












































COUNTY OF LOS ANGELES 
PROBATION DEPARTMENT  

9150 EAST IMPERIAL HIGHWAY – DOWNEY, CALIFORNIA  90242  
(562) 940-2501

ADOLFO GONZALES 
 Chief Probation Officer 

Rebuild Lives and Provide for Healthier and Safer Communities 

October 21, 2022 

James Queally, Reporter 
Los Angeles Times 
Email: james.queally@latimes.com 

Dear Mr. Queally: 

Thank you for your thoughtful questions and, especially, the time to answer them. 

As you know, we inherited a Probation Department with issues that are entrenched, well-known and 
amply documented. One factor that has not received much attention, however, is the effect of 
COVID-19 on our Department, which was hit hard. Since 2020, we’ve had 883 employees take 
COVID-related leave because they became sick, were afraid of getting sick, or had to stay home to 
care for family members who were ill.  

The Department’s new leadership team is committed to change the trajectory of the agency. Since 
taking over management in 2021, we have moved aggressively to put in place emergency measures 
that are starting to show promising results. Working with the County CEO and County Counsel’s 
Office, we’ve taken the following steps to address both long- and short-term challenges: 

• State of Emergency. Last month, Chief Gonzales declared a state of emergency, notifying
the probation officers’ union, AFSCME Local 685, that significant staffing shortages “have
compromised the Department’s ability to meet operational needs and regulatory
requirements.” We are working with the union to curtail leaves and callouts.

• Stop-Gap Hiring. We petitioned the CEO for a budgetary exemption allowing the
Department to hire 150 new officers beginning August 1. Hundreds have applied. We have
17 candidates who will attend our next training academy, which begins October 28.  Five
hundred (500) additional candidates are undergoing the required background checks, medical
exams and psychological screenings. To handle this influx, we have scheduled parallel
academies and changed the training schedule to provide six rather than 11 weeks of
instruction in the classroom, with the remaining five weeks done on the job. We expect to
have dozens of new full-duty (which is what we mean by “able-bodied”) officers in our halls
by early 2023.

• Enhanced Pay. Starting October 1, we are paying our probation officers a 20% bonus for
working regular shifts in the halls and double-time (not triple time) for overtime shifts. We
regard these incentives as reasonable temporary measures that recognize the additional safety
risks and workload our officers face on the job as we turn the Department around.  (See
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Violence in the Halls, below). We are facing a staffing emergency and believe these 
incentives are appropriate for the employees who are helping us get through it. The money 
for these incentives comes from Probation’s existing budget. 

 
The initial response has been encouraging. Between September 24 and October 8, a week 
after the incentives became effective, we realized a 32% increase in staff at Barry J. Nidorf 
and a 59% increase at Central. These numbers fluctuate. 

  
Departmental HR. We have a County Department of Human Resources team conducting a 
top-to-bottom modernization of Probation’s HR functions, which are antiquated and weak. 
The task force is tracking who is on leave, for how long, and why. We’ve tightened 
personnel policies. For instance, officers can no longer sign each other out, and we now 
require a doctor’s note for the first day someone is absent, not the third day as previously 
allowed.  

 
• Facilities. We are also working with a team from the County’s Internal Services Department 

to modernize facilities. ISD is currently changing out locks, reinforcing doorframes and 
installing new doors at Central Hall. The old doors and locks endured years of abuse, 
allowing juveniles to force them open and get out of their units. While this has been a 
problem, we also note that none of the juveniles who have popped their locks have roamed 
the halls; they only had access to their unit day room. 

 
ISD also performed some long-overdue repairs at Central during the March transfer of 140 
youths to Nidorf. It replaced broken sidewalks, installed a new heating and air-conditioning 
system, resurfaced basketball courts, painted rooms and completed other high-priority 
projects — all within 66 days, allowing us to return clients to a better physical environment. 
 
Meanwhile, we are installing the first-ever Wi-Fi network at our halls. This, in turn, will allow 
us to switch over to a new automated electronic locking system that makes room checks 
faster, safer and more accurate. WI-FI capability will also allow our medical teams to take 
real-time notes on iPads and computers, and it will expand our capacity for programming 
that serves our juvenile residents. 
 
You asked about “lockdowns.” We can confirm there have been three occasions over the 
last few months that we’ve had to temporarily suspend BSCC regulations and confine small 
groups of youths to their rooms on a rotating basis, which allowed some time outside the 
rooms for recreation. We did this because of low staffing levels; each occasion lasted less 
than 24 hours. 

 
• Regulatory Compliance. The leadership team has been working closely with BSCC to cure 

the deficiencies the agency has found in our halls. Each time BSCC has issued findings of 
noncompliance, we’ve come back within 60 days with a corrective action plan that has been 
approved by the BSCC, most recently in June. We are working hard to prepare for the 
BSCC’S next inspection. We are determined to show state regulators, as well as the public, 
that failure is not an option when it comes to meeting state standards for care, and that we 
will do what it takes to comply with regulatory requirements. 
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• Departmental Culture. We are working hard to promote a supportive culture among the 

officers in our halls. The leadership team is constantly making the rounds, talking one-on-
one with staff, or holding town halls to hear their concerns. Many veteran deputies tell us 
this is the first time they’ve ever met a senior manager. 
 

