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https://www.lacera.com/sites/default/files/assets/documents/board/public_request_instructions.pdf

AGENDA

A SPECIAL MEETING OF THE BOARD OF RETIREMENT AND
BOARD OF INVESTMENTS*

LOS ANGELES COUNTY EMPLOYEES RETIREMENT ASSOCIATION
PASADENA HILTON - 168 S. ROBLES AVENUE, PASADENA CA 91101
9:00 A.M., WEDNESDAY, FEBRUARY 22, 2023
This meeting will be conducted by the Board of Retirement and Board of
Investments both in person and by teleconference under California Government

Code Section 54953(e).

Any person may view the meeting online at
https://LACERA.com/leadership/board-meetings

The Boards may take action on any item on the agenda,
and agenda items may be taken out of order.

9:00 a.m. Call to Order

Public Comment

(Members of the public may address the Board orally and in writing. To
provide Public Comment, you should visit
https://LACERA.com/leadership/board-meetings and complete the request
form by selecting whether you will provide oral or written comment from the
options located under Options next to the Board meeting.

If you select oral comment, we will contact you via email with information
and instruction as to how to access the meeting as a speaker. You will have


https://lacera.com/leadership/board-meetings
https://lacera.com/leadership/board-meetings
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9:05 a.m.

9:15 a.m.

10:45 a.m.

11:00 a.m.

up to 3 minutes to address the Board. Oral comment request will be
accepted up to the close of the Public Comment item on the agenda.

If you select written comment, please input your written public comment or
documentation on the above link as soon as possible and up to the close of
the meeting. Written comment will be made part of the official record of the
meeting. If you would like to remain anonymous at the meeting without
stating your name, please select the "l would like to remain anonymous" in
the request form. If you have any questions, you may email
PublicComment@lacera.com.)

Welcome & Opening Remarks
Santos H. Kreimann, Chief Executive Officer

Building a Better Tomorrow — Mission, Vision, and Values

Santos H. Kreimann, Chief Executive Officer; Luis A. Lugo, Deputy
Chief Executive Officer; and Gayla Kraetsch Hartsough, Ph.D., KH
Consulting Group

An overview of LACERA’s Strategic Planning process and proposed
Strategic Planning Priorities and Objectives. KH Consulting Group will
facilitate a session revisiting LACERA’s mission, vision, and values
based on survey responses from Trustees, LACERA staff, and
members.

Break

Superior Member Experience: Communication Plan & Digital
Strategy

JJ Popowich, Assistant Executive Officer; Cynthia Martinez,
Communications Manager; Martiza Perez, Retirement Benefit
Specialist Ill; Ricki Contreras, Disability Retirement Manager; Tamara
Caldwell, Disability Retirement Supervisor; Louis Gittens, Interim
Benefits Manager; Stephanie Kawai, Retirement Benefit Specialist;
and Cassandra Smith, Retiree Healthcare Manager; Bernie Buenaflor,
Chief, Quality Assurance and Metrics Division

A presentation and panelist discussion highlighting LACERA Superior
Member Experience priority by outlining a roadmap for improving and
enhancing the Member Experience (MX) at various "journeys" and
touchpoints.
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12:30 p.m. Lunch

1:30 p.m.

2:45 p.m.

3:00 p.m.

4:00 p.m.

Investing in People: Diversity, Equity, and Inclusion Framework
Laura Guglielmo, Assistant Executive Officer, Dr. Carly Ntoya, Human
Resources Director, and Jasmine Bath, Senior Staff Counsel

Panel Discussion: Didier Acevedo, Financial Analyst Ill, Tamara
Caldwell, Disability Retirement Supervisor, Allison Barrett, Senior Staff
Counsel, Danny Hang, Senior Disability Retirement Specialist, and
Elsy Gutierrez, Supervising Administrative Assistant Il

Introduction of LACERA’s “LEAD Initiative,” LACERA’s proposed
Diversity, Equity, and Inclusion (DEI) Framework and a panel
discussion about how LACERA’s leadership in advancing DEI
positively impacts employees, members, business partners and
community partners.

Break

Enhancing LACERA’s Compliance and Enterprise Risk
Management Programs

Steven Rice, Chief Counsel; Christina Logan, Principal Internal
Auditor; Richard Bendall, Chief Audit Executive; Barry Lew, Legislative
Affairs Officer; Roberta Van Nortrick, Interim Administrative Services
Division Manager; Bernie Buenaflor, Chief, Quality Assurance and
Metrics Division

What are LACERA’s risks, and how are they managed in the fund’s
operations to identify opportunities and avoid pitfalls? This
presentation will cover the meaning of risk, differentiate compliance
and enterprise risk management as necessary components of risk
governance within LACERA’s fiduciary duty, discuss LACERA’s
current approach, and present strategic proposals along with key
implementation issues to enhance and advance the current program,
with scenarios for discussion.

Closing Remarks
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*The Board of Retirement has adopted a policy permitting any member of the
Board to attend a standing committee meeting open to the public. In the event five
or more members of the Board of Retirement (including members appointed to the
Committee) are in attendance, the meeting shall constitute a joint meeting of the
Committee and the Board of Retirement. Members of the Board of Retirement who
are not members of the Committee may attend and participate in a meeting of a
Board Committee but may not vote on any matter discussed at the meeting. The
only action the Committee may take at the meeting is approval of a
recommendation to take further action at a subsequent meeting of the Board.

Documents subject to public disclosure that relate to an agenda item for an open
session of the Board of Retirement that are distributed to members of the Board
of Retirement less than 72 hours prior to the meeting will be available for public
inspection at the time they are distributed to a majority of the Board of Retirement
Trustees at LACERA'’s offices at 300 N. Lake Avenue, Suite 820, Pasadena, CA
91101, during normal business hours of 9:00 a.m. to 5:00 p.m. Monday through
Friday.

Requests for reasonable modification or accommodation of the telephone public
access and Public Comments procedures stated in this agenda from individuals
with disabilities, consistent with the Americans with Disabilities Act of 1990, may
call the Board Offices at (626) 564-6000, Ext. 4401/4402 from 8:30 a.m. to 5:00 p.m.
Monday through Friday or email PublicComment@lacera.com, but no later than 48
hours prior to the time the meeting is to commence.
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LACERA Strategic Plan
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Strategic Planning
(Our Approach and Framework)

Mission, Vision, and Values
(KH Consulting Group)

AGENDA

Overview of Strategic Priorities
and Objectives

Q&A

L//I.CERA Los Angeles County Employees Retirement Association February 2023



Evolution of This Year’s Strategic Process

April 2023

February 2023 Present Strategic Plan to
Solicit BOR/BOI Feedback BOR for Adoption

November 2022

Strategic Plan highlights to be presented to
SPARK (Advisory), then staff members ‘ :
January 2023

Present DRAFT to internal staff

September 2022

July to August 2022 Spark Team assigns Strategic Planning

Member and employee surveys conducted Internal Review and Implementation Team
solicit stakeholder input in the plan (SPIRIT) to take the work of the APTs and

refine, develop, and prioritize the outlined
goals and objectives

Mid-May 2022

Strategy Lab: Spark Team develops \

preliminary strategic goals for consideration \ June 2022

and development : Staff volunteers recruited to participate in action
planning teams around each strategic goal;
teams meet throughout July and August to draft
objectives and actions steps around the goals

March - April 2022

Spark advisory team created to keep the

strategic-planning process, timeline,

activities, and milestones on track February 2022
LACERA launches new strategic planning process, engaging
KH Consulting to facilitate the process, and conduct fact-
finding, discovery, and SWOT analysis

L/I,'CERA Los Angeles County Employees Retirement Association February 2023



-
Focused — Inclusive Strategic Planning Process

Pre-
Planning
2020/2022

Organizational Audits

« EideBaily- Recruitment
Audit (09/2021)

«  Weaver - Organizational
Maturity Audit (08/2022)

* 100 Day Management
Report

Planning

2022
Planning

2022

Member Engagement

e 4

SPTOTRDGEREENE < Member Survey
 Member Newsletter

« All Staff Kick-off

« Action Planning Team
Advisory Team

« Staff Survey

2022/2023

Approve

& Launch
Plan

w
LACERA Trustees

Planning Process Overview to
BOR

Advisory Team

(Including four Trustees and
Executive staff)

Trustee Survey

Joint Board Offsite

Board of Retirement (BOR)
Approval

L/ZCERA

Los Angeles County Employees Retirement Association

February 2023



-
Building a Better Tomorrow:

Current State

==

N12S 1 2SS A N

2023
2022

+ Case Management
2021 » Budget System Adopt and Launch
* Service Now Strategic Plan

2 0 2 0 (F;:‘Jijceed Management (Help Desk)

*  Online Disability

- Built Mobile Developed and Application
Capability Communicated IT

« Deployed MS Teams Strategy _

« Information Security Launch New Website

Division Launch LACERA
Connect

Continuously Improving workflows and business processes

L//I.CERA Los Angeles County Employees Retirement Association Februa ry 2023



-
Retiree Population Snapshot

Number of Pensioners
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LACERA Pensioners by Age Group

Youngest Baby
Boomer turns 59
in 2023.
(Born 1964)

Under 55 55 to 64

B LACERA Pensioners by Age Group

28.34
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Los Angeles County Employees Retirement Association
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Average Retirement Age by Plan
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Active Population Snapshot
Average Age of Active and Deferred Members by Plan
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| Building a Framework to Drive Strategic Success

One LACERA - united with a common vision, values, shared expected behaviors and a
collaborative culture leads to successful results.

