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CALIFORNIA

L.A. County got $88
million to rehabilitate
young people. Most of it
hasn’t been spent

L.A. County says it’s working to ramp up programming that will allow them to start
spending the tens of millions they’ve received from the state. Above, the youth
facility in Sylmar. (Kent Nishimura / Los Angeles Times)
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By Rebecca Ellis
Staff Writer  | Follow

Aug. 21, 2024 3 AM PT

The Los Angeles County Probation Department has spent
only $9.7 million of $88 million in grant money it has
received since 2021 to rehabilitate young people who
committed serious crimes, a state audit has found.

The main reason behind the sluggish spending: the county
has not yet created many of the programs the state grants
were intended for, including job training, gang
intervention and rehabilitative services for sex offenders,
the report released Tuesday by the California State Auditor
said.

L.A. county probation officials said the auditors didn’t have
a full accounting of the money spent this last fiscal year,
which they expect would amount to a “substantially
higher” sum. And many new programs are about to pop
up, they said.

“We anticipate a nimble future for service ramp-up,” the
probation department stated in its formal response to the
audit.

In 2021, as California moved to shut down its notoriously
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violent youth prison system, the state began to funnel
millions of dollars to counties to pay for services for the
young people who would be moving into their facilities.

The $88-million figure in the state audit dates from when
the county started receiving the money in 2021 through
June of this year.

Many of the young people who commit serious crimes such
as murder in L.A. County are now confined within a secure
section of Sylmar’s Barry J. Nidorf Juvenile Hall, which
houses about 65 such youths. An additional 21 young
people are at Campus Kilpatrick in Malibu.

Nidorf, in particular, has had a troubled few years,
including a fatal overdose and assaults while repeatedly
being dinged by regulators for offering few activities for the
youths incarcerated there.

Scott Budnick, a member of a state board that oversees
correctional facilities, said he has noticed programming
start to beef up recently at Nidorf, though he says teens
still spend an “outrageous amount of time just sitting in
units playing video games, watching TV.”

“There was a huge lack of programming for the first two to
three years. Now they’re starting to bring things online,”

https://www.latimes.com/california/story/2023-10-13/fatal-overdose-la-juvenile-hall-mother-grieves-drugs-remain-threat
https://www.bscc.ca.gov/s_thebsccboard/


11/7/25, 3:42 PML.A. County got $88 million to rehabilitate young people. Most of it hasn't been spent - Los Angeles Times

Page 4 of 7https://www.latimes.com/california/story/2024-08-21/l-a-county-got-…ate-young-people-most-of-it-hasnt-been-spent?utm_source=chatgpt.com

said Budnick, who mentors young people at Kilpatrick and
Nidorf. “I don’t know why it’s taken three years.”

Tuesday’s report details a few reasons. With some cities
reluctant to have youths transferred from state prisons to
facilities within their borders, L.A. County struggled to
figure out where to put the youths. It took more time —
more than two years — to decide what programs to spend
the money on.

Eduardo Mundo, head of the Probation Oversight
Commission, said the delay is hardly surprising, given the
complexities of allotting government contracts and the fact
that the county was starting from scratch with the influx of
youths from the state system.

“If you didn’t expect this to happen, you weren’t really
thinking,” he said.

Even spending money on existing programs has sometimes
proved difficult for the county. A popular program that
sends formerly incarcerated mentors into juvenile facilities
was given $10 million last fiscal year by a county
committee formed to allocate the state money.

In the first three-quarters of that fiscal year, the
department had spent less than half a million on the
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mentoring program, the state audit found.

One bright spot for the county: the money’s not “use it or
lose it.” The state has set no expiration date, so the county
can let funds pile up — though some say that would be ill-
advised.

“Going forward, it’s inexcusable that the money doesn’t
start getting spent quicker,” Mundo said.

More to Read

Body scanners? Drug-sniffing dogs?
L.A. County wants a contraband
crackdown inside juvenile hall
July 9, 2025

A.G. Bonta considers stripping
county control of L.A.’s chaotic
juvenile halls
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In unprecedented payout, L.A.
County will settle sex abuse claims
for $4 billion
April 4, 2025
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Nearly $80 Million Sits Unspent at Los Angeles County 
Probation 

By Lolita Lopez and Jason Kandel • Published March 25, 2019 •  
Updated on March 25, 2019 at 6:39 pm 
 

Los Angeles County Supervisors want to know why $80 million has not been spent 

on at-risk youth to keep them out of the criminal justice system. Lolita Lopez reports 

for the NBC4 News on Monday, March 25, 2019. 
 

Los Angeles County supervisors are expected Tuesday to ask to expedite an 

audit to find out why $80 million has gone unspent at the Probation Department 

that should go toward at-risk youth. 

"It is unacceptable that nonprofits dedicated to supporting youth are 

underfunded while millions of dollars meant for them are going unused," said 

County Supervisor Janice Hahn, who's sponsoring a new motion that will be 

presented at a supervisors board meeting. "We need immediate clarity on these 

funds and a plan to get them out into the community as quickly as possible." 

The motion says the committee, run by the Probation Department that oversees 

the funds, updated a plan to make major changes just last week. But the budget 

presented was inconsistent with the plan and some of the programs and 

services may be outdated. 



Supervisors are asking for more to be done to show how the county spends 

nearly $30 million a year. 

The Probation Department is already under scrutiny for a spike in pepper spray 

use at juvenile halls and camps. That has led to an inspector general report and 

a vote by supervisors to ban pepper spray in the lockups by year's end. 

The probation department, in a statement, said "...$47.5M of the programs 

approved by the JJCC [Juvenile Justice Coordination Council] in prior fiscal 

years, are estimated to be expended this fiscal year..." 

Much of the unspent funds are expected to go to nonprofit community based 

organizations. 

Supervisors recognize there are challenges with how contracts and some of 

these programs are created. But they say the fact that the county is not 

spending the money is unacceptable. 

Source: https://www.nbclosangeles.com/news/nearly-80-million-sits-unspent-at-los-
angeles-county-probation/138004/?utm_source=chatgpt.com  
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L.A. County Audit Recommends 

More Contract Oversight for 

Probation Department 
Loaded on MAY 5, 2016, by Derek Gilna published in Prison Legal News May, 2016, page 57 

 

The County of Los Angeles, like most governmental agencies, receives funding from a variety of 

sources and relies on outside contractors to perform many services – including correctional 

services. L.A. County’s Probation Department was the subject of a July 2015 audit related to its 

budgeting process for juvenile halls, juvenile camps and overall contracting procedures, which 

indicated that improvements needed to be made. 

Part of Los Angeles County’s budget problems stem from the fact that the county must make up 

any revenue shortfall if sufficient funds are not available from previously-budgeted revenue 

sources. According to the audit, “$10.2 million [was] expended from the County General Fund 

during Fiscal Years 2012-13 and 2013-14” for various programs mandated by the state legislature 

that the county’s Probation Department was unable to collect from other sources. The audit 

suggested that the department “determine the feasibility of recovering such expenditures from 

the County’s Community Corrections Performance Incentives Special Revenue Fund.” 

Another area that indicated improvements were required was the tracking of expenditures by 

various subdivisions within the Probation Department, implying that accurate reporting of 

expenditures may be deficient. 

Additionally, there was a large discrepancy between the cost per juvenile offender held in juvenile 

halls in Los Angeles County versus in San Diego County and Orange County, California; Harris 

County, Texas; and Cook County, Illinois. The average cost per juvenile ranged from a low of 

$232 per day in Harris County to $640 per day in Los Angeles County. Likewise, Los Angeles had 

the highest average daily cost per juvenile camp detainee at $552 per day, versus three other 

counties where costs were no higher than $307 per day. 

After noting those much higher expenses, the audit recommended that “Probation Department 

management examine the operating costs of their juvenile halls and camps, and ... identify 

reasons for their higher Average Daily Cost Per Youth in comparison to other counties.” 

The audit concluded that the Probation Department needed to “conduct ongoing monitoring of 

the community-based organizations [that it] contract[s] with to ensure compliance with the 

County contracts’ requirements,” and develop “a comprehensive, risk-based contract monitoring 

plan ... to mitigate contracting risk.” 

