
Chairman, Ranking Member, and distinguished Members of the Committee—thank you 
for the opportunity to testify today. 
 
My name is Rick Crawford. I am a retired Battalion Chief from the Los Angeles Fire 
Department, where I served for more than three decades in frontline and executive incident 
command roles. During my career, I served as an Incident Commander, Deputy Operations 
Section Chief on the LAFD Incident Management Team, and Public Information Officer on 
complex, high-profile Type 1 incidents. 
 
I commanded one of the busiest 911 communications centers in the world where I directly 
handled pre-deployment and pre-positioning of resources. I responded to several of California’s 
most catastrophic wildfires and my experience also spans active-shooter incidents, infrastructure 
failures, natural disasters, and large-scale, multi-agency crisis operations. 
 
Beyond operations, I served as the chief negotiator and author of the Los Angeles Fire 
Department’s twenty-three automatic and mutual-aid agreements, strengthening response 
capabilities across local, state, and federal partners. I am a California Level I Fire Investigator 
and a Nationally Certified Fire and Explosion Investigator.  I also led the development and 
integration of the Interagency Response Ordering Capability to improve how resources are 
requested and deployed during major incidents in the City of Los Angeles.  
 
I currently serve on the Board of Directors for a national Crisis Management Academy, and I 
advise leaders across the country on preparedness, response, and crisis governance, and I serve 
as a national media commentator providing live, on-air analysis during unfolding incidents. 
 
I appear before you today to discuss the Palisades Fire—not simply as a wildfire, but as a case 
study in how known risk, predictable conditions, and fragmented leadership and governance can 
converge into catastrophic impact. 
 
I can say with the utmost confidence:  
this fire was not unforeseeable. 
 
Southern California exists in a permanent state of wildfire risk. Terrain, fuel loads, wind 
corridors, and seasonal weather patterns are well documented. Red Flag warnings are recurring 
indicators. Many of the environmental and operational signals present during the Palisades Fire 
had been observed repeatedly in prior years. 
 
 

• What failed was not the tactics, strategy, courage or professionalism of firefighters and 
first responders. 

• What failed was not the willingness of agencies to act. 
• What failed was the leadership and the system’s ability to convert known risk into 

decisive, coordinated action early enough to change outcomes. 
 
 



From decades in command and coordination roles, I can state this unequivocally: wildfires are 
not disasters at ignition. They become disasters when warnings are recognized but fail to trigger 
executive action, when leadership is fragmented, and when preparedness exists on paper rather 
than in execution. 
 
The Palisades Fire exposed three systemic vulnerabilities. 
First, risk recognition did not translate into risk ownership. 
While the threat was widely understood, fiscal considerations repeatedly overrode responsibility 
for mitigation, readiness, and timely escalation. Predictive fire-modeling tools were available but 
went unused, and interagency coordination was not fully integrated into pre-incident decision-
making—allowing known risk to persist without decisive action 
 
Second, governance did not move at the speed of conditions. 
Wildfires escalate in minutes. Governance systems often move in hours or days. That gap—
between emerging threat and unified, empowered decision-making—can determine whether an 
incident remains manageable or becomes catastrophic. 
 
Third, our systems remain overwhelmingly reactive. 
We continue to rely on extraordinary effort by responders to overcome leadership governance 
gaps, rather than designing systems that reduce the likelihood of catastrophe before deployment 
ever begins. 
 
This pattern is not unique to the Palisades Fire. It reflects a broader national challenge. 
 
In crisis management, I use a simple framework: Recognize. Respond. Resolve. 
 
Recognition requires early action to warning signs and emerging threats with. 
 
 
Respond with decisive and adaptable leadership  
 
Resolution requires a mission completion culture, accountability, institutional learning, and 
structural reform—not simply rebuilding what existed before. 
 
This is why I have advocated for what I refer to as a California All-Risk Governance Doctrine, 
designed to be integrated into a broader national framework. 
 
California does not face isolated threats—it faces permanent, compounding risk: wildfire, 
earthquake, flood, extreme heat, infrastructure failure, and cascading emergencies that stress the 
same systems simultaneously. Yet governance remains largely hazard-specific, agency-centric, 
and event-driven. 
 
An All-Risk Governance Doctrine establishes clear authority, predefined escalation triggers, 
and unified executive accountability across all hazards—before an incident occurs. It moves 
decision-making upstream, ensures warning signals trigger action, and aligns land use, utilities, 
emergency management, and mutual aid under a single risk governance framework. 



 
In the Palisades Fire, recognition occurred—but it did not trigger decisive pre-incident 
governance action. Response was courageous—but constrained by scale and complexity. 
Resolution remains incomplete unless lessons learned result in enforceable change. 
 
My testimony is not about assigning blame after the fact. 
 
It is about asking the right questions—and implementing aggressive, actionable solutions—so 
the next fire does not follow the same script: 
 

• What are the non-negotiable actions before ignition? 
• Who has the authority to act decisively when conditions align for catastrophe? 
• How do we ensure warning signals trigger action—not debate? 
• And how do we convert lessons learned into lasting policy and governance reform? 

 
Disasters like the Palisades Fire are not simply environmental events. 
 
They are stress tests of leadership, governance, and institutional readiness. 
 
The American people do not expect perfection. 
 
They do expect foresight, 
They expect coordination, and  
They expect accountability that leads to safer communities. 
 
I appreciate the Committee’s attention to this matter and look forward to your questions. 
 
Thank you. 
 
 
 



Introduction and Purpose of Testimony 
 
Chairman, Ranking Member, and Members of the Committee: 
Thank you for the opportunity to submit this prepared statement for the record. 
 
My testimony will address how the Palisades Fire evolved from a foreseeable hazard into a large-
scale disaster due to failures in preparedness, governance, and executive-level decision-
making—not due to a lack of plans, technology, or awareness of risk. 
 
Based on decades of experience in emergency response, command, communications, and crisis 
leadership, I will testify to a central conclusion: 
Wildfires do not become disasters at ignition. They become disasters when early warning signals 
fail to translate into decisive, executive-level action. 

 
I. Foreseeability and Early Warning Indicators 
I will testify that the Palisades Fire was not unforeseeable. 
 
Long-range and short-range predictive intelligence—including National Interagency 
Coordination Center 30- and 90-day outlooks—identified elevated wildfire risk months in 
advance. These outlooks projected multiple Santa Ana wind events and heightened fire potential 
during the late fall and winter period. 
 
These forecasts constituted recognized trigger points under accepted emergency-management 
doctrine. When such trigger points are reached, they should initiate mandatory preparedness 
actions, not discretionary discussions. 
 
Instead, earlier forecasted events that did not materialize created a degree of complacency. This 
eroded urgency and delayed planning, staffing, and coordination at the precise moment when 
readiness should have been heightened. 
 
Preparedness must be resilient to false alarms. The failure of one event to occur does not negate 
the risk of the next. 

 
II. Failure of Trigger-Based Preparedness and Executive Action 
I will testify that once elevated risk thresholds were reached, no unified, trigger-based 
governance mechanism compelled action across agencies and leadership levels. 
Best practice requires that when credible risk indicators emerge, the following actions occur 
automatically: 

• Executive-level interagency coordination meetings 
• Internal operational planning across fire, law enforcement, emergency management, 

utilities, and transportation agencies 
• Evaluation of staffing recall options and surge capacity 
• Resource pre-positioning and contingency planning 
• Identification of infrastructure vulnerabilities and operational constraints 



These actions should not depend on individual initiative or informal coordination. They must be 
institutionalized and mandatory. During the Palisades Fire, preparedness actions remained 
fragmented, inconsistent, and insufficiently escalated. 

 
III. Fragmentation of Authority and Preparedness Ownership 
I will testify that preparedness during this incident remained advisory rather than authoritative. 
Emergency response systems function effectively only when authority, responsibility, and 
accountability are clearly aligned. In this case, preparedness responsibilities were diffused across 
agencies without a single point of executive ownership empowered to compel action. 
 
When authority is fragmented, decision-making slows. When preparedness is optional, readiness 
erodes. 
 
Preparedness without ownership is planning without power. 

 
IV. Technology and Intelligence Integration Gaps 
I will testify that technology and predictive tools existed but were not fully operationalized 
within executive decision-making structures, including tools for: 

• Predictive fire modeling 
• Resource pre-positioning 
• Evacuation decision support 
• Situational awareness and interagency coordination 

 
Technology does not replace leadership. However, leadership must actively integrate available 
intelligence into decisions before conditions deteriorate. 
Tools that are not staffed, activated, or embedded into governance processes cannot influence 
outcomes. The presence of technology alone does not constitute preparedness. 

 
V. Escalation, Staffing, and Operational Readiness 
I will testify that staffing, recall, and surge decisions were not sufficiently aligned with 
forecasted risk conditions. 
 
Established models for voluntary recall, phased staffing increases, and pre-deployment exist 
precisely to expand coverage, reduce response times, and increase operational flexibility during 
high-risk periods. These measures are designed to prevent incidents from overwhelming initial 
response capacity. 
 
When risk indicators are clear, escalation must occur before—not after—conditions deteriorate. 
 
 
 
 
 
 
 
 



 
VI. The Need for an All-Risk Governance Doctrine 
Finally, I will testify that the Palisades Fire demonstrates the urgent need for a formal All-Risk 
Governance Doctrine, grounded in the following principles: 

• Trigger points that mandate action, not discussion 
• Executive-level accountability for preparedness 
• Institutionalized interagency coordination 
• Defined escalation thresholds and activation levels 
• Enforced after-action integration and corrective action 

 
Preparedness must be treated as a leadership responsibility, not a delegated administrative task. 
 
Disasters reveal governance. They do not create it. 

 
Conclusion 
In closing, my testimony will emphasize that the lessons of the Palisades Fire must result in 
structural reform, not institutional amnesia. 
 
The question before this Committee is not whether future disasters will occur—they will.  
 
The question is whether leadership systems will function when early warning signals are present, 
decisions are difficult, and time is limited. 
 
Risk recognition must translate into risk ownership. 
 
Thank you for the opportunity to submit this statement for the record. 
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Rick Crawford’s California All-Risk Governance Doctrine 
How California Leads Through Any Crisis 
Prepared by: Rick Crawford 
Framework: Recognize. Respond. Resolve. 
 
I. Executive Overview — An All-Risk State Governance Model 
California no longer faces isolated emergencies. It operates in a permanent all-risk 
threat environment where wildfires, earthquakes, floods, cyberattacks, infrastructure 
failures, public-health emergencies, and civil disruptions cascade and compound. 
 