O N
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Board of Retirement Strategic Planning Off-Site

February 22, 2023
Facilitator: Gayla Kraetsch Hartsough, Ph.D., President, KH Consulting Group

KH

CONSULTING
GROUP

MANAGEMENT
CONSULTANTS

KH Consulting Group (KH), 1901 Avenue of the Stars, Suite 200, Los Angeles CA 90067

Telephone: 310/203-5417 FAX: 310/203-5419 Email: gayla@khcg.com Web Site: www.KHConsultingGroup.com



http://www.khconsultinggroup.com/

AGENDA

Mission

Vision

Values

Next Steps

Presentation Incomplete without Discussion

CONSULTING
GROUP

MANAGEMENT
CONSULTANTS




LACERA’s Vembers
Stakeholders and < Retired

MET} e Survivors

Audiences

e LA County
e LAFC

elittle Lake Cemetery
District

*| ACOE
*SCAQMD

Community BOR & BOI Federal, State,

and Local

Members Trustees Legislators

LACERA
Employees

LACERA’s Los Angeles
Investment County Board of
Professionals, Supervisors
Advisors, and County
Consultants Leadership

Peer

izati nions an
Organizations Unions and

Employee
Associations

Retired
Employees of

* County of Los Angeles, Local Agency Formation Commission (LAFC), Los Angeles County Office of Education (LACOE), Los Angeles
South Coast Air Quality Management District (SCAQMD), Little Lake Cemetery District. County (RELAC)

For Discussion Purposes Only



CONSULTING
GROUP

MANAGEMENT
CONSULTANTS

VISION: What we aspire to be: 10 years or more

Envi s . .
nvironment Scan SWOT: What we need to be aware of in developing our strategy?

e Internal Strengths and Weaknesses
e External Opportunities and Threats

4

Mission and MISSION: What we do today... everyday: 1-10 years

Values
VALUES: How we conduct ourselves — our behaviors and our work culture

Strategic STRATEGIC PRIORITIES/PRIORITIES: What we need to focus on to achieve our
Priorities/Goals vision, mission, and values: 3-5 years

Implementation, Monitoring, and
Roadmap Refinement

February 22, 2022



CONSULTING
GROUP
MANAGEMENT
CONSULTANTS

VISION: What we aspire to be: 10 years or more

Now —
Mission and MISSION: What we do today... everyday: 1-10 years
Values
VALUES: How we conduct ourselves — our behaviors and our work culture
Strategic STRATEGIC PRIORITIES/PRIORITIES: What we need to focus on to achieve our
Later Today

Priorities/Goals vision, mission, and values: 3-5 years

Implementation, Monitoring, and
Refinement

Roadmap

13



CONSULTING
GROUP
MANAGEMENT
CONSULTANTS

MISSION: What we do today... everyday: 1-10 years
Short statement: 1-3 sentences, never exceeding 100
words (best if a single succinct sentence)

PURPOSE: Action-based statement that
declares how the organization serves its
customers: what it does and its

purpose or objectives (i.e.,
fundamental reason for the
organization’s existence)

February 22, 2022

IMPORTANCE:

= Serves as guideline by which an
organization operates

= Everything an organization does
should work toward its mission
statement

= Drives the decision-making of an
organization

= Serves to inspire the organization to
achieve more than could have been
imagined

AUDIENCE:

= Conveys the organization’s purpose and
direction to boards, members,
customers, employees, and stakeholders

14



Current:

Produce, protect, and provide the promised benefits to our members

i Employee Feedback — Most love it!

mmt  Embrace it! Some want tweaks made.

f:& Trustee Feedback — Even greater support

On a 5-point scale, support ranged from 4.0 to 4.4,
except for inspiration (rated 3.8)

On a 5-point scale, support ranged from 4.5 to 4.7

15



Indicate your level of agreement with the following statements about the

current LACERA Mission Statement. (n=214)

5.0

4.0 -

3.0 -

2.0 -

1.0 -
I have a clear understanding of the
current LACERA Mission.

February 22, 2022

The current LACERA Mission is important to The current LACERA Mission makes me feel The current LACERA Mission inspires me.
me. like my job is important.

Presentation Incomplete without Discussion

16



Indicate your level of agreement with the following statements about the
LACERA Mission Statement. (n=14)

5.0

4.0

3.0

2.0

I have a clear understanding of the LACERA Mission.

February 22, 2022

The LACERA Mission captures the importance of our
organization fo our members.

Presentation Incomplete without Discussion

The LACERA Mission makes me feel like my role as Trustee
is important.

17



Tweaks Suggested:
1. Produce, protect, and provide the promised benefits to our members and their survivors

2. Produce, protect, and provide the promised benefits to our members and their beneficiaries

February 22, 2022 Presentation Incomplete without Discussion

18



Mission Vs.
Vision

* A Mission describes the
organization’s purpose for
being.

* A Vision states the
destination or end goal to
be reached.

MISSION: What we do today... everyday: 1-10 years

m VISION: What we aspire to be: 10 years or more

19
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Indicate your level of agreement with the following statements
about the current LACERA Vision Statement. (n=14)

Trustee Comments

| don’t see a ten-year objective.

Trust, Commitment and Service are active
verbs (our beneficiaries trust us, we are
committed to excellence, we service our
beneficiaries). However, Excellence is an
aspiration and belongs more to a set of values
than to a Vision Statement. My humble
opinion.

Would reword the Service section. It should
not read "We have the ability to achieve this if
each one of us..." but rather, "We achieve this
by everyone utilizing their strengths,
collectively, to create an unstoppable
enterprise."

5.0
4.0
3.0
2.0
1.0
| have a clear understanding of The current LACERA Vision The current LACERA Vision The current LACERA Vision
the current LACERA Vision Statement is aspirational. Statement is inspirational. Statement should remain as is.
Statement.
February 22, 2022 Presentation Incomplete without Discussion

I'm open to a conversation about revising our
vision statement. | don't have a specific
recommendation to put down here.

Take one sentence (the main point) of each
category and streamline the vision. | think it's
too long.

21



Vision describes the “Desired End-State” —
aspiration

Ideas to keep in mind: A vision describes what ai.

Clear, memorable, and inspirational

Long-term desired change, resulting from an
organization’s work

May take 10 or more years to achieve
It provides focus, challenge, and motivation.
It should be a “stretch” to reach it.

organization aspires to be.

 What needs to be changed?

* What are the major issues or problems?
 What is your dream end-state?

* What would success look like?

Be concise

Based on a survey of 30 organizations:

Average length 14.6 words (excluding
brand references)

Executives sometimes add text to
elaborate further on the vision

22



Mission — What We Do Today Vision — What We Want to Accomplish

Ducks Unlimited

Preserves, restores, and manages wetlands and Wetlands sufficient to fill the skies with waterfowl

associated habitats for North America’s waterfowl. today, tomorrow and forever.
These habitats also benefit other wildlife and people.

Habitat for
Humanity

Seeking to put God'’s love into action, Habitat for A world where everyone has a decent place to live.
Humanity brings people together to build homes,

communities, and hope.

Feeding America

Advance change in America by ensuring equitable A hunger-free America
access to nutritious food for all in partnership with food

banks, policymakers, supporters and the communities

we serve.

CVS

Save the Children

Johnson & Johnson

We will help people live longer, healthier, happier lives.

A world in which every child attains the right to survival,

Additional examples of inspirational visions: protection, development and participation.

For every person to use their unique experiences and
backgrounds, together — to spark solutions that create a
better, healthier world.

February 22, 2022

Presentation Incomplete without Discussion
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Mission — What We Do Today Vision — What We Want to Accomplish

CalPERS Deliver retirement and health care benefits to members A respected partner, providing a sustainable retirement
and their beneficiaries ED system and health care program for those who serve

California
CalSTRS Securing the financial future and sustaining the trust of Your Reward—A secure retirement
California’s educators E: Our Reward—Getting you there

February 22, 2022 Presentation Incomplete without Discussion



Vision statements that are more of a mission statement:

lllinois Municipal Retirement Fund: Provide the highest retirement services to our members, their
beneficiaries, and employers

State Teacher Retirement System of Ohio: To be a leading retirement system by providing
comprehensive retirement benefits and quality service to our members through exceptional
financial performance, ethical business practices and responsible resource management.

Office of the New York State Comptroller: To be a high-performing organization with exceptional
people and the highest standards for ethics and investment management. (more of a mission about
its staff; does not convey how it will benefit its members)

Vision statements that emphasize a better future for its customers:

State of Michigan, Office of Retirement Services: We are an innovative retirement organization,
driven to empower our customers for a successful today and a secure tomorrow.

Progressive Insurance: To reduce the human trauma and economic costs associated with
automobile accidents.

Regions Financial. To help our customers and communities realize their dreams by anticipating,

understanding and meeting their financial needs.

February 22, 2022 Presentation Incomplete without Discussion

Writing a vision
statement that is truly
a vision statement is
hard to do.

25



N o s WD

Deliver exceptional, easily accessible service that promotes member confidence in their
retirement security while instilling public trust and safeguarding pension assets

Provide worry-free retirement with life-time benefits to those who serve Los Angeles County
Our members realize a worry-free retirement with lifetime pension and health benefits.

Our members realize their retirement dreams in a healthy and sustainable way.

A sound, sustainable, secure, and healthy tomorrow for our members

Serving and investing today for a secure and healthy retirement

Building a better tomorrow for a secure and healthy retirement

26



Circle words that are
inspirational,
aspirational, and
reflective of what
you as a Trustee
envision for LACERA’s

Discuss Trustees’
reactions

future
J

Identify patterns

Presentation Incomplete without Discussion

KH will further hone
for Trustees’
consideration and
potential
endorsement

27



= Basic and fundamental beliefs that guide or motivate attitudes or
actions

= The motive behind purposeful action

= QOrganizational values:

* Describe core ethics or principles that an organization abides
by, no matter what

* Inspire employees' best efforts and constrain their actions

e Over time, might improve the organization's ethical character
as expressed in its operations and culture

Presentation Incomplete without Discussion 28
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Wi rake the indliative 1o develop our skills 1o gen the job done. We are accouniable
for providing quality service 1o our members that is efficient and acourate.
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Our members and coworkers deserve 1o be ireated with counesy, patience, and
empathy. When we lisien 1o and suppon each other, we create @ nurnaring work
cnvironment thal promotes faimess and st

(%mr Commuandealions

Our frank and siraightfonvard expression of ideas fosiers a conumon
understanding of pumpose — quality service o our members. we create a healihy
wiork environment by sharing infommation., listening o cach oihers’ ideas, and
giving construclive feedback.

