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2 Introduction – Welcome
I am proud to present the League City Police
Department’s latest five-year strategic plan. This
publication is the result of input from members
throughout our Department and the citizens we serve.
I want to thank everyone committed to the
development of this plan for their dedication and
willingness to create a pathway for the future success
of our Department. The League City Police Department
is accredited by The Texas Police Chiefs Association
Law Enforcement Best Practices. We take pride in
recognizing best police practices, striving for
continuous improvement, and building on
accomplishments from our past.
This plan focuses on enhancing trust through Stratified Policing, building a sustainable
infrastructure, effectively applying technology for efficiency in our practices, and
providing our employees with the latest relevant training. As we proceed with the
implementation of this strategic plan, we will continuously measure our progress,
evaluate outcomes, and hold ourselves accountable to ensure we are meeting the goals
and needs of the citizens of League City. The strategic plan is our pledge to provide
outstanding service to our community now and in the future.
This plan was developed without fiscal constraints as a focus and is subject to
adjustments based on funding decisions implemented by City Administration and City
Council.
Gary Ratliff
Chief of Police
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2.1 Mission Statement
The League City Police Department is devoted to protecting life, property, and individual
liberties while enhancing the quality of life. To achieve these ends, we are committed to
forming and promoting practical partnerships with each other and those we serve.

2.2 Vision Statement
The League City Police Department seeks to develop and implement a strategic form of
evidence-based police service by incorporating innovative technology, emerging best
practices, citizen collaboration, multi-jurisdictional sharing, and employee development.

2.3 Analytics
The League City Police Department utilizes cutting edge technology to improve
efficiency and track core business practices. The 26 key performance areas listed below
provide historical context into the day-to-day operations of the League City Police
Department. By leveraging such metrics, the Command Staff can confidently assess
business needs and plan for future growth.
2.3.1 Year to Year Metrics

Figure 1 League City Police Metrics Category 1
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Figure 2 League City Police Metrics Category 2

2.3.2 Staffing Analysis Overview

This section describes the techniques utilized by the League City Police Department to
prepare a comprehensive staffing study based on 2019-2020 workload data. The results
of the analysis suggest that the League City Police Department authorized sworn staffing
levels should be set at 135. In keeping with best practices, service demand, and
community expectations, the League City Police Department strives to maintain a
saturation index less than or equal to 60% percent. This percentile is derived from peer
review staffing studies conducted by Michigan State University, the United States
Department of Justice, International City/County Management Association (ICMA), and
Etico Solution’s Police Resource Analysis. Each of these studies represents contemporary
practices in recognized staffing analysis procedures. The central theme of each study is
predicated upon the accurate collection and assessment of workload, saturation index,
and agency driven performance measures.
2.3.3 Definitions

Saturation Index: The total service time (officer-minutes) should not exceed a
factor of 60%. The index represents a percentile of obligated time comprised
of calls for service, patrol activities, and administrative duties.
7
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Relief Factor: A shift-relief factor is a calculation of categorical time related to
an employee’s usage of benefit hours and/or training to determine the amount
of staffing required to cover absences.
Performance Measures: A fraction of an officer’s time that should be devoted
to pro-active community/agency determined objectives.
2.3.4 Methodology

Each of the nationally recognized models mentioned recommends staffing allocations
based on time assessments of citizen driven service demand, administrative duties, and
reactive service time. Similarly, each model recommends staffing levels designed to
maintain officer availability between 33%-40%. In addition, much of the discussion is
dedicated to teaching law enforcement agencies techniques for assessing blocks of time
based on deductive processes. This is because most agencies lack the ability to
accurately capture total times spent on calls, out of service, or available. The League City
Police Department leveraged Microsoft Power Bi data analytics tools to mine accurate
times spent on each of these areas, beginning with an assessment of raw service demand
from citizen driven call load.
In 2019-2020, the League City Police Department’s raw service demand was 36,578
hours. Dividing this base line service demand by the number of shift hours (4,380)
provides minimum shift staffing of 8.35 officers. The minimum staffing levels are then
multiplied by an availability metric of three which equates to dividing service demand
into three primary service categories: 33% Service Demand, 33% Admin/Proactive, 33%
Availability. The resulting 25.05 suggested staffing level is then multiplied by a 2.58 relief
factor resulting in a recommended patrol staff of 64.63 officers. An additional 16
supervisory positions are added to this figure resulting in 81 total patrol positions.
ICMA recommends 60% staffing allocation to patrol resulting in a total recommended
sworn staffing level of 135.
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Analysis Steps:
1.
Determine Time Committed to CFS to include response and reporting.
2.
Calculate Shift Relief Factor for Agency.
3.
Determine Minimum Performance Objectives = Availability Measures (33%).
4.
Determine Minimum Staffing Requirements; and,
5.
Apply ICMA 60% Allocation Rule.

Total Hours
Spent on Calls
and Reports

36,578

Total Shift
Hours Worked
on 12’s

4380

Availability
Metric

33%

Relief Factor

2.58

Minimum Patrol
Staffing with
Supervision

81

ICMA Allocation
Model for Total
Sworn Size

60%

Total Staffing
Size

135

2019-2020 Patrol Officer Time Allocation Percentages
Resulted in 71.1% Saturation Index

Calls for Service 33.97%
Admin 19.99%

Free Time
28.9%

Proactive
13.59%
Reports
3.56%

Figure 3 Officer Time Allocation

2.3.5 Results

An analysis of these components from police workload data suggests that the League
City Police Department’s saturation index for 2019-2020 was 71.1%. A saturation index
of 71.1% means that the average patrol officer has 43 minutes of a given hour, on duty,
dedicated to service demand leaving only 17 minutes for patrol activities. The model
suggests sworn staffing levels should be at 135 to maintain a 60% saturation index with
a relief factor of 2.58 on 12-hour shifts.
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According to ICMA’s 60% allocation model, 81 staff members in patrol and 54 staff
members serving in a support capacity would comprise a suggested staffing level of 135
officers. The suggested staffing levels would accommodate citizen driven demand and
provide patrol officers with approximately 33%-40% or 25 minutes of availability in each
hour. The staffing level of 135 sworn personnel represents a minimum staffing level to
achieve suggested officer availability standards based on current service demand. The
model does not account for future growth in service demand. Each Bureau will utilize
the current staffing model as a base point for future growth and projections.

