
 
 

March 26, 2015 
 
Honorable Eric Garcetti, Mayor 
Honorable Michael Feuer, City Attorney 
Honorable Members of the Los Angeles City Council 
 

Re:  Release of Two Audits - LAPD and LAFD  
Workers’ Compensation Prevention Programs 

 
 
Over the course of the past four years, the City of Los Angeles paid out more than $800 
million in workers’ compensation benefit payments and medical costs, and nearly 29,000 
claims were filed by City employees. More than 60% of these claims were made by our 
sworn Police and Fire Department personnel. Most notably, a staggering 66% of all 
firefighters, and 60% of all police officers, filed at least one workers’ compensation claim 
against the City over the course of just the last three years. Some 44% of LAFD claimants 
and 42% of LAPD claimants filed two or more claims during the same period. 
 
The problem of injuries and claims is a serious one — and growing. Workers’ 
compensation costs for the LAPD and LAFD have grown 35% over the last five years. 
The costs for workers’ comp for the LAPD and LAFD in fiscal year 2013-14 alone totaled 
$141 million — that’s a great many injured employees, and enough money to pay the 
entry-level salaries of 2,328 police officers or 2,374 firefighters.  
 
Today, I am releasing audits of both the LAPD and LAFD workers’ compensation 
prevention programs. The reports detail two departments that seem to be more focused 
on preventing large, calamitous accidents than smaller, more common injuries. And yet, 
as the reports recommend, by preventing such common injuries, the City can keep our 
dedicated sworn personnel safer — with the potential to reduce our spiraling claims costs 
by up to $28 million a year. 
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Background 
Workers’ compensation insurance provides benefits that cover lost wages, medical and 
other expenses when an employee is injured on the job. When administered appropriately 
and efficiently, workers’ compensation insurance can be a cost-effective way to guarantee 
that no worker loses his or her livelihood as a result of a job-related injury. Like most 
public employers, the City is self-insured for workers’ compensation claims. 
 
The Office of the Controller undertook a series of audits of the City’s complex and wide-
ranging workers’ compensation program beginning in 2013. Other recent audits of 
workers’ compensation include an evaluation of the firms that administer claims and 
process and review medical bills. Our goals are to reduce injuries, claims, costs and the 
potential for fraud or abuse — and to help City employees return to work as quickly as 
possible after sustaining on-the-job injuries. 
 
In undertaking the LAPD and LAFD audits being released today, my office has sought to 
do extensive data analysis. We looked at age distribution, causes of injuries, types of 
injuries, the contexts of injuries, and the length of employees’ service, to name just a few 
of the metrics studied. Our aim in analyzing and presenting this data is to provide 
policymakers and departments with the sort of in-depth information that will, hopefully, 
assist in implementing the most intelligent and effective reforms possible.  
 
It must be acknowledged that we cannot possibly change every cost driver in the workers’ 
compensation system. The rising price of healthcare, state mandates and overall 
increases in employee compensation contribute to driving up our costs. What’s more, as 
recent audits and newspaper stories have shown, California’s “injured on duty” program, 
which exempts injury pay from certain taxes, may provide employees with more money 
when they’re not working — and a perverse incentive to stay home. Finally, we cannot 
ignore that, however rare, there are cases of fraud.  
 
Nevertheless, we were determined to examine the link in the workers’ compensation 
system’s complex chain where the City can affect change — by stopping common and 
preventable injuries before they happen. 
 
A Culture of Claims? 
The men and women who comprise Los Angeles’s sworn police and fire forces are among 
the most professional and dedicated in the world. Every day, in every corner of the City, 
they perform their duty to save lives and protect the public. That said, just as there is a 
culture of excellence in these departments, there also appears to be a culture that 
contributes to the widespread filing of workers’ compensation claims. 
 
To gain greater insight into the departments’ respective cultures, we used a variety of 
approaches. We sent confidential, voluntary surveys to sworn employees. A third of LAFD 
respondents said they were aware of sworn employees in their department who had filed 
questionable workers’ compensation claims. In the police department, about 45% of 
respondents agreed that there are an excessive number of workers’ compensation claims 
filed. When compared to other jurisdictions, L.A.’s Fire and Police departments are also  
near the top in claims per sworn officer. 
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Key Findings 
While our findings for the LAPD and LAFD were not completely identical, auditors did 
discover many similarities between the two departments. 
 
 Both departments lack sufficient injury and illness prevention programs. As a result, 

neither department fosters a culture focused on reducing preventable, common 
injuries. For example, auditors noted that, while the LAPD has successfully prioritized 
the prevention of injuries due to traffic collisions and use of force incidents, 36% of 
claims studied could have been prevented, which would have yielded savings of $6 
million per year. Similarly, the LAFD prioritizes the prevention of injuries on the 
fireground — fighting structure fires, for example — and their efforts seem to be 
working. Nationally, 45% of firefighter injuries occur on the fireground; in Los Angeles, 
just 17%. Consequently, auditors determined that if the LAFD focused more on 
preventing injuries away from the fireground and instituted a modest plan to reduce the 
number of new claims by just 2%, it would reduce workers’ compensation costs by 
$483,000 per year. 

 
 Sports injuries are common — and costly. While athletic activities are certainly an 

important component of fitness and wellness, they have also led to a significant number 
of injuries. In the Fire Department, exercise-related activities accounted for 13% of 
workers’ comp claims. During the three years studied, the City paid out $1.3 million in 
injuries suffered by firefighters on sports courts — playing handball and basketball, for 
example. In addition, due to the cost of paying overtime to fire personnel forced to fill 
in for their injured peers, auditors found that these sports injuries are costing the City 
$2 million per year. In the Police Department, sports injuries account for 3.5% of 
workers’ comp expenses and cost about $600,000 per year. Auditors recommended 
that both departments consider limiting sworn, on-duty personnel’s participation in 
certain sports activities which are more likely to lead to injuries.  

 
 Training Programs do not adequately address the departments’ needs to reduce 

preventable workers’ compensation injuries. The LAPD’s program is focused on how 
to avoid traffic accidents and use of force incidents — but the most common injuries in 
the department are strains and sprains. Similarly, 94% of fire employees completed a 
training on the proper use of a self-contained breathing apparatus, which is absolutely 
crucial when entering a burning building. Yet just eight employees were recorded as 
having participated in instruction on “Safe Lifting.” However, back injuries at LAFD 
resulted in more workers’ comp claims than any other injury — costing the City $7 
million during the audit period. 

 
 Comprehensive health and wellness programs, which reduce claims, are either 

inadequate or sparsely attended. While other fire agencies reported declines in injuries, 
time off due to injuries, and costs after implementing wellness or fitness programs, the 
LAFD does not have a comprehensive fitness and wellness program for its active 
firefighters. By comparison, in Los Angeles County, benchmarking studies show the 
fire department reported a 25% drop in injuries after implementing such a system. In 
the Police Department, the existing wellness program is largely ignored by sworn 
officers. Yet multiple independent studies show that officers who maintain a healthy 
weight miss 25% less work than those who are obese. 
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Recommendations 
After reviewing the data, auditors made specific recommendations for how the 
departments can correct these deficiencies. I wish to stress their recommendation that all 
City departments and managers be held more directly accountable for their workers’ 
compensation risks and costs. Toward that end, we recommend that City policymakers 
consider ways to charge or allocate workers’ comp costs back to department budgets, 
thus providing management with a stronger incentive to prevent on-the-job injuries.  
 
Another important recommendation is that the departments collect and make better use 
of data. To change the culture of the departments, to design effective training programs, 
and to promote wellness, management must understand the scope of the problem it 
faces. By collecting meaningful data on the types of injuries that lead to claims, how long 
the resulting claims last and the cost of those claims, the departments can proactively 
work to prevent the common injuries that lead to workers’ compensation claims. 
 
Last, I want to thank both the Fire Department and the Police Department for their 
cooperation and assistance with this audit. Consistent with our recently adopted practice, 
we invited the departments to respond to the reports before we release them to the public. 
Department management has reviewed our findings and offered responses, which are 
included herein. 
 
 
Respectfully Submitted, 
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The Los Angeles Fire Department (LAFD) is a full-spectrum life safety agency 
protecting more than four million people who live, work and play in the City 
of Los Angeles.  Every day, the LAFD responds to approximately 1,100 
emergency calls for service. 
 
The LAFD's 3,246 sworn fire personnel protect life, property and the 
environment through their direct involvement in fire prevention, firefighting, 
emergency medical care, technical rescue, hazardous materials mitigation, 
disaster response, public education and community service.  A total of 1,018 
uniformed firefighters are always on duty at fire department facilities citywide, 
including 106 neighborhood fire stations located across the Department's 471 
square-mile jurisdiction. 
 
Firefighters face unique hazards while working in complex, highly dynamic 
environments that increase their risk for occupational injury and illness.  As a 
24/7 operation, on-duty firefighters typically work a 24-hour shift every third 
day, and when not directly responding to an emergency call, they perform 
various functions of daily life as well as routine maintenance, training, 
administrative duties, etc.  
 
State law requires that if a worker gets hurt on the job, the employer is 
required to pay workers’ compensation benefits.  An employee can get hurt 
by one event while at work, repeated exposures at work, or by a violent crime 
at a workplace.  The law also recognizes the significant health hazards to all 
firefighters who may become ill as a result of occupational exposures, and 
considers several types of illnesses/injuries that are “presumed to arise out of 
and in the course of the employment.”1  These presumptive workers’ 
compensation injuries and resulting claims may be somewhat beyond the 
control of LAFD; however, optimum protection for all firefighters is through 
active participation in an individual wellness and fitness plan, regular medical 
evaluations, the appropriate use of personal protective equipment, and on-
scene safety precautions. 
 
Workers’ compensation benefits that must be paid by the employer include: 
 

 Medical care including doctor visits, hospital services, physical therapy, 
lab tests and x-rays, etc., necessary to treat the injury.

                                                                 
1 California Labor Code recognizes the following public safety presumptions: Heart, Hernia and Pneumonia (§3212); 
Cancer (§3212.1); Tuberculosis (§3212.6); Blood-Borne Infectious Disease and Methicillin Resistant Staphlococcus 
Aureus (MRSA) (§3212.8); Bio-Chemical Exposure (§3212.85); and Meningitis (§3212.9). 



Audit of LAFD’s Workers’ Compensation Prevention Program 
Summary 

P a g e   |   i i  
 

 
 Temporary disability benefits -- payments as lost wages because the 

injury prevents the employee from doing his/her usual job while 
recovering.  For most injuries, payment duration may not exceed 104 
weeks within five years from the injury date.  For sworn public safety 
employees, including firefighters, the law mandates that the benefit 
amount should equal 100% of their regular pay for the first 52 weeks. 

 
 Permanent disability benefits if the employee does not recover 

completely.  Amounts are paid biweekly, based on the medical report, 
and the employee’s age and occupation. 

 
 Death benefits are made to the surviving spouse or dependents if the 

employee dies from his/her job-related injury or illness. 
 

The City is self-insured for workers’ compensation, and over the last four years 
(Fiscal Year 2010-11 through 2013-14) the City spent more than $800 million 
on workers’ compensation benefits.  During this time, employees filed 28,796 
claims.  Though many of the issues and expenditures related to workers’ 
compensation are beyond the City’s control, the best way to limit costs and 
maintain a safe and healthy workforce is to prevent the injuries or illnesses 
before they occur and result in a workers’ compensation claim. 

Sworn LAFD employees are second only to the sworn employees in the Police 
Department in the number of claims filed by a City Department.  LAFD 
workers’ compensation expenditures have exceeded $40 million in each of the 
last three years; in addition, 

 LAFD’s ratio of new claims filed to active firefighters is 1 to 3 
 

 66% of LAFD sworn personnel filed a claim over a 3-year period 
 

 Of those who filed a claim, 44% had two or more claims during that 
same 3-year period 
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Exhibit 1:  15 Year Upward Trend 

 

EXE 

Aspects of Workers’ Compensation 

There are many aspects to controlling workers’ compensation claims and 
related costs.  These components, among others, include: 

1. Preventing workplace injuries and illnesses before they occur; 
2. An effective claims management process; 
3. Cost containment strategies to limit medical and related costs; and 
4. Fraud prevention and adequate litigation support, including subrogation. 

The Controller’s Office has conducted previous workers’ compensation-related 
audits on the claims management process, medical cost containment, and 
workers’ compensation litigation/subrogation which is handled by the City 
Attorney’s Office. 

This report focuses on the need for LAFD management to help reduce 
workplace injuries and resulting claims by 

 creating an environment that encourages a reduction in workers’ 
compensation injuries; 
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 implementing a workers-compensation risk management program; 
 better understanding and analyzing the nature and severity of injuries 

that result in workers’ compensation claims; 
 identifying the areas it can control; and  
 implementing injury prevention measures for those areas. 

Better management accountability and analysis of actual injury and claim data 
will help LAFD reach that goal.  

LAFD places a heavy emphasis on firefighter safety, especially as related to 
fireground operations.  However, the majority of the workers’ compensation 
claims filed by sworn employees are for injuries/illnesses caused during “other 
on-duty” activities, rather than at fireground or other non-fire emergencies. 
 
Audit Concerns 
 
We performed this audit because of the high number of claims filed by LAFD 
sworn employees and the rising costs of workers’ compensation.  Minimizing 
the number and severity of work-related injuries/illnesses will help reduce the 
City’s costs and the time lost due to an employee not working. 
 
Our audit evaluated the safety and health/wellness programs at LAFD, along 
with the Department’s risk identification and management of workers’ 
compensation prevention.  We reviewed LAFD sworn employee claims opened 
in Fiscal Year 2010-11 through 2012-13 and analyzed Departmental data 
regarding injury cause to determine the Department’s efforts to mitigate 
potentially preventable injuries and the resulting claims.  We also surveyed 
other California Fire Departments regarding their risk management practices 
and claims expenditures.  Further, we conducted a survey which was sent to 
all LAFD sworn personnel in July 2014.  The questions with summary results 
are presented as Appendix V. 
 
LAFD conducts thorough investigations of injuries associated with fireground 
operations; however, it has not applied this type of risk identification and 
mitigation effort to broader workers’ compensation risks.  Further, because 
the City does not allocate workers’ compensation costs to Departments’ 
budgets, Departments may lack an incentive to monitor, control and reduce 
their workers’ compensation costs.  By capturing and analyzing data related 
to all workers’ compensation injuries and related claims, LAFD can develop 
programs and policies to reduce injuries. 
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LAFD and all City Departments should be accountable for mitigating workers’ 
compensation risks, and have the data and tools to ensure injury/illness 
prevention programs are effective, to reverse the trend of increasing workers’ 
compensation costs. 
 
I. Overall Assessment 
 

While LAFD addresses many aspects of firefighter safety, it lacks an 
operational preventive injury and illness program that focuses on workers’ 
compensation.  LAFD has not employed a comprehensive effort that identifies 
the potential causes of injuries and resulting claims in order to develop 
strategies to prevent future injuries and related claims.  The 3,709 claims 
opened during our audit period have amounted to more than $74 million 
through October 2014.2  Over a three-year period, 66% of sworn employees 
filed at least one workers’ compensation claim and 44% of those employees 
filed two or more claims. 
 
Although LAFD captures some information related to the causes of injuries, 
management has not used the data to help manage its workers’ compensation 
risk.  In addition, management did not ensure that its Safety Committee was 
operational to help address needed changes.  LAFD files more claims and 
spends more on its claims per budgeted employee than three of five surveyed 
fire agencies.  By implementing the audit’s recommendations, if LAFD can 
prevent a significant number of injuries/illnesses resulting in claims, it can 
realize significant cost savings. 
 
We also noted areas where the Department can do more to meet the intent of 
standards recommended by the National Fire Protection Association (NFPA) 
for an Occupational Safety and Health Program.  The NFPA is a voluntary 
association of fire and emergency organizations that seeks to establish 
standards by consensus to use as recommended practices and benchmarks.  
  

                                                                 
2 Claims costs increase over time as claims mature; the costs of new claims are lower as they have not 
matured.  The $74 million cited is through October 2014 and these claims will be more expensive as 
time passes. 
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II. Key Points  

 
LAFD has not 
established a 
comprehensive injury 
and illness prevention 
program to manage 
its growing workers’ 
compensation costs. 
 
 
 
 
Over our audit period, 
3,709 new claims 
were filed, amounting 
to $74 million paid. 
 
 
 
LAFD management 
has not established an 
environment that 
encourages reducing 
workers’ 
compensation injuries 
and resulting claims. 

Management of Workers’ Compensation  

The Department has not adequately established or 
operationalized its Injury and Illness Prevention 
Program.  The impact of injury prevention on 
workers’ compensation claims and costs are not 
clearly defined as priority objectives, and there is 
not a clearly stated Department-wide focus on 
reducing workers’ compensation injuries or costs.  
As a result, the Department’s culture is not 
focused on reducing workers’ compensation 
claims. 

While the Department thoroughly investigates, 
evaluates and reports on injuries that occur during 
fireground operations, these practices do not 
extend to other types of injuries that have 
resulted in workers’ compensation claims. 

During our audit period, there was an average of 
1,236 new claims filed each year and, through 
October 2014, the costs for those claims filed 
during the three-year period totaled more than 
$74 million including IOD costs (claim costs can 
continue for several years). 

_________________ 

Management has not 
set clear expectations 
related to safety and 
wellness. 

There may be 
excessive claims filed. 

By reducing its claims 
rate to that of another 
jurisdiction, LAFD has 

Benchmarking LAFD’s claims filed per budgeted 
employee identified an opportunity to reduce 
costs up to $9.5 million per year, if the 
Department could reduce its claims rate to 
another agency’s experience level.  This is further 
supported by a high proportion of sworn 
personnel, 24% of the firefighters who responded 
to our survey, who believe that firefighters file 
excessive claims, while one-third believe 
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an opportunity to save 
up to $9.5M annually. 

questionable claims had been filed by their 
colleagues. 

Management has not set clear expectations 
related to safety and wellness programs based on 
our evaluation of the goals and strategies, 
communications, structure and systems employed 
by the Department to determine whether 
management has adequately prioritized workers’ 
compensation and injury prevention. 

________________ 

LAFD lacks a risk 
management plan to 
specifically address 
workers’ 
compensation. 

Capturing the right 
data:  LAFD has not 
ensured sufficient 
detail regarding injury 
causes and other 
trends are captured. 

 

Assessing and Managing Workers’ 
Compensation Risk 

The Department’s risk management activities are 
not focused on assessing workers’ compensation 
risk.  In addition, although the Department 
captures data on injury causes that could be used 
to support a data-driven process to help manage 
workers’ compensation risk and prevent injuries, 
the description of certain injury causes is too 
broad to be useful, such as “structure fires” or 
“emergency medical services”. 

LAFD needs to expand the capability of their data 
collection methods, identify trends to determine 
preventable causes of injuries, develop a strategy 
to address preventable injuries that result in 
claims, and establish a goal and plan to reduce the 
number of claims filed annually as result of that 
effort.  If LAFD had implemented a plan to reduce 
the number of new claims filed by as little as 2%, 
it would reduce workers’ compensation costs by 
an estimated $483,000 annually. 
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LAFD did not have a 
fully functioning 
Safety Committee.  As 
a result, the 
Department lacked an 
effective process to 
ensure safety 
equipment and 
clothing are 
sufficiently researched 
and recommended. 

 

 

 

 

 

 

_________________ 

Using the data: The 
Department has not 
developed a data-
driven safety training 
program that 
specifically addresses 
injury prevention 
based on the most 
common types of 
injuries that occur on 
the job. 

Safety Committees and Training 
 
The NFPA describes the purpose of a Safety 
Committee is to conduct research, develop 
recommendations and study and review matters 
pertaining to occupational safety and health within 
the fire department.  Currently, the selection of 
equipment, PPE and tools are handled by different 
units within LAFD.  Without a fully functioning 
Safety Committee, the Department lacks 
assurance that changes to equipment, clothing 
and other items are based on sufficient research 
and study, and changes may not be based on the 
Department’s actual experience with accidents 
caused by equipment, clothing, tools or other 
apparatus. 
 
In response to our survey, 24% of the 
respondents were unsure or disagreed that the 
Department provided equipment, personal 
protective equipment, uniforms and vehicles that 
are effective and keeps them safe. 
 
Training for LAFD sworn employees includes a 
safety curriculum and can be delivered through 
various means.  However, there has been no 
coordinated effort to identify training needs based 
on the Department’s experience with workers’ 
compensation injuries.  The NFPA recommends 
that fire departments establish and maintain a 
training, education and professional development 
program with a goal of preventing occupational 
deaths, injuries and illnesses.  However, as there 
was no comprehensive collection or analysis of the 
data analysis of the data noting injury causes, 
training may not be optimized to address all 
preventable causes of injury. 
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The Department must 
ensure that sworn 
employees complied 
with safety training 
requirements, which 
is intended to mitigate 
the risks for injuries 
and illness. 

 

Training records 
indicated only eight 
sworn employees 
completed Safe Lifting 
training, despite the 
fact that back injuries 
account for nearly $7 
million in workers’ 
compensation costs 

Based on a sample of 17 safety-related topics, the 
Department’s database showed that 90% of LAFD 
sworn employees had not completed all of the 
required safety training courses during our three 
year audit period.  However, for some cases, this 
could be the result of inaccurate training records. 
 
Two training topics covered Safe Lifting, yet only 
eight employees were recorded in the database as 
having taken the training, despite the fact that 
this training would be useful in preventing 
occupational injuries.  Based on claims data “back 
injuries” for the LAFD resulted in more workers’ 
compensation costs than any other injury – nearly 
$7 million for the audit period.  By comparison, 
the training records related to self-contained 
breathing apparatus, that all firefighters must 
take to work on the fireground, showed a 94% 
compliance rate. 

________________  

LAFD does not have 
mandatory fitness 
standards or a 
comprehensive fitness 
and wellness program 
for all active 
firefighters. 

 

Other agencies noted 
a decline in injuries, 
time off due to 
injuries, and costs 
after implementing 
wellness or fitness 
programs. 

Health and Wellness Programs 

The Department has only recently implemented a 
new fitness program, Functional Movement 
Screen; however, the program is for new recruits 
and not active firefighters.  LAFD does not have a 
comprehensive Fitness and Wellness Program for 
all active firefighters, as recommended by the 
NFPA. 

Other fire agencies experienced a decline in 
injuries, time off due to injuries, and costs after 
implementing wellness or fitness programs.  The 
Los Angeles County Fire Department reported a 
25% reduction in total injuries between 2000 and 
2007 and the Orange County Fire Authority 
reported a 24% decline in the funding resources 
needed for workers’ compensation costs, over four 
fiscal years 2005-2008. 
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_________________ 

7 of ten benchmarked 
fire agencies prohibit 
court sports while on 
duty. 

LAFD does not 
prohibit court sports 
participation by on-
duty personnel, which 
unnecessarily 
increases the risk of 
workers’ 
compensation injuries. 

 

Court sports injuries 
by LAFD cost the City 
an estimated $1.3 
million in FYs 2010-13. 

Additionally, LAFD 
incurred an estimated 
$2 million in overtime 
in one year to provide 
coverage for the 
firefighters who are 
out on IOD due to 
court sports injuries. 