The Palisades Fire (2025) exposed not just tactical shortcomings, but systemic 
governance failures—the same failure patterns that would emerge during a major 
earthquake, cyber-infrastructure attack, or statewide grid collapse. Compounding this 
risk is a generational readiness gap: since the Northridge (1994) and Loma Prieta 
(1989) earthquakes, an entire generation of leaders has never managed prolonged, 
catastrophic failure of power, water, communications, transportation, and emergency 
services. 
 
This doctrine establishes a Governor-led, all-risk executive governance architecture so 
California can continuously recognize emerging threats, respond with pre-authorized 
unity, and resolve crises through recovery, reform, and accountability. 
California will no longer govern crisis-by-crisis. It will govern continuously, adaptively, 
and accountably.  
 
II. Core Governance Failures Revealed (All-Risk Lens) 

1. Fragmented Executive Command 
Crisis leadership assembled ad hoc; no standing Governor-led unified command. 

2. Hazard-Specific Silos 
Agencies plan well individually (fire, quake, cyber, health) but fail at overlaps and 
handoffs. 

3. Reactive Readiness Posture 
Surge actions triggered after impact, not before risk thresholds. 

4. Infrastructure Blind Spots 
Water, power, communications, transportation assessed independently—not as a 
resilience ecosystem. 

5. Inconsistent Public Communication 
Multiple voices, conflicting guidance, delayed clarity eroding public trust. 

6. Accountability Without Execution 
After-Action Reports written—but lessons not enforced or funded. 
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III. Executive Leadership Lessons 
 

• Presence Is Non-Negotiable: Leadership in crisis begins with visibility. Command 
cannot be delegated by absence. 

• Governance Is a System, Not a Personality 
Permanent structures must function regardless of who occupies office. 

• Preparedness Is Policy: Readiness must be codified, auditable, and mandatory—
not discretionary. 

• Transparency Builds Trust: The public forgives imperfection, not concealment. 
• Mission Completion Defines Leadership: Crises end only when recovery, reform, 

and accountability are complete. 
 
IV. Governor-Level All-Risk Adaptive Solutions 
 
1. Statewide Adaptive Readiness Framework (ARF) 
    A permanent Governor’s Readiness Authority governing all hazards. 
 
    Key Features 

• Risk-based triggers tied to weather, seismic probability, cyber threat levels, 
infrastructure stress, and public-health intelligence 

• Mandatory statewide posture escalation (staffing, staging, executive briefings) 
• Annual readiness certification for every state agency 
•  

Outcome: Preparedness becomes governance, not discretion. 
 
2. State Unified Command Governance Board (S-UCGB) 
 
A standing, Governor-chaired executive body activated for any significant all-risk event. 
Unifies 

• Policy leadership (Governor’s Office) 
• Operations (Cal OES, CAL FIRE, CHP, Public Health) 
• Infrastructure (energy, water, transportation, technology) 
• Recovery, finance, and federal partners 

Mission: One State. One Command. One Operational Truth. 
 
3. Trusted Technology Roadmap (TTR) 
 
Technology as a decision advantage, not a vulnerability. 
Capabilities 

• Single Common Operating Picture (COP) integrating natural hazards, 
infrastructure status, cyber incidents, and public-health metrics 

• Critical Infrastructure Readiness Index (power, water, data, transportation, 
healthcare) 

• Cyber-resilience oversight and misinformation detection 
• Public performance dashboards posted quarterly 
• Fire prediction modeling systems  
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• Evacuation assistance tools 
 
4. Statewide Resilient Workforce Strategy (RWS) 
 
Prepare people for sustained multi-hazard operations. 
Elements 

• Cross-disciplinary training (fire, health, cyber, utilities) 
• Surge staffing and fatigue mitigation 
• Leadership succession depth 
• Mental-health and recovery protection 
• Credential reciprocity across agencies 

Outcome: A workforce that endures prolonged crisis without breaking. 
 
5. State Joint Information & Intelligence Center (S-JIIC) 
 
One Voice. One Message. One California. 
Functions 

• Single authoritative public voice 
• Real-time rumor control 
• Integrated intelligence validation 
• Governor-approved messaging protocols 

 
6. Strategic Interagency Compact (S-SIC) 
 
A binding, all-risk coordination compact among state agencies, counties, federal 
partners, utilities, and critical private operators. 
Purpose 

• Automatic mutual aid 
• Pre-approved authorities 
• Unified standards across hazards 

 
7. Community Resilience Partnership (CRP) 
 
Operationalize the community as the first line of defense. 
Goal 

• Empower neighborhoods to sustain themselves during the first 72 hours 
• Direct linkage between residents, schools, businesses, and emergency 

management 
• Accelerate recovery and reduce system overload 
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8. California Disaster Recovery Authority (CA-DRA) 
 
A single authority for all-risk recovery, not just disasters. 
Responsibilities 

• Infrastructure rebuilds 
• Housing and business recovery 
• FEMA and federal reimbursement 
• Permitting acceleration 

Outcome: Recovery is fast, transparent, and equitable. 
 
9. After-Action Integration (AAI) Framework 
 
End the cycle of repeated failure. 
Mandates 

• Governor-directed AAR execution 
• Assigned executive ownership 
• Budget alignment 
• Quarterly public progress reporting 

 
10. Mission Completion Culture Initiative (MCCI) 
 
Finish strong—or it isn’t finished. 
Principle 
Starting fast is competence. Finishing strong is leadership. 
No incident closes until: 

• Systems are restored 
• Policies corrected 
• Accountability verified 
• Communities stabilized 

 
V. State Executive Implementation Schedule 
Phase Timeline Focus Lead 

Stabilize 0–90 Days Establish S-UCGB & Readiness 
Authority Governor 

Integrate 3–6 Months COP, S-JIIC, Workforce Surge Cal OES / CIO 

Institutionalize 6–12 
Months CA-DRA, AAI, CRP Governor / 

Legislature 

Sustain Year 2+ Annual State of Resilience Report Governor / 
Controller 

 
Closing Doctrine Statement 
 
The Palisades Fire revealed more than operational weakness—it exposed a crisis of 
governance under pressure. 
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CALIFORNIA MUNICIPAL MAYORAL SURGE AUTHORITY (MSA) 
Plug-and-Play Model for All California Cities 
A Standardized Executive Readiness Authority 
Author: Rick Crawford 
Doctrine: California All-Risk Governance Doctrine 
Framework: Recognize. Respond. Resolve. 
 
PURPOSE OF THE STATEWIDE MODEL 
This package converts the Mayoral Surge Authority (MSA) into a replicable, legally 
defensible, and scalable model that any California city can adopt—regardless of size, 
geography, or hazard profile. 
 
It ensures that every mayor in California has: 

• Clear pre-impact authority 
• Automatic readiness escalation 
• Enforceable departmental compliance 
• Transparent public accountability 

Risk does not respect city size. 
 
Authority must exist everywhere. 
 
I. STATEWIDE MSA STANDARD (BASELINE REQUIREMENTS) 
 
Every California city adopting the MSA shall implement the following minimum 
standards: 
1. Executive Authority 

• Mayor (or City Manager in council-manager cities) holds surge authority 
• Authority valid before emergency declaration 
• Activation based on objective thresholds, not discretion 

2. All-Risk Coverage 
MSA applies to: 

• Wildfire & Red Flag conditions 
• Earthquake & fire-following-earthquake 
• Flooding & debris flow 
• Extreme heat & grid stress 
• Cyber & communications disruption 
• Public-health & civil stability events 

3. Mandatory Compliance 
• All departments and proprietary agencies must comply 
• Utilities and critical partners must certify readiness 
• Non-compliance triggers corrective action 
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II. MODEL MAYORAL EXECUTIVE DIRECTIVE (UNIVERSAL TEMPLATE) 
MAYOR’S EXECUTIVE DIRECTIVE NO. ___ 
(Applicable to Any California City) 
Subject: Establishment of the Mayoral Surge Authority (MSA) 
Directive 

1. The Mayoral Surge Authority (MSA) is hereby established as a standing 
executive authority to escalate readiness and surge municipal resources in 
advance of predictable hazards. 

2. Activation of the MSA shall occur upon predefined risk thresholds across 
environmental, seismic, infrastructure, cyber, or public-health domains. 

3. Upon activation, the Mayor is authorized to: 
o Mandate staffing surges 
o Authorize overtime and emergency procurement 
o Require infrastructure readiness certification 
o Activate executive coordination bodies 
o Direct unified public communications 
o Temporarily reallocate budget authority for readiness actions 

4. Compliance is mandatory for all departments and designated partners. 
5. A public After-Action Report shall be issued within 30 days of each activation. 

Effective Immediately. 
 
III. MODEL CITY ORDINANCE (STATEWIDE ADOPTION) 
AN ORDINANCE ESTABLISHING A MAYORAL SURGE AUTHORITY 
Section 1 — Creation 
The Mayoral Surge Authority (MSA) is codified as a permanent executive authority 
enabling pre-impact readiness escalation. 
Section 2 — Triggering Conditions 
Activation occurs upon predefined, data-driven thresholds. 
Section 3 — Powers Granted 

• Staffing mandates 
• Emergency contracting 
• Infrastructure readiness certification 
• Unified command activation 
• Budget flexibility 

Section 4 — Oversight 
• Chief Readiness Officer or designee 
• City Council oversight via public reporting 

Section 5 — Transparency 
• Mandatory After-Action Report within 30 days 
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IV. SCALING THE MSA BY CITY SIZE 
Tier 1 — Small Cities (<100,000) 

• CRO role combined with Emergency Manager 
• Regional mutual aid emphasized 
• County-integrated dashboards 
• Simplified surge checklist 

Tier 2 — Mid-Size Cities (100,000–500,000) 
• Dedicated CRO 
• City-owned readiness dashboard 
• Formal utility certification process 
• Pre-impact contracting authority 

Tier 3 — Major Cities (500,000+) 
• Full CRO office 
• Unified Command Governance Board 
• Independent infrastructure readiness index 
• Stand-alone Joint Information & Intelligence Center 

 
V. STANDARD SURGE LEVELS (ALL CITIES) 
MSA-1 | Readiness Surge (12–72 hrs pre-impact) 

• Staffing augmentation 
• Resource staging 
• Utility readiness certification 
• Messaging pre-staged 

MSA-2 | Operational Surge (0–24 hrs pre-impact) 
• Mandatory staffing surge 
• EOC activation 
• Field command deployment 
• Mutual aid initiated 

MSA-3 | Crisis Governance Mode 
• Executive governance activated 
• Unified command 
• Single public voice 
• Transition planning for recovery 

⬛ Escalation is automatic once thresholds are met. 
 