2.4 Future Considerations
2.4.1 Population

From 1980 to 2010, League City sustained an annual population growth of 4 to 6%. At
the time of this report, the Planning Department estimates the population of League
City to be approximately 111,000 to 115,000 with a minimum anticipated growth rate
of 2% annually in the coming years.
The anticipated growth may vary based on several variables to include the construction
of the Grand Parkway through the Southwest portion of the city. As stated below, once
this area is completely developed, the population estimates for just this area are 65,972.
By 2030, the City’s population should be between 137,972 with a minimal annual growth
rate of 2% to over 180,000 with an annual growth rate of 4 to 5%.
2.4.2 City Development

The City of League City is currently estimated at 56.5 square miles with 52% of the city
developed. Much of the undeveloped area in League City is the Southwest portion of
the city. The areas platted for development in this area have construction start dates
from 2020 to 2027. Once this area is completely developed, the population estimates
for just this area are 65,972. The IH45 corridor is still not fully developed with businesses
which are expected to line both sides of the freeway from the South city limits to the
North city limits. There are also pockets of undeveloped land throughout the city as well
as areas that could be targets for redevelopment.
10
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2.4.3 City Survey

During the fall of 2019, League City contracted with ETC Institute to administer a
community survey. The survey was administered as part of the City’s effort to assess
citizen satisfaction with the quality of services. The information gathered from the
survey was intended to be used to help the city improve existing programs and services
and help determine long-range planning and investment decisions.
ETC Institute was founded in 1982 by Dr. Elaine Tatham to help local governmental
organizations gather data from residents to enhance community planning.
ETC Institute specializes in the design and administration of market research for
governmental organizations. Their major areas of emphasis include customer
satisfaction surveys, community planning surveys, employee surveys, voter opinion
surveys, and parks and recreation surveys.
ETC Institute has conducted research for more major U.S. cities than any other firm.
Since its founding, ETC Institute has completed research projects and surveys for clients
in 49 states. This includes thousands of surveys, focus groups, and stakeholder meetings.
2.4.4

Methodology

The seven-page survey, cover letter and postage-paid return envelope were mailed to a
random sample of households in the City of League City. The cover letter explained the
purpose of the survey and encouraged residents to either return their survey by mail or
complete the survey online. At the end of the online survey, residents were asked to
enter their home address. This was done to ensure that only responses from residents
who were part of the random sample were included in the final survey database. Ten
days after the surveys were mailed, ETC Institute sent emails to the households that
received the survey to encourage participation. The emails contained a link to the online
version of the survey to make it easy for residents to complete the survey.
To prevent people who were not residents of League City from participating, everyone
who completed the survey online was required to enter their home address prior to
submitting the survey.
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ETC Institute then matched the addresses that were entered online with the addresses
that were originally selected for the random sample. If the address from a survey
completed online did not match one of the addresses selected for the sample, the online
survey was not counted. The goal was to receive at least 400 completed surveys. This
goal was accomplished, with a total of 426 households completing a survey. The results
for the random sample of 426 households have a 95% level of confidence with a
precision of at least +/- 4.7%.
To understand how well services are being delivered in different areas of the city, ETC
Institute geocoded the home address of respondents to the survey.
2.4.5

Results

The major categories of City services that had the highest levels of satisfaction, based
upon the combined percentage of “very satisfied” and “satisfied” responses among
residents who had an opinion, were, the quality of police services (90%), the quality of
fire services (90%), overall efforts to ensure the community is prepared for emergencies
(78%), the overall quality of customer service provided (76%), and the overall
effectiveness of communication (73%).
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The highest levels of satisfaction with police services, based upon the combined
percentage of “very satisfied” and “satisfied” responses among residents who had an
opinion, were the overall quality of city police protection (87%), how quickly police
respond to emergencies (76%), efforts by League City to prevent crime (73%), and 9-1-1
service provided by operators (72%).
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The public safety services respondents stated that they think the areas that should
receive the most emphasis over the next two years, based upon the sum of the
respondents’ top three choices, were: 1) visibility of police in neighborhoods, 2) efforts
by League City to prevent crime, and 3) the visibility of police in commercial and retail
areas.
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Most (96%) of the residents surveyed who had an opinion feel “very safe” or “safe”
walking in their neighborhood during the day; 69% of residents who had an opinion feel
safe in their community, and 88% of residents who had an opinion feel “very safe” or
“safe” overall in League City.
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Nearly all (99%) of residents rated the safety and security of the City as a “very
important” or “somewhat important” reason for living in League City.
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When residents were asked to select various services that were most important to them,
the sum of their top three choices were: 1) law enforcement personnel/activities, 2)
flood control, and 3) public infrastructure programs related to traffic and mobility.
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3 Administrative Bureau
3.1 Introduction
The League City Police Department’s Administrative Bureau is responsible for
community outreach, training, recruiting, and the background process for new
employee applicants. This Bureau handles recruiting for the Department and assists with
the initial stages of the hiring process and throughout the background process. The
Community Outreach Unit, which is also a very important part of the Administrative
Bureau, performs numerous outreach events throughout the year so that the
Department remains engaged with the community. Other responsibilities for the
Administrative Bureau include building maintenance and security for the Public Safety
Building (PSB) and the immediate grounds.
18
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The current staffing of the Administrative Bureau consists of two lieutenants, a sergeant
and eight sworn officers and a civilian assistant who each have varying degrees of
responsibility regarding training, hiring, and community outreach as described above.
One officer is assigned to the Municipal Court to run the Warrant Division and administer
Court Bailiff responsibilities.

3.2 Recruitment and Retention
With an attrition rate of 7.62% over the past five years (2015-2019), and an identified
need by the Operations Bureau to increase their staffing over the next five years, not
counting other projected staffing needs, it is estimated we need to hire and retain at
least 65 to 75 new officers in the next five years. This is an average of 13 to 15 officers
per year which includes attrition.
To accomplish this aggressive recruiting goal in a very competitive hiring environment,
one objective is to increase the recruiting budget to $3000 by FY2022 and to increase it
by $1,000 each year thereafter until 2026.
With three Civil Service tests per year, this budget increase will allow for an increase in
recruiting trips from the initial three a year up to ten a year by 2026.
These trips will target the most effective audiences that lead to hiring by analyzing prior
trips and their effectiveness.
At some point in this five-year plan, we will increase the officers assigned to our
recruiting team. Currently, one officer organizes and is responsible for all recruiting
efforts. By 2026, this team should have four full time officers. We will add one additional
officer by 2022, and then we will add two more additional officers between 2022 and
2026. These officers will also conduct the background investigations for the Department.
3.2.1 Background Investigation

Part of the hiring process, and one that takes the most time, is the background
investigation.
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Conducting these investigations with the high standards of our Department allows us to
effectively provide the quality of service the people of our City deserve. Due to Civil
Service Rules and to maintain three applicant tests a year, there are strict timelines. Each
applicant list must be exhausted before the next test can take place. This essentially
requires the officers involved to have the hiring process completed within three months.
Accomplishing the aggressive hiring projected over the next five years effectively and
efficiently requires the addition of three more officers to the recruiting and background
team.