Sixty-one of the 106 LAFD fire stations have a 
sport court for on-duty exercise.  We reviewed 
injuries due to on-duty physical fitness or athletic 
activities and noted they result in a significant 
proportion of injuries for LAFD sworn personnel.  
According to the Department’s reports, LAFD has 
recognized that athletic activities, particularly 
competitive sports, have been a significant source 
of injury and workers’ compensation costs.  LAFD 
management has taken limited measures to 
minimize these injuries; however, there were no 
policy changes that would prohibit court sports 
activities.  Our benchmarking found that seven of 
the ten fire agencies responding restrict all 
sports/team activities while on duty.  The Orange 
County Fire Authority and Los Angeles County Fire 
Department, prohibit their personnel from 
participating in recreational, competitive or 
contact sports activities while on duty. 

Over three years, exercise-related injuries 
accounted for 13% of workers’ compensation 
claims, and court sports (handball, racquetball, 
etc.) were 41% of these incidents.  Based on an 
average cost of claims, these types of injuries cost 
the City $1.3 million in workers’ compensation 
costs that could have been avoided. 

In addition, the Department has estimated that 
overtime costs $1,000 per day to provide 
coverage for a firefighter that is unable to work, 
since it must maintain a required level of staffing 
deployment at fire stations, citywide.  Based on 
the number of claims from court sports injuries, it 
cost an estimated $2 million in overtime costs in 
one year to provide staffing coverage for 
firefighters who were out on IOD due to those 
injuries. 
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III. Significant Recommendations 
 
LAFD and all City Departments should be accountable for mitigating workers’ 
compensation risks, and have the data and tools to implement effective 
injury/illness prevention programs to reverse the trend of increasing costs.  
City policymakers should consider allocating or charging back workers’ 
compensation costs to Departments’ budgets, to provide a strong incentive to 
Departmental management to monitor, control and reduce their workers’ 
compensation costs. 
 

By implementing the recommendations noted in this audit, the Department 
should be able to identify their most common workplace injuries/illnesses, 
identify and mitigate preventable injuries/illnesses, prevent excessive claims 
filings, and incorporate best practices concerning firefighter safety and health 
and wellness programs in order to reduce workers’ compensation costs and 
keep sworn personnel safe and healthy.  

 
Effective Management of Workers’ Compensation 
 

 Address the Departmental culture that may encourage excessive claims 
filing by holding employees and management accountable for workplace 
safety and workers’ compensation fraud. 
 

 Operationalize an effective injury and illness prevention program that 
goes beyond written policies and procedures, by dedicating resources 
(funding and staffing) and establishing measurable Department-wide 
goals and objectives to minimize its workers’ compensation claims and 
related costs.  
 

 Evaluate and address the reasons for employees filing multiple claims 
by reviewing the circumstances and causes of those injuries.  Develop 
a process to identify at-risk employees, which may include counseling 
them in safety protocols, adjusting job functions, and/or investigating 
potential abuse of workers’ compensation coverage. 
 

Assessing and Managing Workers’ Compensation Risk 
 

 Expand the capabilities of the existing system used by the Medical 
Liaison Unit to provide relevant, sufficient detail on injury causes, and 
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determine how it can facilitate the identification of injury causes for 
prevention activities. 

 
Safety Committee and Training 
 

 Utilize workers’ compensation claims data, such as injury type and 
cause, to develop specific training topics to help reduce future incidents. 
 

 Establish a process to ensure the accuracy and reliability of training 
records. 
 

Wellness and Fitness Programs 
 

 Prepare a cost/benefit analysis to evaluate the potential savings from a 
complete implementation of the wellness and fitness programs 
described in NFPA Standards and Wellness-Fitness Initiative. 

 Consider prohibiting on-duty sworn employees from participating in 
specific sports activities. 
 
 

IV. Review of the Report 
 
On January 26, 2015 we provided a draft of this report to LAFD management.  
We met with LAFD management at an exit conference on February 9, 2015 
and considered their comments as we finalized this report. 
 
 
V. Department Response 
The Department provided their formal response on March 16, 2015 (See 
Appendix VII).  The Department generally agreed with each of the 193 
recommendations addressed to the Department.  Based on their response, we 
now consider: 5 recommendations to be In Progress/Partially Implemented 
(1.1, 5.1, 7.1, 9.1, and 9.2); and 14 as Not Yet Implemented (1.2, 2.1, 2.2, 
2.3, 2.4, 3.1, 4.1, 4.2, 5.2, 6.1, 6.2, 8.1, 10.1, and 11.1). 
 
                                                                 
3 The report includes a total of 20 recommendations.  Nineteen recommendations are addressed to LAFD 
management (one of which is jointly addressed to the City Administrative Officer), and one 
recommendation is addressed to the Mayor and City Council. 
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We thank the Los Angeles Fire Department management and staff for their 
timely cooperation and assistance during our audit.  We particularly thank the 
management and staff of the Risk Management Section, whose assistance was 
essential in the completion of our audit. 
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Firefighters 
face unique 
hazards. 

Nationally, 
“Other on-
duty” 
injuries 
account for 
20% of total 
firefighter 
injuries, 
compared to 
50% for 
LAFD. 
 

Firefighters4 face unique hazards while working in complex 
and highly dynamic environments that increase their risk for 
occupational injury and illness.  A firefighter can be thrown 
from a complete resting state at the firehouse to a highly 
active environment that can be complicated, stressful and 
dangerous, while being expected to perform at demanding 
physical and situational awareness levels.  A firefighter also 
faces higher exposure to various hazardous materials, and 
working 24-hour shifts extends the risk of on-the-job injuries 
and illnesses. 
 
Firefighter Injuries & Illnesses  
 
Each year, the National Fire Protection Association (NFPA) 
studies firefighter deaths and injuries to provide national 
statistics on their frequency, extent, and characteristics.  In 
October 2013, the NFPA published a research report, U.S. 
Firefighter Injuries – 2012, based on data from fire 
departments responding to the NFPA 2012 National Fire 
Experience Survey. 
 
Injury by Type of Duty 

The NFPA report summarized data on injuries by the type of 
duty in which the firefighter was engaged at the time of the 
injury.  NFPA divided the injury data into five categories: 
 

                                                                 
4 Generic reference to all classes of sworn employees, including apparatus operators, engineers of fire 
department, fire battalion chiefs, fireboat mates, fireboat pilots, fire captains, the fire chief, firefighters, 
fire inspectors, fire deputy chiefs, and fire helicopter pilots. 
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Exhibit 2: U.S. Firefighter Injuries by Type of Duty 

 

 
 Fireground (includes structure fires, vehicle fires, brush 

fires, etc., and refers to all activities from the moment 
of arrival at the scene to departure time, e.g., setup, 
extinguishment, overhaul).  These injuries accounted 
for the bulk of the total injury volume, at 45%. 

 Other on-duty activities (e.g., inspection or 
maintenance duties) resulted in 20% of total injuries. 

 Non-fire emergency (includes rescue calls, hazardous 
calls, such as spills, and natural disaster calls) 
comprised 18% of all injuries. 

 Training accounted for 10% of all injuries. 

 Responding to or returning from an incident (includes 
both fire and non-fire emergencies) made up 6% all 
firefighter injuries. 

In comparison, during the audit period, based on LAFD’s 
internal data noting injury by type that auditors condensed 
into similar categories for comparative purposes, LAFD claims 
resulting from fireground injuries was approximately 17% of 
claims.  Other comparisons are noted in the following table: 
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 Exhibit 3: LAFD Firefighter Injuries by Type of Duty 

Claim Counts Recorded in MLUS by Cause of Injury 
3 years: FY 2010-11 through FY 2012-13 

Type of Duty 
Claim Counts & Ratios 

Total % 

Fireground  593 17.2% 

Other On‐Duty  1,733 50.4% 

Non‐Fire Emergency  852 24.8% 

Training  198 5.8% 

Responding / Returning  63 1.8% 

Total  3,439 100.0% 
 

 
LAFD sworn 
claims cost 
more than 
$40 million 
per year 
 
They account 
for 17% of all 
new claims 
filed and 20% 
of costs paid 
Citywide 

 

Workers’ compensation expenditures cost the City nearly 
$209 million in FY 13-14, with $43 million attributable to 
claims filed by LAFD sworn personnel.  LAFD sworn personnel 
account for almost 20% of the City’s workers’ compensation 
costs, and 17% of the new claims filed. 

Over the last 15 years, the number of new LAFD claims filed 
have ranged from a low of 1,199 (FY 13-14) to the highest of 
1,600 (FY 01-02) with the average number of new claims 
being 1,412. 
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LAFD’s 
ratio of 
new claims 
filed to 
firefighters 
is 1 to 3  
 

 

 

 

 

 

 

 

Exhibit 4: 15-Year History of New Workers’ 
Compensation Claims Filed 

 

 
Over our three year audit period (FY 10-11 through FY 12-
13), the number of workers’ compensation claims filed by 
sworn LAFD personnel has been fairly consistent.  Based on 
the number of new claims opened, the ratio of claims filed to 
the number of sworn LAFD employees, was almost 1 to 3 
during all three years of our audit period. 

Exhibit 5: Comparison of Claims Opened to Filled 
Positions for LAFD Sworn 
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LAFD files 
more claims 
than three of 
five other 
jurisdictions 

 

 

 

 

 

 

 

 

 

 

 

 

 

66% of LAFD 
sworn 
personnel 
filed a claim 
over the 3 
year period; 
of those 
employees, 
44% filed 2 
or more 
claims 

 

Based on benchmarking surveys sent to other California fire 
agencies, the ratio of new claims filed to budgeted employees 
for LAFD was higher than three other agencies.  (Appendix IV 
provides more details on benchmarking.) 
 
Exhibit 6: Ratio of New Claims to Budgeted Positions    

for LAFD and other Fire Agencies 

 

While 66% of all LAFD sworn employees filed at least one 
claim during the three-year audit period, 44% of these 
employees had two or more claims during the audit period. 

Depending on the type of injury or illness, the cost of a 
workers’ compensation claim grows over time; Exhibit 7 
represents the costs incurred through October 2014 on claims 
opened in FY 10-11 through 13-14.  (Note that the figures are 
not the amount of actual expenditures in those years; rather 
it is for cumulative costs related to the claims opened in years 
shown.)  Claims filed in earlier years have had longer to 
accumulate costs. 

FY10-11 FY11-12 FY12-13
LAFD 35.5 39.8 35.9
LA COUNTY FD 46.5 44.7 44.3
OCFA 43.0 43.9 41.9
SAN DIEGO FD 30.8 29.4 27.9
FRESNO FD 28.5 33.8 35.0
OAKLAND FD 27.2 21.5 20.9
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Costs on a 
given claim 
will grow 
over time 

 

 

 

 

 

 

 

 

 

 

 

Workers’ compensation costs are comprised of the following: 
 

 Medical expenditures; 
 Expenses – amounts paid for miscellaneous and some 

legal expenses; 
 Temporary disability – the City’s salary continuation, or 

“Injury on Duty” (IOD) pay; 
 Temporary disability – State Rate payments that 

replace IOD after those benefits expire, rate is  
determined by the State Labor Code; 

 Permanent disability -  awards for diminished earnings 
potential; 

 Vocational rehabilitation or supplemental job 
displacement benefits; and 

 Death benefits. 

Costs for a single claim can be incurred over several years.  
Employees may use their first year of temporary disability 
(IOD) continuously or sporadically as needed, and they have 
five years from the date of injury to use their IOD.  Unless an 
employee retires and receives a lump sum payment, costs of 
workers’ compensation claims can continue for ongoing 
medical treatment, and partial permanent disability payments 
are paid over time. 

As a salary continuation, IOD costs are not generally 
considered additional costs, as the City pays employees’ 
salaries whether they are working or are injured and unable 
to work.  We include it in this analysis because the City does 
not receive the benefit of that injured employee performing 
their job function.  Further, since LAFD adheres to a constant 
staffing model which requires a specific number of firefighters 
for deployment, other firefighters must “cover” the injured 
employee’s shift, incurring overtime costs. 
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Exhibit 7: Expenditures on LAFD Claims Opened 

TOTAL LAFD CLAIMS EXPENDITURES BY YEAR OPENED 
COSTS ACCUMULATED THROUGH OCTOBER 2014 

(costs in $000's) 

Expenditure 
Type 

Claims 
Opened 
in FY13-

14 

Claims 
Opened 
in FY12-

13 

Claims 
Opened 
in FY11-

12 

Claims 
Opened 
in FY10-

11 

Totals 
Through 

Oct. 
2014 

# CLAIMS 
OPENED 1,190 1,156 1,281 1,272 4,899 

TEMPORARY 
DISABILITY - 

IOD 
$10,998 $10,930 $13,086 $11,544 $46,558 

TEMPORARY 
DISABILITY - 
STATE RATE 

$56 $516 $977 $468 $2,017 

PERMANENT 
DISABILITY $375 $1,891 $4,873 $6,201 $13,341 
MEDICAL 

EXPENDITURES $3,804 $5,158 $10,043 $8,404 $27,410 

MISC EXPENSES $73 $114 $231 $295 $714 
TOTAL CLAIM 

COSTS $15,307 $18,608 $29,211 $26,913 $90,039 

 

The effect of implementing new workers’ compensation 
strategies can affect costs, though it may take time to be 
realized.  Minimizing workers’ compensation costs requires a 
multi-pronged approach that focuses on injury prevention 
through safety protocols and wellness programs, timely and 
appropriate claims administration, appropriate monitoring 
and oversight of return to work practices, and the pursuit of 
subrogation and indication of fraud. 

The City’s Personnel Department and a third party (claims) 
administrator (TPA) oversee the acceptance and 
administration of claims and ensure medical and disability 
payments are accurate and timely; the City Attorney’s Office 
pursues potential fraud and subrogation.  The TPA determines 
the validity of a claim with input from the physician, 
employee, witnesses and the Department.  Potentially 
fraudulent claims are referred to and investigated by the City 
Attorney’s Workers’ Compensation Division.  The Controller’s 
Office previously issued audits related to these aspects of 
workers’ compensation. 
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controlling 
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Although other City Departments are responsible for key 
components of managing workers’ compensation costs, 
management within the City Departments plays a major role 
by setting the ethical tone and significantly influencing the 
culture of the Department, by promoting safety, honesty and 
a strong work ethic.  Departments assist the TPA by 
cooperating and providing details about how the injury/illness 
occurred, enabling claims acceptance to be based on complete 
information.  Departments also share responsibility with the 
TPA in monitoring an employee’s return to work from an 
injury/illness. 

City Departments, such as LAFD, have the most influence to 
control costs and minimize workers’ compensation claims by 
implementing strategies to prevent the injury/illness that 
leads to a workers’ compensation claim.  Minimizing the 
number of work-related injuries/illnesses can maximize the 
impact on the costs incurred by the City for medical 
treatment, temporary disability payments and other 
expenses.  An effective program employs strategies to 
prevent workplace injuries and illnesses and provides a 
supportive environment with opportunities for injured 
employees to return to work in some capacity quickly. 

Exhibit 8: Multi-Pronged Approach to 
Control Workers’ Compensation (W/C) Costs 

 
 

Third Party 
Administrator 

(TPA)

City 
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Office

City 
Departments, 
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Who at 
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Departments can also implement risk management practices 
to identify and remediate preventable injuries.  The intent of 
the Injury and Illness Prevention Program (IIPP) is to address 
hazards, investigate near-misses and ensure safe work 
places, policies and practices.  

We identified the categories of employees who are filing new 
claims, considering their years of service and age at the time 
of filing a claim. 

Exhibit 9: Claims Opened by Years of Service

 

Years of 
Service 

when Claim 
was Filed 

# 
Claims 

% of 
Claims 

# Sworn 
Employees 

% of Sworn 
Employees 

Ratio of 
Claims to 

Sworn 
Employees  

0 - 5 204 16% 655 19% 31% 

6 - 10 262 21% 763 22% 34% 

11 - 15 133 11% 301 9% 44% 

16 - 20 78 6% 245 7% 32% 

21 - 25 207 17% 645 19% 32% 

26 - 30 153 12% 459 13% 33% 

Over 30 209 17% 379 11% 55% 

Total or 
Average, as 
appropriate 

1,246 100% 3,448 100% 36% 
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per claim 
is higher 
for those  
with 
longer 
years of 
service 

 

 

 

 

 

 

 

 

 

While more claims were filed by personnel with 6-10 years of 
service, these employees had the second fewest IOD hours, 
on average.  Based on claims data, the average IOD hours 
incurred by years of service is shown in Exhibit 10. 

 

Exhibit 10:  Average IOD Hours by Years of Service 

 

The average use of IOD grows steadily as years of service 
increases, possibly due to longer recovery times, or the fact 
that there are more cumulative trauma injuries for more 
senior firefighters. 
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Exhibit 11:  Claims Opened by Age 

 

Employee's 
Age when 
Claim was 

Filed 

# of 
Claims 

% of 
Claims 

# Sworn 
Employees 

% of Sworn 
Employees 

Ratio of 
Claims to 

Sworn 
Employees  

Under 31 123 9.9% 409 11.9% 30.0% 
31-35 218 17.5% 610 17.7% 35.7% 
36-40 154 12.3% 444 12.9% 34.6% 
41-45 161 12.9% 465 13.5% 34.6% 
46-50 188 15.1% 608 17.6% 30.9% 
51-55 251 20.1% 631 18.3% 39.7% 
56-60 111 8.9% 241 7.0% 45.9% 
Over 60 41 3.3% 39 1.1% 105.1% 

Total or 
Average, as 
appropriate 

1,246 100.0% 3,448 100.0% 36.1% 
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Exhibit 12:  Average IOD Hours by Age 

 

Some studies mention fatigue as being a cause of injuries; 
therefore, we reviewed payroll records for 57 employees who 
filed claims in 2013 to identify if any employees had worked 
significant overtime prior to the injury.  We compared each 
sampled employee’s overtime usage prior to the injury to all 
LAFD sworn employees’ overtime usage.  Two comparisons 
were performed, one for the six months preceding the injury 
and another for the pay period in which the injury occurred.  
Of those reviewed, five firefighters exceeded the 
Departmental six month average for overtime by 20 or more 
hours; and nine firefighters exceeded the pay period average 
by 23 or more hours.  Working large amounts of overtime 
may have put these firefighters at greater risk of injury. 
 
Based on our review of overtime incurred by these 57 
employees, there may be a correlation between overtime 
worked and injuries.  While we cannot conclusively point to 
overtime worked as the underlying cause for an employee’s 
injury, it is likely to be a contributing factor.  A comprehensive 
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based on 
IOD usage 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

risk management plan would incorporate this type of analysis 
in order to accurately assess the Department’s risks and 
develop corrective actions to mitigate the risks. 
 
Based on the average number of IOD hours per claim, we 
identified the top categories of injuries that lead to IOD hours.  
Strains and sprains account for more than 71% of all IOD 
hours.  

 
Exhibit 13:  Injuries with Most IOD Hours 

 

 
 

The leading causes of injury according to the City’s claims 
management database are listed in the following exhibit. 
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Exhibit 14:  Leading Injury Causes 

LAFD Top Injury Causes                              
Based on averages of LAFD claims opened FY 10-11 - FY 12-13        
Source - Personnel Department's claims management system 

database 

Injury Source 

Avg IOD 
Hours 
per 

Claim 

Avg IOD $ 
per Claim 

Total # 
Claims 

Total IOD 
Hours 

% of 
All 

IOD 
Hours 

OVEREXERT 
F/LIFTING 424 $13,971 562 238,096 23% 

OVEREXERT 
F/REACH/LIFT 416 $13,260 399 166,024 16% 

OVEREXERT 
F/PUSH/PULL 416 $13,312 224 93,172 9% 

CUMULATIVE 
TRAUMA 190 $6,974 449 85,398 8% 

TWISTING 364 $11,808 178 64,853 6% 

OCCUP. DISEASE 161 $5,291 386 62,007 6% 

OVEREXERT F/HOLD, 
CARRY 389 $12,495 112 43,582 4% 

STK B/STAT. OBJ. 227 $7,052 132 29,902 3% 

ALL OTHER 178 $5,907 1,295 231,078 23% 
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Objectives 
 
The overall objective of this audit was to assess the Fire Department’s efforts 
to minimize workers' compensation claims and related costs, and to identify 
potential causes of the Department’s claims, including strategies to prevent 
injuries, promote safety, and encourage employees to return to work.  

To address this objective, the audit sought to answer specific questions, in the 
following general areas: 
 

1. Does the LAFD culture and the strategies employed by management 
ensure that workers' compensation claims are minimized, and that 
safety and workers' compensation prevention are a priority in the 
Department?  

2. Does LAFD have an effective risk management process for workers' 
compensation (i.e., appropriate structure, staffing and strategy) to 
assess risks, evaluate workers' compensation claims, implement loss 
control strategies and identify emerging issues? 

3. Does LAFD’s shared values, culture and attitude promote safety and 
employee wellness, including compliance with worker safety rules and 
willingness to return to work as soon as medically feasible? 

4. Does LAFD have a robust Return to Work program that helps to minimize 
IOD hours by ensuring employees return to work as quickly as medically 
feasible, possibly to temporary modified duty? 

5. Does LAFD have an adequate health and safety program that helps 
prevent exacerbating chronic conditions or recurring claims?  
 

This audit also included benchmarking employee safety and prevention 
programs to comparable jurisdictions and other Departments to identify 
leading practices and key success factors. 
 
Other Audits, Investigations and Reviews  
 
The Controller’s Office conducted a separate audit assessing the Police 
Department’s Workers’ Compensation Prevention Program concurrent with 
this review, and issued a separate report with related findings and 
recommendations applicable to LAPD. 
 
Previously, the Controller’s Office has audited other aspects of workers’ 
compensation, these include: 
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 The Performance Audit of the Workers’ Compensation Claims 
Management for Fire and Police Personnel, issued June 30, 2014, which 
assessed processes regarding accepting and managing claims; 

 The Audit of Payments to Workers’ Compensation Medical Providers 
Under the City of Los Angeles’ Aon Contract, issued June 30, 2014, 
which reviewed workers’ compensation medical provider payments and 
related processes;  

 The Audit of Salary Continuation Payments Made to Non-Sworn 
Employees Under the City’s Workers’ Compensation Program, issued 
April 17, 2013; and, 

 The Performance Audit of the Los Angeles City Attorney’s Workers’ 
Compensation and Subrogation Program issued on October 30, 2010. 

 
These audits included recommendations that when implemented will 
contribute to reducing the City’s workers’ compensation costs. 

 
Benchmarking & Best, Leading & Next Practices  
 
We reviewed NFPA standards, guidance, and studies from the Fire Service 
Joint Labor Management Wellness-Fitness Initiative and U.S. Fire 
Administration.  We surveyed other Fire Departments in California: Fresno, 
San Diego, San Jose, Long Beach, San Francisco, Riverside, Oakland, 
Glendale, Los Angeles County and Orange County.  We received responses 
from the fire chiefs for ten departments, and from the workers’ compensation 
claims administrators for five Departments (see Appendix IV). 
 
