taken and the assistance
being made available, as appropriate.

FINAL 56 FINAL



FINAL FINAL

Strengths
The following are identified strengths:

Strength 1: There was a high frequency of meetings which allowed for rapidly changing
information to be shared more efficiently within and countywide across agencies. Many groups
and agencies implemented regular meetings or coordination calls, sometimes daily or weekly,
depending on the needs at the time. This was a highly effective communications mechanism for
regular guidance, updates, question-and-answer opportunities, and operational coordination.
The use of various communications platforms to enable this communication in the virtual
environment and enhance cross-agency coordination was also a strength. Tools such as Microsoft
Teams, ZOOM, and WebEOC facilitated coordination, document sharing, and meetings to
support overall county response operations.

Opportunity: Regular communication between various groups and agencies throughout the
response to the pandemic and the use of technology to facilitate this provides a best practice to
be continued through virtual operations as well as other disasters the county may face.

Strength 2: The establishment of the Joint Information Center (JIC) successfully provided the
mechanism for countywide communicators to assess and pivot communication strategy based
on feedback from the community. JIC operations and coordination led to educational
publications received well by community members. The JIC released messages quickly and
through various channels, such as the website, telephone systems with automated messages,
social media, and staff handing out hard copy information to reach the public countywide.
Opportunity: Successful implementation of the JIC for a significant, ongoing incident provided
lessons learned and best practices for rapid messaging. There is an opportunity to utilize
messaging methods developed and used during COVID-19 for other emergencies.

Strength 3: The COVID-19 email box established to answer staff questions was great success for
organizing the number of emails coming in from across the county agencies and is continuing to
be used.

Opportunity: General email boxes used to streamline communication and answering of county
staff questions could be replicated for other threats and hazards that rise to a significant level,
such as this pandemic.

Strength 4: Multilingual staff was leveraged for translating purposes as it related to
communication within the county to non-English speaking employees and external
communication to the public.

Opportunity: The focus on translation resources for various languages spoken in the county is a
practice that can be continued for both day-to-day and disaster communications, internal and
external, to ensure the messages the county shares are accessible to all individuals.

Strength 5: Communications with the approximately 90 Boards, Authorities, and Commissions

(BACs) was managed through the BAC liaisons. This enabled swift, clear, and concise
communications that weaved in guidance from multiple agencies, including items such as
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templates, flow charts, FAQs, legal guidance, IT, budget guidance, etc., all in one communication
path.

Opportunity: This successful communication method for BACs can be implemented for other
disasters when a large amount of information is being shared from many sources for a
streamlined approach.

Strength 6: Communication regarding eligible populations for shelter occurred through a wide
variety of community partners (e.g., federally qualified healthcare centers, non-profits, core
homeless service providers, Emergency Support Function 6—Mass Care partners, referrals for
non-homeless, community services board, NCS, DFS, COVID-19 Call Center, etc.). The broad range
of partners sharing the message ensured the wide distribution of information.

Strength 7: The county leveraged FCPS communications networks as a conduit to get information
out to parents through wellness calls, parent liaisons, some virtual mentoring, social media, and
email distribution lists. A lot of information was successfully passed along through school
communities.

Strength 8: The use of media to promote ‘Assistance from a Distance’ to those who are isolated
and need the program most was successful. The county used staff and volunteers to go into
communities to pass out information and share it with clientele. Also, materials were translated
into the top six languages spoken.

Strength 9: NCS staff were successful in direct client communications to help people get
connected to additional resources.

Areas for Improvement
The following areas require improvement:

Area for Improvement 1: Expand the county’s capability to communicate with all residents
regardless of access to technology.

Reference: External communication procedures, tools, and systems

Analysis: With the shift to virtual operations, there were both pros and cons for external
communications. Some communities were reached better through the virtual methods. Yet,
some could not be reached virtually, creating inequities in public messaging that had to be
addressed through other methods.

Recommendation: Evaluate how to provide better two-way communication with county
residents. Examine the results of the 3118 pilot as part of this evaluation.

Area for Improvement 2: Issues existed with communication reaching the workforce out in the
field that does not have regular access to email communications. Information was not always
passed along efficiently by the supervisor.

8311 is a non-emergency phone number that people can call to find information about services, make complaints,
or report problems like graffiti or road damage. 311 is not currently available in Fairfax County.

FINAL 58 FINAL



FINAL FINAL

Reference: Internal communication procedures

Analysis: With many policy changes occurring throughout the pandemic, it was difficult for
agencies to ensure that all messaging made it throughout the workforce.

Recommendation: Develop and provide alternative methods of communication with the
purpose of reaching the entire county workforce, given the communications and technology
constraints of some field operations and frontline employees.

Area for Improvement 3: Communications between operations centers should be more efficient
and coordinated.

Reference: EOC and DOC procedures

Analysis: The lack of established coordination meetings and mechanisms resulted in less direct
and consistent communications between the HDOC and the EOC. In the initial response phase,
there were challenges with synchronizing the HDOC and EOC efforts and establishing EOC
processes and battle rhythm, as there was no representation for the health department in the
EOC. The lack of communication and meetings caused delayed responses to the county’s COVID
support.

Recommendation: DEMS, FCHD, and other departments designated as Coordinating Agencies
in the EOP should explore modes of communication and coordination between the EOC and
DOCs. DEMS and FCHD need to work together on how to be more forward looking and planning
for what was coming, not what has happened, and to be more engaged with the EOC.

Area for Improvement 4: Notifying positive COVID-19 cases due to restrictions on the health
information that could be shared posed a challenge with identifying outbreak information. The
FCHD could not disclose certain outbreak information for health privacy reasons and guided this
issue.

Reference: Virginia Code, HD IMT Procedures

Analysis: Restrictions on sharing COVID-19 case information caused a lack of trust in the
workforce and issues for agencies trying to coordinate health and safety measures in response
to outbreak information. Some agencies opted not to follow the guidance, which caused
confusion and anxiety for employees since there was no consistency in information sharing (or
not sharing).

Recommendation: Review FCHD guidance to agencies regarding case notifications to determine
where statements regarding guidance compliance can be strengthened or added. Assess and
revise templates for employee education on public health measures to include an explanation of
how the FCHD is legally limited in sharing information on cases of infection while underscoring
how safety measures (e.g., masking, social distancing, handwashing, and cleaning) protect
against infection.

Area for Improvement 5: The FCHD was challenged to address questions and requests for
interpretation of guidance from county agencies and the Board of Supervisors. The FCHD
attempted to prioritize the requests for information in the most efficient way, but as
recommendations frequently changed, it was a struggle to support agencies that wanted
confirmation from the FCHD on what the new guidance meant for their staff and their operations.
Reference: Internal policy communication procedures
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Analysis: The FCHD and the Office of Public Affairs published factual and guidance information
in many forms and delivered advice directly via meetings. Some agencies, staff, and partners
were uncomfortable or able to apply the guidance to their work circumstances. Due to many
repeat questions on policy guidance, the FCHD was stretched thin trying to meet the needs of all
the county departments using a more personalized approach.

Recommendation: Evaluate FCHD agency liaison staffing expectations to determine if that role
is adequately staffed. Assess position responsibilities to identify mechanisms, procedures, or
tools to streamline the effort to respond to requests for assistance during a health-related
emergency.

Area for Improvement 6: It was challenging to gather the operational status of county agencies
to support priority setting and decision-making relative to government operations.

Reference: Continuity of Government Plan and Agency COOP Plans

Analysis: There is no established process or mechanism to gather this information when COOP
plans are activated. Before the pandemic, county agency COOP plans did not plan for a scenario
where all agencies would implement COOP operations. As such, no coordinating processes exist
to gather and compile information to share with county leadership. Having a cross-sectional view
of the agency operating status would benefit leadership decision-making.

Recommendation: Coordinate with the Deputy County Executives to determine what
information on the status of agency operations is valuable for them to know in an emergency.
With this understanding, leverage the COOP Coordinator’s group to identify a process to gather
this information. Considerations could include the trigger for reporting (e.g., is there a need for
a declaration of a COOP emergency to trigger information sharing), essential elements of
information to be reported, mechanisms or technology tools for reporting agency status
information, the timeline or deadline for reporting, and the frequency or reporting.

Area for Improvement 7: Frequent information updates on HHS services and basic needs that
were disseminated to the Board of Supervisors through numerous methods did not always reach
Board members in a timely fashion.

Reference: Internal communication processes

Analysis: Up-to-date incident response information was not getting to the Board members
promptly. Board members were hearing from constituents about wait times and the time it took
to get funding. Meanwhile, the members did not receive the appropriate updates when NCS
made many upgrades to the process. This put Board members in a position to respond to the
communities’ concerns without the correct details about issues. NCS shared information with the
BOS regularly, as well as produced a high-level monthly briefing for the supervisors, but they did
not always get/read the message.

Recommendation: Continue ‘Friday Briefing” with the Board Offices in future incidents; establish
criteria for adjusting frequency.

Area for Improvement 8: Maintaining partnerships with business owners while managing the

effects on the community (i.e., parking, noise, and hours of operation) was difficult.
Reference: External/public communication processes
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Analysis: During the pandemic, the county made significant efforts to support local businesses
as they were drastically impacted by stay-at-home orders and health and safety measures. Some
of the efforts to improve opportunities for the business community (i.e., hours of operation,
outdoor dining, changes to parking, etc.) had unintended effects on the community that residents
were not satisfied with.

Recommendation: Improve communication throughout the community when new policy
changes occur to support business operations to mitigate concerns.

Area for Improvement 9: External communication of food distribution events could have been
improved.

Reference: External/public communications processes; food distribution procedures

Analysis: There was the inconsistent turnout at various food distribution events. If it was not
adequately advertised ahead of time, there was not a great turnout. Established events received
consistent turnout. Limited media outreach, advertising events, and connecting food with
people.

Recommendation: Establish public communications and advertising standard operating
procedures for food distribution to ensure multiple methods of communication are used to reach
a wider audience.

Area for Improvement 10: Support to clients navigating county services and assistance needs to
be maintained beyond the pandemic.

Reference: HD and NCS staffing

Analysis: During the pandemic, the number of clients needing assistance with county services
and basic needs increased and will likely remain significant for the time following the pandemic.
The Health Department’s Family Assistance Workers, Community Health Workers, and NCS's
Service Navigation Support Team were vital for maintaining support and communication with the
community during the pandemic.

Recommendation: Continue to support county and community-based organization’s efforts to
provide service navigation for basic needs through direct client service navigation, information
sharing and county/community collaborative networks. If possible, maintain and expand the level
of staff to assist clients with navigation of basic needs and other services such as the HD's Family
Assistance Workers and Coordinated Services Planning. and NCS's Service Navigation Support
Team. Keep the level of staffing for Community Health Workers who are well positioned to
communicate with the community in their language/culture.

o A &%)
QUPaE 296

SPECIAL Focus: EquiTy

Equity is not a core capability identified by FEMA as a function needed to respond effectively to
an emergency. However, Fairfax County passed the One Fairfax Policy and is committed to
considering equity in all planning and decision-making — to intentionally, comprehensively, and
systemically explore, understand, and work to dismantle barriers that may create gaps in
opportunity. In emergency preparedness, response, and recovery, applying an equity lens to the
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after-action review moves the county forward in embracing the ‘whole community’ philosophy
underpinning planning efforts.

An overarching equity strategy to inform departmental action was developed in response to
COVID-19 and was presented to the Board of Supervisors in May 2020. The equity strategy
included the following elements: supporting the expanded availability of testing and treatment;
engaging sector and community leaders to understand the unique situations facing residents
most at risk; communicating with residents in various formats and in ways that are relevant to
their life situations to ensure they have the information and resources necessary to protect
themselves and their families; connecting residents to services and supports to mitigate the
social and economic impacts; and fostering cross-sector planning and partnerships, recognizing
no single agency or sector can handle this complex situation alone.

Strengths
The following are identified strengths:

Strength 1: The expansion of testing at temporary and standing sites for county agencies and
health safety net partners was based on case data and the COVID-19 Vulnerability Index.
Opportunity: The use of data is essential to identifying communities most impacted by COVID-
19. Data should be used in future events to ensure that response is targeted to the population
and the population and geographic areas most affected.

Strength 2: Sector and community leaders were engaged to understand the unique situations
facing most at-risk residents. This included town hall meetings with Black and Hispanic
community leaders and regular contact with the Community Provider Coordination Team, a
convening of non-profits who serve vulnerable residents. In addition, FCHD Outreach Team
members deeply embedded in cultural communities brought community concerns back and
addressed them.

Opportunity: Since not all populations experienced the pandemic the same way, it was essential
to understand community leaders' needs and concerns so that the county could respond
accordingly. Developing ongoing relationships with community leaders facilitates information
exchange during emergencies.

Strength 3: County agencies communicated with residents in various formats and ways relevant
to life situations to ensure that residents had the information and resources necessary to protect
themselves and their families. The communications team was successful in their multicultural
communications efforts, translation activities, and other efforts to ensure disparities were
addressed and public messaging making the county's widest reach possible.

Opportunity: Communications methods and messaging development during the pandemic
response can be used as a foundation for communication during future incidents. A central point
of contact (POC) to coordinate the needs would be helpful in future incidents.

Strength 4: Residents were connected to services to mitigate the social and economic impacts of
the pandemic through cross-departmental collaboration and health safety net providers.
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Examples include Coordinated Services Planning (CSP), which connected residents to resources
for emergency food, shelter, clothing, healthcare, employment, financial assistance, and other
essential needs; enrolling patients without a medical home and providing ongoing
comprehensive primary care services to persons in emergency shelters for Quarantine,
Protection, Isolation/Decompression; and regularly convening non-profits who serve vulnerable
residents through the Community Provider Coordination Team.

Opportunity: While the county always provides health and human services, needs become more
acute during a pandemic. Coordinating between departments and community partners to
understand and address these needs requires coordination.

Strength 5: Various agencies adapted operations and service delivery models to meet the needs
of residents. Some examples include “Assistance from a Distance,” remote court hearings, and
the Equity Customer Coordinator role for permitting.

Opportunity: Each department can and should adapt its operations and service delivery models
to meet residents’ needs.

Strength 6: Resource sharing and PPE distribution to underserved groups.
Opportunity: Continued collaboration and resource sharing with these providers will ensure
underserved populations’ resource needs are addressed.

Strength 7: Targeting of testing and communities most heavily impacted was based on case data
and the COVID-19 Vulnerability Index.

Opportunity: The use of data is essential to identifying communities most impacted by COVID-
19. Data should be used in future events to ensure that response is targeted to the population as
a whole and to populations and geographic areas most affected.

Areas for Improvement
The following areas require improvement:

Area for Improvement 1: Internal and external communication about how the emergency affects
different populations, and parts of the county can be improved.

Reference: One Fairfax efforts

Analysis: While some data was provided on the FCHD website by zip code and race/ethnicity,
information about why there were differences in outcomes was lacking.

Recommendation: Describe who is affected and why in internal and external communications
and target response efforts accordingly.

Area for Improvement 2: Equity data should be a consideration in decision-making for continuity
of operations, emergency preparedness, response, and recovery across the county per the One
Fairfax Policy.

Reference: One Fairfax efforts

Analysis: Considering equity (e.g., benefits and burdens of decisions) is a new way of thinking for
some departments, and it can be challenging to incorporate during an emergency. It involves
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considering overall needs across the county and at the same time, considering which groups are
impacted most and tailoring strategies accordingly.

Recommendation: Provide leadership and department staff with equity tools and materials to
reference for decision-making and planning throughout the emergency to ensure that equity is
considered. Make equity part of plans referenced during an emergency.

Area for Improvement 3: Managing existing relationships with community organizations and
coordinating interactions can be challenging. There were no established methods for sharing
information about community organizations across agencies.

Reference: One Fairfax efforts

Analysis: The One Fairfax Team worked with agencies to compile information on existing contacts
with community organizations; it was used as a resource for county staff to reach organizations
and populations in the county and to give the team a sense of where there were gaps.
Recommendation: Agencies chiefly responsible for community engagement should establish
mechanisms for coordinating and sharing information to improve coordination around
community engagement.

Area for Improvement 4: Identify approaches to closing the communication and services gap
created by switching to virtual services delivery.

Reference: Alternative IT and communications methods; COOP plans

Analysis: An immediate gap existed with the transition to an entirely virtual environment at the
beginning of the pandemic. There was inequity in virtual access, as not all people the county
serves had internet or computer access, which excluded some groups of people from county
services and programs until workarounds and other methods could be developed. COOP plans
did not adequately consider inequities created by stopping services and programs or continuing
them in new ways.

Recommendation: Define access as it relates to providing services to community residents, then
determine and develop alternative communication and infrastructure approaches needed to
reach a wider audience throughout Fairfax County.
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8. Surveys Summaries

Surveys were used to gather data during the after-action review process. Surveys were crafted
for four targeted audiences:

e County agency employees

e County residents

e Private sector businesses and individuals interacting with county agencies in support of
business operations

e Non-profit and non-governmental organizations collaborating with the county in
support of the COVID-19 response

A summary of responses to key questions in each survey is outlined in this section. Survey
questions are provided in Appendix 5—Report Methodology.
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COUNTY AGENCY EMPLOYEES SURVEY RESPONSES SUMMARY

Employees were asked to participate in a 12-question survey to gather information on the
county’s response to COVID-19. The survey was available to all county employees. 2,540
responses were received. A summary of responses follows.

Where did you do your work?
Most respondents, 60%, did their work in a hybrid format of in-person and telework, while only
31% worked entirely in-person.

Type of work

The responses were quite varied in the type of work that respondents do. 86% responded that
they do most of their work on the computer. Only 21% of respondents are field-based employees,
and only 3% said most of their work was without a computer.

Did your duties change due to COVID-19?

Most respondents, 63%, said that their duties remained the same as before the pandemic.
Though the responsibilities remained the same, an overwhelming number of employees stated
that their workload had increased. Because of COVID-19, they have had to take on additional
tasks and responsibilities. Many employees also shared that how they do their work has changed.
Employees expressed that while their duties are the same, they are now doing those duties while
at a greater risk of getting sick. A final theme among employee comments was that now they
must deal with policies constantly changing, which can be difficult.

“The core part of our job did not change but we had to make a change in our processing
(number of units sent, additional lines of traffic, event semantics) all we impacted by the
pandemic. We had to increase our workload by a significant amount due to staffing shortages.
We had to create a new level of emergency staffing just to cover these shortages.”

“Our department had to maintain exact same operations as prior to the pandemic, in addition
to handling increased workload due to the higher number of emergency calls, manning a
second location in order to lower risk of transmission, and having lower staffing due to
positive cases and quarantining. “
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Please select all the statements you agree with.

Answered: 2,440  Skipped: 140
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Work Sentiments
For this question, respondents were asked to select all the statements they agreed with based
on these statements:

e | had the tools/equipment needed to complete my job.

e Telework/Leave policies were flexible enough to meet the needs of my family.

o | felt like | was helping/supporting our community.

e | felt safe in the workplace.

e Information provided was adequate and timely.

e | do not agree with any of the above statements.

Most respondents, 80%, felt that they had the tools/equipment they needed to complete their
job. Some employees expressed that they received a county laptop too late, and others stated
they did not have sufficient PPE when required. Less than half, only 38%, of employees felt and
currently feel safe in the workplace. Employees expressed that the main reason for this was the
change in the telework policy in October 2021. While 55% of employees said that the
telework/leave policies were flexible enough to meet the needs of their family, many said that
they were referring to the initial telework policy and they desired for it to go back to what it was.
An overwhelming number of comments asked for the Telework policy to be 100% or more
flexible. Employees ask to be trusted to get their work done, and many argue that they are more
productive at home and morale is higher with greater telework. With the rise of Omicron cases,
employees do not feel safe going into the office. Only 44 % of respondents said that the
information provided was adequate and timely, but many admitted that this was due to the
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nature of the pandemic and not the county's fault. Respondents said there was confusion over
changing policies.

“Up until Oct 2020, telework policy during the pandemic was wonderful. The current
stipulations on the 60% telework is extremely stressful at some points, in that some
situations outside of COVID-19 are occurring and people are not allowed to telework
when they have full plates and the ability to do the work, but the policy is preventing that.
This is causing additional stress on the individual and on the team. It would benefit the
employee and their team members and clients if managers or division director level could
approve for these exceptions.”