Sources: Los Angeles Times; “Probation Department – Budget, Juvenile Halls and Camps 

Operating Costs, and Departmental Contracting Procedures Review,” County of Los Angeles 

Department of Auditor-Controller (July 24, 2015) 

As a digital subscriber to Prison Legal News, you can access full text and downloads for this and 

other premium content. 
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November 4, 2025 
 
 
 
TO:   Supervisor Kathryn Barger, Chair 

Supervisor Hilda L. Solis, Chair Pro Tem 
Supervisor Holly J. Mitchell 
Supervisor Lindsey P. Horvath 
Supervisor Janice Hahn 

 
FROM:  Oscar Valdez 
   Auditor-Controller 
 

Robert G. Campbell 
   Assistant Auditor-Controller / Chief Audit Executive 
 
SUBJECT: STATUS UPDATE - PROBATION DEPARTMENT - LOS PADRINOS 

JUVENILE HALL PROGRAM MANAGEMENT REVIEW FOLLOW-UP 
(July 23, 2024, Board Agenda Item 10) 

 
 
On July 23, 2024, your Board instructed the Auditor-Controller (A-C), in collaboration with 
the Probation Department (Probation), the Department of Youth Development, and other 
relevant County departments and partners to evaluate Probation’s processes and 
controls for overseeing, monitoring, and reporting on calendared youth programs and 
activities at Los Padrinos Juvenile Hall (Los Padrinos or Hall).  We issued our report to 
your Board on September 30, 2024 (Attachment I), which included 17 recommendations 
for improvement.  Your motion also directed the A-C to conduct a follow-up review four 
months after the issuance of the original report. 
 
As directed, we commenced our follow-up review in February 2025 to determine the 
implementation status of the 17 recommendations.  However, despite our best efforts 
(including numerous meetings and follow-up attempts, and several promised and later 
missed deadlines from Probation), we have not received any of the requested information.  
While Probation did provide a brief status update on October 31, 2025 (Attachment II) 
indicating some recommendations were implemented or would be in the next several 
months, that update did not include detailed statuses or supporting documentation 



Board of Supervisors 
November 4, 2025 
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necessary for us to complete our follow-up.  Accordingly, we are unable to assess and 
report on the implementation status of the recommendations.   
 
Professional auditing standards promulgated by the Institute of Internal Auditors require 
the Chief Audit Executive to elevate to the Board any limitations that prevent the internal 
audit activity from accomplishing its objectives.  This status update serves as notice that 
Probation’s failure to provide the requested information is a material scope limitation that 
prevented us from completing the follow-up directed by your July 23, 2024 motion. 
 
We will attempt to follow-up again in February 2026, as Probation’s response indicates 
most or all of the recommendations will be fully implemented by then. 
 
If you have any questions please call us, or your staff may contact Jeffrey Ho at 
jeho@auditor.lacounty.gov.  
 
OV:CY:RGC:JH:JU:jd 
 
Attachments (2) 
 
c: Joseph M. Nicchitta, Acting Chief Executive Officer 
 Edward Yen, Executive Officer, Board of Supervisors 
 Guillermo Viera Rosa, Chief Probation Officer, Probation Department  
 Dawyn R. Harrison, County Counsel 

Audit Committee 
 Countywide Communications 
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September 30, 2024

TO: Each Supervisor

FROM: Oscar Valdez
Auditor-Controller

Robert G. Campbell
Assistant Auditor-Controller / Chief Audit Executive

SUBJECT: PROBATION DEPARTMENT – LOS PADRINOS JUVENILE HALL 
PROGRAM MANAGEMENT REVIEW (July 23, 2024, Board Agenda 
Item 10)

On July 23, 2024, your Board instructed the Auditor-Controller (A-C), in collaboration 
with the Probation Department (Probation), the Department of Youth Development 
(DYD), and other relevant County departments and partners to evaluate Probation’s 
processes and controls for overseeing, monitoring, and reporting on calendared youth 
programs and activities at Los Padrinos Juvenile Hall (Los Padrinos or Hall).  Your 
Board’s motion directed our report to include the following:

A review and analysis of the process/procedure for documenting when program 
facilitators enter the facility;

A review and analysis of the process/procedure for documenting youth who 
participate in programs within the facility at the start of each program, including 
scheduled programs provided by Probation and the Department of 
Mental Health (DMH);

A review and analysis of Probation’s internal monitoring system and 
management controls to ensure that programs are being delivered in alignment 
with the calendar and applicable laws, policies, and agreements, and that 
program attendance, length, and outcomes are accurately reported to oversight 
entities;

FAST FACTS

As of August 2024, 
Probation reported 
approximately 300 
youth at
Los Padrinos.  

Within the Hall, 
youth are housed 
across 20 units 
where they eat, 
participate in 
programming,
sleep, etc.

Probation currently 
provides 28
different programs
for the youth at 
Los Padrinos, with 
27 administered by 
third-party
providers and one
provided by 
Probation. 

PPRIORITYY 1 

PPRIORITYY 2 

PPRIORITYY 3 
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A review and analysis of the calendar creation process/procedure, including how Probation 
collaborates and communicates with service providers, including County partners and 
contracted community-based organizations; 

A review and analysis of Probation’s training procedures for current and new employees to 
ensure programs are being properly administered, supervised, and documented; 

A review and analysis of the Corrective Action Plan being submitted by Probation to the Board 
of State and Community Corrections (BSCC) in response to the BSCC notice of noncompliance 
submitted to Probation on June 28, 2024; and 

Recommendations on how to streamline and improve program coordination, delivery, and 
monitoring so that program delivery is consistent with the scheduled calendar. The 
recommendations should consider recent changes and improvements made at Barry J. Nidorf 
Secure Youth Treatment Facility to improve programming fidelity. 

Your Board’s motion also requires the A-C to conduct a follow-up review four months after the 
publishing of this audit report.  

We noted opportunities for Probation to improve and strengthen their program processes and controls 
at Los Padrinos, which management has agreed to strengthen. For example:

Probation will use caseload counselors to oversee youth behavioral development at Los Padrinos
to ensure youth development and program effectiveness.

Probation will establish processes to develop key performance indicators (KPIs) to evaluate the
effectiveness of youth programs, to periodically evaluate the programs against established KPIs,
and to periodically review KPI thresholds to ensure KPIs remain the best measure of performance.

Probation will update its calendaring process to establish protocols for providers to cancel a session
and parameters for when Probation may make schedule changes beyond when a provider cancels,
including required documentation and communication to memorialize these changes and inform key
stakeholders of them.

These enhancements will provide greater assurance that Probation is providing effective programs to 
the youth at Los Padrinos.

For details of our review, see Attachment I. Probation’s response, included in Attachment II, indicates 
general agreement with 15 of the 17 recommendations included in our report. The Department
respectfully disagrees with Recommendations 2 and 3, which we have included below, and will evaluate
in detail during our follow-up review commencing in February 2025. 

We thank Probation management and staff for their cooperation and assistance during our review.  We 
also thank DYD, DMH, Department of Health Services, and Department of Public Health management 
and staff for their cooperation and assistance.  If you have any questions please call us, or your staff 
may contact Mike Pirolo at mpirolo@auditor.lacounty.gov.

Attachment I 
Page 2 of 24
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Guillermo Viera Rosa, Chief Probation Officer, Probation Department
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Probation Department
Los Padrinos Juvenile Hall Program Management Review

On July 23, 2024, your Board instructed the Auditor-Controller, in collaboration with the 
Probation Department (Probation), the Department of Youth Development (DYD), and 
other relevant County departments and partners to evaluate Probation’s processes and 
controls for overseeing, monitoring, and reporting on calendared youth programs and 
activities at Los Padrinos Juvenile Hall (Los Padrinos or Hall).  Your Board’s motion 
directed our report to include the following:

A review and analysis of the process/procedure for documenting when program 
facilitators (providers) enter the facility;

A review and analysis of the process/procedure for documenting youth who 
participate in programs within the facility at the start of each program, including 
scheduled programs provided by Probation and the Department of Mental Health 
(DMH);

A review and analysis of Probation’s internal monitoring system and management 
controls to ensure that programs are being delivered in alignment with the calendar 
and applicable laws, policies, and agreements, and that program attendance, 
length, and outcomes are accurately reported to oversight entities;

A review and analysis of the calendar creation process/procedure, including how 
Probation collaborates and communicates with service providers, including County 
partners and contracted community-based organizations; 

A review and analysis of Probation’s training procedures for current and new 
employees to ensure programs are being properly administered, supervised, and 
documented; 

A review and analysis of the Corrective Action Plan being submitted by Probation 
to the Board of State and Community Corrections (BSCC) in response to the BSCC 
notice of noncompliance submitted to Probation on June 28, 2024; and 

Recommendations on how to streamline and improve program coordination, 
delivery, and monitoring so that program delivery is consistent with the scheduled 
calendar. The recommendations should consider recent changes and 
improvements made at Barry J. Nidorf Secure Youth Treatment Facility
(Barry J. Nidorf) to improve programming fidelity. 

