
REPORT FROM

OFFICE OF THE CITY ADMINISTRATIVE OFFICER 

Date: CAO File No. 0220-06313-0000 
Council File No. 24-0293 
Council District: All 

To: 

From: 

The City Council 

Matthew W. Szabo, City Administrative Officer 

Subject: PROJECT ROOM KEY INVESTMENTS AND FEDERAL EMERGENCY 
MANAGEMENT AGENCY (FEMA) REIMBURSEMENTS  

RECOMMENDATION 

That the City Council note and file this report. 

DISCUSSION 

On September 4, 2024, Council adopted a Motion (Rodriguez-Blumenfield) asking the Office of the 
City Administrative Officer (CAO) to report on the total amount of investments made on homeless 
programs and services related to Project Roomkey (PRK) during the COVID-19 pandemic, 
including Reserve Fund loans, that the City anticipated would be reimbursed by the Federal 
Emergency Management Agency (FEMA), the reimbursement amount we are awaiting, and any 
shortfall between the two. Additionally, the CAO was asked to report on how the lack of 
reimbursement could affect the future City budget if we do not receive full anticipated 
reimbursement amounts. 

Attachment 1 of this report shows both the budget breakdown by funding source for all PRK 
programs and services as well as the breakdown by Department. The total amount provided to 
PRK programs and services was $265.4 million, of which $153.9 million was provided by special 
fund or Reserve Fund loans. The remainder was funded by either General Fund or Grant fund 
appropriations. As noted in this attachment, actual expenditures as compared to budget for PRK 
was $239.2 million, with the remaining $26.2 million either reappropriated for other uses or reverted 
to original funding sources. 

Attachment 2 of this report shows the detail of FEMA submissions and reimbursements for PRK. 
Given the nature of the COVID-19 emergency, the CAO submitted reimbursement requests on a 
rolling basis, with each submission covering several months’ worth of expenditures. The total 
amount submitted to FEMA was originally $185.3 million but due to the identification of additional 
eligible expenditures, a couple of the submissions were revised upwards. There were also two 
projects that had ineligible expenditures removed during the FEMA review process. As of this 
report, all PRK projects totaling $192. 5 million have been obligated by FEMA and the City has 
received payment from CalOES for $176.4 million. There is one project still under review by 
CalOES for $16.2 million and we anticipate receipt of those funds in FY 2025-26. 
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The overall difference between PRK expenditures of $239.2 million and FEMA obligations is $46.6 
million. This amount is explained in part by the use of the County-CDSS Reimbursement 
funds towards the PRK program as these were pass through Federal funds from the State 
Housing and Community Development Department. Since they were Federal funds, the City 
could not submit eligible expenditures to FEMA for reimbursement. In addition, under FEMA 
guidelines, PRK is considered a congregate shelter activity and the services provided at the 
PRK locations are not eligible for reimbursement under FEMA guidelines. Eligible expenditures 
for congregate sheltering include direct costs of the sheltering (lease agreements), food, 
security, etc. However, social service activities such as housing navigation, nursing, outreach, 
etc. are not eligible. 

All of the loans identified in the “City/Reserve Fund Loan” column of Attachment 1 have been 
repaid with the last amount of $18.5 million having been addressed in the Fourth (Year-End) 
Financial Status Report for Fiscal Year 2024-25 (C.F. 24-0600-S121). At this time, the only 
impact to the City’s budget would be receipt of payment for the last outstanding project 
that is still under CalOES review. 

FISCAL IMPACT STATEMENT 

There is no fiscal impact from the recommendation to note and file this report. 

FINANCIAL POLICIES STATEMENT 

The recommendation in this report complies with the City’s Financial Policies. 

MWS:PJH 

Attachments
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1

Budget Breakdown by Funding Source
Council File Funding Source City/Reserve Fund Loan City General Fund Grant Fund

Subtotal $153,888,908 $46,821,356 $64,646,287
Total $265,356,551

Budget Breakdown by Department for PRK Costs
Department FMS Accounts Budget Expenditures Balance on Budget ²

21-0262

$75M Loan (Building and
Safety Building Permit
Enterprise Fund) $75,000,000

20-0147-S46
 (COVID-19

Emergency Response) $28,811,643

20-0369

State COVID-19
Emergency Homeless
Grant $17,143,938

20-0841
County-CDSS
Reimbursement ¹ $14,999,184

20-0841, 20-0841-S20,
20-0841-S23, 22-0756,
20-0841-S35 GCP - GCP AHS $46,821,356
20-0841-S21, 22-0278-S1,
22-0756 GCP - Reserve Fund $50,077,265
20-1318, 19-0914 HHAP-1 $32,503,165

¹ State funding from the California Department of Social Services (CDSS), administered through the County. Expenditures funded 
with City resources were submitted to the County for a total reimbursement of $24,970,742.26. The reimbursed funds were then 
partially programmed for a PRK extension while the remaining balance reverted.

City Clerk
100/14/001070
Salaries as Needed $246,259 $92,674 $153,585

City Clerk Subtotal $246,259 $92,674 $153,585

GSD ³

100/40/006030
Leasing $59,839,637 $59,839,637 $0
100/63/000026
Project Roomkey Leasing $87,521,112 $81,135,358 $6,385,755

GSD Admin
100/40/001010
Salaries General $557,072 $557,072 $0

GSD Subtotal $147,917,821 $141,532,066 $6,385,755

LAHSA/LAHD ³

10A/43/43S883
Project Roomkey Services $33,197,381 $28,288,578 $4,908,803
10A/43/43TA68
PRK-LAHSA-FEMA $57,672,593 $46,168,237 $11,504,355

LAHD/LAHSA Subtotal $90,869,974 $74,456,816 $16,413,158

Personnel 
100/66/003040
Contractual Services $26,322,497 $23,100,758 $3,221,739

Personnel Subtotal $26,322,497 $23,100,758 $3,221,739

² From the balance of funds, $11.4 million was reappropriated for the Mayfair Hotel Acquisition, while the remaining amounts reverted.
³ Funding was transferred to departments on an as-needed basis.

CEF

Total $265,356,551 $239,182,314 $26,174,237

ATTACHMENT 1



Attachment 2

 Project Room Key      
FEMA Project Number Amount Submitted Amount Obligated Amount Received Notes

175059 13,493,429$  13,493,429$  13,493,429$  
178566 40,809,311$  41,995,937$  41,995,937$  Additional eligible expenditures identified and added to this project
678127 6,970,692$  9,670,692$  9,670,692$  Additional eligible expenditures identified and added to this project
680104 14,925,813$  14,925,813$  14,925,813$  
680193 13,774,988$  18,584,139$  18,584,139$  
680319 17,262,191$  16,154,270$  -$  Ineligible expenditures removed. This project is in CalOES review process
680464 7,698,712$  7,698,712$  7,698,712$  
680765 19,183,107$  19,183,107$  19,183,107$  
682129 17,016,608$  17,016,608$  17,016,608$  
682207 5,622,757$  5,305,503$  5,305,503$  Ineligible expenditures removed. 
686617 23,282,298$  23,282,298$  23,282,298$  
699688 5,224,201$  5,224,201$  5,224,201$  

Totals 185,264,107$               192,534,709$             176,380,439$             

239,182,314$             PRK Expenditures from Attachment 1
(46,647,605)$              Difference
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