“The teleworking option has been so helpful to help me feel safer and more efficient in
doing my job, both for COVID-19 reasons and weather reasons. However, | do not
understand why one cannot telework if they are found to be COVID-19 positive and are
feeling well enough to telework. | do not feel that we have good enough PPE for the
population we work with (we work with a medically fragile and unvaccinated population)
| also feel that the county policies around COVID-19 exposure if an employee is vaccinated
do not protect my clients or coworkers.”

Were you able to access critical information regarding policies, requirements, benefits, etc.,
during the pandemic?

Most survey respondents, 77%, were able to access the information, and 21% of respondents
had some access. Only 2% of respondents were unable to access critical information. Many
respondents said they could access information through virtual means such as email, Teams, and
Zoom. For those who found accessing critical information challenging, some common themes
were that information was inconsistent, overwhelming, and not timely. Respondents found that
the way the different agencies interpreted information and enforced policies was inconsistent
particularly the leave and mask policies. Due to the nature of the pandemic, information kept
changing; it was hard to keep up with the changes, and sometimes they received the information
too late. Respondents expressed that they wish there had been more communication and
transparency around COVID-19 cases and exposure within the office.

"I often had access to the information that | needed but it was often incomplete and/or
late. There were other times where staff were waiting for direction, and | had no
information to give. Directives quite frequently changed before we could implement the
previous.”
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How could the county improve on providing critical information to
employees? Select all that apply.
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How could the county improve on providing critical information to employees?

Many respondents felt that the county and their agency did a decent job of providing them with
critical information. They thought that using multiple platforms contributed to the success of
information sharing. 53% of respondents suggested reducing the delays in sharing, 49% indicated
sharing more frequently, and 52% recommended explaining more thoroughly. Respondents
commented that they desire to explain why certain decisions were made by leadership. Other
suggestions included having one designated employee page to check for new updates and using
social media for quick updates. Respondents said that there was an overwhelming amount of
information coming at them every day from many sources and having it more centralized would
have been easier. Many respondents stated that while they received information, they still had
guestions and did not understand everything. Some respondents expressed that having their
manager disseminate the information in a small group setting worked well because it allowed
them to ask questions and discuss how the information applied to their daily lives.

“Due to the volume and frequency of COVID-19 information provided to staff via email
and text, housing all information via SharePoint in an organized manner would be very
helpful. Then there is one place everyone can check to make sure they're receiving the
latest information and past information they may have missed. Also, when explaining
policies, please do so in a more concise fashion. The conversational tone with overuse of
words creates a lot of confusion. Just bulleted lists with simple sentence structures are
most effective. The recent snowstorm along with telework and leave policy due to the
inclement weather was unclear regarding telework (e.g., "eligible" could mean that
anyone who is permitted to telework is required to telework, but it could also mean only
people who are approved to telework need to telework and others do not need to work
and have a day off).”
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Rate your level of agreement with the following statement: My agency was able to fulfill its
goals or objectives from the start of the pandemic through June 2021

75% of respondents either agreed or strongly agreed with this statement, while only 8%
disagreed, and 16% were neutral. While many felt that their agency fulfilled its goals, an
overwhelming number of respondents believe it was done so at the expense of staff. Burnout is
a huge issue as staff had to take on additional responsibilities on top of their regular jobs, and
staffing vacancies exacerbated this. Respondents expressed that the staffing issues have caused
morale to drop significantly. Many respondents commented that the ability to 100% telework
allowed them to continue to fulfill their agency’s goals and objectives. Not all work could be done
virtually, and many field workers felt that they got “left behind.” They did not always feel
protected out in the field, and some respondents felt it was unfair that they did not receive the
same leave policies that in-office staff were given.

“We have managed to fulfill goals and objectives, but at the cost of the employees
themselves as we work longer hours and overtime to make up for staffing issues largely
due to COVID-19.”

Please indicate your level of agreement with the following statement: My organization
continues to face pandemic-related challenges as normal operations are resuming.

74% of respondents strongly agreed or agreed with this statement, while only 9% disagreed, and
17% were neutral. There were over 500 comments on this question, and the comments revealed
a tense and stressed workforce. A common theme from the comments was that most workers
desire to telework, believing the county’s new telework policy is too rigid. Respondents said they
are more efficient at home and teleworking also helps relieve issues with family care and
responsibilities they have at home. Many respondents were confused as to why the county
changed the telework policy in October 2021 because there are still many COVID-19 cases and
new variants. They expressed that they do not feel safe in the office and feel there is no need to
go to the office when they can do everything from home.

Another theme that arose was that respondents’ workload has increased, and many are facing
burnout. Between people being out of work due to COVID-19, quarantining, and staffing
shortages, some respondents said their workload had doubled, and others tripled. A handful of
respondents are frustrated that the public and coworkers, do not follow mask mandates, then
another handful of respondents are frustrated with the mandates. There is also frustration that
policies are not the same for all (vaccinated and unvaccinated).

“We are facing staffing shortages and many staff are on leave due toillness (many related
to COVID-19). This puts a great deal of strain on the people that are still working.
Furthermore, there are less supports available to staff who are sick. They must either
work while they aren't feeling well or take their leave (or just not get paid if they don't
have enough leave). This is in sharp contrast to all of the options that were available at
the start of the pandemic.”
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Challenges to resumption of normal operations are related to: (Select all that
apply)

Answered: 2,329  Skipped: 251
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What are the challenges to resumption of normal operations related to?

The highest percentage of respondents, 64%, selected safety concerns regarding the resumption
of on-site work as a challenge to the resumption of normal operations. The second highest
percentages were hiring and retention at 47% and 50%. This question received over 500
comments, and many echoed the remarks of the previous question. A common theme was the
frustrations with the current telework policy, with respondents desiring more flexibility and more
days at home. Respondents argued that when the telework policy changed, there was no input
from the workforce, and many desired to give their feedback before decisions are made.
Respondents also believe the current telework policy dissuades potential employees from
working for the county. It was reiterated in the comments that there is frustration with the
inequality in policy between the vaccinated and unvaccinated. For the staff who cannot telework,
they desire more protection in place i.e., higher plexiglass, more masks, and more testing for
everyone. A major theme for this question was that respondents desire compensation for all the
extra work they have had to do. They also feel the county is not offering a competitive enough
compensation package to attract new employees to fill all the vacancies.

“| believe that the County needs to recognize that not only has the agency changed but
the world has changed. It would be to the counties advantage to embrace the changes
and develop new innovative approaches to doing our work and servicing the community.
Going back to a "Normal" way going business is not very smart. The county has a unique
opportunity to be very progressive and out of the box thinkers.”
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Share one success in how your agency, or the county, responded during the pandemic?

An overwhelming success was the initial telework policy- many respondents specified the 100%
telework policy. Respondents liked the flexibility that telework provided; it allowed them to
continue their work without interruption and increased productivity and morale, and many said
it made them feel safer. Another frequently mentioned success was the transition to a virtual
environment. Assistance from a Distance was frequently mentioned. The ability to get laptops
out, transition meetings to virtual through Zoom and Teams and virtually offering services to the
community were highlighted. Another joint success mentioned was how the county provided
masks, signs, and the rollout of vaccines. Many respondents did feel safe because of these
measures that the county took.

“The telework flexibility was the biggest help during the pandemic. | was able to complete
all my work and tasks remotely without issues, and it increased the quality of my work/life
balance.”

“Our program came together and did an excellent job of working safely and remotely
while still providing "assistance from a distance" for our clients. There was virtually no
break in service, and we proved that most of our work could be done remotely and with
the flexibility we were afforded prior to the telework limits that were imposed in the fall
of 2021.”

Recommend one improvement that would help your agency, or the county in general, be better
prepared for future emergencies?

The most mentioned improvement was the return to the initial telework policy, pre-October
2021. Respondents cited increased flexibility and the fear of being in the office as reasons for this
desired change. Respondents want there to be flexible in decision-making at the agency level.
Another common improvement suggested was addressing staffing shortages. Respondents
suggested improving the telework policy and compensation package to help with recruitment
and retention. Another common improvement was directed at communication issues.
Respondents suggested more timely, clear, and transparent messaging from the county to staff.

While many employees said the county did a good job providing PPE and with signage, there
were over 100 comments identifying areas for improvement with health and safety measures.
Some suggestions were greater availability of testing for both the vaccinated and unvaccinated,
better enforcement of public health measures, and improved cleaning protocols in buildings.

“Allow for flexibility in telework policies (i.e., changing telework days within the week) or
not require medical paperwork to telework after exposure or mild COVID-19 symptoms.”

“| believe that variations of the COVID-19 virus are here to stay and may become more
transmissible. | would recommend that our government stay in step with the science to
protect our communities’ safety. Safety should now include testing, vaccination/boosters
and facemasks that are available without cost or restriction.”
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COMMUNITY INPUT SURVEY

Fairfax County sought feedback from
community members that interacted with
county government staff, services, and
resources during the pandemic.

The survey was available online from June
13 to July 13, 2022. It could be translated
within the survey tool to all major
languages used in the county. Hardcopy
surveys were available at public libraries,
including translated versions in the
county's eight most commonly used
languages.

The survey was promoted on
fairfaxcounty.gov, social media, and with
posters in county facilities. 2,148 people
provided input via the Community Input
survey. Responses were received from
every zip code within Fairfax County.

Survey Participant Demographics
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Survey respondents were primarily white, making up 73% of all respondents. This was followed
by 6% Asian, 5% Hispanic, Latino, or Spanish, 3% Black or African American, 2% other, <1%
American Indian or Alaska Native, <1% Native Hawaiian or Other Pacific Islander, and 10% of

respondents preferred not to answer.
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Race/Ethnicity of Survey Respondents

| prefer not to answer

Hispanic, Latino, or Spanish
Black or African-American

The ages of community members who responded to the survey were evenly distributed from 36-
75. Each age range in this spectrum had around 20% of the total responses. The 26-35 age range
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represented 8% of responses, and the Over 75 age range also represented 8% of the responses.
A total of 5% selected Other or Prefer not to answer.

Age of Survey Respondents

& 21% 36-45
B 20% 46-55
B 20% 56-65
| 18% 66-75
8% Over75
B 8% 26-35
B 3% Prefer not to answer
= 2% Others

Most respondents speak English at home, making up 93% of survey respondents, with only 3%
speaking another language (mostly Spanish), and 3% prefer not to answer.

Interactions with Fairfax County Government Services
Of the 2,148 responses, 68% indicated someone in their household accessed services or received
assistance from Fairfax County during the pandemic from January 2020 through December 2021.

How easy was it to access Fairfax County Services to support economic opportunities during
the pandemic?

There were 187 responses and 57% of respondents said it was easy to access services while 43%
had some challenges. Common comments on the challenges were that it was hard to get ahold
of anyone as offices did not seem fully staffed, and it was hard to get answers or timely help.
Also, it wasn't easy had programs shut down.

How easy was it to access cultural and/or recreational services during the pandemic?

This question had 864 responses; again, 57% said it was easy to access services, and 44% had
difficulties. Complaints included the closure of facilities, understaffed departments, and not
having materials available from the libraries for children.

How easy was it to access services that could only be provided by the Fairfax County
government during the pandemic?

907 residents responded to this question, and 62% said it was easy to access services, with only
10% of respondents experiencing significant challenges in accessing services and 28%
experiencing minor challenges. Complaints dealt with having difficulty getting information;
residents said it was hard to contact someone or get their email answered. The website did not
have the answers they were looking for, and they did not get called back when they left a
message. Another challenge was not having their trash/recycling picked up for some weeks.
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How easy was it to access Fairfax County environmental services during the pandemic?

Of 542 responses, 66% said it was easy to access services, while 34% said they had minor or major
challenges. The complaints were about trash and/or recycling not always being picked up as
scheduled.

How easy was it to access Fairfax County services to support residents facing vulnerability
during the pandemic?

This question received 185 responses; only 36% of respondents had an easy time accessing
services, while 29% faced minor challenges, and 35% faced major challenges. Some challenges
included not getting questions answered, understaffed departments, and the lack of services.

How easy was it to access Fairfax County COVID-19 services during the pandemic?

Of 1,091 responses, 62% had an easy time accessing services, and 38% faced some challenges.
Some challenges included confusion around contact tracing, difficulty getting information and
getting the correct information, and long call wait times.

How easy was it to access Fairfax County Health* and Human Services during the pandemic?
*non-COVID-19 related services

Of 204 responses, 54% had an easy time accessing services, while 46% experienced some
challenges. Like previous questions, most challenges had to do with long waits on the phone.
Another challenge was confusion about getting an appointment.

How easy was it to access Fairfax County services related to housing and neighborhood
livability during the pandemic?

This question only received 71 responses, and it was divided 50/50. 50% of people had an easy
time accessing services, but 20% faced minor, and 30% faced significant challenges. Some
challenges included getting information about affordable housing and obtaining housing
assistance.

How easy was it to access Fairfax County lifelong learning and education* services during the
pandemic?

*Not Fairfax County Public School-related

Of 506 responses, 64% of respondents found it easy to access services, while 36% had some
challenges. The complaints revolved around the libraries being closed for so long and the book
guarantine policy making it hard to know what was available.

How easy was it to access Fairfax County mobility and transportation services during the
pandemic?

This question received 180 responses, and 62% of respondents had an easy time accessing
services, while 38% faced some challenges. Some comments about the challenges experienced
revolved around the difficulties for people with disabilities in using the sidewalks or the
availability of a ride program, as well as challenges in getting metro cards renewed.
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How easy was it to access Fairfax County safety and security services during the pandemic?
Of 265 responses, 82% had an easy time accessing services, with only 18% experiencing some
challenges. The complaints included a lack of police presence in giving speeding and reckless
driving tickets and difficulty in reporting online harassment.

Information on Changes to Fairfax County Services

How was the quality of information provided by Fairfax County on changes to services during
the pandemic?

58% of respondents felt that the level of detail was appropriate and valuable. 52% thought that
the information was easy to understand. 52% felt that the information was easy to find. 41%
thought that there were clear directions on how to access services. 38% thought that changes
were shared promptly, and 14% had other reactions to the quality of services. The “other”
responses were mostly that respondents felt that information was difficult to find and
understand.

“You could find what you were looking for online but it took a lot of steps to get to what you
wanted/needed.”

“They needed to be a bit clearer & carefully worded so public wouldn’t misread things or
misunderstand but most info relating directly to FX CO Gov was pretty well done. | would have
liked to see better information given regarding vaccine availability for people, PCR testing
locations etc. Many struggled in locating services for that. | had no problem accessing all other
services through Fairfax County Gov or understanding the info given. | think in some cases they
needed to provide further info but otherwise did well.”

As Fairfax County made changes to how services were delivered during the pandemic, where
did you find the best information on these changes?

28% of respondents used the Fairfax County Government website, 27% used Fairfax Alerts, 24%
used direct communication from the county (phone, email, mail), and 4% used other methods.
Some of the other platforms used include social media (Facebook and Twitter), Board of
Supervisors (BOS) communications, local news outlets, and surrounding jurisdictions.

Feedback on the Overall Response

Were there any changes to the delivery of Fairfax County government services that were
implemented due to the pandemic that you found particularly helpful?

Respondents felt that while the online services were beneficial, they could still be improved upon
to make them more streamlined and understandable. The move to virtual services for many
county agencies was well received. Text alerts were another service that respondents responded
positively towards.

What changes to the delivery of Fairfax County government services would you like to continue
or change in the future?
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Some of the recurring sentiments from residents include the issues surrounding delays in trash
and recycling pickup, closures and limited access to libraries and community centers, and the
closure of schools. Respondents also would like to see the continuation of the virtual services
offered by the county. Frequent updates, specifically on social media, were another added
benefit provided by the county.

“Ability to have contactless pick up of library books - though | don’t need this now. That was a
huge help for our family. Not having access to the library during early pandemic days was
depressing.

“Improvements to working with school system to manage contact tracing was critical. Wish the
county health dept had led that much more - wasn’t school’s responsibility to do this public health
work. Students and working families suffered from poor planning and implementation of this by
county health dept.”

“Your frequent updates to social media during the pandemic have been helpful. The pandemic is
far from being over.”
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BUSINESSES SURVEY RESPONSES SUMMARY

Fairfax County sought feedback from businesses to understand what programs they accessed
from county agencies and how they affected business operations. Agencies specifically
examined were:

e Department of Planning and Development

e Land Development Services

e Department of Economic Initiatives

e Department of Code Compliance

The survey was available online from June 13 to July 13, 2022. It could be translated within the
survey tool to all major languages used in the county. Hardcopy surveys were available at public
libraries, including translated versions in the county's eight most commonly used languages.
The survey was promoted on fairfaxcounty.gov, social media, and with posters in county
facilities. 147 responses were received. The questions and associated responses are outlined
below.

Interactions with the Department of Planning and Development (DPD)

Which of the Department of Planning and Development (DPD) programs or services did you
utilize?

Of the 146 individuals surveyed, only 15% of respondents interacted with DPD at some level. Of
those that utilized the services of DPD, almost half (43%) used them for various permits, including
food trucks, home-based businesses, noise waivers, etc. Following permits were zoning
applications, rezonings, plan amendments, architectural reviews, and interpretations.

How would you have been impacted if you did not have access to these programs or services
from DPD?

DPD services had a largely positive impact on the individuals and businesses that utilized them.
Respondents noted that without the various DPD services offered, 48% of their operations would
have been negatively impacted, and 24% of their operations would have been forced to cease
together. 29% of respondents stated that operations would not have been impacted without the
services of DPD.

Were communications with DPD clear and concise?

Communications with DPD were viewed as primarily favorable, with 65% of respondents agreeing
that communications were clear and concise. 35% disagreed with that sentiment, with some
stating that, at times there were competing messages coming from DPD.

Please rate your interactions with DPD during any of the time frames that you interacted or
engaged with them. March 2020 to August 2020, September 2020 to February 2021, March
2021 to August 2021, and September 2021 to March 2022.

Experiences with DPD from March 2020 to August 2020 varied in satisfaction. 47% were either
satisfied or very satisfied, and 36% were either unsatisfied or very unsatisfied. From September
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2020 to February 2021, satisfaction ratings improved to 53%, which held steady in the following
timeframe from March 2021 to August 2021. Satisfaction slightly regressed from September 2021
to March 2022, with only 41% satisfied or very satisfied.

As the pandemic progressed, did you observe any changes that you felt improved operations
for the programs or services you were receiving from DPD?

Most of the respondents did not observe any changes they felt improved operations. There was
one comment stating that the virtual work and coordination made DPD more effective.

“DPD is extremely effective in the remote/hybrid work environment. The ability to hold virtual
meetings with staff and share screens to review projects is really helpful and much appreciated.”

Are there any improvements that could be made to enhance your experience with DPD
programs or services?

67% of respondents did not have any suggestions to enhance their experience, but the
constructive suggestions are as follows:

“We are an electrical contractor generally focused on providing EV charging equipment. It would
be wonderful if Fairfax County would streamline the application process within Condominium

Buildings.”

Interactions with Land Development Services (LDS)

Between March 2020 and March 2022, did you utilize or engage with Land Development
Services? Which Land Development Services (LDS) programs or services did you utilize?

Only 10% of respondents interacted with LDS. 30 respondents used LDS services. The breakdown
of services used are as follows: 8 utilized site inspections, 6 utilized building/trade permit
applications, 6 utilized building/trade permit plan review, 5 utilized site plan review, 5 utilized
building/trade permit inspections, and 3 utilized site plan applications.

How would you have been impacted if you did not have access to these programs or services?
LDS services had a largely positive impact on the individuals and businesses that utilized them.
29% of those that used their services would have been negatively impacted without them, and
43% would have had to cease operations without these services.

Were communications with LDS clear and concise?
64% of respondents felt that communications with LDS were clear and concise. The two critiques
of communications are regarding specific problems that individuals had interacting with LDS:

Please rate your interactions with LDS during any of the time frames that you interacted or
engaged with them. March 2020 to August 2020, September 2020 to February 2021, March
2021 to August 2021, and September 2021 to March 2022.

From March 2020 to August 2020, interactions with LDS were generally positive, with 60%
satisfied. From September 2020 to February 2021, satisfaction slipped slightly to 50%.
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Satisfaction levels rebounded from March 2021 to August 2021 from March 2021 to August 2021,
returning to 60%. Interactions with LDS from September 2021 to March 2022 were still viewed
mostly favorably at 50%.

As the pandemic progressed, did you observe any changes that you felt improved operations
for the programs or services you were receiving from LDS?

33% of respondents felt that they observed changes that improved the operations of LDS. The
main improvement was the move to virtual services, which proved effective and continues to be.
This allowed for adequate services and timely responses from LDS.

Are there any improvements that could be made to enhance your experience with LDS
programs or services?