Attachment I 
Page 4 of 24



Attachment I
Page 2 of 13

Background

Probation uses Los Padrinos to house youth who are awaiting adjudication of a criminal 
case. Youth generally spend an average of 20 days in the facility before release or 
adjudication.  As of August 2024, Probation reported approximately 300 youth at 
Los Padrinos.  Within the Hall, youth are housed across 20 units where they eat, 
participate in programming, sleep, etc.

California Title 15 (Title 15) requires juvenile facilities to provide one hour each of 
programs, recreation, and exercise (three hours total) per day to incarcerated youth. This 
review focuses on programming, which includes the various activities/classes we detail 
below.  Probation provides programming at all of their juvenile facilities, and currently 
provides 28 different programs for the youth at Los Padrinos, with 27 provided by third-
party providers (i.e., community-based organizations or other County departments) and 
one provided by Probation. Probation provides the programming directly to the youth in 
instances where providers’ sessions are cancelled. As mentioned, other County 
departments provide programming or assist in administering programming.  Specifically:

DYD has various roles in programming, such as contracting with community-based 
organizations to provide services, providing oversight of programming, providing 
onsite assistance escorting program providers to the units where programming is 
delivered, etc.
DMH provides individual and group mental health counseling sessions.
The Department of Public Health’s (DPH) Substance Abuse Prevention and
Control program contracts with providers to screen youth for potential substance 
abuse and referral to substance abuse clinics outside of Probation, and provides 
classes to raise awareness for critical thinking/behavior, self-regulation, etc.
The Department of Arts and Culture (DAC) contracts with providers to deliver arts 
education classes to the youth, such as song writing, ballet dancing, and theater.
The Department of Economic Opportunity (DEO) contracts with providers for 
classes on employment and personal enrichment.
The Los Angeles County Office of Education (LACOE) provides tutoring services.
The Department of Public Library (Library) provides in-person and virtual library 
sessions to the youth and their families.

BSCC completed a target inspection covering areas required by Title 15 such as staffing 
levels, safety checks, use of force, and programs in June 2024. During BSCC’s 
June 2024 inspection, they identified compliance findings in programming, such as 
programming not occurring even though the programs were on the calendar and noted 
as completed by Probation. BSCC plans to perform an additional comprehensive 
inspection of the hall in October 2024. Probation’s Corrective Action Plan (CAP) 
responding to the compliance findings was approved by the BSCC on August 8, 2024. 
Many of the corrective actions detailed in the CAP address findings we noted during our 
review.  We indicate these instances below, where applicable, and did not provide 
recommendations in these areas to reduce duplication of efforts already in place in the 
CAP.  However, we will follow up on these areas during our follow-up review scheduled 

Attachment I 
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for four months after the date of this report. In addition, as requested by the Board motion, 
we considered recent changes made at Barry J. Nidorf when developing 
recommendations for Los Padrinos.

Entering the Facility

When a program facilitator arrives at Los Padrinos, they go through a security screening 
and sign into a paper logbook specific to program facilitators. In our review of the logbook, 
we noted each facilitator has a page in the log with a photo of their identification to assist 
Probation security staff with screening and positively identifying facilitators.  Once the 
facilitator signs the log and records the time, they enter the Hall and are escorted by either 
Probation or DYD staff to the specific unit where they will conduct programming.
Probation management issued a memo to staff on March 5, 2024, outlining the process 
and requirements for screening providers entering Los Padrinos.

During our site visit, Los Padrinos management indicated concerns with the manual 
process due to the risk of facilitators recording inaccurate arrival and/or departure times, 
and that an electronic logbook with timestamp functionality is desired. We agree that a
logging process leveraging automated/system applied timestamp functionality will reduce 
the risk of inaccurate time records for providers, which will improve accountability over 
and the ability to independently validate provider time records and invoices.

Recommendation

1. Probation management consider implementing an electronic logbook, or
alternative, for facilitators that includes a timestamp function. [Priority 3] 1

Probation’s Response:  Agree

Documenting Youth Participation

Attendance Documentation

Providers track youth participation using paper attendance sheets.  At the end of each 
session, the providers give a copy of the attendance sheet to Probation staff.  Probation 
staff scan and upload the document to an electronic folder, which can be accessed by 
BSCC and the POC.  During our walkthroughs and review of documentation, we noted 
the following:

Probation does not have standardized documentation for tracking attendance.  The 
documents varied in both format and the information captured (e.g., facilitator 
name, youth identification number).  As part of their CAP, Probation is 
implementing a standardized program sign-in sheet to ensure that information is 

1 Priority Ranking: Recommendations are ranked from Priority 1 to Priority 3 based on the potential 
seriousness and likelihood of negative impact on departmental operations if corrective action is not taken.

Attachment I 
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consistently tracked. We reviewed and confirmed that Probation created a 
standardized attendance template and that staff are using the new template at 
some units within Los Padrinos.  However, Probation is not yet using the template 
at all units. 

Probation does not have a process to review the attendance documents to ensure 
that sessions occurred as planned and that the youth are provided the 
programming hours required by Title 15.  However, as part of their CAP, Probation 
management plans to implement a weekly process to review a sample of closed-
circuit television (CCTV) footage for three programs and compare the footage to
attendance documentation, and address any documentation errors with staff.  In 
addition, Probation management plans to implement a bi-weekly process for the 
Los Padrinos superintendent to meet with the program director to reconcile 
planned versus actual program activity documentation. We requested 
documentation of implementation progress for these two processes, but Probation 
was not able to provide documentation at the time of our review.

Probation does not have a process to document the reasons for instances where 
youth refuse to attend programming. Refusal information may help Probation 
develop more effective strategies to increase youth participation (e.g., offer 
different programs that are more engaging, counseling youth in areas that will 
incentivize participation, etc.). However, as part of their CAP, Probation 
management will require staff to annotate the reason youth refuse to attend on the 
new program sign-in sheet. As mentioned above, Probation has not yet started to 
consistently use the new template that will require refusal annotations.

We will review Probation’s progress on implementing the processes identified in their CAP 
during our follow-up review scheduled for four months after the date of this report. In 
addition to the documentation and process issues identified above, we noted the 
following:

Los Padrinos does not use a Youth Program Activity Log, which tracks all 
programs, recreation, and exercise attended by each youth daily on one document,
which is a process that Probation has in place at Barry J. Nidorf.  The Youth 
Program Activity Log differs from the attendance sheet mentioned above in that 
the log tracks all hours required by Title 15 on one document to help ensure youth 
are offered the required three hours per day.

Probation does not track the youth’s total participation in programs during their stay 
in the facility (i.e., a transcript).  Currently, Los Padrinos is only tracking 
participation per class.  Transcripts may help Probation in evaluating a youth’s 
development and enrichment over time, which may reduce recidivism.
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Recommendations

Probation management:

2. Develop a process to maintain a program activity log for youth housed at
Los Padrinos.  [Priority 2] 1

3. Develop a process to maintain transcripts of youth program participation.
[Priority 2] 1

Probation’s Response:  Disagree

2. Probation respectfully disagrees with the auditors' recommendation. Los Padrinos
Juvenile Hall is using the same Youth Program Activity Log, which tracks all programs,
recreation, and exercise attended by each youth daily on one document. The form includes
a notes column on the form where staff may record reasons for youth refusals to participate
in programming. The same process is in use at Barry J Nidorf (BJN) and was agreed upon
as a condition of coming into BSCC compliance in April 2024.

The Program Sign-in Sheet was recently revised at LPJH to include, a signature line for
supervisors/assistant directors, as part of our CAP.

3. Probation respectfully disagrees with the auditors' recommendation. The intent of BSCC
Juvenile Title 15 Minimum Standards, 1371. Programs, Recreation, and Exercise is to
minimize the amount of time youth are in their rooms or their bed area. Although individual
transcripts are not maintained, proper documentation and records of programs, recreation,
and exercise are required. Individual transcripts are not required.