3.3 Best Practices Certification
The League City Police Department obtained Recognition status in June 2019 from the
Texas Police Chiefs Association “Best Practices” program, an achievement obtained by
only 10% of the police departments in Texas. The objective is to maintain that status and
derive the benefits from the program.
The program currently has 170 requirements that need to be satisfied, and this can
increase as these “Best Practices” are reviewed annually. The Administrative Bureau
maintains these requirements, and in the process reduces liability to the Department
and the City while supporting a first-class training program.
This program currently mandates each officer be given refresher training every two
years in physical arrest and self-defense tactics, Self-Aid- Buddy Aid, implicit bias, deescalation training (force avoidance), crisis intervention training, and mental health
training. The objective is to continue conducting quality scenario-based training on the
Adult Learning Model to maintain this status.
Obtaining “Recognition Status” from TPCA is a laudable achievement. Maintaining it is
the standard of excellence required of the League City Police Department. During this
five-year plan (2022-2026), the League City Police Department is required to submit a
series of annual reports to maintain its status. In 2023, the Department will be required
to go through a complete on-site inspection like the one required to obtain recognition
status which is required every four years.
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Initially, the Administrative Bureau was responsible for oversite of our Best Practices
program. This responsibility will be transferred to the Office of Professional Standards
Lieutenant by 2022. This Lieutenant is also responsible for development of new policies
and maintenance of existing policies and the Local Civil Service Rules.

3.4 Summary
Currently, the two Lieutenants within the Administrative Bureau report directly to an
Assistant Chief of Police. This is in direct contrast to the Department’s other Bureaus
where the Lieutenants report to Captains, who are the overall Bureau Commanders.
The Assistant Chief over the Administrative Bureau currently has seven direct reports
and oversees Telecommunications, Records, PSB Facilities, Community Outreach, Court
Bailiff, Training, New Hire Recruiting/Testing, Budget Analyst, the Public Information
Officer, City Courier, and Animal Control. This current span of control and the varied
areas of responsibility are reaching recognized managerial limits.
The addition of a Captain as the Administrative Bureau Commander would reduce the
direct reports to the Assistant Chief of Police, but more importantly would provide a
singular figure head to coordinate the Administrative Bureau’s efforts. This Captain’s
sole focus would be the efficient and effective organization of the Bureau with increased
attention to the day to day operations of the Administrative Bureau. This would increase
service delivery, decrease organizational stress, and lead to increased productivity.
In summary, the needs of the Administrative Bureau to attain the proper recruiting,
staffing, and training of the Police Department by following the above recommendations
over the next five years will require the staffing increases reflected below:
• FY2022: Add one full time recruiter and background investigator.
• FY2023: Add another fulltime recruiter and background investigator, and Captain.
• FY2024: Add a third full time recruiter and background Investigator and an
additional Sergeant due to the span of control issue.
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4 Operations Bureau
4.1 Introduction
The League City Police Department’s Operations Bureau consists of the Patrol and Jail
Divisions which make up more than half of the commissioned officer positions in the
Department. Patrol officers work beat assignments within a given district providing
quality police service delivery within their assigned areas of responsibility. There are
currently two districts with two beats per district. Beats 1 and 2 are in the East, beats 3
and 4 are West.
Officers currently work 12-hour shifts with duty assignments on a platoon that works
days or nights. There are two captains responsible for the Operations Bureau. One is
responsible for the day shifts, and one is responsible for the night shifts. Each platoon
has a Watch Commander Lieutenant and is supervised by three sergeants - one for each
district and one for the Jail.

4.2 Staffing Analysis & Implementation
Utilizing the DOJ Model from the Michigan State Study, Staff Modeling data for
“Performance-Based Approach to Police Staffing and Allocation” recommends an
estimated staffing of 135 total sworn personnel. Eighty-one (81) patrol officer positions
would be allocated for current “Calls for Service” (CFS) and to ensure the continued rapid
response time (Figure 3).
Sworn attrition rate has averaged 7.62% over the last five years from 2015 – 2019.
Sworn staffing peaked in 2015 with 121 personnel but has declined since 2016 and
remained relatively static at 117 personnel over the previous 5-year period (Figure 4).
With only 61 filled sworn positions (including supervisors), the Patrol Division has
remained understaffed.
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To reach a total sworn position size of 81 patrol officers as recommended, hiring and
retention would have to outpace attrition over the next five years. To put this into
perspective, from January 2019 up until February 2021, the League City Police
Department hired, trained, and retained 17 sworn positions that are all assigned to
Patrol. During this same period, 19 sworn positions were lost through retirement or
resignation. The hiring schedule would be as follows to bring the Department up to DOJ
guidelines:
• FY2022 – 4 new officer positions
• FY2023 – 4 new officer positions
• FY2024 – 4 new officer positions
• FY2025 – 4 new officer positions
• FY2026 – 4 new officer positions
This staffing schedule would bring the total sworn strength of the LCPD Patrol Division
up to 81 officers by the end of the 5-year plan, not accounting for the replacement of
officers lost through attrition and retirement.