There were only a handful of suggestions on improving LDS programs and services that seem to
be regarding specific instances, including permitting for EVs and property drainage.

Interactions with the Department of Economic Initiatives

Between March 2020 and March 2022, did you utilize or engage with the Department of
Economic Initiatives? This includes RISE grants, PIVOT grants, and the microloan program.
Which of the Department of Economic Initiatives (DEI) programs or services did you utilize?
6% of respondents said they interacted with DEI. Of those respondents, 5 used RISE grants, 2
used PIVOT grants, 1 used the microloan program, and 2 used other DEI programs.

How would you have been impacted if you did not have access to these programs or services?
Of those that utilized DEI programs, all their businesses would have been negatively impacted
without them. 57% of businesses would have been negatively impacted in some way, and 43%
of businesses would have had to cease operations entirely.

Were communications with DEI clear and concise?

57% of respondents felt that communications with DEI were clear and concise. Respondents felt
some issues may have served as roadblocks, including the documentation needed to secure some
of the grants.

“Rules were cumbersome and created roadblocks. The webinars could have been managed better
as many were not on mute. The process for approval was slow, and we were nervous to spend the
much-needed money before approval as | know many businesses were not approved.”

Please rate your interactions with DEI during any of the time frames that you interacted or
engaged with them. March 2020 to August 2020, September 2020 to February 2021, March
2021 to August 2021, and September 2021 to March 2022.
Respondents were the most satisfied in the first-time frame from March 2020 to August 2020,
with only 14% of respondents unsatisfied. The following three time periods were about the same,
with 28% of respondents remaining unsatisfied throughout.
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Are there any improvements that could be made to enhance your experience with DEI
programs or services?

The main improvements noted were expediting the approval of grants and expanding access to
programs for low-income individuals, particularly section 8 housing.

Interactions with the Department of Code Compliance

Between March 2020 and March 2022, did you utilize or engage with the Department of Code
Compliance? This includes investigation of complaints related to outdoor storage, multiple
occupancy, property maintenance, un-permitted construction, and other zoning and building
code violations.

92% of respondents did not engage with DCC, 6% did engage with DCC, and 2% were not sure.

Which of the Department of Code Compliance (DCC) programs or services did you utilize?

Of the respondents that did engage with DCC, 3 utilized property maintenance services, 1 used
unpermitted construction services, and 4 used other services, including zoning and building code
violations and inspections.

How would you have been impacted if you did not have access to these programs or services
from DCC?

Most of those that utilized DCC services would have been negatively impacted without them.
40% of their operations would have been negatively impacted, and 20% of operations would have
ceased, with 40% not being impacted.

Were communications with DCC clear and concise?
Of those that responded, 60% felt that communications with DCC were clear and concise.

Please rate your interactions with DCC during any of the time frames that you interacted or
engaged with them. March 2020 to August 2020, September 2020 to February 2021, March
2021 to August 2021, and September 2021 to March 2022.

From March 2020 to August 2020, engagements with DCC were the most favorable, with only
20% unsatisfied. The following 3 time periods were equally less favorable than the first, with 25%
of respondents very unsatisfied.

As the pandemic progressed, did you observe any changes that you felt improved operations
for the programs or services you were receiving from DCC?

None of the respondents observed any changes that improved operations, with one respondent
stating that DCC was already helpful.

Are there any improvements that could be made to enhance your experience with DCC
programs or services?

One constructive recommendation was to improve DCC operations by enforcing code
compliance violations more swiftly.
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COMMUNITY-BASED ORGANIZATIONS SURVEY RESPONSES SUMMARY

Fairfax County surveyed community-based organizations to evaluate county services and
information sharing. Community-based organizations, non-governmental organizations, faith-
based organizations, houses of worship, and groups identified as “other” community-based
organizations were surveyed. The services and programs specified for evaluation had donation
coordination, financial aid, health access to residents, and food access.

The online survey link was sent directly to Community Provider Coordination Team members
and was available from June 13 to July 13, 2022. It could be translated within the survey tool to
all major languages used in the county. 70 responses were received. The questions and
associated responses are outlined below.

Which category best describes the type of organizations you represent?
57% of respondents represented a community-based
organization/non-governmental organization, 19%
represented a Faith-based organization, and 18% a
House of worship. Only 6% answered other.

m Community-based organization/Non-governmental organization
m Faith-based organization
= House of worship

Other

m Business

Please select the option below that best describes
your affiliation with the organization.

Most respondents, 63%, represented organizational leadership, 27% were an organization
employee, and 9% were a volunteer.

Please consider all of your experiences over the past two years with the County. Using a scale
from “very dissatisfied” to “very satisfied”, how satisfied are you with the following services?

Very Somewhat Di?seal:it:i:e d Somewhat Very
Dissatisfied Dissatisfied L Satisfied Satisfied
or Satisfied
Donation Coordination 9% 30% 22% 39%
Financial Support to Residents 4% 13% 23% 15% 45%
Health Access for Residents 6% 15% 35% 44%
Food Access for Residents 2% 4% 24% 35% 35%
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Donations Coordination: Fairfax County’s distribution of donated items (e.g., masks, PPE, and
other personal care items) to non-profit partners, for purposes of making them available to
community members.

61% of respondents replied positively, either somewhat or very satisfied, while only 9% were
dissatisfied. 30% responded that they were neutral, neither satisfied nor dissatisfied.

Financial Support to Residents: Fairfax County’s engagement with non-profit partners to
distribute funds through a variety or Emergency Financial Assistance programs (e.g., CARES,
Emergency Rental Assistance, Community Development Block Grant.)

Most respondents, 60%, said they were either very satisfied or somewhat satisfied, 17% were
neutral, and only 17% were dissatisfied.

Health Access for Residents: Fairfax County’s engagement with non-profit partners to support
health access and outreach events (e.g., COVID testing efforts, vaccine outreach, vaccine
clinics).

Most respondents were satisfied. 44% of respondents were very satisfied, and 35% were
somewhat satisfied. Only 6% said they were dissatisfied, while 15% were neutral.

Food Access for Residents: Fairfax County’s coordination of food delivery efforts to include
marketing to neighborhoods, working with non-profits to promote food delivery options,
delivering food to homebound individuals, etc.

70% of respondents were satisfied in some way, with 35% answering very satisfied and 35%
answering somewhat satisfied. 6% of respondents were dissatisfied.

Organization that indicated they worked as part of any county/community-based/houses of
worship collaborative effort during the pandemic were asked to rate the overall effectiveness
of the collaboration using a scale of “Poor” to “Excellent”

50% of respondents rated the collaboration as excellent, 38% thought it was good, 9% said
satisfactory, and only 3% thought it was poor.

As Fairfax County made changes to how services were delivered during the pandemic, where
did you find the best information on these changes?

Most respondents, 59%, found out through direct communication from the County program
either through phone, email, or mail. 39% found out through the Community Provider
Coordination Team (CPCT). 22% found out through Fairfax Alerts, 20% through the Fairfax County
government website, 6% through the Fairfax County social media outlets, and 2% said other.
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Direct communication from the county program (phone, email, mail)
Community Provider Coordination Team (CPCT)
Fairfax Alerts
m Fairfax County government website
Fairfax County social media accounts (Facebook, Twitter, Instagram,
NextDoor, YouTube, SlideShare)

m Other

How was the quality of information provided by Fairfax County on changes to services during

the pandemic? (Select all that apply)

Over half of respondents said the detail in the information given was appropriate and valuable,
it was easy to understand, and changes were shared promptly. 42% thought there were clear
directions on accessing services, and 31% thought the information was easy to find.

Please share a specific area of success as it relates to the partnership and functions conducted
between your organization and Fairfax County during the pandemic.

This question received 32 comments. 10 respondents commented that they appreciated the
CARES funding given out by the County. Many comments discussed how well the communication
and coordination was between the County and their organization. One respondent found the
webinars on vaccination rollout very helpful, and another said the communication was a success.

“County information was shared at church events and through church communications.”
“The Nurse practitioners were so kind and quick to respond to us when needed.”

Please share a specific area for improvement as it relates to the partnership and functions
conducted between your organization and Fairfax County during the pandemic.

This question received 27 comments, and many comments fell into two main categories: funding
and communication. Six respondents said more, or continued funding would be helpful for their
organization. 13 comments had to do with communication; a few comments said communication
from the County was too slow, one comment wanted to be more included in decision-making,
and another suggested better communication with the community, specifically non-English
speakers.

“Needed to advertise to the public that these services were available.”
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“Fairfax needs to better understand what our organization is.”

“I feel that if the whole picture is shared, we are able to understand more clearly what the
expectation and "goals" were for each area.”

Additional Comments (optional)
This question received 5 comments - 3 were an area for improvement, and 2 were positive. The
positive comments were grateful for working with the County and thanked them for their work.

“Overall it seems that the changes in staffing in the county have presented challenges that
impacted CBOs and indirectly residents. This occurred nationally as well in terms of the great
resignation/retirement so it is my hope that the county is working on hiring and training so that
CBOs can do the needed work to serve residents in a timely manner. On the other hand, in the
Access division of NCS (CSP and Fastran) people were re-deployed really well while certain services
weren't needed, and others were.”

“We were overwhelmed by clients who were unable to access rental assistance, even if qualified.
They reported no answers after an hour+ wait time, denials with no reason given, etc.”

“The contracting process was very slow, especially when additional CARES or ERA funds were
added on to the existing contracts.”
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APPENDIX 1—ACRONYMS/TERMS AND DEFINITIONS

FINAL

Acronym/Term | Definition
ARPA American Rescue Plan
BAC Boards, Authorities, and Commissions
BOS Board of Supervisors
CARES Act Coronavirus Aid Relief, and Economic Security Act
CcC County Clerk
CDC Centers for Disease Control and Prevention
CESF Coronavirus Emergency Supplemental Funding
CET Customer Experience Team
CHW Community Health Workers
CIp Capital Improvement Program
CIT Crisis Intervention Trained
CooP Continuity of Operations
CPCT Community Provider Coordination Team
CPST Community Provider Strategy Team
CRS Citizen Reporting System
CSB Community Services Board
CSLFRF Coronavirus State and Local Fiscal Recovery
CsSpP Coordinated Services Planning
CTSC Customer and Technical Service Center
cvc Community Vaccination Center
DEMS Department of Emergency Management and Security
DCE Deputy County Executive
DCLS Virginia Division of Consolidated Laboratory Services
DCC Department of Code Compliance
DEI Department of Economic Initiatives
DFS Department of Family Services
DHR Department of Human Resources
DIT Department of Information Technology
DMB Department of Management and Budget
DOC Department Operations Center
DOF Department of Finance
DOL Department of Labor
DPD Department of Planning and Development
DPSC Department of Public Safety Communications
DPWES Department of Public Works and Environmental Services
DPMM Department of Purchasing and Material Management
DSG Data and Surveillance Group
DTA Department of Tax Administration
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Acronym/Term | Definition
EOC Emergency Operations Center
EOP Emergency Operations Plan
EPSL Emergency Paid Sick Leave
ESF Emergency Support Function
FC-CAP Fairfax County Corrective Action Program
FCDOT Fairfax County Department of Transportation
FCEDA Fairfax County Economic Development Authority
FCHD Fairfax County Health Department
FCPD Fairfax County Police Department
FCPL Fairfax County Public Libraries
FCPS Fairfax County Public Schools
FCRHA Fairfax County Redevelopment and Housing Authority
FEMA Federal Emergency Management Agency
FEML Family Expanded Medical Leave
FFCRA Families First Coronavirus Response Act
FRD Fire and Rescue Department
HCD Department of Housing and Community Development
HDIT Health Department Information Technology
HDOC Health Department Operations Center
HHS Health and Human Services
HIPAA Health Insurance Portability and Accessibility Act
HOA Homeowners Association
IAP Incident Action Plan
IMT Incident Management Team
IPHI Institute for Public Health Innovation
IT Information Technology
JIC Joint Information Center
LDS Land Development Services
MEF Mission Essential Function
MPSTOC McConnell Public Safety and Transportation Operations Center
NCR IMT National Capital Region Incident Management Team
NCS Neighborhood and Community Services
OCA Office of the County Attorney
OD&T Organizational Development and Training
OFC Office for Children
OPA Office of Public Affairs
PHE Public Health Emergency
POC Point of Contact
PPE Personal Protective Equipment
PSOHC Public Safety Occupational Health Center
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Acronym/Term | Definition
PTSD Post-Traumatic Stress Disorder
QPID Quarantine, Protection, Isolation, and Decompression
RISE Relief Initiative to Support Employers
RFA Request for Assistance
SACC School Age Child Care
SITREP Situation Report
SPG Senior Policy Group
SPO Single Point Ordering
SRS Supporting Return to Schools
VAWA Violence Against Women Act
VCCS Virginia Community College System
VDH Virginia Department of Health
VEOC Virginia Emergency Operations Center
VRC Volunteer Reception Center
WEFPG Workforce Protection Group
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APPENDIX 2—HEALTH DEPARTMENT AAR SUMMARY

The Fairfax County Health Department (FCHD) is the lead agency for infectious disease
preparedness, monitoring, and response for Fairfax County. In response to the first confirmed
case of COVID-19 in the United States, the FCHD activated its Incident Management Team (IMT)
and the Health Department Operations Center (HDOC) on January 22, 2020, to prepare for
anticipated impacts in the Fairfax Health District, which includes Fairfax County, the City of Fairfax
and the City of Falls Church, and the towns of Clifton, Herndon, and Vienna. Through February
and March 2020, COVID-19 cases spread throughout the country, and on March 8, 2020, the first
COVID-19 case was confirmed in the Fairfax County Health District.

The Health Department's response to COVID-19 was unprecedented. This dedicated team, which
at its peak numbered over 1,000 staff, contractors, and volunteers, worked tirelessly for the
communities they live in and serve. During this prolonged response, FCHD faced numerous
challenges while coordinating a vast array of logistically complex and resource-intensive
interventions that involved cooperation and collaboration with government agencies,
community partners, the Commonwealth of Virginia, and multiple Federal Government entities.

The unprecedented response includes:
e Activation of the IMT for 864 days from January 22, 2020, to June 3, 2022.
e Reassignment of nearly 100% of FCHD personnel to COVID-19 response efforts.
e Reduction in Health Department services to adequately staff the department’s COVID-19
response operations.

The response to COVID-19 has emphasized the importance of enhancing relationships among
county agencies, increasing opportunities for engagement with community partners and the
public, and continuously improving capabilities to prepare for, respond to, recover from, and
mitigate future public health emergencies. This report details the efforts made during the COVID-
19 response on these fronts.

With the declaration of a Public Health Emergency (PHE) on January 31, 2020, the federal
government began implementing public health measures to safeguard the American public.
Governor Northam issued a State of Emergency declaration for Virginia on March 12, 2020, and
the Fairfax County Board of Supervisors voted unanimously on March 17, 2020, to declare a local
state of emergency in Fairfax County. A National Emergency Declaration under the Robert T.
Stafford Disaster Relief and Emergency Assistance Act (Stafford Act) was issued on March 13,
2020. It was declared a major disaster by President Trump on April 2, 2020. As of December 18,
2022, confirmed case counts indicated that COVID-19 had infected more than 257,666 Fairfax
County residents, with COVID-19 leading to the deaths of more than 1,718 Fairfax County
residents, as reported on the Fairfax County Health Department COVID-19 dashboard. While the
Health Department officially reports confirmed cases of COVID-19, the number of COVID-19
cases in the Fairfax Health District was likely much higher.
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The scale and duration of COVID-19 response operations proved challenging to Health
Department and Fairfax County staff. The Department conducted extensive public health
response operations across the Fairfax Health District to protect the health and safety of the
community, coordinated with Fairfax County and the Virginia Department of Health (VDH) on
policy and other vital issues, and supported local government and community partners. The
Department simultaneously worked to preserve its internal workforce from illness and
endeavored to keep the public informed at every step.

This summary captures critical strengths and areas for improvement.

Key Strengths

1 The Fairfax County Health Department’s ability to adapt was critical to the success of
the COVID-19 response.
Health Department employees demonstrated versatility and dedication during the
pandemic response. Fear and concern for personal safety among staff and their
2 families apparent among many of the staff who reported on-site throughout the
response. Staff who were not deployed continued to provide essential services for
residents with limited resources and staff.
Health Department staff implemented strict health and safety protocols for residents
and staff of skilled nursing facilities in recognition that these individuals were at
higher risk for COVID-19 complications and transmission. This work was recognized in

3 August 2021, when the National Association of Counties selected Fairfax County
Health Department as a “County Best Practice model” for their work in preventing
large-scale COVID outbreaks.

The Health Department has fostered key relationships with diverse community

a stakeholders for over two decades. These relationships proved essential in
distributing timely, accurate, culturally, and linguistically appropriate COVID-19
prevention and other pertinent medical information.

ICS planning activities worked well during the response. Notable successes include:
e Activation and deactivation of Health Department staff
e Development and production of Incident Action Plans (IAPs) and Situation
Reports (SITREPs)
e Demonstration of staff adaptability to meet the response's ongoing,
sometimes sudden, demands.
5 e Effective operational processes pertaining to public health practices, including
containment, isolation and quarantine, lab testing, and mass vaccination
operations

e Onboarding, training, and management of a temporary large-scale public
health workforce that included hundreds of contractors and volunteers.
e Supportive and engaged community partnerships
e Successful collective efforts among the entire incident command team
The Logistics Section developed creative solutions to complex challenges by ensuring
that space, supply, and staffing needs were met in a fiscally responsible manner.
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Key Strengths

The partnership between the Health Department’s Division of Laboratory Services and
the Virginia Division of Consolidated Laboratory Services (DCLS) was invaluable. It was
instrumental in Fairfax County’s rapid ability to operationalize COVID-19 testing in the

7 health district. After four weeks of planning and preparation, the department
completed DCLS validation and began to provide communitywide testing in COVID-19
testing.

8 Division of Laboratory Services staff absorbed the additional volume of COVID-19

testing over and above other testing routinely provided by the health department.
Through strategic partnerships, the Health Department established a large response
9 organization of trained public health professionals to supplement the county
workforce.
The Institute for Public Health Innovation (IPHI), in partnership with FCHD, trained 100
Community Health Workers (CHWs) to assess the needs of individuals in isolation
following a positive COVID-19 test or quarantine following exposure. Residents served
10 by the CHWs related to resources (e.g., food assistance, utility assistance) that would
allow them to complete isolation or quarantine. The National Association of County
and City Health Officials awarded the Health Department a 2022 Gold Innovative
Practice Award for this work.
In coordination with both Health Department Information Technology (HDIT) and
County Department of Information Technology (DIT) staff, the Data and Surveillance
Group (DSG) developed county-wide and internal dashboards to consolidate data
feeds to analyze and visualize data. These dashboards allowed the Health Department
to provide timely, data-driven, actionable guidance to policymakers and daily updates
to the IMT, Health Department leadership, and the Communications Team.
The Health Department Call Center and its dedicated staff were invaluable asset to
12  the community, providing real-time guidance and answers to residents’ questions.
e Total Calls to the Call Center between 02/26/2020 and 12/18/2022: 633,500.
The Health Department’s emergency planning and readiness allowed for the largest
13  mass vaccination campaign in the state, administering over 2,807,515 million doses
and fully vaccinating 80% of all Fairfax residents.
The Health Department’s vaccine campaign included substantial focus on equity,
conducting vaccine equity clinics for underserved and high-risk community members,
addressing vaccine hesitancy, connecting residents with vaccine resources and
14  appointments, and engaging with community-based organizations to expand
communication and outreach. The Health Department was recognized for this equity
work with a 2022 Model Practice Award from the National Association of County and
City Health Officials.
The Health Department’s outreach and coordination with private medical providers
facilitated greater access to vaccines in the community.

11

15
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Areas for Improvement

The prolonged, traumatic, and arduous COVID-19 response profoundly affected the
1 mental health of staff and highlighted an opportunity for proactive mental health
program planning and ongoing departmental support.
The FCHD COOP plan was not designed for a multi-year-long response and therefore
had limited utility as a guide for decision-making in response to a global pandemic.
2  The department was also required to make operational decisions about service
delivery balanced against the public health interest in mitigating the spread of disease
within worksites and service delivery sites, also not envisioned by the COOP plan.
Public health staffing and organizational structures are not designed for multi-year
3 large-scale field operations and complex administrative, financial, and logistical
support while maintaining essential public health services.
Supply chain constraints challenged response operations in several ways, including
laboratory operations and COVID-19 testing, availability of personal protective

4 equipment (PPE) for responders, and medical supplies for the mass vaccination
campaign, requiring options for alternate requisition.
The purchasing process within the FCHD IMT and the County’s Emergency Operations
5 Center (EOC) structure lacked strong, prescribed, and fundamental budgetary and

financial coordination and oversight, requiring additional time and labor to ensure

accurate accounting during the response.