We noted that two of the jurisdictions we surveyed experienced declines in 
injuries or workers’ compensation funding requirements after implementing 
wellness-fitness programs.  The same jurisdictions (Los Angeles County and 
Orange County Fire Authority), along with five others also do not allow “on-
duty” recreational, competitive sports to be covered by workers’ 
compensation, unlike LAFD.  These practices are discussed in more detail in 
the report. 
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Section I: EFFECTIVE MANAGEMENT OF WORKERS’ 
COMPENSATION 

The LAFD Risk Management Section (RMS) is managed by a Battalion chief 
who also acts as the Department’s Safety Officer.  Its mission statement 
reads: 

The Risk Management Section is dedicated to a core mission, to reduce 
the exposure of the Department and its members from injury, illness, 
and litigation through the implementation of effective management 
practices, enforcement of Department policies and education for 
supervisors and members.  The Section also works to increase efficiency 
and reduce operating costs for the Department.  To accomplish this 
mission, the Section has created long and short-term goals that are 
attainable and realistic. 

In addition to the Safety Officer, RMS is staffed with three employees who 
separately fill the roles of Department Safety Coordinator, Workers’ 
Compensation Coordinator, and Legal Administrative Officer. 

 

Finding 1: LAFD has not operationalized a comprehensive injury and 
illness prevention program to effectively manage its 
growing workers’ compensation expenditures. 

Management has not focused on reducing workers’ compensation 
claims through injury prevention activities.  Since most workers’ 
compensation related costs are not included in Departmental budgets, 
management may not be sufficiently aware of, or held accountable 
for, the impact of rising claims and costs. 

During our 3-year audit period, there were 3,709 new claims filed and, 
through October 2014, the costs for the claims filed during the three-
year period totaled more than $74 million, including IOD costs (claim 
costs may continue for several years). 

LAFD has not operationalized its Injury and Illness Prevention Program (IIPP) 
to focus on identifying and addressing workers’ compensation risks, with the 
objective of preventing and reducing work-related injuries and the resulting 
claims and costs.  Although the Department addresses aspects of injury 
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prevention and safety, there is no comprehensive strategy for managing 
workers’ compensation. 

The City’s Health and Safety Program under Executive Order #CP-1 dated 
August 20, 2004 and the State requires every employer to have an IIPP.  
However, an effective IIPP is not just a plan on paper, but a program that 
must be put into practice.  Despite its written IIPP, the Department has not 
dedicated resources (funding and staffing) specifically for managing workers’ 
compensation as an injury and illness prevention program. 

The LAFD’s IIPP describes the Department’s commitment to comply with the 
State’s requirements for safe work principles and to minimize employee 
exposure to safety and health risks at all Department work locations.  The Fire 
Chief is named as the IIPP Administrator. 

The State of California Department of Industrial Relations describes the 
required elements of an IIPP as: 

 Management commitment/assignment of responsibilities; 
 Safety communication system with employees; 
 System for ensuring employee compliance with safe work 

practices; 
 Scheduled inspections/evaluation system; 
 Accident investigation; 
 Procedures for correcting unsafe/unhealthy conditions; 
 Safety and health training and instruction; and 
 Recordkeeping and documentation. 

Each of these elements is built on the foundation of management’s 
commitment, as management is required to identify and employ resources to 
accomplish the goal to minimize work-related injuries and related workers’ 
compensation costs.  For a program to be effective, it must have sufficient 
resources (funding and staffing).  The goals and objectives must also be 
measureable, and performance metrics identified and monitored timely to 
measure the program’s effectiveness.  As results are monitored, management 
should identify and implement strategies and corrective actions to ensure the 
program meets its intended goals and objectives.  Establishing a “program” 
with the requisite resources, goals and objectives and performance metrics 
would help ensure the IIPP is actually put into practice.  LAFD has not 
identified performance metrics or issued regular reporting to City leaders on 
a workers’ compensation program. 
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LAFD management does not have adequate tools to identify and minimize its 
workers’ compensation risks; thus, the Department’s workers’ compensation 
costs have not been adequately managed.  During our audit period, there was 
an average of 1,236 new claims filed each year and, through October 2014, 
the costs for the claims filed during the three-year period totaled more than 
$74 million. 

 
Exhibit 15: Workers’ Compensation Claims Opened and  

Costs-to-Date of those claims 
 

LAFD CLAIMS EXPENDITURES BY YEAR OPENED 
COSTS ACCUMULATED THROUGH OCTOBER 2014 

(costs in $000's) 
Expenditure Type FY12-13 FY11-12 FY10-11 Grand Total 

# CLAIMS OPENED   
1,156  

  
1,281  

  
1,272                3,709  

TEMPORARY 
DISABILITY - IOD $10,930  $13,086  $11,544  $35,560  

TEMPORARY 
DISABILITY - STATE 

RATE 

  
$516  

  
$977  

  
$468                $1,961  

PERMANENT 
DISABILITY 

  
$1,891  

  
$4,873  

  
$6,201             $12,965  

MEDICAL 
EXPENDITURES 

  
$5,158  

  
$10,043  

  
$8,404              $23,606  

MISC EXPENSES   
$114  

  
$231  

  
$295                   $640  

TOTAL CLAIM 
COSTS $18,608  $29,211  $26,913  $74,732  

 
The City does not allocate its workers’ compensation costs to Departmental 
budgets, and therefore does not hold Departments accountable for workers’ 
compensation expenditures.  Departments have not received adequate 
direction, data or tools to identify and monitor workers’ compensation injuries 
and illnesses, which creates challenges to effectively prevent the injuries that 
lead to workers’ compensation claims. 

Recommendations 

LAFD Management should: 

1.1 Establish and implement an operational injury and illness 
prevention program with dedicated resources (funding and 
staffing) and measurable Department-wide goals and 
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objectives to minimize its workers’ compensation claims and 
related costs. 

1.2 Manage workers’ compensation prevention by regularly 
reporting to Mayor and City Council on workers’ compensation 
statistics, Departmental prevention efforts, and results of 
corrective actions. 

The Mayor and City Council should: 

1.3 Consider allocating or charging back workers’ compensation 
costs to Departments’ budgets, to provide a strong incentive 
to Departmental management to monitor, control and reduce 
their workers’ compensation costs. Ensure LAFD is held 
accountable for reducing workers’ compensation costs and 
that it is provided adequate resources (funding, staffing, 
information, tools) for a functional injury and illness 
prevention program. 

 

Finding 2: LAFD has not established that preventing/minimizing 
workers’ compensation injuries and resulting claims is a 
priority.  There may be excessive claims filed and an 
opportunity to save up to $9.5 million annually, or 20% of 
its annual workers compensation costs. 

Injury prevention and its impact on workers’ compensation claims 
and costs are not clearly defined as priority objectives by LAFD 
management.  As a result, the Department’s culture is not focused on 
reducing workers’ compensation claims. 

Comparing the number of claims at LAFD with other agencies revealed 
that 37 claims were filed per 100 sworn LAFD employees, compared 
to a low of 23 claims per 100 sworn firefighters in Oakland. 

 

The Impact of Excessive Workers’ Compensation Claims 

Employees at LAFD filed the second most claims (Los Angeles Police 
Department employees filed the most) of any City Department, and the claims 
rate per budgeted employee was higher than three other comparison 
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agencies.  The best example was Oakland Fire Department, which had 23 
claims per 100 budgeted employees compared to LAFD, with 37 claims.  
Benchmarking LAFD to other fire agencies is illustrated in Appendix IV.  The 
average cost of a claim opened in our audit period was $20,149, based on an 
accumulation of costs through October 2014.  If claims could be reduced to 
23 claims per budgeted employee at LAFD, this could save the City $9.5 million 
per year --more than 20% of its current total annual workers’ compensation 
costs. 

LAFD Priorities and Culture regarding Workers’ Compensation 

We evaluated the goals and strategies, communications, structure and 
systems employed by the Department to determine whether management has 
adequately prioritized workers’ compensation and injury prevention.  Although 
the Department has protocols and procedures for post-incident analysis of fire 
operations to mitigate injuries at the fireground, there is not a clearly stated 
department-wide focus on general workers’ compensation injury prevention.  
Specifically, 

 During the audit period, we noted only a handful of Chief 
communications that were related to safety, wellness and injury 
prevention.  Of the 80 Chief letters/communications to Departmental 
personnel, 11 were related to safety concerns and 3 discussed wellness.  
There were two communications in 2012 that mentioned workers’ 
compensation costs and the number of injuries noted in 2010-11.  The 
Chief indicated that 14% of the injuries were exercise-related, and noted 
that a six-month pilot project was being initiated to reduce these types 
of injuries.  In September 2012, the Chief noted that half-way through 
the pilot project, exercise-related injuries were reduced by 51% (from 
41 to 22 for the same period in the prior year).  However, after 
September 2012, there were no further communications about the 
Department’s efforts regarding this matter. 

 RMS has not completed a risk assessment and does not have a risk 
management plan.  As a result, the Department’s Safety Program is not 
correlated to injury claims and trends.  Based on Exhibit 16, 11% of the 
Department’s sworn employees accounted for 35% of the claims and 
29% of the costs during the audit period. 

 The Safety Officer has no appropriated safety budget, and does not 
coordinate a Department-wide, comprehensive approach to risk 
management and the safety of sworn personnel. 
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 The Risk Manager has the added responsibility of being the Safety 
Officer, and is unable to devote adequate time to the Safety Officer role.  
Due to other functional responsibilities, the Safety Officer spends only 
approximately 20 percent of his time on safety-related responsibilities.  
The Risk Manager/Safety Officer is also responsible for the following, 
which have little relation to safety or risk management: 

o Liaison with Employee Relations Officer regarding labor relations 
issues 

o Assist with application and Liaison between the Department and 
member/family to secure Federal Public Safety Officer Benefit 
(PSOB) 

o Committee Positions and Meetings 

 Chair position on FLSA Committee 

 Risk Management Representative at Pension Board Hearings 

 Emergency Operations Center (Operations Section) Monthly 
Meeting 

o Emergency Operations Center Command Position (On-call one 
week a month) 

o Responsible to conduct promotional interviews (served three 
weeks in this role during 2013) 

o Board position for “Member Board of Rights” hearings 

It is important to note that of the ten fire agencies that responded to 
our benchmarking survey, six designate different individuals to handle 
Risk Management and Safety Officer responsibilities. 

 The Manual of Operation contains outdated policies and procedures 
related to the Department’s health and safety program.  For example, 
there are outdated references to some safety equipment and the Injury 
and Illness Prevention Program (IIPP) and the Exposure Control Plan for 
Bloodborne Pathogens contained limited or outdated policies and 
procedures. 

 Safety is not part of employees’ evaluations.  The Department’s IIPP 
does not require that Employee Evaluation Reports document any failure 
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to follow safe work procedures or adhere to established Department 
safety policies.  Conversely, the Department does not recognize 
employees who follow safe work practices (see Finding #3). 

 The lack of management focus on workers’ compensation is also 
illustrated by the responses to our employee survey; 32% of the 
respondents were unsure or disagreed that messages related to safety 
and injury prevention were communicated by the Fire Chief and top 
management.  This response rate was better for messages from Station 
Commanders, where only 13% were unsure or disagreed that messages 
related to safety and injury prevention were communicated. 

Minimizing the number and/or severity of work-related injuries would help 
reduce the City’s costs and the amount of time lost due to an employee not 
working.  In addition, fewer claims would reduce costs related to the additional 
overtime incurred when another firefighter must cover the absence of an 
injured employee out on IOD, to comply with constant staffing requirements 
which dictate deployment levels at all fire stations.  Management’s priorities 
and leadership actions regarding injury prevention and workers’ compensation 
have a direct impact to the culture at LAFD.  Management actions should 
include: 

 Establishing a goal5 with strategic objectives to reduce workers’ 
compensation costs by preventing employee injuries and 
illnesses; 

 Setting department-wide expectations by effectively 
communicating the goal, establishing performance metrics and 
monitoring results; 

 Understanding the risks and developing protocols and programs 
to ensure safety and wellness programs are in place to prevent 
employee injuries; and 

 Identifying and employing resources to ensure successful 
accomplishment of the goal. 

California law requires employers to identify the person or persons with 
authority and responsibility for implementing the Illness and Injury Prevention 
Program.”6  The California Department of Justice, Office of the Attorney 
                                                                 
5 Best practices dictate that goals should be “SMART”; specific, measurable, attainable, relevant and 
time-bound. 
6 8 CCR 3203 (a)(1). 
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General, further clarifies details of the authority of the Safety Officer in terms 
of meeting the Cal/OSHA criteria to be identified as a Person Responsible for 
the Injury and Illness Prevention Program.  To meet the criteria, the Safety 
Officer is a manager with authority over budget allocations and policy.7 

NFPA 1521 Standard on Fire Department Safety Officer provides additional 
guidance.  NFPA recommends fire departments appoint a safety officer with 
the authority to identify health and safety hazards and ensure they are 
corrected.  Duties should include: 

 ensuring that OSHA record-keeping and reporting requirements 
are met; 

 preparing safety policies and ensuring they are followed; 

 monitoring activities/incidents where accidents involving 
department members could occur; 

 establishing and monitoring programs for detecting and correcting 
hazardous conditions; 

 reviewing and approving safety features of apparatus, equipment, 
clothing, etc.; 

 conducting safety training for the department; 

 investigating all accidents and incidents involving death or injury 
to department members; and, 

 keeping informed of health and safety issues. 

Management’s focus and priorities help shape the Department’s culture 
related to workers’ compensation, which plays a part in the number of claims 
filed.  Exhibit 16 shows that 66% of LAFD’s 3,337 sworn employees8 filed at 
least one claim during our three-year audit period, and 44% of those 
employees had two or more claims. 

 

 

                                                                 
7 http://oag.ca.gov/cci/safety/liability. 
8 The average number of filled positions during our audit period. 
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Exhibit 16: Number of Employees Filing Claims from FY10-11 through 
FY12-13 with their related costs through October 2014 

# Employees with Claims Over Three Year Period 
(employees with multiple claims) 

Claim 
Counts 

# Empl. 
in Category 

Total 
Claims

IOD 
Hours  IOD Cost  Total Cost 

9  1  9 2,456 $       94,349 $     133,819 

8  2  16 3,417 143,184 200,097 

7  4  28 4,318 151,417 225,753 

6  12  72 19,500 705,634 1,158,864 

5  22  110 32,307 1,074,786 2,054,956 

4  85  340 72,871 2,426,921 4,563,339 

3  236  708 194,007 6,189,928 13,585,265 

2  602  1,204 389,555 12,819,645 24,460,416 

1  1,222  1,222 362,895 11,954,238 28,349,828 

  2,186  3,709 1,081,326 $35,560,103 $74,732,337 

 

LAFD’s priorities and culture also impact the employees’ perception of how the 
Department addresses injuries and illnesses.  Survey responses indicate the 
Department should focus more on workers’ compensation, since 24% of the 
respondents believe there is an excessive number of workers’ compensation 
claims filed by LAFD sworn employees.  Further, one-third of the respondents 
believe their colleagues have filed questionable workers’ compensation claims. 

The Department has specific protocols and procedures for addressing injuries 
or near misses that occur as a result of firefighting operations.  Based on its 
post-incident analysis, the Department takes actions to mitigate the risks of 
fire incident injuries through policy revisions, trainings and re-trainings and 
detailed reporting protocols.  However, 85% of LAFD’s work-related injuries 
or illnesses did not arise during fire-fighting operations. 

Other workers’ compensation risks are not identified or focused on, which may 
cause unnecessary injuries/illnesses and increase workers’ compensation 
expenditures.  LAFD management can reduce workers’ compensation claims 
by identifying and reducing preventable injuries, conveying comprehensive 
employee safety messages, promoting health and wellness programs, and 
evaluate and address reasons for employees filing multiple claims. 
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By not establishing Department-wide goals for workers’ compensation 
prevention, the Department did not ensure the following key actions were 
taken: 

 the risk management function identifies and mitigates workers’ 
compensation risk; 

 training and interventions are developed to address high risk 
areas; 

 policies and procedures are aligned with injury and illness 
prevention strategies; 

 monitoring and reporting standards are established to measure 
prevention strategies and progress toward meeting injury 
prevention and safety goals; and, 

 return on investment analysis is performed when considering the 
funding of safety and wellness programs.  (Also see Finding #4 
regarding risk management and data analytics.) 

The lack of a specific goal(s) related to workers’ compensation prevention may 
have contributed to the Department’s high annual average of more than 1,200 
workers’ compensation claims opened during FYs 2011-2013. 

LAFD does allocate resources to safety and workers’ compensation reduction 
in disparate ways, through safety trainings; physical and psychological fitness; 
safety inspections and walk-throughs; and safety analysis of personal 
equipment, vehicles, and uniforms. 

There are also monitoring activities such as the return-to-work program, 
which supports and encourages employees to return to work quickly by 
tracking treatment and by providing modified duty assignments. 

While these are good efforts by the Department to help maintain firefighters’ 
safety and return its personnel to work timely, there is no Departmental focus 
that specifically addresses reducing workers’ compensation claims and costs. 

One important area where resources are lacking is a set budget for the Safety 
Officer to spend on safety issues as they arise.  Without a dedicated budget 
to spend on safety issues, the Safety Officer may not receive approval to 
implement needed change.  For example, the Safety Officer described a piece 
of equipment (hose roller) that potentially would help reduce back injuries, 
but it was not pursued for further study due to budgetary concerns.  In 
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addition, having one individual function as both the Risk Manager and Safety 
Officer may result in less focused attention on these two critical functions.  
This is illustrated in part by the survey responses, whereby 34% were unsure 
or disagreed that the Department had safe facilities and that hazards were 
addressed and corrected. 

LAFD has had 4 Fire Chiefs in the last 5 years which could impact the continuity 
of initiatives that would help reduce workers’ compensation costs, such as the 
project to reduce exercise-related injuries.  Further, without a risk assessment 
and risk management plan, LAFD lacks an objective analysis as to the impact 
of workers’ compensation injuries, and the resulting claims. 

Departmental Policies and Communications 

Official communications from LAFD management regarding firefighter safety 
and injury prevention is usually through the issuance of various bulletins—
Departmental, Administrative, and Training Bulletins and Safety Alerts.  There 
are also direct memoranda from the Fire Chief’s Office that address safety and 
injury matters, and initiate important policy changes or projects. 

In addition, the Manual of Operation (MOPS) is a composite of permanent 
policies and procedures established by the Fire Chief.  Uniformed fire 
personnel are expected to conform to these policies, procedures, and 
directives in the application of their respective duties. 

MOPS Section 0/3-68.50 discusses and defines the retention requirements for 
the different types of bulletins, including: 

 WEEKLY BULLETIN 

 ADMINISTRATION BULLETIN 

 DEPARTMENTAL BULLETIN 

 INFORMATION BULLETIN 

 SAFETY BULLETIN 

 TRAINING BULLETIN 

Our audit noted that important sections of the LAFD Manual of Operation and 
the ancillary books that support MOPS did not reflect current policy or 
operations, leading to confusion about current policy.  For example, 
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1. Updates that should have resulted from previous bulletins and other 
directives had not occurred, such as updating the type of boot that 
meets safety standards. 

2. Bulletins that by definition are temporary documents became de facto 
policy, such as Departmental Bulletin 09-09 used by the MLU since 
2009. 

3. The Injury and Illness Prevention Program (IIPP) contained limited 
and/or outdated policies and procedures for the Department’s health 
and safety program. 

4. LAFD Manual of Operation does not specify a departmental “infection 
control officer” or assign the Risk Manager/Safety Officer as such (as 
recommended by NFPA 1521). 

5. Book 75-Safety, which contains the Injury & Illness Prevention Program 
(IIPP), was out of date as of the end of our fieldwork.  The Risk 
Management Section is simultaneously reviewing and updating the IIPP, 
along with the Heat Illness Prevention Program, Written Respiratory 
Protection Program, Hazard Communication Program, and the Exposure 
Control Plan for Bloodborne Pathogens. 

6. Several different bulletin types appear duplicative and could overlap one 
another with the same information.  Condensing the number of bulletins 
into once generic type would support an effort to maintain current 
policies. 

7. We also noted that RMS has issued Safety Tips or Safety Alerts during 
the audit period which are not described in MOPS.  Between 2009 and 
2010, RMS issued three Safety Tips, while between 2010 and 2013, RMS 
issued nine Safety Alerts—though all are available on the Department’s 
intranet site. 

Historically, the newest sworn personnel took on the task of updating paper 
copies of the Library maintained in each fire station.  A periodic set of changes 
would include a “goldenrod” list of changes that all personnel could use to 
inform themselves of the changes.  As the informal digitization process 
continued sworn personnel began turning to the online Library, the goldenrod 
disappeared, and with it top to bottom awareness of Library changes. 

In addition, several years ago, various LAFD sworn employees began a process 
of moving MOPS and the entire LAFD Library online.  The multi-year process 
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includes digitizing the Rules & Regulations, MOPS Volumes, and the Books.  
Much of this material is now available on the LAFD web portal; however, the 
transition period coincided with a failure to keep the previous (hardcopy) 
Library current.  The combination of online and paper versions of the Library 
led to confusion. 

During the course of our audit, LAFD accelerated the process of updating these 
documents and provided a list of overdue Training Bulletin updates.  Most of 
the Training Bulletins were related to LAFD operations (e.g., controlling 
natural gas leaks, procedures for supplementing high-rise fire pumps) that 
could impact firefighter safety. 

Given the nature of the LAFD’s public safety operations, clear, formalized 
policies and procedures are necessary to ensure the maximum safety of 
firefighters.  Team members count on each other to conform to these policies 
and procedures to ensure the highest level of safety and injury prevention. 

Communication Channels 

Communications to sworn personnel is primarily accomplished through chain-
of-command via the Captains, and through citywide voice communications to 
all fire stations.  According to MOPS, “The timely dissemination of written 
communication to all levels of the Department is a major component in 
increasing efficiency.  The LAFD Information Portal allows for the 
dissemination of important notices and bulletins to the field units and various 
Administrative Sections of the Department.  The Information Portal shall be 
the primary information conduit, along with Administrative Teletype notices.  
The Department mail distribution system may still be used at the 
Administration’s discretion.”9 

Although the Departmental portal helps to augment chain of command 
communications, direct email to members would allow LAFD to “push” 
messages to targeted groups—sections, units, divisions, air-ops versus divers, 
etc. 

LAFD has not regularly used email as a communication tool.  Relying on chain 
of command communications to notify members of policy changes or to 
disseminate safety tips/alerts could impact sworn personnel who are off-duty 
for more than a few days, unless there are other means to ensure the 
information has been “delivered.” 

                                                                 
9 LAFD Manual of Operations, Volume 1 0/3-.10.01. 
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Until late 2013, LAFD had not requested email accounts for all of its sworn 
employees.  Previously, LAFD had not budgeted funds to cover the costs of 
the email licenses. 

Outdated documents/communications may provide confusing, unclear 
guidance to personnel and not represent management’s intentions.  One 
example of this was a MOPS reference to the list of boots authorized by the 
Department as part of a firefighter’s uniform that was inconsistent with a 
memo issued by management.  It should be noted that LAFD updated the 
MOPS section on Personal Protective Equipment (PPE) and authorized boots 
within a day of receiving this information from the auditors. 

Senior LAFD management acknowledged the need for numerous corrections 
and updates to major portions of the LAFD Library.  A Captain took action in 
2011 to resolve the chronic MOPS update delays by making a presentation of 
proposed solutions to his supervisors; however, management did not adopt 
the proposal. 