4.3 Create and Staff a New Business District
With the growth of businesses along IH45, there have been increased calls for service in
that area, making it necessary to add a third District encompassing the IH45 Business
Corridor - a central Business District. City growth, with the accompanying infrastructure
development, and massive population influx to the area during business hours require
an increased demand for location specific police service delivery. Call loads along this
corridor have already begun to spike (Figure 4).
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Figure 4 Call load analysis hot spot mapping

The Business District would extend North & South to the city limits and East & West of
the Freeway, with minimal residential Reporting Areas. An example of how this might
look (Figure 5).
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Figure 5 League City Police Department District Map

Initially:
• Three officers per platoon will be assigned to the district, which will consist of a
single beat area. A total of 12 sworn officer positions would be required to fully
staff the Business District.
• By reallocating staffing within the current Districts and with the successful hiring
and retention of sworn employees, this new Business District could be achieved
by the end of this 5-year plan.
• The current Jail Sergeant position would initially supervise this single District/Beat
in addition to the Station Officer and Jail.
The Business District will be assigned additional personnel and supervisors as
Departmental resources increase and planned development along the freeway expands
with future projects.
25
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4.4 Summary
Over the next five years, it will be necessary to hire an additional 20 officers to increase
the staffing levels to the DOJ guidelines as explained previously. The addition of the 20
officers mentioned is just to increase staffing in the Operations Bureau. This does not
include additional personnel that will be needed in other bureaus. As we can increase
the staffing levels in the Patrol Division, we will be able to create the Business District
and provide more of a presence in this area.
As it was discovered with the survey in 2019, the public safety services respondents
stated that two of the top three areas that they felt should receive the most emphasis
over the next two years are visibility of police in neighborhoods and visibility of police in
commercial and retail areas. By increasing the number of officers in Patrol based on the
DOJ standards, we would have more visibility in the neighborhoods, and we would be
able to add a new Business District which would provide more visibility in commercial
and retail areas.

5 Investigations Bureau
5.1 Introduction
The League City Police Department’s Investigations Bureau is comprised of the Criminal
Investigations Division and the Special Operations Division. The primary responsibilities
of the Investigations Bureau is to assist the Operations Bureau by providing detailed
investigations of crimes committed within our jurisdiction, pro-active investigations to
deter and/or detect crimes before their commission, and traffic enforcement and
educational activities to reduce the number of motor vehicle accidents.
The Investigations Bureau has a captain that is responsible for the Criminal
Investigations Division and the Special Operation Division. The Criminal Investigations
Division has a lieutenant, two sergeants, ten case detectives, and two task force officers.
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In the past five years, League City has seen significant growth in population and
residential and commercial development. One would expect to see calls for service,
offense reports, and case assignments to have a corresponding increase to the rate of
growth of the City; however, the data does not demonstrate this correlation. Calls for
service, offense reports, and case assignments have all consistently decreased over the
past five years. Almost all categories of reported crime have experienced a decrease.
Even though the data over the last five years have shown a decrease in offense reports
and case assignments, there were two trends worth noting. One area that has seen
consistent growth is white collar crime such as ID Theft, Forgery, Credit Card Abuse. In
addition, the commercial district along the Gulf Freeway has not seen a reduction in
generalized crime when compared to the rest of the City.
The business district along the Gulf Freeway consistently accounts for approximately
23% or more of all crime occurring and reported in League City. These trends need to be
considered for our future growth because the commercial development along the Gulf
Freeway is expected to continue. To place the Department in a better position to deal
with these trends, prudence would dictate a slight restructuring and addition of key
personnel and equipment to the Criminal Investigations Division as well as Special
Operations.

5.2 Institute 6-month Rotational Case Detective Position
The Criminal Investigations Division currently consists of 12 case detectives. Case
detectives are assigned investigations requiring additional follow up work to determine
offender identity, evidentiary validity and discovery, and case preparation prior to
prosecution. Investigations generally originate in the Patrol Division through walk-in
reports, and patrol officer response to calls for service. The experience level of patrol
officers can vary greatly. Currently, patrol officers experience on the job can vary from
as little as six months to years of prior service because of this the quality of initial reports
can vary greatly. The importance of a detailed approach to basic investigative techniques
during the initial reporting of an offense is paramount.
Assigning a patrol officer to the Criminal Investigations Division would provide that
officer with valuable investigative experience that he or she could take back to their
respective shifts.
27

STRATEGIC PLAN
The six-month rotation is not intended to produce a well-rounded investigator. Instead,
its goal would be to expose patrol officers to investigative methodology, and the
importance of a thorough initial report and investigation. This temporary assignment
would also serve to provide a break in service to patrol officers by exposing them to a
different, and at times, more challenging environment.

5.3 Upgrade, Replace, or Add a Leica 3D Forensic Crime Scene
LIDAR Scanner
Detectives, evidence technicians, and accident investigators utilize the Leica RTC 360
scanner on major criminal incidents and serious accident investigations. Our current
Leica scanner is used, on average, every two to three weeks. The current scanner is
functional and has no current working issues, but over the next five years, it will be
approximately eight years old. This technology has advanced considerably since the
purchase of our current scanner in 2017. The newer models are smaller, faster, and
automatically 'register' scans, which results in a significant reduction of personnel hours.
The newer systems can register scans while still on the scene as opposed to waiting for
the scans to download once the evidence technicians are back at the office. The
efficiency of the newer scanners saves time waiting for the data and images to manually
upload and be digitally pieced together. As mentioned, the current scanner that we have
can be used on crime scenes and accident scenes, but it is better suited for crime scenes.
The current cost to replace the Leica RTC scanner with a newer, more advanced model
would be approximately $109,800. The purchase of the current scanner was with a
grant, and over the next five years, we will be actively pursuing a grant to acquire our
next scanner.

5.4 Increase Community Impact Unit Staffing
Community Impact Unit (CIU) Detectives operate pro-actively to address trends or
patterns throughout our jurisdiction with respect to criminal enterprise. Pro-active
measures include mid-to long-term surveillance activities, bait programs in high crime
areas, and prolific offender monitoring initiatives. We currently employ five CIU
Detectives and one CIU Sergeant.
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CIU Detectives address three primary offense types: narcotics violations, commercial
theft, and vehicular theft (jugging's, burglary from motor vehicles). CIU participated in
63 operations between July of 2019 and July of 2020. Conversely, our Department
received over 125 narcotics related tips, and experienced 44 distinct criminal patterns
or sprees. While the Patrol Division can assist in mitigating crime patterns or sprees,
their assistance is predicated on the tactics required to be effective. The visibility of
patrol units, call load, and lack of specialized training all serve to hamper Patrol’s
effectiveness.
CIU Detectives generally work in two person teams when conducting operations. By
supplementing CIU with three additional personnel, we could field four two-person
teams. The increased staffing would also provide CIU with the ability to focus their
enforcement activities on more than one pattern, spree, or tip at a time.