As noted above, the A-C will evaluate these recommendations in detail during 
our follow-up review commencing in February 2025.

Program Session Duration

Generally, programming sessions are provided in one-hour increments at various times 
of the day depending on the program and the targeted youth.  During our walkthrough 
and review of documentation, we noted that there are instances where a program may 
not last the full hour due to disruptions, such as physical altercations involving the youth
or youth no longer participating during the session. In these instances, the program 
provider will leave Los Padrinos early after they submit the attendance documentation to 
Probation, or in cases where Probation staff lead the session, they will end the session 
and move on to other duties.  

However, we noted that Probation has not developed formal parameters describing when
providers or staff may end sessions early.  For example, Probation should establish 
parameters for when a provider should continue or terminate a session interrupted by a 
fight or altercation, and processes to document the decision and the end time if a program 
is terminated early. Not having formal parameters and documentation requirements 
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increases the risk that programs may unjustifiably end early, reducing the amount of 
programming provided to the youth. The lack of consistent documentation when a 
program is terminated negatively impacts Probation’s ability to account for actual service 
time provided to youth.

Recommendation

4. Probation management develop formal parameters for when programs may
end early, including documentation requirements.  [Priority 1] 1

Probation’s Response: Agree

Internal Monitoring System and Management Controls

Key Performance Indicators

A Key Performance Indicator (KPI) is a quantifiable performance measurement that is 
used to evaluate the success of an organization or of a particular activity in which it 
engages. Departments and units/divisions within departments should establish KPIs and 
periodically review them against the applicable activity to evaluate the efficiency and 
effectiveness of the activity, identify weaknesses and areas for improvement, etc. 
Departments should also periodically review the KPI thresholds to ensure that they 
remain the best measure of performance as the operations and environment change. 

During our review, we noted that Probation does not have formal KPIs over youth 
programming, which increases the risk that programs are not effective in enriching and 
developing the youth.  Examples of KPI’s Probation could implement include:

Target percentage of positive youth responses to a program or provider (i.e., by 
conducting surveys of youth or monitoring youth refusal to attend). This KPI may 
be used to determine if a program should continue or if the youth need counseling 
to increase participation.

Target number of programs for youth to attend within a timeframe (e.g., weekly or 
monthly).  This can be tracked using the transcripts recommended above.

While Probation management tracks attendance per programming session, they have not 
formalized an attendance KPI with measurable goals (e.g., the suggested KPI above for 
the number desired programs for the youth to attend within a timeframe) KPIs can assist 
Probation in determining program effectiveness and whether to renew a contract with a 
program provider.

Recommendation

5. Probation management establish documented processes/controls to
ensure that the Department:
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a. Develops KPIs to track and evaluate the effectiveness of youth
programs.

b. Periodically evaluates the programs against established KPIs and
takes corrective action, if needed.

c. Periodically reviews KPIs and their thresholds/goals to ensure KPIs
remain the best measure of performance. [Priority 1] 1

Probation’s Response:  Agree

Management Monitoring of Controls

During our walkthroughs and review of documentation, we noted that Probation does not 
have management monitoring processes, as required by County Fiscal Manual (CFM) 
Section 1.0.2, over:

Program facilitators entering Los Padrinos (see pages 2 and 3)
Youth program attendance and documentation (see pages 3 and 4)
Program calendaring (see pages 8 and 9)
Program training of officers and programming administration staff (see page 9)

As part of their CAP, Probation management plans to implement some monitoring 
processes.  Specifically, as mentioned above, Probation plans to implement a weekly 
process to review a sample of three programs’ CCTV footage compared to the attendance 
documentation and address any documentation errors with staff.  In addition, Probation 
management plans to implement a bi-weekly process for the Los Padrinos superintendent 
to meet with the program director to reconcile program activity with documentation.  We 
will review Probation’s progress on implementing the processes identified in their CAP 
during our follow-up review scheduled for four months after this report. However, we 
noted that Probation still needs to develop management monitoring processes over 
program facilitators entering Los Padrinos, the program calendaring process, and 
training.

Recommendation

6. Probation management establish ongoing documented self-monitoring
processes that include:

a. Examining processes, such as an adequate number of program
calendars or training sessions on a regular basis to ensure
adherence to departmental and Title 15 policies.

b. Documenting the monitoring activity and retaining evidence so it can
be subsequently validated.

c. Elevating material exceptions to management on a timely basis to
ensure awareness of relative control risk and to ensure appropriate
corrective actions are implemented.  [Priority 2] 1
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Probation’s Response:  Agree

Memorandums of Understanding with Provider Departments

As mentioned in the background of this report, several County departments provide 
programming to the youth at Los Padrinos or assist in management of the programming 
(i.e., DYD, DMH, DPH, DAC, DEO, LACOE, and the Library).

CFM Section 1.0.2.1 requires department to establish agreements with other County 
departments when they delegate processes and request services.  These agreements 
(Memorandums of Understanding [MOU]) outline the roles and responsibilities of each 
department, which increases accountability and provides clarity in the level of services 
provided and received.  During our walkthroughs and review of documentation, we noted 
the following:

Probation has an MOU with LACOE and DEO.
Probation has draft, but not finalized, MOUs with DYD, DMH, and DPH.
Probation’s MOU with the Library expired on June 30, 2024.
Probation does not have an MOU with the DAC.

Recommendation

7. Probation management create, update, or finalize MOUs with provider
departments, and develop processes to ensure that MOUs are executed
and updated timely whenever County departments are delegated Probation
processes or asked to provide services. [Priority 2] 1

Probation’s Response:  Agree

Title 15 Written Annual Review

Title 15 requires Probation to complete an annual written review of programs, recreation, 
and exercise to ensure the programming content offered is current, consistent, and 
relevant to the youth. The Department also formalized this requirement in their Detention 
Services Bureau Manual Section 622.

However, during our walkthroughs and review of documentation, we noted that Probation 
does not complete this annual review.  Probation may use the KPIs and management 
monitoring processes recommended above to assist in completing the required annual 
written review.

Recommendation

8. Probation management complete the annual written reviews of programs,
recreation, and exercise, and consider using KPIs and management
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monitoring processes recommended above to assist in completing the 
review and to reduce duplication of efforts.  [Priority 2] 1

Probation’s Response:  Agree

Provider and Youth Feedback

Probation’s contracts with program providers require monthly performance evaluation 
meetings.  During our walkthroughs and interviews, we noted that these meetings do not 
occur.  However, as part of their CAP, Probation management plans to implement a
process to meet with all providers quarterly to discuss performance, and provide and 
receive feedback. Probation management indicated that they have not yet held a 
quarterly performance meeting. Probation should update their contracts with providers 
to reflect that the performance evaluation meetings will occur quarterly.

In addition, during our walkthroughs and review of documentation, we noted that 
Probation staff hold monthly town halls with the youth and document the town hall results 
(i.e., minutes of the town halls with feedback from the youth).  As part of their CAP, 
Probation management plans to update their processes to require the town halls to occur 
quarterly and for an executive-level manager (i.e., Chief Deputy, Deputy Director, 
Superintendent, or Assistant Superintendent) to attend.  In addition, Probation plans to
implement a Community Advisory Group that will review minutes from the quarterly 
town halls with the intent of improving existing programs and ensuring programs are 
gender-responsive, age-specific, and being provided to youth.  Probation management 
indicated that they are in the process of determining who will be on the Community 
Advisory Group.

We will review Probation’s progress on implementing the processes identified in their CAP 
during our follow-up review scheduled for four months after this report.  

Recommendation

9. Probation management update contracts with providers to reflect that
performance evaluation meetings will occur quarterly.  [Priority 2] 1

Probation’s Response:  Agree

Calendar Creation

Programming at Los Padrinos is overseen by a program director, who also oversees three 
units that are not programming-related.  The program director and other staff control the 
programming calendar and set programming schedules monthly.  Providers send their 
availability for the month before the calendar is created, and Los Padrinos staff notify 
providers of their scheduled times.  Paper calendars for the month are posted within the 
units for the youth. When a schedule change occurs within a month (e.g., a provider 
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cancels due to availability or a unit is locked down due to a safety concern), Los Padrinos 
staff update the calendar as soon as possible.  