Recommendations 

LAFD management should: 

2.1 Prioritize the development and implementation of the Risk 
Management Plan related to workers’ compensation.  
Specifically,  

a) Establish goal(s) to prevent and thereby reduce employee 
injuries/illnesses, and clearly communicate its goals and 
strategies to command staff and employees; 
 

b) Consider how its strategy to prevent occupational injuries 
should incorporate any existing safety/wellness programs 
and whether new programs should be developed; 

 
c) Monitor the effectiveness of its strategy to prevent 

occupational injuries/illnesses. 
 
d) Ensure current, accurate and updated information regarding 

safety practices, as noted in bulletins and operational 
manuals, is available to all staff. 
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2.2 Designate a budget for safety initiatives and consider providing 
the Safety Officer with authority for approving expenditures for 
safety initiatives.  

2.3 Consider having Safety Officer and Risk Manager responsibilities 
assigned to two individuals at a command level of management. 

2.4 Evaluate and address the reasons for employees filing multiple 
claims.  Review the circumstances and causes of the injuries 
experienced by frequent filers and develop a process to address 
them, which may include counseling on safety protocols, 
adjusting job functions, and/or investigating potential abuse of 
workers’ compensation.  

 

Finding 3: LAFD does not consider safety issues or unsafe work 
practices in employee evaluations, and does not formally 
recognize employees who exemplify safe and healthful 
work practices. 

Safety leadership is not one of the key factors in the performance 
evaluation form for Captains, and LAFD does not formally recognize 
employees who follow safe and healthful work practices. 

LAFD has an opportunity to build a stronger culture of performance 
safety and awareness as related to workers’ compensation. 

We noted that “safety” leadership is not one of the ten key factors in the 
performance evaluation form for supervisors (Captains), and LAFD does not 
formally recognize employees who follow safe and healthful work practices.  
Also, the IIPP does not require that Employee Evaluation reports document 
any failure to follow safe work procedures or adhere to established 
Department policies regarding safety and health during the rating period. 

Title 8, Section 3203 of the California Code of Regulations requires employers 
to recognize employees who follow safe and healthful work practices. 

Cal/OSHA’s model IIPP includes statements to ensure compliance with safety 
rules by evaluating employee’s adherence or failure to adhere to these rules. 

As noted in Finding #2, the Department has not prioritized 
preventing/reducing workers’ compensation injuries and resulting claims, and 
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the resulting Departmental culture that does not discourage excessive claims 
filing.  As shown in Exhibit 16, 66% of LAFD’s sworn employees filed at least 
one claim during our audit period, and 44% of those employees had filed two 
or more claims.  Further, 24% of the survey respondents believe there is an 
excessive number of workers’ compensation claims filed by their colleagues, 
and one-third believe their colleagues have filed questionable claims. 

Both employees and management should be held accountable for workplace 
safety, and minimizing workers’ compensation injuries and the resulting 
claims.  Evaluating supervisors and managers on their efforts to address 
workers’ compensation, including identifying potential fraud, can help define 
the Department’s expectations and stance to minimize workers’ compensation 
claims. 

The Office of the City Attorney is charged with investigating suspected 
fraudulent workers’ compensation claims and manages all litigation related to 
workers’ compensation cases, and provides training to City departments upon 
request.  The training is geared to supervisors and managers to help identify 
potential fraudulent claims, as well as understanding the problem in a broader 
context of economic impact and the law.  The training is often tailored to each 
department to address the unique problems or situations for that 
Department’s operations.  The City Attorney representatives recommend this 
training be provided to any new supervisors/managers, and periodically every 
two years, thereafter.  LAFD has not requested this training within the last 
four years. 

Recommendations 

LAFD Management should: 

3.1 Address the Departmental culture that may encourage excessive 
claims filing by holding employees and management 
accountable for workplace safety and workers’ compensation 
fraud.  For example: 

a) Incorporate safety and workers’ compensation prevention 
and investigation as criteria in supervisor and management 
employee evaluations; 
 

b) Ensure safety compliance is included in employee evaluations, 
and revise the IIPP as necessary; 
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c) Request City Attorney to provide training on Workers’ 
Compensation Fraud, tailored to focus on LAFD claims history 
and the unique operations of the Department. 
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Section II: Assessing and Managing Workers’ 
Compensation Risk 

NFPA standards recommends every fire agency to develop, implement and 
manage a risk management plan as part of the agency’s Occupational Safety 
and Health Program.  NFPA standards describe the way to reduce injuries and 
illnesses is to assess risks, devise a plan to control unacceptable risks, activate 
the plan with qualified personnel and resources, and monitor the results.  “Risk 
management is a vital component to any organization’s operation, especially 
a fire department.  Health and safety programs are elements of a health and 
safety management system that directs the risk management process.  The 
risk management process enables an organization to control and/or reduce 
the frequency and severity [of] the risks associated with fire department 
emergency and nonemergency operations.” 

In addition, according to the Controller’s 2008 Evaluation of Citywide Risk 
Management Functions, the five standard elements of a risk management 
program include: 

1) risk management governance – consistent risk management processes 
across the organization and produces a comprehensive and unified view 
of risk; 

2) risk identification and assessment - a proactive and systematic 
identification and evaluation of the full spectrum of risks the 
organization faces; 

3) risk quantification and aggregation - a method to quantify the impact of 
risks at the organizational level by aggregating and analyzing similar 
types of risk; 

4) risk monitoring and reporting - process to regularly review and report 
risk status and evaluate whether risks are being effectively and 
efficiently mitigated to acceptable levels; and 

5) risk and control optimization – ensure information regarding risks and 
potential impact is being consistently and effectively used to enhance 
decision making, improve operations and reduce the impact of risk when 
they occur. 
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Finding 4: LAFD lacks a risk management plan to address workers’ 
compensation.  As a result, the Department has not 
systematically assessed the risks associated with workers’ 
compensation injuries to address the causes of 
preventable injuries as a means to reduce claims and 
costs. 

If the Department had implemented a plan to reduce the overall 
number of new claims filed by as little as 2%, it would reduce annual 
workers’ compensation costs by an estimated $483,000. 

The Risk Management Section (RMS) is tasked with “reducing the exposure of 
the Department and its members from injury, illness and litigation through 
the implantation of effective management practices, enforcement of 
Department’s policies and education for supervisors and members.”  Although 
this is RMS’ mission, a risk management plan has not been completed.  We 
found the Department’s risk management process to be incomplete, and risk 
control and mitigation efforts inadequate as related to workers’ compensation. 

We noted that risk management activities are not centralized to enable a 
coordinated effort to assessing workers’ compensation risk.  Several different 
LAFD units participate in risk management activities, such as risk identification 
and assessment, but data-driven processes are limited.  RMS uses a paper-
based system to accumulate generic injury statistics. 

The Medical Liaison Unit (MLU) also uses a database to track firefighters on 
IOD, treatment and recovery, and return to duty dates.  The MLUS database 
contains more detailed descriptions of injury causes than what is captured on 
the City’s claims management system and could be used to support a data-
driven process to help manage workers’ compensation risk and prevent 
injuries.  MLUS data is based on information captured from the initial contact 
with the injured employee or supervisor, and we noted the data was generally 
complete and accurate as to broad injury cause.  See Appendix VI for MLUS 
data related to injury causes for claims opened in FY 10-11 through FY 12-13.  
However, two significant causes include incidents with only the broad category 
description of “structure fires” or “emergency medical services”.  These 
categories do not provide sufficient detail for identifying specific preventable 
injuries for trending and risk management purposes.  MLUS data would be 
enhanced further by specifying the details relevant to these incident injuries. 

Additionally, some studies mention fatigue as being a cause of workplace 
injuries; therefore, we reviewed payroll records for 57 employees who filed 
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claims in 2013 to identify if any had worked significant overtime prior to the 
injury.  Given the LAFD’s platoon-duty deployment and the constant staffing 
model, all sworn employees incur some overtime. 

We compared each sampled employee’s overtime usage prior to the injury to 
all LAFD sworn employees’ overtime usage to determine if those who had filed 
claims had incurred significantly more overtime than the average for sworn 
employees.  Two comparisons were performed, one for the six months 
preceding the injury, and another for the pay period in which the injury 
occurred.  Of those reviewed, five firefighters exceeded the Departmental 
overtime six-month average by 20 or more hours and nine firefighters 
exceeded the pay period average by 23 or more hours.  Overtime may have 
put these firefighters at greater risk of injury.  The Department should 
determine whether MLUS could be used to capture overtime usage/fatigue to 
assist in its assessment of whether this was the underlying cause for an 
employee’s injury. 

RMS does not use its paper-based system or MLUS database to drive change 
by analyzing injury trends and causes, or consecutive on-duty hours preceding 
an injury.  Further, RMS did not circulate Injury Causation Reports quarterly 
to Captains to address recurring injuries or injury trends, these reports were 
issued only sporadically during the audit period. 

As of our fieldwork date, the Planning Section had put on hold a broad risk 
assessment for the Department, and the Safety Coordinator was working on 
a risk assessment that has a more narrow focus on safety risks. 

As stipulated by LAFD management, the RMS is responsible to ensure the 
implementation of an adequate risk management plan.  RMS is also 
responsible for circulating Injury Causation Reports on a quarterly basis to 
supervisors (Captains) to address recurring injuries or injury trends among 
their reports with responsive training or disciplinary action. 

Without adequately identifying, assessing and mitigating the risks associated 
with workers’ compensation, injuries and illnesses that may be prevented will 
not be addressed and the costs to the City are not minimized.  While workers’ 
compensation costs are not allocated to the Department and therefore the 
financial impact may not be apparent to management, additional overtime 
costs necessary to cover for those injured employees on IOD are borne by the 
Department. 
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LAFD Management has not prioritized the development of a Risk Management 
Plan related to workers’ compensation.  In addition, the lack of systematic 
analysis of cause of injury data to determine preventable injuries may have 
hindered efforts to trend injury patterns.  Although a 2012 communication 
from the Fire Chief described a pilot project to reduce exercise related injuries, 
this effort was not sustained and did not address other types of injuries (see 
Finding #11).  According to the RM, the new Chief adopted the effort; 
however, the injury trends returned to the yearly levels previously 
experienced. 

Further, management and staffing changes may have affected the 
Department’s progress to implement a Risk Management strategy for workers’ 
compensation.  The Department has had four Chiefs in the last five years and 
staffing assignments in the Risk Management Section generally last two years. 

Recommendations 

LAFD management should: 

4.1 Expand the capabilities of MLUS to provide relevant, sufficient 
detail on injury causes, and determine how it can facilitate the 
identification of injury causes for prevention activities.  
Specifically,  

a) Ensure MLUS contains complete and accurate data, including 
further defining structure fire and emergency medical service 
incidents and the employee’s fatigue profile; 

 
b) Identify trends for Department-specific injuries and 

preventable causes; 
 
c) Use the data to develop measures to prevent similar types of 

injuries. 

4.2 Evaluate its workers’ compensation experience (claims, types of 
injuries, costs) from data provided, and develop a strategy to 
address preventing occupational injuries and illnesses that 
result in workers’ compensation claims. 
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Section III: Safety & Training 
While firefighters have an inherently dangerous job, implementing safety 
programs and protocols can minimize workers’ compensation injuries.  As we 
examined safety in terms of workers’ compensation prevention, we considered 
the following: 

 Safety roles 
o Safety Committees 
o Safety Officer/Safety Coordinator roles 

 LAFD’s Injury and Illness Prevention Program (IIPP) 
o Awareness and compliance 
o Applicability to firefighter safety 

 Safe environment – facilities 
 Safe equipment, uniforms, vehicles 
 Training programs 

o Formal & informal 
o Initial training and refresher training 
o Content of trainings and applicability to firefighter safety and 

workers’ compensation prevention, including best practices 
o Monitoring of training requirements 

 
Injury and Illness Prevention Program 

Cal/OSHA requires an Injury and Illness Prevention Program (IIPP) for every 
employer and for each worksite.  LAFD has a customized IIPP with the required 
elements, including: 

Safety Responsibilities 

Safety Communication 

Employee Compliance with Safe Work Practices 

Hazard Assessment and Inspection 

Accident/Exposure Investigation 

Hazard Correction 

Training and Instruction 

Record Keeping 
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The substance of the IIPP can contribute to ensuring safe working conditions.  
The City requires each Department/bureau/office to have its own IIPP so it 
can be customized to the entity’s specific operations.  In compliance with the 
City’s requirements, LAFD requires Safety Committees to be established as 
part of its IIPP. 

Safe Environment – Facilities 

The IIPP requires regular facility inspections, reviewing for hazards. 

Safe Equipment, Uniforms and Vehicles 

The Manual of Operations lists Personal Protective Equipment (PPE) 
components and equipment, and requires all firefighters to wear PPE when 
responding to requests for service. 

Training 

Safe outcomes are more likely when there is proper training, proper 
implementation of correct principles taught, and a system for measuring how 
well LAFD members train on and adhere to correct principles. 

 

Finding 5:  LAFD has lacked a fully functioning Safety Committee. 

As a result, the Department lacked an effective process to ensure 
safety equipment and clothing are sufficiently researched and 
recommended, and that studies and other materials pertaining to 
occupational safety and health are reviewed. 

The geographic diversity of Los Angeles requires a variety of solutions to fires 
and other emergencies in different parts of the City.  In some cases, the 
selection of equipment, personal protective equipment (PPE) and tools is 
handled by different units within the Department.  For example, fireboat 
operators seek out and select equipment that other fire stations would not 
need.  The Department’s Supply and Maintenance Division oversees the 
selection, testing, and purchase of a variety of tools and equipment (with input 
from RMS to ensure compliance with NFPA, Cal/OSHA and other standards) 
and the Safety Officer is responsible for evaluating firefighter protective 
clothing. 

However, without a fully functioning Safety Committee, the Department lacks 
assurance that recommendations to change equipment, clothing and other 
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items are based on sufficient research and study.  Further, recommended 
changes may not be based on the Department’s experience with accidents 
caused by equipment, clothing, tools or other apparatus.  In response to our 
survey, 24% of the respondents were unsure or disagreed that the 
Department provided tools, personal protective equipment, uniforms and 
vehicles that are effective and keep them safe. 

We also noted the process to obtain firefighter suggestions for equipment 
improvements or to note problems is not anonymous, which could possibly 
discourage personnel from sharing information with the Safety Committee.  
Currently, firefighters can submit suggestions using Form 100 that is reviewed 
through the chain-of-command.  If an idea provided by a staff member is 
accepted, the member receives $100.  The Safety Coordinator indicated that 
some information/potential issues from firefighters may become known when 
he is assigned to work at fire stations.  This seems to support that less formal 
methods to obtain suggestions would be worthwhile to pursue.  The Safety 
Coordinator is considering an option to use email or the Departmental intranet 
portal to facilitate direct submission of suggestions from personnel to the 
Safety Committee.  According to Title 8, Section 3203 of the California Code 
of Regulations, an employer should ensure the IIPP includes a system of 
anonymous notification by employees about hazards. 

MOPS tasks the Department Safety Officer with “evaluating and 
recommending proposals for safety equipment and clothing to determine 
effectiveness and value in fire ground operations and effects on health and 
safety of members.”10 

NFPA 1500 describes the purpose of the Occupational Safety and Health 
Committee to conduct research, develop recommendations and study and 
review matters pertaining to occupational safety and health with the fire 
department. 

The opportunity for the Safety Committee to add specialized insight and 
oversee equipment and clothing purchases and maintenance may be 
inadequate to optimize safety.  By not providing more direct or anonymous 
means to solicit and encourage suggested improvements or issues from 
firefighters related to safety, the Department may be missing opportunities to 
prevent injuries. 

                                                                 
10 Manual of Operation, Volume 1, 1/5-30.50 (E). 
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Until late 2013, the Safety Committee had not met for years.  The Safety 
Committee was “re-established” by the Fire Chief as of August 2013 to “assist 
in implementing safety practices and equipment trials and testing.”  
Subsequent to the audit period, Safety Committee meetings were convened 
in December 2013, May 2014, and September 2014. 

Recommendations 

LAFD Management should: 

5.1 Ensure that the Safety Committee reviews and approves 
suggested/recommended clothing, PPE, tools and equipment 
selections to ensure safety considerations have been 
addressed. 

5.2 Pursue utilizing more direct and anonymous ways for sworn 
personnel to submit suggestions or concerns directly to the 
Safety Committee, such as email or the Departmental intranet 
portal. 

 

Finding 6: The Department has not developed a reliable, data-driven 
safety training program that specifically addresses safety 
and injury prevention for the most common types of 
injuries that occur. 

There is not a training program or curriculum that specifically 
addresses safety and injury prevention as a result of identified risk 
areas or an analysis of injury trends.  For example, sworn employees 
with 6-10 years of service filed the most claims during our audit 
period; and sworn employees between 51-55 years of age filed the 
most claims compared to other age groups. 

Safety training topics can be generated from various sources within the 
Department, and training delivery varies.  For example, the In-Service 
Training Section develops the fire training curriculum and may conduct fire 
training sessions in-house or by contracted trainers.  In-Service training can 
be department-wide, or focused on specialized subjects or specific ranks; 
much of the training this section provides appears to be focused on the 
Command/Officer staff.  In addition, most of the regular training members 
receive is conducted by immediate command staff (captains) during work 
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shifts.  These trainings are often conducted during morning lineup from 
bulletins and directives and are at the discretion of the station captains. 

As a result, there is not a training program or curriculum that specifically 
addresses safety and injury prevention based on identified risk areas or an 
analysis of injury trends.  This appears to be a concern of firefighters since 
38% of the survey respondents indicated they were unsure or disagreed that 
the Department had training in place that kept employees safe and healthy.  
Further, as shown in Exhibits 9 and 11, sworn employees with 6-10 years of 
service filed the most claims during our audit period; and sworn employees 
between 51-55 years of age filed the most claims compared to other age 
groups.  However, the Department has not developed safety training specific 
to these groups of employees. 

NFPA 1500, Section 5.1.1 states that fire departments shall establish and 
maintain a training, education, and professional development program with a 
goal of preventing occupational deaths, injuries, and illnesses. 

Along this line, MOPS specifies that the Department Safety Officer develops 
and authors Department Safety Bulletins.11  However, without identifying 
injury causes to enable determining safety training needs, there is limited 
assurance that the Department is adequately mitigating future illnesses and 
injuries. 

Recommendations 

LAFD Management should: 

6.1 Utilize workers’ compensation claims data, such as injury type 
and cause, to develop specific training topics to help reduce 
future incidents. 

6.2 Consider designing training based on an evaluation of 
injuries/illnesses by age or years of service. 

 

 

                                                                 
11 Manual of Operations, Volume 1.  
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Finding 7: LAFD did not adequately manage PPE as outlined by NFPA 
Standards to ensure cleaning, inspections and disposal 
took place at appropriate timeframes. 

Each firefighter had one PPE ensemble for structure fires, making on 
duty PPE cleaning impractical, and LAFD had no PPE inventory system 
to track and schedule PPE cleaning and PPE retirement. 

Sworn personnel wear Personal Protective Equipment (PPE), also known as 
“turnouts” for protection against heat and environmental hazards—including 
bio-hazards.  PPE comes in a variety of ensembles designed for scenarios such 
as wildland fires, structure fires, and responses to health emergencies.  Each 
firefighter (/paramedic) normally has one PPE ensemble for wildland fires and 
another ensemble for structure fires or EMS incidents. 

There was no tracking database or inventory system for all PPEs during the 
scope of our audit.  As a result, the Department lacked accurate information 
related to the cleaning and retirement schedule for PPE.  In addition, during 
our audit period, firefighters had only one PPE ensemble for structure fires, 
making on-duty cleaning of that PPE impractical. 

MOPS tasks the Department Safety Officer with “evaluating and 
recommending proposals for safety equipment and clothing to determine 
effectiveness and value in fire ground operations and effects on health and 
safety of members.”12 

NFPA 1851 Standard on Selection, Care, and Maintenance of Protective 
Ensembles for Structural Fire Fighting and Proximity Fire Fighting recommends 
fire departments to compile and maintain records of its structural fire 
protective clothing, including protective clothing which is assigned on a 
temporary basis (loaner).  Specifically, protective clothing, which includes 
coats, pants, hoods, helmets, gloves, and boots, should be: 

 washed at least every six months; 

 inspected a minimum of every 12 months; 

 retired no later than 10 years from manufactured date, with the 
radiant outer shell replaced after a maximum of 5 years; and then 

                                                                 
12 Manual of Operation, Volume 1, 1/5-30.50 (E) 
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 disposed of in a manner to ensure that clothing is not used in any 
firefighting, emergency activities, or live fire training. 

PPE has a limited useful life and should be retired on a predetermined 
schedule.  The harsh environment of a fireground (location of a fire) or a 
response to a health emergency necessitates a specialized cleaning process 
to remove chemicals, bio-hazards, or other contaminants.  Cleaning should 
occur on a regular basis and when the occasion dictates. 

PPE should also be sized to fit the individual.  This ensures that bending and 
stretching movements in an emergency situation do not result in the 
protective garment exposing the sworn employee to heat or other 
environmental hazards. 

Further, the NFPA recommends that “the fire department should consider 
providing each member with two complete sets of structural fire-fighting 
protective clothing that meet the requirements of NFPA 1971 whenever 
possible.  Fire fighters provided with two complete sets of structural fire-
fighting protective clothing can change easily into proper-fitting garments and 
will not be unnecessarily exposed or expose the public to contaminants.  
Structural protective clothing that is cleaned properly and is completely dried 
before the next use will last longer and provide greater protection than soiled 
or damp garments.”  For example, wet PPE can cause firefighter steam burns 
in a hot environment. 

Without appropriate tracking systems to manage PPE and the required 
cleaning, inspection and disposal poses a risk of providing safe, protective 
clothing for firefighters.  There is the potential for increased risk of illness or 
injury from contaminated or unsafe PPE. 

RMS experienced more than a 10% reduction in staff during the scope of our 
audit.  In addition, a PPE contractor was tasked with creating a PPE inventory 
database, but it was not completed.  Recently, the Department has ensured 
the contractor complied with the contract provision, and the PPE database was 
being completed as of our fieldwork. 

During the audit, the Risk Management Section was developing a risk 
assessment (currently suspended) to inform the “Managed PPE Plan,” outlined 
in September 2013 (subsequent to our audit period) which includes the 
following components: 

 Policy to restrict PPE from fire station living quarters; 



Audit of LAFD's Workers' Compensation Prevention Program 
Findings & Recommendations 

P a g e | 45  

 Centralization of equipment trials and testing to the Safety 
Committee; 

 Coding and tracking all PPE to assist in equipment replacement, 
budget forecasting, repair, cleaning, and inspection documentation; 

 Personal sizing of all turnout coats and pants; 

 Distribution of two sets of turnouts for each field member to 
facilitate cleanings, inspections, and increased safety; 

 Evaluating contract services that will provide two mandatory 
cleanings annually for all turnout coats and pants; 

 Evaluating the addition of more PPE washer/extractors for members 
to clean their PPE when needed between their scheduled cleanings 
by the Independent Service Provider (ISP); and, 

 PPE inspections done by the ISP after each cleaning. 

As described above, the Managed PPE Plan appears to address the need to 
track PPEs through an inventory management system. 

