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SUBJECT: SHERIFF’S DEPARTMENT – REPORT ON OPERATIONAL REVIEWS 

(Board Agenda Item 10, October 1, 2019) 
 
 

Background 
 
The Los Angeles County Sheriff’s Department (Sheriff, LASD, or Department) provides general 
law enforcement services to 141 unincorporated communities.  The Department also houses and 
cares for over 13,000 people in the County’s eight Custody facilities.  In addition, the Sheriff 
provides contractual law enforcement services to 42 contract cities, the Southern California 
Regional Rail Authority, the Los Angeles County Metropolitan Transportation Authority, and the 
Superior Court.  For Fiscal Year (FY) 2021-22, the Sheriff had 17,085 budgeted positions and a 
budget of approximately $3.5 billion, with a net cost to the County General Fund of $1.6 billion. 
 

Audit Scope and Objectives 
 
On October 1, 2019, your Board instructed the Auditor-Controller (A-C), in collaboration with the 
Chief Executive Office (CEO) and the Office of Inspector General, to conduct an operational 
review of the Sheriff to determine whether there are areas that can be more efficient and/or 
operate more effectively.  The Board also directed a review of prior reports/audits. 
 
We contracted with BCA Watson Rice LLP (BCA) in March 2020 to perform an Audit Report 
Follow-ups and Operational Review, and BCA will issue a total of four separate reports for this 
project: (1) Potential Revenue Shortfalls/Losses (issued January 11, 2022), (2) Operational 
Review (this report), and future reports on (3) Audit Report Follow-ups, and 4) Summary of Audit 
Results.  BCA indicated they plan to complete the Audit Report Follow-ups and Summary of Audit 
Results by September 29, 2023 and October 31, 2023, respectively.  

 
Review Summary 

 
As part of the audit, BCA analyzed and reviewed the Sheriff’s operations for overtime, employee 
benefits, and facilities.  The primary objectives of this review were to identify significant causes of 
budget surpluses/shortfalls, evaluate process and monitoring controls to improve efficiencies, and 
identify potential alternatives to decrease shortfalls/mitigate costs, while minimizing the impact on 
public and deputy safety. 
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BCA’s report included three Priority 1 recommendations and five Priority 2 recommendations.  
The Priority 1 issues are discussed below.   
 
Overtime Reporting - Improve Overtime Reporting Accuracy and Conduct Trend Analysis  
 
BCA identified that the current overtime data collected based on the Sheriff’s Overtime Hours 
Work Report Form (Overtime Form) completed for each overtime request does not yield useful 
overtime data since the Sheriff indicated that at least some portion of the time assigned is the 
result of the County’s electronic Countywide Accounting and Purchasing System (eCAPS) 
automatically categorizing certain overtime costs with a “Blank” Overtime Reason Code even 
though a code was entered) and staff not adequately coding overtime on their timecards (e.g., 
use of non-descriptive or blank Overtime Reason and Activity Codes).  BCA noted that 
approximately 45% of the Overtime Reason Codes in eCAPS for FY 2020-21 were “Blank”. 
 
In addition, BCA noted that LASD attributed a portion of the overtime to the County’s settlement 
in the case of Alex Rosas, et al. v. Leroy D. Baca and the subsequent recommendations made 
by the Citizens’ Commission on Jail Violence (CCJV), which required LASD to provide additional 
staffing/overtime within the Custody Division.  However, BCA indicated that reliable data was not 
available to show the nature of the overtime increases as practices developed to track the 
“reason” for and the “activity” associated with each overtime expense were flawed. 
 
As a result, while this did not impact the appropriate payment of overtime to employees, due to 
this lack of specificity and since the Department did not create any mechanism within eCAPS to 
track overtime associated with these functions, the Department does not have current and 
complete overtime data from which to draw meaningful conclusions about the long-term trends 
related to the drivers of overtime costs.  BCA recommended that the Sheriff develop processes 
to ensure that the nature of overtime is reported accurately and used as an effective management 
tool, including identifying and correcting misreported categorizations of overtime in eCAPS, 
requiring more specific and accurate overtime codes, conducting routine overtime trend analyses, 
and developing mitigation strategies to reduce potential excesses in individual overtime 
categories. 
 