VI. REQUIRED CITY DELIVERABLES (90-DAY ADOPTION KIT) 
Each city adopting the MSA must complete: 

1. Mayoral Executive Directive signed 
2. City Council Ordinance introduced 
3. Surge thresholds defined 
4. Departmental surge checklists approved 
5. Utility readiness certification agreements 
6. Public transparency framework established 
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VII. STATEWIDE INTEROPERABILITY BENEFIT 
When adopted statewide, the MSA enables: 

• Faster mutual aid alignment 
• Shared readiness language 
• Consistent public messaging 
• Reduced state intervention delay 
• Clear Governor-Mayor coordination 

One state. 
Many cities. 
One readiness standard. 
 
VIII. FAILURE PREVENTION GUARANTEE (STATEWIDE) 
The Municipal MSA eliminates: 
✖ Pre-impact hesitation 
✖ Budget-based delays 
✖ Leadership absence 
✖ Infrastructure blind spots 
✖ Inconsistent crisis messaging 
 
STATEWIDE DOCTRINE CLOSE 
Cities do not fail because they lack plans. 
They fail because authority activates too late. 
The California Municipal Mayoral Surge Authority ensures every city—large or small—
can act before risk becomes catastrophe. 
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Governor–Mayor Surge Coordination Protocol (GMSCP) 
California All-Risk Executive Alignment Framework 
One State. One Readiness Language. One Escalation Path. 
Author: Rick Crawford 
Doctrine: California All-Risk Governance Doctrine 
Framework: Recognize. Respond. Resolve. 
 
I. PURPOSE OF THE PROTOCOL 
The Governor–Mayor Surge Coordination Protocol (GMSCP) establishes a formal, pre-
impact coordination mechanism between the Governor of California and municipal 
executives to ensure early, unified, and legally aligned surge action during emerging 
threats. 
This protocol eliminates a recurring failure pattern in California governance: 

• Cities hesitate to wait for the State 
• The State waits for local declarations 
• Surge authority activates after conditions deteriorate 

GMSCP synchronizes executive action before disaster strikes. 
Disasters cascade faster than jurisdictions. 
Leadership must already be aligned. 
 
II. GOVERNANCE PRINCIPLES 

1. Local Authority Acts First — State Authority Scales Fast 
2. Readiness Escalation Is Automatic, Not Political 
3. Information Moves Faster Than Approval Chains 
4. Unity of Effort Does Not Require Unity of Control 
5. Public Confidence Depends on Visible Alignment 

 
III. EXECUTIVE ROLES & RESPONSIBILITIES 
Governor of California 

• Maintains Statewide Adaptive Readiness Framework (ARF-State) 
• Activates State Surge Postures (S-ARF Levels) 
• Aligns state agencies, mutual aid, and federal coordination 
• Provides fiscal, legal, and logistical backstop to cities 

Mayors / City Managers 
• Maintain Municipal ARF and Mayoral Surge Authority (MSA) 
• Activate local surge actions pre-impact 
• Certify infrastructure and workforce readiness 
• Serve as the first executive signal of escalation 

Cal OES 
• Serves as the operational bridge between State and municipal readiness 
• Validates risk signals 
• Synchronizes resource movement and mutual aid 
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IV. SURGE ALIGNMENT MATRIX (STATE ↔ CITY) 
Risk Posture Municipal Action (MSA) State Action (ARF-State) 
Level 0 – Normal Continuous monitoring Statewide monitoring 

Level 1 – Elevated Risk Mayor briefed, prep 
surge Governor notified 

Level 2 – Pre-Impact 
Surge 

MSA-1 / MSA-2 
activated 

State agencies placed on surge 
standby 

Level 3 – Crisis 
Governance MSA-3 activated State Unified Command activated 

⬛ No city escalation occurs in isolation. 
⬛ No state escalation waits for failure. 
 
V. EXECUTIVE NOTIFICATION & DECISION FLOW 
Municipal Risk Threshold Met 
⬇ 
Mayor Activates MSA 
⬇ 
Automatic Notification to Governor & Cal OES 
⬇ 
Joint Executive Readiness Brief (Virtual / Secure) 
⬇ 
State Surge Alignment Decision (Within 60 Minutes) 
⬇ 
Mutual Aid & Resource Synchronization 
⬇ 
Unified Public Messaging 
Key Rule: Notification is automatic — approval is not required to act. 
 
VI. JOINT EXECUTIVE READINESS BRIEF (JERB) 
A standardized Governor–Mayor briefing format used during elevated risk. 
Required Inputs 

• Threat overview & forecast window 
• Municipal readiness posture 
• Infrastructure stress indicators 
• Resource gaps & surge requests 
• Public messaging alignment 

Outcome 
• Clear state–local alignment 
• No contradictory guidance 
• Accelerated resource movement 
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VII. MUTUAL AID & RESOURCE SYNCHRONIZATION 
Under GMSCP: 

• Municipal MSA activation pre-authorizes Cal OES staging 
• State resources may be pre-positioned before declaration 
• National Guard, utilities, and regional partners aligned early 
• Federal liaisons notified at Level 2 — not Level 3 

 
VIII. UNIFIED PUBLIC COMMUNICATION STANDARD 
Once GMSCP is activated: 

• State Joint Information & Intelligence Center (S-JIIC) aligns with local JIICs 
• Messaging principles: 

o One narrative 
o One timeline 
o One risk posture explanation 

• State supports — never contradicts — local protective actions 
Confusion erodes trust faster than fire spreads. 
 
IX. LEGAL & POLICY SAFEGUARDS 
The Protocol explicitly preserves: 

• Municipal home-rule authority 
• State emergency powers 
• Existing emergency declarations 

GMSCP adds coordination — not control. 
 
X. AFTER-ACTION & CONTINUOUS IMPROVEMENT 
Following any activation: 

1. Joint State–City After-Action Review 
2. Surge timing and coordination analysis 
3. Policy or threshold adjustments 
4. Public executive summary within 45 days 

Repeated friction triggers mandatory reform review. 
 
XI. FAILURE MODES THIS PROTOCOL ELIMINATES 
✖ Waiting for declarations 
✖ Conflicting Governor–Mayor messaging 
✖ Delayed mutual aid 
✖ State resources arriving too late 
✖ Public perception of disorganization 
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STRATEGIC VALUE TO CALIFORNIA 
The Governor–Mayor Surge Coordination Protocol creates: 
✔ Faster readiness escalation 
✔ Earlier lifesaving action 
✔ Cleaner state–local alignment 
✔ Reduced political friction 
✔ Increased public trust 
 
Jurisdictional boundaries do not stop disasters. 
Aligned leadership stops failure. 
The Governor–Mayor Surge Coordination Protocol ensures California governs as one 
system when risk is rising — not as fragmented jurisdictions reacting too late. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



Rick Crawford  
Execute Your Plan  
 

14 

 
STATEWIDE CONTINUITY OF EXECUTIVE LEADERSHIP PLAN (CELP) 
California Model for All Cities 
One Standard for Executive Presence, Authority, and Continuity 
Author: Rick Crawford 
Doctrine: California All-Risk Governance Doctrine 
Framework: Recognize. Respond. Resolve. 
Applicability: All California municipalities 
State Context: California 
 
EXECUTIVE SUMMARY 
The Statewide Continuity of Executive Leadership Plan (CELP) establishes a uniform, 
enforceable standard to ensure that every city in California maintains uninterrupted 
executive leadership, decision authority, and public confidence during emergencies, 
disasters, and prolonged crises. 
California’s recent incidents—from wildfires and floods to infrastructure failures—have 
exposed a recurring vulnerability: 

• Executive absence during critical early hours 
• Unclear or informal succession of authority 
• Delayed decisions due to governance ambiguity 
• Fragmented or conflicting public messaging 
• Loss of public confidence driven by leadership vacuums 

The Statewide CELP ensures that no city—large or small—ever compounds a crisis 
with uncertainty at the top. 
Disasters do not pause for leaders. 
Leadership systems must already be in place everywhere. 
 
STATEWIDE CELP OBJECTIVE 
Guarantee continuous, visible, and legally empowered executive leadership in every 
California city under all conditions. 
CELP is not ceremonial succession planning. 
It is an operational governance requirement designed for real-world crisis conditions. 
 
I. STATE CELP GOVERNANCE FRAMEWORK 
1. Executive Authority Model (Universal Standard) 
Each city shall formally designate: 

• Primary Executive Authority 
Mayor (mayor-council cities) or City Manager (council-manager cities) 

• Secondary Executive Authority 
Pre-designated deputy with full crisis governance authority 

• Executive Continuity Custodian 
Chief Readiness Officer, Emergency Manager, or designated executive 

⬛ Authority must be explicit, trained, and documented—not assumed. 
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2. Legal Foundation (Uniform Approach) 
Each city shall establish CELP through: 

1. Executive Directive or Resolution (Immediate) 
2. Municipal Ordinance or Charter Amendment (Permanent) 

The State of California (via Cal OES / Governor’s Office) may: 
• Issue model language 
• Encourage or condition funding on adoption 
• Audit CELP compliance as part of readiness certification 

 
II. STATEWIDE CELP ACTIVATION TRIGGERS 
CELP activates automatically under any of the following statewide-standard conditions: 
A. Executive Unavailability 

• Executive is outside the jurisdiction during elevated risk 
• Illness, injury, or incapacitation 
• Loss of secure communications 

B. Risk Escalation 
• Municipal Mayoral/Executive Surge Authority at Level 2 or 3 
• State Adaptive Readiness Framework (ARF) Level 2+ 
• County, State, or Federal continuity posture escalation 

C. Operational Complexity 
• Multi-day or cascading incidents 
• Simultaneous hazards (fire + power + evacuation) 
• Extended recovery with high public impact 

⬛ CELP activation is automatic. 
Leadership continuity is mandatory. 
 
III. STANDARDIZED SUCCESSION & AUTHORITY MODEL 
Minimum Succession Chain (Required) 

1. Primary Executive (Mayor / City Manager) 
2. Designated Deputy Executive (Emergency Governance) 
3. Chief Administrative Officer / Assistant City Manager 
4. Council President / Vice Mayor (limited emergency scope) 

Each successor must: 
• Receive annual CELP training 
• Participate in continuity exercises 
• Maintain 24/7 secure communications capability 

Succession preserves governance—it does not dilute accountability. 
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IV. EXECUTIVE PRESENCE STANDARD (STATEWIDE) 
CELP establishes non-negotiable presence requirements across all cities. 
During CELP Activation 

• Executive authority must be: 
o Physically present in the jurisdiction or 
o Actively commanding via secure continuity platform 

• Daily executive briefings required 
• Public leadership cadence mandatory 

⬛ No city operates without a visible executive face of authority. 
 