Recommendation 

LAFD Management should: 

7.1 Ensure the Managed PPE Plan is fully implemented and 
remains in effect. 

Safety Management Systems 

Preventable disasters and their related litigation have transformed the 
traditional concept of a safety program into a Safety Management System 
(SMS).  An SMS is based on the premise that there will always be safety 
hazards and human errors.  SMS establishes processes to improve 
communication about these risks and take action to minimize them.  This 
approach will subsequently improve an organization’s overall level of safety.  
Much like the risk management process described in Finding #4, SMS includes 
goal setting, planning, documentation, and regular evaluation of performance 
to ensure that goals are being met.  SMS includes several key system safety 
principles as shown below: 
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Management commitment to safety - Because the attitudes and actions of 
management can significantly influence the entire staff, it is critical that 
leaders commit to the success of an SMS implementation. 

Proactive identification of hazards - Early identification and reporting of 
hazards can save a significant amount of time and resources down the road. 

Actions taken to manage risks - A system must be in place to determine 
logical approaches to counteract known risks to safe operation. 

Evaluation of safety actions - An ongoing evaluation of the impacts of risk 
management actions is necessary to determine if further remedial activities 
are required. 

SMS builds upon an organization’s existing safety processes, and takes a 
proactive approach to safety management—it goes beyond prescriptive audits 
and checklist-based inspections to develop procedures and indicators that 
anticipate safety risks.  SMS spreads responsibility for safe operations 
throughout all levels and segments of the organization.  This increase in the 
number of people watching for safety issues makes it less likely that a hazard 
will go undetected and possibly lead to an accident. 

 

Finding 8: LAFD has not implemented a Safety Management System 
department-wide. 

LAFD’s Air Operations adhere to a Safety Management System (SMS), 
as recommended by the National Transportation Safety Board (NTSB), 
to continuously drive safer outcomes.  By not expanding SMS to the 
entire department, LAFD has not adopted an approach to safety that 
has resulted in dramatic reductions in injuries and illnesses in other 
organizations. 

LAFD’s Air Operations adhere to a Safety Management System as 
recommended by the National Transportation Safety Board for the Helicopter 
Emergency Medical Services (HEMS) industry.13  However, this type of 
comprehensive, cultural shift of proactively addressing safety has not been 
implemented throughout the Fire Department. 

                                                                 
13 NTSB Report 4402G, October 1, 2009, pages 6-8.  
http://www.ntsb.gov/doclib/recletters/2009/A09_97_101.pdf.  
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SMS goes beyond an Injury and Illness Prevention Program (IIPP) by focusing 
on performance instead of compliance.  SMS requires a continuous feedback 
loop, with evaluation mechanisms for continual improvement in organizational 
and worker safety and health. 

The American National Standards Institute (ANSI) institutionalizes SMS with 
their ANSI Z10 Standard, touted as “A New American National Standard for 
Management Systems in Occupational Safety and Health.” 

SMS has been implemented by the United States Department of Defense, led 
by the United States Air Force.  In addition, the Transit Rail Advisory 
Committee for Safety promotes SMS as the future for rail safety, and the 
Orange County Fire Authority’s Strategic Plan for 2010-15 includes an 
objective to develop a “health and safety management system.” 

Some of the issues we noted related to the Department’s approach to safety 
may be the result of not proactively addressing safety, but focusing on post-
incident analysis and reacting to issues as they happen.  For example, SMS 
may have ensured that MOPS and IIPP were kept current and reflected current 
policy and operations, and appropriate injury causes and trends were 
identified and communicated to supervisors. 

Recommendation 

LAFD Management should: 

8.1 Consider implementing a Safety Management System 
throughout the Department, using the Air Operations’ 
experience as a basis for development. 

 

Department Training Records 

According to the Department’s training database, known as the Network 
Staffing System (NSS), sworn employees trained approximately 1.3 hours per 
shift during our audit period.  Training hours tracked include hands-on 
training, training in a classroom setting, training by the station commander at 
the beginning of a shift (lineup), or training by employees reading specified 
material. 

The Department assigns a unique training code to each training 
subject/class/event.  The Fire Department uses a database developed in-
house to track training for sworn employees by recording the date, employee 



Audit of LAFD's Workers' Compensation Prevention Program 
Findings & Recommendations 

P a g e | 48  

name, training code, etc.  This system has a reporting capability designed to 
allow Department managers to monitor training by employee, station, 
battalion, and division. 

Recently, LAFD began using Target Solutions’ Online Training & Records 
Management System to control training of emergency medical responders.  
Sworn employees use these records to maintain their professional medical 
licenses or certifications. 

 

Finding 9: The Department must improve its process to ensure 
sworn employees complied with safety training 
requirements, which is intended to mitigate the risks for 
injuries and illness. 

Based on a sample of training topics, the Department’s training 
database showed a significant percentage of LAFD sworn employees 
did not take the required safety training courses.  However, in some 
cases, this could be the result of inaccurate training records. 

We selected 17 safety-related training topics and found that for an average of 
90% of the sworn employees, records indicated they had not complied with 
the required training.  For example, two of the training topics covered Safe 
Lifting, yet only eight employees were recorded in the database as having 
taken the training.  This low level of training compliance was noteworthy given 
the fact that back injuries for the Fire Department resulted in more workers’ 
compensation costs than any other injury—nearly $7 million for the audit 
period.  By comparison, the training records for self-contained breathing 
apparatus that all sworn employees must take to work on the fire ground, 
showed 94% had taken the training. 

Sworn employees record training in three places: NSS, the Station Journal, 
and the sworn employee’s Personal Record Book (PRB).  This is a cumbersome 
process that may pose recordkeeping challenges for supervisors to ensure 
compliance, and has led to another tracking system to ensure training entries 
were made to the three separate records.  For example, one fire station (Fire 
Station 70) requires each sworn employee to enter their training on a tracking 
sheet where they report that they have made the requisite entries in all three 
places. 
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An LAFD administrative review dated March 18, 2014 reported issues with 
training recordkeeping.  We also found that control over data entered in the 
NSS recordkeeping and reporting database is inadequate to provide LAFD 
leaders a reliable system for determining the level of awareness of safety 
bulletins. 

NFPA 1500 recommends fire departments develop and maintain a system to 
monitor and measure training progress and activities of its members.14  Two 
other related requirements of this “Member Proficiency” section also require 
accurate recordkeeping to optimize compliance and the anticipated benefit: 

5.5.1 The fire department shall develop a recurring proficiency cycle with the 
goal of preventing skill degradation and potential for injury and death of 
members. 

5.5.3 The fire department shall provide an annual skills check to verify 
minimum professional qualifications of its members. 

Without proper safety training, sworn employees face increased risk of illness 
or injury.  In response to our survey, 15% of respondents indicated they were 
unsure or disagreed that they had received appropriate training to enable 
them to complete their work effectively, yet safely.  Without accurate and 
reliable reporting on the training that sworn employees receive, management 
is unable to enact policies efficiently and effectively to improve safety training 
for sworn employees. 

The Department does not have a process to ensure the accuracy and reliability 
of its training records. 

Recommendations 

LAFD Management should: 

9.1 Establish a process to ensure the accuracy and reliability of 
training records. 

9.2 Monitor training records to ensure sworn personnel comply 
with training requirements. 

 

                                                                 
14 NFPA 1500, 5.5.2   



Audit of LAFD's Workers' Compensation Prevention Program 
Findings & Recommendations 

P a g e | 50  

Section IV: Wellness & Fitness 
In the normal course of employment, emergency medical and firefighting 
duties routinely require intense physical exertion.  For example, paramedics 
may need to extricate a large individual, who may be unconscious, from a 
confined space when time is critical.  A fire in a multi-story building may 
require a firefighter to repeatedly ascend and descend several flights of stairs, 
carrying heavy gear or unconscious individuals, when lives depend on prompt 
performance. 

There is a growing body of evidence supporting carefully structured physical 
training and agility tests as a way to both improve performance and reduce 
injuries and illnesses among fire agencies’ sworn employees and trainees. 

While LAFD and benchmarked fire agencies do not impose fitness standards 
or requirements for its personnel, the well-known Fire Service Joint Labor 
Management Wellness-Fitness Initiative (WFI) is promoted both by labor 
(International Association of Fire Fighters, or IAFF) and by management 
(International Association of Fire Chiefs, or IAFC), with the ultimate goal “to 
improve the quality of life of all uniformed personnel.”  Nine of the ten 
comparison fire agencies currently have a fitness and wellness program. 

The WFI project seeks to demonstrate the value of investing wellness 
resources for the duration of uniformed employees’ careers in order to 
maintain fit, healthy, and capable firefighters and EMS responders.  An 
effective program will minimize the expenditures on lost work time, workers’ 
compensation, and disability.  In addition, through data collection and 
analysis, participating departments will create a valuable database which can 
be utilized throughout the fire service. 

WFI suggests a program that includes: 

o Fitness 

o Medical Evaluation 

o Fitness Evaluation 

o Injury and Medical Rehabilitation 

o Behavioral Health 
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Another program is the Functional Movement Screen® (FMS) which LAFD 
began testing with a recent class of new recruits in February 2013.  Rather 
than the traditional emphasis on building muscle mass, FMS focuses on 
building core strength, flexibility, stability and full-body workouts.  LAFD is 
having a team of firefighters trained and certified as Peer Fitness Trainers for 
new and potential recruits. 

Fire agencies that have implemented wellness or fitness programs have 
reported reductions in firefighter injuries and/or reduced severity of injuries.  
For example, the Los Angeles County Fire Department reported a 25% 
reduction in total injuries between 2000 and 2007, and related the decline 
directly to the Wellness-Fitness Program, which mandates participation in the 
on-duty exercise program that includes cardiovascular conditioning, muscular 
strength/endurance conditioning, and flexibility/elasticity.  For individuals who 
choose to participate, there is also a Fitness For Life program (FFL) that 
provides a 3% incentive bonus for those participants who meet specified 
criteria. 

The Orange County Fire Authority (OCFA) also reported a 24% decline in the 
funding resources needed for worker’s compensation costs (doctor’s fees, 
medication, physical therapy and other expenses) over four fiscal years 2005-
2008.15 

 

Finding 10: LAFD has not adopted the IAFF / IAFC Wellness-Fitness 
Initiative that other agencies have used to drive dramatic 
reductions in injuries and related workers’ compensation 
costs. 

Investing in a well-developed wellness and fitness program and 
providing incentives for maintaining fitness standards could prove 
cost effective by reducing workers’ compensation injuries and 
illnesses. 

The Department has only recently implemented a new fitness program, known 
as the Functional Movement Screen®; however, the program is for new 
recruits and not active firefighters.  For active firefighters, LAFD does not have 
a comprehensive Fitness and Wellness Program, as recommended by NFPA 
standards. 

                                                                 
15 OCFA’s actuary estimated the funding resources necessary to pay workers’ compensation costs. 
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In 2003, the Department created a wellness program using grant funding and 
some budgeted funding.  This prior program included periodic medical and 
fitness testing and emphasized exercise and stretching.  We also noted a 
reference to a LAFD Physical Fitness Manual (dated 1971) and MOPS 
references to programs that no longer exist, such as the Weight Control 
Program and medical and fitness examinations.  We noted that 18% of the 
survey respondents were unsure or did not participate in an exercise program 
or consider themselves physically fit. 

NFPA 1583 Standard for Health-Related Fitness Programs for Fire Department 
Members describes five components regarding physical fitness: 

1. Assignment of a qualified health and fitness coordinator; 

2. Periodic fitness assessment for all members; 

3. An exercise training program that is available to all members; 

4. Education and counseling regarding health promotion for all 
members; and, 

5. Process for collecting and maintaining health-related fitness 
program data. 

The Importance of Health and Wellness16 

The importance of health and wellness and the need for developing and implementing 
health and wellness programs in fire departments can be summarized by the 
following: 

1. Improves heart health.  The importance of aerobic exercise cannot be 
overstated.  Heart attacks cause the majority of deaths among on-duty 
firefighters.  Regular aerobic exercise helps prevent heart disease, 
strengthens the heart muscle, decreases clotting, and stabilizes the electrical 
activity of the heart.  Aerobic exercise slows plaque buildup in the arteries and 
also helps to normalize blood pressure, especially in people whose blood 
pressure is somewhat elevated. 

2. Improves heat tolerance.  Exercise increases blood volume, which improves 
heat tolerance.  Improved heat tolerance helps firefighters battle more intense 
fires. 

                                                                 
16 Health and Wellness Guide, U.S. Fire Administration, FEMA, 2/2009, page 5. 
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3. Helps prevent Type II diabetes.  Exercise improves the body’s ability to 
regulate blood sugar, preventing Type II diabetes. 

4. Reduces risk of strains and sprains.  Physical activity strengthens the muscles 
and joints and other structures like tendons and ligaments that help hold the 
body together.  This strengthening decreases the risk of strains and sprains—
the leading cause of injury for firefighters. 

5. May improve emotional state.  Volunteer firefighters often deal with life-and-
death situations when they respond to an emergency.  Taking part in health 
and wellness programs improves their psychological and emotional states, 
which will improve emotional reactions during a life-and-death situation.  An 
improved emotional state also improves self-esteem, self-efficacy, and sleep 
patterns, thereby reducing depression, anxiety, and stress. 

6. Maintains weight loss.  Exercise and proper nutrition help control body weight 
and are essential in any weight loss program.  Weight loss is more likely to 
be maintained if a person continues to exercise.  Weight loss increases 
stamina as well as aerobic abilities, both of which are needed for firefighting. 

7. Maintains metabolic rate.  By preventing the loss of metabolically active 
muscle tissue, exercise helps prevent the drop in metabolic rate that 
sometimes accompanies weight loss and the gradual decline in metabolic rate 
that occurs with aging. 

8. Enhances ability to fight fires.  Exercise can slow the loss of stamina, strength, 
flexibility, bone density, and metabolic rate, which all affect an individual’s 
ability to fight a fire. 

9. Prevents development of back problems.  Maintaining flexibility in the muscles 
of the legs and lower back and increasing strength in the abdominal and back 
muscles can help prevent the development of back problems.  Back problems 
among firefighters often develop from lifting hoses and equipment and moving 
apparatus. 

10. Encourages overall healthy lifestyle.  As fitness and nutrition improves, 
activity becomes easier.  Exercise increases stress resistance and improves 
sleep.  An active lifestyle also encourages other health-promoting habits, such 
as avoiding tobacco and alcohol and developing healthy eating habits.  Besides 
feeling better, firefighters lower their risk for injury or even death with more 
and consistent exercise. 

By implementing a wellness/fitness program, the Los Angeles County Fire 
Department saw a 25% decline in injuries over seven years (2000-2007).  
OCFA saw a 24% decline in workers’ compensation funding requirements, 
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along with a 40% decline in IOD time off.  A similar reduction in LAFD workers’ 
compensation injuries over several years could save millions of dollars. 

Budget and union issues have resulted in LAFD discontinuing periodic medical 
evaluations, a wellness program, and mandatory fitness standards.  To date, 
LAFD has not allocated funds for medical exams or a wellness program nor 
has it mandated fitness standards. 

Recommendations 

LAFD Management, in consultation with the CAO, should: 

10.1 Form a joint labor management committee to evaluate the 
potential savings from full implementation of the wellness 
and fitness programs described in NFPA Standards and WFI, 
including the benefit of providing incentives to firefighters 
who meet related fitness standards. 

 

Finding 11: LAFD does not prohibit court sports participation by on-
duty sworn personnel which unnecessarily increases the 
risk of workers’ compensation injuries. 

Other agencies prohibit all competitive sports due to the risk of 
causing on-duty injuries.  Court sports injuries cost the City $1.3 
million in FYs 2010-13 in workers’ compensation costs; in addition, 
LAFD incurred an estimated $2 million in overtime in one year to 
provide coverage for firefighters who were out on IOD due to their 
court sports injuries. 

Sixty-one of the 106 fire stations have a sport court for on-duty exercise.  The 
LAFD Library includes the Department’s Physical Fitness Manual (Reference 
Material Book 96), published in 1971, called Good Health through Physical 
Fitness, that describes the on-duty physical exercises and activities and 
nutrition recommendations for members, and indicates that “all members will 
participate” in the Program. 

In June 2012, the Fire Chief issued a memo that addressed the high 
percentage of injuries and workers’ compensation claims due to exercise or 
fitness activities.  The memo encouraged pre-activity stretching and warm-
up, refraining from excessive weight lifting, demonstrating restraint, and 
eliminating any traditional firehouse games with injury potential.  The Chief 
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stated that management would analyze injury data for the following six 
months to determine whether adherence to his recommendations led to a 
reduction in workers’ compensation claims without significant restrictions to 
the Department’s exercise program. 

Three months into the six-month trial, LAFD management reported the 
number of workers’ compensation claims decreased nearly 50% compared to 
the same period in the prior year.  A few months after issuance of this report 
the Mayor named a new Fire Chief.  According to the Risk Manager, the new 
Chief supported the effort; however, the injury trends returned to the yearly 
levels previously experienced. 

According to LAFD management, there were no changes to policy to address 
injuries sustained during exercise or athletic activities as a result of this 
memo.  For example, there was no policy change or enforcement of existing 
policy to restrict members from participating in a certain exercise activity for 
a period of time if he/she had recently returned to full-duty from an injury 
caused by participating in that exercise activity.  According to the MOPS 3/1-
96.01, the “Operations Commander will restrict those members from 
participation in on-duty athletic activities whose physical conditions are such 
that continued participation in these activities may cause injuries to occur or 
may aggravate injuries previously sustained.” 

Although LAFD has recognized that athletic activities, particularly court sports, 
have been a significant source of injury and workers’ compensation costs, it 
does not appear that the LAFD has effectively addressed the level of injuries 
due to exercise activities, such as racquetball and handball, which are 
preventable injuries.  While management encouraged measures to minimize 
these injuries, there were no policy changes that would hold members 
accountable for their injuries. 

We reviewed injuries due to on-duty physical fitness or athletic activities and 
noted they result in a significant proportion of LAFD’s workers’ compensation 
injuries.  According to the Department’s reports, “Exercise” injuries accounted 
for 12% of total claims, 15% of light duty days, and 14% of full-duty days off 
for FY 2012-13. 

LAFD has been unable to mitigate this known risk and source of preventable 
injuries.  In comparison, seven of the ten benchmarked fire agencies, including 
the Orange County Fire Authority and Los Angeles County Fire Department, 
have prohibited team sports, recreational, competitive or contact sports --or 
any game or sport that could possibly cause an injury to occur while on duty. 



Audit of LAFD's Workers' Compensation Prevention Program 
Findings & Recommendations 

P a g e | 56  

Court sports (e.g., handball and racquetball) resulted in 41 of the 108 exercise 
incidents and 2,003 (45%) of the 4,490 full-time days off for exercise-related 
injuries during Fiscal Year 12-13.  See Appendix VI for MLUS data related to 
injury causes for claims opened in FY 10-11 through FY 12-13.  If the 
Department eliminated these types of injuries, a potential $1.3 million in 
workers’ compensation costs could have been avoided.  In addition, the 
Department has estimated that overtime costs $1,000 per day to provide 
coverage for a firefighter who is unable to work.  Based on the number of 
claims and related IOD resulting from court sports injuries, it cost an 
estimated $2 million in overtime in one year to provide staffing coverage for 
firefighters on IOD due to court-sport on-duty injuries. 

Recommendations 

LAFD management should: 

11.1 Consider prohibiting on-duty sworn employees from 
participating in certain activities that have shown a high 
propensity for workers’ compensation injury; for example, court 
sports such as racquetball and handball and other competitive 
or contact sports. 
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Cal/OSHA – A unit within the State Division of Occupational Safety and 
Health (DOSH).  Cal/OSHA inspects workplaces and enforces laws to protect 
the health and safety of workers in California. 
 
Cumulative Trauma (CT) - Injuries to a body part caused by repeated 
events or exposures, whether overuse, exertion, impact, or vibration that 
occurs over an extended period of time.  When the date of injury is difficult to 
determine, the definition by law is “when the injury/illness was known or 
should be known”; in practice, it is typically the date of employment. 
 
Date of injury – The date the employee was hurt or became ill.  If the injury 
was caused by one event (a specific injury), this is the date of the event.  If 
the injury was caused by repeated exposures (cumulative trauma), this is the 
date that the worker knew or should have known that the injury was caused 
by work. 
 
Essential functions – Duties considered “essential” to fulfill job 
requirements.  When being considered for light or modified duty, you must 
have both the physical and mental qualifications to fulfill the alternative job's 
essential functions. 
 
Firefighter/Member – Generic reference to all classes of sworn employees, 
including apparatus operators, engineers of fire department, fire battalion 
chiefs, fireboat mates, fireboat pilots, fire captains, the fire chief, firefighters, 
fire inspectors, fire deputy chiefs, and fire helicopter pilots. 
 
Fraud – Is any knowingly false or fraudulent statement or action for the 
purpose of achieving personal gain; e.g. deceptively obtaining workers' 
compensation benefits. 
 
Injury and Illness Prevention Program (IIPP) – The name given in State 
law17 to a health and safety program every California employer must establish, 
implement and maintain.  Cal/OSHA enforces this law and City policy requires 
each workplace to have an IIPP specific to their environment. 
 
Injured On Duty (IOD) - The generic term used throughout the City for 
salary continuation pay to both civilians and sworn personnel for an 
employee’s first year of temporary total disability.  Sworn member’s salary 
continuation is dictated by State Labor Code under section 4850.  In this 

                                                                 
17 8 CCR 3203 
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report, we include 4850 pay under total temporary disability payments and 
consider the salary continuation as a cost of workers’ compensation. 
 
Light Duty/Modified Duty – Previous name of the City’s return to work 
program.  The City temporarily (180 days or less) assigns an injured employee 
to work that does not require the full duties of their field position.  The Primary 
Treating Physician (PTP) approves restrictions that will not aggravate the 
injury.  The Medical Liaison Unit, with Risk Management approval, determines 
if the department has a position that can accommodate the restrictions placed 
on the sworn member without aggravating the injury. 
 
Departments are required to code time in the City’s payroll system to a LD 
(light duty) code for monitoring purposes.  Some employees may have severe 
restrictions limiting them to clerical or administrative functions, while others 
may still be able to perform their essential job functions with some limitations, 
such as working a different shift. 
 
Medical Liaison Unit (MLU) - The liaison between employees, the 
Department, and the third-party claims administrator (TPA); performs a 
quality control review on claims paperwork, ensuring complete and properly 
executed claims reporting packages; performs workers’ compensation 
trainings; maintains doctor’s authorization forms that dictate the employees’ 
work restrictions, absences and expected return to work dates for the 
Department; and, functions as the Department’s Safety Officer for 
implementing and maintaining the IIPP, including performing and evaluating 
facility inspections, collecting incident summaries, and collecting OSHA 300 
and 300A forms. 
 
Member - In this report, the term refers to all sworn LAFD employees. 
 
Modified duty – See Light Duty. 
 
PaySR – The City’s payroll system. 
 
Permanent Disability - Any lasting disability that results in a reduced 
earning capacity after the primary treating physician determines that the 
employee has reached maximum medical improvement or MMI.  At that point, 
an employee’s disability is rated and permanent disability awards are 
determined and approved by a workers’ compensation administrative judge. 
 
Permanent disability (PD) benefits - Payments to a worker whose job 
injury permanently limits the kinds of work the worker can do or the worker’s 
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ability to earn a living.  Permanent partial disability (PPD) benefits are 
payments to a worker whose ability to compete in the open labor market or 
earn a living is reduced.  Permanent total disability (PTD) benefits are 
payments to a worker who is considered permanently unable to compete in 
the open labor market or earn a living. 
 