5.5 Upgrade or Replace Existing Forensic Fingerprint Examination
and Identification System.
Evidence technicians utilize a forensic fingerprint examination and identification system
workstation and software on a weekly basis. The current system will be ten years old in
2022 and will likely be phased out by IDEMIA by 2025.
The League City Police Department's current system is not CJIS compliant and does not
have access to the FBI's Next Generation Identification database. Our fingerprint
examiners must travel to the Galveston Police Department to check latent prints against
the FBI’s database.
It is recommended to replace this equipment by 2023. IDEMIA is the company
responsible for servicing the Harris County S.O. AFIS Database with whom we are
partnered. They supply all associated hardware and software necessary to process latent
fingerprints through this database.
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Our current workstation has been in place since approximately 2012 and has become
obsolete. This equipment has been phased out by the manufacturer and can no longer
be maintained or serviced.
The quote for the new latent workstation is $105,358. This cost will cover the control
computer with monitor and keyboard, review software, latent capture and encoding
software, camera with illumination station, laser printer, and a three-year maintenance
agreement. This upgraded system will allow League City Evidence Technicians to process
latent prints and come into compliance with the Harris County S.O. AFIS Database. We
will search for a grant to replace this latent workstation by 2023.

5.6 Create a Second Sergeant Position within Special Operations
The Special Operations Division consists of three Commercial Motor Vehicle Officers,
five traffic officers, four K-9 officers, one sergeant, and one lieutenant.
In addition to the direct supervision of 12 personnel, the Special Operations Sergeant is
responsible for the oversight of six specialty units and their associated duties: K-9, CVE,
Traffic, Marine Division, CRASH Investigators, and the Bike Unit.
Most Sergeants in the Department supervise four to five personnel and one or two
specialty units. This has become the norm due to span-of-control issues as well as the
difficulty in managing across too many disciplines, resulting in a dilution of capability and
lack of efficiency.
The addition of a second sergeant for the Special Operations Division will reduce the
number of direct reports to each sergeant to six and decrease the number of specialty
units (disciplines) to three. This should increase efficiency, decrease organizational
stress, and lead to increased productivity.

5.7 Summary
• The personnel objectives will be addressed with the request for an additional
sergeant for the Special Operations Division in the FY2022 Budget.
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• The additional CIU Detectives will be added with one in FY2022, one in FY2025,
and one in FY2026.
• Rotation of officers from Patrol to the Criminal Investigations Division as a case
detective will take place as soon as the Patrol Division has the recommended
staffing levels.
• A grant will be sought after to replace the forensic fingerprint examination and
identification system by FY2023.
• The upgrade, replacement or addition of a forensic scanner will plan to be
replaced in FY2026 or before if we are able to apply for a grant.

6 Support Services Bureau
6.1 Introduction
The League City Police Department’s Support Services Bureau is comprised of the
Communications Division, Records Division, GRID Consortium Services Unit, and Crime
Analysis Unit. The primary responsibility of the Support Services Bureau is to provide
logistical, administrative, analytical, and technical support to sworn personnel serving
within the organization. The Support Services Bureau also oversees the GRID public
safety software system serving 65 police, fire, and medical agencies in the gulf coast
region.

6.2 Replacement of Public Safety Software System
In 2005, the City of League City purchased a public safety software solution, and
simultaneously, the City of Webster purchased the same system and was the first agency
that we added as being the host agency. At the time, both agencies utilized a legacy endof-life IBM product. Open Software Solutions Incorporated (OSSI) was selected as the
new public safety software vendor. The purchase was made through a shared cost
matrix. Enhancements in fiber optic communications in the region made it possible for
local agencies to explore a data sharing and cost savings partnership with the League
City Police Department. Local agencies faced with the same software and budget
challenges expressed interest in joining the new data sharing platform and the Gulf
Coast Regional Information and Dispatch (GRID) consortium was born.
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The GRID consortium is hosted by the League City Police Department. Fiber optic
communications to the League City Public Safety building’s data center provides
computer aided dispatch (CAD), records management (RMS), jail management (JMS),
mobile computer access (MCT), and analytical data to 65 public safety agencies in the
region. GRID public safety consortium is comprised of 22 participating municipalities and
their respective police, fire, and medical services. The GRID consortium is managed by a
governing board of member Chief’s and the operational cost is split amongst
participating agencies based on system usage (Figure 8).
The consortium funds two full-time technicians that work under the League City Police
Department’s GRID Services Unit. The consortium serves over 3,500 first responders in
the gulf coast region. Consortium members benefit from cost sharing, seamless data
sharing and integration, improved public safety, crime analytics, redundant
communication center protocols, and automatic mutual aid capabilities.

Figure 6. GRID Cost Sharing Matrix Calendar Year 2019

In 2008, Open Software Solutions Incorporated (OSSI) went public after being purchased
by Sungard Public Safety Corporation. The company was rebranded as Superion and sold
several more times to various private equity firms. In 2018, Superion experienced a
corporate merger and became part of a larger public safety corporation called Central
Square Technologies.
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Central Square purchased a large market share of the competing public safety software
companies and consolidated the newly acquired companies into one product. Central
Square chose TriTec Public Safety as its tier one enterprise offering and Zuercher Public
Safety as its tier two pro suite offering. According to Central Square, our current
software will be maintained for operational status only but would no longer be sold to
new customers. The GRID Consortium has since experienced a lack of adequate product
support, insufficient product development, and deficient innovation for our software.
Central Square has lost most of the long-term employees associated with our legacy
software, and those still employed with the company have been re-tasked with
development on competing cloud-based product lines. Central Square’s current
business model will eventually sunset our product line and a focus on cloud-based
solutions.
In 2019, the GRID consortium and its regional partners began the process of assessing
the market for new public safety software in hopes of replacing an aging and obsolete
public safety software package. The GRID service unit’s primary objective is to design a
collaborative and competitive selection process focused on maximum functionality,
innovation, future growth, and customer service. The following procedural steps
constitute the GRID service unit’s good faith effort in establishing a clear and transparent
selection of modern public safety software.
6.2.1 Request for Information

To ensure a comprehensive and objective vetting of vendors, the GRID service’s unit
created surveys that assessed the functionality of potential software vendors. The
surveys were developed using industry best practices, CJIS requirements, and
Department of Justice recommendations. Information collected in the surveys assessed
functionality in the areas of RMS, CAD, JMS, MCT. Additionally, vendor composition such
as support staff availability and future product plans were considered. The surveys were
distributed to vendors via email and coalesced upon return.
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6.2.2 Vendor Demonstrations