COVID-19 data received by VDH was problematic and unreliable, creating additional
6 work for department staff, impacting the timeliness of results, and potentially risking
the accuracy of state data.
The Call Center staff experienced verbal hostility, abuse, and vilification from angry
callers. There was no formal stress management process in place to provide staff with
support. This is a process embedded in many commercial call centers and public
safety agencies where such exposure is common.
Public messaging was a complex process driven by a shifting array of challenges
including evolving science and frequently changing public health guidance, public
pressure for updated information in a variety of formats, venues, and languages, the
politicization of pandemic issues, vaccine hesitancy, and limited resources.
The science of epidemiology and its application to disease case and outbreak
investigations is challenging to conduct at a large-scale with limited public health
resources. Staff performing case and contact investigations (also known as “contact
tracing”) require advanced professional knowledge, skillsets, real world experience,
systems access, and credentials that are difficult and time-consuming to replicate at
scale.

The COVID-19 pandemic and prolonged emergency response have changed public health
landscape within the Fairfax County community and across the nation. As the COVID-19
pandemic evolved, new and unforeseen challenges required creative resourcing and solutions
and broad and varied partnerships in the community, business, and government sectors. Public
health organizations and funding entities should invest in expanding capabilities and resources
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to mount future large-scale public health emergency responses. Fairfax County Health
Department will continue to assess and identify best practices, areas for improvement, and
opportunities to innovate creative and modern solutions.
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APPENDIX 3—FAIRFAX COUNTY COVID-19 RESPONSE HIGHLIGHTS

The Fairfax County Health Department Incident
Management Team and the Health Department Operations
Center were activated in January 2020 to support response
efforts. The Fairfax County Emergency Operations Center
was activated in March 2020 to provide a centralized
coordination entity for the county enterprise.

e Thenitial response phase lasted from January 2020 to
June 2020. Emergency declarations, stay-at-home
orders, PPE shortages, continuity of operations, and
the transition to maximized virtual operations and
telework all occurred during this phase.

e After the first six months, the response transitioned
into a “new-normal”

FINAL

NEW REPORTED CASES: MARCH 2020 - SEPTEMBER 2021

services, returning to in-person and hybrid work postures, and responding to the pandemic's effects.
e From July 2021 through December 2021, county operations continued to settle into the “new normal” operations. The COVID-19 virus
continued to evolve and circulate with new variants causing increases in positive cases throughout the county. Businesses, community
organizations, and individuals continued to adjust operations and interactions based on risk assessments.

of county operations from July 2020 to June 2021. In this phase, the county focused on re-opening paused programs and

The lengthy COVID-19 response significantly tested the county’s emergency response infrastructure as well as the ability of the county to continue
normal business operations and services to the community. The comprehensive timeline in Appendix 4 outlines key events in the response.

In the first six weeks the

Health Department hired four

hundred contracted staff
A/ ¢

356 427 Translation

Information was translated into

Masks Used different languages

FINAL
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4,000 laptops were
purchased in 2020 to
support continuity of

operations during COVID-19

4,578,100

Nitrile/Vinyl Gloves Used

HOTEL

o000
000

2,188
clients served at quarantine,
protection, isolation,
decompression (QPID) hotels
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After Action Review Process:

Forty-two county agencies developed and shared internal after action reports outlining detailed agency-specific information on the COVID-19
response. These reports were reviewed to identify trends in successes and challenges. Qualitative data was then collected through facilitated
information-gathering sessions (i.e., hotwash meetings), interviews, and survey tools. 1,010 people participated in hotwash meetings, which were
facilitated discussions of what occurred in the response with the intent to identify what worked well and what needed improvement. 2580 employees
responded to the internal survey. 2148 responded to the community input survey. 147

responses to the business survey and 70 to the community-based organizations survey. - ANALYSIS OF THE COUNTY'S RESPONSE IS ORGANIZED
This feedback also was considered in developing the assessment of the county’s USING THESE CATEGORIES:

response. — Logistics and Supply Chain ﬁ
§= il

Accessibility to County Services . ) @ .
. . Planning o Government Operations
Respondents were asked how easy it was to access services
based on community outcome areas. :Q~® Infrastructure A
e 90% had little or no difficulty accessing county |g§>“® QQABQ
government services. Communications §] @ Equity

e 89% had little or no difficulty accessing the county’s
COVID-19 services.

Business Reliance on County Services
Business respondents were asked how necessary access to county services was during the pandemic.
e 71% (on average) indicated operations would have ceased or been negatively affected without access to county services.

Quality of Collaboration
e Community-based organizations working with the county to support vulnerable communities negatively affected by COVID-19 restrictions
were asked to rate the collaboration.

e 97% rated collaborative efforts with the county as satisfactory or better. B 25% Fairfax County government website

B 27% Fairfax Alerts

Effectiveness of Communication 24% Direct communication from the county

As Fairfax County changed how services were delivered, and residents found the best information from program (phone, email, mail)
a various source. More than 50% of respondents found the information provided by Fairfax County on 17% Fairfax County social media accounts
changes to services during the pandemic was useful, had an appropriate level of detail, easy to (Facebook, Twitter, Instagram,
understand, and easy to find. NextDoor, YouTube, SlideShare)

B 4% oOther
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Grant Funding
The county supported non-profit partners and local businesses with grant funding during the pandemic. This funding played a significant role in
continuing foundational services to the community during a time marked by overall increased needs, challenges for the non-profit workforce, and
the need for innovative approaches to service delivery for the health and safety of workers, volunteers, and the community. The following highlights

grant funding support to non-profits and businesses as of November 2022:

FINAL

The following highlights grant funding to businesses and non-profits via The following highlights grant funding support to non-profits via CARES

CARES and ARPA to support their

sustainability:

$16,836,300 to the PIVOT Business Recovery Grant Program
$5,026,704 in CARES funding towards the Non-profit
Sustainability Program.

$3,430,000 in ARPA funding towards the Active and Thriving
Community Grants Program.

$7,095,000 in ARPA funding towards the 2022 Non-profit
Sustainability Grants (extending the Non-profit Sustainability
Grants program started with CARES funding).

Observations from the Supervisors Office Meetings
Strengths

FINAL

Internal communications were excellent. The blog centralized a
lot of information for county residents.

Establishing the processes and technology to allow people to
testify to the board remotely was a major success and will
continue moving forward.

Operationally, the county process for grants and microloans
allowed money to get out quickly.

In certain settings, COVID-related changes to operations actually
made things better than pre-COVID.

A strength was flexibility in supporting businesses, but it is
important that the county go deeper with those efforts and have
a better template for the type of response timing for
implementing support.

continued operations and and ARPA funds specifically for the expansion of direct client services

(food, housing, and utility assistance):

Over $90,000,000 for the provision of basic needs supports to
community-based organizations through CARES ($21 million),
CDBG (S7 million) and Emergency Rental Assistance 1 & 2 ($65
million).

Over $6,000,000 of ARPA funding towards the Food Access
Program, to date, $3.3 million disbursed to 22 houses of
worship and 26 community-based organizations to bolster food
service infrastructure for the community.

Areas for Improvement/Recommendations

99

The protection of employees, particularly those in the field who
cannot work remotely, needs to be a priority for any future
incident and to improve the resilience of our employees.
Regionally, Fairfax County worked well with Northern Virginia
Partners, and the county should continue to build on that.

Need to make sure community-based organizations continue to
be viable and can provide their services, as they are crucial to the
county response.

The dashboard was a good communication tool that helped
people find information for themselves.

Challenges of January 18, 2021, online vaccine registration.
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APPENDIX 4—COMPREHENSIVE TIMELINE

January 2020 - March 2020

FINAL

Activation

Health
Department
Operations
Center (HDOC)
partially
activated to
support the
response.

1/22/2020

Case

State of
Virginia’s first
case of
Coronavirus.

3/7/2020

Case

First
presumptive
positive
COVID-19 case
identified in
Fairfax Health
District.

3/9/2020

Notification
World Health
Organization
characterized
COVID-19 as a
pandemic.

3/11/2020

Activation
Virginia
Emergency
Operations
Center ‘level
orange’.

3/12/2020

Declaration

Out-of-state
travel for
public
employees
cancelled.

3/12/2020

Declaration

National
Emergency
declared,
Category B
Emergency
Protective
Measures.

3/13/2020

Case

Virginia
Department of
Health announced
first death from
the coronavirus
(Hampton Roads
region).

3/14/2020

1/22/2020 1/29/2020
Activation Response
Health White House
Department Coronavirus
Incident Task Force
Management established.
Team
activates.

ik Activation {2 Notification

ast #3 Declaration
%, Closure
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3/7/2020
PPE

Initial shipment

of PPE from the
Strategic
National
Stockpile

are received
in Virginia.

3/11/2020

Notification
Initial
message to
the FFXCOVID
keyword
messaging
subscribers.

3/12/2020

Declaration

Governor
Northam signs
Emergency
Declaration

for the
Commonwealth
of Virginia.
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3/12/2020

Notification
Virginia’s
Post-Disaster
Anti-Price
Gouging act is
now in effect.

3/13/2020

Activation

Joint
Information
Center
activates.

3/14/2020

Activation
EOC opens at
partial
activation.

3/14/2020

Closure

Executive Order
53, orders all
non-essential
businesses to
close, bans
gatherings of 10
or more people,
and orders all
schools close
for two weeks.
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March 2020 - April 2020
PPE PPE Case
Closure Notification Services Closure Second Final shipment Virginia
Governor Declaration All Non-Local FCPS begii i hi t fi from th f
egin All Fairfax shipmen rpm rom ? Department o
orders Virginia Judicial travel for delivering grab County public the §trateglc Strqteglc Health is reporting
K-12 schools to Emergency county and go meals facilities are National National widespread
close for a declared by business is along some closed to Stockpile Stockpile community
minimum of Supreme Court prohibited until school bus in-person (ecgivgq re:ce.iv.ed in transmission.
two weeks. of Virginia. further notice. routes. operations. in Virginia. Virginia.
3/16/2020 3/16/2020 3/18/2020 3/19/2020 3/20/2020 3/23/2020 3/27/2020 3/31/2020
3/14/2020 3/16/2020 3/17/2020 3/18/2020 3/19/2020 3/20/2020 3/25/2020 3/30/2020 4/2/2020
Notification Notification Declaration Notification Case Activation Services Declaration Declaration
CDC has cDC Fairfax County Defense Virginia Virginia Land Governor President
issued a recommends signs local Production Act, reported its National Development issues a signs Major
Level 2 canceling or declaration of expedite and first Guard and Services Stay-at-Home Disaster
advisory postponing emergency. expand on coronavirus elements of transitioned to order. Declaration
globally. in-person supply caseina the Virginia electronic for Virginia.
events that capabilities. minor. Defense Force. permit
consist of 50 applications
people or more and plan
throughout the submittals.
United States.
# Activation 11 Notification
G e De;:lorction
¥ Closure B, services
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Services
Economic
2 Development
Services Authority
FCPS Social began accepting
Workers and applications for
Psychologists eligible grants for
will start virtual CARES Act
meetings with supplemental
families. funds.
4/13/2020 5/7/2020

Notification Case

Executive County’s

Order 61 and 7-day s
Order of average Notification
Public Health reaches 303 Expiration of
Emergency new cases Executive
Three, Phase 1. per day. Order 55.
5/15/2020 5/31/2020 6/5/2020

April 2020 - August 2020

FINAL

J

Response
Services . Pre-planning
Department Services for COVID
of Tax Department of Vaccine
Administration Transportation Points of
open to public offices open Distribution
limited hours. to the public. begins.
7/6/2020 7/13/2020 7/15/2020

4/3/2020

Services

Dulles Expo
Center
selected as
interim site
of the
Alternate
Care Center
in Northern
Virginia.

4/20/2020

Activation

CovID 19
Testing
Workgroup
activated by
Commonwealth
to assist and
facilitate testing
capability in
Virginia.

¥ Activation

Closure

£ Notification

# Declaration

&, services
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5/8/2020

Services

Park
Authority
will open
three golf
courses.

5/29/2020

Services

Partnership
with CVS to
open 39 new
testing sites
across
Virginia.

6/5/2020

Notification

Executive Order
65, second
phase of the
“Forward
Virginia” plan.
Northern Virginia
and Richmond
will remain in
phase one.
Executive Order
65 became
effective June 5.
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7/1/2020

Notification

Executive Order
67 and Order of
Public Health
Emergency
Seven, allowing
Virginia to enter
the third phase
of the “Forward
Virginia” plan.

7/7/2020

Services

Land
Development
Services
lobby is open
to public
limited hours.

7/13/2020

Services

All library branches
will be available for
express services
limited to 30
minutes. Meeting
rooms remain
closed to the
public, and
returned materials
will continue to be
quarantined for 72
hours before staff
check them in.

8/3/2020

Notification
Amended
Executive
Order 68
went into
effect.
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Services

Volunteer and
Donations
Management
warehouse
hours change to
Mon - Thurs
12pm to 4pm.

8/10/2020

Services

Department of
Transportation
Fairfax
Connector
resumed full
service on all
routes.

8/29/2020

Notification

Board of
Supervisors
approves
additional
funding of up
to $12,000,000
for the Rise
Grant program.

9/15/2020

Notification

Second
mandatory
training on
Infectious
Disease
Preparedness
and Response
Plan released.

10/8/2020

Services

Department of Tax

Administration
(DTA) is serving

walk-ins Monday,

Wednesday,

Friday from 9am

- 3pm.
10/19/2020

August 2020 - December 2020

Notification

Employee
Daily Health
Check App
launched.

10/30/2020

FINAL

Services

General
Election; polls
open from
6am-7pm. EOC
in monitoring
status for the
event.

11/3/2020

Services

Fairfax County
Public Schools

begins in-person
cohort instruction

for Grades 1-2,
and Specialized
Career Centers.

11/30/2020

1

Services

Per Virginia
Governor
requirements,
Fairfax County
Park Authority
programs and
classes are
limited to 9
participants
with one
instructor max.

12/14/2020

8/3/2020 8/10/2020 9/8/2020
Notification Services Services
Executive “COVID Child 2020-2021
Order 13941 Outreach FCPS online
went into Campaign academic
effect. launches.” school year

begins.
. Activation 1t Notification
#4 Declaration
Closure 2 Services
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9/25/2020
Response
Infectious
Disease
Preparedness
and Response

Plan (IDPRP)
enacted.

10/14/2020

Services
Voting
locations
open for the
November
3rd election.
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10/23/2020

Notification

Governor Northam
announced $22
million in CARES
Act funding to
create a statewide
program to
distribute
COVID-19 vaccines
when vaccines are
approved.

11/2/2020

Notification

All employees
are required

to complete
the daily health
check.

11/16/2020

Services

Fairfax County
Public Schools
begins in-person
cohort instruction
for Early Head
Start, Pre-K,
Kindergarten,
Intensive Support
Needs, and
Specialized
Center-based
programs.

12/12/2020

Services

FCPS Grab
and Go food
sites offer
afternoon
snack and
supper meals
available, in
addition to
lunch.
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l December 2020 - May 2021
. . Response
. Notification ) Virtual Volunteer
DESVICHS Order of Public Reception Center
c Fairfax County Health — activated to
a8 Public Schools Emergency Vaccinating assist with INOVA
Response County’s brings the first Nine Easing of group Phase Ib Stonebridge
First COVID 7-day groups of Commonsense - All Virginians (Alexandria)
vaccination average students Surge 16 and older Vaccination
administered reaches 697 (Groups 1-4) Restrictions eligible for the clinic. DHR and
by Fairfax new cases for in person Due to Nc?vel COVID-19 Volunteer Fairfax
County. per day. instruction. Coronavirus. Vaccine. lead the effort.
12/22/2020 1/17/2021 2/16/2021 2/24/2021 4/18/2021 4/20/2021

12/14/2020

Services

Park Authority
shelter rentals
limited to 10
participants.

FINAL

1/11/2021

Services

Fairfax County
Public Libraries
reverts to
curbside and
virtual services
only based on
Fairfax Health
District numbers.

2/24/2021

1/21/2021
Notification Notification
Presidential Amended
Memorandum. Executive
Extended federal Order 72
support to Governor’s went into
use of National effect.

Guard to respond to
COVID~-19. Increased
reimbursement and
other assistance
provided to states.

3/22/2021

Services

Fairfax County
Public Schools
re-open
interior express
services to the
public.
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4/20/2021
Response
Community
Vaccination
Center (CVC) at
Tysons Corner
Mall opens.
Operations in

partnership with
VDEM.

Notification

Order of Public
Health
Emergency 9
Further Easing of
Commonsense
Surge and
Restrictions Due
to Novel
Coronavirus.

4/29/2021

Response

The final EOC
Action Plan
concluded.

5/14/2021

4/29/2021 5/4/2021 5/28/2021
Notification Response Notification
Sixth Amended Fairfax Health Governor Northam
Executive District surpasses lifts mask mandate
Order 72, 1 million vaccine and COVID-19
furtherance of doses mitigation
Amended administered. measures to align
Executive with CDC
Order 51. guidance.
Activation 1 Notification
Fia | Déclcrc(ion
L Closure B, Services
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Notification

All Executive Declaration Response
Orders imposing Deadline for the COVID-19
COVID-19 County Vaccine
restrictions are vaccination approved
either expired or  mandate for for ages
terminated employees. 5-11.
7/1/2021 10/11/2021 10/29/2021

June 2021 - March 2023

FINAL

Notification

Executive Order 16,
"Providing flexibility to
hospitals, health
systems,

nursing homes,
certified

nursing facilities, and
other health care
providers to combat
COVID-19" Limited SOE.

2/21/2022

Notification

Children Under 5
years old eligible
for COVID-19
Vaccine.

6/21/2022

Declaration

Fairfax County
terminates the
Declaration of
Local Emergency
for COVID-18.

3/1/2023

6/30/2021 7/13/2021 10/25/2021 1/20/2022 3/1/2022 9/13/2022
Notification Response Response Notification Notification Notification
Virginia State of  The Board directs Start of the Executive Order 11 Presentation of Presentation of
Emergency the County After Action "Providing flexibility =~ AAR #1 findings AAR #2 findings
from COVID-19 Executive to Review to hospitals, health  to the Public to the Public
ends. conduct a pfOCeSS. systemS, nursing Saftey Safety

comprehensive homes, certified Committee. Committee.

review of the
County's response
to the COVID-19
pandemic.

nursing facilities,
and other health
care providers to
combat COVID-19"
Limited State of
Emergency (SOE).
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8, services

FINAL



FINAL FINAL

APPENDIX 5—REPORT METHODOLOGY

The information in this report focused on Fairfax County response to the COVID-19 pandemic.
The information collected was derived from individuals and organizations that were identified as
stakeholders through the Department of Emergency Management and Security. The information
was gathered through a series of facilitated hotwash meetings held virtually with targeted
stakeholder groups, as well as interviews of select individuals and a county employee focused
survey. The contractor also reviewed agency-submitted after-action reports to gain insight into
agency operations. Other documents reviewed for the report included, but were not limited to,
plans and policies, incident action plans, situation reports, Board of Supervisors actions, and
other documentation.