Primary treating physician (PTP) – is the doctor having overall 
responsibility for treatment of an employee’s work injury or illness.  This 
physician writes medical reports that may affect benefits.  Also called treating 
physician or treating doctor. 
 
Presumptive Injuries/Illnesses – Certain injuries or illnesses listed in the 
California Labor Code as continuing health hazards to sworn members are 
presumed work-related.  They are covered under the City’s workers’ 
compensation program unless there is overwhelming evidence the injuries or 
illnesses are not work-related.  These injuries or illnesses are not subject to 
apportionment—the City bears the entire cost versus an allocation to non-
employment causal factors for a preexisting disability or condition. 
 
Preventable Claims – Refers to workers’ compensation claims that could be 
prevented from occurring.  It includes claims that result from injuries or 
illnesses resulting from carelessness, poor equipment, facility hazards, or 
LAFD policies.  This area may be subjective by department/division and should 
be determined based on the employee’s essential job functions. 
 
Restricted Duty – An option that may be available to sworn members who 
have sustained an injury that precludes them from fulfilling their previous 
essential duties because of permanent restrictions placed on them by their 
doctor.  Restricted duty positions are fully funded LAFD positions that do not 
require the member to work in the field.  The permanent restrictions must not 
preclude the member from performing essential functions of the restricted 
duty position. 
 
Return to Work – After assessing an employee’s current capabilities, the 
employee’s primary treating physician determines the employee’s work 
restrictions.  Based on the physician’s report, an employee may be return to 
unrestricted duty, light or modified duty, restricted duty, or they will be off 
work and placed on total temporary disability. 
 
Risk Management – A systematic approach to identifying insurable and non-
insurable risks, evaluating the risk of loss versus the cost of insurance, and 
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minimizing the possibility of loss through well-planned and regularly followed 
systems and procedures. 
 
Specific injury – An injury that was caused by one event at work.  Examples: 
hurting your back in a fall, getting burned by a chemical that splashes on your 
skin, getting hurt in a car accident while making deliveries. 
 
Supervisor’s Accident Investigation (SAI) Form – The City Personnel 
Department has designed various forms to assist in the claims acceptance 
process; the form is required for every claim. 
 
Sworn Member/Firefighter – See Firefighter. 
 
Temporary Disability – In this report, refers to Temporary Total Disability, 
caused by a workplace injury or illness, wherein an employee’s primary 
treating physician has placed major work restrictions on the employee, making 
him/her unable to perform their job function or any other job within the City.  
For California sworn employees, it is comprised of one year continuing pay 
(referred to by legal code as 4850 pay or within the City as IOD) followed by 
subsequent year of State Rate payments.  It is important to note that this 
entitlement is payable up to one full year of payments, and is not limited to 
the one calendar year immediately following the date of injury, as the benefits 
may be paid during discontinuous periods of entitlement which ultimately total 
one year of payments. 
 
Third Party Administrator (TPA) – The City contracts out the 
administration of workers’ compensation claims for sworn employees.  The 
current TPA contract is between the City and Tristar Risk Management. (see 
the Controller’s audit of the TPA entitled ”Performance Audit of the Workers’ 
Compensation Claims Management for Fire and Police Personnel”). 
 
Work restrictions – A doctor’s description of clear and specific limits on an 
injured worker’s job tasks, designed to protect the worker from further injury. 
 
Workers’ Compensation Claim – A claim or case that covers an employee’s 
work-related injuries or illnesses.  The claims administrator manages claims 
to ensure employees receive appropriate and timely medical treatment to 
enable them to return to work. 
 
Workers’ Compensation – This refers to the no-fault insurance coverage 
wherein employees are covered for work-related injuries or illnesses in return 
for limited employer immunity from employee lawsuits.  While all employers 



Audit of LAFD's Workers' Compensation Prevention Program 
Glossary of Key Terms 

P a g e | 62  

in the U.S. must have workers’ compensation insurance, State law defines 
specific criteria as to how insurers and employers must address treatment and 
compensation.  The City of L.A. is self-insured as are nearly all municipalities. 
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Finding 
 

Page  Recommendation 
 

Page Entity Responsible 
for Implementation Priority 

1 LAFD has not 
operationalized a 
comprehensive, 
injury and illness 
prevention program 
to effectively 
manage its growing 
workers’ 
compensation 
expenditures. 

17 1.1 Establish and implement an operational 
injury and illness prevention program 
with dedicated resources (funding and 
staffing) and measurable Department-
wide goals and objectives to minimize 
its workers’ compensation claims and 
related costs.   

19 LAFD  A 

1.2 Manage workers’ compensation 
prevention by regularly reporting to 
Mayor and City Council on workers’ 
compensation statistics, Departmental 
prevention efforts, and results of 
corrective actions 

20 LAFD A 

1.3 Consider allocating or charging back 
workers’ compensation costs to 
Departments’ budgets, to provide a 
strong incentive to Departmental 
management to monitor, control and 
reduce their workers’ compensation 
costs. Ensure LAFD is held accountable 
for reducing workers’ compensation 
costs and that it is provided adequate 
resources (funding, staffing, 
information, tools) for a functional injury 
and illness prevention program. 

20 Mayor, Council A 

2 LAFD has not 
established that 
preventing/mini-
mizing workers’ 
compensation 
injuries and 
resulting claims is a 
priority.  There may 

20 2.1 Prioritize the development and 
implementation of the Risk Management 
Plan related to workers’ compensation.  
Specifically,  

a) Establish goal(s) to prevent and 
thereby reduce employee 
injuries/illnesses, and clearly 

30 
 
 
 
 
 
 
 

 LAFD A  
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be excessive claims 
filed and an 
opportunity to save 
up to $9.5 million 
annually, or 20% of 
its annual workers 
compensation. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

communicate its goals and 
strategies to command staff and 
employees; 
 

b) Consider how its strategy to 
prevent occupational injuries 
should incorporate any existing 
safety/wellness programs and 
whether new programs should be 
developed; 

 
c) Monitor the effectiveness of its 

strategy to prevent occupational 
injuries/illnesses. 

 
d) Ensure current, accurate and 

updated information regarding 
safety practices, as noted in 
bulletins and operational manuals, 
is available to all staff. 

 
 
 
 
 

30 
 
 
 
 
 
 

30 
 
 
 

30 

  2.2 Designate a budget for safety initiatives 
and consider providing the Safety Officer 
with authority for approving expenditures 
for safety initiatives.  

31 LAFD B 

2.3 Consider having Safety Officer and Risk 
Manager responsibilities assigned to two 
individuals at a command level of 
management. 

31 LAFD B 
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2.4  Evaluate and address the reasons for 
employees filing multiple claims.  
Review the circumstances and causes 
of the injuries experienced by frequent 
filers and develop a process to address 
them, which may include counseling on 
safety protocols, adjusting job 
functions, and/or investigating potential 
abuse of workers’ compensation.  

31 LAFD A 

3 LAFD does not 
consider safety 
issues or unsafe 
work practices in 
employee 
evaluations, and 
does not formally 
recognize 
employees who 
exemplify safe and 
healthful work 
practices. 

31 3.1 Address the Departmental culture that 
may encourage excessive claims filing 
by holding employees and management 
accountable for workplace safety and 
workers’ compensation fraud.  For 
example: 

a) Incorporate safety and workers’ 
compensation prevention and 
investigation as criteria in 
supervisor and management 
employee evaluations; 
 

b) Ensure safety compliance is 
included in employee evaluations, 
and revise the IIPP as necessary; 

 
c) Request City Attorney to provide 

training on Workers’ 
Compensation Fraud, tailored to 
focus on LAFD claims history and 
the unique operations of the 
Department. 

32 
 
 
 
 
 

32 
 
 
 
 
 
 

32 
 
 
 

33 

LAFD A 
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4 LAFD lacks a risk 
management plan 
to address workers’ 
compensation.  As a 
result, the 
Department has not 
systematically 
assessed the risks 
associated with 
workers’ 
compensation 
injuries to address 
the causes of 
preventable injuries 
as a means to 
reduce claims and 
costs. 

35 4.1 Expand the capabilities of MLUS to 
provide relevant, sufficient detail on 
injury causes, and determine how it can 
facilitate the identification of injury 
causes for prevention activities.  
Specifically,  

a) Ensure MLUS contains complete 
and accurate data, including 
further defining structure fire and 
emergency medical service 
incidents and the employee’s 
fatigue profile; 

 
b) Identify trends for Department-

specific injuries and preventable 
causes; 

 
c) Use the data to develop measures 

to prevent similar types of 
injuries. 

37 
 
 
 
 
 
 

37 
 
 
 
 
 
 

37 
 
 
 

37 

LAFD A 

 4.2 Evaluate its workers’ compensation 
experience (claims, types of injuries, 
costs) from data provided, and develop 
a strategy to address preventing 
occupational injuries and illnesses that 
result in workers’ compensation claims. 

37 LAFD A 

5 LAFD has lacked a 
fully functioning 
Safety Committee.  
As a result, the 
Department lacked 

39 5.1  Ensure that the Safety Committee 
reviews and approves suggested/ 
recommended clothing, PPE, tools and 
equipment selections to ensure safety 
considerations have been addressed 

41 LAFD A 



APPENDIX I: ACTION PLAN 

Audit of LAFD’s Workers’ Compensation Prevention Program  P a g e | 67  

an effective process 
to ensure safety 
equipment and 
clothing are 
sufficiently 
researched and 
recommended, and 
that studies and 
other materials 
pertaining to 
occupational safety 
and health are 
reviewed. 

5.2  Pursue utilizing more direct and 
anonymous ways for sworn personnel 
to submit suggestions or concerns 
directly to the Safety Committee, such 
as email or the Departmental intranet 
portal. 

41 LAFD B 

6 The Department 
has not developed a 
reliable, data-driven 
safety training 
program that 
specifically 
addresses safety 
and injury 
prevention for the 
most common 
types of injuries 
that occur. 

41 6.1  Utilize workers’ compensation claims 
data, such as injury type and cause, to 
develop specific training topics to help 
reduce future incidents. 

42 LAFD A 

6.2  Consider designing training based on an 
evaluation of injuries/illnesses by age 
or years of service.   

42 LAFD B 

7 LAFD did not 
adequately manage 
PPE as outlined by 
NFPA Standards to 
ensure cleaning, 
inspections and 
disposal took place 
at appropriate 
timeframes. 

43 7.1  Ensure the Managed PPE Plan is fully 
implemented and remains in effect. 

45 LAFD A 
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8 LAFD has not 
implemented a 
Safety Management 
System 
department-wide. 

46 8.1  Consider implementing a Safety 
Management System throughout the 
Department, using the Air Operations’ 
experience as a basis for development. 

47 LAFD B 

9 The Department 
must improve its 
process to ensure 
sworn employees 
complied with 
safety training 
requirements, 
which is intended to 
mitigate the risks 
for injuries and 
illness. 

48 9.1 Establish a process to ensure the 
accuracy and reliability of training 
records. 

49 LAFD A 

9.2 Monitor training records to ensure sworn 
personnel comply with training 
requirements. 

49 LAFD A 

10 LAFD has not 
adopted the IAFF / 
IAFC Wellness-
Fitness Initiative 
that other agencies 
have used to drive 
dramatic reductions 
in injuries and 
related workers’ 
compensation 
costs. 

51 10.1 Form a joint labor management 
committee to evaluate the potential 
savings from full implementation of the 
wellness and fitness programs described 
in NFPA Standards and WFI, including 
the benefit of providing incentives to 
firefighters who meet related fitness 
standards. 

54 LAFD, CAO B 

11 LAFD does not 
prohibit court 
sports participation 
by on-duty sworn 
personnel which 
unnecessarily 
increases the risk of 
workers’ 

54 11.1 Consider prohibiting on-duty sworn 
employees from participating in certain 
activities that have shown a high 
propensity for workers’ compensation 
injury; for example, court sports such 
as racquetball and handball and other 
competitive or contact sports. 

56 LAFD A 
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compensation 
injuries. 

 

A –High Priority - The recommendation pertains to a serious or materially significant audit finding or control weakness.  Due to 
the seriousness or significance of the matter, immediate management attention and appropriate corrective action is warranted. 

B –Medium Priority - The recommendation pertains to a moderately significant or potentially serious audit finding or control 
weakness.  Reasonably prompt corrective action should be taken by management to address the matter.  Recommendation should 
be implemented no later than six months. 

C –Low Priority - The recommendation pertains to an audit finding or control weakness of relatively minor significance or concern.  
The timing of any corrective action is left to management's discretion. 

N/A - Not Applicable 
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Finding/Recommendation 

 
 

Page Category Financial Impacts 

Finding 2:  LAFD has not established that 
preventing/minimizing workers’ compensation 
injuries is a priority.  There may be excessive claims 
filed and an opportunity to save up to $9.5 million 
annually, or 20% of its annual workers’ 
compensation costs. 

Recommendation 2.1:  Prioritize the development 
and implementation of the Risk Management Plan 
related to workers’ compensation, with goals to 
prevent and reduce injuries that result in claims. 

Finding 4:  LAFD lacks a risk management plan to 
address workers’ compensation.  As a result, the 
Department has not systematically assessed the risks 
associated with workers’ compensation injuries to 
address the causes of preventable injuries as a 
means to reduce claims and costs. 

Recommendations 4.1 & 4.2: Expand system 
capabilities to provide sufficient detail on injury 
causes, to inform prevention activities; Evaluate 
claims experience from data to develop appropriate 
strategy to prevent injuries resulting in claims. 

20 
 
 
 
 
 
 

30 
 
 
 
 
 

35 
 
 
 
 
 
 

37 

  

Cost Avoidance  

 
 
Ranging from $483K - $9.5M per 
year, ongoing. 
 
By reducing the number of new 
claims filed by as little as 2%, 
LAFD could save $483,000 
annually.  
 
If LAFD could reduce their claims 
rate in line with another 
jurisdiction, savings could reach 
up to $9.5 million annually. 
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Finding 11:  LAFD does not prohibit court sports 
participation by on-duty sworn personnel which 
unnecessarily increases the risk of workers’ 
compensation injuries. 

Recommendation 11.1:  Consider prohibiting on-duty 
sworn employees from participating in certain 
activities that have shown a high propensity for 
workers’ compensation injury; for example court 
sports such as racquetball and handball and other 
competitive or contact sports. 

 

 
 

54 
 
 

56 

 Cost Avoidance By prohibiting court sports 
participation, the Department 
could have avoided $1.3 million 
in workers’ compensation costs 
as well as an estimated $2 
million in overtime costs incurred 
due to firefighters out on IOD. 

 

Cost Recovery: Monies that may be recoverable. 

Cost Savings and Efficiencies: Cost savings opportunity and process enhancements. 

Cost Avoidance: Monies that are lost but are avoidable in the future. 

Increased Revenue: Revenue opportunities. 

Wasted Funds: Monies that are lost and not recoverable due to reckless act or mismanagement of funds. 

We strive to identify and recommend actions that will result in real financial impact, whereby the City can achieve significantly more 
through cost savings and/or increased revenue than the cost of the audit function.  The above dollar estimates are dependent upon 
various factors, such as full implementation of audit recommendations and should not be used as guaranteed amounts. 
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We reviewed and evaluated the safety and workers’ compensation prevention 
programs in place at the Los Angeles Fire Department over the three fiscal 
years from July 2010 through June 2013.  Some background information and 
exhibits also include the most current fiscal year, FY 2013-14. 

This audit was directed to LAFD’s management of workers’ compensation 
prevention for sworn employees; our findings and recommendations are 
primarily focused on LAFD, with some recommendations to City decision 
makers. 

Audit fieldwork was primarily conducted from December 2013 through June 
2014 and generally covered activities over a three year period through June 
30, 2013. 

This audit was performed in accordance with generally accepted government 
auditing standards.  Those standards require that we plan and perform the 
audit to obtain sufficient, appropriate evidence to provide a reasonable basis 
for our findings and conclusions based on our audit objectives.  We believe 
that the evidence obtained provides a reasonable basis for our findings and 
conclusions based on our audit objectives. 

In accordance with these standards and best practices, we performed the 
following key tasks: 

Interviews  

We conducted interviews with LAFD management and staff throughout the 
Department, and representatives from the Personnel Department and Office 
of the City Administrative Officer. 

Databases Analyzed 

 Claims management data was downloaded from the claims management 
system (iVOS) by the Personnel Department – Workers’ Compensation 
Division. 

o Data was obtained on claims opened from July 1, 2010 – June, 
2014 including claim number, employee’s name, date of injury, 
injury, body part, cause of injury, brief comments from the face 
sheet of the claim, employees’ birth date, hire date, assigned 
location and position, etc.  
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 Injury cause data was downloaded from the Fire Department’s Medical 
Liaison Unit System (MLUS) to identify trends. 

Documents Reviewed 

We reviewed LAFD procedures, policies, and manuals, such as the Manual of 
Operation, Injury and Illness Prevention Plan, Exposure Control Plan for 
Bloodborne Pathogens, information systems user manuals, among others.  We 
also reviewed National Fire Protection Association (NFPA) Standards (1500, 
1521, 1583, 1851) and various reports and studies from fire agencies 
regarding injury prevention, wellness, and risk management and industry best 
practice documents and studies on wellness, fitness, risk management, and 
injury prevention in the fire service. 

Benchmarking and Employee Surveys 

We prepared a survey questionnaire sent to Fire Chiefs and workers’ 
compensation administrators with responses shown in Appendix IV. 

We conducted a survey, which was sent to all LAFD sworn personnel in July 
2014.  We received 229 responses through October 31, 2014.  The questions 
with summary results are presented as Appendix V. 
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We sent surveys to other Fire Departments in California: San Jose, Glendale, Fresno, San Diego City, Long Beach, 
Los Angeles County, Oakland, Orange County, Riverside City, San Diego City, and San Francisco fire departments.  
We received information back from the fire chiefs for each agency, and from the workers’ compensation claims 
administrators for Fresno, San Diego City, Orange County, Los Angeles County, and Oakland. 

We did not audit the jurisdictions benchmarked and present the data as provided.  Not all jurisdictions include 
the same amounts in their claims data.  Key survey results are presented below with actual results (excluding 
detailed break-outs) follow.  Significant observations where we saw notable favorable or unfavorable differences 
from benchmarked jurisdictions are included with the findings in the detailed report. 

Key Data in Comparing LAPD to Other Jurisdictions 
Costs are based on a 3-year average of data provided by other agencies, presented in $000's. 

JURISDICTIONS LAFD Fresno LA County Oakland OCFA San Diego 
Budgeted Sworn Positions 3,343 322 2,976 507 1,005 884 
Avg # of New Claims 
 per Year 1,246 104 1,343 118 431 260 

Avg # of claims  
per 100 Budgeted Positions 37 32 45 23 43 29 

Note that the average number of claims per budgeted position varies widely among these jurisdictions, from a 
low of 23 claims to a high of 45 claims.  While LAFD’s average number of claims per 100 positions is much higher 
than Oakland and San Diego, it is much lower than the rate at Los Angeles County and at the Orange County Fire 
Authority.  

The following charts for Body Part, Injury Type, Cause of Injury used LAFD’s top 10 and compared them to data 
provided by claims administrators from other jurisdictions; in some cases, we grouped data provided (e.g. fingers 
and wrists grouped into hand on Body Part chart). 
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Multiple
Body
Parts

Back &
Spinal Knee(s)

Hand(s)
&

Finger(s)

Shoulder
(s)

Arm(s) &
Elbow(s) Leg(s) Ankle(s)

& Heel(s) Head Eye(s)

LAFD 20% 15% 10% 7% 7% 5% 5% 4% 4% 3%
FRESNO 19% 9% 14% 11% 9% 5% 4% 4% 2% 3%
OAKLAND 16% 18% 9% 8% 6% 5% 6% 3% 3% 2%
SAN DIEGO 24% 15% 9% 7% 6% 5% 5% 3% 10% 2%
LA COUNTY 28% 14% 11% 8% 6% 5% 3% 2% 4% 2%
OCFA 18% 20% 13% 8% 8% 6% 6% 5% 3% 0%

0%

5%

10%

15%

20%

25%

30%
Benchmarking % of New Claims

by Top 10 Body Parts 
(Average for FY10/11- FY12/13)

Note that other injured body parts are not listed
and make up the remaining 13-24% for
each jurisdiction. Some jurisdictions
did not respond. 



APPENDIX IV – BENCHMARKING  

Audit of LAFD’s Workers’ Compensation Prevention Program  P a g e | 76  

 
  

Strain Sprain Multiple
Injuries

Laceratio
n

Contagio
us

Disease
Infection Inflamati

on Cancer Hernia Burn

LAFD 35% 16% 12% 4% 4% 4% 3% 3% 2% 2%
FRESNO 30% 8% 2% 3% 5% 2% 0% 1% 2% 2%
OAKLAND 43% 7% 1% 2% 1% 3% 0% 1% 2% 3%
SAN DIEGO 21% 4% 4% 6% 5% 0% 0% 4% 1% 2%
LA COUNTY 45% 0% 8% 6% 0% 2% 0% 4% 1% 2%
OCFA 48% 11% 2% 5% 0% 1% 0% 2% 1% 1%

0%

10%

20%

30%

40%

50%

60%
Benchmarking LAFD's Top 10 Injuries

Based on % of 3 Year Average of
New Workers' Compensation Claims

Note that other injuries are not listed 
and make up the remaining 15-55% for
each jurisdiction. Some jurisdictions did not respond. 
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Burn Strain Misc.
Strike or
Step On

Fall or
Slip
Injury

Struck
or

Injured
by

Cumulat
ive

Cut,
Punctur

e

Motor
Vehicle

Occ.
Illness,
incl
Lung

LAFD 10% 43% 14% 4% 6% 9% 12% 0% 1% 0%

Fresno 4% 35% 25% 1% 9% 7% 10% 4% 0% 5%

Oakland 10% 29% 32% 2% 10% 10% 4% 2% 1% 0%

San Diego 3% 35% 37% 4% 5% 6% 6% 4% 0% 0%

LA County 50% 18% 14% 8% 5% 4% 0% 0% 1% 0%

OCFA 1% 42% 19% 3% 7% 10% 12% 5% 1% 0%

0%
5%
10%
15%
20%
25%
30%
35%
40%
45%
50%

Benchmarking % of New Claims
by Top 10 Injury Causes
(Average FY10/11 ‐ FY12/13)
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Shown below is the survey sent to the Fire Chiefs and their responses.  Note that we averaged 3 years of data 
for FY10-11 through FY12-13 in the first sections (budgeted positions, adopted budget, and number of calls). 
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In July 2014 we sent a confidential, voluntary survey from the Controller’s 
Office to all LAFD sworn employees.  Since we needed to ensure confidentiality 
of all respondents, we did not collect identifying rank or location.  The following 
presents a summary of responses to the 18 questions asked. 

 
 

18.5%

49.3%

12.8%

13.2%

6.2%

#1 - Messages related to firefighter job safety and injury prevention are 
communicated by the Chief and top management.

Strongly agree

Agree

Not sure / Neutral

Disagree

Strongly disagree



APPENDIX V – EMPLOYEE SURVEY 
RESULTS  

 

Audit of LAFD’s Workers’ Compensation Prevention Program  P a g e | 91  

 

 
 

41.3%

45.7%

7.6%

4.5% 0.9%

#2 - Messages related to firefighter job safety and injury prevention are 
communicated by my Station Commander (Captain).