The Sheriff’s response indicates that the Sheriff will engage the A-C and CEO to identify potential 
solutions available within the current Countywide systems which may improve accuracy in 
reporting.  In response to this recommendation, the Sheriff should re-review updates to eCAPS 
in 2020 that were intended to help the Department address the “Blank” overtime code issue 
identified in the audit. 
 
Overtime Approval - Enhance Overtime Approval Accountability 
 
BCA noted that the Sheriff has policies for approving overtime that require supervisors to provide 
a detailed explanation and justification for overtime, a code to identify the reason for the overtime, 
and a code to identify why the hours were worked on the Overtime Form.  However, supervisors 
and Unit Commanders have not consistently followed the guidelines associated with these 
policies and as a result, authorizations for overtime are routinely approved without sufficient 
details to allow Unit Commanders and management to effectively evaluate how the Department 
fills overtime shifts and draw meaningful conclusions about the long-term trends related to the 
drivers of overtime costs. 
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BCA recommended that the Sheriff hold supervisors and Unit Commanders accountable for the 
approval of overtime that does not conform to the Department’s policies and guidelines. 
 
The Sheriff’s response indicates that they will establish a process of issuing reminders to Unit 
Commanders about the overtime policies.  In addition, the Department will enforce their non-
emergency overtime pre-approval policy. 
 
Annual Overtime Budget - Improve the Accuracy and Usefulness of the Overtime Budget to 
Minimize Ongoing Structural Deficits 
 
BCA noted that the Sheriff’s overtime policies and procedures are consistent with their peers at 
the Los Angeles Police Department and Orange County Sheriff’s Department and with best 
practices identified by the Department of Justice.  However, the Sheriff exceeded their overtime 
budget from FY 2014-15 to FY 2020-21 by amounts ranging from $50.8 million (33%) to $150.8 
million (127%).   
 
Based on BCA’s review, the annual overtime budget developed by the CEO Budget does not 
realistically project actual overtime expenses, but rather is used as a mechanism to require LASD 
to manage its overtime budget more aggressively.  As a result, the Sheriff has an ongoing 
structural deficit within their overall budget that must be addressed on an annual basis through 
reductions in spending in other areas of the Department’s approved budget (e.g., under filling 
budgeted positions, deferring capital and maintenance costs, or underspending the Services and 
Supplies budget). 
 
BCA recommended that the Department develop a more comprehensive understanding of their 
overtime expenses and develop an approved overtime budget that reflects the actual and 
justifiable needs of the Department.  The process must begin with developing internal controls 
that ensure compliance with existing policies related to the approval and coding overtime 
requests.  This process must also include consultations with CEO Budget to determine what 
additional data and information would allow the CEO to better evaluate LASD’s overtime needs. 
 
The Sheriff’s response indicates that the Department will collaborate with the A-C and CEO to 
identify potential solutions available within the current Countywide systems.  In addition, the 
Department will collaborate with the CEO during the budget process to right-size the overtime 
budget. 
 
Details of these and other findings and recommendations are included in BCA’s attached report 
(Attachment I). 
 
In accordance with our standard procedures, we do not plan to perform follow-ups of 
recommendations from external consultants/entities.  As a result, we recommend that the Sheriff 
notify the Board upon implementation of the recommendations. 
   

Review of Report 
 

BCA discussed their report with Sheriff’s management.  The Department’s response, included in 
Attachment II, indicates agreement with the report recommendations. 
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If you have any questions please call me, or your staff may contact Mike Pirolo at 
mpirolo@auditor.lacounty.gov.  
 
OV:RGC:MP:JU:gu 
 
Attachments 
 
c: Fesia A. Davenport, Chief Executive Officer 
 Celia Zavala, Executive Officer, Board of Supervisors 
 Robert G. Luna, Sheriff   

Max Huntsman, Inspector General 
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