We also want to make clear that the issues we’re dealing with stem from chronic problems, and not 
the transfer in March. It is true that some of our juveniles weren’t fully cooperative, but we had 
safeguards in place during transport to make sure they were transferred safely. Also, contrary to 
press reports, we contacted every parent in advance by phone because we had to cancel their 
weekend visits during the transfer. This is our normal practice when we have to cancel parental visits 
or move youth. 
 
You also inquired about an alleged case of retaliation. Let us be clear: No supervisor was retaliated 
against or reassigned because of purported objections to the March transfer. It appears your source 
is inaccurately conflating that event with a series of supervisorial changes we finalized before we 
decided to make the transfer.  
 
Our issues didn’t develop overnight. They won’t be fixed overnight — or even in a few months. But 
as you can see, we’re taking aggressive steps to change the Department’s momentum. 
 

LONG-TERM PLAN  
 
Our long-term plan is straightforward: To demonstrate the Department is capable of substantial 
change and improvement. Once we solidify the gains under our emergency measures, our goal is to 
stabilize the staffing situation and make structural changes to allow the County to transition from a 
traditional detention approach to the “LA model,” which emphasizes collaboration with community 
partners to provide therapeutic programs in a home-like setting of small groups. 
 
The Board has created the new Department of Youth Development to spearhead this change — 
aimed at reducing the number of youths involved in the justice system by expanding pre-arrest 
diversion and building capacity for youth development programs and services — but it will take time 
to change state law. Meanwhile, the CEO’s office is conducting a right-sizing study of the Probation 
Department geared toward the broader vision of a DYD-led transformation of juvenile justice. We 
expect it to be done soon. 
 
In the interim, as we support the Board’s mandate, our Department will continue to play the primary 
role in juvenile detention and rehabilitation as required by state law. 
 
That’s why it is important that our Department achieves a higher, more stable staffing level than 
currently exists. We need adequate staffing to discharge our duties under the law. When it comes to 
direct supervision of youth, our goal is to maintain a minimum ratio of one probation officer for 
every eight residents during the day, and 1:16 during the night. This does not include the additional 
officers we need to provide other necessary services, such as transporting youth to and from medical 
appointments, acting as school liaisons, and delivering services and programming for residents. 
 
But staffing is more than a mathematical correlation. As managers, we also need to consider the 
changing nature of our juvenile population. 
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Although the average daily count has dropped, more youth than ever have high-acuity issues 
requiring close supervision. We have more young people in our care who are suicidal, have severe 
mental health issues or have special needs. To provide them the care they need, we must pull 
officers off the regular rotation for 1:1 supervision, putting additional pressure and risk on 
colleagues who pick up the slack.  

Meanwhile, the state’s decision to close the Department of Juvenile Justice has forced us to care for 
youth convicted of major crimes that once would have resulted in their transfer to state custody. 
These individuals have been convicted of violent crimes such as double homicide, homicide, 
attempted homicide, and rape and require higher-level security than the balance of our population. 

By next summer, we will have 150 of these individuals in our juvenile halls. Eighty will be in their 
early 20s, older than the rest of the population. Obviously, it will take more intense supervision to 
address their needs and keep them isolated from other youth. 

STATISTICS 

Staffing, Here are the staffing figures for sworn staff at the halls as of October 20. These figures do 
not include the extra staff that’s reporting because of incentive pay, which was instituted October 1. 

Central Nidorf Total 
Budgeted Positions 617 616 1,233 
Unfilled (Attrition, Hiring Freeze) (205) (202) (407) 
Filled * 412 414 826 
Leaves (136) (115) (251) 
Light-Duty (Non-Supervisorial) (53) (25) (78) 
Filled Full-Duty Direct Supervision 223 274 497 

* This is the number referred to, in shorthand, as budgeted full-duty (“able-bodied”) youth
supervision positions in the reports you cited.

Current Client Population: As of October 20, it was 372 (193 at Nidorf, 179 at Central). 

Violence in the halls: Violence has increased this year, with the biggest jump in youth-on-youth 
assaults. But our officers are facing more violence, too. 

This has been the direct result of two factors. The first is the changing nature of the juvenile 
population, which now includes more high-need youth who have been convicted of serious crimes 
such as double homicide, homicide, attempted homicide and rape.  

The second, and perhaps more significant, factor has been our inadequate and inconsistent staffing. 
As the number of officers decline —and there are fewer officers who are known and trusted by our 
clients — violence increases, which can lead to the increased use of OC spray. 
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Assaults on Staff Central Nidorf Monthly Average Change 
2021 123 155 23.2 
2022 (1/1 - 10/9) 122 157 30 ↑ 29.3% 
Assaults Youth on Youth 
2021 449 345 66.2 
2022 (1/1 - 10/9) 614 654 136.5  ↑ 106.2% 

DA Referrals. When there is an injury-related incident in our halls, we report it to the LA District 
Attorney’s office, which decides whether there is enough evidence to prosecute. Please refer your 
questions about that process to the DA directly.  

We appreciate the opportunity to explain our efforts to transform our Department and hope that 
your Times readers will have the opportunity to understand our perspective. Please don’t hesitate to 
contact the Department if you have additional questions. 

Sincerely 

Dr. Adolfo Gonzales  Karen Fletcher 
Chief Probation Officer Chief Deputy Probation Officer 
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