Strongly agree

Agree

Not sure / Neutral

Disagree

Strongly disagree

68.1%
77.9%

71.7% 73.9%

40.7%
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#3 - I have seen communications about job safety and injury prevention via 
the following formats (check all that apply):
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15.6%

42.9%
18.8%

16.5%

6.3%

#4 - Messages related to employee health and wellness are communicated 
via bulletins or LAFD web portal by the Chief and top management.

Strongly agree

Agree

Not sure / Neutral

Disagree

Strongly disagree

22.9%

50.2%

14.8%

10.3%

1.8%

#5 - Messages related to employee health and wellness are communicated 
via bulletins, portal, etc. by my Station Commander (Captain).

Strongly agree

Agree

Not sure / Neutral

Disagree

Strongly disagree
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#6 - I have seen communications about health and wellness via the following 
formats (check all that apply):

15.9%

46.7%

13.7%

18.1%

5.7%

#7 - LAFD has trainings and programs in place that ensure that employees 
remain safe and healthy.

Strongly agree

Agree

Not sure / Neutral

Disagree

Strongly disagree
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21.3%

44.4%

13.8%

17.8%

2.7%

#8 - LAFD has safe facilities and I believe any hazards are addressed and 
corrected.

Strongly agree

Agree

Not sure / Neutral

Disagree

Strongly disagree

31.0%

44.7%

9.3%

13.3%

1.8%

#9 - LAFD has issued equipment / uniforms / personal protective equipment / 
vehicles to me that is effective and keeps me safe.

Strongly agree

Agree

Not sure / Neutral

Disagree

Strongly disagree
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44.9%

46.7%

4.0% 3.6% 0.9%

#10 - I know the proper chain of command that I should report any unsafe 
condition regarding facilities / equipment / uniforms  / personal protective 

equipment  / vehicles.

Strongly agree

Agree

Not sure / Neutral

Disagree

Strongly disagree

32.7%

52.7%

7.5%

5.8% 1.3%

#11 - I have received the appropriate type (quality and applicability) of 
training to perform my job safely, yet effectively.

Strongly agree

Agree

Not sure / Neutral

Disagree

Strongly disagree
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Wellness programs that I have voluntarily participated in include 

(check all that apply): 

  
Answer Options Response 

Percent 
Response 

Count 

A I am unsure or do not want to answer this question 29.3% 49 

B Weight loss programs through my medical insurance plan 3.6% 6 

C Weight loss program through the Union 1.2% 2 

D Alcohol and/or substance abuse help through my medical 
plan 

3.0% 5 

E Alcohol and/or substance abuse help through the Union 3.0% 5 

F Nutrition counseling through my medical insurance plan 4.2% 7 

G Nutrition counseling through the Union 2.4% 4 

H Therapy / Counseling through my medical insurance plan 9.6% 16 

I Therapy / Counseling through the Union 4.8% 8 

J Health screenings, for example, blood pressure testing or 
cancer screenings through the Union 

15.0% 25 

K 
Health screenings, for example, blood pressure testing or 
cancer screenings through my medical insurance plan 64.1% 107 

 answered question 167
 skipped question 62
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A B C D E F G H I J K

Series1 29.3% 3.6% 1.2% 3.0% 3.0% 4.2% 2.4% 9.6% 4.8% 15.0% 64.1%

0.0%

10.0%

20.0%

30.0%

40.0%

50.0%

60.0%

70.0%

#12 - Wellness programs that I have voluntarily participated in include 
(check all that apply):

20.3%

21.2%

41.0%

17.6%

#13 - I am aware of the wellness programs noted in the preceding question.

All of the programs
noted above.

Most, but not all of the
programs noted
above.
Some of the programs
noted above.
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26.8%

55.4%

11.2%

6.3%
0.5%

#14 - I regularly participate in an exercise program and consider myself 
physically fit.

Strongly agree

Agree

Not sure / Neutral

Disagree

Strongly disagree

14.5%

9.0%

29.0%
16.3%

20.4%

10.9%

#15 - When I have been off long term sick or off IOD, the sick/IOD 
coordinator stayed in contact with me and helped facilitate my return to work 
after the treating physician and Medical Services Division (MSD) cleared me 

for resuming duties.

I have never been off
long term sick or IOD
Strongly agree

Agree

Not sure / Neutral
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10.9%

13.2%

41.4%

24.1%

10.5%

#16 - Generally, do you feel that there are an excessive number of workers’ 
compensation claims filed by sworn employees within your Department.

Strongly agree

Agree

Not sure / Neutral

Disagree

Strongly disagree

33.3%

66.7%

#17 - Are you aware of any sworn employees within your Department who 
have filed questionable workers’ compensation claims?

Yes No
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6.3%
4.5%

70.1%

11.3%

7.7%

#18 - In addition to working at LAFD, I also have outside employment.

Yes, I currently have only minor or
occasional outside employment

Yes, I currently have outside
employment

No, I have not had any outside
employment within the last 4 years

No, I do not currently have outside
employment, but I did have some
outside employment within the last 4
years
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Claim Counts Recorded in MLUS by Cause of Injury, as of 3/27/2014 

CAUSE 
Claim Count (Open Date by FY)   

FY 11 FY 12 FY 13 Total % 

Incident - Auto Fire 7 8 10  25  0.7%

Incident - Automatic Alarm 3 5 3  11  0.3%

Incident - Brush Fire 15 27 25  67  1.9%

Incident - EMS 209 197 146  552  16.1%

Incident - EMS Lifting   59 118  177  5.1%

Incident - Haz Mat 4 1 2  7  0.2%

Incident - Helicopter 1   1  2  0.1%

Incident - Inspection 9 8 3  20  0.6%

Incident - Not Defined 7 6 8  21  0.6%

Incident - Other 8 18 10  36  1.0%

Incident - Other Fire 6 11 12  29  0.8%

Incident - Physical Rescue 6 2 9  17  0.5%

Incident - Public Service 2 3 2  7  0.2%

Incident - Responding to/from 18 24 12  54  1.6%

Incident - Stand-By   1 1  2  0.1%

Incident - Structure Fire 168 154 150  472  13.7%

Subtotal of Incidents 463 524 512  1,499  43.6%

Exercise - Basketball 10 8 4  22  0.6%

Exercise - Elliptical   4 1  5  0.1%

Exercise - Exercycle     1  1  0.0%

Exercise – Handball 54 37 26  117  3.4%

Exercise - Not Defined 6 8 9  23  0.7%

Exercise - Paddle Tennis 4 4 2  10  0.3%

Exercise - Raquetball 11 5 5  21  0.6%

Exercise - Running 30 17 16  63  1.8%

Exercise - Stairmaster 3 1 6  10  0.3%

Exercise - Volleyball 6 3 3  12  0.3%

Exercise - Weight Training 55 48 30  133  3.9%

Exercise - Wellness 9 9 4  22  0.6%

Subtotal of Exercise 188 144 107  439  12.8%

Station Activity - Eating 3 2 9  14  0.4%
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Station Activity - Food Preparation 5 17 10  32  0.9%

Station Activity - Games for Dishes 1 2   3  0.1%

Station Activity - On/Off Rig 29 30 23  82  2.4%

Station Activity – Placing/Removing Equip on RIG 18 14 16  48  1.4%

Station Activity - Shower Accident 3   1  4  0.1%

Station Activity - Sliding Pole 4 4 5  13  0.4%

Station Activity - Slip and Fall 6 2 4  12  0.3%

Station Activity - Stairs 2 5 5  12  0.3%

Station Activity - Vehicle Accident in FS 1   2  3  0.1%

Subtotal of Station Activity 72 76 75  223  6.5%

Training - FF Survival 2 3 2  7  0.2%

Training - Helitac 1 2   3  0.1%

Training - In-serve Academy 3 1 1  5  0.1%

Training - Not Defined 6 4 9  19  0.6%

Training - Outside Fire Training 49 48 50  147  4.3%

Training - Paramedic 1     1  0.0%

Training - Recruit Academy 1     1  0.0%

Training - Swift Water Training 1 3 2  6  0.2%

Training - USAR   2 7  9  0.3%

Subtotal of Training 64 63 71  198  5.8%

Maintenance - Apparatus 23 15 16  54  1.6%

Maintenance - Equipment 19 21 13  53  1.5%

Maintenance - Hose Testing 3 5 5  13  0.4%

Maintenance - Hydrant Testing 5 3 5  13  0.4%

Maintenance - Not Defined 5 3 1  9  0.3%

Maintenance - Station 16 17 12  45  1.3%

Subtotal of Maintenance 71 64 52  187  5.4%

Continuous Trauma 107 117 69  293  8.5%

Other - Not Defined 67 96 48  211  6.1%

Presumptive - Not Defined 63 63 55  181  5.3%

[blank description] 87 12 7  106  3.1%

Exposure 2 17 28  47  1.4%

MRSA     14  14  0.4%

Vehicle Accident – Non- Emergency Response 1 1 8  10  0.3%

Vehicle Accident – Emergency Response 3 4 2  9  0.3%

PPE's - Boots 5 2 1  8  0.2%
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Driving Non Traffic Accident 2 3 1  6  0.2%

Vehicle Accident – Routine Driving 1 2 2  5  0.1%

Dept Medical - Other     2  2  0.1%

Dept Medical - Heart R/O     1  1  0.0%

Subtotal of Miscellaneous 338 317 238  893  26.0%

Grand Totals 1,196 1,188 1,055  3,439  100.0%
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b) Consider how its strategy to prevent occupational injuries should 
incorporate any existing safety/wellness programs and whether new 
programs should be developed; 

c) Monitor the effectiveness of the strategy to prevent occupational 
injuries/illness; 

d) Ensure current , accurate and updated information regarding safety 
practices, as noted in bulletin manuals, is available to all staff; 

 
4. 2.2 Designate a budget for safety initiatives and consider providing the 

Safety Officer with the authority for approving expenditures for safety 
initiatives. 

 
5. 2.3 Consider having a Safety Officer and Risk Manager responsibilities 

assigned to two (2) individuals at a command level of management. 
 
6. 2.4 Evaluate and address the reasons for employees filing multiple claims.  

Review the circumstances and causes of the injuries experienced by 
frequent filers and develop a process to address them, which may include 
counseling on safety protocols, adjusting job functions, and/or investigating 
potential abuse of workers’ compensation. 

 
7. 3.1 Address the LAFD culture that may encourage excessive claims filing by 

holding employees and management accountable for workplace safety and 
workers’ compensation fraud.  For example: 

 
a) Incorporate safety and worker’ compensation prevention and 

investigation as criteria in supervisor and management employee 
evaluations; 

b) Ensure safety compliance is included in employee evaluations, and 
revise the IIPP as necessary; 

c) Request City Attorney to provide training on Workers’ Compensation 
Fraud, tailored to focus on LAFD claims history and the unique 
operations of the Department; 

 
8. 4.1 Expand the capabilities of the MLUS to provide relevant, sufficient detail 

on injury causes, and determine how it can facilitate the identification of 
injury causes for prevention activities.  Specifically, 

 
a) Ensure MLUS contains complete and accurate data, including further 

defining structure fire and emergency medical service incidents and the 
employee’s fatigue profile; 

b) Identify trends for LAFD specific injuries and preventable causes; 
c) Use the data to develop measures to prevent similar type of injuries; 

 
9. 4.2 Evaluate the worker’s compensation experience (claims, type of injuries, 

costs) from data provided, and develop a strategy to address preventing 
occupational injuries and illnesses that result in workers’ compensation 
claims. 
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10. 5.1 Ensure that the Safety Committee reviews and approves 
suggested/recommended clothing, PPE, tools and equipment selections to 
ensure safety considerations have been addresses. 

 
11. 5.2 Pursue utilizing more direct and anonymous ways for sworn personnel 

to submit suggestions or concerns directly to the Safety Committee, such as 
email or the Departmental Intranet portal. 

 
12. 6.1 Utilize workers’ compensation claims data, such as injury type and 

cause, to develop specific training topics to help reduce future incidents. 
 
13. 6.2 Consider designing training based on an evaluation of injuries/illnesses 

by age or years of service. 
 
14. 7.1 Ensure the Managed PPE Plan is fully implemented and remains in 

effect. 
 
15. 8.1 Consider implementing the Safety Management System throughout the 

LAFD, using the Air Operations’ experience as a basis for development. 
 
16. 9.1 Establish a process to ensure the accuracy and reliability of training 

records. 
 
17. 9.2 Monitor training records to ensure sworn personnel comply with training 

requirements. 
 
18. 10.1 Form a joint labor management committee to evaluate the potential 

savings from full implementation of the wellness and fitness programs 
described in NFPA Standards and WFI, including the benefit of providing 
incentives to firefighters who meet related fitness standards. 

 
19. 11.1 Consider prohibiting on-duty sworn employees from participating in 

certain activities that have shown a high propensity for workers’ 
compensation injury; for example, court sports such as racquetball and 
handball and other competitive or contact sports.   

 
This report responds to the Los Angeles City Controllers’ audit of the LAFD’s 
workers’ compensation prevention program.   
 
RECOMMENDATION 
 
It is recommended that the Los Angeles City Controller receive and file this report. 
 
FISCAL IMPACT 
 
Fiscal calculations for recommendations within the audit will need further review 
for possible implementation and have not been included or calculated for this 
initial report.  
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CONCLUSION 
 
The implementation of recommendations will be a road map to address rising 
worker’s compensation costs and claims.  Prevention, claims management, 
education, training, and fraud prevention are key factors in minimizing the 
number and severity of work injuries/illnesses and associated costs. Currently, 
the LAFD is addressing key issues affecting health, safety, accountability and 
budgetary fiscal impact in 4 key areas: 
 
1. Departmental reorganization and implementation of the 4 Operational 

Bureaus; which ultimately addresses geographic issues and accountability  
2. Development and implementation of FireStat; addressing LAFD performance 

and accountability at a micro level 
3. RMS and MLU identified goals, strategy and tactics for the development of 

the LAFD’s Strategic Plan.  
4. RMS has implemented several initiatives and programs directed at reducing 

workers compensation costs, injury and illness prevention and tracking and 
reporting of injuries and illnesses.   

 
This report was prepared by Chief Deputy Fred Mathis, Administrative 
Operations, Battalion Chief Robert J. Takeshita, Risk Management Section, and 
Captain I Scott P. Quinn, Department Safety Coordinator.   
 
Attachment 
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RECOMMENDATIONS AND LAFD RESPONSE 
 

RESPONSE TO THE LOS ANGELES CITY CONTROLLERS AUDIT OF FIRE 
DEPARTMENT’S WORKERS’ COMPENSATION PREVENTION PROGRAM 

 
1.1 

Audit Recommendations 
Establish and implement an operational injury and illness prevention program 
with dedicated resources (funding and staffing) and measurable Department 
wide goals and objectives to minimize its worker’ compensation claims and 
related costs. 

Department Action 
Develop a program that will employ a 3 tiered approach: 

1. Education and Prevention. 
2. Engineering, research, and reporting. 
3. Enforcement and correction.  

Establish short term and long term goals addressing injury prevention, heighten 
safety awareness, returning members back to duty and adopt personal and 
supervisory accountability.  

Status 
Currently the LAFD is adopting and modifying a written version of the City of Los 
Angeles’ Injury Illness and Prevention Program.  
 
Department Action  
Develop a program that will employ a 3 tiered approach: 

• Education and Prevention. 
• Engineering, research, and reporting. 
• Enforcement and correction. 
• Review and evaluate the functionality and fiscal affordability to implement 

a Department wide Safety Management System (SMS) similar to the one 
that is in place at Air Operations. 

• Liaison with other like-size fire departments and evaluate in place safety 
policies, practices, culture, and systems. 

• Establish short term and long term goals addressing injury prevention. 
• Promote LAFD safety awareness. 
• Establish policy and process for returning members back to full 

unrestricted duty. 
• Adopt personal and supervisory accountability.  
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Status 
Currently, the LAFD is adopting and modifying a written version of the City of Los 
Angeles’ Injury Illness and Prevention Program (IIRS).  The LAFD IIRS version is 
tailored to address LAFD sworn and civilian membership and work locations. 
This written document is a tool to assist in communicating the LAFD’s policies, 
resources and references; it is the first phase in an Injury and Illness Prevention 
“Program” or system. LAFD Book 75 / Safety is currently being revised to 
include: 

• Injury Illness Prevention Program 
• Heat Illness Prevention Program 
• Respiratory Protection Program 
• Hazard Communication Program 

 
Air Operations is the only LAFD section utilizing a formalized Safety 
Management System; partly due to the funding and operation requirements put in 
place by the insuring entity of the Air Fleet.  
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RESPONSE TO THE LOS ANGELES CITY CONTROLLERS AUDIT OF FIRE 
DEPARTMENT’S WORKERS’ COMPENSATION PREVENTION PROGRAM 

 
1.2 

Audit Recommendations 
Manage worker’s compensation prevention by regularly reporting to Mayor and 
City Council on worker’ compensation statistics, Departmental prevention efforts, 
and results if corrective actions. 

Department Action 
Utilize the Medical Liaison Unit and a Captain I assigned to the Risk 
Management Section / Workers Compensation Unit to develop a “dash-board” 
Quarterly Report.  

Status 
A reporting process, information validation process and reporting periods have 
not been implemented at the time of this report.  
 
Department Action 
Utilize MLU and a Captain I assigned to the RMS / Workers Compensation Unit 
to develop a “dash-board” Quarterly Report identifying the number of injury / 
illness occurrences, contributing factors injury trends, associated costs and 
corrective actions.  

• Number of injuries and illnesses for each quarter. 
• Contributing factors such as type of incident, Drill Tower, training etc. 
• Associated costs with treatment and field staffing behind injured member. 
• Recommended corrective action plans should include sharing with the 

Mayor of Los Angeles, 4-Bureau staff, Fire Commission, and City Council 
Staff. 

• Identify trends. 
• Identify training needs and equipment needs to avoid future like injuries 

and illnesses. 
 
Status 
A reporting process to the Mayor and City Council on workers’ compensation 
statistics, LAFD prevention efforts and results of correction actions have not been 
implemented at the time of this report. Internal injury causation reports have been 
developed and shared with the Fire Chief, Administrative Staff, and respective 
Emergency Bureaus on a quarterly basis. 
 
RMS and MLU have worked with City Personnel to gather data from the City’s 
IVOS and MLU data base to identify injury trends and make corrective action 
recommendations. 
 
City Personnel, LAFD Professional Standards Division and LAPD Work 
Compensation Fraud Unit are also in collaborative efforts to investigate 
fraudulent activity reported to the LAFD.   
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RESPONSE TO THE LOS ANGELES CITY CONTROLLERS AUDIT OF FIRE 
DEPARTMENT’S WORKERS’ COMPENSATION PREVENTION PROGRAM 

 
2.1 

Audit Recommendations 
Prioritize the development and implementation of the Risk Management Plan 
related to workers’ compensation. Specifically, 

a) Establish goal(s) to prevent and thereby reduce employee injury/illness, 
and clearly communicate its goals and strategies to command staff and 
employees; 

b) Consider how its strategy to prevent occupational injuries should 
incorporate any existing safety/wellness programs and whether new 
programs should be developed; 

c) Monitor the effectiveness of the strategy to prevent occupational 
injuries/illness; 

d) Ensure current , accurate and updated information regarding safety 
practices, as noted in bulletin manuals, is available to all staff. 

Department Action 
Develop and implement a Workers’ Compensation strategic Risk Management 
Plan to accomplish specific goals.  

Status 
Achievable goals and strategies have not been clearly established or made 
known by the Risk Management Section and Medical Liaison Unit at the time of 
the report. 
 
Department Action  

• Develop and implement a strategic Workers’ Compensation Risk 
Management Plan to accomplish the following goals. 

o Develop and establish goals to reduce or prevent injuries and 
illnesses  

o Communicate these goals and strategies to Command Staff and 
LAFD members. 

o Evaluate existing polices in practices and dovetail the goals and 
strategies into existing policies and practices. 

o Monitor the effectiveness of the Risk Management Plan. 
o Ensure unimpeded access to all information relative to injury and 

illness prevention is available. 
• Increase Risk Management staffing for an Injury Prevention Coordinator. 
• Utilize data and information to identify current trends and develop 

appropriate corrective measures and inquires to cause of injury. 
• Establish a work group committee to identify strategies and identify future 

programs. 
• Establish a committee with representative form RMS Injury Prevention 

Coordinator, MLU, each of the 4-Bureaus, In-service Training and Supply 
and Maintenance to identify methods to promote safe operating practices, 
identify challenges with potentially unsafe equipment and develop training 
modalities for trending injuries and illnesses. 
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Status 
Achievable goals and strategies have not been clearly established or made 
known by the RMS and MLU at the time of the report.  However, RMS has 
identified processes, equipment and methods to achieve the above 
recommendation. 
 
Since March 1, 2015, RMS and MLU are at the same work location and will work 
in collaboration to define workers’ compensation goals and strategies.  Currently 
MLU staff report directly to Employee Relations Officer (ERO) but will report to 
RMS effective March 1, 2015, after LAFD re-organization.    
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RESPONSE TO THE LOS ANGELES CITY CONTROLLERS AUDIT OF FIRE 
DEPARTMENT’S WORKERS’ COMPENSATION PREVENTION PROGRAM 

 
2.2 

Audit Recommendations 
Designate a budget for safety initiatives and consider providing the Safety Officer 
with the authority for approving expenditures for safety initiatives. 

Department Action 
Identify a budgetary amount to be utilized by the Department Safety Officer for 
the purchase of safety equipment and/or support of safety program. 

Status 
Not established. 
 
Department Action  
Identify and fund a budgetary amount to be utilized by the Department Safety 
Officer for the purchase of safety equipment and/or support of safety programs.  

• Meet with ASB to establish a budgetary amount and source funding. 
• Establish guidelines and purchase limits for funded program. 
• Establish scope and mission use for budget. 
• Provide quarterly report to Fire Chief and Command Staff on fund usage, 

performance of programs and equipment, and improvement to firefighter 
health and safety and reduction in workers compensation claims.  

• A modest revenue budget would allow the Safety Officer to invest in safety 
trial programs and equipment without biased influence from other fire 
department positions or entities. 

 
Status  
Currently a budget for safety initiatives and approving of expenditures is not 
established within the LAFD Budget.  The Department Safety Officer does 
provide information to the Supply and Maintenance Division in regards to 
equipment purchases and testing.   
 
Currently, the Department Safety Officer is Lead Chair position of the 
Department Safety Committee and is a Board Member of the Southern Area Fire 
Equipment Research (S.A.F.E.R.).  These committees are funneling points 
highlighting critical safety issues within the fire service and allows for the 
fostering of state and nationwide relationships for safety initiatives, equipment 
and emerging best practices.  
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RESPONSE TO THE LOS ANGELES CITY CONTROLLERS AUDIT OF FIRE 
DEPARTMENT’S WORKERS’ COMPENSATION PREVENTION PROGRAM 

 
2.3 

Audit Recommendations 
Consider having Safety Officer and Risk Manager responsibilities assigned to 
two individuals at a command level of management. 

Department Action 
Propose and adopt a reorganization and expansion of the Risk Management 
Section to include sub-sections: Department Health and Safety Officer, Injury 
Prevention Coordinator, and Workplace / Litigation Officer.  