STAKEHOLDERS IN THE REVIEW

Representatives from the following organizations/groups participated in hotwash meetings
during this project:

Hotwash meetings — 1,010 participants

e Board of Supervisors’ Offices

o Chairman McKay’s Office
Supervisor Alcorn’s Office
Supervisor Foust’s Office
Supervisor Gross’s Office
Supervisor Herrity’s Office
Supervisor Lusk’s Office
Supervisor Palchik’s Office
Supervisor Smith’s Office
Supervisor Storck’s Office

o Supervisor Walkinshaw’s Office
e Circuit Court
e Clerk Services
e Community Emergency Response Team
e Community Provider Strategy Team
e Community Services Board
¢ County Agency Equity Leads
e County Attorney
e County Executive's Office
¢ Department of Cable and Consumer Services
e Department of Clerk Services
e Department of Code Compliance
e Department of Economic Initiatives

0O O O O O O ©O
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Department of Emergency Management and Security
Department of Family Services

Department of Finance

Department of Finance - Risk Management
Department of Human Resources

Department of Human Resources - Human Resources Managers/ Leads Group
Department of Human Resources - Organizational Development and Training

Department of Human Resources Management Team
Department of Information Technology

Department of Information Technology - Agency Leads
Department of Management and Budget

Department of Planning and Development
Department of Public Works and Environmental Services
Department of Purchasing and Material Management
Deputy County Executive Administration

Deputy County Executive Financial Agencies

Deputy County Executive Human Services

Deputy County Executive Planning and Development
Deputy County Executive Public Safety

Facilities Management Department

Fairfax County Health Department

Fairfax County Health Department - Medical Reserve Corps
Fairfax County Park Authority

Fairfax County Police Department

Fairfax County Public Library

Fairfax County Public Schools

Fire and Rescue

Fire Marshal's Office

General District Court

Health and Human Services

Human Resources Leads Group

Juvenile and Domestic Relations District Court

Land Development Services

Neighborhood and Community Services

Neighborhood and Community Services - Senior Centers
Office of Public Affairs

Office of the County Attorney

Office of the Sheriff

One Fairfax

Volunteer Fairfax

108
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Representatives from the following organizations participated in interviews during this project:
Department of Emergency Management and Security

Department of Finance

Continuity Program

Neighborhood and Community Services
Office to Prevent and End Homelessness

Survey Participants

County Agency Employees Survey

Surveys available to all county employees — 2,540 responded
Employees from the following county agencies responded to the survey during this project:

FINAL

Circuit Court

Civil Service Commission

Board Offices

Boards, Authorities, and Commissions
Department of Animal Sheltering
Department of Cable & Consumer
Services

Department of Clerk Services
Department of Code Compliance
Department of Economic Initiatives
Department of Emergency
Management and Security
Department of Family Services
Department of Finance
Department of Housing & Community
Development

Department of Human Resources
Department of Information
Technology

Department of Management and
Budget

Department of Neighborhood and
Community Services

Department of Planning and
Development

Department of Procurement and
Material Management

109

Economic Development Authority
Facilities Management Department
Fairfax County Park Authority
Fairfax County Police Department
Fairfax County Public Library
Fairfax County Public Schools
Fairfax-Falls Church Community
Services Board

Fire and Rescue Department
General District Court

Health Department

Internal Audit

Juvenile and Domestic Relations
District Court

Land Development Services
McLean Community Center

Office of Elections

Office of Emergency Management
Office of Energy and Environment
Office of Human Rights and Equity
Programs

Office of Public Affairs

Office of Strategy Management
Office of the Commonwealth
Attorney

Office of the County Attorney
Office of the County Executive
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e Department of Public Safety e Office of the Sheriff
Communications o Office to Prevent and End
e Department of Public Works and Homelessness
Environmental Services e Police Auditor
e Department of Tax Administration e Reston Community Center
e Department of Transportation e Retirement Administration Agency
e Department of Vehicle Services e Volunteer Fairfax

Community Input COVID-19 Survey

Survey available online and in hard-copy at FCPL — 2,148 responses received
Businesses COVID-19 Survey

Survey available online and in hard-copy at FCPL — 147 responses received
Community-based Organizations COVID-19 Survey

Sent directly to Community Provider Strategy Team members — 70 responses received
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FAIRFAX COUNTY AGENCY EMPLOYEES SURVEY QUESTIONS

Agency
1. What County agency do you represent? *Answer required
Work Environment
2. Where did you do your work?
Telework
In-Person
Hybrid of teleworking and in-person
3. Select all that reflect your work:
Majority of work is office based
Majority of work is field based
Majority of work requires computer access
Majority of work does not require computer access
Standard business hours
Non-standard hours/Shift work
Changes in Responsibilities
4. Did your duties change due to COVID-19?
No, they are the same as before the pandemic
Somewhat changed (less than 50% of duties changed)
Significantly changed (more than 50% of duties changed)
Completely changed (100% different than before)
Comments Box
Support Provided by the County
5. Please select all the statements you agree with.
| had the tools/equipment needed to complete my job.
Telework/Leave policies were flexible enough to meet the needs of my family.
| felt like | was helping/supporting our community.
| felt safe in the workplace.
Information provided was adequate and timely.
| do not agree with any of the above statements.
Comments Box
Information Sharing and Accessibility
6. Were you able to access critical information regarding policies, requirements,
operations, benefits, etc. during the pandemic?
Yes, | had access to the information | needed.
No, | did not have access to the information | needed.
| had access to some of the information | needed.
Comments Box
7. How could the county improve on providing critical information to employees? Select all
that apply.
Use different platforms
Reduce delays between information development and distribution
Share information more frequently
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Share information less frequently
Explain the information more thoroughly
Comments Box
Agency Success
8. Please indicate your level of agreement with the following statement:
My agency was able to fulfill its goals or objectives from the start of the pandemic through
June 2021.
Strongly agree
Agree
Neutral
Disagree
Strongly disagree
Comments Box
Returning to Normal Operations
9. County operations have been transitioning to a more normal status since the
middle of 2021. Please indicate your level of agreement with the following
statement:
My organization continues to face pandemic-related challenges as normal operations are
resuming.
Strongly agree
Agree
Neutral
Disagree
Strongly disagree
Comments Box
Challenges in Returning to Normal
10. Challenges to resumption of normal operations are related to: (Select all that apply)
N/A (No challenges)
Hiring
Retention
Safety concerns regarding resumption of on-site work
Safety measures required in county facilities
Policies guiding the safe return to work
Vaccine/testing requirements
Other (please specify)
Areas of Success
11. Share one success in how your agency, or the county as a whole, responded during the
pandemic.
Opportunities for Improvement
12. Recommend one improvement that would help your agency, or the county in
general, be better prepared.
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COMMUNITY INPUT SURVEY QUESTIONS

Participant Details

1.What is your zip code?

2. Are you a Fairfax County employee?
Yes
No
3. What is Your race/ethnicity?
White
Black or African American
Hispanic, Latino, or Spanish
Asian
American Indian or Alaska Native
Native Hawaiian or Other Pacific Islander
Other
| prefer not to answer
4. What is the main language spoken at home?
English
Spanish (Latin American)
Korean
Vietnamese
Chinese/Mandarin (Simplified Chinese)
Ambharic
Urdu
Arabic
Other
Prefer not to answer
5. What is your age?
Under 18
18-25
26-35
46-55
56-65
66-75
Over 75
Prefer not to answer

Interactions with Fairfax County Government Services

FINAL

6. Did you or someone in your household access services or receive assistance from
Fairfax County at any point during the pandemic from January 2020 through December
20217

Services and assistance can include permits, licenses, inspections, voting, taxes,
community centers, parks and recreation, transportation assistance, libraries, planning
and zoning, public meetings, commissions and councils, food assistance, housing

113 FINAL



FINAL FINAL

assistance, child and adult protective services, public safety services, health services,
etc.

Yes

No

Assessment of Service Access

Cultural and Recreational Opportunities
7. Did you or someone in your household engage with any county cultural or
recreational opportunities?
For example, visiting recreation centers, community centers, senior centers, trails, or
taking park classes, etc.
Yes
No
8. How easy was it to access cultural and/or recreational services during the pandemic?
For the purpose of this survey, access is defined as the ability to connect with county
personnel or county systems to complete a task.
Easy to access services
Minor challenge in accessing services
Major challenge in accessing services
9. Please describe any major challenges in accessing cultural or recreational services.
Economic Opportunity
10. Did you or someone in your household work with the county on anything related to
economic opportunity?
This could include permits, licensing, inspections, land use, planning, etc.
Yes
No
11. How easy was it to access Fairfax County services to support economic opportunities
during the pandemic?
Easy to access services
Minor challenge in accessing services
Major challenge in accessing services
12. Please describe any major challenges in accessing services related to economic
opportunity.
Effective and Efficient Government
13. Did you or someone in your household interact with Fairfax County for services that
are the responsibility of local government?
This includes family/community licenses or certificates, courts (General, Circuit,
Juvenile/Domestic relations) and legal services, advisory boards, committees, councils,
public testimony, taxes (real estate, personal property, business), voting, elections, etc.
Yes
No
14. How easy was it to access services that could only be provided by the Fairfax County
government during the pandemic?
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Easy to access services
Minor challenge in accessing services
Major challenge in accessing services
15. Please describe any major challenges in accessing services that can only be provided
by county government
Environment
16. Did you or someone in your household access Fairfax County environmental
services?
For example, recycling, trash, stormwater management, wastewater management,
noise issues, environmental hazards, etc.
Yes
No
17. How easy was it to access Fairfax County environmental services during the
pandemic?
Easy to access services
Minor challenge in accessing services
Major challenge in accessing services
18. Please describe any major challenges in accessing environmental services
Empowerment and Support for Residents Facing Vulnerability
19. Did you or someone in your household access Fairfax County services supporting
residents facing vulnerability?
Yes
No
20. How easy was it to access Fairfax County services to support residents facing
vulnerability during the pandemic?
Easy to access services
Minor challenge in accessing services
Major challenge in accessing services
21. Please describe any major challenges in accessing services that support residents
facing vulnerabilities.
Covid-19 Services
22. Did you or someone in your household access Fairfax County services specific to
Covid-19?
Yes
No
23. How easy was it to access Fairfax County Covid-19 services during the pandemic?
Easy to access services
Minor challenge in accessing services
Major challenge in accessing services
24. Please describe any major challenges in accessing county services related to Covid-
19
Health
25. Did you or someone in your household access Fairfax County health* and human
services?
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* Non Covid-19 related health services. This includes emergency shelters, eviction, food
assistance, adult day care, health clinics, immunizations, maternal/child health,
emergency mental health, domestic violence services etc.

Yes

No
26. How easy was it to access Fairfax County health* and human services during the
pandemic?
*Non Covid-19 related health services

Easy to access services

Minor disruption in accessing services

Major disruption in accessing services
27. Please describe any major challenges in accessing health* and human services from
the county.
*Non Covid-19 related health services

Housing and Neighborhood Livability

28. Did you or someone in your household access housing and neighborhood livability
services?
This includes property rentals, affordable housing programs, blighted properties,
housing discrimination, and animal and wildlife protection, etc.

Yes

No
29. How easy was it to access Fairfax County services related to housing and
neighborhood livability during the pandemic?

Easy to access services

Minor challenge in accessing services

Major challenge in accessing services
30. Please describe any major challenges in accessing services related to housing and
neighborhood livability.

Lifelong Learning and Education

31. Did you or someone in your household access Fairfax County learning and
education* services
*This question does not include Fairfax County Public School services. This includes
library programs and events, book and media lending, public computer access, adult and
community education, etc.

Yes

No
32. How easy was it to access Fairfax County lifelong learning and education* services
during the pandemic?
*This question does not include Fairfax County Public School services

Easy to access services

Minor challenge in accessing services

Major challenge in accessing services
33. Please describe any major challenges in accessing lifelong learning and education*
services
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*This question does not include Fairfax County Public School services
Mobility and Transportation
34. Did you or someone in your household engage with any Fairfax County mobility and
transportation services during the pandemic?
This includes commuter services, Fairfax Connector, transportation for older adults,
disability/paratransit transportation, discount transportation, active transportation
programs (self-propelled, mostly human-powered travel including walking, biking,
rolling (scooter, wheelchair, stroller), hiking, running, and riding, etc.
Yes
No
35. How easy was it to access Fairfax County mobility and transportation services during
the pandemic?
Easy to access services
Minor challenge in accessing services
Major challenge in accessing services
36. Please describe any major challenges in accessing mobility and transportation
services
Safety and Security
37. Did you or someone in your household engage with any Fairfax County safety and
security services during the pandemic?
This includes 9-1-1, Law Enforcement, Fire and Rescue, Emergency Medical Services, and
Emergency Management.
Yes
No
38. How easy was it to access Fairfax County safety and security services during the
pandemic?
Easy to access services
Minor challenge in accessing services
Major challenge in accessing services
39. Please describe any major challenges in accessing safety and security services.
Information on Changes to Fairfax County Services
40. As Fairfax County made changes to how services were delivered during the
pandemic, where did you find the best information on these changes?
Direct communication from the county program (phone, email, mail)
Fairfax County government website
Fairfax Alerts
Fairfax County social media
Other
41. How was the quality of information provided by Fairfax County on changes to
services during the pandemic? (select all that apply)
Information was easy to find
Information was easy to understand
The level of detail was appropriate and useful
There were clear directions on how to access services
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Changes were shared in a timely manner
Other
Feedback on the Overall Response
42. Were there any changes to the delivery of Fairfax County government services that
were implemented due to the pandemic that you found particularly helpful?
43. What changes to the delivery of Fairfax County government services would you like
to continue or change in the future?

FINAL 118 FINAL



FINAL

FINAL

COMMUNITY-BASED ORGANIZATIONS SURVEY QUESTIONS

Community Organization Information

FINAL

1. Which category best describes the type of organizations you represent?
Community-based organization / non-governmental organization
Faith-based organization
House of worship
Business
Other

2. Please select the option below that best describes your affiliation with the
organization

Organizational Leadership

Employee

Volunteer

Other

3. Please consider all of your experiences over the past two-years with the County.
Using a scale from “very dissatisfied” to “very satisfied”, how satisfied are you with the
following services?

Donations Coordination: Fairfax County’s distribution of donated items (e.g., masks,
PPE, and other personal care items) to non-profit partners, for purposes of making them
available to community members.

Very Dissatisfied

Somewhat Dissatisfied

Neither Dissatisfied or Satisfied

Somewhat Satisfied

Very Satisfied

Financial Support to Residents: Fairfax County’s engagement with non-profit partners to
distribute funds through a variety or Emergency Financial Assistance programs (e.g.,
CARES, Emergency Rental Assistance, Community Development Block Grant.)

Very Dissatisfied

Somewhat Dissatisfied

Neither Dissatisfied or Satisfied

Somewhat Satisfied

Very Satisfied

Health Access for Residents: Fairfax County’s engagement with non-profit partners to
support health access and outreach events (e.g., COVID testing efforts, vaccine
outreach, vaccine clinics).

Very Dissatisfied

Somewhat Dissatisfied
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Neither Dissatisfied or Satisfied
Somewhat Satisfied
Very Satisfied

Food Access for Residents: Fairfax County’s coordination of food delivery efforts to
include marketing to neighborhoods, working with non-profits to promote food delivery
options, delivering food to homebound individuals, etc.

Very Dissatisfied

Somewhat Dissatisfied

Neither Dissatisfied or Satisfied

Somewhat Satisfied

Very Satisfied

4. Did your organization work as part of any county/community-based/houses of
worship collaborative effort during the pandemic?

Yes

No

5. Using a scale of “poor” to “Excellent” please answer the following question.
How would you rate the overall effectiveness of the collaboration?

Poor

Fair

Satisfactory

Good

Excellent

N/A

6. As Fairfax County made changes to how services were delivered during the pandemic,
where did you find the best information on these changes?

Direct Communication from the county program (phone, email, mail)

Fairfax County government website

Fairfax Alerts

Fairfax County social media accounts (Facebook, Twitter, Instagram, NextDoor,

YouTube, Slideshare)

Community Provider Coordination Team (CPCT)

Other

7. How was the quality of information provided by Fairfax County on changes to services
during the pandemic? (Select all that apply)

Information was easy to find

Information was easy to understand

The level of detail was appropriate and useful

There were clear directions on how to access services

Changes were shared in a timely manner
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Other

8. Please share a specific area of success as it relates to the partnership and functions
conducted between your organization and Fairfax County during the pandemic.

9. Please share a specific area for improvement as it relates to the partnership and
functions conducted between your organization and Fairfax County during the
pandemic.

10. Additional Comments (optional)
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BUSINESSES SURVEY QUESTIONS

Interactions with the Department of Planning and Development (DPD)

FINAL

1. Between March 2020 and March 2022, did you utilize or engage with the Department
of Planning and Development?
This includes zoning applications, permits (food trucks, home-based businesses, noise
waiver’s, short-term lodging, accessory living unit, wetlands, etc)

Yes

No

Not Sure

2. Which of the Department of Planning and Development (DPD) programs or services
did you utilize?

Zoning applications

Permits (food trucks, home-based businesses, noise waivers, short-term lodging,

accessory living unit, wetlands, etc)

Rezonings

Architectural Review Board

Comprehensive plan amendments

Interpretations

Other

3. How would you have been impacted if you did not have access to these programs or
services from DPD?

Operations would have ceased

Operations would have been negatively impacted

Operations would not have been impacted

4. Were communications with DPD clear and concise?
Yes
No (please explain)

5. Please rate your interactions with DPD during any of the time frames that you
interacted or engaged with them. For any time frame you did not engage or interact,
please select not applicable.

How would you rate your experience with DPD from March 2020 to August
20207 (County limited in person. Operations for the public, and most
government services and programs were transitioned to a virtual environment, if
possible)

Very unsatisfied

Unsatisfied

Neither satisfied or dissatisfied

Satisfied
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Very Satisfied
Not applicable

How would you rate your experience with DPD from September 2020 to
February 20217 (Government services and programs continued in a mostly
virtual environment.)

Very unsatisfied

Unsatisfied

Neither satisfied or dissatisfied

Satisfied

Very Satisfied

Not applicable

How would you rate your experience with DPD from March 2021 to August
2021? (Government services and programs continued in a hybrid system.)

Very unsatisfied

Unsatisfied

Neither satisfied or dissatisfied

Satisfied

Very Satisfied

Not applicable

How would you rate your experience with DPD from September 2021 to March
2022? (Government services and programs continued in a hybrid system.)

Very unsatisfied

Unsatisfied

Neither satisfied or dissatisfied

Satisfied

Very Satisfied

Not applicable

6. As the pandemic progressed, did you observe any changes that you felt improved
operations for the programs or services you were receiving from DPD?

Yes (Please list)

No

7. Are there any improvements that could be made to enhance your experience with
DPD programs or services?

Yes (Please list)

No

Interactions with Land Development Services (LDS)

8. Between March 2020 and March 2022, did you utilize or engage with Land
Development Services?
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This includes budling/trade permit applications, building/trade permit plan review, site
plan applications, site plan review, parking tabulations, code modification,
building/trade permit inspections, site inspections.

Yes

No

Not Sure

9. Which of Land Development Services (LDS) programs or services did you utilize?
Building/trade permit applications
Building/trade permit plan review
Site plan applications
Site plan review
Parking tabulations
Code modifications
Building/trade permit inspections
Site inspections
Other

10. How would you have been impacted if you did not have access to these programs or
services?

Operations would have ceased

Operations would have been negatively impacted

Operations would not have been impacted

11. Were communications with LDS clear and concise?
Yes
No (Please explain)

12. Please rate your interactions with LDS during any of the time frames that you
interacted or engaged with them. For any time frame you did not engage or interact,
please select not applicable.

How would you rate your experience with LDS from March 2020 to August
20207 (County limited in person. Operations for the public, and most
government services and programs were transitioned to a virtual environment, if
possible)

Very unsatisfied

Unsatisfied

Neither satisfied or dissatisfied

Satisfied

Very Satisfied

Not applicable
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How would you rate your experience with LDS from September 2020 to
February 20217 (Government services and programs continued in a mostly
virtual environment.)

Very unsatisfied

Unsatisfied

Neither satisfied or dissatisfied

Satisfied

Very Satisfied

Not applicable

How would you rate your experience with LDS from March 2021 to August
20217 (Government services and programs continued in a hybrid system.)

Very unsatisfied

Unsatisfied

Neither satisfied or dissatisfied

Satisfied

Very Satisfied

Not applicable

How would you rate your experience with LDS from September 2021 to March
20227 (Government services and programs continued in a hybrid system.)

Very unsatisfied

Unsatisfied

Neither satisfied or dissatisfied

Satisfied

Very Satisfied

Not applicable

13. As the pandemic progressed, did you observe any changes that you felt improved
operations for the programs or services you were receiving from LDS?

Yes (please list)

No

14. Are there any improvements that could be made to enhance your experience with
LDS programs or services?

Yes (Please list)

No

Interactions with the Department of Economic Initiatives
15. Between March 2020 and March 2022, did you utilize or engage with the
Department of Economic Initiatives?
This includes RISE grants, PIVOT grants, and the microloan program.
Yes
No

FINAL 125 FINAL



FINAL FINAL

Not Sure

16. Which of the Department of Economic Initiatives (DEI) programs or services did you
utilize?

RISE grants

PIVOT grants

The microloan program

Other, please list

17. How would you have been impacted if you did not have access to these programs or
services?

Operations would have ceased

Operations would have been negatively impacted

Operations would not have been impacted

18. Were communications with DEI clear and concise?
Yes
No (Please explain)

19. Please rate your interactions with DEI during any of the time frames that you
interacted or engaged with them. For any time frame you did not engage or interact,
please select not applicable.