Nine software vendors passed an initial survey screening. Vendors who passed the initial
screening hosted online product demonstrations to GRID staff. The online
demonstrations further removed candidates whose software did not show an
improvement upon our current software. The remaining candidates were invited to give
live demonstrations to GRID Consortium members at the League City Police Department.
Demonstrations were scheduled every three weeks apart beginning in January 2020 and
ending abruptly in March 2020 as COVID-19 quarantining caused disruptions. During the
demonstrations, GRID members in attendance were emailed surveys to rate their
perception of the products.
6.2.3 GRID Presentation

After the completion of the of the vendor demonstrations, the GRID services unit
compiled the electronic user surveys that were sent out during each demonstration. This
information was used in conjunction with the initial RFI that was sent to each vendor.
Comparing and contrasting the vendors using this information, the GRID team presented
their findings to the governing board and provided a ranked recommendation of the
reviewed software in February 2021.
6.2.4 Council Workshop and Request for Proposal Process

In the first quarter of 2021, a presentation was made to City Council that provided the
history of the current software company, the status of the current situation, the process
that was used to vet the existing vendors in public safety software, and the
recommendation from the GRID’s Board of Chiefs.
The GRID team produced a detailed explanation to illustrate the importance of CAD,
RMS, and JMS functions, how our current software is reaching an end-of-life, and how
the newly recommended technology will overcome the deficiencies of today. Based on
the feedback from City Council, the decision was made to initiate a Request for Proposal
(RFP) which should take place by the fourth quarter of calendar year 2021.
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We will use the information garnered from the RFI, demonstrations, and presentation,
and the RFP packet will be developed. The RFP evaluation criteria should be viewed as
standards that measure how well a vendor’s approach meets the desired requirements
and needs of the GRID. The RFP will be sent out to vendors selected by the governing
board. After receiving the proposals from the selected vendors, the GRID team will
review and make a final recommendation to the board based on required needs, quality
level, and budgetary constraints. The final selection should be made by the board, and
then presented to City Council for approval.

6.3 Add Console Radio Equipment
The League City Police Department communication center contains eight dispatch
console positions. Currently, five out of the eight console positions have Motorola radio
consoles. With the anticipated expansion of Department staffing, increases in calls for
service, the potentiality of multi-agency dispatching, and critical event planning, the
purchase of three additional console radios is necessary to make the center fully
functional over the next few years. The additional radio consoles will expand the usage
of call taker consoles and allow for more variable staffing solutions during critical events.
The estimated cost for the purchase of three additional radio positions is approximately
$125,000. We are attempting to fund these consoles through an appropriate grant.
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Figure 7 League City Communication Center

6.4 Regional Crime Analysis
6.4.1 Stratified Policing

Police organizations lacking a framework to implement a clear vision, goals, or objectives
run a higher risk of liability, inefficiency in work product, and lack credibility in their
communities.
In the absence of organizational vision, staff members begin to fill the void and develop
their own benchmark for policing. Developing a long-term strategic service delivery
model provides a unifying vision, models the organization for success, and provides
transparency using technology.
In 2019, the League City Police Department adopted a new service delivery model called
Stratified Policing. The primary goal of Stratified Policing is to systematically implement
and sustain evidence-based practices for police activity, crime, and disorder. To sustain
evidence-based crime reduction strategies, the structure of the organization must
change to incorporate a framework for processes, products, and meetings tailored to
the Department’s needs. By classifying issues into immediate, short-term, and long-term
problems, the organization is positioned to standardize responses.
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Stratified Policing is tailored to hold every level of the Department responsible for
addressing problems. This ensures the entire organization moves in the same direction,
and individuals play a specific and appropriate role in addressing crime, disorder, and
quality of life issues.
Data analysis plays a critical role within the Stratified Policing model. Ongoing data
analysis helps inform the Department in the development of action-oriented items.
Accountability is built into the model by utilizing SharePoint assets to track actionoriented items in the form of deployments and directed patrol activities.
The specific evidence-based strategies employed should be those the agency believes
best suits its community’s problems. In summary, Stratified Policing provides a
comprehensive structure that can be tailored for a particular police agency to infuse
evidence-based strategies in a realistic, sustainable way. At the broadest level, the tasks
that an agency must do to set up the stratified structure and ensure consistency in the
agency include:
1. Designing rank responsibility for each level of activity.
2. Setting meeting structure.
3. Setting parameters for action-oriented analysis products at each level of
activity.
4. Setting operational system of responses.
5. Selecting evidence-based strategies; and,
6. Setting rules for evaluation analysis and standards for documentation at each
level of activity.
The League City Police Department believes the Stratified Policing model can be
replicated across the region by partnering with consortium members, implementing an
analyst training program, and developing a regional crime center.