Status 
Currently the Risk Management Section consists of:   

• Battalion Chief / Department Safety Officer  
• Civilian Risk Manger 
• Risk Management Section  

o (1-CII, 2-CI’s and Civilian Senior Clerk Typist)  
• MLU  

o (1-CII and 4-CI’s, Civilian Senior Clerk Typist) 
 
Department Action  

• Propose and adopt a reorganization of RMS to reflect the following areas 
of responsibility: 
o Workplace Violence Coordinator. 
o Legal Litigation and HIPPA Compliance Officer. 
o Incident Safety Officer function: Department Safety Officer (Emergency 

Incidents). 
o Department Health and Safety: Department Health and Safety Officer. 
o Facilitate workers compensation processing and reporting: Workers 

Compensation Officer. 
o Create and fund a new position: Injury Prevention Coordinator, to 

liaison with MLUS and RMS.  
• Rename the Department Safety Coordinator to Department Health and 

Safety Officer. 
• Create and fund a new position: Workplace/Litigation Officer. 
• Proposed Workplace and Legal operational components: 

o Workplace violence (with Liaison to Professional Standards Division 
(AOPS Battalion Chief and Civilian Risk Manager oversight). 

o Litigation (Captain II oversight and Civilian Risk Manager consultation). 
o Develop and disseminate corrective action plans and measures. 
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RESPONSE TO THE LOS ANGELES CITY CONTROLLERS AUDIT OF FIRE 
DEPARTMENT’S WORKERS’ COMPENSATION PREVENTION PROGRAM 

 
2.4 

Audit Recommendations 
Evaluate and address the reasons for employees filing multiple claims. Review 
the circumstances and causes of the injuries experienced by frequent fliers and 
develop a process to address them. 

Department Action 
Evaluate and address members whom make multiple claims, investigate the 
circumstances and expand on LAFD policies. 

Status 
The Manual of Operation, 3/5-00.00, Personnel Procedures/Medicals, outlines 
the injury reporting and notification process. 
 
Department Action 

• Expand on current procedures for injury and illness cause investigation. 
• Expand on the current 5020 Injury Illness Reporting System and the 

Supervisor’s Accident Investigation form. 
• Develop a personnel tracking process to document and track all injuries 

and illnesses. 
• Communicate with the 4 Bureau Commanders on repetitive and status’ of 

injuries and illnesses which occur in their respective commands. 
• Implement policy and process for managing personnel. 

 
Status  
The Manual of Operation, 3/5-00.00, Personnel Procedures/Medicals, outlines 
the injury reporting and notification process.  The RMS / Workers Compensation 
Coordinator and MLU staff review all known reported injuries and illnesses.  

The IIRS/5020 reporting system has a supervisory accident investigation 
component those requiring further investigation are identified and investigated at 
a Battalion level or by a member assigned to the RMS.  The City’s’ Third Party 
Administrator, AIMS, reviews and has final approval of claims forwarded by the 
LAFD.    
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RESPONSE TO THE LOS ANGELES CITY CONTROLLERS AUDIT OF FIRE 
DEPARTMENT’S WORKERS’ COMPENSATION PREVENTION PROGRAM 

 
3.1 

Audit Recommendations 
Address the Department culture that may encourage excessive claims filing by 
holding employees and management accountable for workplace safety and 
workers’ compensation fraud. 

Department Action 
Develop a Department wide program that addresses education, safe working 
practices, accountability and penalties of fraud. 

Status 
Current instructional culture is to “document” or report any and all injuries and 
illness which occur as a result of the member’s employment; including those not 
requiring first care. 
 
Department Action  

• Develop and deliver a Department wide training program identifying injury 
prevention, fraudulent claim penalties, existing membership benefits and 
inform all personnel on the scope and LAFD impact regarding preventable 
work related injuries and illnesses. 

• Delivery training to all newly appointed members once in the Drill tower. 
• Establish an exposure tracking / documenting process to eliminate routine 

treatment not-required claims. 
• Department wide semi-annual training. 
• Assign case management AIMS to members who file excessive claims. 
• Develop and provide an LAFD “fraud” reporting process, such as on-line 

access or telephonically. 
• Develop and implement a wellness policy such as physical therapy and 

personalized training regimen for members who sustain chronic or 
continuous claims. 

• Develop and implement LAFD policy restricting “repeat offenders” from 
certain activities. 

 
Job related injuries and illnesses are classified as follows:   

• Temporary Totally Disabled 
• Temporary Partial Disabled 
• Permanent and Stationary 
• Maximum Medical Improvement 
• Permanent Restrictions 
• Cumulative Trauma 

 
Status  
Members are directed as early as the Recruit academy to make proper 
notifications of injuries, no matter the severity.  The Manual of Operations 
outlines the injury reporting and notification process.  Final approval of claims is 
administered by the TPA. 
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RESPONSE TO THE LOS ANGELES CITY CONTROLLERS AUDIT OF FIRE 
DEPARTMENT’S WORKERS’ COMPENSATION PREVENTION PROGRAM 

 
4.1 

Audit Recommendations 
Expand the capabilities of MLUS to provide relevant, sufficient detail on injury 
causes, and determine how it can facilitate the identification of injury causes for 
prevention activities; 

• Ensure MLUS contains complete and accurate data, including further 
defining structure fire and emergency medical service incidents and the 
employee’s fatigue profile;  

• Identify trends for LAFD specific injuries and preventable causes; 
Use the data to develop measures to prevent similar types of injuries. 

Department Action 
Develop and establish a Quality Assurance program at MLU 
Establish and fund a new position: Injury Prevention Coordinator to research 
data, research causation, research trends and develop reports.  

Status 
 
Department Action  
Develop and establish a Quality Assurance Program to improve and evaluate the 
accuracy of data collection. 
Establish and fund a new position: Injury Prevention Coordinator to research data, 
research causation, research trends and develop reports.  
Injury Prevention Coordinator responsibilities: 

• Assist with identifying preventable injuries and illnesses. 
• Provide recommendations for injury prevention. 
• Develop and provide statistical information to the Commander of MLU. 
• Liaison with the Department Safety Officer and Safety Coordinator. 
• Liaison with EOPS and the 4 Bureau offices. 
• Develop reports and recommendations for similar preventable injuries. 

Develop and implement a HIPPA compliant process for reporting injury and 
illness specifics to LAFD personnel.  
 
Status 
Currently, the RMS and MLU is reviewing injury trends and is making 
recommendations for injury prevention.  

• The NSS system displays a “Safety” message which all members review 
when logging onto the system. 

• Several trial programs have been initiated by RMS such as: 
o Firefighter glove trial program. 
o Overhaul trial program. 
o High performance fabric T-shirt program. 

• Review and recommendation of PPE and equipment. 
• RMS requires greater support from S&M to continue achieving a reduction 

in preventable injuries. 
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• LAFD has implemented an internal after action process for significant 
incidents, F-113, documenting challenges, lessons learned and related 
firefighter injuries. 

• MLU is limited by HIPPA compliance in providing specific member injury 
or illness information.   
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RESPONSE TO THE LOS ANGELES CITY CONTROLLERS AUDIT OF FIRE 
DEPARTMENT’S WORKERS’ COMPENSATION PREVENTION PROGRAM 

 
4.2 

Audit Recommendations 
Evaluate its workers’ compensation experience (claims, types of injuries, costs) 
from data provided, and develop a strategy to address preventing occupational 
injuries and illnesses that result in workers’ compensation claims. 

Department Action 
Develop and establish a quantitative process to illustrate and document workers 
compensation activities from existing and new (IVOS) data sources and develop 
strategies to prevent injuries and illnesses based on trends and data. 

Status 
Portions of recommendation 4.2 are currently being evaluated and will require 
staffing and the full implementation of IVOS to be effective. 
 
Department Action  
Due to budgetary constraints and LAFD reorganization, RMS had lost 20% of 
staffing levels.  The evaluation of data from claim injury can be further enhanced 
with the LAFD’s FireStat. 
 
Since December 2014, RMS and MLU have been receiving training on the IVOS 
system.  Additionally monthly meeting with City Personnel and AIMS 
management are held to discuss strategies and prevention measures.   

• Establish and fund a new position (Injury Prevention Coordinator) to 
review data and trends, investigate injuries and illnesses, and develop and 
provided strategies to reduce or prevent injuries and illnesses. 

• Injury Prevention Coordinator reports can be presented to the appropriate 
bureau to establish accountability, provide awareness and education,  and 
reduce trends. 

• Full implementation of IVOS or like system for data collection and retrieval 
of all LAFD injuries and illnesses.  

 
Status  
The IVOS system is currently being developed.  The RMS/ Department Safety 
Coordinator and the Workers Compensation Officer review all reported injuries 
and illnesses.  Based on trends and the nature of preventable injuries and 
illnesses, recommendations developed and presented to the Safety Committee, 
AOPS and EOPS.  
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RESPONSE TO THE LOS ANGELES CITY CONTROLLERS AUDIT OF FIRE 
DEPARTMENT’S WORKERS’ COMPENSATION PREVENTION PROGRAM 

 
5.1 

Audit Recommendations 
Ensure that the Safety committee reviews and approves 
suggested/recommended clothing, PPE, tools and equipment selections to 
ensure safety considerations have been addressed. 

Department Action 
Continue to develop and expand the Safety Committee and include specialized 
sub-committees when needed. 

Status 
Implemented. 
 
Department Action  
Currently, the Safety Committee is still within its fledgling stages and has already 
identified key safety recommendations and is utilized as a forum for information 
sharing.  The Safety Committee is gaining momentum and authority with the 
continued support of AOPS, EOPS, and the 4 Bureau design.  
 
Recommended key points for ensuring that the Safety Committee continues to 
review, evaluate, recommend, and be informed of PPE, clothing, tools, and 
equipment: 

• Establish a standing Safety Committee meeting on a bi-monthly basis 
versus the standing quarterly schedule. 

• Establish a budget and funding source to assist with meeting attendance, 
supplies, and travel allowance for sub-committees when assigned special 
projects. 

• Foster a direct relationship between the Safety Committee or Sub-
committee chairs and Supply and Maintenance/Equipment Engineering 
Unit. 

• Develop and establish a Department wide policy directing notification to 
the Safety Committee of all new trial programs and purchases of PPE and 
equipment be vetting. 
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RESPONSE TO THE LOS ANGELES CITY CONTROLLERS AUDIT OF FIRE 
DEPARTMENT’S WORKERS’ COMPENSATION PREVENTION PROGRAM 

 
5.2 

Audit Recommendations 
Pursue utilizing more direct and  anonymous ways for sworn personnel to submit 
suggestions or concerns directly to the Safety Committee, such as e-mail or the 
Departmental intranet portal. 

Department Action 
Develop a link under the “Safety” Tab on the LAFD’s Informational Portal for all 
members to submit recommendations directly to the chair of the Safety 
Committee for considerations.  This access can remain anonymous.   

Status 
Currently all members are invited to attend the Safety Committee meeting. The 
minutes and agenda for all meetings are posted on the intranet Portal under the 
Safety tab. 
 
Department Action 
Expand on the development of the existing “Safety” tab on the LAFD’s 
Informational Portal to include: 

• Method to communicate safety concerns. 
• Access to recommend equipment or PPE to improve safety. 
• Communicate key safety initiatives. 
• Develop and implement a specific e-mail address for the Safety 

Committee. 
 
Status 
Currently, the only means for members to report anonymous concerns is through 
the Professional Standards Unit in a form of a complaint.  All members are 
invited and encouraged to attend the Safety Committee meeting.  The minutes 
and agenda for all meetings are posted on the intranet Portal under the Safety 
tab.   
 
Intra-Departmental correspondence, F-100, currently exists that provides LAFD 
members to make suggestions to improve service or make safety 
recommendations.  Utilization of the RMS email account. 
(e.g. lafdriskmanagement@lacity.org) can be very effective means for members 
to safety concerns to the Safety Committee.    
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RESPONSE TO THE LOS ANGELES CITY CONTROLLERS AUDIT OF FIRE 
DEPARTMENT’S WORKERS’ COMPENSATION PREVENTION PROGRAM 

 
6.1 

Audit Recommendations 
Utilize workers’ compensation claims data, such as injury type and cause, to 
develop specific training topics to help reduce future incidents. 

Department Action 
• Develop and implement a process to report to AOPS / In-Service Training 

Commander recommended training topics identified by the Health and 
Safety Officer.  

• Consider “Training” topics as an agenda item at the Safety Committee 
Meetings. 

Status 
Not in development at this time. 
 
Department Action  

• Develop and foster a relationship between In-Service Training and Risk 
Management. 

• Develop and implement a reporting process to AOPS and EOPS identify 
injury trends and recommended areas of training. 

• The utilization of the Safety Committee as a resource for recommending 
training is potentially off point due to existing scope and operating level of 
the Safety Committee, training topics should be based on current trends 
and that information is available from other resources such as MLU, RMS, 
and PSD. 

 
Status  
Currently the In-Service Training Section utilizes several methods to address 
needed training; the sources identify seasonal, mandated and trending issues. 
Several significant incidents have also illustrated the need for specific training 
criteria which was the result of formal after action reviews.  
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RESPONSE TO THE LOS ANGELES CITY CONTROLLERS AUDIT OF FIRE 
DEPARTMENT’S WORKERS’ COMPENSATION PREVENTION PROGRAM 

 
6.2 

Audit Recommendations 
Consider designing training based on an evaluation of injuries/illnesses by age or 
years of service. 

Department Action 
• Establish a sub-committee to review and provide recommendations for 

6.2. 
Status 

Not in development at this time. 
 
Department Action  
Data is not readily available to address age and seniority specific training issues. 
The Risk Management Workers Compensation Plan identified in 
recommendation 2.1 could establish a goal to address the senior population of 
the LAFD in addition to specific training developed and delivered through the In-
Service Training Section.  
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RESPONSE TO THE LOS ANGELES CITY CONTROLLERS AUDIT OF FIRE 
DEPARTMENT’S WORKERS’ COMPENSATION PREVENTION PROGRAM 

 
7.1 

Audit Recommendations 
Ensure the Managed PPE Plan is fully implemented and remains in effect. 

Department Action 
• The Managed PPE Plan requires additional funding and support of 

Supply and Maintenance (S&M), EOPS, and AOPS to achieve the full 
potential of the program. 

Status 
• The Managed PPE Plan was implemented in August 2013, this is an 

ongoing program that requires additional support.  
 
Department Action 
The Managed PPE Plan requires additional funding and support of S&M, EOPS, 
and AOPS to achieve the full potential of the program; the following will allow 
proper development and management of the program: 

• Update the existing written communication “From the office of the Fire 
Chief” with policy inclusion to the Manual of Operations.  

• Implement and fund a new position at S&M as the PPE Officer. 
• Develop regular meetings with the Department Safety Officer, S&M or the 

PPE Officer.  
• Provide quarterly reports to the Safety Committee on status of program. 
• Identify a revenue source to purchase and install extractors in the 

remaining fire stations that do not have one. 
• Provide training to all members at the time of employment on proper 

inspection and cleaning procedures of PPE. 
• Develop a new tracking system or utilize existing tracking system to 

document cleaning, inspection, and repair schedules and related costs for 
all PPE. The current tracking system is under-utilized and is used only for 
member information and sizing only. 

• Review and evaluate adopting compliance with the NFPA Standard 1851 
Standard on Selection, Care and Maintenance of Protective Ensembles 
for Structural Fire Fighting and Proximity Fire Fighting. 

 
Establish a budget and funding source for continued purchase and installation of 
extractors. 
 
Establish a budget and funding source for continued purchase and distribution of 
secondary sets of PPE. 
 
Status  
The Managed PPE Plan was implemented in August 2013, this is an ongoing 
program that requires additional support (personnel and funding) to be fully 
implemented; the following have been implemented: 
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• Preliminary written communication indicating LAFD policy of restricting 
PPE in living quarters.  Official recording of this policy requires adopting 
in the Manual of Operations. 

• The Safety Committee has been developed and meets quarterly. 
• A PPE tracking system is currently in use. 
• Nearly all of the active LAFD membership has been personally sized and 

all new appointed members are personally sized during their orientation 
prior to reporting to the Drill Tower. 

• The LAFD’s Supply and Maintenance Section is currently purchasing 
distributing second sets of structural firefighting PPE to all members 
(Turn-coat and Turn-pant).  Due the related costs this process is being 
implemented in phases. 

• The Fire Foundation has purchased 14 extractors for instillation in 
predestinated fire station locations. 

• Fire Building Administration is funding and coordinating installation of the 
extractors.  
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RESPONSE TO THE LOS ANGELES CITY CONTROLLERS AUDIT OF FIRE 
DEPARTMENT’S WORKERS’ COMPENSATION PREVENTION PROGRAM 

 
8.1 

Audit Recommendations 
Consider implementing a Safety management System (SMS) throughout the 
LAFD, using Air Operations’ experience as a basis for development. 

Department Action 
Establish and fund a committee or workgroup to review the existing Safety 
Management System and provide recommendations to EOPS, AOPS, Safety 
Committee (RMS) and the Fire Chief.  

Status 
Currently, Air Operations is the only entity utilizing a Safety Management 
System.  
 
Department Action  
Establish and fund a committee or workgroup to: 

• Evaluate associated costs and feasibility to develop and implement a 
Department wide SMS. 

• Develop and provide recommendations to EOPS, AOPS, Safety 
Committee (RMS) and the Fire Chief.  

 
Status 
Air Operations Fire Station 114 and Fire Station 90 are the only 
stations/members that utilize the Safety Management System (SMS). SMS is a 
cultural ideological commitment to safety, continual training program and a 
reporting system which identifies safety issues and recommendations for 
corrective measures.  The reporting process allows any member to report on a 
witnessed safety issue regardless of rank; it is intended to be non-punitive with 
the primary intent to document, inform and avoid like future occurrences. SMS is 
required by the insurance company that covers the airship fleet.  Training classes 
for the members is vetted through VET funds.  
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RESPONSE TO THE LOS ANGELES CITY CONTROLLERS AUDIT OF FIRE 
DEPARTMENT’S WORKERS’ COMPENSATION PREVENTION PROGRAM 

 
9.1 

Audit Recommendations 
Establish a process to ensure the accuracy and reliability of training records. 

Department Action 
•  Combine audit recommendations 9.1 and 9.2. 

Status 
Partially implemented utilizing Target Solutions. 
 
Department Action 
Currently the LAFD utilizes several methods of documenting training including: 

• NSS 393 training codes 
• Target solutions 
• Members PRB 
• Files retained at In-Service Training Section  
• DMV Coordinator  
• Station Journals / F-2 

Develop and implement a program and system to accomplish: 
• Utilize the proposed appointment by the Fire Chief for the Technology 

Specialist. 
• A partnership between Target Solutions, MIS and In-Service training to 

achieve 100% documentation and recording of all training for all LAFD 
members.  

• A common universal platform to document, track and provide 
accountability for all training. 

• A reporting process to submit training records to receive VET funds for 
approved training. 

• A documenting and tracking system that is real-time based and accessible 
from all work locations. 

• Continue the development of Target Solutions for custodial tracking of 
training records. 

• Consider the development of a digital version of the members Personal 
Record Book. 

• Eliminate the 393 NSS process for documenting training. 
• Consider a proprietary training and member information platform. 
• Establish a workgroup to evaluate a centralized platform to document 

training and personal information.  
• Membership should include: AOPS, In-service Training, Personnel 

Services Section. 
Status 
The LAFD has moved forward towards the development of an electronic reliable 
training tracking system.  In-Service Training Section (ISTS) has implemented 
the Learning Management System (LMS) through Target Solutions.  Information 
can be extracted from the LMS for tracking purposes and a source for funding 
revenue.                              
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RESPONSE TO THE LOS ANGELES CITY CONTROLLERS AUDIT OF FIRE 
DEPARTMENT’S WORKERS’ COMPENSATION PREVENTION PROGRAM 

 
9.2 

Audit Recommendations 
Monitor training records to ensure sworn personnel comply with training records. 

Department Action 
• Combine audit recommendations 9.1 and 9.2. 
• Assign 9.2 to AOPS / In-service Training Section for development and 

implementation for enforcement of training recording. 
Status 

Partially implemented by In-Service Training Section. 
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RESPONSE TO THE LOS ANGELES CITY CONTROLLERS AUDIT OF FIRE 
DEPARTMENT’S WORKERS’ COMPENSATION PREVENTION PROGRAM 

 
10.1 

Audit Recommendations 
Form a joint labor management committee to evaluate the potential savings from 
full implementation of the wellness and fitness programs described in NFPA 
Standards and WFI, including the benefit of providing incentives to firefighters 
who meet related fitness standards. 

Department Action 
• Establish and fund a committee or work group to research, evaluate and 

provide recommendations on the feasibility, cost analysis, and 
implementation of 10.1. 

Status 
Partially implemented in the Drill Tower.  See Below 
 
Department Action 
Establish and fund a committee or work group to: 

• Research NFPA recommendations for standards for firefighter fitness and 
wellness, other fire agency fitness programs, scope and impact of WFI. 

• Research fiscal impact and provide recommendations for monetary 
incentive for firefighters who comply and meet fitness standards. 

• Research and develop firefighter fitness standards if different then NFPA 
• Develop and adopt an LAFD wellness and fitness program. 
• Develop and promote educational awareness for firefighter wellness. 
• Committee or workgroup  

o Representative from ASB. 
o Representatives from AOPS / In-Service Training, MLU and RMS. 
o Representative from UFLAC 112. 

 
Status 
Currently the only standardized fitness program that is being utilized is for new 
members at the Drill Tower.  This program was implemented for newly appointed 
LAFD members starting with Drill Tower Class 2013-1, and is available to all 
potential candidates in the hiring process. This program was designed and 
implemented to: 

• assure the fitness and duty readiness of new members. 
• measure, test and evaluate their inclination to potential injury. 
• design an exercise program relative to the fireground activities. 
• due to the infancy of the program real data is limited and  cost benefit, 

injury prevention and effectiveness has not been evaluated and produced 
in written communication. 

 
 
 
 
 

-22- 



RESPONSE TO THE LOS ANGELES CITY CONTROLLERS AUDIT OF FIRE 
DEPARTMENT’S WORKERS’ COMPENSATION PREVENTION PROGRAM 

 
11.1 

Audit Recommendations 
Consider prohibiting on-duty sworn employees from participating in certain 
activities that have shown a high propensity for workers’ compensation injury; for 
example court sports such as racquetball and handball and other competitive or 
contact sports  

Department Action 
Establish and fund a committee or workgroup to evaluate and provide 
recommendations for the Fire Chief.  See Below. 

Status 
At the time of this report it is unknown if a committee or workgroup has been 
established. 
 
Department Action 
Establish and fund a committee or workgroup to research and provide 
information on the following issues: 

• Evaluate and provide data for the quantity of injuries related to specific 
court sports and contact sports. 

• Collect and provide data outlining related expenditures and costs for 
providing medical treatment and staffing for related injuries. 

• Collect and provide data outlining the number of work days impacted by 
specific sport activities. 

• Review all excise, wellness, and sports injuries and develop comparable 
matrix. 

• Liaison with other fire department agencies for policy comparison and 
established best practices for promoting firefighter wellness and fitness 
and approved sports activities. 

• Provide a detailed finalized report and recommendations outlining 
historical injury data, potential fiscal implications and national or statewide 
comparisons of other like fire departments for the Fire Chief  
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