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1.

Fair Oaks Ranch, TX

Introduction and Executive Summary

The Matrix Consulting Group was retained by the City of Fair Oaks Ranch to conduct a
Police Department Staffing Study, and this final report provides the analysis and findings
of that effort.
(1)

Background and Scope of the Study

This study was commissioned at the beginning of 2021 to provide an independent and
objective assessment of the Police Department’s staffing needs based on the work that
staff in each police function was handling at appropriate levels of service and
management. Additionally, the study included a review of some key operational areas.
The scope of the study was comprehensive, with a focus on each function within the Fair
Oaks Ranch Police Department. The objectives of the study are as follows:
•

Current operations and services for all functions within the Police Department,
including analysis of workloads, service levels, staffing, scheduling, and
deployment.

•

Comparison of current services and service levels to identify areas of
improvement needed to achieve efficiencies.

•

Current staffing needs for all functions to handle law enforcement workloads in
the city based on a factual assessment of all operations.

•

Growth, examining current growth trends and develop staffing projections.

In summary, this study is designed to ensure that the Fair Oaks Ranch Police Department
has appropriate and justifiable staffing levels at this time and has projections for future
staffing needs.
(2)

Methodology Used to Conduct the Study

The project team utilized a number of approaches in order to fully understand the service
environment and issues relevant to the study, including the following:
•

On-site interviews with the Mayor, City Council, City Manager, department
leadership, other managers, and unit supervisors and many staff.

•

Data Collection across a every service area in order to enable extensive and
objective analysis.

Matrix Consulting Group
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Iterative and Interactive Process in which the project team first understood the
current organization and service delivery system, identified issues, and assessed
current staffing needs. Throughout the process, findings and interim deliverables
were reviewed with the department and with City management.

The final report represents the culmination of this process, presenting the results of our
analysis, including specific recommendations for the department on staffing,
deployment, and other relevant issues.
(3)

Executive Summary

The Fair Oaks Ranch Police Department current authorized staffing is able to provide a
high level of police service today with the exception of the need for one additional animal
control officer. Even with growth within Fair Oaks Ranch current staffing is adequate for
anticipated growth and its desire to maintain a high level of safety and a commitment to
service. Fair Oaks Ranch is consistently ranked as one of the safest places to live.
(4)

Summary of Recommendations

The following table provides a comprehensive list of the recommendations in the report:
Office of the Chief
Maintain current staffing of one lieutenant.
Move some collateral duties such as fleet, caseload screening and officer case review from the
Lieutenant to the detective sergeant.
Maintain current staffing of 1 Administrative Assistant and 1 Administrative Clerk.
Patrol
Maintain authorized staffing of 16 patrol officers and 4 sergeants (including 1 K9 officer assigned to
patrol).
Investigations
Maintain current investigative staffing of 2 detectives and 1 sergeant.
Assign some administrative tasks such as fleet, caseload screening and officer case review to the
investigations sergeant.
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Animal Control
Add a second animal control officer for a total of two animal control officers.
Assign animal control supervision to the investigations sergeant position.

(5)

Staffing Summary

Using recommendations from our analysis for current staffing levels, anticipated growth,
and calls for service impacts, a staffing summary table was developed. Calculations used
to develop future staffing needs is detailed in the staffing projections chapter of this
report. The following table summarizes current, recommended, and future staffing needs:
Staffing Summary Table

Title

2021
Auth.

Projection Factors

2021
2026 2031
Rec.

Office of the Chief
Chief

Executive position, does not scale.

1

1

1

1

Administrative
Assistant

Support position, one per Department.

1

1

1

1

Administrative Clerk Scales based on workload.

1

1

1

1

Chief Subtotal:

3

3

3

3

Patrol
Lieutenant

Executive position, does not scale.

1

1

1

1

Sergeant

Scales based on span of control (1:8), maximum
of 1 per shift.

4

4

4

4

Officer

Scales to calls for service and proactive time
thresholds (includes 1 K9).

16

16

16

16

21

21

21

21

Patrol Subtotal:
Criminal Investigations Division
Sergeant

Scales based on span of control (1:8), maximum.

1

1

1

1

Detective

Based on Investigative workload

2

2

2

2

3

3

3

3

1

2

2

2

1

2

2

2

28

29

29

29

CID Subtotal:
Animal Control
Animal Control
Officer

Based on Animal Control workload

Animal Control Subtotal:
Police Department Total:
Matrix Consulting Group
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A total of 29 positions is recommended today. This is an increase in 1 authorized
position. By 2030 a total of 29 positions are still recommended. This is same as
recommended today and is based on projected population growth and corresponding
calls for service estimates and the continued desire to provide a high level of preventive
patrol, attendance at numerous community events and high level of police service.

2.

Office of the Chief

The office of the Chief consists of the Chief, Administrative Assistant, Administrative
Clerk and the Lieutenant. The Chief provides overall direction, guidance, and leadership
for the Police Department. The Chief has responsibility for every area of the organization
and ensures that the Department meets its mission in accordance with the established
values and has overall responsibility for budget management.
1.

Lieutenant

The lieutenant oversees patrol and investigations which also includes animal control.
The lieutenant has numerous collateral duties including the following:












Special Projects.
Internal Affairs Investigations.
Quartermaster (Assists).
Reviews all case files / police reports.
Fleet.
Training (Coordinate training- state requirements).
Accreditation (Working on Texas best practices certification).
Policy (Updates and writing new policies).
EOC Command.
Serves on Communications Board.
Manages 3rd Party Contracts.

These are collateral duties in addition to managing the daily operations of patrol and the
investigations unit. The Fair Oaks Ranch police department has a lean command staff
structure, especially when considering the collateral duties assigned. The lieutenant
currently has more collateral duties and daily tasks then is typical with additional
supervisory responsibilities.
Adding some of these tasks to the detective sergeant would alleviate some of the
collateral tasks and they could take over full responsibilities for managing the daily
supervision of animal control.
Matrix Consulting Group
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The current Chief’s Office Staffing of 1 Chief and 1 Lieutenant provides sufficient
supervisory coverage especially when considering that patrol and investigative sergeants
are assigned collateral duties/ tasks in support of the overall department.
Recommendations:
Maintain current staffing of one lieutenant.
Move some collateral duties such as fleet, caseload screening and officer case review to
the detective sergeant.
2.

Administrative Assistant / Administrative Clerk

The Administrative Assistant performs administrative functions in day to day operations
of the department. The Administrative Assistant has the following tasks assigned:
•
•
•
•
•
•
•
•
•

Public Information Requests.
Receiving phone calls.
Covering lobby.
Golf Cart Registrations.
Animal License Registrations.
Custodian of records
UCR Reporting.
Police Report Processing.
Collection of fees.

There is no task time tracking for assigned tasks, but through interviews approximate
times are calculated for some assigned tasks:
2019 Activities
Number

Process
Time

Public Information

240

45

180

Animal Licenses

367

10

61

Golf Cart Registration

922

10

153

1,529

N/A

394

Type

Total

Total
Hours

As the table indicates the administrative assistant spends approximately 394 hours on
these 3 specific tasks.
Matrix Consulting Group
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The administrative assistant also uploads Uniform Crime Reporting (UCR) data to state
and federal agencies, uploads case files for prosecution and reviews police reports.
These tasks are also shared with the administrative clerk. The administrative clerk and
administrative assistant processed the following incidents reports:
2019 Records Processed
Number

Process
Time

Incident

912

30

456

Incident W/ Arrest

348

45

261

Citations

1,213

5

101

Total

2,473

N/A

818

Type

Total
Hours

As the table indicates records related tasks consume approximately 818 hours.
3.

Covering the Lobby

The lobby requires the physical presence of staff to be available for the public. In Fair
Oaks Ranch, the lobby is covered by the Administrative Assistant and Administrative
Clerk. The following table indicates the number of staff hours needed to maintain an
open lobby Monday through Friday 8am to 5pm:
Hours Needed to Staff a Public Lobby
Number of
Days

Number
of Hours

Number
of Weeks

Total
Hours

Days a week

5

9

52

2,340

Holidays

11

9

N/A

-99

N/A

2,241

Type

Total Hours

249

Just to maintain lobby hours and to answer phone requires approximately 2,241 hours
annually.
The administrative assistant and administrative clerk are current on all current tasks. The
staffing of two personnel to handle the tasks assigned is adequate.

Matrix Consulting Group
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Recommendation:
Maintain current staffing of 1 Administrative Assistant and 1 Administrative Clerk.

3.