How would you rate your experience with DEI from March 2020 to August
20207 (County limited in person. Operations for the public, and most
government services and programs were transitioned to a virtual environment, if
possible)

Very unsatisfied

Unsatisfied

Neither satisfied or dissatisfied

Satisfied

Very Satisfied

Not applicable

How would you rate your experience with DEI from September 2020 to
February 20217 (Government services and programs continued in a mostly
virtual environment.)

Very unsatisfied

Unsatisfied

Neither satisfied or dissatisfied

Satisfied

Very Satisfied

Not applicable
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How would you rate your experience with DEI from March 2021 to August
2021? (Government services and programs continued in a hybrid system.)

Very unsatisfied

Unsatisfied

Neither satisfied or dissatisfied

Satisfied

Very Satisfied

Not applicable

How would you rate your experience with DEI from September 2021 to March
20227 (Government services and programs continued in a hybrid system.)

Very unsatisfied

Unsatisfied

Neither satisfied or dissatisfied

Satisfied

Very Satisfied

Not applicable

20. As the pandemic progressed, did you observe any changes that you felt improved
operations for the programs or services you were receiving from DEI?

Yes (please list)

No

21. Are there any improvements that could be made to enhance your experience with
DEI programs or services?

Yes (Please list)

No

Interactions with the Department of Code Compliance

FINAL

22. Between March 2020 and March 2022, did you utilize or engage with the
Department of Code Compliance?
This includes investigation of complaints related to outdoor storage, multiple
occupancy, property maintenance, un-permitted construction, and other zoning and
building code violations.

Yes

No

Not Sure
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23. Which of the Department of Code Compliance (DCC) programs or services did you
utilize?

Investigation of complaints related to outdoor storage

Multiple Occupancy

Property maintenance

Unpermitted construction

Other zoning and building code violations

24. How would you have been impacted if you did not have access to these programs or
services from DCC?

Operations would have ceased

Operations would have been negatively impacted

Operations would not have been impacted

25. Were communications with DCC clear and concise?
Yes
No (Please explain)

26. Please rate your interactions with DCC during any of the time frames that you
interacted or engaged with them. For any time frame you did not engage or interact,
please select not applicable.

How would you rate your experience with DCC from March 2020 to August
20207 (County limited in person. Operations for the public, and most
government services and programs were transitioned to a virtual environment, if
possible)

Very unsatisfied

Unsatisfied

Neither satisfied or dissatisfied

Satisfied

Very Satisfied

Not applicable

How would you rate your experience with DCC from September 2020 to
February 20217 (Government services and programs continued in a mostly
virtual environment.)

Very unsatisfied

Unsatisfied

Neither satisfied or dissatisfied

Satisfied

Very Satisfied

Not applicable
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How would you rate your experience with DCC from March 2021 to August
2021? (Government services and programs continued in a hybrid system.)

Very unsatisfied

Unsatisfied

Neither satisfied or dissatisfied

Satisfied

Very Satisfied

Not applicable

How would you rate your experience with DCC from September 2021 to March
20227 (Government services and programs continued in a hybrid system.)

Very unsatisfied

Unsatisfied

Neither satisfied or dissatisfied

Satisfied

Very Satisfied

Not applicable

27. As the pandemic progressed, did you observe any changes that you felt improved
operations for the programs or services you were receiving from DCC?

Yes (please list)

No

28. Are there any improvements that could be made to enhance your experience with
DCC programs or services?

Yes (Please list)

No
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APPENDIX 6—IMPROVEMENT PLAN

COVID-19 AAR 1 Improvement Plan
The Improvement Plan is based on the observations, analysis, and recommendations identified during the after-action review process and captures
actions to address recognized issues, assigns responsibility, and sets completion targets (e.g., Short: 3-9 months; Mid: 9-18 months; and Long: 18-

24 months or longer)

Tracking

Core Capability

Area for Improvement

Recommendation

Responsible

Completion

FINAL

Strategic Plan

# Organization(s) | Target (Short | Community
- Mid - Long)  Outcome
Areas
2022- Planning While the implementation of COOP | Update all county COOP plans and the Continuity Mid Effective and
CoV19- plans was a recognized success for | county COOP plan template to address Program, DIT, Efficient
P1-001 some agencies, gaps in current long-term virtual operations, including DHR, RM Government
COOP planning templates need to adjustments made during the pandemic
be addressed, including specific response, and recognized emergency
guidance for long-term operations, | service personnel and essential personnel
IT resiliency planning, and definitions in alignment with DHR policy
incorporation of COOP into high- and the Office of the County Attorney
level decision-making processes. (OCA) guidance. Incorporate individual
and family preparedness for employees in
county COOP planning efforts. Ensure IT
remains a critical part of COOP planning
efforts. Plans should recognize the key
role technology will likely play in any
situation where COOP activation is
required. Give more authority to the
COOP program and incorporate continuity
perspectives in leadership decision-making
discussions.
2022- Planning Opportunities to augment, amplify, | Evaluate agency COOP plans to assess Agency Long Effective and
CoV19- and maximize staffing in the staffing for mission essential functions to leaders, COOP Efficient
P1-002 response to COVID-19 were identify areas where a significant increase | planners, Government
missed. in staffing may be needed. Plans for County
continuing government operations in Continuity
Note: This Area for Improvement emergency situations need to be Program
consolidates multiple observations | evaluated to determine if administrative Manager
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Tracking
#

Core Capability

Area for Improvement

related to staffing the response to
maximize support and share the
workload. Multiple
recommendations are outlined to
address discrete elements
identified during the review.

Recommendation

services are adequately captured in COOP
plans at the executive level, not just at the
agency level.

Responsible
Organization(s)

Completion

Target (Short
- Mid - Long)

FINAL
Strategic Plan
Community
(011} {ofo]y ]
Areas

2022- Planning There were gaps in policies as it Review HR policies using the pandemic DHR in lead. Mid Effective and
CoV19- related to the needs of individuals | workload as a benchmark to identify Bring in key Efficient
P1-003 working the response. improvements to better support response | playersin Government
staff. Identify strategies to sufficiently response,
support the people engaged in response, including RM
recognizing their engagement in the
response comes with limitations in using
resources available to non-response staff.
2022- Planning A refinement in the county service | Evaluate pandemic operations and DMB Mid for Effective and
CoV19- delivery mechanisms is needed. determine what ‘new normal’ operations analysis Efficient
P1-004 The success in continuing are reasonable. Conduct analysis on Long for Government
government functions during the function improvement, including the funding and
pandemic required an immense budget and staff requirements to sustain staffing
amount of staff time, especially this level of operations, as well as how changes
from an IT perspective in keeping other jurisdictions provide services, and
all the infrastructure advances decide if changing the delivery model is
current and operational. plausible or if an expanded investment is
in the best interest of county operations
moving forward, then adjust the budget
and staffing accordingly.
2022- Planning In the initial response phase, there | DEMS, FCHD, and other departments DEMS, HDOC, Long Effective and
CoV19- were challenges with synchronizing | designated as a Coordinating Agency in DPMM, Any Efficient
P1-005 the HDOC and EOC planning efforts | the EOP should explore modes of agency that has Government
and establishing EOC processes and | communication and coordination between | a DOC
battle rhythm, as they were the EOC and DOCs as alternatives to in-
operating as two separate person coordination when in-person
processes. staffing EOC staffing is not possible.
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Tracking Core Capability Area for Improvement Recommendation Responsible Completion  Strategic Plan
# Organization(s) | Target (Short | Community

- Mid - Long)  Outcome
Areas
2022- Planning County policy and decision making | Assess major decisions made and policies | DEMS, FCHD Long Effective and
CoV19- during the response was developed | developed for applicability beyond the Efficient
P1-006 just to get to the next step, as pandemic, as well as consideration of Government
opposed to long-term strategy. equity, and codify decisions and policies
While some of the policies were that can be reused in the future in
the best option at the time, emergency procedures.
repeating them for future events
may not necessarily be as
successful.
2022- Planning Challenges existed with continuity Determine whether changes need to be OCA, Clerk Mid (due to Effective and
CoV19- of government in the virtual made to statute to ensure necessary Services, long Efficient
P1-007 environment as it relates to the flexibility and ability of BACs to continue legislative approval Government
Board of Supervisors and Boards, operations in virtual environments. affairs process)
Authorities, and Commissions
(BACs), specifically with the
operational limitations in statute.
The limitations were less so on the
IT side and more so on what
statutorily was allowed. IT would
have been capable of supporting
BAC operations earlier, but the
subject matter of meetings was not
allowed by statute, and critical
analysis was required to determine
what was legally allowed.
2022- Planning More robust planning for agency Incorporate Police Department roles and DEMS, DHR Short Effective and
CoV19- roles in donations management is lessons learned into Donations (Karen Efficient
P1-008 needed to make the system more Management Annex planning and Fuentes), NCS, Government
efficient. consider what other agencies may be able | FCPD, DPMM,
to play a role in donations management. Volunteer
Ensure documentation of process Fairfax
improvements made during the pandemic
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Tracking
#

Core Capability

Area for Improvement

Recommendation

with points of contact and location
management.

Responsible
Organization(s)

Completion
Target (Short

- Mid - Long)

FINAL
Strategic Plan
Community
(011} {ofo]y ]
Areas

2022- Planning Existing pandemic planning was at | Develop a more comprehensive county FCHD Long Effective and
CoV19- a high, framework level. Each pandemic plan based on COVID-19 lessons Efficient
P1-009 agency required actionable learned. Ensure countywide education and Government
strategies and tactics that could be | awareness of the plan and roles and
implemented in response to the responsibilities as necessary.
COVID-19 pandemic for their own
operations.
2022- Planning Staff burnout and mental health Evaluate expansion of employee DHR Mid Effective and
CoV19- strain were significant challenges as | assistance resources, like those utilized by Efficient
P1-010 the prolonged duration and public safety agencies, for critical incident Government,
sustained high workload of the stress management. Health
response to the pandemic resulted
in hardships on employees.
2022- Planning Many of the challenges faced on a Update sheltering operations and Department of | Mid Empowerment
CoV19- day-to-day basis in traditional procedures for houseless populations as Family for Residents
P2-011 congregate sheltering were also appropriate to address the need for Services; CSB, Facing
present with non-congregate mental health services and other wrap NCS, ESF 6 Vulnerability,
sheltering, such as inadequate around services in both congregate and workgroup Housing and
services for mental health needs. non-congregate settings. Ensure agencies Neighborhood
relationships and agreements with Livability
organizations that provide these wrap-
around services are established and
maintained
2022- Planning There was no pre-existing plan on Incorporate planning assumptions into DFS, NCS, Mid Empowerment
CoV19- how to distribute food with the food distribution plans and procedures to | Health for Residents
P2-012 new policies and health and safety | address operating in a pandemic Department (as Facing
measures. environment and coordinate with public a cooperating Vulnerability,
health on updated guidance during an agency) Housing and
emergent public health situation. Neighborhood
Livability
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#

Core Capability

Area for Improvement

Recommendation

Responsible
Organization(s)

Completion
Target (Short

- Mid - Long)

FINAL
Strategic Plan
Community
(011} {ofo]y ]
Areas

2022- Planning Food distribution plans did not Update planning to include options to NCS, Office to Mid Empowerment
CoV19- outline solutions to deal with left- handle left-over resources following End for Residents
P2-013 over food from distribution events. | distribution events. Establish a list of Homelessness Facing
partner organizations throughout the Vulnerability,
community that have ability to take in Housing and
food at short notice as well as ability to Neighborhood
pick it up from events. Livability
2022- Logistics and Tracking equipment that was Revise or establish an asset management DIT, DHR (for Mid Effective and
CoV19- Supply Chain moved from county facilities as policy and technology management and telework Efficient
P1-014 Management people transitioned to remote tracking policy to support the new normal | policy) Government
work early in the response. of hybrid telework/in-office.
2022- Logistics and Coordination on solicitation and Incorporate coordination with the public DEMS, NCS, Mid Effective and
CoV19- Supply Chain distribution of donations. messaging/communications functions into | PD, DPMM, Efficient
P1-015 Management the Donations Management Annex. OPA, FCHD, Government,
Identify a centralized coordination Grants Empowerment
mechanism for all donations so that compliance for Residents
donations are equitably distributed. team, Facing
Volunteer Vulnerability
Fairfax
2022- Logistics and Evaluation of funding necessary to | County agencies should assess and Agency Long Economic
CoV19- Supply Chain provide the right tools to the determine what devices are appropriate leaders, Opportunity,
P1-016 Management county workforce and enable them | for organizational positions based on the Agency IT, DIT, Effective and
to county agency operations and possible need to continue county DPMM Efficient
serve residents in complex work operations in a maximized virtual Government
environments. environment. For positions that are not
adaptable to virtual operations, identify
the technology needed to keep those job
sites or field staff connected to county
systems for critical communication and
reporting requirements. The assessment
should determine who needs laptops, who
needs to transition from a desktop to a
laptop, who needs headsets, etc.
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#

Core Capability

Area for Improvement

Recommendation

Responsible
Organization(s)

Completion
Target (Short

- Mid - Long)

FINAL
Strategic Plan
Community
(011} {ofo]y ]
Areas

2022- Logistics and Coordination between the EOC Collaborate with a cross-county, inter- DEMS, DPMM, | Mid for Effective and
CoV19- Supply Chain Logistics Section and the agency team to define requirements fora | DIT, with inter- | requirements | Efficient
P1-017 Management Department of Purchasing and comprehensive inventory management agency system | ; Long for Government
Material Management (DPMM) for | system and explore solutions that meet stakeholders procurement
inventory management and county needs. Requirements to consider and
identifying resources could be relate to ordering, receiving, and implementati
further improved. distribution of inventory, as well as on
visibility and information sharing across
systems. Procurement and
implementation of the system should be a
priority moving forward.
2022- Logistics and Online opportunities for residents Ensure equitable online resources are NCS, Housing On-going for | Housing and
CoV19- Supply Chain to apply for services are significant, | established and maintained to support monitoring Neighborhood
P2-018 Management but there is a gap in tenants being better service delivery. *Note: a tenant program. Livability
able to apply online for rental online portal has been developed and the
assistance. landlord portal established during the
pandemic will continue.
2022- Operational Leadership decision-making and Work with the County Executive and the DEMS, COOP Short for Effective and
CoV19- Coordination approval processes in emergencies | Deputy County Executives to understand team, CE Office | executive Efficient
P1-019 can be streamlined. why the SPG operated differently during group work; | Government
the pandemic as compared to other Mid for EOP
incidents. Determine what the SPG should update
look like and how the EOC should be
engaged to support efficient and timely
decision-making during an emergency.
Explore what they learned in COVID-19,
then adjust the EOP organizational
structure and coordination processes to
reflect the new dynamics.
2022- Operational There is need to educate the Identify community partners that may DEMS, Mid Effective and
CoV19- Coordination county workforce of the roles of have a role in donations management for | Volunteer Efficient
P1-020 government, private sector, non- the county. Conduct donations Fairfax, MCS, Government
profits, and other partners in the DPMM, OPA
FINAL 136 FINAL




FINAL
Tracking Core Capability Area for Improvement Recommendation Responsible
# Organization(s)
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Strategic Plan
Community
Outcome

Completion
Target (Short

- Mid - Long)

donation management process.
Coordination is needed with the
county and the private sector to
leverage resources and determine
how they fit into emergency
response.

management training with these
stakeholders to update Annex.

Areas

2022- Operational Incorporating IT leadership into the | DIT should take the lead in planning how DIT, DEMS Long Effective and
CoV19- Coordination organizational management to operate as the centralized command Efficient
P1-021 structure for incident response agency during emergencies that require Government
would help ensure consistency in significant IT response and support. This
evaluation and understanding of planning should include defining
the technology posture, and communication and coordination with
alignment of technology priorities agency-specific IT teams to support
with response priorities. systems recovery and/or implementation
priorities. This should include connecting
with Coordinating Agencies to regularly
test and exercise IT disaster recovery
prioritization and the DIT Disaster
Recovery plans. DIT should develop an
organizational framework defining
centralized roles and engagement with
Coordinating Agencies and the larger
county emergency management system.
DIT participation in exercises and IMT
training would benefit the entire county.
2022- Operational Due to increasing food insecurity, Fully define and codify the emergency FCPS, NCS, DFS, | Mid Empowerment
CoV19- Coordination increased coordination is needed food distribution process. Document in OPA for Residents
P1-022 with the food collection appropriate plans and procedures. Facing
community. Better define a Vulnerability
clearinghouse process for future
emergency food distributions.
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Tracking Core Capability Area for Improvement Recommendation Responsible Completion  Strategic Plan
# Organization(s) | Target (Short | Community

- Mid - Long)  Outcome
Areas
2022- Operational Volunteer management should be Utilize the updated Volunteer DEMS, Long Housing and
CoV19- Coordination coordinated to promote Management Annex in the EOP to educate | Volunteer Neighborhood
P1-023 collaboration between groups and | and train stakeholders on the new Fairfax, DHR, Livability
agencies with a unified command structure. Identify how volunteer activities | and
component. related to the emergency will be Coordinating
coordinated in different situations. Agencies
2022- Operational Accountability was difficult for Assess use of technology for work DIT Mid for Effective and
CoV19- Coordination some agencies to track when using | assignment and/or tracking and whether it individual Efficient
P1-024 the current county policy is capable of supporting the level of apps; Long Government
software/application system as it accountability necessary for operations. for holistic
assigns staff to jobs but does not review of all
tell the supervisor where they are applications
assigned. Some staff members
showed up, but some were not
showing up for jobs as they were
supposed to.
2022- Operational Hiring, recruitment, and retention Determine how the county will approach DHR Long Effective and
CoV19- Coordination are some of the most significant the shift in workplace culture to ensure Efficient
P1-025 challenges for the county moving staffing levels are not negatively impacted. Government
forward. As an example, a
significant culture shift to telework
that has accelerated and the
county could face difficulties with
hiring and retention, especially as
the private sector moves ahead of
the culture shifts.
2022- Operational The county faced challenges closing | Ensure appropriate integration of case Department of | Short Housing and
CoV19- Coordination QPID hotels. managers as early as possible when Housing; ESF 6 Neighborhood
P2-026 shelters are open to leverage housing agencies Livability
plans and resources for individuals in
need. Codify any shelter closure
policies/procedures developed during the
QPID operations to be used in similar
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Core Capability

Area for Improvement

Recommendation

future sheltering situations where
residents may be hesitant or refuse to
leave the facilities.

Responsible
Organization(s)

Completion
Target (Short

- Mid - Long)

FINAL
Strategic Plan
Community
(011} {ofo]y ]
Areas

2022- Operational There was variability in how Evaluate potential countywide Health Mid Health
CoV19- Coordination agencies implemented health frameworks for ensuring consistent Department,
P2-027 guidance. Rapidly changing application of health guidance across all Senior County
guidance and details needed to departments during public health Leaders (for
implement guidance contributed to | emergencies policy
this variability. discussion of
framework);
Workforce
Protection
Group; HR,
OPA - for
employee
communication
effort
2022- Operational Coordination between local, state, | Assess the existing processes for rental NCS, HCD Mid Housing and
CoV19- Coordination and federal government rental assistance funding implementation to Neighborhood
P2-028 assistance funding was a significant | identify areas for increased coordination Livability,
challenge. and/or alignment with state and federal Effective and
processes for more efficient delivery. Efficient
Government
2022- Infrastructure Continue efforts to address Identify and invest in technology DIT; CAO, DHR, | Mid Effective and
CoV19- Interoperability issues between advancements necessary to support and Finance Efficient
P1-029 those working in-person and those | hybrid approaches to county programs (re: legal Government
teleworking. and services. Update policies to reflect requirements
standard approaches to technology use for hard
and communications tools approved for copies);
county agencies to ensure consistency Continuity
across the enterprise. Program (for
IDing access
issues)
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# Organization(s) | Target (Short | Community

- Mid - Long)  Outcome
Areas

2022- Infrastructure Refine the distribution process for | Update IT policies to allow for devices to DIT Mid - for Effective and
CoV19- IT equipment to employees who be sent to employees at their homes with policy work Efficient
P1-030 will be changing working locations | tracking and signature required in order to Government

(on-site to telework) to avoid reduce staff time required to pick-

delays in continuity of operations. up/deliver devices.
2022- Infrastructure Call centers experience various Assess the current phone infrastructure DIT Mid Effective and
CoV19- issues caused by the number of and updates needed and/or new systems Efficient
P1-031 calls. The inability to forward calls needed to support increased phone traffic Government

to cell phone prevented staff from | for county agencies. Long-term solutions

working virtually. should be identified and implemented as

well as integrating other platforms like
Teams.