St vaedd
Our employvees ane entitled 10 a clear explanation of perfonmance expectations.,
Fcrrmmecvmmammy. honest, and impartial; personal

plians are reasonable and constmictive; and we provide opportuniiies for
professional development and promotion,

T leg ity
Wi inspire confldence by our high standards for member services and sound

Invesimeni praciices, We are reliable, ethical, and honesi. Loyaliy 1o LACERA
means loyaly 1o members, Imegnin guides all of our work relationships,

Seanmieeoh
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Working together to reach common goals ks the essence of success.
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Achieving our MISSION through
shared VALUES and a collective VISION,
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Qu

ality

Consider, understand, and manage risk

Proactively explore policy and product opportunities to better serve our
customers

Seek to "do it right" the first time

Strive to exceed customers' needs and expectations through
competence, innovation, and teamwork

Respect

Are courteous, responsive, and professional

Stay present in the moment and actively listens to understand others
Treat every person with kindness and humility

Value and recognize every individual for their unique skills, talents, and
contributions

Accountability

Find solutions that contribute to desired results

Give and seeks clear expectations

Make sound decisions from experience, good judgment, and
collaboration

Take ownership of, and responsibility for, actions, risks, and results, and
use outcomes as learning opportunities

Integrity

Act in all endeavors with an ethical, honest mindset and in a professional
manner

Are truthful in all actions and communications

Honor commitments, keep promises, and build trust

Openness

Approaches every situation with good intentions

Are receptive to new and diverse ideas

Encourage a trusting environment by being genuine and transparent in
actions and communications

Listen, cooperate, and share across the organization

Balance

Embrace opportunities for personal and professional development
Maintain focus on long-term goals while meeting short-term needs
Support a healthy personal and professional balance

Support an environment that is optimistic and enjoyable in which
relationships can prosper across our organization and communities

30



Attracting, developing, and retaining a competent, creative, and highly motivated workforce

Delivering retirement, health, and other benefits and services in an equal, accurate, courteous, professional, and prompt manner
Designing and administering the highest quality, secure, and innovative programs

Ensuring that all benefits are appropriately funded

Maintaining public trust by being an ethical, sensitive, effective, and cost-efficient organization in service to employers and
employees alike

Obtaining the highest return on our investment portfolio to survive, prosper, and grow in a safe and prudent manner

Providing meaningful information and education to all System constituents in a timely manner

Sustaining our role as a respected leader in the public pension and benefits industry

February 22, 2022 Presentation Incomplete without Discussion
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CUSTOMER SERVICE

We never compromise on quality as we strive to meet or exceed
the expectations of our customers.

ACCOUNTABILITY

We operate with transparency and accept responsibility for our
actions.

LEADERSHIP

We model best practices in our industry and innovate to achieve
higher standards.

STRENGTH

We ensure the strength of our system by embracing a diversity
of ideas and people.

TRUST

We conduct ourselves with integrity, acting ethically in every
endeavor.

RESPECT

We respect the needs of our members, co-workers, and others,
treating everyone with fairness, honesty and courtesy.

STEWARDSHIP

We recognize our fiduciary responsibility as the foundation for
all decision-making.

32



Types of Values

Core Values

Deeply-ingrained principles/cultural cornerstones

Guide an organization’s actions

Inherent and sacrosanct — must be maintained at all costs
Source of distinctiveness

Aspirational
Values

Needed to succeed in the future; currently lacking

Core Values Are NOT
Could be a new value to support a new strategy

Operating practices

Permission-to-

Minimum behavioral and social standards ) . .
Business strategles or vision

Cultural norms

Play Values Do not vary much across organizations
Do not help distinguish an organization from others
. Arise spontaneousl
Accidental P y
Reflect common interests at a given time
Values

Competencies

Changed in response to market or
administration changes

Can block new opportunity, growth, evolution, etc.

Can lose relevance and cause confusion

Source: https://hbr.org/2002/07/make-your-values-mean-something

Presentation Incomplete without Discussion
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Proposed LACERA Core Values

Our Core Values serve as our cultural guide and foundation in meeting our Mission.

Inclusivity Accountability

We take responsibility for our actions and operate
with the highest standards of professionalism and
respect in fulfilling our mission and duty as
prudent stewards of the pension fund.

We welcome all individuals, honoring and
respecting their unique stories and
perspectives, and celebrating the value that
diversity adds to the organization in meeting
our mission and strategic priorities.

@ Integrity

Collaboration

We are One LACERA. We promote unity by
successfully working together across all
levels of the organization to deliver on our
strategic priorities and objectives.

We earn trust by our dedication to honesty,
fairness, and ethical conduct in the service
of our members and each other.

L Innovation Transparency
-@- We cultivate a creative, forward-thinking We clearly communicate our knowledge,
— approach in seeking out new ideas and novel ideas, and expertise in an open, fair, and

solutions to continually improve our honest environment, resulting in better
operations and the member experience. organizational outcomes and decision-making.

L//I.CERA Los Angeles County Employees Retirement Association February 2023



. .y . . e —— : Trustee C t
Indicate how critical it is to uphold each value in achieving LACERA's .
Missi _14) We are moving in the right
ISSion. (n_ direction, but there is still

work to do.

One suggestion in the
Collaboration section, is to
include working successfully
with partnerships outside the
organization as well.

Integrity: We earn frust by Accountability: We take Transparency: We clearly Inclusivity: We welcome Innovation: We cultivate  Collaboration: We are

our dedication to responsibility for our communicate our all individuals, honoring a creative, forward- One LACERA. We
honesty, fairness, and actions and operate with knowledge, ideas, and and respecting their thinking approach in promote unity by
ethical conduct in the the highest standards of expertise in an open, fair, unique stories and seeking out new ideas successfully working
service of our members professionalism and  and honest environment, perspectives, and and novel solutions fo  fogether across all levels
and each other. respect in fulfilling our resulting in befter celebrating the value  continually improve our  of the organization to

mission and duty as  organizational outcomes that diversity adds to the  operations and the deliver on our strategic
prudent stewards of the  and decision-making. organization in meeting  member experience. priorities and objectives.

pension fund. our mission and strategic
priorifies.
February 22, 2022 Presentation Incomplete without Discussion
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LACERA’s
Proposed Values and
Guiding Principles

We live each value to uphold our fiduciary duty and deliver
world-class service to LACERA Members.

Presentation Incomplete without Discussion



INCLUSIVITY

We welcome all individuals,
honoring and respecting their
unique stories and perspectives,
and celebrating the value that
diversity adds to the organization
in meeting our mission and
strategic priorities.

L/ZCERA

INTEGRITY

We earn trust by our dedication to
honesty, fairness, and ethical
conduct in the service of our
members and each other.

LACERA’s Proposed Values

INNOVATION

We cultivate a creative, forward-
thinking approach in seeking
out new ideas and novel
solutions to continually improve
our operations and the member
experience.

ACCOUNTABILITY

We take responsibility for our
actions and operate with the
highest standards of
professionalism and respect in
fulfilling our mission and duty as
prudent stewards of the pension
fund.

Los Angeles County Employees Retirement Association

COLLABORATION

We are One LACERA. We promote
unity by successfully working
together across all levels of the
organization to deliver on our
strategic priorities and objectives.

TRANSPARENCY

We clearly communicate our
knowledge, ideas, and
expertise in an open, fair,and
honest environment, resulting
in better organizational
outcomes and decision-
making.

February 2023
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INCLUSIVITY

We welcome all individuals,
honoring and respecting their
unique stories and perspectives,
and celebrating the value that
diversity adds to the organization
in meeting our mission and
strategic priorities.

We do not judge others based on how they
talk, look, or dress. We measure people on
their actions.

We seek out other’s opinions to ensure we
have awell-rounded perspective.

We are considerate and tolerant of different
views, creating a safe environment to share
our thoughts.

We take the time to actively listen to
each other.

Our communication materials reflect
our community; imagery is
representative of those we serve.

We choose to use language that is
nonbiased.

We seek to appropriately challenge
behaviors that are exclusive, seeking to
educate to encourage better behaviors.

We seek to create balanced teams.

We seek to understand each other and
take each other’s needs into account
when making decisions or planning
events.

L/ZCERA

INTEGRITY

We earn trust by our dedication to
honesty, fairness, and ethical
conduct in the service of our
members and each other.

LAC

We choose to do the right thing even
when no one is looking.

When presented with two or more valid
choices on how to address a challenge or
issue, we choose the one that is most
beneficial to the member or staff
member.

When we see or hear something wrong or
inappropriate, we speak up.

We make decisions based on facts and
the law.

When we make an error, we recognize the
error, and work to correct it.

We build trust by ensuring we accredit the
work of others, publicly recognizing their
ideas and contributions.

When we are struggling, going to miss a
deadline, or need help, we discuss the
challenges with our teams, peers or leaders,
allowing time and opportunity to receive
help to meet deadlines and commitments.

LACERA’s Proposed Values

INNOVATION

We cultivate a creative, forward-
thinking approach in seeking
out new ideas and novel
solutions to continually improve
our operations and the member
experience.

We listen to everyone’s ideas and look for
those that benefit the organization,
members, or the plan sponsor.

We provide everyone a safe space to
share ideas without judgement.

We are judicious but willing to take
measured risks to test out new ideas.

We are not afraid to fail forward,
understanding that failure is a step toward
better solutions.

We make an effort to seek out new
knowledge, remaining aware of what is
happening in our industry and similar
industries.

We seek to develop solutions with others,
taking advantage of diverse knowledge
and perspectives.

ACCOUNTABILITY

We take responsibility for our
actions and operate with the
highest standards of
professionalism and respect in
fulfilling our mission and duty as
prudent stewards of the pension
fund.