Patrol

Patrol is led by a Lieutenant and is supported by four sergeants who each oversee a
squad. The Lieutenant and the sergeants have significant collateral responsibilities of
training, complaint investigations and administrative support functions. The Lieutenant
also oversees the Criminal Investigations Division.
1.

Patrol Workload Analysis

The following sections provide analysis of patrol workload and other issues relating to
the effectiveness of field services. Proactive / Preventative patrol activities and
community event coverage are not factored into the calls for service or other workload
factors.
(1)

CAD Analysis Methodology

Our project team has calculated the community-generated workload of the Police
Department by analyzing incident records in the computer aided dispatch (CAD)
database, covering the entirety of a year. CAD used for this study covered the calendar
year 2019. This year was selected due to Covid19 impacts on police calls for service.
For incidents to be identified as community-generated calls for service and included in
our analysis of patrol, each of the following conditions needed to be met:
•

The incident must have been a unique incident or call for service. E.g., two calls
for same incident would be considered one incident.

•

The incident must have been first created in 2019.

•

The incident must have involved at least one officer assigned to patrol, as
identified by the individual unit codes of each response to the call.

•

There must have been no major irregularities or issues with the data recorded for
the incident that would prevent sufficient analysis, such as having no unit code or
lack of any time stamps.

Matrix Consulting Group
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After filtering through the data using the methodology outlined above, the remaining
incidents represent the community-generated calls for service handled by FORPD patrol
units and does not include calls handled by the animal control officer or utility personnel.
(2)

Calls for Service by Hour and Weekday

The following tables display the total number of calls for service handled by patrol units
by each hour and day of the week:
Calls for Service by Hour and Weekday
Hour

Sun

Mon

Tue

Wed

Thu

Fri

Sat

Total

12am

11

8

6

8

2

4

8

47

1am

16

5

6

4

6

7

6

50

2am

5

6

10

3

5

5

8

42

3am

6

3

5

3

5

6

5

33

4am

4

4

8

6

4

4

6

36

5am

5

5

2

5

4

5

6

32

6am

6

4

6

16

6

9

4

51

7am

6

17

14

20

10

9

17

93

8am

11

25

30

37

24

36

44

207

9am

18

32

33

25

18

24

17

167

10am

14

27

21

25

27

37

29

180

11am

18

33

20

37

24

26

21

179

12pm

15

23

22

25

16

23

25

149

1pm

28

30

23

24

26

21

16

168

2pm

14

28

19

37

27

23

21

169

3pm

23

22

26

25

30

30

18

174

4pm

15

26

23

29

25

28

26

172

5pm

14

22

23

29

19

28

17

152

6pm

23

30

22

22

17

28

40

182

7pm

18

17

30

11

25

16

26

143

8pm

11

17

14

10

14

22

18

106

9pm

16

17

20

18

15

19

19

124

10pm

15

5

11

10

14

12

25

92

11pm

5

9

7

8

8

7

15

59

Total

317

415

401

437

371

429

437

2,807

Call activity forms a plateau of increased activity from around 8:00am to 6:00pm in the
evening virtually every day of the week, with calls declining precipitously outside of that
Matrix Consulting Group
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range. Unusual in Fair Oaks is the highest number of calls for service occur at 8:00am,
this is not typical for most agencies, however this corresponds to the high number of
animal / deer calls that Fair Oaks Police Department receives in the morning.
(3)

Calls for Service by Hour

The following table displays calls for service by hour. Calls for by service are not the
typical bell curve that is seen in many agencies with calls for service increasing from midmorning and decreasing in the early evening hours. In Fair Oaks Ranch calls peak at
8:00am and then stay nearly static until 6:00pm when they decrease:

(4)

Calls for Service by Month

The following table displays calls for service totals by month, showing seasonal variation
as a percentage difference from the quarterly average:

Matrix Consulting Group
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Calls for Service by Month
Month

# of CFS

Seasonal +/-

Jan
Feb

192
185

-11.2%

Mar
Apr
May
Jun
Jul
Aug
Sep
Oct
Nov
Dec

246
232
290
292
254
268
212
221
217
198

Total

+16.0%

+4.6%

-9.4%

2,807

There is significant seasonal variation with spring (April, May, and June) experiencing a
16% increase in calls for service while winter sees a 11.2% decrease in calls for service.
This is a very common variation as students are on summer break, days are longer, and
people tend to be out more in the evening.
(5)

Most Common Types of Calls for Service

The following table provides the ten most common incident categories of calls for service
handled by patrol units over the last year, as well as the average call handling time (HT) 1:

1

Handling time is defined as the total time in which a patrol unit was assigned to an incident. It is
calculated as the difference between the recorded time stamps the unit being dispatched and
cleared from the incident.
Matrix Consulting Group
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Most Common Call for Service Categories
Incident Type

# CFS

HT 12a

ALARM (RESIDENTIAL)

381

11.4

ANIMAL CALL

306

25.1

DEER CALL

246

25.7

AMBULANCE CALL

220

33.0

RECKLESS DRIVER

105

24.6

ASSIST FIRE

98

22.3

ASSIST PUBLIC

91

20.7

SUSP CIRCUMSTANCES

82

18.9

SUSP VEHICLE

80

15.4

911 HANGUP

80

18.3

All Other Types

1,118

28.5

Total

2,807

24.4

4a

8a

12p

4p

8p

Residential Alarm incidents are the most common, representing 13% of all calls followed
by Animal Call which accounts for 10% of all calls for service. In total, animal calls and
deer calls account 19% of calls for service.
2.

Analysis of Patrol Resource Needs

Analysis of the community-generated workload handled by patrol units is at the core of
analyzing field staffing needs. Developing an understanding of where, when, and what
types of calls are received provides a detailed account of the service needs of the
community, and by measuring the time used in responding and handling these calls, the
staffing requirements for meeting the community’s service needs can then be
determined. The analysis in this section does not account for proactive / preventive patrol
or community event coverage.
To provide a high level of service, it is not enough for patrol units to function as call
responders. Instead, officers must have sufficient time outside of community-driven
workload to proactively address community issues, conduct problem-oriented policing,
and perform other self-directed engagement activities within the community. This
Matrix Consulting Group
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includes attendance at community events. As a result, patrol staffing needs are
calculated not only from a standpoint of the capacity of current resources to handle
workloads, but also their ability to provide a certain level of service beyond responding to
calls.
With this focus in mind, the following sections examine process used by the project team
to determine the patrol resource needs of the Fair Oaks Ranch Police Department based
on current workloads, staff availability, and service level objectives.
(1)

Overview of the Resource Needs Analysis

An objective and accurate assessment of patrol staffing requires analysis of the
following three factors:
i.

The number of community-generated workload hours handled by patrol.

ii.

The total number of hours that patrol is on-duty and able to handle those
workloads, based on current staffing numbers and net availability factors (e.g.,
leave, administrative time, etc.).

iii.

The remaining amount of time that patrol has to be proactive, which can also be
referred to as “uncommitted” time. This does not mean this time is not used for
proactive or preventive patrol.

This study defines the result of this process as, patrol proactivity, or the percentage of
patrol officers’ time in which they are available and on-duty that is not spent responding
to community-generated calls for service. This calculation can also be expressed visually
as an equation:
Total Net Available Hours – Total CFS Workload Hours
= % Proactivity
Total Net Available Hours
The result of this equation is the overall level of proactivity in patrol, which in turn
provides a model for the ability of patrol units to be proactive given current resources and
community-generated workloads. There are some qualifications to this, which include the
following:
•

Optimal proactivity levels are a generalized target, and a single percentage should
not be applied to every agency. The actual needs of an individual Police
Department vary based on a number of factors, including:

Matrix Consulting Group
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–

Other resources the Police Department has to proactively engage with the
community and address issues, such as a dedicated proactive unit.

–

Community expectations and ability to support a certain level of service.

–

Whether fluctuations in the workload levels throughout the day require
additional or fewer resources to be staffed to provide adequate coverage.

Sufficient proactivity at an overall level does not guarantee, based on workload
patterns, and deployment schedules, that resources are sufficient throughout all
times of the day and week.