2022- Infrastructure Significant challenges existed for Develop alternative methods and/or DHR, DEMS, Short Effective and
CoV19- employees that work in the field, additional support mechanisms for Fire/Rescue Efficient
P1-032 do not have regular access to employees without regular Government

computers, or were not used to computer/internet access and training to

using the technology systems complete requirements.

needed for required training.
2022- Infrastructure New federal leave categories were | Assess Human Resources leave DHR, DMB- Mid Effective and
CoV19- very complex, which made tracking | management strategies to identify if FBSG Efficient
P1-033 the multiple Families First changes are needed to support Government

Coronavirus Response Act (FFCRA) | interpretation and implementation of new

leave types a challenge for Human | leave types during an emergency.

Resources.
2022- Infrastructure Before the pandemic, there was a Identify training gaps and develop and DIT, HR, then Long; On- Effective and
CoV19- lack of appetite for deploying new | provide increased training opportunities agencies with going as Efficient
P1-034 IT tools that enable widespread on county approved IT to better prepare Identified gaps. | systems Government

virtual operations. Maximized for potential future events. continue to

telework was not an operational brought

posture embraced by county online.

leadership. As virtual operations

became necessary, the swift pivot

to using virtual tools left a void in
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Area for Improvement

user knowledge about how these
tools work. Training on how to use
new IT tools is one of the biggest
hurdles that the county had to
address and continues to address
today.

Recommendation

Responsible
Organization(s)

Completion
Target (Short

- Mid - Long)
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Areas

2022- Infrastructure Some of the traditional EOC tools, Assess the current EOC tools in place in DEMS and Mid Effective and
CoV19- such as WebEOC, dashboards, conjunction with users external to DEMS partners; Fire- Efficient
P1-035 resource requesting, etc., created and determine whether updates and/or Rescue, DIT, Government
challenges and caused DEMS to new tools are necessary to better support | DPMM for
rethink how incident management | EOC processes. logistics system
tools are used in emergency
response. DEMS also identified that
WebEOC was not used as well as it
could have been from a planning
perspective to support EOC and
county operations.
2022- Infrastructure Evaluate the process for approval Create an expedited procurement process | DIT, DPMM Mid-Long Effective and
CoV19- of IT technologies to ensure the to use during emergency incidents. As part Efficient
P1-036 rapid deployment of devices. of this effort, evaluate the established Government
procurement process to identify
mechanisms and processes that should be
adjusted to support swift action. The
process should include guidelines for
when the expedited process may be used.
2022- Operational Expand the county’s capability to Evaluate how to provide better two-way Assuming 3-1-1 | Long Empowerment
CoV19- Communications | communicate with all residents communication with county residents. system for Residents
P1-037 regardless of access to technology. | Examine results of the 311 pilot as part of | recommendati Facing
this evaluation. ons OPA, DPSC, Vulnerability
DIT
2022- Operational Issues existed with communication | Develop and provide alternative methods | OPA, DHR Mid Effective and
CoV19- Communications | reaching the workforce out in the of communication with the purpose of Efficient
P1-038 field that does not have regular reaching the entire county workforce Government
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Tracking Core Capability Area for Improvement Recommendation Responsible Completion  Strategic Plan
# Organization(s) | Target (Short | Community
- Mid - Long)  Outcome
Areas
access to email communications. given the communications and technology
Information was not always passed | constraints of some field operations and
along efficiently by the supervisor. | frontline employees.
2022- Operational Communications between DEMS, FCHD, and other departments DEMS, DPH Mid Effective and
CoV19- Communications | Operations centers should be more | designated as Coordinating Agencies in Efficient
P1-039 efficient and coordinated. the EOP should explore modes of Government
communication and coordination between
the EOC and DOCs. DEMS and FCHD need
to work together on how to be more
forward looking and planning for what
was coming not what has happened and
to be more engaged with the EOC.
2022- Operational Notification of positive COVID-19 Review FCHD guidance to agencies FCHD Short Health
CoV19- Communications | cases due to restrictions on health | regarding case notifications to determine
P1-040 information that could be shared where statements regarding guidance
posed a challenge with identifying compliance can be strengthened or added.
outbreak information. The FCHD Assess and revise templates for employee
could not disclose certain outbreak | education on public health measures to
information for health privacy include an explanation of how the FCHD is
reasons and provided guidance legally limited in sharing information on
about this issue. cases of infection, while underscoring how
safety measures (e.g., masking, social
distancing, handwashing, and cleaning)
protect against infection.
2022- Operational The FCHD was challenged to Evaluate FCHD agency liaison staffing FCHD Mid Health
CoV19- Communications | address questions and requests for | expectations to determine if that role is
P1-041 interpretation of guidance from adequately staffed. Assess position
county agencies and the Board of responsibilities to identify mechanisms,
Supervisors. The FCHD attempted procedures, or tools to streamline the
to prioritize the requests for effort to respond to requests for
information in the most efficient assistance during a health-related
way, but as recommendations emergency.
frequently changed it was a
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# Organization(s) | Target (Short | Community
- Mid - Long)  Outcome
Areas
struggle to support agencies that
wanted confirmation from the
FCHD on what the new guidance
meant for their staff and their
operations.
2022- Operational It was challenging to gather the Coordinate with the Deputy County Continuity Short Effective and
CoV19- Communications | operational status of county Executives to determine what information | Program, Efficient
P1-042 agencies to support priority setting | on the status of agency operations is DEMS Government
and decision making relative to valuable for them to know in an
government operations. emergency. With this understanding,
leverage the COOP Coordinator’s group to
identify a process to gather this
information. Considerations could include
the trigger for reporting (e.g., is there a
need for a declaration of a COOP
emergency to trigger information sharing),
essential elements of information to be
reported, mechanisms or technology tools
for reporting agency status information,
the timeline or deadline for reporting, and
the frequency or reporting.
2022- Operational Frequent information updates on Continue ‘Friday Briefing’ with the Board NCS Short Effective and
CoV19- Communications | HHS services and basic needs that Offices in future incidents; establish Efficient
P2-043 were disseminated to the Board of | criteria for adjusting frequency. Government
Supervisors through numerous
methods did not always reach
Board members in a timely fashion.
2022- Operational Maintaining partnerships with Improve communication throughout the DEI, OPA, Mid Housing and
CoV19- Communications | business owners while managing community when new policy changes Permitting Neighborhood
P2-044 the effects on the community (i.e., | occur to support business operations to Livability
parking, noise, and hours of mitigate concerns.
operation) was difficult.
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Strategic Plan
Community
(011} {ofo]y ]
Areas

2022- Operational External communication of food Establish public communications and NCS, OPA, Mid Empowerment
CoV19- Communications | distribution events could have been | advertising standard operating procedures | other for Residents
P2-045 improved. for food distribution to ensure multiple agencies/group Facing
methods of communication are used to s with capacity Vulnerability
reach a wider audience. to push
information
out through
their networks.
2022- Operational Support to clients navigating Continue to support county and Human Service | Long Empowerment
CoV19- Communications | county services and assistance community-based organization’s efforts to | agencies DCE, for Residents
P2-046 needs to be maintained beyond the | provide service navigation for basic needs | DFS, NCS, HD Facing
pandemic. through direct client service navigation, Vulnerability
information sharing and
county/community collaborative
networks. If possible, maintain and expand
the level of staff to assist clients with
navigation of basic needs and other
services such as the HD's Family Assistance
Workers and Coordinated Services
Planning. and NCS's Service Navigation
Support Team. Keep the level of staffing
for Community Health Workers who are
well positioned to communicate with the
community in their language/culture
2022- Equity Internal and external Describe who is affected and why in OPA, HD Short-Mid Empowerment
CoV19- communication about how the internal and external communications and for Residents
P1-047 emergency is affecting different target response efforts accordingly. Facing
populations and parts of the county Vulnerability
can be improved.
2022- Equity Equity data should be a Provide leadership and department staff One Fairfax, All | On-going Empowerment
CoV19- consideration in decision making equity tools and materials to reference for | agencies for for Residents
P1-048 for continuity of operations, decision making and planning throughout | continuity, Facing
emergency preparedness, the emergency to ensure that equity is DEMS for Vulnerability
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response, and recovery across the | considered. Make equity part of plans emergency
county per the One Fairfax Policy. referenced during an emergency. planning,
Continuity
Program
2022- Equity Managing existing relationships Agencies chiefly responsible for OPA, NCS, Short Empowerment
CoV19- with community organizations and | community engagement should establish FCHD for Residents
P1-049 coordinating interactions can be mechanisms for coordinating and sharing Facing
challenging. There were no information in order to improve Vulnerability,
established methods for sharing coordination around community Effective and
information about community engagement. Efficient
organizations across agencies. Government
2022- Equity Identify approaches to close the Define access as it relates to providing Access - Cable Long Effective and
CoV19- communication and services gap services to community residents, then and Consumer Efficient
P1-050 created with the switch to virtual determine and develop alternative Literacy, Digital Government
services delivery. communication and infrastructure Access and
approaches needed to reach a wider Literacy Team
audience throughout Fairfax County.
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Reference 1: Fairfax County Board of Supervisors COVID-19 Actions

Date Action Link

March 10, 2020 Update on Coronavirus provided to Board of Supervisors | March 10 BOS
by Dr. Gloria Addo-Ayensu and Dr. Benjamin Schwartz Summary

March 17, 2020 Board of Supervisors holds emergency special meeting; March 17 BOS
Board of Supervisors adopts resolution consenting to a Summary

Local State of Emergency declaration effective March 17,
2020

March 24, 2020

Board Adopts written policy governing participation by
electronic communication of board members in Public
Meetings

March 24 BOS
Summary (Agenda
ltem A-1)

March 24, 2020

Board Adopts Emergency Uncodified Ordinance to
Establish Methods to Assure Continuity in Fairfax County
Government and Conduct of Board of Supervisors
Meetings during the Novel Coronavirus 2019 (COVID-19)
Emergency

March 24 BOS
Summary (Agenda

ltem A-2)

March 24, 2020

Board Approves Resolutions to extend the deadline to file
Personal Property Taxes (to June 1) and Real Estate Taxes
(to August 28)

March 24 BOS
Summary (Agenda
ltem A-9)

March 24, 2020

Chairman McKay announces the closure of all Fairfax
County Government buildings to the public beginning
March 27 at 5pm

March 24 BOS
Summary (Board
Matter)

March 31, 2020

Board of Supervisors approves the use of $1.85 million in
funding from the Commonwealth Transportation Funds
from the Virginia Department of Rail and Public
Transportation to offset Fairfax Connector cost and lost
revenue in FY 2020

March 31 Budget
Committee site

April 14, 2020

Board of Supervisors delays Budget-related public
hearings, originally scheduled for April 14-16, 2020, to
April 28-30, 2020, due to release of FY 2021 Updated
Budget Proposal in Response to the Coronavirus
Pandemic on April 7, 2020

April 14 BOS Summary
(Agenda Item 30)

April 14, 2020

Board of Supervisors approve Supplemental
Appropriation Resolution AS 20214 for the Department
of Family Services to accept $396,208 in grant funding
from the Virginia Community College System (VCCS)for
the Virginia Rapid Response COVID-19 Business Support
Initiative

April 14 BOS Summary
(Agenda Item Admin

2)

April 14, 2020

Board of Supervisors establishes Fairfax County Small
Business COVID-19 Recovery Microloan Fund totaling
$2,500,000

April 14 BOS Summary
(Agenda Item A-6)
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April 14, 2020

Board of Supervisors adopts Emergency Uncodified
Ordinance to Extend the Validity of Certain Development
Approvals to Assure Continuity in Fairfax County
Government during the Novel Coronavirus Disease 2019
(COVID-19) Emergency

April 14 BOS Summary
(Agenda Item A-8)

April 14, 2020

Board of Supervisors adopts uncodified ordinance to
establish methods to assure continuity in Fairfax County
Government and conduct meetings of Boards,
Authorities, and Commissions, and Regional
Interjurisdictional Public Bodies within Fairfax County
Government during the Novel Coronavirus Disease 2019
(COVID-19) Emergency

April 14 BOS Summary
(Agenda Item A-9)

April 14, 2020

Board of Supervisors adopts uncodified ordinance to
establish methods to assure continuity in Fairfax County
Government and conduct of Board of Supervisors
Meetings during the Novel Coronavirus 2019 (COVID-19)
Emergency; repealed/replaced emergency ordinance
adopted on March 24, 2020.

April 14 BOS Summary
(Agenda ltem 16)

May 12, 2020

Board of Supervisors authorizes establishment of a
COVID-19 small business and non-profit relief grant
program, Fairfax Relief Initiative to Support Employers
(Fairfax RISE), totaling $25,000,000

May 12 BOS Summary
(Agenda ltem A-4)

May 12, 2020

Board of Supervisors adopts uncodified ordinance to
establish methods to assure continuity in Fairfax County
Government and conduct meetings of Boards,
Authorities, and Commissions, and Regional
Interjurisdictional Public Bodies within Fairfax County
Government during the Novel Coronavirus Disease 2019
(COVID-19) Emergency; repealed/replaced emergency
ordinance April 14, 2020

May 12 BOS Summary
(Agenda ltem 10)

May 12, 2020

Board of Supervisors adopts Emergency Uncodified
Ordinance to Extend the Validity of Certain Development
Approvals to Assure Continuity in Fairfax County
Government during the Novel Coronavirus Disease 2019
(COVID-19) Emergency; repealed/replaced emergency
ordinance adopted on April 14, 2020

May 12 BOS Summary
(Agenda Item 11)

May 28, 2020

Board Adopts Emergency Ordinance that would
temporarily permit the expanded use of outdoor space
for outdoor dining and for outdoor fitness and exercise
activities when the County moves into Phase One of the
Governor’s Reopening Plan

May 28 BOS Summary
(Agenda Item 3)

June 2, 2020

Board receives updates on the FY 2020-21 revenue
impact of the Coronavirus Pandemic and the status of
CARES stimulus funding and discusses options to reduce
penalties for late tax payments

June 2 Budget
Committee site
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June 2, 2020

Board discusses impact of COVID-19 pandemic on
economy with the Fairfax County Economic Development
Authority

June 2 Joint Meeting
with Economic

Development
Authority site

June 9, 2020

Board approves Supplemental Appropriation Resolution
AS 20243 for the Department of Family Services to
accept $2,141,122 in grant funding from Virginia
Department for Aging and Rehabilitative Services to
address the COVID-19 Pandemic for programs
administered by the Area Agency on Aging

June 9 BOS Summary
(Agenda Item Admin

5)

June 16, 2020

Board receives update on Fairfax RISE program during
Economic Initiatives Committee

June 16 Economic
Advisory Commission
site

June 23, 2020

Board requests that staff create a Housing Partnership
Pledge, develop new guidelines for Emergency Rental
Assistance, and explore flexibilities the county may have
in its programs for emergency rental assistance

June 23 BOS Summary
(Agenda ltem 5)

June 23, 2020

Board Approves Supplemental Appropriation Resolution
AS 20247 for the Department of Family Services to
accept grant funding from Virginia Department of Social
Services in the amount of $874,520 which will be used to
provide emergency food assistance

June 23 BOS Summary
(Agenda Item Admin

10)

June 23, 2020

Board of Supervisors adopts ordinance reducing the late
payment penalty ordinance for Real Estate and Personal
Property Taxes for Tax Year 2020

June 23 BOS Summary
(Agenda ltem 12)

June 30, 2020

Board of Supervisors receives update from DIT on
agency’s response to COVID-19

June 30 Information

Technology
Committee site

June 30, 2020

Board of Supervisors Health and Human Services
Committee receives COVID-19 Response and Planning
Update from Dr. Gloria Addo-Ayensu and Dr. Benjamin
Schwartz; Chief Equity Officer Karla Bruce provides
update on addressing the disproportionate impacts of
COVID-19 on marginalized communities in Fairfax County

June 30 Health and
Human Services
Committee site

July 14, 2020 Board requests that staff provide the Board with a plan July 14 BOS Summary
and resource request to speed up the County’s (Agenda Item 14)
Coordinated Services Planning hotline, as a result of
increased demand for the services

July 14, 2020 Board requests that staff work with Fairfax County Public | July 14 BOS Summary
Schools to identify ways to meet childcare services when | (Agenda Item 15)
schools reopen
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July 14, 2020 Board of Supervisors approves Supplemental July 14 BOS Summary
Appropriation Resolution AS 21010 for the Fairfax County | (Agenda Item Admin
Police Department to accept grant funding from the US 9)
Department of Justice for Coronavirus Emergency
Supplemental Funding (CESF) grant in the amount of
$402,297

July 14, 2020 Board of Supervisors authorizes additional $20,000,000 July 14 BOS Summary
to expand the Fairfax RISE (COVID-19 small business and (Agenda Item A-3)
non-profit relief) grant program

July 14, 2020 Board adopts uncodified ordinance to provide a method July 14 BOS Summary

to assure continuity in Fairfax County Government during
the Novel Coronavirus Disease 2019 (COVID-19)
Emergency by temporarily approving outdoor dining and
outdoor fitness and exercise activities subject to certain
conditions, thereby suspending any requirement for
individualized approvals of such activities; repeals the
emergency uncodified ordinance on the same subject,
which was adopted on May 28, 2020

(Agenda Item 30)

July 21, 2020

Economic Advisory Commission receives updates on
Economic Recovery Programs, including Federal
Paycheck Protection, Fairfax County Microloan, and
Fairfax RISE programs, and an introduction to Economic
Recovery Framework goals

July 21 Economic
Advisory Commission

July 28, 2020

Board directs staff to work with the Fairfax Area Agency
on Aging and the Fairfax Area Commission on Aging to
develop a COVID-19 Response Plan for Older Adults to be
brought back to the Board for discussion and approval

July 28 BOS Summary
(Agenda ltem 16)

(CARES Act) grant funding from US Department of Health
and Human Services in the amount of $627,468
associated with the Head Start, Early Head Start, and
Early Head Start Child Care Partnership and Expansion
grants

July 28, 2020 Board of Supervisors approves Supplemental July 28 BOS Summary
Appropriation Resolution AS 21013 for the Department (Agenda Item Admin
of House and Community Development to accept a 7)
second allocation of grant funding from the US
Department of Housing and Urban Development in the
amount of $6,581,782

July 28, 2020 Board of Supervisors approves Supplemental COVID-19 July 28 BOS Summary

(Agenda Item Admin
10)

September 15,
2020

Board of Supervisors allocate $19.6 million of the
County’s Coronavirus Relief Funds to support FCPS

September 15 BOS
Summary (ltem #5)

September 15,
2020

Board of Supervisors authorizes additional $12,000,000
to expand the Fairfax RISE (COVID-19 small business and
non-profit relief) grant program

September 15 BOS
Summary (Action Item

11)
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September 22, Board receives update during Legislative Committee September 22

2020 regarding General Assembly activities and laws enacted, Legislative Committee
including pandemic response topics site

September 22, Board receives update during Health and Human Services | September 22 Health

2020 Committee on the Health, Housing, and Human Services and Human Services
response and challenges during the COVID-19 pandemic | Committee site

September 22, Board receives update during Budget Committee on FY September 22 Budget

2020 2020 Carryover and Stimulus funding Committee site

September 29, Board authorizes advertisement of a public hearing, to be | September 29 BOS

2020 held on October 20, 2020, to consider amendments to Summary (ltem #8)

the uncodified emergency ordinance, previously
approved regarding temporarily approving outdoor
dining and outdoor fitness and exercise activities, to
allow tents to be partially or completely closed

October 6, 2020

Board approves comments to be sent to the Washington
Metropolitan Area Transit Authority’s Proposed FY 2021
Budget Amendments and Service Reductions caused by

the COVID-19 Pandemic

October 6 BOS
Summary (Action Item

2)

October 6, 2020

Board adopts Uncodified Emergency Ordinance to
provide a method to assure continuity in Fairfax County
Government during the COVID-19 Emergency, as
authorized by Virginia Code § 15.2-1413, by approving
temporary County-operated hypothermia prevention
shelters and authorizing a streamlined process for
approving Temporary Use Modifications in response to
the emergency

October 6 BOS
Summary (Action Item

3)