ERA’s Draft Guiding Principles Aligned with Proposed

We follow through on our promises.

We recognize that we are human and make
errors. When we make an error we recognize
it, correct it,and look to find ways to prevent
future errors.

We work together to support each other
when an erroris made, working as a team to
make it right.

When evaluating staff, we consider the
totality of their actions and provide
appropriate constructive feedback and
accurate ratings.

Poor performance, inappropriate
conduct, or actions not in line with our
values are addressed timely.

Los Angeles County Employees Retirement Association

COLLABORATION

We are One LACERA. We promote
unity by successfully working
together across all levels of the
organization to deliver on our
strategic priorities and objectives.

Values

We seek out the opinions of others
when approaching a challenge.

We recognize that almost no task can be
accomplished alone, and seek out those
with knowledge and skills to help us be
successful in our work.

We share information freely, across team
and divisional lines.

Cross-functional teams are encouraged and
expected.

TRANSPARENCY

We clearly communicate our
knowledge, ideas, and
expertise in an open, fair,and
honest environment, resulting
in better organizational
outcomes and decision-
making.

We recognize good decisions are made
based on knowledge and data, and seek to
share and provide both freely.

We do not hesitate to speak up when we
have information that may be useful to a
peer or business partner.

We create open knowledge repositories
that are appropriately accessible.

We recognize we are a public institution and
freely share knowledge (appropriately) with
our peer organizations.

February 2023 38



Think about

proposed Va
LACERA's sta

audiences

’]OW the Members
e Active
ues relate to

¢ Retired
Plan

e Survivors
keholders andé e

e LA County
*LAFC

elittle Lake Cemetery
District

*| ACOE
*SCAQMD

Community BOR & BO'
Members Trustees

LACERA’s
Investment
Professionals,
Advisors, and
Consultants

Peer .
. .. Unions and
Organizations
Employee
Associations

* County of Los Angeles, Local Agency Formation Commission (LAFC), Los Angeles County Office of Education (LACOE),
South Coast Air Quality Management District (SCAQMD), Little Lake Cemetery District.

For Discussion Purposes Only

LACERA
Employees

Los Angeles
County Board of
Supervisors

County
Leadership

Retired
Employees of
Los Angeles
County (RELAC)

Federal, State,

and Local
Legislators
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Reflections on Values

Proposed Values

Inclusivity

* How will members react to these values? And

other stakeholders and audiences?

Integrity

* How do they apply to Trustees’ working

relationships?

____________________________________________________________________________|
February 22, 2022

Innovation
Accountability
Collaboration

Transparency

Presentation Incomplete without Discussion
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Sample Guiding Principles
from Other Boards

A P R o acia

Collaboration

We express our good intentions explicitly
and reiterate those intentions wherever
they are in question.

We practice patience with ourselves and
with others.

We air our opinions professionally and
provide constructive feedback.

We respect each other’s viewpoints,
including our board colleagues, staff, and
public.

We acknowledge the value and
contribution of others to our work both
privately and publicly.

Innovation

We see things that never were and ask
why not.

We regularly hold conversations that
open up new possibilities.

We are open to uncommon ideas, the
unexpected, and originality borne from

synergy.

We seek stimulating ideas, practices, and
environments from a variety of sources
and people.

We undertake continuous development
through reading, study, practices, and
reflection of ourselves and of our
colleagues so we can refresh and expand
our skills and understanding of our
members’ needs.

Inclusivity

We solicit and consider ideas and
opinions from others.

We seek stakeholder input and feedback
by asking “who else should be here?” or
“who needs to know?” or “how will our
members’ react?” before making
decisions that impact the organization or
individuals within it.

We celebrate the diversity in people, and
value the variety of opinions that emerge
from differences in perspective and
situation.

41
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Building a Better Tomorrow:

Strategic
Aspirational and Practical Outcome Priorities
Fiscal
Durability
Risk
Management &
Compliance Q&
Investing in + .ng

- & N

Innovation People N & 2

Superior through @e® &

Member Technology xX\0 \A0®

Experience
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Strategic Priorities
Q Vision

Strategic Priorities

G < |

Superior !Vlember Innovation through Investing in People Enterprise Risk Fiscal Durability o ere
Experience Technology Management and Priorities to

Compliance Objectives

Innovate and Leverage technological Attract, motivate, Exercise care and prudence
alnuE sl lin e solutions to advance hire, and retain a Adopt and implement in managing our resources

s msember capabilities, increase highly engaged and enterprise-risk and and fund assets

experience productivity, and elevate S a2 | ey s compliance framework
operational maturity aimed at mitigating risk
and vulnerabilities

Align Strategic

L/[,,CERA Los Angeles County Employees Retirement Association February 2023 44



Superior Member Experience

Innovate and consistently improve the member experience

@ OBJECTIVE 1

Ensure a consistent omnichannel
member experience at every
stage of the member’s journey

@ OBIJECTIVE 3

Develop, Implement, and Deploy a
Digital Strategy to better serve our
members

@ OBJECTIVE?2

Enhance Member Educational
content at every stage in their
journey and launch LACERA
Communication Plan

& ...

Improve and enhance the
Retiree Healthcare experience

L/ZCERA

Los Angeles County Employees Retirement Association February 2023 45



Destination

Innovate and continuously improve the member
Experience experience

CURRENT STATE ©
j OUR FOCUS
DESTINATION

G Members currently engage -
in a high touch customer : :
service model. Although, B.u'l.d an educatlongl, .
self-help services such as digital, and customized g/lciz:s)eors rrgaeﬁggp ;ig'ently
online disability application customer centered health - lIment servi
framework at every step Of ealtncare enroliment Services

have been launched. . _ _
a member’s journey. 24/7 and confidently retire at

— the palm of their hands.
AP, 2023 - 2028

2028

Superior Member

L/[,'CERA Los Angeles County Employees Retirement Association Februa ry 2023



Innovation through Technology

Leverage technological solutions to advance capabilities, increase productivity, and elevate operational

maturity
@ OBJECTIVE 5 @ OBIJECTIVE 6
(Data Integration and Analytics) (Knowledge Management)

Implement an enterprise-wide
Knowledge Management System
to digitally capture, document,
organize, and access critical
business knowledge and
information

Promote an enterprise approach to
information gathering and sharing
that fosters decision-making through
the adoption of a business intelligence
platform

LIII.CERA Los Angeles County Employees Retirement Association February 2023



Destination

Innovation Through Leverage technological solutions to advance capabilities,
Technology increase productivity, and elevate operational maturity

CURRENT STATE ©

j OUR FOCUS
DESTINATION

a Update LACERA IT Strategy. Transition to off-premise .

Implemented an cloud infrastructure.

Information Security and Ensure enterprise-wide Mature and adaptable
Project Management data integration and LACERA IT Architecture and
Offices Knowledge management Applications Infrastructure.
7023 d ) capabilities.
anda prior
2023 - 2028

2028

L/[,,CERA Los Angeles County Employees Retirement Association Februa ry 2023 48




Investing in People

Attract, motivate, hire, and retain a highly engaged and skilled workforce

@ OBIJECTIVE 7 @ OBIJECTIVE 8

Develop and implement D.E.| Develop enterprise-wide
framework aimed at promoting and Training and Development
embracing Diversity, Equity, and Programs aimed to support and
Inclusion encourage employee growth
and development

@ OBJECTIVES

Improve and simplify the
hiring process (To build a solid
foundation for succession
planning)

L/[,,CERA Los Angeles County Employees Retirement Association February 2023 49



Destination

Investing in Attract, motivate, hire, and retain a highly engaged and
People skilled workforce.
CURRENT STATE ©
1 OUR FOCUS
DESTINATION
Build robust DEI and ‘
e Reactionary and siloed organizational learning and
approach to staff learning, development program
development, succession aimed at building inclusivity, .
planning, and hiring. competencies’ morale’ and Employer Of ChOICe
bench strength. Implement
hiring playbook.
2023
2023 - 2028
2028

L//I.CERA Los Angeles County Employees Retirement Association Februa ry 2023



Enterprise Risk Management and Compliance

Adopt and implement an enterprise risk management framework and compliance program aimed at

mitigating organizational risk

‘ OBJECTIVE 10 . OBJECTIVE 11
Develop an enterprise compliance Implement a comprehensive enterprise
plan and program to ensure adherence risk management framework and
to established process, procedures, structure to improve staff awareness anc
policies, and governing rules and mitigate organizational risk
regulations

L/[,,CERA Los Angeles County Employees Retirement Association February 2023 51



Destination

Enterprise Risk Adopt and implement enterprise-risk and compliance

Management and . .re . . Cons
Compliance framework aimed at mitigating risk and vulnerabilities

CURRENT STATE ©
1 OUR FOCUS
DESTINATION

. . Hiring Compliance and
Compliance and enterprise ‘
] P P Ethics Officer and institute
risk management programs .

the Institute of Internal

are siloed and do not follow .
) Auditors “Three Lines of Fully implemented and
a particular framework

Defense Model” in
addressing organizational mature organizational
compliance and risk

2023 risk and compliance.
2023 - 2028 o

2028

Integrated, structed, and

L//I.CERA Los Angeles County Employees Retirement Association Februa ry 2023



Fiscal Durability

Exercise care and prudence in managing our resources and fund assets

@ OBJECTIVE 12

Develop organizational tools to
support enterprise-wide fiscal
responsibility

‘ OBJECTIVE 13
Implement and support the
LACERA Investment Office in
achieving the BOI’s Strategic Plan
goals.

LI[,,CERA Los Angeles County Employees Retirement Association February 2023 53



Destination

Exercise care and prudence in managing our resources
and fund assets

CURRENT STATE ©
j OUR FOCUS
DESTINATION

e In the process of adopting a ‘

Fiscal Durability

budget application. Very Improved decision-making and

manual budgeting process planning capabilities based on  Improved ROl outcomes.

and little to no real-time thorough budget analysis. and continuing to support

reporting capabilities Improving management and Investment Office in
administration of resources. achieving BOI’s Strategic

2025 2023 - 2028

2028
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BUILDING A BETTER TOMORROW BOARD OF RETIREMENT OFFSITE
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BUILDING A BETTER TOMORROW

Today’s Hybrid Panel
Discussion

We encourage trustees ask questions along the
way.