Overall, given the large response area to cover, FORPD should generally target an overall
proactivity level of at least 70% as an effective benchmark of patrol coverage. The
minimum 70% benchmark is used because it allows officers sufficient time to provide
preventive/ proactive patrol while maintaining a high level of community service.
(2)

Patrol Unit Net Availability

While the staffing levels provided in the descriptive profile provide the scheduled staffing
levels, it does not reflect the numbers that are actually on-duty and available to work on
at any given time. Out of the 2,184 hours per year that officers are scheduled to work in a
year (excluding overtime), a large percentage is not actually spent on-duty and available
in the field.
As a result, it is critical to understand the amount of time that officers are on leave –
including vacation, sick, injury, military, or any other type of leave – as well as any hours
dedicated to on-duty court or training time, and all time spent on administrative tasks
such as attending shift briefings. The impact of each of these factors is determined
through a combination of calculations made from FORPD data and estimates based on
the experience of the project team, which are then subtracted from the base number of
annual work hours per position. The result represents the total net available hours of
patrol officers, or the time in which they are on-duty and available to complete workloads
and other activities in the field.
The table below outlines this process in detail, outlining how each contributing factor is
calculated:
Factors Used to Calculate Patrol Net Availability
Work Hours Per Year

Matrix Consulting Group
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The total number of scheduled work hours for patrol officers, without factoring in leave,
training, or anything else that takes officers away from normal on-duty work. This
factor forms the base number from which other availability factors are subtracted
from.
Base number: 2,184 scheduled work hours per year
Total Leave Hours (subtracted from total work hours per year)
Includes all types of leave, as well as injuries and military leave – anything that would
cause officers that are normally scheduled to work on a specific day to instead not be
on duty. As a result, this category excludes on-duty training, administrative time, and
on-duty court time.
Estimated: 132 hours of leave per year.
On-Duty Court Time (subtracted from total work hours per year)
The total number of hours that each officer spends per year attending court while on
duty, including transit time. Court attendance while on overtime is not included in the
figure.
Without any data recording on-duty court time specifically for patrol officers, the
number of hours is estimated based on the experience of the project team.
Estimated: 20 hours of on-duty court time per year.
On-Duty Training Time (subtracted from total work hours per year)
The total number of hours spent per year in training that are completed while on-duty
and not on overtime.
This figure has been calculated from FORPD data using training records and
tabulated based on the officers that are assigned specifically to patrol duties.
Estimated: 204 hours of on-duty training time per year.
Administrative Time (subtracted from total work hours per year)

Matrix Consulting Group
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The total number of hours per year spent completing administrative tasks while onduty, including briefing, meal breaks, meeting with a sergeant, and various other
activities.
The number is calculated as an estimate by multiplying 90 minutes of time per shift
times the number of shifts actually worked by officers in a year after factoring out the
shifts that are not worked as a result of leave being taken.
Estimated: 257 hours of administrative time per year.

Total Net Available Hours
After subtracting the previous factors from the total work hours per year, the remaining
hours comprise the total net available hours for officers – the time in which they are
available to work after accounting for all leave, on-duty training, court, and
administrative time. Net availability can also be expressed as a percentage of the base
number of work hours per year.
Calculated by subtracting the previously listed factors from the base number:
1,572 net available hours per officer
The following table summarizes this calculation process, displaying how each net
availability factor contributes to the overall net availability of patrol officers:
Breakdown of Unit Availability

Base Annual Work Hours

2,184

Total Leave Hours

–

314

On-Duty Training Hours

–

204

On-Duty Court Time Hours

–

20

Administrative Hours

–

234

Net Available Hours Per Officer

=

1,413

Number of Officer Positions

x

16

Total Net Available Hours

=

22,606

Overall, all officers combine for 22,606 net available hours per year, representing the total
Matrix Consulting Group
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time in which they are on duty and able to respond to community-generated incidents and
be proactive.
(3)

Overview of Call for Service Workload Factors

The previous chapter of the report examined various trends in patrol workload, including
variations by time of day and of week, common incident types, as well as a number of
other methods. This section advances this analysis, detailing the full extent of the
resource demands that these incidents create for responding patrol personnel.
Each call for service represents a certain amount of workload, much of which is not
captured within the handling time of the primary unit. Some of these factors can be
calculated directly from data provided by the Police Department, while others must be
estimated due to limitations in their measurability.
The following table outlines the factors that must be considered in order to capture the
full scope of community-generated workload, and provides an explanation of the process
used to calculate each factor:
Factors Used to Calculate Total Patrol Workload
Number of Community-Generated Calls for Service
Data obtained from an export of CAD data covering a period of an entire year that has
been analyzed and filtered in order to determine the number and characteristics of all
community-generated activity handled by patrol officers. A year time period provides
enough data to make a good analysis on overall workload. In this case we used 2019 data
because of the effects of Covid make 2020 an outlier.
The calculations used to develop this number has been summarized in previous sections.
Calculated from FORPD data: 2,807 community-generated calls for service.
Primary Unit Handling Time (multiplied by the number of calls)
The time used by the primary unit to handle a community-generated call for service,
including time spent traveling to the scene of the incident and the duration of on-scene
time. For each incident, this number is calculated as the difference between ‘call cleared’
time stamp and the ‘unit dispatched’ time stamp.
In the experience of the project team, the average handling time is typically between 30
and 42 minutes in agencies where time spent writing reports and transporting/booking
Matrix Consulting Group
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prisoners is not included within the recorded CAD data time stamps.
At an average of 24.4 minutes, FORPD is below the norm.
Calculated from FORPD data: 24.4 minutes of handling time per call for service.
Number of Backup Unit Responses
The total number of backup unit responses to community-generated calls for service.
This number often varies based on the severity of the call, as well as the geographical
density of the area being served.
This number can also be expressed as the rate of backup unit responses to calls for
service and is inclusive of any additional backup units beyond the first.
Calculated from FORPD data: 0.68 backup units per call for service.
Backup Unit Handling Time (multiplied by the rate)
The handling time for backup units responding to calls for service is calculated using the
same process that was used for primary units, representing the time from the unit being
dispatched to the unit clearing the call.
Because calls featuring backup unit responses tend to be more severe, and consequently
often require higher workloads for personnel on-scene, the average backup unit handling
time is actually higher than the overall average for primary units, resulting in an overall
average of 20.3 minutes per backup unit response.
Calculated from FORPD data: 31.0 minutes of handling time per backup unit.
Number of Reports Written
The total number of reports and other assignments relating to calls for service that have
been completed by patrol units, estimated at one report written for every three calls for
service. This includes any supporting work completed by backup units.
Estimated: 0.33 reports written per call for service.
Report Writing Time (multiplied by the report writing rate)
The average amount of time it takes to complete a report or other assignment in relation

Matrix Consulting Group
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to a call for service. Fair Oaks Ranch PD officers are required to write a report for every
call for service. It is assumed that 15 minutes per report, on average.
Estimated: 15 minutes per report on Average
Total Workload Per Call for Service
The total time involved in handling a community-generated call for service, including the
factors calculated for primary and backup unit handling time, reporting writing time, and
jail transport/booking time.
Calculated from previously listed factors: 59.8 total minutes of workload per call for
service.
Each of the factors summarized in this section contribute to the overall picture of patrol
workload – the total number of hours required for patrol units to handle communitygenerated calls for service, including primary and backup unit handling times, report
writing time, and jail transport time.
These factors are summarized in the following table:
Summary of Call for Service Workload Factors
Value
Total Number of Calls for Service

2,807

Avg. Primary Unit Handling Time (min.)

24.4

Backup Units Per CFS

0.68

Avg. Backup Unit Handling Time (min.)

31.0

Reports Written Per CFS

1.00

Time Per Report (min.)

15.0

Avg. Workload Per Call (min.)

59.8

Total Workload Hours

%

41%
35%
25%

2,799

Overall, each call represents an average workload of 59.8 minutes. This includes all time
spent by the primary unit handling the call, the time spent by any backup units attached
to the call, as well as any reports or other assignments completed in relation to the
incident. The time represents the time from the beginning of the call until the officer
clears the call and generally includes processing and transporting to jail.
Matrix Consulting Group
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Calculation of Overall Patrol Proactivity

Using the results of the analysis of both patrol workloads and staff availability, it is now
possible to determine the remaining time in which patrol units can function proactively.
The result can then function as a barometer from which to gauge the capacity of current
resources to handle call workload demands, given objectives for meeting a certain
service level. It is important to note that overall proactivity is calculated by including
sergeants as call responders as is typical in smaller departments.
The following table shows the calculation process used by the project team to determine
overall proactivity levels, representing the percentage of time that patrol officers have
available outside of handling community-generated workloads:
Calculation of Overall Patrol Proactivity
Total Patrol Net Available Hours
Total Patrol Workload Hours

22,606
–

2,799

Resulting # of Uncommitted Hours =

19,808

Divided by total net available hours

÷

22,606

Overall Proactivity Level

=

87.6%

At an overall level, FORPD patrol officers have 87.6% of time available to be proactive,
after factoring in community-generated workload. This allows for a high level of service
while providing time to provide preventive / proactive patrol and to attend numerous
community events.
The following charts show this analysis at a more detailed level, providing proactivity
levels in four-hour blocks throughout the week by service area:
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Proactivity by Hour and Weekday

At 88%, proactivity is higher than is typical of similar sized agencies. This does not mean
that this time is not used, it only indicates this time is available to be proactive when not
responding to a call for service such as increased neighborhood patrols. There are no
times during the day when there are inadequate resources (on average) to respond to
calls for service to perform proactive patrol or community engagement. In Fair Oaks
Ranch this proactive time is used for preventive patrol around neighborhoods, traffic
enforcement and attending community events.
3.