V. EXECUTIVE COMMAND & DECISION DISCIPLINE 
Executives Govern — Agencies Operate 
Executive leaders shall: 

• Set priorities 
• Allocate resources 
• Approve policy actions 
• Maintain message discipline 

Operational tactics remain delegated to: 
• Fire, law enforcement, EMS 
• Emergency management 
• Utilities and infrastructure partners 

Clear separation prevents paralysis and conflict. 
 
VI. INTEGRATION WITH STATE & LOCAL SYSTEMS 
The Statewide CELP integrates with: 

• Municipal Adaptive Readiness Frameworks (ARF) 
• Mayoral / Executive Surge Authorities 
• County Operational Area coordination 
• Cal OES regional structures 
• Governor–Mayor Surge Coordination Protocol 

CELP is the leadership spine of California’s all-risk system. 
 
VII. DEVELOPMENT PLAN (STATEWIDE ADOPTION) 
Phase 1 — Design & Adoption (0–90 Days) 
City Actions 

• Issue executive directive adopting CELP 
• Designate succession chain 
• Assign continuity custodian 
• Identify continuity command locations 

State Actions 
• Publish model CELP guidance 
• Provide training templates 
• Establish compliance checklist 
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Phase 2 — Training & Systems (3–6 Months) 

• Train executive successors 
• Test authority transfer 
• Integrate CELP into EOC operations 
• Align communications protocols 

 
Phase 3 — Validation & Certification (6–12 Months) 

• Conduct executive-level tabletop exercise 
• Complete After-Action Review 
• Certify CELP readiness annually 
• Report compliance to Cal OES 

 
VIII. PERFORMANCE METRICS (STATE STANDARD) 
Leadership Continuity Metrics 

• Time to authority transfer 
• Executive presence continuity 
• Decision latency during crisis 

Governance Metrics 
• Message consistency 
• Coordination with county/state 
• Public confidence indicators 

 
IX. FAILURE MODES ELIMINATED STATEWIDE 
✖ Executive absence during crisis 
✖ Confusion over authority 
✖ Delayed executive decisions 
✖ Contradictory public messaging 
✖ Erosion of trust in local government 
 
STATEWIDE LEADERSHIP STANDARD 
The public never wonders who is in charge— 
in any city, at any hour, under any condition. 
 
Preparedness plans manage incidents. 
Readiness authorities trigger action. 
Continuity of leadership preserves trust. 
The Statewide Continuity of Executive Leadership Plan ensures California governs 
crisis as a system of aligned leaders, not isolated jurisdictions reacting too late. 
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STATE CONTINUITY OF EXECUTIVE LEADERSHIP PLAN (S-CELP) 
State of California 
Ensuring Continuous Gubernatorial Command, Authority, and Public Trust 
Author: Rick Crawford 
Doctrine: California All-Risk Governance Doctrine 
Framework: Recognize. Respond. Resolve. 
Jurisdiction: California 
 
EXECUTIVE SUMMARY 
The State Continuity of Executive Leadership Plan (S-CELP) establishes a permanent, 
enforceable framework to guarantee that executive authority, decision-making, and 
visible leadership at the state level never lapse during emergencies, disasters, or 
prolonged all-risk crises. 
 
California’s threat environment is constant and compounding: wildfires, earthquakes, 
floods, cyber incidents, infrastructure failure, public-health emergencies, and civil 
disruption. These hazards do not wait for travel schedules, political processes, or ad-
hoc coordination. When executive leadership is unclear, absent, or fragmented, the 
crisis escalates faster than the response. 
 
S-CELP ensures that: 

• The Governor’s authority is continuous and unmistakable 
• Succession is automatic, trained, and operational 
• State governance never pauses due to absence, overload, or confusion 
• The public always knows who is in charge 

Continuity of government is not enough. 
Continuity of leadership is what preserves trust. 
 
S-CELP CORE OBJECTIVE 
Guarantee uninterrupted gubernatorial command, policy direction, and public presence 
for the State of California under all conditions. 
S-CELP is not ceremonial continuity planning. 
It is operational executive governance, designed for real-time crisis leadership at scale. 
 
I. STATE EXECUTIVE GOVERNANCE ARCHITECTURE 
1. Primary Executive Authority 
Governor of California 

• Retains full executive authority at all times unless formally transferred 
• Leads state crisis governance during elevated readiness 
• Serves as the visible face of command and accountability 

 
2. State Executive Continuity Authority (SECA) (New Standing Authority) 
Purpose: Ensure uninterrupted executive command regardless of location, hazard type, 
or duration. 
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Authority Includes 

• Automatic activation of continuity protocols 
• Temporary transfer of executive powers when required 
• Enforcement of presence, briefing, and decision standards 
• Alignment with State Adaptive Readiness Framework (ARF-State) 

 
3. State Chief Readiness & Continuity Officer (SCRCO) (New Role) 

• Reports directly to the Governor 
• Custodian of S-CELP 
• Verifies activation triggers 
• Executes continuity protocols 
• Coordinates with Cal OES, agency secretaries, and federal partners 

 
II. LEGAL & POLICY FOUNDATION 
S-CELP is established through: 

1. Governor’s Executive Order (Immediate) 
2. Legislative Codification within 12 months 

The plan operates: 
• Independently of emergency declarations 
• In advance of impact 
• Across all state agencies and constitutional offices 

 
III. S-CELP ACTIVATION TRIGGERS 
S-CELP activates automatically under any of the following conditions: 
A. Executive Unavailability 

• Governor outside the state during elevated risk 
• Illness, injury, or incapacitation 
• Loss of secure communications 

B. Risk Escalation 
• State Adaptive Readiness Framework Level 2 or higher 
• Activation of multiple municipal or regional surge authorities 
• Federal continuity posture escalation 

C. Operational Complexity 
• Multi-region or statewide incidents 
• Cascading infrastructure or cyber failures 
• Sustained crises exceeding 72 hours 

⬛ Activation is automatic. 
Continuity is mandatory. 
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IV. STATE EXECUTIVE SUCCESSION & AUTHORITY MODEL 
Order of Executive Authority (Statewide Standard) 

1. Governor of California 
2. Lieutenant Governor (full emergency authority) 
3. Secretary of State (limited emergency authority) 
4. Governor-designated Senior Cabinet Secretary (temporary authority) 

Each successor must: 
• Complete annual S-CELP training 
• Participate in executive-level continuity exercises 
• Maintain 24/7 secure communications capability 

Succession preserves governance—it does not dilute leadership accountability. 
 
V. EXECUTIVE PRESENCE & COMMAND REQUIREMENTS 
S-CELP establishes non-negotiable presence standards. 
During Activation 

• Executive authority must be: 
o Physically present in California or 
o Actively commanding via secure continuity platform 

• Governor-level executive briefings every operational period 
• Visible public leadership cadence required 

Leadership is not symbolic. 
Presence is operational authority made visible. 
 
VI. EXECUTIVE COMMAND & DECISION DISCIPLINE 
Governor Owns 

• Statewide readiness posture 
• Resource prioritization 
• Policy direction 
• Intergovernmental alignment 
• Public accountability 

Agencies Execute 
• Tactical operations 
• Technical decisions 
• Field implementation 

⬛ No contradictory guidance permitted across agencies. 
 
VII. INTEGRATION WITH STATE SYSTEMS 
S-CELP is fully integrated with: 

• State Adaptive Readiness Framework (ARF-State) 
• State Unified Command Governance Board (S-UCGB) 
• Cal OES Regional Operations 
• Governor–Mayor Surge Coordination Protocol 
• Federal continuity and FEMA frameworks 

S-CELP is the leadership spine of California’s all-risk governance system. 
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VIII. DEVELOPMENT PLAN (0–90 DAYS) 
Phase 1 — Authority & Design (0–30 Days) 
Actions 

1. Issue Governor’s Executive Order establishing S-CELP 
2. Appoint State Chief Readiness & Continuity Officer 
3. Finalize succession & delegation matrix 
4. Identify state continuity command facilities 

Deliverables 
• Executive Order 
• S-CELP Charter 
• Succession Matrix 
• Continuity Facility Inventory 

 
Phase 2 — Systems & Training (30–60 Days) 
Actions 

• Establish secure continuity communications 
• Train Governor, successors, and cabinet 
• Integrate S-CELP into Cal OES operations 
• Develop executive briefing templates 

Deliverables 
• Continuity Communications Plan 
• Training certification records 
• Executive briefing playbooks 

 
Phase 3 — Testing & Validation (60–90 Days) 
Actions 

• Conduct Governor-level continuity tabletop exercise 
• Test authority transfer protocols 
• Validate public messaging continuity 
• Complete After-Action Review 

Deliverables 
• S-CELP Exercise AAR 
• Corrective Action Plan 
• S-CELP Version 1.0 

 
IX. IMPLEMENTATION & INSTITUTIONALIZATION (3–12 MONTHS) 
Codification 

• Introduce legislation embedding S-CELP into state statute 
• Establish permanent S-CELP Office 

Sustainment 
• Annual Governor-level continuity exercises 
• Quarterly readiness verification 
• Continuous improvement updates 
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X. PERFORMANCE METRICS 
Leadership Continuity Metrics 

• Time to authority transfer 
• Executive presence continuity 
• Decision latency during crisis 

Governance Metrics 
• Message consistency 
• State–local coordination speed 
• Public confidence indicators 

 
XI. FAILURE MODES S-CELP ELIMINATES 
✖ Gubernatorial absence during crisis 
✖ Confusion over executive authority 
✖ Delayed statewide decisions 
✖ Conflicting agency messaging 
✖ Loss of public trust 
 
STATE EXECUTIVE LEADERSHIP STANDARD 
At no point does California wonder who is in charge. 
Command is continuous. 
Leadership is visible. 
 
DOCTRINE CLOSE 
Continuity of government preserves function. 
Continuity of executive leadership preserves legitimacy. 
The State Continuity of Executive Leadership Plan ensures California governs 
disruption with clarity, authority, and confidence—before, during, and after crisis. 
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Unified Command Governance Board (CMGB) 
California Crisis Management Governance Board 
State of California 
 
1. Purpose and Mission 
The California Crisis Management Governance Board (CMGB) is established to provide 
expert, executive-level governance and decision support to the Governor of California 
and senior state leadership during crises and high-consequence events. 
Its mission is to: 

• Strengthen the State of California’s executive crisis governance and decision-
making capacity. 