LACERA Member
erience (MX) System

in Action: The Retirement
nning Journey

loying a Digital Strategy

¥

lying Technology to improve
MX Behind the Scenes

ancing the Retiree Healthcare
erience

eloping MX Ready Specialists

asuring and Tracking Our
cess

Los Angeles County Employees Retirement Association

BOARD OF RETIREMENT OFFSITE

February 22-23 FISCAL YEAR 2023-2024



BUILDING A BETTER TOMORROW

Superior Member Experience

Innovate and consistently improve the member experience

@ OBIJECTIVE 1

Ensure a consistent omnichannel
member experience at every
stage of the member’s journey

@ OBIJECTIVE 3

Develop, Implement, and Deploy a
Digital Strategy to better serve our
members

Los Angeles County Employees Retirement Association

BOARD OF RETIREMENT OFFSITE

@ OBJECTIVE?2

Enhance Member Educational
content at every stage in their
journey and launch LACERA
Communication Plan

@ OBIJECTIVEA

Improve and enhance the
Retiree Healthcare experience

February 22-23 FISCAL YEAR 2023-2024




&

Building a Better
Member Experience

Customer Experience — CX — Member Experience - MX

The member experience is defined by every interactive
touchpoint a member has during their journeys, by everything
they hear about LACERA, and how they feel about LACERA
throughout their lifecycle with an organization.

It Matters — We Are In
this Together

A lifetime relationship
from the beginning of
their career through
the legacy they leave
their survivors.

2

It’s all about Their
Experience

Every touchpoint
should be easily
accessible based on
the member’s
preference, delivered
timely, accurately,
competently, and with
compassion.



BOARD OF RETIREMENT OFFSITE
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BUILDING A BETTER TOMORROW BOARD OF RETIREMENT OFFSITE
New Member ?Q

Death ~  ~ W Getting to Know
Beneficiary/Survivor - = Each Other
Begins
‘ High touch = x 8
Highly Personalized / @,f
&

MEMBER )
JOURNEYS /SN

| -,' é\
8 S g
omnichanng, Ny -

embers Cho;
a7 A Iu

Disabilicy Retirement Planning W
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BUILDING A BETTER TOMORROW BOARD OF RETIREMENT OFFSITE

The Member Experience Council

An internal team to coordinate and focus our efforts to establish and oversee a sustainable
Member Experience Program.

The MX Council Team Journey Profiles/Maps

Under Executive Office guidance, leaders The Council will identify and define
from each of the Member Operations journeys — developing journey profiles.
Group divisions, Retiree Healthcare and Profiles outline the member needs and
Systems. SME pulled in from specific desires and serve to ensure we deliver
areas to focus on specific journeys. on the superior experience.

Journey Oversight Surveys — Metrics -Reporting

Working with PMG, PMO, and SME they Defines metrics (KPI, CSAT, NPS, etc.)

. . ; and oversees survey and focus group
set priorities for journey improvement Sl .

. activities. Creates transparent reporting
projects and efforts

to trustees and stakeholders.




BOARD OF RETIREMENT OFFSITE

BUILDING A BETTER TOMORROW

Understanding
Members is Key

Developing an in-depth understanding of member
preferences, needs, and desires is a key
component of a sustainable Member Experience
program.

a
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BUILDING A BETTER TOMORROW BOARD OF RETIREMENT OFFSITE

Diverse Profile

Our Member Survey — Sent to members via mail and electronic means resulted in a higher response rate for
members with ten or more years of service and retired members

CONSULTING

Overall Respondent Profile A

Survey Respondents’ Reported Retirement Details

Respondent-Reported Plan

Respondent-Reported Member Status vs. LACERA Membership Overall

vs. LACERA Membership Overall
(n=24,091)

(n=24,761)

NEW HIRE; MEMBER FOR1 MEMBER FOR6 MEMBERFOR  DEFERRED RETIREE  CONTINUING GENERAL GENERAL GENERAL GENERAL GENERAL GENERAL  SAFETY  SAFETY  SAFETY
MEMBER LESS TOSYEARS TO10YEARS GREATERTHAN  RETIREE BENEFICIARY PLANA  PLANB  PIANC  PIAND  PIANE  PLANG  PLANA  PLANB  PLANC
THAN ONE YEAR 10 YEARS {SURVIVOR {PEPRA) (PEPRA)

SPOUSE, CHILD,
ETC.) = Survey Respondents W LACERA Membership

3,124 (13%) of respondents answered “I do not know”

® Survey Respondents  mLACERA Membership

Analysis Incomplete Without Discussion



BUILDING A BETTER TOMORROW BOARD OF RETIREMENT OFFSITE

Meeting member preferences for information is a key component of the Member Experience approach. Our recent
survey demonstrates that our membership has a diverse appetite for an omnichannel service approach.

Preferred Method of Communication for SRtk

CONSULTANTS

LACERA General News and Information By Age

(n=25,019)
100%

Mailed newszletter Email My LACERA online E-newsletter Website YouTube channel Social media
comrezpondence portal (Facebook, Twitter,
Instagram, TikTok)

=18-24 (n=21) m25-34 (n=523) m35-44 (n=1,341) =45-54 (n=2.489) =55-44 (n=4.754) =65-74 (n=6,784) =75-84 (n=5718) =85+ (2,009)

Analysis Incomplete Without Discussion

10

NOTE: Percentages based on the number of responses per question within that age group only



BUILDING A BETTER TOMORROW BOARD OF RETIREMENT OFFSITE

A significant number of survey respondents use computers and smartphones for routine financial transactions. This

supports a consistent omnichannel service approach.

CONSULTING

Member use of Technology When Managing ..
Routine Financial Transactions Overall

(n=24,358)

Paying bills Banking Managing investments Updating account information Uploading confidential
documents

um Computer ortablet mSmariphone mDo not use fechnology = Phone m Other

11

Analysis Incomplete Without Discussion



BUILDING A BETTER TOMORROW

BOARD OF RETIREMENT OFFSITE

Channel preference depends on the life events. For example, a significant number of survey respondents prefer in-
person or phone interactions — yet we also see a solid number of respondents preferring My LACERA interactions...

Ensuring a superior member experience means ensuring a consistent service delivery regardless of preference.

CONSULTING

Preferred Method of Service for Life Events = .

CONSULTANTS

Overall

(n=24,790)

L

Cureer ehunge Career chunge Enrolling inretiree  Planning for retirement Applying for benefts ~ Newly hired and  Dizability refirement
ng out of Transferringinfo healthcare (n=9,706) (n=7,107) atfime of planned  initiafing my LACERA (n=9,999)
LACERA (n=11 149)  LACERA (n=11,307) retirement (n=7,180)  benefits (n=10,937)

BMyLACERA NLACERA website HBWebchat HEmail MOnline meefing ®Inperson #Byphone 5By mail

Analysis Incomplete Without Discussion

Preferred Method of Service for Life Events
Overall

(n=24,790)

bl

I!eh'ee heullhccle Refiree heulfhccle Refiree healthcare: Roufine events Death benefits Divorce (n=6,970)
G questions  Part B reimbursement affecting my LACERA (n=18,809)
questions (n=18,938) (n=19,171) (n=17803) account (n=21,857)

Meximizing my
benefits (n=11,835)

BMyLACERA NLACERA website HWebchat ©Email ®Online meeting ®inperson #Byphone 1By mail

Analysis Incomplete Without Discussion

CONSULTING
GROUP

MANAGEMENT
CONSULTANTS




O
-
@
O
W
oc
|
T
a
o
>
@
L
o
<
=
<<
=
>
L
=
—
Q
<
o
a
T
wn
L
(an]




BUILDING A BETTER TOMORROW

Traditional Channels —
Call Centers — Service
Center

D

Integrated Digital
Channels

&

Proactive
Communication

Serving a diverse membership with
diverse preferences and needs

BOARD OF RETIREMENT OFFSITE

Omnichannel
Experience

Delivering a Superior Member Experience
is all about creating an experience tailored
to member preferences and needs.

Omnichannel Experience is the seamless
integration of service and information
provided across multiple interaction
touchpoints.

14



# Home Signinto | My LACERA

L4CERA

About LACERA  Active Members  Retirees and Families  Retiree Healthcare

Retirement Planning

Retirement Planning

Benefit Estimates

Steps to Prepare
Ready to Retire
The key to a successful and financially secure retirement is to start
Workshops planning years in advance. Wherever you are in your career journay, the
Retirement Options Retirement Planning section has helpful tools for youl
Beneficiaries From early in your career to within five years of retirement, check out Steps to Prepare. If
you have completed your planning and are ready to go now, click on Ready to Retire fora
Power of Attorney

handy to-do list to help you retire now and access to all the forms and documents you

need

Atimeline and action steps to take in the A helpful to-do list and all the forms and

years and months before you retire documents you will need to finish the
retirement process.

BOARD OF RETIREMENT OFFSITE

The Retirement
Planning “Hub” &

Standardized
Counseling

How it Works

A true omnichannel approach to providing
retirement planning by creating a centralized
retirement planning “hub” that will be incorporated
with a standardized retirement counseling model.

Combining the unigue knowledge of our staff and
their ability to tailor a standardized program to
each member’s needs with a centralized reference

“hub” will ensure consistency across all channels. .5



BUILDING A BETTER TOMORROW

Retirement Counseling: Phase |

Standard Model

Incorporates Retirement Planning
“Hub”

Based on the “Planning to Retire” and
“Ready to Retire” journeys

Builds on and allows Specialists to
tailor counseling to each member
while maintaining consistency across
channels

LACERA - -

The Future of Retirement
Counseling

BOARD OF RETIREMENT OFFSITE

Phase Il & Il

Phase lI:
Standardized Model for MS Specialists
to counsel on RHC plans
Cross-training to help ensure in-depth
understanding of plans
Additional “hub” resources to educate
members
Auto Email Follow-up

Phase lll:
o An “H&R Block” style online retirement
application to help members self-retire




BUILDING A BETTER TOMORROW BOARD OF RETIREMENT OFFSITE

One Communication Plan to Support them Ali

A comprehensive Communications Plan designed to support the Member Experience program, increase our
stakeholder communications, and share the LACERA values of integrity, diversity, and transparency.