During our walkthroughs and discussions with stakeholders outside of Probation, we 
identified a number of areas where the calendaring process can be improved. 
Specifically, we noted:  

Instances where programs are changed/cancelled, but the program director does not 
update the calendar.  Los Padrinos management indicated that this is due to the 
program director and staff having other duties outside of programming.
The reasons for schedule/program changes are sometimes unclear. 
Calendar changes are communicated to providers too late for them to reasonably 
accommodate the changes, sometimes preventing them from delivering the 
programming.
There are no formal protocols for providers to cancel sessions.
There are no defined parameters for when Probation may make schedule changes 
beyond when a provider cancels.

These issues can increase the number of programs cancelled and discourage youth from 
participating.  Additionally, scheduling issues may strain relationships with providers and 
reduce transparency and accountability.

Probation management indicated that an electronic calendar accessible to stakeholders,
providers, and the youth may help in ensuring that calendar updates are communicated 
timely. In addition, as part of their CAP, Probation management appointed two full-time 
staff (i.e., Activities and Program Coordinators [APCs]) to assist with managing 
programming, including calendar creation and updates, and report to Probation’s 
Education Services.  In addition, subsequent to our walkthroughs, the program director 
role was vacated so the individual could focus on their other duties.

Recommendations

Probation management:

10. Consider implementing an electronic calendar accessible by stakeholders,
providers and the youth that has real-time schedule update functionality.
[Priority 3] 1

11. Update their calendaring process to establish the protocols for:
a. Providers to cancel sessions, including documentation and

communication.
b. Parameters for when Probation may make schedule changes beyond

when a provider cancels, including documentation and
communication. [Priority 1] 1

12. Consider filling the program director position at Los Padrinos. [Priority 2] 1
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Probation’s Response:  Agree

Training Processes

Probation provides training to their officers in many areas, such as boundaries setting, 
how to supervise groups, etc.  In addition, Probation provides safety and other training to 
providers before they conduct programming with the youth.  

However, during our walkthroughs and review of documentation, we noted that while 
Probation has documented roles and responsibilities for their new APCs, they have not 
trained them on those roles and responsibilities. In addition, we noted that there are no 
guidelines for life skills programming performed by Probation officers and the officers are 
not trained on how to conduct the life skills programming.  During our walkthrough, 
Probation management indicated that officers are to use their life experience as the basis 
for the sessions they provide to the youth.

Recommendations

13. Probation management train the APCs on their new roles and 
responsibilities. [Priority 2] 1

14. Probation management develop guidelines for the life skills programming, 
and train the officers on the guidelines. [Priority 1] 1

Probation’s Response:  Agree

Other Areas to Streamline and Improve Programs and Monitoring

Written Standards and Procedures

While Probation has written standards and procedures covering many areas (e.g., group 
supervision and the Behavioral Management Program), and is drafting policies regarding 
youth access to programs, Probation needs to develop additional written standards and 
procedures to adequately guide supervisors and staff in the performance of their duties.  
Specifically, written standards and procedures need to be developed in the following 
areas related to programming:

Documenting youth participation
KPIs
Management monitoring of controls
Calendar creation and updates

Standards and procedures should provide detailed guidance to staff and supervisors in 
the performance of their day-to-day duties and describe how processes are performed.  
They must also require staff and supervisors to maintain documentation of their 
processes and require an audit trail of key events where practical.  A lack of written 
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standards and procedures increases the risk that staff will perform tasks incorrectly or 
inconsistently, increases the effort required to train new staff to perform these processes, 
and prevents management from effectively evaluating staff compliance.

Recommendation

15. Probation management develop additional written standards and
procedures to guide supervisors and staff in the performance of their
duties.  [Priority 2] 1

Probation’s Response:  Agree

Youth Case Managers

During our walkthrough and review of documentation at Barry J. Nidorf, we noted that 
they deploy case managers, who have extensive knowledge of programming and youth 
development and oversee/monitor youth behavioral development and progression. 
However, we noted that Los Padrinos does not utilize case managers, or monitor youth 
development and progression.  Probation management indicated that they believe 
deploying case managers at Los Padrinos will improve youth development and program 
effectiveness.  The case managers may use the transcripts recommended above, in the 
performance of their duties. 

Recommendation

16. Probation management consider using case managers to oversee youth
behavioral development at Los Padrinos.  [Priority 2] 1

Probation’s Response:  Agree

Additional Executive Program Oversight

During our walkthrough and review of documentation, we noted that Probation’s 
Chief Deputy provides executive-level oversight of programming as one of their many 
roles and responsibilities. Having the Chief Deputy as the only centralized executive-level 
oversight of programming may increase risks since their time is split among many 
responsibilities.  In addition, as mentioned above, the current program director position
within Los Padrinos includes several functions outside of programming. 

Potentially adding a full-time dedicated centralized program director may help with 
standardizing processes where feasible, increasing communication across facilities, 
increasing coordination with providers and DYD, increasing provider performance 
evaluations, and providing more time for the Chief Deputy to focus on other duties, etc.  

We also noted that the Board directed DYD to take a lead role in establishing programs 
and services for youth in the halls and camps (March 21, 2023, Agenda Item 6).  During 
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our walkthroughs and review of documentation, we noted that DYD currently does not 
have the lead role in programming.  While DYD does contract with some providers for 
programming and does have staff at Los Padrinos part-time, their role is still limited.  DYD 
taking a lead role in programming may provide valuable assistance to the centralized 
executive program director.

Probation should consider creating an executive-level program director, and should work 
with DYD to increase DYD’s lead role in programming per the Board’s direction.

Recommendation

17. Probation management consider creating an executive-level program
director, and work with DYD to increase their lead role in programming per
the Board’s direction.  [Priority 1]

Probation’s Response:  Agree
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COUNTY OF LOS ANGELES
PROBATION DEPARTMENT

GUILLERMO VIERA ROSA
       Chief Probation Officer

Rebuild Lives and Provide for Healthier and Safer Communities

9150 IMPERIAL HIGHWAY – DOWNEY, CALIFORNIA 90242

October 31, 2025

To:  Oscar Valdez
Auditor Controller

From:  Guillermo Viera Rosa
Chief Probation Officer

Subject: PROBATION DEPARTMENT RESPONSE RE: LOS PADRINOS 
JUVENILE HALL PROGRAM MANAGEMENT REVIEW (JULY 23, 2024, 
BOARD AGENDA ITEM 10)

In response to your review and analysis of Probation’s program processes and controls 
at Los Padrinos Juvenile Hall, we appreciate the collaborative effort and constructive 
recommendations provided.

As requested, we are including the Corrective Action Plan.  This plan outlines targeted 
improvements to strengthen program delivery, oversight, and documentation.

Please feel free to contact Jocelyn Roman, Acting Deputy Director, Juvenile Institutions, 
at jocelyn.roman@probation.lacounty.gov with any further questions.

GVR:SLM:

Attachments

c:  Sheila Williams, Chief Deputy
Robert Arcos, Acting Chief Deputy
Stacy Lopez-Maddox, Administrative Deputy
Jocelyn Roman, Acting Deputy Director

aaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaa
cer
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Los Padrinos Juvenile Hall (LPJH) Program Management Review
CAP Project Manager/Lead: Kim Tillman (Previously Tya Shileld)

A-C Audit Report Date: 09/30/2024

Facility A-C Recommendation
Probation 

Response

Action 

Item #
Priority Corrective Action(s) Bureau Project Lead Due Date

Completion 

Date
Proof of Practice (POP)

Status Follow-up Date and Notes

(Most recent update at the top)

LPJH

Probation management consider implementing an 

electronic logbook, or alternative, for facilitators that 

includes a timestamp function. 

Agree 1 3

• Probation is improving logging and time tracking with new Apple and Android tablets for electronic

provider sign-ins at LPJH.

• A procedure for non-sworn staff assignments including check-ins, escorts, and check-outs, is

finalized.

• Staff are being assigned to LPJH for the new process. Paper sign-ins will still be used and organized

in a binder.

DSB Kim Tillman

POP needed: 

1) Signed copy of log sheets for E-

Providers' sign-ins.  See sample

screenshot.

2) Finalized procedure(s) for non-

sworn staff assignments.  Pending

completion of project.

3) New process for staff assigned

to LP.  Pending completion of

project.

