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Context 

The Testing Task Force (TTF) held its first meeting on March 30, 2020, and was informed that California 
was averaging 2,000 COVID-19 diagnostic, or PCR, tests per day for a state with nearly 40 million 
people. 

Short-term goals for the Task Force were set – 10,000 tests per day by April 17 and 25,000 tests per 
day by April 30 – based on aggressive but achievable estimates, including testing rates in South Korea and 
New York. By the end of April, the task force set a new goal of 60,000 to 80,000 tests per day to support 
reopening, based on both internal and external modeling. 

Like other states, California still has a lot of work ahead to respond and recover from the crisis, 
including protecting populations at highest risk, supporting affected patients, families, and communities, and 
working to reopen the economy. The work of the Testing Task Force is guided by the state’s evolving 
priorities and goals. 
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This document shares some of the solutions and approaches to ramping up COVID-19 testing that 
were implemented in California. The work performed by California Testing Task Force is ongoing, and the 
Task Force is plans to share regular updates, especially focused on supporting the state’ roadmap to 
reopening. 
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INTRODUCTION 

Introducing the California COVID-19 Testing Task Force 

Task Force is a public-private collaboration that brings together stakeholders across the state 

Governor 

Gavin Newsom 

HHS Secretary 

Mark Ghaly, M.D. 

  

    

 

 

 

 

          

 

Task Force Logistics

Leadership 

Bob Kocher, M.D. 
(Venrock) 

Kathleen Jacobson, 
M.D. (CDPH) 

Testing Task Force (TTF) Co-Leads 

Charity Dean, M.D. 
(CDPH) 

Paul Markovich 
(Blue Shield) 

Task Force Logistics 

CDPH 
Project  
Mgmt/ 

Logistics 

CalOES 
Project  
Mgmt/ 

Logistics 

Testing 
Sites 

Testing  
Options 

Test  
Processing 

Supplies  & 
Distribution  

Data & 
Analytics 

Communi
cation 

- Workforce Finance Legal 

Partners from local health systems, labs, industry associations, manufacturers, private sector companies, and research institutions 
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GOALS 

Task 
Force 
goals 

Increased capacity for testing, including 
to address future needs 

Equitable access statewide 

High accuracy 

Rapid turnaround 
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PROGRESS TO DATE 

Accomplishments and working model 

What has the Task Force achieved to date? 

Ramped up COVID-19 testing from ~2,000 to >100,000 PCR 
tests/day in less than 3 months 

Expanded statewide network of community testing sites by 
100+ sites to provide equitable access to testing 

Secured sufficient supplies to rapidly expand sample 
collection 

Confirmed available lab capacity and launched new 
partnerships with labs 

Provided input on expanding testing guidelines and making 
COVID-19 testing accessible to all Californians 

What is our working model? 

A mindset focused on needs of patients, 
healthcare professionals, first responders, 
workers, and other Californians 

Strong partnerships with key stakeholders 
involved in testing, including labs, 
manufacturers, suppliers, and providers 

Active dialogue with state officials, local 
health officers, and legislators 

Engagement of local leaders, including 
industry associations and researchers 
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PROGRESS TO DATE 

Total testing volume in California, tests/day 

Total testing volume in California, tests/day Tests/day 
Current as of 6/24

7 day rolling average 
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APPROACH AND LESSONS LEARNED 

Task Force is optimizing end-to-end testing workflows 

Providers 

Individual Referred for 
Testing 

1 Work with local public
health officials to inform 
expanded access to 
testing 

2 Design testing solutions
for specific populations 

Sample Collection sites 

Collection Site 
Collects Samples 

3 Set up a statewide
network of 
collection sites 

4 Secure sufficient
supplies for sample 
collection 

Sample Processing sites 

Network of 
Organizations 
Processing Tests 

5 Expand available
capacity for PCR 
test processing 

6 Identify and scale
new promising tests 

x Details and sample

outputs follow 

Test results 
captured 

and 
reported 

7 Track results and
automate reporting 

8 Communicate
aggregate results 
to the public 

Coordinate and integrate with contact tracing 

CA Task Force Team 
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APPROACH AND LESSONS LEARNED 

3 Our approach: setting up a statewide network of sample 
collection sites 

A B C D
Question How many sites do we 

need to provide sufficient 
and equitable coverage 
across the state? 

What types of new sites are 
we preparing to stand up to 
meet future needs? 

How do we work with 
partners and counties to 
launch new sites and 
ensure appropriate 
utilization? 

What solutions do we offer 
in areas not covered by the 
network (e.g., rural 
counties)? 