Designed to support the Developing content
Member Experience with development staff with core
comprehensive education competencies in benefits,
and engagement materials retiree healthcare, and
tied the member journeys investments who can speak
the language and partner with
SME to develop relevant and 17

engaging content.



Develop, Implement, and
Deploy a Digital Strategy to
better serve our members

\ S Rlsl | LW L

A digital strategy is a comprehensive approach to improving the Member Experience by implementing internal
technologies like Case Management, Robotic Process Automation, and Al to improve efficient and accurate service while
creating online access strategies designed to improve member information and access to self-service applications.
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MEMBER JOURNEY
DISABILITY RETIREMENT

A member journey refers to specific periods of a member's
lifecycle and the interactions and steps they take during that
part of their lifecycle.

DRS becomes a part of a member's journey as soon as a
member begins contemplating applying for disability
retirement.

Member Counseling
Application for Disability Retirement
Disability Retirement Process

QA

Application Adjudication
Administrative Appeal

Provide Promised Benefit

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024



BUILDING A BETTER TOMORROW BOARD OF RETIREMENT OFFSITE

Member Journey Participants

As a member continues their journey, they may interact and engage with various internal and external
“participants” who coordinate and collaborate to help the member reach their destination.

Member County Department
DRS Plan Sponsor
Member Services (Call Applicant Attorney
Center & Member Service Sedgwick (LTD)
Center) Sedgwick (WC)

Board of Retirement

Benefits Division 20
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Omnichannel Approach

Multiple channels being integrated to create a
seamless experience for the MEMBER.

FOCUS - Is The Member
Member experience

Member centric

Quality member support

Education/Communication Channels
Emails

lacera.com

YouTube

Written Materials

CONTACT CHANNELS
Email

Paper Mail

In-Person

My LACERA - Online Application

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024
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BUILDING A BETTER TOMORROW

Clear & Meaningful
Information

@

Satisfactory
Design & Functionality

SURVEYS AND
DIRECT
FEEDBACK

BOARD OF RETIREMENT OFFSITE

Lessons Learned

» Can’t predict member behavior but we can
measure it

« Can’t meet every member’s needs, but we can
make changes as feedback is received

« Still a need for continued engagement

«  “Pain Points”
* Member doesn’t always have the equipment
needed
* Wide range of computer skills, or “tech
savviness’
» Expected more — fully digital experience

23
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Flexible &
Nimble

Based on survey and direct feedback, we continue
to return to the drawing board and make changes
to the online application to improve functionality
and the overall member experience. - Changes Since Launch

Added language & FAQs

Improved functionality and question
formatting

Launched automated emails

Added dedicated staff to proactively assist
members who appear to be “stuck”

Expanded internal tracking and monitoring
capabilities

Los Angeles County Employees Retirement Association TR ’ . EAR 2023-2024




Instructional SiDlr?alttajlre OCR, Chats
Videos 9 . & Al
Capability

Integration

LACERA SOL
Case Management
System

’'s to Come?

o 1 i o ulnmmmuumlmnrl!’H H\
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7 y
> RECOGNIZE F

e The LACERA
RE S Member Experience
System

) REVIEW! (
ANALYZE THE ‘-—-]
|’\I MEMBER _
)EKF‘ERIENC:E{

s What’s Coming in Our Digital

N
e
a\A

Strategy

“ GENERATE ]
 Disability Online Application — Phase |l
> ..  Death Claim Process: Phase |l

SURVEYS * New Member Enroliment — the Digital Way

OBSERVATION |

) crows §  Online Temp Time Purchases
{RE;E:::EU * Online Previous Service Purchases
A CEERED « Online Retirement Elections
(7 TETRE « Al Assisted Secure and Voice Validation

T T

Ej) RePORT ] « Al Assisted Chat

\_/ 26




BUILDING A BETTER TOMORROW BOARD OF RETIREMENT OFFSITE

Beneficiary / Survivor Journey:
Death Claim Process Automation

Death Send Claim Form Issue
Notification Claim Form Received Payment

-~

Challenges: Ripple Effect:

« High Volume/ Service Levels * Increased Follow-up Calls mmmm PoOOr Bene'ﬁCiary
* Constant Monitoring of Queue » Escalations .
» Constant Follow-up » Delays in Issuing Payment Expe rrence

Processing Bottlenecks
Outdated Beneficiary Records

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024
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Beneficiary / Survivor Journey:
Death Claim Process Automation

Death Send Claim Form Issue

Notification Claim Form Received Payment

Removing Bottlenecks: Ripple Effect:

* Member Service Address Update * Decrease in Follow-up Calls ] Im P rOVEd

* Immediate Claim Form * Fewer Escalations . .

* Workspace Monitors Queue * Payments Issued Faster Be n efl Cla ry
* Workspace Sends Follow-up Expe rie nce

Smaller, specialized queues

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024
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Beneficiary / Survivor Journey:
Death Claim Process Automation

2000

1745
. Sum of

* Automated Claim Forms print almost immediately 0o \

* Workspace monitors and generates follow-up requests = v
1000

* Barcode sequence numbers track multiple beneficiaries ——

REJECTED

500 -
* Smaller, specialized queues

i Sum of END
BAL

* Frees up DLU staff to process more complex cases 0

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024




Enhancing Retiree
Healthcare

Y

Improve and enhance
the Retiree Healthcare
experience

30



RHC ENHANCEMENTS — MEMBER EXPERIENCE

= Amazon Connect call back feature

= Members ability to upload documents via
Member Portal

= Automated letters for Part B verification

= Modification to annual Part B verification
process

= Sample online enrollment forms (lacera.com)

Future plans:
= RHC enrollment and Medicare video
* Electronic enrollment submission

* Electronic eligibility data submission to carriers
(Kaiser Pilot program)

Los Angeles County Employees Retirement Association February 22-23 Fiscal Year 2023-2024
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DEVELOPNG STAFF IN THE FUTURE

Revamped CORE Training : [
Program Phase Il & IlI

Retain current CORE content

Expanded training to cover non-Core
topics — death, dissolutions, disability, etc.
Adding My LACERA Support training
Adding Customer Service training

Adding Mock Call and Counseling
Roleplays

Phase II:

o Moving training out of the classroom
through the development of multi-media
course material for on-demand refresher

training

Phase Il
o Finalize the ACE Training program




Continually Measuring Success
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Building

Tomorrow

Formally
establish the
Member
Experience
Council and
finalize charter

Identify
journeys,
develop
journey maps,
and assign
priorities for
review and
development

L/ZCERA

Develop
content and
education
plans to match
the member’s
needs during
their journeys

Continue to
integrate

digital
development of
online tools
and behind the
scenes
applications

BOARD OF RETIREMENT OFFSITE

Develop
regular
reporting
process for
CEO
Dashboard and
OO0C and IBL.

Deliver on the

Superior
Member
Experience
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Questions,
Comments,

y |

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024
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JLACERA communications Division

“ppendix %
Communications Plan-
What We Do | = N ® J

Communications strategy

Wisioning and project management and outreach

‘DJBE

Digital content creation and . _
|\ maintenance } L Print production

Graphic design, photography, and

1)

i

_ _ Copywriting and editing
video production
. i / o /
Targeted outreach Public relations support
e " p A
-] COMMUMICATIONS PLAM

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024
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LACERA Communications Division

| |
Apbpbendix ll:
p p u COMMUNI IONS’ LONG-TERM OBJECTIVES

When it comes to serving LACERA's membership, our vision is to establish and maintain a relotionship with our
C u u members from the time they join LACERA to the time they retire, and for the rest of their lives, so they can take
o m m u n I c at I o n s P I a n knowledgeable, confident action regarding their benefits in the format that best serves thern. We want to tailor their
— experience throughout their career cycle, providing timely information and services through integrated, interconnected,
and interactive content

As technology evolves, we will continue to innovate and reexamine our communications technigues, platforms for the
most successtul results.

Objectives Built to ———

To fulfill our long-term vision and customize our communications, we need to know our members' inforrmation needs

and preferences. We will use the member survey conducted as part of the 2022 strategic planning process as a jumping

off point. This can be supplemented by mailed and digital surveys and questions added to the My LACERA registration
process to find out more about what our members need and how we can help them.
Based on this information that we get from members, we con create content that they want on lacera.com, create

videos and spedalized training sessions, and much more.

Creating Member Journeys

E |
As part of future phases of My LACERA and lacera.comn, we want to develop content specific to members’ plans, oges,
x e r I e n c e and career stages that peints them to suggested actions or avenues for further inquiry (similkar to the Timeline for
Retirernent on lacera.comn). This will entail working dosely with our Member Services, Retiree Healthcare, and Benefits
colleagues to define member journeys and tailor spedific communications. For example, setting up certain milestones
on My LACERA could trigger an email directing members to review information on lacera.com, set up an appointment
with a retirement benefit spedialist, attend a webinar, conduct o self-transaction, or any combination of activities.
Examples of milestones include reaching five years of service credit, the 10-year retiree healthcare subsidy threshold,
normnal retirement age, plan-specific minimurm age for retirement, mandatory age for Medicare sign-up, etc.

Targeted Communications: Segmenting Audiences and Using Variable Data

LACERA's new annual benefit statement is an example of how we can apply varicble data to customize outreach
materials in a digital format. Through dota mapping, copy and images can be adjusted for specific audiences based
on their personal data. (For example, by designating a safety member field or specific age group, graphics and copy
appropriate to that audience can be autornatically applied during the printing process).