6.5 Summary
The replacement of the GRID’s public safety software is a process that is extremely
necessary, but it will not be a quick or easy process. We will leverage our buying power
with a consortium of 65 different agencies.
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Once a company is selected, it is estimated that it will take approximately two years to
make the transition for the entire consortium.
The League City Police Department’s Dispatch Center was equipped with eight consoles
when the Public Safety Building (PSB) was built in 2014, but only five consoles were setup
to be fully functional (based on need). The additional three consoles need to be made
functional. As the City and the Department grows, it will be necessary for all consoles to
be fully functional. We have applied for grant funding before, and although we were not
successful the first time, we will continue to apply for available grants to fund these
consoles.
There are as many as three fusion centers in the Houston metro area, and these fusion
centers are extremely necessary. The focus of these fusion centers is to provide
intelligence information to area departments in reference to terrorists’ threats to
targets in our area. Through Stratified Policing, we want to create a crime intelligence
center that would be able to provide real-time data to all the area agencies in the GRID
to address crime trends, prolific offenders, and locations of high crime. This crime
intelligence unit benefits League City as much as it will each participating city since the
criminals impacting League City are the same criminals impacting the other cities in the
GRID. Each department that decides to participate will provide one employee that will
be engaged in this team. Intelligence led policing is what will make the largest impact on
crime in the future, and this crime analyst team should make a significant impact on
fighting crime in Galveston County moving forward.
Another discovery with the survey in 2019 was when the public safety services
respondents stated that one of the top three areas that they felt should receive the most
emphasis over the next two years is for increased efforts by League City to prevent
crime. By engaging with other cities to create a crime intelligence center, we will be not
only having an impact on crime in League City, but it should have an impact on crime
county-wide.
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7 Future Projects
7.1 Firearms Training Facility Initiative
A necessary requirement for every law enforcement agency is to provide effective
firearms training and qualifications to their officers. There are four firearms training
facilities that are closed to the public and are accessible to the League City Police
Department. Those four firearms training facilities include Pasadena Police
Department’s outdoor facility, the Alvin Police Department’s outdoor facility, Alvin
Community College’s indoor facility, and a facility in Brazoria County that is managed by
the Brazoria County Tactical Officers Association. In 2019, there were 25 agencies using
Pasadena Police Department’s facility; there were 66 agencies using the Alvin
Community College’s facility; and eight agencies using Alvin Police Department’s facility.
The facility in Brazoria County is rarely used since the travel time is one hour each way.
Getting time for firearms training or qualifications is always a challenge, but the other
issue with the facilities at Pasadena Police Department and Alvin Police Department is
that they are outdoors. Range days are scheduled in advance, and these training and
qualification days can always be impacted by weather. The other issue is that the owners
of these facilities take precedence over the agencies scheduling range time.
When the current Public Safety Building located at 555 West Walker was designed and
constructed, the grounds were designed to have space for an indoor firearms training
facility on the premises. There is a future Capital Improvement Project (CIP) in the
budget. This has been discussed for many years, and the estimated costs of this project
at the time of this report is $6,500,000. The design of the building includes
approximately 12,400 square feet, which includes ten 25-yard lanes, two 50-yard lanes,
classrooms, offices, and storage.
In 2020, the League City Police Department received a training provider number from
the Texas Commission on Law Enforcement (TCOLE). This allows our Department to
provide the basic licensing courses as well as additional courses for our officers and the
area we serve.
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During the application process, we were required to provide TCOLE with the agencies
that we have memorandums of understanding (MOUs) with for the use of a driving track
and firearms training facilities. This is due to the importance of these facilities for
training police officers. The gun range for the League City Police Department is a part of
a larger plan for the future of our Department with the next phase including the addition
of a new Police Academy.
As stated previously, other agencies currently have firearms training facilities, and many
departments request access to their facilities to train their personnel. If we can secure a
facility, other area departments will request access, and we can prioritize their access
and charge the appropriate fees.
Provided funding is available, a potential timeline and pathway forward for a Firearms
Training Facility:
• FY2022 –If approved, conduct a needs assessment for an Indoor Firearms Training
Facility, $100,000.
• FY2023 – Once needs assessment is complete and results show a need does exist,
a timeline and funding will be determined to move forward. Staff will work on a
business plan outlining the annual operating costs, potential revenue, and cost
savings of having an on-site firearms training facility. Design Indoor Training
Facility, $650,000, and design will include a tilt wall building constructed with a 25
yard 10-lane range and two 50-yard lanes with additional space for offices and
storage.

• TBD – If funding permits, construction could occur as early as 2025 at a current
cost of $7,685,000.

7.2 Police Academy Initiative
One of the most difficult tasks for law enforcement agencies across the country is the
hiring and retention of officers.
The City of League City is the most populated city in Galveston County with only 52% of
the City developed.
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The City is expected to exceed 200,000 in population by 2040, and with the increase in
population, there will be a demand for increased services. This is the time to plan for the
anticipated population levels for 2040. Seven of every ten police officer applicants hired
are not certified officers which means that we send them to the next available Police
Academy. Currently, we hire applicants whenever they complete the hiring process, and
many times we are delayed in sending them to the next available academy. It is not
uncommon for there to be a two to three-month delay for a cadet to attend the next
available Academy from the time of hire. Since the League City Police Department is
competing with area departments for candidates, we hire the applicant as soon as
possible, but this results in having three or four officers on the payroll waiting two to
three months to attend an Academy. This could result in the loss of a year’s salary per
hiring cycle. Having our own Academy allows us to set our own starting dates and know
how many classes we can provide each year, resulting in substantial savings.
With the League City Police Department becoming a Training Provider and having a
firearms training facility within the next five years, the Department would be positioned
to apply for a Police Academy license through TCOLE. The biggest advantage of this
intersects with one of the biggest challenges the Department faces: hiring more officers.
The challenge is in hiring 13 to 15 officers a year within the constraints of the Civil Service
System.
Through our normal recruiting efforts, we have always been left with unfilled positions
at the end of the year. If we were to make the decision to have our own Police Academy,
we would have to have an additional building or training location that would have all the
necessary requirements such as classrooms, a defensive tactics room, locker rooms,
gym, offices, etc.
Many law enforcement agencies that have their own Police Academy do not allow any
cadets to attend their academy unless they come from their department, but there are
law enforcement agencies that will allow cadets from outside of their department to
attend if they are sponsored (hired) by another law enforcement agency.
The League City Police Department Police Academy would accept outside applicants and
cadets sponsored by other agencies.
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By accepting applicants that are not sponsored by another law enforcement agency, we
could potentially increase our applicant pool and create an additional revenue stream.
The cadets that are not sponsored would pay a higher cost than cadets sponsored by
other law enforcement agencies, and the additional expense would be to conduct a
complete background to include: polygraph test, psychological, drug screen, and
medical. Throughout the Academy, our staff would be able to observe and be engaged
with the cadets that are not sponsored, and upon completion of each academy class, we
would be able to hire the best potential cadets.
Another benefit to having our own Academy would be that the Training Division could
structure the training specifically to how the League City Police Department trains our
officers during the Field Training Program. We currently have a four-week in-service
Academy that takes place after cadets complete the Police Academy to teach them how
our Department does specific tasks and certify them on all intermediate weapons.
Having our own Academy would eliminate the need for this in-service Academy, saving
time before the probationary police officer enters the Field Training Program.
Many law enforcement agencies that have their own Academy have stated that they
cannot imagine how their department would be able to hire the officers needed for their
agency if it were not for their Police Academy.
Although I feel that a police academy is key to the future growth of the League City Police
Department, the other positive aspect to having our own police academy with the
operational structure that has been discussed is creating a revenue stream.
Currently, we pay $30,000 to $40,000 total each year to send our probationary police
officers through available police academies. By having our own Academy, we could save
the $30,000 to $40,000 expenditure and create a potential revenue stream of $280,000
to $300,000 each year.
Potential Timeline for Police Academy
• FY2022 – A needs assessment for a police academy is requested for FY2022,
$75,000. Staff will work on a business plan which will include an annual operating
cost, savings, anticipated new generated revenue, and new expenses.
42

STRATEGIC PLAN
Once the assessment is complete, direction on a path forward will result in future CIP
projects.