4) VACS Training Video

10/29/2025: The Visitation Access Control System 

(VACS) launched at BJN on 2/29/2025. Currently we are 

identifying areas of improvement before launching it at 

other facilities. The plan is to expand this system at all 

facilities for consistency. An order of implementation has 

been identified to ensure a structured and efficient 

rollout.The next facility to launch will be DKC, CVK, 

LPJH, then camps. The launch for DKC is expected to 

take place no later than February 2026. 

08/29/2025: No update since 03/11/2025

07/31/2025: No update

06/30/2025: No update

05/30/2025: No update

04/30/2025: No update

03/11/2025: An update was provided that DSB is 

currently reviewing and preparing a response to the Audit 

Committee.

LPJH
Develop a process to maintain a program activity log for 

youth housed at Los Padrinos
Disagree 2 2

• LPJH uses the same Youth Program Activity Log to track all programs, reaction, and exercise

attended by each youth daily on one document .

• The log includes a notes column for the staff to record reasons for youth refusals to participate in

programming.

• This process is also used at Barry J Nidorf (BJN) and was agreed upon as a condition for BSCC

compliance in April 2024.

• The Program Sign-in Sheet at LPJH was recently revised to include a signature line for

supervisors/assistant directors as part of the CAP.

DSB Kim Tillman

POP needed: pending completion 

of project. 

1) New process to maintain a

program activity log; i.e., signed

log sheet by supervisors/ directors

10/29/2025: Meetings with Probation's IT Division have 

been held and continue to take place. The project is 

anticipated to be completed by December 1, 2025.

08/29/2025: No update since 03/11/2025

07/31/2025: No update

06/30/2025: No update

05/30/2025: No update

04/30/2025: No update

03/11/2025: An update was provided that DSB is 

currently reviewing and preparing a response to the Audit 

Committee.

01/31/2025: As noted in A-C report, the A-C will evaluate 

these recommendations in detail during its follow-up 

review commencing in February 2025.

LPJH
Develop a process to maintain transcripts of youth 

program participation. 
Disagree 3 2

• BSCC Juvenile Title 15 Minimum Standards, 1371 aim to minimize the time youth spend in their

rooms or bed areas.

• Although individual transcripts are not maintained, proper documentation and records of programs,

recreation, and exercise are required.

DSB Kim Tillman

POP needed: pending completion 

of project. 

1) Copy of documents and records

of program, recreation, and

exercises provided

10/29/2025:  Meetings with Probation's IT Division have 

been held and continue to take place. The project is 

anticipated to be completed by December 1, 2025..

08/29/2025: No update since 03/11/2025

07/31/2025: No update

06/30/2025: No update

05/30/2025: No update

04/30/2025: No update

03/11/2025: An update was provided that DSB is 

currently reviewing and preparing a response to the Audit 

Committee.

01/31/2025: As noted in A-C report, the A-C will evaluate 

these recommendations in detail during its follow-up 

review commencing in February 2025.
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Los Padrinos Juvenile Hall (LPJH) Program Management Review
CAP Project Manager/Lead: Kim Tillman (Previously Tya Shileld)

A-C Audit Report Date: 09/30/2024

Facility A-C Recommendation
Probation 

Response

Action 

Item #
Priority Corrective Action(s) Bureau Project Lead Due Date

Completion 

Date
Proof of Practice (POP)

Status Follow-up Date and Notes

(Most recent update at the top)

LPJH

Probation management develop formal parameters for 

when programs may end early, including documentation 

requirements. 

Agree 4 1

• A Key Performance Indicator (KPI) is a quantifiable performance measurement used to evaluate the

success of an organization or activity.

• Departments should set KPIs and periodically review them to evaluate efficiency, effectiveness, and

areas for improvement.

• Departments should also periodically review the KPI thresholds to ensure they remain the best

measure of performance as the operations and environment change.

• Probation does not have formal KPIs for youth programming, increasing the risk of ineffective

program.

• Suggested KPIs for Probation:

• Target percentage of positive youth responses to programs (e.g., through surveys or monitoring

youth attendance refusal). This KPI may be used to determine if a program should continue or if the 

youth need counseling to increase participation.

•Target number of programs for youth to attend within a set timeframe (e.g., weekly or monthly).

• Probation tracks attendance but does not have a formalized attendance KPI with measurable goals.

• KPIs can assist Probation in determining program effectiveness and whether to renew a contract

with a program provider.

DSB Kim Tillman
POP needed: KPI will serve as 

POP upon clompletion. 

10/29/2025: KPIs are currently being developed in 

collaboration with the Department of Justice (DOJ). This 

is expected to be completed by December 17, 2025.

08/29/2025: No update since 03/11/2025

07/31/2025: No update

06/30/2025: No update

05/30/2025: No update

04/30/2025: No update

03/11/2025: An update was provided that DSB is 

currently reviewing and preparing a response to the Audit 

Committee.

LPJH

Probation management establish documented 

processes/controls to ensure that the Department:

a. Develops KPIs to track and evaluate the

effectiveness of youth programs.

b. Periodically evaluates the programs against

established KPIs and takes corrective action, if needed.

c. Periodically reviews KPIs and their thresholds/goals

to ensure KPIs remain the best measure of performance.

Agree 5 1

Management Monitoring of Controls

Probation does not have management monitoring processes, as required by County Fiscal Manual 

(CFM) Section 1.0.2, over:

• Program facilitators entering Los Padrinos

• Youth program attendance and documentation

• Program calendaring

• Training for officers and programming administration staff

Probation plans to implement some monitoring processes:

• Weekly reviews of CCTV footage for three programs, comparing it to attendance records and

addressing discrepancies.

• Bi-weekly reconciliation meetings between the Los Padrinos superintendent and the program

director.

We will review Probation’s progress on implementing the processes identified in their CAP during our 

follow-up review scheduled for four months after this report. 

Probation still needs to develop management monitoring processes over program facilitators entering 

Los Padrinos, the program calendaring process, and training.

DSB Kim Tillman
POP needed: KPI will serve as 

POP upon clompletion. 

10/29/2025: KPIs are currently being developed in 

collaboration with the Department of Justice (DOJ). This 

is expected to be completed by December 17, 2025.

08/29/2025: No update since 03/11/2025

07/31/2025: No update

06/30/2025: No update

05/30/2025: No update

04/30/2025: No update

03/11/2025: An update was provided that DSB is 

currently reviewing and preparing a response to the Audit 

Committee.
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Los Padrinos Juvenile Hall (LPJH) Program Management Review
CAP Project Manager/Lead: Kim Tillman (Previously Tya Shileld)

A-C Audit Report Date: 09/30/2024

Facility A-C Recommendation
Probation 

Response

Action 

Item #
Priority Corrective Action(s) Bureau Project Lead Due Date

Completion 

Date
Proof of Practice (POP)

Status Follow-up Date and Notes

(Most recent update at the top)

LPJH

Probation management establish ongoing documented 

self-monitoring processes that include:

a. Examining processes, such as an adequate number

of program calendars or training sessions on a regular 

basis to ensure adherence to departmental and Title 15 

policies.

b. Documenting the monitoring activity and retaining

evidence so it can be subsequently validated.

c. Elevating material exceptions to management on a

timely basis to ensure awareness of relative control risk 

and to ensure appropriate corrective actions are 

implemented.

Agree 6 2

Memorandums of Understanding (MOU) with Provider Departments

Several County departments such as DYD, DMH, DPH, DAC, DEO, LACOE, and the Library provide 

or assist manage youth programming at LPJH.

CFM Section 1.0.2.1 requires department to establish MOUs with other County departments when 

delegating processes and requesting services. These MOUs clarify roles, responsibilities, services 

expectations, and enhance accountability. 

Findings from the review: 

• MOUs in place: Probation has MOUs with LACOE and DEO.

• Draft MOUs (not finalized): With DYD, DMH, and DPH.

• Expired MOU: With the Library (expired June 30, 2024).

• No MOU: With the DAC.

DSB Kim Tillman POP needed: not required

10/29/2025: MOUs are in place for LACOE and DEO.  

MOU with Library expired on 06/30/24.  There is no MOU 

with DAC.  The Contracts, Grants and Compliance 

Division (CGCD) is scheduled to meet to discuss draft 

MOUs for DYD, DMH and DEO in December 2025.

08/29/2025: No update since 03/11/2025

07/31/2025: No update

06/30/2025: No update

05/30/2025: No update

04/30/2025: No update

03/11/2025: An update was provided that DSB is 

currently reviewing and preparing a response to the Audit 

Committee.