On Demand Self-Service

In partnership with the Member Operations Group and other divisions within LACERA, we will continually develop to
increase the nurmber of self-service options offered and aoss promote using all available communications methods.

20 COMMUMICATIONS PLAM
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LACERA Communications Civislon

Appendix lll:

' ™

Communications Plan — egmmeng
Developing Content [ e one '

WER, VIDEDQ, AND GRAPHICS TEAM

Experts

Writer Il
Writer Il Thomas Cohen
Jomes Nicholson
‘Web Support Technician
lan Duggan
b A

Motes on Current Staffing and Changes for 2023

Having the right staff members in place and filling our open positions is imperative to achieving our strategic divisional
and organizational goals. (For example, filling the permanent web technician position in March 2021 was crucial to
achieving two major objectives: launching the redesigned lacera.com in July 2021 and the redesigned LACERA Connect
intranet site in March 2022

To support our expanding public relations and social media efforts, a new public information officer position has been
created and budgeted, but not yet recruited. The anticipoted hiring date is 2023 We will also need to fill cpen senior
writer and senior media artist positions to handle the volurne of requisite and new projects anticipated as part of the
strategic plan, as well as o permanent stoff assistant for administrative functions.

As directed by the executive office, in 2023 Communications Division will explore ways to develop content specialty
designaticns for our staff writers. Currently, our senior writer and writer lis are assigned on a project basis. It is envisionad
that we will assign writars to three content areas—benefits, investments, and the pension industry—te develop subject
matter expertise. They will then provide direct communications support by being involved in the planning and
operations discussions in those functional areas.

24 COMMUNICATIONS PLAN

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024
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AGENDA

Strategic Priority: Investing in
People, Objective 7

Overview of the LEAD Initiative
Trustee Input

Next Steps

Panel Discussion

Final Questions & Comments




Investing in People

Attract, motivate, hire, and retain a highly engaged and skilled workforce

@ OBIECTIVE 7

Develop and implement D.E.|
framework aimed at promoting and
embracing Diversity, Equity, and
Inclusion

@ OBJECTIVES

Improve and simplify the
hiring process (To build a solid
foundation for succession
planning)

@ OBIJECTIVE 8

Develop enterprise-wide
Training and Development
Programs aimed to support and
encourage employee growth
and development

L/ZCERA

Los Angeles County Employees Retirement Association

February 2023



Los Angeles County Employees Retirement Association

EAD” Initiative

Our vision for the LEAD Initiative is to
establish a positive and welcoming work
culture, provide our members exceptional
service in an inclusive manner, and
engage our business and community
partners

February 22-23 FISCAL YEAR 2023-2024




LACERA’s LEAD Initiative

LACERA prioritizes diversity, equity and inclusion (DEI) to establish a positive and welcoming work culture,
providing our members when exceptional service in an inclusive manner, engaging with our business and
community partners, and obtaining the effective results to achieve LACERA’s Mission

EAD EFFECTIVELY

Integrate the LEAD initiative into our
work culture, how we engage with
our members & convey the LEAD
initiative to our business &
community partners.

CHIEVE INCLUSIVITY

Practice diversity by welcoming,
supporting, respecting & valuing
individuals and groups.

3

NSURE EQUITY

Commit to fair treatment and
access to promotional opportunities
and member resources.

RIVE DIVERSITY

Seek representation of different and
unique identifies, characteristics,
experiences and perspectives.
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LACERA’s Complimentary DEI Initiatives

TIDE lg'l’\\ LEAD

= Ratified by the BOI in March 2021 " Being proposed as part of the
= Focuses on Investments LACERA strategic plan, to be

= 5 Pillars ratified by the BOR in April
> Internal Practices X Entgrpnse-wde DEI mindset
> Due Diligence = 4 Pillars
> Active Ownership » Employees
» Members

» Capital Formation

> Industry Advocacy > Business Partners

» Community Partners

Los Angeles County Employees Retirement Association



8 LEAD EFFECTIVELY #fd&, EMPLOYEES

1 ENSURE EQUITY §#F MEMBERS

jfd.  ACHIEVE INCLUSIVITY i BUSINESS PARTNERS

§#% DRIVE DIVERSITY &> COMMUNITY PARTNERS




Business
Members
Partners
Provide superior Ensure better results for
member service by our members to achieve
better understanding our LACERA's Mission to
Employees members’ unique and Produce, Protect &
_ _ diverse needs Provide the Promised
Build Inclusiveness for Benefits

employees and aid in
recruitment and retention

'Implementing LACERA’s
nitiative

Community
Partners

Engage and support our
community in a shared
vision for diversity, equity
and inclusion
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LACERA Staff

Based on employment records as of 1/31/23

Ethnicity Gender
B Hispanic 127/ 31% B Female 60%
. Asian 129/ 31% Male 40%

White 81/ 20%
" Black 59/ 14%

2 or more 9/ 2%

Native American 2/ 0%

Los Angeles County Employees Retirement Association



BUILDING A BETTER TOMORROW BOARD OF RETIREMENT OFFSITE

LACERA Staff

Based on employment records as of 1/31/23

Age Years of Service

20-29 (10/2%) . 0-5 Years (104 / 26%)

30-39 (81/20%) . 5-10 Years (94 / 23%)

40-49 (143 / 35%) 10-15 Years (71/ 17%)

50-59 (109 / 27%) . 15-20 Years (108 / 27%)

60-69 (57 / 14%) . 20-25 Years (30 / 7%)

70-79 (7 1 2%) . 25-36 Years (4 / 1%)

10
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EMPLOYEES

TODAY TOMORROW

Equitable application of 3 |dentify what's missing
employment policies and
practices that comply with 4. Actively seek employee

all applicable laws, e input

regulations & ordinances
Facilitate & support a

Training & career ‘ . welcoming & inclusive
development programs e work culture

Equal pay
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Who are we
missing?

]
N ’
-@-
4 N

How can we
do better?




Business Community

Employees

y Partners Partners

Ensure better results for Engage and support our

BU|Id inCIUSiveneSS fOI’ our members to ach|eve Commun|ty |n a Shared

employees and aid in LACERA’s Mission to vision for diversity, equity
recruitment and retention Members Produce, Protect & and inclusion

: : Provide the Promised
Provide superior :
Benefits

member service by
better understanding our
members’ unique and
diverse needs

ng LACERA’s
Inltlatlve

uun

b
B
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TODAY

Highly Personalized
Service

In Person & Virtual
Counseling

Accessible Web Site
& Member Service
Center

L/ZCERA

BOARD OF RETIREMENT OFFSITE

TOMORROW

|dentify & remove
barriers to accessing
benefits

Leverage technology
to adapt to member
preferences & needs
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Who are we
missing?

]
N ’
-@-
4 N

How can we
do better?




Community
Partners

Provide superior Engage and support our
Build inclusiveness for member service by . community in a shared
employees and aid in better understanding our BUSI“GSS vision of diversity, equity
recruitment and retention members’ unique and Partners and inclusion
diverse needs

Employees Members

Ensure better results for
our members to achieve
LACERA’s Mission to
Produce, Protect &
Provide the Promised
Benefits

ng LACERA’s
Inltlatlve

uun

b
B
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TODAY

Ask about DEI
Policies in vendor
solicitations

Evaluate
organizational risk

L/ZCERA
BUSINESS

PARTNERS

==
o
ame
.

e

BOARD OF RETIREMENT OFFSITE

TOMORROW

Encourage more
robust DEI practices

Expand opportunities

Expand business
thinking
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Who are we
missing?
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How can we
do better?




Business

Employees Members
Partners
Provide superior Ensure better results for

Build inclusiveness for member experience by our members to achieve .

employees and aid in better understanding our LACERA's Mission to Commu nlty
recruitment and retention mempers unique and Pro.duce, Protecft & Partners

diverse needs Provide the Promised
Benefits Engage and support our

community in a shared

ng LACERA’s - i
Inltlatlve HM' |

"l

Il I

’ ,. Il iz il
r, e (it il
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PARTNERS

TODAY SEEE o BIE TOMORROW

Memberships & N Engage & support
participation in (& N\ community groups
professional o —_ Y

organizations Lt Encourage partner

| organizations to
Community | - g ~ follow LACERA's

volunteering A TN LEAD
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Who are we
missing?

]
N ’
-@-
4 N

How can we
do better?




LEAD Key Performance Indicators

Data
IEWSE

Reporting

Surveys




Employees Members
Provide superior
Build inclusiveness for member experience by
employees and aid in better understanding our
recruitment and retention members’ unique and

diverse needs

CI

Implementing LEAD -
Next Steps

Business
Partners

Ensure better results for
our members to achieve
LACERA’s Mission to
Produce, Protect &
Provide the Promised
Benefits

Community
Partners

Engage and support
our community in a
shared vision of
diversity, equity and
inclusion
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gy 4
A\ | u
Bl PANEL DISCUSSION
Slans] on
W

Jasmine Bath
| '7
| i

Tamara Caldwell
Elsy Gutierrez
Danny Hang

24
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Enhancing LACERA’s Compliance and
Enterprise Risk Management Programs

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024
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Southwests

@aaflﬂﬂ

SDCERS Yale % ®

San Diego City Employees’ Retirement System

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024
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Compliance and Enterprise Risk Management

Enhancing LACERA'’s Risk Governance Structure

OBJECTIVE 10

Develop an enterprise compliance
plan and program to ensure
adherence to governing laws and
regulations and established LACERA
processes, procedures, policies.

Los Angeles County Employees Retirement Association

February 22-23

BOARD OF RETIREMENT OFFSITE

OBJECTIVE 11

Implement a comprehensive
enterprise risk management
(ERM) framework and structure
to improve staff awareness and
mitigate organizational risk.

FISCAL YEAR 2023-2024
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Content

Risk and Risk Governance

p Compliance
:

Enterprise Risk Management (ERM)

Scenarios and Discussion
174

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024
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Section 1
Risk and Risk Governance

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024
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What is Risk?
Risk:

The possibility of an event occurring that will have an impact on the achievement of
objectives. Risk is measured in terms of impact and  likelihood.