Officer Self-Initiated Activity

The analysis to this point has focused exclusively on the reactive portion of patrol
workload, consisting of community-generated calls for service and related work. In the
remaining available time, which is referred to in this report as proactive time, officers are
able to proactively address public safety issues through targeted enforcement, saturation
patrol, community engagement, problem-oriented policing projects, attendance at
community events and other activity. Equally critical to the question of how much
proactive time is available is how and whether it is used in this manner.
(1)

CAD Data Limitations

CAD data provided for this study did not include self-initiated activity and lacked some
call time stamps needed to perform a detailed analysis of all self-initiated calls for service
and call duration for these activities. To compensate for the lack of data in CAD on officer
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initiated activities, the number of traffic stops was analyzed which is the principal type of
proactivity in most police agencies. During 2019 FORPD conducted 4,893 traffic / subject
stops. Included in the traffic stop is approximate time to contact the driver, vehicle
registration checks and citation writing. These times come from a recent study where
traffic stop time was tracked. The following table indicates the approximate workload
associated with traffic stops:

Incident Type
Traffic Stop

Number

Average
Handling
Time

4,893

11.82

Total
Hours
963

As the table indicates FORPD officers conducted 4,893 traffic stops in 2019 which
averages to approximately 13 stops per day. This activity accounted for approximately
963 hours, which is less than expected given the very high proactive time available,
however officers are directed to patrol neighborhoods (preventive patrol), conduct
community engagement and that time is not captured in CAD.
Community events and community engagement hours not tracked by CAD. The Fair Oaks
Ranch Police Department attended or organized the following community events in 2019
(pre-covid):
2019 Community Events
Type
Junior Police Academy
National Night Out
Citizen’s Law Enforcement Academy
Trunk or Treat
Hay Ride
Annual Toy Drive
K9 Demonstrations
Total

The above table indicates the larger community events that the police department
participated in but is not the total number of community engagement activities that the
department attended.
(2)

Traffic Stop Locations
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During the course of our interviews, traffic complaints was identified as a common
community complaint. The preceding section indicated that FORPD officers are active at
performing traffic stops. This section identifies where those stops are occurring. It is
important to note that stop location does not indicate where the traffic violation occurred.
Many stops occurred outside the city boundaries because that is where the driver
stopped or where the officer was able to perform a traffic stop safely. To perform this
analysis the project identified where all 4,893 traffic stops occurred. The following tables
indicate where traffic stops are occurring:

Traffic Stops by Specific Location

*It is important to note that multiple traffic stops can be represented in the same dot.
The following maps presents the same information, though traffic stops are counted by
density to identify where most traffic stops are occurring:
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The maps indicate that traffic stops occur throughout the city, though more occur on
Dietz-Elkhorn Road, Fair Oaks Parkway or 3351.
(3)

Citations

During 2019 the Fair Oaks Ranch Police Department issued a total of 1,394 citations. The
majority of citations were issued to non-residents of Fair Oaks Ranch. The table below
shows the breakdown of citations issued for 2019. (Note 2020 traffic data was not used
due to the effects of Covid):
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2019 Citations Issued
Number
Resident of FOR

174

Non-Resident of FOR

1,220

Total

1,394

As the table indicates most of the citations issued are to nonresidents. This correlates
to stop locations.
4.

Patrol Staffing Needed

FORPD has a current authorization of 16 officer positions with 4 officer positions
currently vacant. The above proactive calculations were performed with the current 14
officer patrol staffing, which indicates staffing is more than adequate to handle the call
load and to provide preventive neighborhood patrols. The available proactive time
performance metric is only one aspect of appropriate staffing levels, minimum staffing,
shift coverage and officer safety also must be considered. While many calls can be
handled by one officer, many require two to handle safely and appropriately. These calls
include 911 hang ups, suspicious person or vehicle, welfare checks and domestic
disturbances.
An additional factor to consider is transport and booking time for arrests. FORPD
operates in 3 counties (Bexar, Comal, and Kendall) and often have to travel to county jails
to book suspects. The closest jail is a minimum of 21 minutes travel time one way while
the farthest is 61 minutes one way. This means for each arrest the minimum travel time
is 42 minutes which does not include processing time. FORPD made 250 arrests in 2019
which required a transport to jail in most cases. FORPD maintains 3 sworn minimum
staffing 24 hours a day to account for the possibility that 1 officer may be tied up on a
transport or at jail which would leave two sworn to handle calls that require a two officer
response. Though the actual call load does not require minimum staffing of 3 sworn
personnel 24 hours a day, arrests with transports to jail and more serious calls occur
frequently enough to maintain that staffing so that an officer is always available to
respond. This is also important as officers are often first on scene to fire and EMS calls.
Additionally, while Fair Oaks Ranch build-out is limited, many nearby communities will
continue to grow. Some of this growth will have impacts on the road networks and some
calls for service. An exact measurement of calls for service impact cannot be calculated
with current data, though as noted earlier, traffic issues will likely continue to rise as
evidenced by traffic citation data indicating that nonresidents represent the highest
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proportion of citations issued with the majority occurring on roadways crossing the City.
FORPPD operates with four squads, each consisting of a sergeant and four officers (when
fully staffed). Though minimum staffing of three sworn is achieved with sergeants, a
reduction of officers would impact overtime costs and would make it more difficult to
cover vacations and training. With authorized staffing of 16 FORPD can maintain staffing
of 3 sworn while providing a high level of service currently and into the future. This level
of staffing allows officers to conduct a high level of preventive patrol, attend community
events and cover major incidents. This also likely contributes to the city ranking as one
of the safest cities in Texas.
It is important to note that 19% of all calls for service are animal / deer related and
recommendation made later in this report will reduce the number of these calls that patrol
will be required to respond to.
Recommendation:
Maintain authorized staffing of 16 patrol officers and 4 sergeants.
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Investigations

Investigations Division consists of 1 sergeant and 2 detectives. Investigations conducts
follow-up on cases reported to patrol, conducts crime scene processing, and performs
other operations in support of the Police Department. Detectives are assigned cases as
generalists, though specific cases could be assigned based on their particular skill set
and/or experience. Investigations is led by a sergeant who has collateral duties as well.
Detectives also have property and evidence responsibilities.
In reviewing investigative units, it is important to understand the amount of reported
crime as this directly impacts potential caseloads. Most agencies report their crime
statistics to the Federal Bureau of Investigation (FBI) for purposes of tracking crime
nationally. There are two types of crimes reported to the FBI Part 1 and Part 2. Part 1 are
the most serious types of violent and property crime. Part 1 crime includes: Homicide,
Rape, Robbery, Aggravated Assault, Burglary, Larceny-Theft, Motor Vehicle Theft and
Arson. Part 2 crimes includes: Simple Assault, Forgery, Fraud, Vandalism Weapons
Possession, Prostitution, D.U.I., etc.
The following table shows the UCR reported Part 1 crime for the last 5 years (most recent
data available).
Reported Part 1 Crimes
2016

2017

2018

2019

2020

3
0
0
1
2

3
0
0
0
3

4
0
2
0
2

6
0
3
0
3

4
0
2
1
1

Property Crime

45

42

44

28

70

Burglary

34
11
0
0

12
28
2
0

11
31
2
0

4
20
4
0

25
38
7
0

Violent Crime
Criminal Homicide
Rape
Robbery
Aggravated Assault

Larceny-Theft
Motor Vehicle Theft
Arson

Violent Crime
Property Crime
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As can be seen by the preceding chart, violent crime, though rare, has increased, and
property crime, has also increased over the last five years. The following chart displays
the same information graphically:
Reported Part 1 Crime

Reported Part 1 Crimes
80

70

70
60
50

45

44

42

40

28

30
20
3

3

4

6

4

2016

2017

2018

2019

2020

10
0

1.