• Enhance coordination across state agencies, regions, local governments, 
utilities, and critical infrastructure partners. 

• Ensure California maintains readiness, resilience, and transparency across all 
phases of crisis management — Recognize, Respond, Resolve. 

 
2. Rationale 
California operates in a permanent all-risk threat environment that includes 
earthquakes, wildfires, floods, extreme heat, public-health emergencies, cyber 
incidents, infrastructure failures, civil disruption, and nationally significant events. 
 
These incidents routinely outpace agency-centric and hazard-specific response models. 
Failures most often occur at the executive level — where decisions must be made 
across jurisdictions, sectors, and competing priorities. 
 
The CMGB closes this gap by institutionalizing unified, Governor-led crisis governance, 
ensuring that statewide executive decisions are informed by data, experience, foresight, 
and non-political integrity, rather than reactive coordination or post-impact 
improvisation. 
 
3. Composition of the Board 
The CMGB consists of interdisciplinary senior leaders and subject-matter experts 
representing statewide crisis governance domains, including: 

• Fire & Emergency Services – Statewide incident command, wildland-urban 
interface, large-scale fire operations 

• Law Enforcement & Homeland Security – Threat assessment, civil disturbance, 
statewide security coordination 

• Public Health & EMS – Medical surge, epidemic response, behavioral health 
integration 

• Energy, Utilities & Infrastructure – Power, water, communications, restoration 
and system resilience 

• Transportation & Logistics – Evacuation corridors, freight mobility, transit 
continuity 
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• Climate & Meteorology – Weather forecasting, extreme heat/wind analysis, early 
warning systems 

• Geology & Hydrology – Earthquake, flood, debris-flow, and cascading impact 
modeling 

 
Preferred Qualifications 
Each member shall possess: 

• 20+ years of senior-level experience in crisis leadership, emergency 
management, or infrastructure governance 

• Demonstrated ability to make high-stakes executive decisions under pressure 
• A broad professional and institutional advisory network 
• Credibility in media and public executive briefings 
• Independence from political influence or personal promotional interests 

 
4. Functions and Responsibilities 
Strategic Assessment 
Evaluate emerging or active statewide incidents through integrated intelligence from 
state, regional, and local partners. 
 
Advisory to the Governor and State Operations 
Provide the Governor with executive option sets, consequences, and risk tradeoffs—
grounded in life safety, system preservation, economic continuity, and public trust. 
Executive Coordination 
 
Align state agencies and regional partners around shared situational awareness, unified 
priorities, and consistent objectives. 
Resource Mobilization 
 
Facilitate rapid access to state, federal, academic, private-sector, interstate, and NGO 
resources through established executive networks. 
Public Communication Alignment 
 
Coordinate with the State Joint Information & Intelligence Center to ensure accurate, 
unified, and timely statewide messaging 
 
After-Action Integration 
Conduct executive-level reviews, extract systemic lessons, and institutionalize 
governance, policy, and structural reform. 
 
5. Governance Structure 

• Chairperson: Governor of California; principal executive authority during 
activation 

• Vice-Chairperson: Lieutenant Governor 
• Secretariat: Governor’s Office / Cal OES executive support unit responsible for 

documentation, information flow, and operational liaison 
Meetings 
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• Quarterly statewide readiness and risk-posture reviews 
• Immediate activation (virtual or in-person) during elevated risk or crisis condition 

 
6. Coordination and Resource Integration 
The CMGB integrates directly with: 

• State Emergency Operations Center and agency operations centers 
• California Governor’s Office of Emergency Services 
• Federal Emergency Management Agency 
• Federal departments, interstate mutual-aid compacts, utilities, and critical private-

sector operators 
 
7. Values and Operating Principles 

• Integrity over influence 
• Transparency builds trust 
• Collaboration over competition 
• Foresight and innovation 
• Accountability through review and reform 

 
8. Deliverables 

• Annual State Unified Command Readiness Report to the Governor 
• Quarterly Statewide Preparedness Briefings 
• Post-Incident Executive Summary Reports 
• State Crisis Communication Playbook updates 

 
9. Long-Term Impact 
The CMGB strengthens statewide executive cohesion, reduces fragmentation and 
politicized decision-making, enhances public trust through consistent leadership, and 
eliminates failure-to-imagine governance gaps by institutionalizing multidisciplinary, 
forward-looking crisis leadership. 
 

• State Governance Standard 
• Operations manage incidents. 

Governance protects systems. 
Executive leadership preserves trust. 

• This state-level structure is the authoritative model from which municipal and 
regional governance boards should align—ensuring California governs crisis as 
one integrated system, not as disconnected jurisdictions. 
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Trusted Technology Roadmap (TTR) 
State of California 
Technology as a Decision Advantage — Not a Vulnerability 
Author: Rick Crawford 
Doctrine: California All-Risk Governance Doctrine 
Framework: Recognize. Respond. Resolve. 
Jurisdiction: California 
 
EXECUTIVE SUMMARY 
The Statewide Trusted Technology Roadmap (TTR) establishes a governor-led, all-
risk technology governance framework that ensures California’s leaders make decisions 
based on verified reality, not fragmented data. 
Repeated disasters have revealed a persistent failure pattern: 

• Data exists—but is siloed 
• Technology is available—but not trusted 
• Leaders receive reports—but lack a single operational truth 

The TTR corrects this by integrating infrastructure status, hazard intelligence, public-
health data, and cyber signals into a single Common Operating Picture (COP)—backed 
by a Critical Infrastructure Readiness Index (CIRI) and public performance 
accountability dashboards. 
Technology does not replace leadership. 
It gives leadership clarity, speed, and confidence. 
 
TTR CORE OBJECTIVE 
Enable state leaders to govern crises using trusted, real-time intelligence that 
accelerates decisions, improves coordination, and strengthens public trust. 
 
I. STRATEGIC PRINCIPLES OF THE TTR 

1. One State. One Operational Truth. 
2. Verified Data Before Executive Decisions. 
3. Transparency as a Trust Multiplier. 
4. Cyber-secure by design, not retrofit. 
5. Technology serves governance—not vendors or silos. 

 
II. CRITICAL INFRASTRUCTURE READINESS INDEX (CIRI) 
State-Level Executive Readiness Metric 
The Critical Infrastructure Readiness Index (CIRI) is a Governor-level readiness scoring 
system that continuously evaluates the operational status and resilience of California’s 
most critical systems. 
CIRI Core Sectors 

• Power & Energy 
• Water & Wastewater 
• Data & Communications 
• Transportation & Logistics 
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• Healthcare & Public Health 
 
CIRI Functions 

• Certifies redundancy and resilience before impact 
• Flags single points of failure 
• Triggers readiness escalation under ARF-State 
• Informs UCGB and Governor decision-making 

⬛ No elevated-risk period proceeds without CIRI certification. 
 
III. COMMON OPERATING PICTURE (COP) 
The Statewide Decision Environment 
A. Integrated Intelligence Layers 
The COP integrates real-time and predictive intelligence across: 
Natural Hazards 

• Wildfire behavior & Red Flag conditions 
• Earthquake probability & cascading impacts 
• Flood, debris flow, and extreme heat modeling 

Infrastructure Status 
• Power generation and grid stress 
• Water system pressure and reservoir levels 
• Telecommunications and 911 availability 
• Transportation corridor status 

Cyber & Information Risk 
• Cyber intrusions affecting utilities or state systems 
• Data integrity alerts 
• Misinformation velocity and public impact indicators 

Public Health Metrics 
• Hospital surge capacity 
• EMS availability 
• Shelter and mass-care status 
• Behavioral health stress indicators 

 
B. Technology Inputs 

• Real-time situational platforms (Cal OES, utilities, agencies) 
• Drone and aerial imagery (state, federal, and contracted) 
• AI-assisted weather and hazard prediction models 
• GIS-based risk overlays 
• Secure data feeds from utilities and private partners 
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IV. PERFORMANCE ACCOUNTABILITY DASHBOARD (PAD) 
Measuring What Matters 
The Performance Accountability Dashboard (PAD) tracks executive and operational 
performance metrics across the lifecycle of crisis management. 
Core Metrics 

• Readiness 
o Time to posture escalation 
o CIRI compliance rate 

• Communication 
o Message consistency 
o Time to public notification 

• Response 
o Resource deployment speed 
o Interagency coordination timing 

• Recovery 
o Infrastructure restoration timelines 
o Assistance delivery benchmarks 

⬛ Metrics are used for governance accountability, not blame. 
 
Public Transparency Requirement 

• Dashboards published quarterly 
• Plain-language summaries for public consumption 
• Performance trends tracked year over year 

 
Transparency converts data into trust. 
 
V. CYBER-RESILIENCE & INFORMATION INTEGRITY 
Cyber Oversight 

• Continuous monitoring of: 
o Utilities 
o Emergency communications 
o State data platforms 

• Mandatory cyber readiness attestations during elevated risk 
 

Misinformation Detection 
• AI-assisted monitoring of false or harmful narratives 
• Rapid validation and correction via JIIC 
• Executive awareness of information threats impacting public safety 
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VI. GOVERNANCE & OVERSIGHT 
Executive Ownership 

• Governor of California 
• Unified Command Governance Board (UCGB) 
• State Chief Information Officer (CIO) 
• State Chief Readiness & Continuity Officer 

 
Operational Integration 

• California Governor’s Office of Emergency Services 
• Utilities and critical private-sector operators 
• Federal partners (DHS, FEMA, DOE, NOAA) 

 
VII. DEVELOPMENT & IMPLEMENTATION PLAN 
Phase 1 — Foundation (0–90 Days) 

• Establish TTR governance authority 
• Define CIRI scoring criteria 
• Inventory existing state technology platforms 
• Identify data-sharing gaps 

 
Phase 2 — Integration (3–6 Months) 

• Build COP minimum viable product 
• Integrate AI hazard modeling 
• Pilot CIRI with utilities and transportation 
• Launch internal PAD 

 
Phase 3 — Institutionalization (6–12 Months) 

• Expand COP statewide 
• Mandate CIRI certification during elevated risk 
• Publish first public dashboards 
• Conduct TTR After-Action Review 

 
VIII. FAILURE MODES THIS ROADMAP ELIMINATES 
✖ Leaders receiving conflicting data 
✖ Infrastructure weaknesses discovered after impact 
✖ Technology silos competing during crisis 
✖ Cyber threats unnoticed until damage occurs 
✖ Public distrust due to opaque performance 
 
 
 
 
 
 



Rick Crawford  
Execute Your Plan  
 

30 

 
 
OUTCOME 
Leaders act on verified reality— 
not fragmented reports, delayed briefings, or political noise. 
The Trusted Technology Roadmap ensures California’s technology ecosystem functions 
as a force multiplier for leadership, delivering clarity, speed, and accountability when it 
matters most. 
 