-- Institute of Internal Auditors (lIA), Standards Glossary
Operational Risk:

The risk of loss resulting from inadequate or failed internal processes, people and
systems, or from external events.
-- U.S. Comptroller of the Currency

Fiduciary Risk:
The risk that an agent acting on behalf of a principal will not live up to their full
fiduciary responsibility. That is, fiduciary risk is the possibility that an agent will not
act in the principal's best interests. This does not necessarily include only foul play
or fraud. It can simply mean the agent is not furthering the principal’s interests
consistent with duties of loyalty and prudence.

-- California Constitution, CERL, Free Dictionary, and Department of Labor

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024
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Three-Minute Drill —
Top LACERA Non-Investment Risks

1. 8. 15. 22.

FISCAL YEAR 2023-2024

Los Angeles County Employees Retirement Association February 22-23
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Enhancing LACERA’s Risk Governance Structure

LACERA currently has elements of risk governance, including components
of compliance and enterprise risk management.

The strategic plan seeks to enhance and elevate LACERA's program into an
organized risk governance structure that will facilitate management’s
compliance efforts and its ability to identify, manage, and control risk — this is
a continuous project because risks constantly change.

* No panacea
« Dependent upon the ethics and values of LACERA's people
 LACERA must provide:

* The risk governance framework

« Training

+ Set expectations and enforce accountability

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024
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Target for Risk Governance Model —
lIA’s Three Lines

GOVERNING BODY

Accountability to stakeholders for organizational oversight

Governing body roles: integrity, leadership, and transparency

1

MANAGEMENT INTERNAL AUDIT b

independent assurance

ERM

Third line roles:
Independent and
eclive assurance
and advice on all
matters related to
the achievemeant

of objectives

COMPLIANCE

%
m
]
Z
»
F
>
&
c
5
]
m
B
2
=]
m
]
w

KEY: /A Accountability, reporting |, Delegation, ditection, ~ £—3 Alignment, communication --The lIA’s Three Lines
resources, oversight coordination, collaboration Model (2020)

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024
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Why Compliance and ERM?

“Brakes are not put on cars so they can be
used once a year, after all. Brakes are
designed to be used constantly and
consistently to help better control speed and
appropriately steer the vehicle.

Also, brakes are not put in place as an
afterthought. They are engineered into a
vehicle as an integral system — a system that
affects the design and performance of many
other systems in the car.”

-- Scott L. Mitchell, OECG

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024
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Section 2
Compliance

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024
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Compliance

Definition: Adherence to policies, plans, procedures, laws, regulations,

contracts, or other requirements.
-- lIA Standards Glossary

Functional Definition: Compliance is a line management responsibility
reporting ultimately to executive management. The compliance function
should, nevertheless, contribute to helping line management develop and
implement an effective system of internal control in order to manage the risk

of violating external and internal laws and regulations (compliance risk).
-- lIIA Guidelines for the Compliance Function

FISCAL YEAR 2023-2024

Los Angeles County Employees Retirement Association February 22-23



BUILDING A BETTER TOMORROW

Compliance?

First Line Roles
(Delivery of Services)

e Benefits

e Member Services

e Disability Retirement
e Disability Litigation

e Retiree Healthcare
e Communications

e Process Management Group
e Human Resources

e FASD
e Systems

Where is LACERA Now in its Governance of

Second Lines Roles
(Risk-Related Matters)

BOARD OF RETIREMENT OFFSITE

e Legal
e Quality Assurance
e Information Security

e Administrative Services
e Investments

Los Angeles County Employees Retirement Association

Third Line Roles

(Independent Assurance)
e Internal Audit

-

With reporting to and
oversight by the Audit
Committee

With reporting to and
monitoring and oversight by
the Boards, based on area of
responsibility

February 22-23
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Existing Compliance Structures

_ACERA Incident Response Team

Policy Committee

T Coordinating Councill

Process Management Group

« OOC and Board Reporting

* Reporting to Internal Audit and Audit Committee

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024 14
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Dept of Justice — Effective Compliance Programs

3. How does the entlty s Compliance Program ‘ --U.S. Dept of Just;lce, Criminal Division,
work in practice? Evaluation of Corporate Compliance
Y. ) Programs, Updated July 2020
Testing, and Review :

. Analysis and
'"mg:"duf Remediation of Any
Underlying Misconduct

........................................................................................................................................

2. Is the entity’s Compliance Program
Resources Disciplinary Measures

adequately resourced and empowered

Commitment by Senior
and Middle
Management

to function effectively?

1. Is the entity’s Compliance
Program well designed?
: olicies an raining an ﬂal RBpﬂl‘ul‘lg i al ergers an

. s
.......................................................................................................................................

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024



BUILDING A BETTER TOMORROW BOARD OF RETIREMENT OFFSITE

Developing a Well-Designed Compliance Program

Leadership

& Ethical
Enforcement
& Remedial

Action, AsseRsi?r(nent
Lessons
ERM
Learned nghﬂs % ( )
COMPLIANCE
I N A®
T 7’\ /*:’ ~ GOVERNANCE
- q Policies

Monitoring TRANSPARENCY REGULATIONS &

& Program
Evaluation

Internal
Controls

Training &
Education

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024
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Compliance Process Implementation Steps in
This Strategic Plan

« Working group across divisional lines to develop Program Charter
« Compliance Consultant

* Dedicated Compliance Leadership
 Start with a Compliance and Ethics Officer in the Legal Office

* Divisional Compliance Champions
« All LACERA training on Compliance and Risk Management

« Starting with new employee orientation
* Development of Divisional Compliance Action Plans
* Include the results of ERM Risk Assessment and ERM Coordination

* Monitoring, Reporting, Plan Updates, Targeted Training, and
Continuous Improvement

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024
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Section 3
Enterprise Risk Management

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024
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What is ERM?

Los Angeles County Employees Retirement Association

BOARD OF RETIREMENT OFFSITE

Enterprise risk management in business
includes the methods and processes used by
organizations to manage risks and seize

opportunities related to the achievement of
their objectives

February 22-23 FISCAL YEAR 2023-2024
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Strategic Plan

Formalized Information Security

Current Program — Hiring an 1SO

Ente P rise Business Continuity/Disaster Recovery
Risk Initiatives

Cyber Liability Insurance

Policy Committee

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024 20
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ERM and Internal Audit

Graphic from:

Institute of Internal

W3 Jo) jod Buneuipiood |eijuaD

Auditors (11A)
Position Paper on i
The Role of Internal 5
Auditing in 5
Enterprise-Wide 2

Risk Management %aﬂ%

June 2009 “"""aas.m%

S Accountability for risks and controls

Giving assurance that the control systems are effective

Roles Internal Audit should
not undertake

Core Internal Audit roles Legitimate Intermal Audit
roles with safeguards

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024
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COSO 2017 ERM Framework

ENTERPRISE RISK MANAGEMENT

MISSIOM VISION, STRATEGY 4 BUSINESS IMPLEMENTATIOM ENHAMNCED

& CORE VALUES DEVELOPMENT OBJECTIVE & PERFORMANCE VALUE
FORMULATION

Governance Review Information,
& Culture & Revision Communication,
& Reporting

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024
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ISO 31000
Framework
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Los Angeles County Employees Retirement Association

Establish Goals and Context -

Identify Risks

Analyze Risks

Inherent Risk
Effectiveness of response
Residual Risk

Monitor / Review

Estimate Risk Level
Evaluate the Risks
Treat the Risks I.

February 22-23 FISCAL YEAR 2023-2024
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Keys to the Success of a Formal
ERM Program

» Board and Executive sponsorship
 Clearly defined goals and objectives — ERM Charter
« Buy-in by Divisional Stakeholders

e Dedication of resources and time
 Training for program participants and champions

February 22-23 FISCAL YEAR 2023-2024 24
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Risk Management & Risk Aware
Organizational Culture

Alignment and integration with strategic

Goals of a plan and goals

Formalized
ERM Aligning resources and efforts to highest

priority risks
Framework

ERM should be integrated into the
organization’s risk governance
framework. It is not an “add on” function.

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024 25
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Board and Executive
Sponsorship
Human

Resource Executive Risk Committee

Elements of a

Formal ERM ERM Program Lead —
Internal Audit

Framework

Divisional Risk Champions

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024 26
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Key Risks, Appetites and Tolerances

* How many key risks? At an enterprise level you may
only focus on 6 to 8

Oth e r CO n Ce ptS  Are key risks supported by metrics?

* Which key risks are reported to the risk committee and

and TermS Of d how frequently?
Formal ERM

Framework I

Risk and Internal Control Awareness
‘ Training \
|: Fraud Risk Awareness Training :I

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024 27
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Audit Committee

Internal Audit firewalls between ERM and
assurance roles

NeXt Ste pS and Low hanging fruit vs. long range formal

ERM framework development

Other
COnsideratiOnS ERM/GRC applications/tools

ERM consultants — EY, Gartner and others

Reporting — dashboards/metrics,
visualizations

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024 28
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LACERA’s Compliance and ERM Objectives
Implementation

Goals and Objectives

Drganizational Compliance and Risk Management

Adopt structures and programs to improve organizational compliance and risk management.
Establish a work group to develop program charter.

Develop a program charter.

Assign responsibility and accountability for compliance program.

Divisions appoint Champion to assist with -
1) Compliance assessments and register
2) Initial orginizational risk assessments, including developing key risks

Roll-out training to the organization

Division Champions to work with program to develop action plans.

Monitoring, reporting, and update action plans and targeted training /
continuous improvement.

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024
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Section 4
Scenarios and Discussion

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024
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Why Compliance and ERM?

Like any good car needs brakes, a high-performing organization needs a strong ability
to look ahead to manage upcoming risks in order to reach the checkered flag.

Los Angeles County Employees Retirement Association February 22-23 FISCAL YEAR 2023-2024
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