LPJH

Probation management create, update, or finalize MOUs 

with provider departments, and develop processes to 

ensure that MOUs are executed and updated timely 

whenever County departments are delegated Probation 

processes or asked to provide services. 

Agree 7 2

Title 15 Written Annual Review

• Title 15 requires Probation to complete an annual written review of programs, recreation, and

exercise to ensure they are current, consistent, and relevant to the youth.

• The Department also formalized this requirement in their Detention Services Bureau (DSB) Manual

Section 622.

• During the review, it was noted that Probation has not been complete ting this annual review.

• KPIs and management monitoring processes, as recommended, could assist in completing the

required annual review.  to assist in completing the required annual written review.

DSB Kim Tillman

POP needed:

1) Copy of signed annual written

review

2) KPI will serve as POP upon

clompletion.

10/29/2025:KPIs are currently being developed in 

collaboration with the Department of Justice (DOJ). KPIs 

will work in collaboration with contract and MOU updates. 

KPIs are expected to be completed by December 17, 

2025. MOU reviews are ongoing with a December 2025 

timeframe to look at DYD, DMH and DEO. 

08/29/2025: No update since 03/11/2025

07/31/2025: No update

06/30/2025: No update

LPJH

Probation management complete the annual written 

reviews of programs, recreation, and exercise, and 

consider using KPIs and management monitoring 

processes recommended above to assist in completing 

the review and to reduce duplication of efforts. 

Agree 8 2

Provider and Youth Feedback

Provider feedback:

• Probation’s contracts with program providers require monthly performance evaluation meetings, but these

meetings are not occurring.

• As part of their Corrective Action Plan (CAP), Probation plans to implement quarterly meetings to discuss

performance and provide feedback.

• Probation has not yet held a quarterly performance meeting and should update contracts to reflect this

change.

Youth Feedback:

• Probation holds monthly town halls with youth and documents the feedback, but these meetings should

occur quarterly as part of their CAP.

• In the CAP, Probation plans for an executive-level manager to attend these quarterly town halls.

• A new Community Advisory Group will be established to review town hall minutes and improve programs

to ensure they are gender-responsive and age-specific.

• Probation is in the process of determining the members of the Advisory Group.

A follow-up review will assess progress on these CAP processes in four months.

DSB Kim Tillman
POP needed: Meeting agenda and 

minutes

10/29/2025: Contracts were updated with quarterly 

meeting language on 05/2025. Provider meetings held 

4/24, 6/4 & 9/10/2025.

08/29/2025: No update since 03/11/2025

07/31/2025: No update

06/30/2025: No update

05/30/2025: No update

04/30/2025: No update

03/11/2025: An update was provided that DSB is 

currently reviewing and preparing a response to the Audit 

Committee.
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Los Padrinos Juvenile Hall (LPJH) Program Management Review
CAP Project Manager/Lead: Kim Tillman (Previously Tya Shileld)

A-C Audit Report Date: 09/30/2024

Facility A-C Recommendation
Probation 

Response

Action 

Item #
Priority Corrective Action(s) Bureau Project Lead Due Date

Completion 

Date
Proof of Practice (POP)

Status Follow-up Date and Notes

(Most recent update at the top)

LPJH

Probation management update contracts with providers 

to reflect that performance evaluation meetings will occur 

quarterly. 

Agree 9 2

Calendar Creation

• A program director oversees programming at Los Padrinos, along with three non-programming-related

units.

• The program director and staff manage the programming calendar, setting schedules monthly.

• Providers submit their availability before the calendar is created for the upcoming month.

• Los Padrinos staff notify providers of their scheduled times.

• Paper calendars for the month are posted within the units for youth.

• Any schedule changes (e.g., provider cancellations or unit lockdowns) are updated promptly by Los

Padrinos staff.

During our walkthroughs and discussions with stakeholders outside of Probation, we identified several 

areas for improvement in the calendaring process, including: 

• Instances where programs are changed or cancelled but the calendar is not updated.

• Lack of clarity regarding the reasons for schedule or program changes.

• Late communication of calendar updates to providers, sometimes preventing program delivery.

• Absence of formal protocols for providers to cancel sessions.

• No clearly defined parameters for when Probation may alter the schedule beyond provider cancellations.

These issues can increase the number of programs cancelled and discourage youth from participating. 

Additionally, scheduling issues may strain relationships with providers and reduce transparency and 

accountability.

Probation management indicated that an electronic calendar accessible to stakeholders, providers, and the 

youth may improve timeliness calendar updates. In addition, as part of their CAP, Probation management 

appointed two full-time Activities and Program Coordinators (APCs) to support programming management. 

Following our walkthroughs, the program director role was vacated so the individual could focus on their 

other duties.

DSB Kim Tillman

POP needed: 

1) Draft - Institutional Programs &

Calendar App Reference Guide.

2) Mod 2 to Contracts - Jail Guitar

Doors

10/29/2025: Contracts were updated with quarterly 

meeting language on 05/2025. Provider meetings held 

4/24, 6/4 & 9/10/2025. Calendar creation occurs monthly 

as indicated. The Program Manager coordinates 

notifications if there are any changes. This will be 

incorporated into the electronic calendar functions. 

08/29/2025: No update since 03/11/2025

07/31/2025: No update

06/30/2025: No update

05/30/2025: No update

04/30/2025: No update

03/11/2025: An update was provided that DSB is 

currently reviewing and preparing a response to the Audit 

Committee.

LPJH

Probation management consider implementing an 

electronic calendar accessible by stakeholders, providers 

and the youth that has real-time schedule update 

functionality. 

Agree 10 3

Training Processes:

• Probation provides training to officers in areas such as boundary setting and group supervision, and

providers are trained on safety and other topics before beginning programming with youth.

• Probation has documented roles and responsibilities for new APCs, they have not provided training

on those roles.

• There are no established guidelines for life skills programming conducted by Probation officers, and

officers are not trained on how to lead these sessions.

• Probation management indicated that officers are expected to rely on their life experience as the

basis for conducting life skills sessions with the youth.

DSB Kim Tillman

POP needed: 

1) Training Rosters

2) Activities and Program

Coordinators – Roles and

Responsibilities and duties.

3) Guidelines for like skills

programming

10/29/2025: Meetings with Probation's IT Division have 

been held and continue to take place. The project is 

anticipated to be completed in approximately 3-4 weeks.

08/29/2025: No update since 03/11/2025

07/31/2025: No update

06/30/2025: No update

05/30/2025: No update

04/30/2025: No update

03/11/2025: An update was provided that DSB is 

currently reviewing and preparing a response to the Audit 

Committee.

LPJH

Probation management update their calendaring process 

to establish the protocols for:

a. Providers to cancel sessions, including

documentation and communication.

b. Parameters for when Probation may make schedule

changes beyond when a provider cancels, including 

documentation and communication

Agree 11 1

Training Processes:

• Probation provides training to officers in areas such as boundary setting, group supervision, and

safety, and also trains providers before they begin programming with youth.

• Probation has documented roles and responsibilities for new APCs but has not trained them on

these roles.

• There are no established guidelines for life skills programming conducted by Probation officers, and

officers are not trained on how to lead these sessions.

• Probation management indicated that officers are expected to rely on their life experience to conduct

life skills sessions with the youth.

DSB Kim Tillman POP needed: same as above.

10/29/2025: Meetings with Probation's IT Division have 

been held and continue to take place. The project is 

anticipated to be completed in approximately 3-4 weeks.

08/29/2025: No update since 03/11/2025

07/31/2025: No update

06/30/2025: No update

05/30/2025: No update

04/30/2025: No update

03/11/2025: An update was provided that DSB is 

currently reviewing and preparing a response to the Audit 

Committee.
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Los Padrinos Juvenile Hall (LPJH) Program Management Review
CAP Project Manager/Lead: Kim Tillman (Previously Tya Shileld)

A-C Audit Report Date: 09/30/2024

Facility A-C Recommendation
Probation 

Response

Action 

Item #
Priority Corrective Action(s) Bureau Project Lead Due Date

Completion 

Date
Proof of Practice (POP)

Status Follow-up Date and Notes

(Most recent update at the top)

LPJH
Probation management consider filling the program 

director position at Los Padrinos. 
Agree 12 2

Training Processes:

• Probation provides training to officers in various areas, including boundary setting, group

supervision, and safety. Providers also receive safety training before conducting programming with

the youth.