Technology does not command. 
Leadership does. 
Trusted technology makes leadership effective. 
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Statewide Resilient Workforce Strategy (RWS) 
State of California 
Preparing People to Endure Prolonged Crisis Without Breaking 
Author: Rick Crawford 
Doctrine: California All-Risk Governance Doctrine 
Framework: Recognize. Respond. Resolve. 
Jurisdiction: California 
 
EXECUTIVE SUMMARY 
The Statewide Resilient Workforce Strategy (RWS) establishes a unified, all-risk 
workforce framework to ensure that California’s public workforce—first responders, 
emergency managers, utility operators, health professionals, dispatchers, analysts, and 
administrators—can sustain performance during prolonged, complex, and cascading 
emergencies. 
 
The strategy builds directly on lessons from recent wildfires, floods, public-health 
emergencies, and after-action reviews—including the Palisades Fire (2025)—which 
revealed: 

• Workforce fatigue during extended operations 
• Staffing shortfalls and single-qualified positions 
• Inconsistent cross-training between agencies 
• Leadership depth gaps during multi-operational-period incidents 
• Insufficient mental-health recovery protections 

RWS moves California from hero-based response to system-based resilience. 
 
Prepared systems endure. 
Overworked people break. 
 
VISION STATEMENT 
“A workforce ready for every challenge — trained, supported, and resilient.” 
 
CORE OBJECTIVE 
Prepare, protect, and sustain California’s workforce to operate effectively across 
extended, multi-hazard emergencies while preserving health, judgment, and continuity 
of leadership. 
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I. STRATEGIC RATIONALE 
California no longer faces short-duration emergencies. 
It faces weeks-long wildfire campaigns, rolling heat emergencies, prolonged recovery 
operations, cyber-enabled disruptions, and concurrent crises. 
Workforce resilience is now a governance responsibility, not an HR function. 
The Statewide RWS ensures: 

• People are trained beyond their silos 
• Staffing systems flex under stress 
• Leaders exist at every depth 
• Mental and physical sustainability are protected 
• Operations continue without degrading decision quality 

 
II. SCOPE OF THE RWS 
The RWS applies to: 

• Fire, law enforcement, EMS, and dispatch 
• Emergency Operations Centers (state, regional, local) 
• Public health and healthcare coordination staff 
• Utilities and critical infrastructure operators 
• Transportation, logistics, and public works 
• Cybersecurity and intelligence personnel 
• Executive, administrative, and policy staff supporting response and recovery 

⬛ Resilience applies to everyone—not just those on the fire line. 
 
III. KEY ELEMENTS OF THE STATEWIDE RWS 
 
1. Cross-Disciplinary Training & Qualification Depth 
Purpose 
Eliminate single-point workforce failure and increase system adaptability. 
Actions 

• Cross-train personnel across: 
o Fire, law enforcement, EMS 
o Public health 
o Cyber & data operations 
o Utilities & infrastructure 

• Establish “secondary qualification” standards for critical EOC roles 
• Conduct multi-agency scenario-based exercises focused on prolonged 

operations 
Outcome 
No role becomes irreplaceable during extended incidents. 
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2. Surge Staffing & Fatigue Mitigation 
Purpose: Prevent decision degradation and burnout during sustained crisis. 
Actions 

• Establish pre-approved surge staffing pools at state and regional levels 
• Implement mandatory fatigue thresholds tied to operational periods 
• Require rest-rotation enforcement—not optional discretion 
• Pre-identify relief teams for EOC and field leadership roles 

Outcome 
Operations sustain performance beyond the first operational period. 
 
3. Leadership Succession & Bench Depth 
Purpose: Ensure continuity of command, judgment, and institutional memory. 
Actions 

• Identify and train at least two successors for all critical leadership roles 
• Require leadership shadowing during activations 
• Integrate succession depth into performance evaluations 
• Align with the State Continuity of Executive Leadership Plan (S-CELP) 

Outcome 
Leadership continuity is automatic—not improvised. 
 
4. Mental Health, Recovery & Workforce Protection 
Purpose: Protect long-term workforce health and retention. 
Actions 

• Embed behavioral-health professionals into prolonged operations 
• Normalize mental-health check-ins during and after incidents 
• Mandate decompression periods post-deployment 
• Track cumulative exposure to trauma and fatigue 

Outcome 
The workforce recovers instead of carrying invisible damage forward. 
 
5. Credential Reciprocity & Mobility 
Purpose: Enable rapid movement of qualified personnel across agencies and regions. 
Actions 

• Establish statewide credential reciprocity agreements 
• Pre-approve interagency role equivalencies 
• Maintain a real-time credential availability roster 
• Reduce administrative barriers during surge activation 

Outcome 
Qualified people move where needed—without delay 
 
 
6. EOC Workforce Sustainability Model 
Operational Period–Driven Staffing 



Rick Crawford  
Execute Your Plan  
 

34 

Purpose: Ensure Emergency Operations Centers can function continuously without 
collapse. 
 
EOC-Specific Actions 

• Standardize operational period staffing models (e.g., 12-hour rotations) 
• Require relief staffing identified for every EOC position 
• Enforce maximum continuous duty limits 
• Rotate cognitive-intensive roles (planning, intelligence, public information) 
• Schedule leadership handoffs aligned with operational periods 

⬛ EOCs are decision engines—fatigue here multiplies failure everywhere. 
Outcome 
EOCs remain effective through extended operations, not just the first 48 hours. 
 
IV. GOVERNANCE & OVERSIGHT 
Executive Ownership 

• Governor of California 
• Unified Command Governance Board (UCGB) 
• State Chief Readiness & Continuity Officer 

Operational Partners 
• California Governor’s Office of Emergency Services 
• State agencies and constitutional offices 
• Local governments and special districts 
• Utilities and critical private operators 

 
V. DEVELOPMENT & IMPLEMENTATION PLAN 
Phase 1 — Foundation (0–90 Days) 

• Establish RWS authority and governance 
• Identify critical roles and fatigue risk points 
• Inventory training and credential gaps 
• Define EOC sustainability standards 

Phase 2 — Build & Pilot (3–6 Months) 
• Launch cross-disciplinary training pilots 
• Stand up surge staffing pools 
• Implement EOC operational-period staffing models 
• Integrate mental-health support protocols 

Phase 3 — Institutionalize (6–12 Months) 
• Codify RWS requirements statewide 
• Require annual workforce resilience certification 
• Integrate RWS metrics into After-Action Reviews 
• Publish first Workforce Resilience Report 

 
VI. PERFORMANCE METRICS 

• Workforce fatigue indicators 
• Staffing continuity across operational periods 
• Qualification depth ratios 
• Leadership succession readiness 
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• Retention and post-incident wellness indicators 
 
 
OUTCOME 
A workforce that endures prolonged crisis without breaking— 
and returns ready for the next challenge. 
 

• Plans respond, technology informs, people decide. 
• The Statewide Resilient Workforce Strategy ensures California’s people—the 

backbone of every response—are trained, protected, and sustained to meet the 
demands of an all-risk future. 
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Strategic Interagency Compact (SIC) 
Guidelines & Implementation Plan 
City of Los Angeles → State of California (Mirrored Model) 
Doctrine: California All-Risk Governance Doctrine 
Framework: Recognize. Respond. Resolve. 
Author: Rick Crawford 
 
SECTION I 
Strategic Interagency Compact (SIC–LA) 
City of Los Angeles 
Vision Statement 
“Unified agencies. Shared resources. One mission — protecting Los Angeles.” 
 
I. PURPOSE & INTENT 
With oversight of the Unified Command Governance Board (UCGB–LA), the Strategic 
Interagency Compact (SIC–LA) establishes a permanent, binding governance 
agreement among City, County, State, Federal, Utility, and NGO partners. 
The SIC–LA ensures that cooperation, authority, and resource-sharing are pre-defined 
before crisis, eliminating delays caused by jurisdictional friction, funding ambiguity, or 
unclear command relationships. 
Coordination during crisis is too late. 
Governance must exist before impact. 
 
II. STRATEGIC RATIONALE (LOS ANGELES) 
Los Angeles operates in one of the most complex risk environments in the nation—
wildfire, earthquake, flooding, civil unrest, cyber disruption, terrorism, and globally 
significant events. 
Historically: 

• Mutual aid is negotiated during crisis 
• Utilities operate parallel to public safety 
• Funding and authority questions delay action 

The SIC–LA transforms this model from reactive coordination to proactive, executive-
governed partnership. 
 
III. COMPACT PARTNERS (LOS ANGELES) 
City of Los Angeles Departments 

• Los Angeles Fire Department (LAFD) 
• Los Angeles Police Department (LAPD) 
• Los Angeles Emergency Management Department (EMD) 
• Los Angeles Department of Water and Power (LADWP) 
• Los Angeles Department of Transportation (LADOT) 
• Public Works & Bureau of Engineering 
• Mayor’s Office of Public Safety (MOPS) 
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County & Regional Partners 

• Los Angeles County Fire Department 
• Los Angeles County Sheriff’s Department 
• Los Angeles County Department of Public Health 
• Los Angeles County Metropolitan Transportation Authority (Metro) 

State Partners 
• California Governor’s Office of Emergency Services (Cal OES) 
• CAL FIRE 
• California Highway Patrol (CHP) 

Federal Partners 
• Federal Emergency Management Agency (FEMA) 
• U.S. Forest Service (USFS) 
• U.S. Army Corps of Engineers 

Private & NGO Partners 
• Southern California Edison 
• SoCalGas 
• AT&T / Verizon Emergency Services 
• American Red Cross, CERT, and critical NGOs 

 
IV. CORE AUTHORITIES & AGREEMENTS 
The SIC–LA formally establishes: 
1. Automatic Mutual Aid 

• Pre-approved, no-request-required support once thresholds are met 
• Applies across fire, law enforcement, EMS, utilities, transportation, and public 

health 
2. Unified Command Authority 

• UCGB–LA provides executive governance 
• ICS remains operational standard 
• Utilities and infrastructure integrated into command, not adjacent 

3. Pre-Approved Funding & Cost Recovery 
• Emergency contracting and overtime authorized 
• FEMA and State reimbursement pathways pre-aligned 

4. Shared Communication & Intelligence 
• Mandatory participation in the Joint Information & Intelligence Center (JIIC) 
• Shared situational awareness through the Common Operating Picture (COP) 

 
V. OPERATING GUIDELINES (LOS ANGELES) 

• Activation: Automatic upon UCGB–LA or Mayoral Surge Authority activation 
• Decision Authority: Executive-level conflicts resolved by UCGB–LA 
• Participation: Attendance mandatory; no observers without authority 
• Compliance: Failure to comply triggers corrective action and review 
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VI. DEVELOPMENT & IMPLEMENTATION PLAN (SIC–LA) 
Phase 1 — Framework & Authority (0–90 Days) 

• Draft SIC–LA Compact Agreement 
• Secure executive signatures (City → Federal) 
• Align with UCGB–LA charter 
• Define activation thresholds 

Phase 2 — Integration (3–6 Months) 
• Standardize communication protocols 
• Integrate utilities into COP 
• Conduct multi-agency tabletop exercise 

Phase 3 — Institutionalization (6–12 Months) 
• Codify SIC–LA through ordinance or MOUs 
• Publish first Interagency Readiness Report 
• Conduct After-Action Review and updates 

 
VII. OUTCOME (LOS ANGELES) 
Agencies arrive already aligned. 
Resources move without delay. 
Command is unified before chaos begins. 
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SECTION II 
State Strategic Interagency Compact (S-SIC) 
State of California 
Vision Statement 
“Unified agencies. Shared resources. One mission — protecting California.” 
 