Property crime

Violent Crime

Linear (Property crime)

Linear (Violent Crime)

Caseload Data

Reported caseload data for 2019 was used to conduct caseload analysis. The overall
department caseload indicated that 1,161 incidents were investigated. Of the 1,161,
detectives conducted complete investigations on 68 cases and assisted officers on 146
cases. The caseload data does not clearly distinguish the role the detective had on the
case, so interviews were used to help identify the cases most likely fully assigned to a
detective to investigate. The table below indicates the 2019 investigative caseload for
detectives and portrays only cases, not evidence collection or other duties:
2019 Detective Caseload

2.

Assigned

68

Assisted

146

TOTAL

214

Calculation of Detective Net Availability

Before determining availability and staffing needs, it is important to first review the
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number of net available hours detectives are available to conduct investigations. To
conduct this analysis, it is critical to understand the amount of time that detectives are
on leave – including vacation, sick, injury, military, or any other type of leave – as well as
hours dedicated to on-duty court or training time, and time spent on administrative tasks.
The impact of each of these factors is determined through a combination of calculations
made from FORPD data and estimates based on the experience of the project team,
which are then subtracted from the base number of annual work hours per position. The
result represents the total net available hours of detectives and other positions, or the
time in which they are on-duty and available to complete workloads and other activities
in the field. Net availability for detectives is different from patrol because of court and
administrative responsibilities.
The table below outlines this process in detail, outlining how each contributing factor is
calculated:
Factors Used to Calculate Detective Net Availability
Work Hours Per Year
The total number of scheduled work hours for detectives, without factoring in leave,
training, or anything else that takes detectives away from normal on-duty work. This
factor forms the base number from which other availability factors are subtracted
from.
Base number: 2,080 scheduled work hours per year
Total Leave Hours (subtracted from total work hours per year)
Includes all types of leave, including injuries and military leave – anything that would
cause detectives that are normally scheduled to work on a specific day to instead not
be on duty. As a result, this category excludes on-duty training, administrative time, and
on-duty court time.
Estimated: 300 hours of leave per year
On-Duty Training Time (subtracted from total work hours per year)
The total number of hours spent per year in training that are completed while on-duty
and not on overtime.
Estimated: 60 hours of on-duty training time per year
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On-Duty Court Time (subtracted from total work hours per year)
The total number of hours that each detective spends per year attending court while
on duty, including transit time. Court attendance while on overtime is not included in
the figure.
Without any data recording on-duty court time specifically for detectives, the number
of hours is estimated based on the experience of the project team.
Estimated: 120 hours of on-duty court time per year
Administrative Time (subtracted from net available hours after leave, court and
training hours deducted)
The total number of hours per year spent completing administrative tasks while onduty, including staff meetings, returning phone calls, emails, and various other
activities.
The number is calculated as an estimated 20% of net work hours after other
deductions.
Estimated: 320 hours of administrative time per year

Total Net Available Hours
After subtracting the previous factors from the total work hours per year, the remaining
hours comprise the total net available hours for detectives – the time in which they are
available to work after accounting for all leave, on-duty training, court, and
administrative time. Net availability can also be expressed as a percentage of the base
number of work hours per year.
Calculated by subtracting the previously listed factors from the base number:
1,280 net available hours per detective
The following table summarizes this calculation process, displaying how each net
availability factor contributes to the overall net availability of detectives:
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Calculation of Detectives Net Availability
Base Annual Work Hours

2,080

Total Leave Hours

–

On-Duty Training Hours

–

300
60

On-Duty Court Time Hours

–

120

Administrative Hours

–

320

Net Available Hours Per Detective

=

1,280

Overall, the detective has approximately 1,280 net available hours per year, representing
the total time in which they are able to conduct investigations. These hours will be used
in the following sections to analyze detective caseloads.
3.

Caseload Hours

Not all investigative cases require the same number of investigative hours, for example
a homicide investigation requires more investigative time (and resources) than a
burglary. To factor for this, Matrix Consulting Group developed several case type
investigative caseload work hours. These were developed through dozens of studies and
interviews with detective working cases. The following case type caseload workload
hours were used:
4.

Person Crimes

Like homicides calculated above, assault cases are treated more seriously by the judicial
system and tend to have more witnesses and evidence requiring more time in interviews
and recovering and processing evidence than property crimes. Approximate case hours
were developed through numerous interviews with detectives. Approximate hours per
case are presented below:
Approximate Assault Case Hours
Common
Evidence/
Interviews

Common Processes Approximate Time

DNA

Evidence to Crime
Lab

Crime Scene
Material

Evidence to Property 2 hours
Control
(Includes Inspecting and writing

Matrix Consulting Group
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Completed

3 hours
(Includes submission and report)
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Common Processes Approximate Time

(Evidence left by
suspect)

% of Time
Completed

report)

Cell Phones

Cell Phone
Downloads

3 hours (Some phones take much
longer)

Video

Review of video
recovered from
scene and BWC

4 hours (To review and write
report)

100%

Social
Warrants/Subpoenas 10 hours
Media/Electronic
(Includes reviewing and report
Records/physical
writing)
location
Surveillance
(Locating suspect)

50%

90%

3 hours
(Includes report writing)

50%

Victim Statement Victim Interview

3 hours
(Includes report writing)

100%

Witnesses

Witness Interviews

2 hours
(Includes report writing)

40%

Suspect

Suspect Interview

2 hours
(Longer if lodged -Includes report
writing)

40%

Total

32 hours- If all tasks completed

This list is not all inclusive and does not contain all elements of an investigation and not
every case will have same amount of evidence or interviews conducted. Included in these
hours is the assumption that detectives will be using RMS searches, social media
searches, checking association files, receiving informant information, and other
investigative techniques (trackers, cell tower data, etc.), if available. Many cases will not
require the number of hours listed, but some cases may require significantly more.
Based on the percentage for how often each subtask is completed, each solvable case
equates to an average of approximately 20.9 hours.
5.

Sex Assault

Sex Assault and crimes against children are even more complex cases that are treated
more seriously by the judicial system; they tend to have less witnesses, thus requiring
more time in interviews and recovery and processing of evidence than other person
crimes. The following chart describes approximate investigative times for sex crimes:
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Evidence/
Interviews

Common Processes Approximate Time

DNA

Evidence to Crime
Lab

Fair Oaks Ranch, TX

% of Time
Completed

3 hours (Includes submission
and report)

30%

Crime Scene
Evidence to Property 2 hours (Includes Inspecting and
Material
Control
writing report)
(Evidence left by
suspect)

50%

Cell Phones

Cell Phone
Downloads

3 hours (Some phones take much
longer)

50%

Video

Review of video
recovered from
scene and BWC

2 hours (To review and write
report)

100%

Social
Warrants/Subpoenas 10 hours (Includes reviewing and
Media/Electronic
report writing)
Records/physical
location

90%

Surveillance
(Locating suspect)

3 hours (Includes report writing)

50%

Sex Assault Exam

3 hours (Done by Hospital Staff,
but a detective is required to be
present at hospital and requires
submission to lab)

90%

Victim Statement Victim Interview

4 hours Interviews are recorded
(Includes report writing)

100%

Witnesses

Witness Interviews

2 hours (Includes report writing)

50%

Suspect

Suspect Interview

4 hours (Longer if lodged Includes report writing)

40%

Sex Assault Kit

Total

36 hours- If all tasks completed

This list is not all inclusive and does not contain all elements and not every sex assault
case will have same amount of evidence or interviews conducted. Included in these hours
is the assumption that detectives will be using RMS searches, social media searches,
checking association files, receiving informant information and other investigative
techniques (trackers, cell tower data, etc.), if available. Many cases will not require the
number of hours listed, but some cases may require significantly more.
Using the above work hour estimates and the percentage of the time that each subtask
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is completed, this translates to approximately 25.2 hours per solvable case.
6.