October 13, 2020

Economic Advisory Commission and the Board receives
update on Economic Recovery Framework and the
preliminary findings. Board also receives update on the
impacts of COVID-19 on the Fairfax County hospitality
sector

October 13 Economic
Advisory Commission
site

October 20, 2020

Board adopts amendments to an uncodified ordinance to
provide a method to assure continuity in Fairfax County
Government during the Novel Coronavirus Disease 2019
(COVID-19) Emergency by temporarily approving outdoor
dining and outdoor fitness and exercise activities subject
to certain conditions, thereby suspending any
requirement for individualized approvals of such
activities

October 20 BOS
Summary (3:30 Public
Hearing Item 2

October 27, 2020

Board receives update during Legislative Committee
regarding General Assembly activities, budget
amendments, and laws enacted, including pandemic
response topics

October 27 Legislative
Committee site
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November 10,
2020

Board receives update during Economic Initiatives
Committee on Fairfax RISE Grant program. Board also
receives an update on and discusses Economic Recovery
Framework

November 10
Economic Initiatives
Committee site

November 17,
2020

Board receives presentation by Kate Hanley, Secretary of
the Electoral Board, on Election Year 2020, highlighting
changes made due to the COVID-19 pandemic

November 17 BOS
Summary (ltem #3)

November 17,
2020

Board authorizes the Department of Neighborhood and
Community Services to apply for and accept grant
funding from the Virginia Department of Education Child
and Adult Care Food Program and Summer Food Service
Program

November 17 BOS
Summary (Admin Item

4)

November 17,
2020

Board adopts Uncodified Emergency Ordinance to
provide a method to assure continuity in Fairfax County
Government during the COVID-19 Emergency, as
authorized by Virginia Code § 15.2-1413, by approving
temporary County-operated hypothermia prevention
shelters and authorizing a streamlined process for
approving Temporary Use Modifications in response to
the emergency, and to repeal the Emergency Uncodified
Ordinance on the same subject, which was adopted on
October 6, 2020

November 17 BOS
Summary (3:00 Public

Hearing

November 24,
2020

Board receives update during Legislative Committee
regarding upcoming General Assembly and Congressional
sessions and their expected pandemic response
legislation

November 24
Legislative Committee
site

November 24,
2020

Board receives update during Health and Human Services
Committee on eviction prevention and intervention

November 24 Health
and Human Services
Committee site

November 24,
2020

Board of Supervisors hosts Joint Budget Policy
Committee Meeting with Fairfax County School Board
discussing budgetary impacts of pandemic and budget
forecast for upcoming fiscal year

November 24 Joint
Budget Policy
Committee Meeting
site

December 1,
2020

Board adopts its 2021 Legislative Program for the Virginia
General Assembly and approves the County’s 117
Congress Federal Legislative Strategy and Principles,
which have focuses on COVID-19 impacts

December 1 BOS
Summary (ltem #4 -
2:00 p.m. Adoption)

December 1,
2020

Board supports the municipal utilities applications of
municipalities located within Fairfax County to the
COVID-19 Municipal Utility Relief Fund Program and
directs staff to continue to develop a program to
administer the Program funds in accordance with state
and federal law

December 1 BOS
Summary (ltem #7)
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December 1, Board adopts COVID-19 Response Plan for Older Adults December 1 BOS
2020 and directs the County Executive and staff to begin Summary (ltem #20)

implementing the short-term initiatives that address the
issues of wellness, social isolation, and lack of technology
access affecting older adults

December 1,
2020

As a result of the COVID-19 pandemic, Board directs staff
to review the Consolidated Community Funding Pool
with a specific focus on the basic needs of housing and
food supports and to return to the Board with
recommendations for process improvements

December 1 BOS
Summary (ltem #18)

December 1,
2020

Board approves Supplemental Appropriation Resolution
AS 21161 for the Department of Family Services to
accept grant funding in the amount of $1,500,000 from
the Virginia Community College System for the Re-
Employing Virginian (REV) Educational Vouchers

December 1 BOS
Summary (Admin Item

9)

December 1,
2020

Board approves Supplemental Appropriation Resolution
AS 21167 for the Health Department to accept grant
funding in the amount of $500,000 from the Virginia
Department of Health for the COVID-19 Mass Vaccination
Campaign

December 1 BOS
Summary (Admin Item

11)

December 1,
2020

Board approves Supplemental Appropriation Resolution
AS 21173 for the Health Department to accept grant
funding in the amount of $230,000 from the Virginia
Department of Health for COVID-19 Immunization
Planning

December 1 BOS
Summary (Admin Item

12)

December 1,
2020

Board approves Supplemental Appropriation Resolution
AS 21174 for the Office of Elections to accept grant
funding in the amount of $1,431,950 from the Center for
Tech and Civic Life in support of the November 2020
Presidential Election

December 1 BOS
Summary (Admin Item

13)

December §,

Board holds joint work session with General Assembly

December 8

2020 delegation to discuss upcoming legislative session BOS/General Assembly
Legislative Work
Session
January 12,2021 | Board receives briefing and discusses Mass Vaccination January 12
Registration System during Information Technology Information
Committee meeting Technology

Committee site

January 12, 2021

Board of Supervisors holds Budget Policy Committee
Meeting discussing budgetary impacts of pandemic,
hazard pay, stimulus, and budget forecast for upcoming
fiscal year

January 12 Budget
Policy Committee

Meeting site

January 22, 2021

Board Legislative Committee discusses General Assembly
legislation under consideration, including pandemic
response bills

January 22 Legislative
Committee site
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January 26, 2021

Board receives General Assembly legislation update and
adopts Report noting items under consideration,
including pandemic response bills

January 26 BOS
Summary (ltem #4)

January 26, 2021

Board discusses and requests that staff come before the
Board later to discuss the county’s vaccination strategy

January 26 BOS
Summary (ltem #9)

January 26, 2021

Board directs staff to draft a letter to the County’s
Congressional delegation showing support for President
Biden’s proposed American Rescue Plan, which was
proposed in response to the pandemic

January 26 BOS
Summary (ltem #10)

January 26, 2021

Board announces and directs staff to publicize
information about extending the real estate and vehicle
tax relief deadlines, in response to hardships caused by
the pandemic

January 26 BOS
Summary (ltem #11)

January 26, 2021

Board directs staff to explore a possible disposal program
and/or a public information campaign to helps residents
understand the importance of proper PPE disposal and to
research potential innovations or recycling methods of
PPE

January 26 BOS
Summary (ltem #12)

January 29, 2021

Board Legislative Committee discusses General Assembly
legislation under consideration, including pandemic
response bills

January 29 Legislative
Committee site

February 2, 2021

Board Health and Human Services Committee discusses
vaccine distribution

February 2 Health and
Human Services
Committee site

February 5, 2021

Board Legislative Committee discusses General Assembly
legislation under consideration, including pandemic
response bills

February 5 Legislative
Committee site

February 9, 2021

Board receives General Assembly legislation update and
adopts Report noting items under consideration,
including pandemic response bills

February 9 BOS
Summary (ltem #4)

February 9, 2021

Board approves hazard pay for eligible employees
deemed in a high or very high risk COVID-19 exposure
position

February 9 BOS
Summary (ltem #9)

February 9, 2021

Board directs staff to identify funds for a potential one-
time bonus for employees and further asks staff to
analyze the various leave programs implemented since
the start of the pandemic to determine what, if any,
programs should be provided to employees who were
unable to take advantage of the previous leave programs
based on the requirements of their jobs during the
pandemic

February 9 BOS
Summary (ltem #10)

February 9, 2021

As a result of the budget constraints due to the
pandemic, the Board requests that a letter be written to
the Governor requesting that a local match in funding for
teacher pay raises/bonuses be suspended

February 9 BOS
Summary (ltem #11)
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February 9, 2021

Board directs the County Executive to write a memo to
the Board, sharing available current quantitative and
qualitative data on mental health for the youth
population to help prepare the County in supporting
students in this pandemic and the future return to school

February 9 BOS
Summary (ltem #13)

February 9, 2021

Board directs the County Executive to have staff develop
and implement whatever software is needed to
automatically send via text and/or email weekly updates
to those on the vaccine registration list, and directs the
County Executive to implement a process of
communicating regular updates to those registrants with
information like what is included in the weekly updates
that are sent via text and/or email

February 9 BOS
Summary (ltem #16)

February 9, 2021

Board directs staff to work with the Economic
Development Authority to develop and evaluate funding
for recommendations for targeted relief and recovery
grants and/or programs to support Fairfax County
businesses and non-profits identified in the Framework
as having been disproportionally impacted by COVID-19
and the related public health mitigation measures

February 9 BOS
Summary (ltem #17)

February 12,
2021

Board Legislative Committee discusses General Assembly
legislation under consideration, including pandemic
response bills

February 12
Legislative Committee

site

February 19,
2021

Board Legislative Committee discusses General Assembly
legislation under consideration, including pandemic
response bills and state budget

February 19
Legislative Committee

site

February 23,
2021

Board receives General Assembly legislation update and
adopts Report noting items under consideration,
including pandemic response bills

February 23 BOS
Summary (ltem #3)

February 23,

County Executive presents the proposed FY22 and FY23

February 23 BOS

funding from the U.S. Department of the Treasury for the
Emergency Rental Assistance program, in the amount of
$34,463,869. Funding will allow the County to continue
providing financial assistance, including back and forward
rent and utility payments, and other housing expenses

2021 Multi-Year Budget Plan Summary (Iltem #5)
February 23, Board approves AS 21263 for the Department of February 23 BOS
2021 Neighborhood and Community Services to accept Summary (Admin ltem

#9)

March 2, 2021

Board Health and Human Services Committee receives
presentations on COVID-19 update and COVID-19 vaccine
equity strategy

March 2 Health and
Human Services
Committee site

March 2, 2021

Board’s Budget Committee meets with the School Board
to discuss the FY22 Budget

March 2 Budget
Committee site

March 9, 2021

Board receives General Assembly legislation update and
adopts Report noting items that had passed, including
pandemic response bills

March 9 BOS
Summary (ltem #4)
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March 9, 2021 As a result of the budget constraints due to the March 9 BOS

pandemic, the Board requests that a follow-up letter be
written to the Governor requesting that a local match in
funding for teacher pay raises/bonuses be suspended

Summary (ltem #10)

March 16, 2021

Board receives update and discusses economic
framework, a proposed implementation plan, and
impacted business support

March 16 Economic
Initiatives Committee
site

April 6, 2021

Board receives update during Budget Policy Committee
on FY 2021 Third Quarter Review and Stimulus Update

April 6 Budget Policy
Committee Meeting
site

April 13, 2021

Board approves Supplemental Appropriation Resolution
AS 21281 for the Department of Family Services to
accept grant funding from the Virginia Department for
Aging and Rehabilitative Services in the amount of
$346,360 for supplemental nutrition programs
administered as part of the Fairfax Area Agency on Aging

April 13 BOS Summary
(Admin Item #10)

April 13, 2021

Board authorizes the Department of Neighborhood and
Community Services to apply for an accept grant funding
from the U.S. Department of Health and Human Services
for supplemental funding associated with Head
Start/Early Head Start and Early Head Start Child Care
Partnership and Expansion Grants for cost-of-living
adjustment

April 13 BOS Summary
(Admin Item #12)

April 13, 2021

Board approves a First Amendment to Memorandum of
Understanding between the Community Business
Partnership and the Board of Supervisors to administer
the Fairfax County Small Business COVID-19 Recovery
Microloan Program

April 13 BOS Summary
(Action Item #4)

May 4, 2021

Board adopts Fiscal Year 2022 Budget Plan

May 4 BOS Summary
(Agenda Item 1)

May 11, 2021

Board holds joint meeting with Fairfax-Falls Church
Community Services Board (CSB) which included
discussion on the impact of COVID-19 on services

May 11 BOS/CSB Joint
Meeting site

May 11, 2021

Board holds joint meeting with the Fairfax County
Economic Development Authority (FCEDA) which
included discussion on the impact of COVID-19 on small
and diverse businesses, unemployment rates, office
vacancy rates, and the county’s Economic Recovery
Framework

May 11 BOS/EDA Joint
Meeting site

May 18, 2021

Board approves Supplemental Appropriation Resolution
AS 21302 for the Department of Family Services to
accept grant funding from the Virginia Community
College System for the VOIA Dislocated Worker COVID-19
Disaster Recovery Grant in the amount of $500,000

May 18 BOS Summary
(Admin Item 10)

May 18, 2021

Board directs staff to implement a plan to assist the
hospitality industry in any development review and

May 18 BOS Summary
(Iltem #4)
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Date Action Link
permitting that they require so they can move through
the process swiftly and efficiently
May 27,2021 Board and School Board hold joint Capital Improvement May 27 Joint

Program (CIP) Working Group Meeting which included an
update from Fairfax County Public Schools on stimulus
funds

BOS/School Board CIP

Working Group
Meeting site

June 1, 2021

Economic Advisory Commission and the Board receives a
briefing from Virginia Restaurant, Lodging, and Travel
Association regarding reinventing and rehiring in the
hospitality industry

June 1 Economic
Advisory Commission
site

June 8, 2021

Board approves Supplementation Appropriation
Resolution AS 21304 for the Health Department to
accept grant funding from the Virginia Department of
Health for COVID-19 response activities in the amount of
$3,674,745

June 8 BOS Summary
Admin ltem 7

June 8, 2021 Board authorizes the creation of PIVOT Business June 8 BOS Summary
Recovery Grant Program in the amount of $25,000,000 (Action Item 6)
June 8, 2021 Board holds Public Hearing and approves June 8 BOS Summary

Supplementation Appropriation Resolution AS 21318 to
adjust the FY 2021 Revised Budget Plan to reflect
Coronavirus State and Local Fiscal Recovery Funds
received through the American Rescue Plan in the
amount of $111,447,319

(3:30pm Public
Hearing

June 15, 2021

Board’s Information Technology Committee receives
briefing on Digital Access and Literacy Workgroup and
broadband service in the county

June 15 Information

Technology
Committee site

June 15, 2021

Board’s Older Adults Committee receives briefing on
COVID-19 Response Plan for Older Adults Initiatives

June 15 Older Adults
Committee site

June 22, 2021

Board approves Supplemental Appropriation Resolution
AS 213219 for the Health Department to accept grant
funding from the Virginia Department of Health for
contract tracing and laboratory testing activities related
to the COVID-19 Pandemic in the amount of $36,761,962

June 22 BOS Summary
(Admin Item 3)

June 22, 2021

Board approves Supplemental Appropriation Resolution
AS 21314 for the Department of Neighborhood and
Community Services to accept grant funding from the US
Department of the Treasury for the Emergency Rental
Assistance Program in the amount of $35,100,967

June 22 BOS Summary
(Admin Item 4)

June 22, 2021

Board approves Supplemental Appropriation Resolution
AS 21320 for the Health Department to accept grant
funding from Virginia Department of Health for COVID-19
epidemiology contract support in the amount of
$109,497

June 22 BOS Summary
(Admin Item 5)

June 22, 2021

Board directs staff to authorize a Public Hearing on July
27,2021, to modify previously adopted uncodified

June 22 BOS Summary
(Board Matters Item

6)
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ordinances enacted because of the COVID-19 Pandemic
related to the hospitality industry

June 22, 2021

Board directs staff to prepare and disseminate
information about the locations and availability of School
Age Child Care (SACC) programs for the upcoming school
year

June 22 BOS Summary
(Board Matters Item

9)

June 29, 2021

Board receives update on stimulus funding during Budget
Policy Committee

June 29 Budget Policy
Committee site

June 29, 2021

Board’s Health and Human Services Committee receives
briefing on COVID-19 Eviction Prevention and Basic
Needs Response

June 29 Health and
Human Services
Committee site
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Reference 2: Virginia COVID-19 Related Executive Orders

The Governor of Virginia issued the Executive Orders listed below in response to the COVID-19
pandemic. These Executive Orders directly impacted Fairfax County’s response and government
continuity operations.

Executive Order 51
e Declaration of a State of Emergency Due to Novel Coronavirus
e Effective March 12, 2020
e Amended May 26, 2020, to extend declaration of a State of Emergency Due to Novel
Coronavirus

Executive Order 52
e Extension of increases in hospital bed capacity in response to novel coronavirus
e Effective March 20, 2020
e Amended June 22, 2020, to extend increases in hospital bed capacity in response to novel
coronavirus

Executive Order 53
e Temporary restrictions on restaurants, recreational, entertainment, gatherings, non-
essential retail businesses, and closure of K-12 schools due to novel coronavirus
e Cessation of all official travel outside of Virginia by state employees
e Effective March 23, 2020
e Amended April 15, 2020, to include increased flexibility for inter-state commuters and
essential personnel and the extend the expiration date of the order

Executive Order 55
e Temporary stay at home order due to novel coronavirus

e To reinforce the Commonwealth’s response to COVID-19 and in furtherance of Executive
Orders 51 (March 12, 2020) and 53 (March 23, 2020)
e Effective March 30, 2020

Executive Order 61
e Order of Public Health Emergency 3

e Phase 1 of easing certain temporary restrictions due to COVID-19, amends Executive
Order 55

e Restaurants, dining establishments, food courts, breweries, microbreweries, distilleries,
wineries, and tasting rooms may operate deliveries, take-out, outdoor dining, and
beverage services if all guidelines can be met

e Farmers markets may open if all guidelines can be met

e Brick and mortar retail may open to 50% capacity if all guidelines can be met

e Fitness and exercise facilities may open for outdoor activities if all guidelines can be met
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e Personal care and grooming services may reopen if all guidelines can be met
e Campgrounds may reopen if all guidelines can be met

e Indoor shooting ranges may open if all guidelines can be met

e Effective May 15, 2020

e Amended May 19, 2020; May 28, 2020; June 2, 2020

Executive Order 62
e Order of Public Health Emergency 4

e Jurisdictions temporarily delayed from entering phase one in Executive Order 61, and
permitted to remain in phase zero

e Directive applies to the whole Northern Virginia Region

e Effective May 12, 2020

e Amended May 14, 2020, to include the City of Richmond and the County of Accomack

Executive Order 63
e Order of Public Health Emergency 5

e Requirement to wear face covering while inside buildings
e Effective May 29, 2020

Executive Order 65
e Phase two easing of certain temporary restrictions due to COVID-19, excluding the City of
Richmond and the Northern Virginia Region

e Easing of business restrictions if all updated guidelines can be met

e Effective June 5, 2020

e Amended June 9, 2020, to include the City of Richmond and the Northern Virginia Region
starting June 12, 2020

Executive Order 67
e Order of Public Health Emergency 7

e Phase three easing of certain temporary restrictions due to COVID-19

e Effective July 1, 2020

e Amended August 21, 2020

e Amended November 23, 2020, to match Order of Public Health Emergency 8, due to all
five health regions reporting a positivity rate over 5% and an increase of hospitalizations
by more than 35% in four weeks

Executive Order 68
e Order of Public Health Emergency 8
e Additional restrictions on the eastern region due to COVID-19
e No alcoholic beverage shall be sold, consumed, or possessed on premises after 10:00 p.m.
in any restaurant, dining establishment, food court, brewery, microbreweries, distilleries,
wineries, or tasting rooms
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e Effective July 31, 2020

e Amended August 3, 2020, to include closure of all dining and congregation areas in
restaurants, dining establishments, food courts, breweries, microbreweries, distilleries,
wineries and tasting rooms between the hours of 12:00 a.m. and 5:00 a.m. Delivery and

take-out may continue during this time.
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Reference 3: Federal COVID-19 Related Proclamations and Executive
Orders

The President of the United States issued the following Proclamations and Executive Orders to
facilitate the national response to the pandemic.

COVID-19 National Emergency Proclamation

President Trump constitutes the COVID-19 outbreak in the United States constitutes a
national emergency

Effective March 1, 2020

Proclamation grants emergency authority to the U.S. Department of Health and Human
Services to temporarily waive or modify certain requirements of the Medicare, Medicaid,
and State Children’s Health Insurance programs throughout the duration of the public
health emergency

Executive Order 13909

Prioritizing and allocating health and medical resources to respond to the spread of
COVID-19

Allocation of materials, services and facilities deemed necessary or appropriate to
promote national defense is delegated to the Secretary of Health and Human Services
may identify additional specific health and medical resources that meet the criteria of
personal protective equipment and ventilators

Effective March 18, 2020

Executive Order 13910
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President Trump delegated to the Secretary of Health and Human Services authority to
prevent hoarding of health and medical resources necessary to respond to the spread of
COVID-19 within the United States

Effective March 23, 2020
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