I. PURPOSE & INTENT (STATE) 
The State Strategic Interagency Compact (S-SIC) establishes a binding, all-risk 
coordination framework among: 

• State agencies 
• Counties and regions 
• Federal partners 
• Utilities and critical private operators 

It ensures automatic mutual aid, pre-approved authority, and unified standards across 
hazards—without waiting for declarations or negotiations. 
 
II. STRATEGIC RATIONALE (STATE) 
Statewide crises fail at: 

• Jurisdictional boundaries 
• Agency handoffs 
• Utility–government seams 

The S-SIC eliminates these seams by governing cooperation in advance, under the 
authority of the State Unified Command Governance Board (UCGB-State). 
 
III. COMPACT PARTNERS (STATE) 
State Agencies 

• Cal OES 
• CAL FIRE 
• CHP 
• Public Health 
• Transportation 
• Energy & Utilities 
• Technology & Cybersecurity 

Regional & County Governments 
• All County Operational Areas 
• Regional mutual aid systems 

Federal Partners 
• FEMA 
• USFS 
• USACE 
• DHS and supporting agencies 
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Private & Critical Infrastructure 
• Electric, gas, water utilities 
• Telecom providers 
• Healthcare systems 
• Supply chain and logistics operators 

 
IV. CORE AUTHORITIES (STATE) 
Automatic Mutual Aid 

• No request delay once ARF thresholds are met 
Unified Statewide Standards 

• Consistent command, communication, and readiness protocols 
Pre-Approved Authorities 

• Resource deployment 
• Emergency contracting 
• Cross-jurisdiction credential recognition 

Integrated Information 
• Mandatory participation in State COP and JIIC 

 
V. OPERATING GUIDELINES (STATE) 

• Activation: Automatic upon ARF-State Level 2+ or UCGB-State activation 
• Governance: Governor-chaired UCGB resolves conflicts 
• Compliance: Binding across signatories 

 
VI. DEVELOPMENT & IMPLEMENTATION PLAN (S-SIC) 
Phase 1 — Authority & Agreements (0–90 Days) 

• Draft S-SIC Compact 
• Governor-issued Executive Order 
• Federal and utility MOUs executed 

Phase 2 — Integration (3–6 Months) 
• Align county and city compacts 
• Integrate all partners into COP 
• Conduct statewide exercise 

Phase 3 — Institutionalization (6–12 Months) 
• Legislative codification 
• Annual Interagency Readiness Certification 
• Continuous improvement cycle 
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VII. OUTCOME (STATE) 
One state. 
One coordination standard. 
One mission — protecting California. 
 
FINAL DOCTRINE STATEMENT 
Response requires resources. 
Recovery requires systems. 
Resilience requires governance. 
 
The Strategic Interagency Compact, at both city and state levels, ensures California no 
longer assembles cooperation during crisis—it activates it instantly. 
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Statewide Community Resilience Partnership (CRP-State) 
State of California Assistance Framework for Municipalities 
Empowering Communities. Supporting Cities. Strengthening California. 
State: California 
Lead State Partner: California Governor’s Office of Emergency Services 
Doctrine Alignment: California All-Risk Governance Doctrine 
Framework: Recognize. Respond. Resolve. 
 
EXECUTIVE SUMMARY 
The Statewide Community Resilience Partnership (CRP-State) is a Governor-led 
assistance and enablement program designed to help California municipalities build, 
scale, and sustain local Community Resilience Partnerships, with an initial statewide 
focus on: 

• Wildfire evacuation planning and training 
• Earthquake preparedness and 72-hour self-sufficiency 

 
CRP-State recognizes a fundamental reality of modern disaster response:  
All disasters are local first — and local capacity determines outcomes. 
 
The State’s role is not to replace local leadership, but to standardize guidance, fund 
capacity, share tools, and ensure interoperability, so every city—large or small—can 
prepare its residents to act decisively before professional responders arrive. 
 
VISION STATEMENT 
“Prepared communities in every city. 
Aligned local action. 
A more resilient California.” 
 
CORE OBJECTIVE 
Enable every California city to operationalize the “community as the first line of defense” 
through standardized training, funding, technology, and coordination—focused on 
wildfire evacuation and earthquake preparedness. 
 
I. STATE ROLE & GOVERNANCE 
1. State Role 
CRP-State functions as a supporting governance layer, not a command authority. 
The State will: 

• Set minimum resilience standards 
• Provide training curricula and planning templates 
• Fund and incentivize municipal CRP programs 
• Integrate local readiness into statewide situational awareness 
• Share best practices and lessons learned across jurisdictions 
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2. Governance Oversight 
CRP-State operates under: 

• The State Unified Command Governance Board (UCGB-State) 
• The State Adaptive Readiness Framework (ARF-State) 

Day-to-day administration is coordinated through Cal OES, in partnership with public 
health, education, utilities, and transportation agencies. 
 
II. CRP-STATE PROGRAM PILLARS 
 
PILLAR 1 — Standardized Wildfire Evacuation Readiness Program 
Purpose: Ensure every city has clear, practiced, and community-understood evacuation 
plans before wildfire conditions deteriorate. 
 
State-Provided Support 

• Model Neighborhood Evacuation Planning Toolkit 
• Standard evacuation trigger language and public guidance 
• Route-mapping templates (primary / secondary / last-resort) 
• Best-practice guidance for: 

o Carless households 
o Elderly and disabled residents 
o Multi-family housing and dense urban areas 

Municipal Outcome: Residents understand when to leave, how to leave, and where to 
go—early. 
 
PILLAR 2 — Earthquake Preparedness & 72-Hour Community Survival 
Purpose: Prepare communities to self-organize, self-sustain, and support neighbors 
after a major earthquake when state and local systems are overloaded. 
 
State-Provided Support 

• Standard 72-Hour Readiness Framework 
• Neighborhood post-quake action guides 
• Utility shutoff and fire-suppression education modules 
• Local shelter-in-place and hub activation templates 

Municipal Outcome: Communities stabilize themselves while response scales up. 
 
PILLAR 3 — Municipal CRP Launch Toolkit 
Purpose: Reduce the burden on cities to “build from scratch.” 
Toolkit Includes 

• Model CRP ordinances and resolutions 
• Sample job descriptions for community resilience coordinators 
• Volunteer management frameworks 
• Equity-focused outreach guidance 
• Multi-language public education materials 

⬛ Cities adopt, customize, and scale — not invent. 
 
 



Rick Crawford  
Execute Your Plan  
 

44 

PILLAR 4 — Training, Exercises & Certification 
Purpose: Move preparedness from awareness to action. 
 
State-Enabled Actions 

• Annual statewide Wildfire Evacuation Drill Window 
• Annual Earthquake Community Readiness Exercise 
• Online and in-person training for: 

o Community leaders 
o Schools and universities 
o Small businesses 

• Certification standards for: 
o Community Resilience Leaders 
o Neighborhood Resilience Hubs 

Municipal Outcome 
Preparedness becomes routine, not episodic. 
 
PILLAR 5 — Funding, Grants & Incentives 
Purpose: Ensure equity and sustainability across all cities. 
State Actions 

• Dedicated CRP grant program (baseline + risk-weighted) 
• Incentives for: 

o High-risk wildfire zones 
o Seismically vulnerable communities 
o Underserved populations 

• Allowable uses: 
o Training delivery 
o Community drills 
o Local coordinators 
o Resilience hub equipment 

 
PILLAR 6 — Information Sharing & Situational Awareness 
Purpose: Ensure community readiness informs executive decision-making. 
State Integration 

• Municipal CRP readiness indicators feed into the State Common Operating 
Picture (COP) 

• Local evacuation readiness informs state posture decisions 
• Two-way information flow between cities and the State during elevated risk 

 
 
III. DEVELOPMENT & IMPLEMENTATION PLAN 
Phase 1 — State Framework & Guidance (0–90 Days) 

• Establish CRP-State authority 
• Publish wildfire and earthquake preparedness standards 
• Release Municipal CRP Launch Toolkit 
• Identify pilot regions (WUI + seismic risk) 
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Phase 2 — Pilot & Support (3–6 Months) 
• Fund pilot municipal CRPs 
• Conduct statewide evacuation and earthquake exercise windows 
• Train municipal coordinators 
• Collect readiness metrics and lessons learned 

 
Phase 3 — Statewide Scale & Sustain (6–18 Months) 

• Expand CRP-State support to all municipalities 
• Institutionalize annual preparedness cycles 
• Publish first Statewide Community Resilience Report 
• Continuously refine standards based on AARs 

 
IV. PERFORMANCE METRICS (STATE LEVEL) 

• % of cities with active CRP programs 
• % of high-risk neighborhoods with evacuation plans 
• Resident participation in drills 
• Time to community self-organization in exercises 
• Public preparedness confidence indicators 

 
OUTCOME 
Cities that are not waiting to be rescued. 
Communities that know what to do. 
A state that recovers faster — together. 
 