Burglary / Property Crime

Property crimes are typically much less complex and therefore require less investigative
work. They also tend to have much lower solvability rates. These types of cases typically
do not require a detective to respond to a scene and are often handled as follow up a day
or more after the occurrence. The following chart details processes and times
associated with investigating burglaries/property crimes:
Common
Evidence/
Interviews

Common Processes Approximate Time

DNA

Evidence to Crime
Lab

% of Time
Completed

1 hour (Includes submission and
report)

50%

Crime Scene
Phone
Material
consult/Evidence to
(Evidence left by Property Control
suspect)

1 hour (Includes Inspecting and
writing report)

50%

Cell Phone

Cell Phone
Download

3 hours (Includes Inspecting and
writing report)

10%

Video/BWC

Review of video
recovered from
scene and BWC

3 hours (To review and write
report)

50%

Search Warrant

Writing search
warrant and serving

8 hours (to write, get signed and
serve)

75%

Surveillance
(Locating suspect)

3 hours (To perform and write
report)

30%

Victim
Statement

Victim Interview

1 hour (Includes report writing)

100%

Witnesses

Witness Interviews

1 hour (Includes report writing)

10%

Suspect

Suspect Interview

2 hours (Longer if lodged Includes report writing)

50%

Total

23 hours- If all tasks completed

This list is not all inclusive and does not contain all elements and not every property crime
will have same amount of evidence or interviews conducted. Victim interviews in property
crimes are rarely first-hand witnesses to the crime occurrence, but rather simply report
basic information on loss. Included in these hours is the assumption that detectives will
Matrix Consulting Group

Page 33

Final Report on the Police Department Staffing Study

Fair Oaks Ranch, TX

be using RMS searches, pawn searches, checking association files, receiving informant
information, and other investigative techniques (trackers, cell tower data, etc.), if
available. Less than 25% of reported property crimes are solved.
Using the above available work hours and based on the case time estimates and
percentage of the time that each subtask is completed, this translates to approximately
11.8 hours per solvable case.
7.

Financial Crimes / Fraud / Internet Crimes

Financial crimes are exceedingly difficult cases to pursue and typically take longer to
investigate as much of the evidence has to be subpoenaed or obtained with a search
warrant. In addition, much of the evidence belongs to financial institutions and detectives
must wait for them to comply with legal requests for information before they can proceed,
and this can take weeks to months depending on the type and amount of data requested.
They also tend to have much lower solvability rates (approximately 50% less solvable
than person crimes). These types of cases typically do not require a detective to respond
to a scene and are often handled as follow up a day or more after the occurrence. The
following chart details processes and times associated with investigating financial
crimes:
Common
Evidence
/Interviews

Common Processes

Approximate Time

% of Time
Completed

DNA

Evidence to Crime Lab

1 hour (Includes
Inspecting and writing
report)

5%

Crime Scene
Evidence to Property Control
Material
(Evidence left by
suspect)

2 hours (Includes
Inspecting and writing
report)

5%

Cell Phone

Cell Phone Download

3 hours (To review
and write report)

10%

Video/BWC

Review of video recovered from 4 hours (To review
scene and BWC
and write report)

50%

Social
Warrants/Subpoenas/Document 20 hours (Includes
Media/Electronic review
reviewing and report
Records/physical
writing)
location

100%

Surveillance (Locating suspect) 3 hours (Includes
report writing)
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Approximate Time

% of Time
Completed

Victim Statement Victim Interview

1 hour (Includes
report writing)

100%

Witnesses

Witness Interviews

1 hour (Includes
report writing)

10%

Suspect

Suspect Interview

2 hours (Longer if
lodged -Includes
report writing)

20%

Total

37 hours- If all tasks
completed

This list is not all inclusive and does not contain all elements and not every financial crime
will have the same amount of evidence or interviews conducted. Victim interviews in
financial crimes are rarely first-hand witnesses to the crime occurrence, but rather simply
report basic information on loss. Included in these hours is the assumption that
detectives will be using RMS searches, checking association files, receiving informant
information, and other investigative techniques (trackers, cell tower data, etc.), if
available. Less than 25% of reported financial and internet crimes are solved.
Using the above available work hours and based on the case time estimates and
percentage of the time that each subtask is completed, this translates to approximately
24 hours per solvable case.
8.

Assisting Officers

In Fair Oaks Ranch often times officers do much of the investigative work, but detectives
assist by processing crimes scenes, conducting additional interviews, or writing
warrants. To account for this activity and average of 2 hours per assist was used to
develop approximate workload hours for detectives. Officers workload hours are
generally reflected in CAD data.
9.

Other Case Types

There are several types of cases that are similar or require the same amount of
investigation time as the case / task time analysis as noted in the case hours by case
type. In these instances, we use a similar case types or interviews to determine caseload
work hours.
10.

Desk Audit
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During the onsite visit the week of May 10th a desk audit was performed. The desk audit
consisted of reviewing the current caseload and current work tasks for each detective.
The unit audit results are contained in the following table:
2021 Desk Audit week of May 10th
Case Type / Activity

Number

Harassment

1

Illegal Dumping

1

Death Investigations
(Traffic)

2

Theft

6

Mail Theft

1

Fraud

1

Cases Pending lab

4

Videos to upload

3

Cases to File
Judge Follow-up
Total

10
3
32

As the table indicates the detectives had 10 cases assigned all of which had been
assigned within the last 30 days. They had 4 pending cases awaiting lab results (patrol
initiated cases). Additionally, they had videos and cases to upload.
11.

Caseload Analysis

As noted above, exact case workloads assigned could not be determined because the
database does not indicate whether the detective only assisted or was lead on the case.
To determine an approximated caseload the project team reviewed all reported Part 1
crimes and the reported detective caseloads. With this information, the team identified
which cases would always be assigned and used a percentage basis for cases where it
is very unlikely that all would be assigned to a detective for follow up. For example, every
sex assault would likely be assigned, but a burglary or theft with no suspect information
or evidence would not receive a full investigation beyond incident report review and victim
contact. The detective case log indicated 805 cases. However, it was noted through
interviews that many cases assigned may have just been crime scene pictures or helping
an officer with a case. The following table from the detective case log show cases that
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would likely be assigned:
2019 Investigative Case load by type

Case Type

Number

%
Assigned

Hours Per
Case

Total
Hours

Assault (Pers Crime)

8

100%

20.9

167.2

Sex Assault

4

100%

25.2

100.8

Criminal Mischief

11

100%

11.8

129.8

Burglary

13

100%

11.8

153.4

Theft

13

100%

11.8

153.4

Fraud / Forgery

19

100%

24.0

456

Officer Assist

146

100%

3.0

438

Total

214

1,598.6

As the table indicates the assigned caseload represents approximately 1,598.6 hours.
12.

Property Room

One detective has property room responsibilities as a collateral duty. The detective is the
evidence custodian and is responsible for the intake, storage, release, and
disposal/destruction of property and evidence collected by the FORPD. In 2019 the
property room took in 473 items.
The following tables show the workload and staffing calculation for the Property Room
Activities for 2019.
Property Room Workload and Staffing Calculation 2019
Task
Intake Items
Disposed Items
Total

Number

Avg
Processing
Time (Hrs.)

473
0

0.15
0.15

Total Time
(Hrs.)
118.25
0
118.25

As the table indicates the assigned workload represents approximately 118.25 hours.
There are other factors to consider that affect workload beside the daily intake and
processing of property and evidence. The detective is also responsible for lab
submissions which includes transport time.
13.

Property Room Audits
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The FORPD conducts 2 full property room audits annually and conducts partial (spot
checks) every 2 to 3 months to comply with the Texas Police Chiefs Association
Recognition Program for property room management and policies.
Property and evidence is just one of the detective’s responsibilities, however with low
property submission numbers it does not consume a significant portion of their time.
14.

Video Download / Upload

Detectives have the additional responsibility of maintaining the digital evidence and
uploading the evidence into both the digital evidence storage and to 3 different county
prosecution systems. In 2019 there were a total of 250 arrests made which required the
downloading and uploading of video. This also included adding digital evidence to each
case. Detectives estimated that it takes about 20 minutes per case depending on the
length of the video and which prosecutors office is being supplied the video.
Video Upload / Download Calculation 2019
Task

Number

Avg
Processing
Time (Hrs.)

250
250

0.20
0.20

Download
Upload to DA
Total

Total Time
(Hrs.)
83.33
83.33
166.66

As the table indicates downloading and uploading video requires approximately 166
hours annually.
15.

Summary of Workload Hours

As mentioned above there are a total of 2 detectives (authorized) assigned to work these
cases. Using the previous calculations of net available caseload hours and total 2019
caseload and task hours for video processing and evidence handling the approximate
number of detectives needed can be determined:
Total Caseload Hours

1,598.6

Total Property Room Hours

118.25

Total Video Processing Hours

166.66

Total Workload Hours
Divided by total net available hours
for 1 detective (1,280)
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1,883.5
÷

1,280
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=

1.47

As the chart indicates the number of detectives recommended to work the assigned
workload hours assigned is approximately 1.47 and there are a total of 2 detectives
assigned. The caseload work hours are within the net hours available to work cases when
only considering investigative caseloads and no other workloads.
All of the detectives have collateral duties which also limits their available work hours.
Collateral duties include managing digital evidence, processing crime scene, uploading
case files, completing lab service delivery and pick up and taking cell phones to in for
forensic analysis.
The current staffing of two detectives is adequate to address the current caseload and
collateral duties of investigations. Occasional larger and more complex investigations
may require some lower level cases be handled on a delayed basis, but that would be a
fairly rare occurrence. When this does a occur, some of these cases could be referred
back to patrol for follow up with available proactive time.
16.