TTF 
approach 

Combined the demand 
(population) and network 
data to build a location 
optimization model 

Identified zip codes for new 
sites based on potential 
coverage 

Prioritized locations in 
underserved communities 
(e.g., considering median 
income and concentration 
of ethnic minorities) 

Aligned on guiding 
principles to inform 
statewide network roll-out 
(e.g., proximity, equity, cost 
efficiency) 

Defined potential use cases 
for testing and 
corresponding types of 
testing sites 

Identified potential partners 
and specimen collection 
options (e.g., mobile vans) 

Established daily 
touchpoints with the 
vendor to launch 80 new 
sites within 2 weeks 

Completed outreach to all 
counties to resolve 
operational issues and 
support community 
outreach 

Established daily 
dashboards to monitor 
performance and support 
appropriate utilization 

Identified areas not 
covered by existing 
solutions 

Defined a tailored testing 
option for each area 
depending on population, 
distance from existing 
community testing sites, 
available infrastructure 
(e.g., mobile van, fixed site, 
testing in pharmacy) 
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APPROACH AND LESSONS LEARNED 

3A Sample output: integrated directory of testing sites 

Criteria for recommendation of 
additional sites: 

• Ensure a collection site within 30
minutes driving time in urban
areas and within 60 minutes in
rural areas

• Ensure there is sufficient capacity
at each site to handle projected
volume

• Minimize backlog, turnaround time
by guiding sites where to send
specimens

Existing COVID-19 collection sites in CA (link) 
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  APPROACH AND LESSONS LEARNED 

3C Sample output: Dashboards to track site opening 
and utilization 
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APPROACH AND LESSONS LEARNED 

4 Our approach: Secure sufficient supplies for sample 
collection 

A B C 

Question What are potential options for 
sample collection supplies and 
what volumes are required? 

Where can we procure supplies 
and how can we ensure order 
fulfillment? 

How can we ensure rapid and 
efficient supply distribution? 

TTF 
approach 

Estimated needs for all sample 
collection supplies – e.g., swabs, 
viral transport media, PPE 

Identified and procured 
alternative collection supplies 
(e.g., 3D-printed swabs) 

Informed operating areas and 
sites receiving supplies about 
supply options 

Expanded network of local 
suppliers for swabs, viral transport 
media, and PPE 

Conducted daily follow-ups with 
suppliers after placing orders and 
through delivery 

Received and distributed supplies 
provided by FEMA 

Designed county-based 
distribution model that leverages 
existing infrastructure 

Developed step-by-step process 
flow for supply distribution 

Defined roles and responsibilities 
for supply allocation decisions 
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APPROACH AND LESSONS LEARNED 

5 Our approach: Expand available capacity for PCR test 
processing 

A B C 
Question What is maximum capacity for 

PCR test processing in California? 
What capacity is available for test 
processing given supply 
shortages and other operational 
constraints? 

What are potential optimal 
approaches to match lab and 
specimen collection capacity? 

TTF 
approach 

Gathered information to 
understand lab equipment in 
California 

Reached out to all major 
manufacturers to discuss supply 
availability 

Performed due diligence to assess 
capacity expansion opportunities 

Performed outreach to labs to 
confirm utilized and available 
capacity for PCR test processing 
(taking into account supply 
availability, staffing, operating 
hours, % capacity utilized for 
COVID-19 testing) 

Defined use cases for testing and 
corresponding collections sites 

Defined clear testing readiness 
criteria for labs, including ability to 
report to CalREDIE 

Aligned on readiness criteria for 
COVID-19 test processing (e.g., 
reporting requirements) 

Published information about labs 
with available capacity for test 
processing 
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APPROACH AND LESSONS LEARNED 

6 Serology testing indications 

COVID-19 serology testing: Indications (link) 
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APPROACH AND LESSONS LEARNED 

7 Our approach: Tracking results and automating reporting 

A B C 

Question What is the total number (daily 
and cumulative) of PCR tests in 
CA? 

What is the single source of truth 
for testing data in California? 

How to automate reporting 
related to COVID-19 testing? 

TTF 
approach 

Performed daily outreach to top-
30 high-throughput labs to 
gather data about testing 
volumes 

Established daily internal TTF 
dashboard to track testing 
volumes 

Harmonized TTF tracking tools 
with the state dashboard 

Established daily cadence to 
reconcile data from multiple 
sources (direct outreach, 
CalREDIE) 

Launched an app for labs to 
submit daily testing volumes and 
report supplies shortages 

Onboarded labs in several 
waves; conducted trainings; 
launched initiatives to drive 
compliance 
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APPROACH AND LESSONS LEARNED 

7B Sample output: Public state COVID-19 dashboard 
with integrated testing data 

COVID-19 statewide case and testing statistics (link) 
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  APPROACH AND LESSONS LEARNED 

8 Communication channels: Testing Task Force website 

https://testing.covid19.ca.gov/
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 TRANSITION PLAN 

By end of June, the Task Force will transition all activities to 
state and county teams 

State TTF 

• Statewide testing guidance

• Oversight of local testing solutions and efforts

• Data consolidation, monitoring and state-level reporting

• Targeted state-led or state-funded solutions

• Relationships and contracts with statewide partners

Transition to be 

completed by 6/30 

Private partners 

• Ongoing support and

thought partnership for the

TTF leadership

• Participation in working

sessions on specific topics

and approaches

County-

led testing 

efforts 
• Design and setup of testing solutions for various

population cohorts

• Expansion and maintenance of testing sites to provide

equitable access to testing

• Contracting with labs, site operators, and other partners

• Data sharing and reporting
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Learn more 

California COVID-19 Testing 
Task Force 

testing.covid19.ca.gov 

Please email 
testing.taskforce@state.ca.gov 
with questions about the Task 

Force efforts 
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