• It was noted that while Probation has documented roles and responsibilities for new APCs, these

staff have not been trained on those roles.

• There are no established guidelines for life skills programming conducted by Probation officers, and

officers have not received training on how to conduct these programs.

• Probation management stated that officers are expected to use their life experience as the basis for

conducting life skills sessions with the youth.

DSB Kim Tillman POP needed: not required

10/29/2025: The recommendation has been fully 

implemented and is now complete. In June 2025, 

oversight of programming for all facilities is under the 

direction of Director Newble.

08/29/2025: No update since 03/11/2025

07/31/2025: No update

06/30/2025: No update

05/30/2025: No update

04/30/2025: No update

03/11/2025: An update was provided that DSB is 

currently reviewing and preparing a response to the Audit 

Committee.

LPJH
Probation management train the APCs on their new roles 

and responsibilities. 
Agree 13 2

Other Areas to Streamline and Improve Programs and Monitoring

Written Standards and Procedures

While Probation has written standards and procedures covering many areas (e.g., group supervision 

and the Behavioral Management Program), and is drafting policies regarding youth access to 

programs, Probation needs to develop additional written standards and procedures to adequately 

guide supervisors and staff in the performance of their duties. Specifically, written standards and 

procedures need to be developed in the following areas related to programming:

•Documenting youth participation

•KPIs

•Management monitoring of controls

•Calendar creation and updates

Standards and procedures should provide detailed guidance to staff and supervisors in the 

performance of their day-to-day duties and describe how processes are performed. They must also 

require staff and supervisors to maintain documentation of their processes and require an audit trail of 

key events where practical. A lack of written standards and procedures increases the risk that staff will 

perform tasks incorrectly or inconsistently, increases the effort required to train new staff to perform 

these processes, and prevents management from effectively evaluating staff compliance.

DSB Kim Tillman

POP needed::

1) Dates and signed log sheets for

training classes

10/29/2025: The department is in the process of 

realigning the prgrogramming team. As the team 

members are identified, they will be trained in their new 

roles and responsibilities. 

08/29/2025: No update since 03/11/2025

07/31/2025: No update

06/30/2025: No update

05/30/2025: No update

04/30/2025: No update

03/11/2025: An update was provided that DSB is 

currently reviewing and preparing a response to the Audit 

Committee.
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Los Padrinos Juvenile Hall (LPJH) Program Management Review
CAP Project Manager/Lead: Kim Tillman (Previously Tya Shileld)

A-C Audit Report Date: 09/30/2024

Facility A-C Recommendation
Probation 

Response

Action 

Item #
Priority Corrective Action(s) Bureau Project Lead Due Date

Completion 

Date
Proof of Practice (POP)

Status Follow-up Date and Notes

(Most recent update at the top)

LPJH

Probation management develop guidelines for the life 

skills programming, and train the officers on the 

guidelines. 

Agree 14 1

Other Areas to Streamline and Improve Programs and Monitoring

Written Standards and Procedures

While Probation has written standards and procedures covering many areas (e.g., group supervision 

and the Behavioral Management Program), and is drafting policies regarding youth access to 

programs, Probation needs to develop additional written standards and procedures to adequately 

guide supervisors and staff in the performance of their duties. Specifically, written standards and 

procedures need to be developed in the following areas related to programming:

• Documenting youth participation

• KPIs

• Management monitoring of controls

• Calendar creation and updates

Standards and procedures should provide detailed guidance to staff and supervisors in the 

performance of their day-to-day duties and describe how processes are performed. They must also 

require staff and supervisors to maintain documentation of their processes and require an audit trail of 

key events where practical. A lack of written standards and procedures increases the risk that staff will 

perform tasks incorrectly or inconsistently, increases the effort required to train new staff to perform 

these processes, and prevents management from effectively evaluating staff compliance.

DSB Kim Tillman

POP needed:

1) Copy of Developed Guidelines

for Life Skill Programming

2) Dates of trainings Officers on

Developed Guidelines.

10/29/2025: The department is in the process of 

realigning the prgrogramming team. As the team 

members are identified, they will be trained in their new 

roles and responsibilities. 

08/29/2025: No update since 03/11/2025

07/31/2025: No update

06/30/2025: No update

05/30/2025: No update

04/30/2025: No update

03/11/2025: An update was provided that DSB is 

currently reviewing and preparing a response to the Audit 

Committee.

LPJH

Probation management develop additional written 

standards and procedures to guide supervisors and staff 

in the performance of their duties. 

Agree 15 2

Youth Case Managers

• At Barry J. Nidorf, case managers with extensive knowledge of programming and youth development

oversee and monitor youth behavioral development and progression.

• However, Los Padrinos does not currently use case managers or track youth development.

• Probation management believes that deploying case managers at Los Padrinos would improve youth

development and program effectiveness.

• Case managers could use the recommended transcripts as part of their duties.
DSB Kim Tillman POP needed: same as above.

10/29/25: A total of three (3) Deputy Probation Officer II 

Treatment and Counseling (T&C) were assigned to LP — 

two on April 27, 2025, and one on October 12, 2025.

08/29/2025: No update since 03/11/2025

07/31/2025: No update

06/30/2025: No update

05/30/2025: No update

04/30/2025: No update

03/11/2025: An update was provided that DSB is 

currently reviewing and preparing a response to the Audit 

Committee.
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Los Padrinos Juvenile Hall (LPJH) Program Management Review
CAP Project Manager/Lead: Kim Tillman (Previously Tya Shileld)

A-C Audit Report Date: 09/30/2024

Facility A-C Recommendation
Probation 

Response

Action 

Item #
Priority Corrective Action(s) Bureau Project Lead Due Date

Completion 

Date
Proof of Practice (POP)

Status Follow-up Date and Notes

(Most recent update at the top)

LPJH
Probation management consider using case managers to 

oversee youth behavioral development at Los Padrinos. 
Agree 16 2

Additional Executive Program Oversight

Probation’s Chief Deputy provides executive-level oversight of programming as one of their many 

roles and responsibilities. Having the Chief Deputy as the only centralized executive-level oversight of 

programming may increase risks since their time is split among many responsibilities. In addition, as 

mentioned above, the current program director position within Los Padrinos includes several functions 

outside of programming.

Adding a full-time dedicated centralized program director may help with standardizing processes 

where feasible, increasing communication across facilities, increasing coordination with providers and 

DYD, increasing provider performance evaluations, and providing more time for the Chief Deputy to 

focus on other duties, etc.

The Board directed DYD to take a lead role in establishing programs and services for youth in the 

halls and camps (March 21, 2023, Agenda Item 6). DYD currently does not have the lead role in 

programming. While DYD does contract with some providers for programming and does have staff at 

LPJH part-time, their role is still limited. DYD taking a lead role in programming may provide valuable 

assistance to the centralized executive program director.

Probation should consider creating an executive-level program director and collaborate with DYD to 

increase DYD’s lead role in programming per the Board’s direction.

DSB Kim Tillman

POP needed: Email notification to 

operations for release dates and 

Job Bulletin. 

10/29/25: A total of three (3) Deputy Probation Officer II 

Treatment and Counseling (T&C) were assigned to LP — 

two on April 27, 2025, and one on October 12, 2025.  

08/29/2025: No update since 03/11/2025

07/31/2025: No update

06/30/2025: No update

05/30/2025: No update

04/30/2025: No update

03/11/2025: An update was provided that DSB is 

currently reviewing and preparing a response to the Audit 

Committee.

LPJH

Probation management consider creating an executive-

level program director, and work with DYD to increase 

their lead role in programming per the Board’s direction. 

Agree 17 1

Probation supports the auditors' recommendation. August 1,2024 Probation requested ten specific 

programs to DYD aimed at youth detained at LPJH. DYD confirmed receipt of the request on August 

20 and would evaluate the proposed providers to select those best equipped to support the detained 

youth.

DSB Kim Tillman

POP needed:

1) Action(s) taken to select best

equipped providers

10/29/2025: Effective 11/03/25, the position will be filled 

by Sr. Director Jesus Corral.

08/29/2025: No update since 03/11/2025

07/31/2025: No update

06/30/2025: No update

05/30/2025: No new update.

04/30/2025: No new update.

03/11/2025: An update was provided that DSB is 

currently reviewing and preparing a response to the Audit 

Committee.
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