Detective Sergeant

The detective unit is overseen by a sergeant (recently filled). This is a vital role for
investigations as effective supervision can help organize limited resources, assist with
case assignment, case follow-up and can properly screen out cases that are unlikely to
be solved. The overall caseload is low enough that a detective sergeant has time to assist
with other administrative tasks and supervisory responsibilities that are currently handled
by the lieutenant. Tasks that could be assigned to the detective sergeant could include
fleet, caseload screening (currently handled by the lieutenant), officer case review and
supervision of animal control.
Recommendation:
Maintain current authorized staffing of 2 detectives and 1 sergeant.
Assign some administrative tasks such as fleet, caseload screening and officer case
review to the investigations sergeant.
Assign animal control supervision to the investigations sergeant.
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Animal Control Officer

The animal control officer responds to animal related calls. There were a total of 806
animal related calls in 2019. The animal control officer responded to 199 of those calls
while other department staff responded to the others. The following tables shows the
breakdown of animal related calls for service in 2019:
2019 Animal Related Calls for Service

Number

Handling Time
(Mins)

Chief

6

25.7

3

Lieutenant

1

25.7

0

Sergeant

30

25.7

13

Officer

517

25.7

221

Animal Control Officer

199

25.7

85

Utility

53

25.7

23

806

N/A

345

Responding Unit by Type

Total Hours

Total
Hours

It is important to note that handling time only correlates with time spent on the call and
does not include disposal or transport which may not be captured in CAD data.
Animal Call and Deer calls were respectively the number 2 and 3 top calls for service in
2019 accounting for 19% of all calls for service. There is only one authorized animal
control officer position to handle the animal control call load which requires officers to
handle animal related calls when the animal control officer is unavailable. In 2019 this
resulted in sworn personnel handling approximately 76% of animal control calls while the
animal control officer handled 24%. Animal control calls often involve the removal of
dead deer from right of ways and private property. To perform this service officers must
return to the police department and switch vehicles to a truck with a lift. This effectively
takes them out of service while the animal carcass recovery task is completed. As noted
in an earlier table, most animal control calls occur between 6am and 8pm.
The animal control officer has additional duties of animal license renewals and checks,
recovering lost animals and community events. Adding an additional animal control
officer would provide 7 day a week coverage and reduce the need for sworn officers to
handle animal related calls for service. A 4-10 shift or 12 hour modified “Panama”
schedule could increase service hours and add capacity to assist with deer mitigation
strategies.
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Recommendation:
Add a second animal control officer for a total of two animal control officers.
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Fair Oaks Ranch, TX

Projected Service Needs and Staffing

Fair Oaks Ranch has experienced strong growth and development over the past 10 years,
impacting the service needs of the Police Department and City. The city is expected to
continue to see growth of undeveloped parcels over the next decade. New development
will impact the workload and service needs of the Police Department through increased
calls for service, investigative workload, arrest and transports, and the number of animal
related complaints. There is also an expected high level of growth in surrounding
communities that indirectly impact Fair Oaks Ranch, especially traffic. For the Police
Department to be able to anticipate and adopt to these increasing workloads, it is critical
to understand these relationships in how they impact specific operational and staffing
needs. The following chapter provides analysis, projecting future population increases
and the impact on service needs and staffing levels for every position within the Police
Department.
1.

Data Collected to Conduct the Projections Analysis

A critical component of the analysis is understanding of past and future development
trends in the city. The city is primarily comprised of single family residential development,
with very light commercial in a few limited areas. To understand the potential type of
development in Fair Oaks Ranch, the project team collected data from a number of
sources in order to project both service needs over the next decade, including the
following:
•

2010 U.S. Census data at the individual block level, which includes both population
and housing unit figures.

•

2019 American Community Survey (ACS) prepared by the U.S. Census Bureau at
the block group level of geography, including estimates for population and housing
units.

•

Municipal and extra territorial jurisdiction (ETJ) boundary GIS layers.

•

Current and future land use GIS layers.

•

Other GIS base layer data to better understand geography, such as roads,
topography, and hydrology.

•

Computer aided dispatch data covering calendar.

•

2018 Comprehensive Plan.

•

Population projections.
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Each data element was analyzed by the project team to develop an understanding of past
and future development trends and impact on law enforcement workload.
2.

Population Projections

The project team analyzed the zoning designation of undeveloped land in the City’s city
limits and extra territorial jurisdiction. The majority of the land is zoned single family
residential or neighborhood commercial. With over 95% of the developable property in
the city is zoned for single family and the likelihood of major commercial areas being
developed is practically non-existent, the project team can use the City’s populations to
determine future workload. The following table summarizes the population projections
as indicated in the 2030 Comprehensive Plan.
Population Projections
2020
2026
2031*
10,147
12,200
14,600
* Extrapolated based on average annual increase
between 2021 and 2030 and expected full build out
with current zoning limitations.

The population is projected to increase to 14,600 in 2031. This is an increase of 43.8%
over the 2020 estimate.
3.

Analysis of Projected Service Needs

The following sections build upon the analysis of expected development to examine its
effects on patrol resources and all departmental staffing resources.
(1)

Calls for Service Projections

Calls for service projections can be made from past calls for service data for the prior
years. Calls for service can change over years, but they remain fairly stable based on
population and development type. It should be noted an increase/decrease in calls for
service does not directly correspond to a need to increase or decrease staffing as each
officer responds to a percentage of calls for service and any increase/decrease would be
spread among existing personnel.
Calls for service are projected to increase at the same rate as the population. The
following table summarizes the projected calls for service. This is because continued
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building is mostly zoned as residential which will yield relatively the same call load per
population as current residential areas.
Calls For Service Projections
2021
2,836

2026
3,410

2031*
4,078

Calls for service are projected to increase to a total of 4,233 in 2031. This is an increase
of 43.8% from the 2020 calls for service.
(2)

Patrol Staffing Projections

As detailed in the Patrol analysis chapter, proactivity (or % of uncommitted time) is the
primary metric used to evaluate resource needs at the officer level. Following the analysis
of calculating total patrol workload hours and net available hours spent on duty per officer
position, patrol staffing needs can be determined by setting a target level of proactivity.
Smaller departments generally have a higher proactive time to account for officer safety,
and limited availability of other proactive resources (e.g. traffic unit, POP unit, narcotics
task force, etc.). Currently the proactive time for patrol is approximately 88% which allows
for a high level of proactive / preventive patrol, community engagement and a high level
of police service. For staffing projection purposes, the project team utilized a 70%
minimum proactive time threshold.
Another important factor in this analysis is the rate of turnover, which is defined as the
rate at which patrol officer positions become vacant through attrition. In determining
staffing needs, this represents the ‘buffer’ that must be staffed for in order to provide the
targeted level of service as vacancies occur. The historic turnover rate was 10%. At a
turnover rate of 10%, patrol unit positions should be staffed at least 10% higher than they
would otherwise if position slots were always filled and never became vacant.
Given a target service level of 70%, and a turnover rate of 10%, the following tables
calculates patrol officer staffing needs through the year 2031 given projected increases
to call for service workloads:
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Projected Patrol Officer Staffing Needs based on CFS
2021
2026
Total Workload Per CFS

2031

59.8 min

59.8 min

59.8 min

# of Calls for Service

2,836

3,410

4,223

Total Workload Hours

2,827

3,399

4,209

Net Availability Hours Per Officer

1,413

1,413

1,413

Overall Minimum Proactivity Target

70%

70%

70%

% Turnover Per Year

10%

10%

10%

8

9

11

Patrol Officers Required (CFS)

Based solely on the projected workload, the patrol officer needs are lower than what is
currently authorized, however this analysis only accounts for workload and not minimum
staffing required for a 24 hour operation. Based on the current staffing analysis in
Chapter 3, it is recommended to maintain 16 patrol officer positions to handle the calls
for service workload through 2031. It is important to note that while calls for service will
increase, the increase in calls is spread among existing staff so the net effect is limited.
This is because there is capacity with current staffing to handle additional calls for
service with only a slight impact on available proactive time.
(3)

Comprehensive Staffing Projections

The service need projections have provided the basis of the methodology used to
determine staffing needs of core functions that scale directly with service needs,
including patrol officers and sergeants. From this important foundation, the staffing
needs for every other department function are then able to be developed. It is critical that
the process of developing projections for the entire department be done position by
position, rather than scale the department as a whole, given that the factors contributing
to an individual position’s staffing needs are unique and different from those of another
position.
Using these scaling factors, the projection analysis determines the staffing levels needed
over the next ten years. The following table contains this analysis, provides an overview
of the projection factors utilized for each position in calculating needs through the year
2031.
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2021
Auth.