• The State sets the standard, cities lead locally, communities save lives. 
• The Statewide Community Resilience Partnership ensures California’s resilience 

is not concentrated in a few cities—but embedded in every neighborhood, in 
every municipality, across the state. 
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After-Action Integration Framework (AAIF) 
From Lessons Observed to Lessons Enforced 
Doctrine: California All-Risk Governance Doctrine 
Framework: Recognize • Respond • Resolve 
Applicability: State, County, and Municipal Levels 
 
EXECUTIVE INTENT 
 
The After-Action Integration Framework (AAIF) ensures that every emergency 
declaration results in enforced organizational learning, not optional reflection. 
 
It corrects on of the most persistent failures in emergency management: We analyze 
crises—but we do not reliably change systems. If an incident is serious enough to 
declare an emergency, it is serious enough to mandate corrective action. 
 
AAIF transforms after-action reviews from optional reports into mandatory governance 
instruments that drive policy change, budget alignment, training reform, and operational 
redesign-—with deadlines, owners, and proof of completion. 
 
No incident is considered complete until lessons are implemented, verified, and 
sustained. 
 
 
CORE OBJECTIVE 
Guarantee that any declared emergency produces measurable, institutional 
improvements before the next crisis occurs. 
 
I. WHY AAIF IS REQUIRED 
Historical pattern: 

• AARs are written 
• Findings are acknowledged 
• Recommendations are deferred 
• The same failures repeat 

AAIF breaks this cycle by: 
• Assigning executive ownership 
• Attaching deadlines and metrics 
• Linking findings to budget and authority 
• Publishing public accountability updates 

 
II. AAIF GOVERNANCE & OWNERSHIP 
Oversight Authority 

• Unified Command Governance Board (or equivalent) 
• Chief Executive (Governor / Mayor / Executive Director) 
• Independent oversight (Inspector General, Auditor, or external validator) 
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AAIF Executive Owner 
A single Chief Readiness & Integration Officer (CRIO) (or equivalent) is designated to: 

• Enforce AAIF initiation upon declaration 
• Assign executive ownership to every finding 
• Track benchmarks and deadlines 
• Escalate missed actions 
• Certify mission completion 

 
III. MANDATED AAR TRIGGERS (NON-DISCRETIONARY) 
An After-Action Review is automatically required when any of the following triggers 
occur. 
 
No executive, agency head, or jurisdiction may waive these triggers. 
Primary Automatic Triggers 

1. Emergency Declaration (PRIMARY TRIGGER) 
o Local, county, state, or federal emergency declaration issued 
o Includes: 

§ Proclamations 
§ Executive emergency orders 
§ Disaster declarations 
§ Requests for state or federal assistance 

⬛ The act of declaring an emergency automatically initiates AAIF. 
 

2. Life Safety Impact 
o Fatalities, mass casualties, or near-miss catastrophic outcomes 

3. Executive Authority Activation 
o Surge authority 
o Crisis governance mode 
o Emergency executive powers exercised 

4. Multi-Agency or Multi-Jurisdiction Response 
o City–county–state–federal coordination 
o Utility or private-sector integration 

5. Extended Duration 
o Incident exceeds 48–72 hours 
o Multiple operational periods 

 
 

6. System Failure Indicators 
o Communications breakdowns 
o Evacuation failures 
o Resource or staffing shortages 
o Workforce fatigue or safety degradation 
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Trigger Enforcement Rule 
Emergency declared = AAR mandated = AAIF clock starts. 

• AAIF initiation date is the date of declaration 
• Failure to initiate AAIF within required timelines is a governance failure, not an 

operational oversight. 
 
IV. STANDARDIZED AAIF PROCESS (WITH DECLARATION-BASED CLOCK) 
 
PHASE 2 — Mandated Action Assignment 
Timeline: 30–60 days from declaration 
Every validated issue must include: 

• Single Executive Owner (named) 
• Corrective Action Statement 
• Required authority or funding 
• Benchmarks and milestones 
• Completion deadline 
• Validation method 

⬛ “Shared responsibility” is prohibited. 
 
Deliverable 

• Corrective Action Implementation Plan (CAIP) 
Approved by executive authority and governance board 

 
PHASE 3 — Institutional Integration 
Timeline: 60–180 days from declaration 
Corrective actions must be embedded into: 

• Policy, ordinance, or executive directive 
• Budget or capital plans 
• Training and exercises 
• Technology systems 
• Mutual-aid or interagency agreements 

Deliverable 
• Integration Verification Report 

(proof of real change, not intent) 
 
PHASE 4 — Validation & Mission Closure 
Timeline: 180–365 days from declaration 
Actions 

• Conduct: 
o Targeted exercises 
o Stress tests 
o Independent audits 
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⬛ If the system fails again, the mission remains open. 
Deliverable 

• Mission Completion Certification 
Issued only by the oversight authority 

 
V. STANDARDIZED AAIF PROCESS 
Phase 1 — Immediate Capture (0–30 Days) 

• Executive hotwash (governance-level, not tactical only) 
• Identification of: 

o Decision delays 
o Authority gaps 
o Coordination failures 
o Technology breakdowns 
o Workforce sustainability issues 

Deliverable: Executive Issues Brief (≤15 pages) 
 
VI. BENCHMARKS & PERFORMANCE METRICS 
Mandatory AAIF metrics include: 

• % of emergency declarations triggering AAIF within 7 days 
• % of findings assigned owners within 60 days 
• % of corrective actions completed on time 
• Repeat-failure rate across declared emergencies 
• Time from declaration to mission completion 

 
VII. ESCALATION & ENFORCEMENT 
If Benchmarks Are Missed 

• Automatic escalation to: 
o Chief Executive 
o Governance Board 
o Budget and performance review processes 

Consequences May Include 
• Funding holds or reallocation 
• Leadership performance impacts 
• Mandatory external review 
• Authority reassignment 

AAIF replaces recommendations with consequences. 
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VIII. AAIF GOVERNANCE STANDARD 
Declaring an emergency is a promise to learn, fix, and improve. 
AAIF ensures that promise is kept. 
 

• Preparedness anticipates risk, response stabilizes crisis. 
 

• Emergency declarations trigger accountability. 
 

• Integration prevents repetition. 
Mission completion earns trust. 

 
With this revision, every emergency declaration now activates a legally and 
operationally binding learning cycle—ensuring no declared crisis ends without leaving 
the organization stronger than before. 
 
IX. FAILURE MODES AAIF ELIMINATES 
✖ AARs with no authority 
✖ Recommendations without funding 
✖ Lessons learned but never applied 
✖ Repeat failures across incidents 
 
AAIF DOCTRINE STATEMENT 
Learning without change is theater. 
Integration is leadership. 
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Mission Completion Culture (MCC) 
Preparedness Is Not Finished Until the Mission Is Complete 
Doctrine: California All-Risk Governance Doctrine 
Framework: Recognize • Respond • Resolve 
Applicability: All agencies and partners 
 
EXECUTIVE INTENT 
The Mission Completion Culture (MCC) redefines success in emergency management. 
Under MCC: 

• Response is not success 
• Stabilization is not success 
• Recovery initiation is not success 

Success is achieved only when the mission is complete, validated, and sustained. 
 
CORE PRINCIPLE 
Nothing is “done” until it works under stress—again. 
 
I. WHAT MCC CHANGES 
From 

• Activity-based metrics 
• Press-conference-driven success 
• “We did our best” narratives 

To 
• Outcome-based accountability 
• System performance validation 
• Repeatable readiness improvements 

 
II. MISSION COMPLETION DEFINED 
A mission is complete only when all five conditions are met: 

1. Life safety stabilized 
2. Critical systems restored 
3. Communities recovering equitably 
4. Governance gaps corrected 
5. Future readiness demonstrably improved 

⬛ If any condition fails, the mission remains open. 
 
III. MCC OPERATIONAL RULES 
Rule 1 — Ownership Is Singular 

• Every mission has one executive owner 
• Deputies support; owners answer 

Rule 2 — Deadlines Are Enforced 
• Missed deadlines escalate automatically 
• No indefinite extensions 

Rule 3 — Metrics Matter 
• Completion requires measurable proof 
• Narrative success is insufficient 
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Rule 4 — Public Accountability 
• Mission status reported publicly 
• Transparency is non-negotiable 

 
IV. MCC INTEGRATION POINTS 
MCC is embedded into: 

• Executive performance evaluations 
• Budget justification and approvals 
• Promotion and succession decisions 
• Agency accreditation and certification 
• UCGB governance reviews 

 
V. MCC TOOLS 

• Mission Completion Tracker (dashboard) 
• Executive decision log 
• Public progress reports 
• Independent validation exercises 

 
VI. FAILURE MODES MCC ELIMINATES 
✖ Declaring victory too early 
✖ Recycling the same failures 
✖ Confusing effort with outcome 
✖ Accountability drift after crisis 
 
MISSION COMPLETION STANDARD 
California does not measure effort. 
California measures completion. 
 
FINAL PILLARS 

• Preparedness anticipates risk, command manages crisis, governance resolves 
systems. 

• Integration prevents repetition, mission completion builds trust. 
• With the After-Action Integration Framework and Mission Completion Culture, the 

California All-Risk Governance Doctrine is no longer a policy document—it 
becomes a self-correcting system that learns, adapts, and improves after every 
crisis. 
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Closing Statement 
 
California no longer has the luxury of treating crises as isolated events or governance 
as a reactive function. The Palisades Fire made one truth unmistakably clear: disasters 
do not become catastrophic because of a lack of plans, resources, or expertise—they 
become catastrophic when authority activates too late, leadership is fragmented, and 
lessons are allowed to fade without enforcement. 
 
The All-Risk Governance Doctrine is a decisive break from that cycle. It replaces 
episodic response with continuous readiness, replaces fragmented authority with unified 
executive governance, and replaces lessons observed with lessons enforced. It 
recognizes that preparedness is policy, that leadership presence is operational, and that 
recovery is incomplete until systems are fixed and trust is restored. 
 
This doctrine does not ask California to imagine new risks—it demands that the state 
finally govern the risks it already knows are coming. It establishes clear authority before 
impact, alignment across jurisdictions, trusted technology for decision-making, resilient 
people to sustain operations, and mandatory accountability after every declared 
emergency. 
 
California can continue to respond faster and louder after failure—or it can lead 
deliberately before the next crisis arrives. This doctrine chooses leadership over 
improvisation, governance over fragmentation, and completion over complacency.  
If adopted, it ensures that no disaster ends without California emerging stronger, safer, 
and more prepared than before. 
 

• Preparedness anticipates risk. 
• Response stabilizes crises. 
• Governance resolves systems. 
• Integration prevents repetition. 
• Mission completion earns trust. 

 
That is how California and ultimately the leads through any crisis. 
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