Projection Factors

2021
2026 2031
Rec.

Office of the Chief
Chief

Executive position, does not scale.

1

1

1

1

Administrative
Assistant

Support position, one per Department.

1

1

1

1

Administrative Clerk

Scales based on workload.

1

1

1

1

3

3

3

3

Chief Subtotal:
Patrol
Lieutenant

Executive position, does not scale.

1

1

1

1

Sergeant

Scales based on span of control (1:8),
minimum of 1 per shift.

4

4

4

4

Officer

Scales to calls for service and proactive time
thresholds.

16

16

16

16

21

21

21

21

Patrol Subtotal:
Criminal Investigations Division
Sergeant

Scales based on span of control (1:8)

1

1

1

1

Detective

Based on Investigative workload

2

2

2

2

3

3

3

3

1

2

2

2

1

2

2

2

28

29

29

29

CID Subtotal:
Animal Control
Animal Control
Officer

Based on Animal Control workload

Animal Control Subtotal:
Police Department Total:

A total of 29 positions are recommended in 2031. This is an increase in 1 authorized
position from what is currently budgeted in 2021.

Matrix Consulting Group

Page 46

Final Report on the Police Department Staffing Study

Fair Oaks Ranch, TX

Appendix – Profile of the Police Department
1. Introduction
The following descriptive profile outlines the organization, structure, and staffing of the
Fair Oaks Ranch Police Department (FORPD). The information contained in the profile
has been developed through interviews conducted within FORPD and review of various
documents provided by the Department.
It is important to note that the primary objective of this profile is to review and confirm
our current understanding of the Police Department. Consequently, no analysis or
findings are contained in this document. Instead, the document focuses on outlining the
following items:
•

The organizational structure of each area of the Police Department.

•

High level descriptions of the main functions and work areas of each FORPD work
unit.

•

The authorized (budgeted) and actual (currently filled) number of positions by rank
or classification assigned to each unit.

•

The roles, objectives, and responsibilities of each unit.

The profile is the first deliverable of this project and should be considered a final
document that will develop further as the project progresses. Once it is finalized, the
profile will help serve as a foundation for our assumptions regarding staffing and current
organizational characteristics of the functional areas included in scope of the study.
The following chart is a general functional depiction of the structure of the Fair Oaks
Ranch Police Department.
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FORPD Organizational Chart

Police Chief

Adminstrative
Assistant

Adminstrative
Clerk

Lieutenant

Patrol Sergeant
Nights

Patrol Sergeant
Nights

Officers (4)

Officers (4)

Patrol Sergeant
Days

Patrol Sergeant
Days

Officers (4)

Officers (4)

Animal Control
Officer

CID Sergeant

Detectives (2)

2. Office of the Chief
The office of the Chief consists of the Chief, Lieutenant and the Administrative Assistant.
The Chief provides overall direction, guidance, and leadership for the Police Department.
The Chief and Lieutenant have responsibility for every area of the organization and ensure
that the Department meets its mission in accordance to established values. The Chief
has overall responsibility for budget management.
(1)

Organization

The following chart outlines the organization of the Chief’s office and administrative
management team.
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Chief

Adminstrative
Assistant

Adminsitrative
Clerk

Lieutenant

(2)

Staffing and Unit Descriptions

The following table provides the personnel and major tasks of staff for the Chief’s Office.
The “Curr.” column displays the number of currently filled positions, while the “Auth.”
column provides the number of authorized (budgeted) positions.
Unit/Division
Chief /
Administration

Curr.

Auth. Position

1

1 Police Chief

1

1 Lieutenant

1

1 Administrative Assistant

1

1 Administrative Clerk

Matrix Consulting Group

Unit Description
• The Chief provides the overall
leadership, management, and
administration of the Police
Department.
• Reviews policies and procedures,
goals and objectives.
• Directly supervises the Lieutenant,
Administrative Assistant, and
Administrative Clerk.
• Interfaces with the community and
community groups.
• The Lieutenant supervises patrol,
detectives and animal control.
• The Lieutenant performs
administrative functions in day to
day operations of patrol, detectives
and animal control.
• The Lieutenant handles complaints,
fleet, training and special projects.
• The Administrative Assistant
performs administrative functions
in day to day operations.
• The Administrative Assistant is in
charge of records and
administrative functions.
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Auth. Position
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Unit Description
• Assists with detective case
preparation, administrative records,
and public records requests.
• The Administrative clerks greet
police department visitors, answer
phones and emails. The records
lobby is open 8am to 5pm Monday
through Friday.
• The Administrative clerks review
reports, and uploads cases.

Sworn

2

2

Civilian

2

2

Total Staff

4

4

3. Patrol
The Patrol is comprised of 4 Sergeants and 16 Officers. Patrol is organized into 4 squads
with set days off by squad.
(1)

Organization

The following chart outlines the organization of the Patrol:
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Lieutenant

Patrol

Night Shift

(2)

Night Shift

Day Shift

Day shift

Sergeant (1)

Sergeant (1)

Sergeant (1)

Sergeant (1)

Officers (4)

Officers (4)

Officers (4)

Officers (4)

Staffing and Unit Descriptions

The following table summarizes the personnel and major tasks of staff for Patrol.
Unit/Division

Curr.

Auth. Position

Unit Description

Patrol

1

1 Lieutenant

• Provides the overall leadership,
management, and administration of
Patrol.
• Supervises 4 patrol Sergeants, 1 CID
Sergeant and the Animal Control Officer.
• Investigates community complaints.
• Performs routine administrative functions
in the day to day management of the
Department.

Patrol

3

4 Sergeants

• Sergeants oversee the patrol shifts.
• Patrol consists of 4 squads of 1 Sergeant
and 4 Police Officers with minimum
staffing of 3 sworn.
• All squads work 12 hour shifts (on the
Panama Schedule 2 on, 2 off, 3 on, 2 off, 2
on, 3 off) that either starts at 0600 or 1800
hours.
• Sergeants function as first-line
supervisors, and are responsible for
providing direction and priorities for the
use of proactive time in the field.

14
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Unit Description
• Police Officers and Sergeants respond to
emergency incidents and other calls for
service, traffic enforcement, completing
reports as needed (Sergeants approve
reports).
• Some Sergeants and Officers have
collateral duties.

Sworn

17

20

Civilian

0

0

17

20

Total Staff

(3)

Patrol Scheduling and Deployment

Squads are broken into either day shift or night shift. Staff work 12 hour shifts with the
following start times:
•
•

Days – 0600-1800
Nights – 1800-0600

There is no overlap shift.
Minimum staffing levels are set at 3 sworn.
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4. Criminal Investigations Division
(1)

Organization

The following chart outlines the organization of Criminal Investigations Division:
CID Sergeant

Detectives (2)

(2)

Staffing and Unit Descriptions

The following table provides the personnel positions and major tasks of the Criminal
Investigations Division:
Unit/Division
Detectives

Curr.

Auth. Position

1

1 Sergeant

2

2 Detectives

Sworn

2

3

Civilian

0

0

Total Staff

2

3
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Unit Description
• The Sergeant (currently vacant) is charge of day to
operations of Detectives and works Monday
through Friday 8am to 5pm.
• The Sergeant (when filled) assigns and reviews
cases and coordinates investigation activities
when needed.
• Detectives are generalists, and work all assigned
cases. They will respond to crime scenes and are
on call after hours for major cases.
• Detectives conduct interviews, write warrants and
coordinate arrests.

Page 53

Final Report on the Police Department Staffing Study

Fair Oaks Ranch, TX

5. Animal Control
(1)

Organization

Animal Control consists of one Officer (non-sworn). Animal Control reports to the
Lieutenant.
(2)

Staffing and Unit Descriptions

The following table provides the personnel positions and major tasks of the Animal
Control Officer:
Unit/Division

Curr.

Auth. Position

Animal Control

0

1 Animal Control
Officer (Nonsworn)

Sworn

0

0

Civilian

0

1

Total Staff

0

1
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Unit Description
• The Animal Control Officer (currently vacant)
responds to animal related calls for service.
Transports animals to the shelter.
• The Animal Control Officer writes reports,
investigates animal nuisance issues and disposes
of deceased animals on public right of ways and
private property when requested by homeowners.
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