7.3 Regional Dispatch
Post September 11, 2001, federal data sharing initiatives and economic circumstances
led to the proliferation of regional dispatch centers. The trend has increased after
smaller communities across the country have sought to capture the benefits of
regionalization. Regionalizing offsets the impact of budget shortfalls, reduces costs,
strengthens data sharing capabilities, and improves mutual aid response times. For
instance, the Dallas Fort Worth area operates with several joint communication centers,
and locally the Houston Emergency Center (HEC) operates within a state-of-the-art
building consolidating resources for first responders in greater Harris County. Further
examples of consolidated dispatching can be found by examining existing GRID agencies.
The Galveston Police Department runs a consolidated dispatch center with Galveston
County Sheriff’s Office. The Friendswood Police Department provides contractual
dispatching services to Forest Bend Volunteer Fire Department.
The Webster Police Department provides dispatching services and jail services to the
City of El Lago, Taylor Lake Village, Nassau Bay, and Southeast Volunteer Fire
Department. The LaPorte Police Department provides dispatch and jail services to the
City of Morgan’s Point and the City of Shoreacres.
Throughout the past several years, the League City Police Department has been
approached by several municipalities interested in contractual dispatch and jail services.
The City of League City is in a unique position to capitalize on such agreements and
mitigate operational cost. Beyond monetary incentives, consolidated dispatching would
strengthen first responder capabilities to coordinate and respond to critical incidents.
The City of League City Fire Department currently recognizes mutual aid agreements for
reciprocal fire and EMS services with seven regional partners.
Many of these smaller agencies are looking to consolidate dispatch services and
streamline the process of mutual aid call routing. Many of the smaller agencies struggle
to retain staff, provide adequate training, or maintain adequate shift staffing.
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During unexpected weather events or critical incidents, many of the smaller agencies
become overwhelmed, collapse their services, and forward their emergency calls to the
League City Police Department Communication Center.
7.3.1 Feasibility Study

In 2020, in the wake of COVID-19 related budgetary constraints, the League City Police
Department was approached by the Kemah Police Department and Hitchcock Police
Department to provide dispatch and jail services. A cost of business analysis was
completed at the direction of City Management and in concert with the budget analyst.
The methodology for assessing dispatch and jail services has been provided in (Figure
2). A cost per booking and per call for services were calculated by taking the fixed cost,
variable cost, and operational cost of these services and dividing them by the entire City
budget of $140,706,745 to determine a budgetary ratio. This budgetary ratio was then
applied to individual budgetary components involved in the delivery of jail and dispatch
services. Fixed costs associated with debt services and building maintenance were
determined by square footage. The summary calculations provide a per service cost for
each call for service and jail booking.
Regional Dispatching is an option that we may continue to evaluate in the future.

7.4 Summary
The Firearms Training Facility, the Police Academy Initiative, and the Regional Dispatch
Center are all plans that can add value and add growth capabilities to the League City
Police Department as our agency and city grows. Where this Strategic Plan covers the
growth for the next five years, these three projects could and most likely will extend
past this plan’s schedule. The needs assessment is planned for FY2022 for the Firearms
Training Facility and the Police Academy Initiative, and the results of these needs
assessments will provide direction moving forward.
Regional dispatching is not new in public safety, and over the years, there have been as
many as six small local police departments that have inquired about the League City
Police Department providing dispatching and jail services.
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Although police departments are not normally positioned to create revenue streams,
this is an opportunity for both the City of the League City to increase revenues, and the
requesting agencies to save revenues. If regional dispatching is an option that City
Administration chooses to pursue in the future, we will then finalize contract options
for cities choosing to use our services.

8 Closing Statement
Throughout this 5-year plan, we have focused on personnel, capital improvement
projects, and programs. All these areas are outside of the direct control of our
Department. The personnel and capital improvement projects are subject to approval
by the City Administration and the City Council as well as some of the programs.
The crime intelligence center will only be successful if there is participation from other
departments within the GRID and the remaining departments in Galveston County.
The purpose of this 5-year plan is not to create pressure on the City Administration, the
City Council, or Chiefs and Sheriffs from other departments. The primary purpose of this
strategic plan is to define our purpose, state what it is that we are trying to achieve and
provide a plan for this City and this Department to achieve these goals.
This is a living document that will change and adapt to the Department’s and the City’s
needs during this reporting period. This plan will not restrict the addition of personnel,
plans, or projects in each of the fiscal year budgets that will be built and presented
during this strategic plan.
Over time, the City of League City has received the following areas of recognition:
• No. 18 America’s Safest Cities to Raise a Child (Safewise)
• No. 10 America’s Safest Cities with Population over 100,000 (24/7 Wall Street)
• No. 8 Best City in America for Families (Apartment List)
• No 20 Best Suburb in America for Growing Families (GOBankingRates)
• No. 19 Fastest Growing Cities in US (2019, 24/7 Tempo)
• No. 10 50 Most Tax-Friendly Cities in U.S. for Wealthy Families
These are great accomplishments, and as the City continues to grow, we want to
continue to be recognized for these types of milestones! We will continue to strive to
provide the best services that we possibly can and be recognized as an outstanding city
with outstanding management, dedicated employees, and planning!
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9 Appendices
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9.1 Westside Land Map
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9.2 Organizational Chart
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9.3 Future Staffing Projections
Division
FY2022 FY2023
Patrol
4
4
Investigations
0
1
Special Investigations
1
0
Training
1
2
Command
0
0
Outreach
0
0
Evidence
0
0
Jail
0
0
Dispatch
0
0
Records
0
0
GRID
0
1
Sub-Total
7
6
Total Sworn 134
140
Total Civilian
51
52
Grand Total 185
192

FY2024
4
0
0
2
0
0
0
0
0
0
0
6
146
52
198
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FY2025
4
1
0
0
0
0
0
0
0
0
0
5
151
52
203

FY2026
4
1
0
2
0
0
0
0
0
0
0
7
158
52
210

Total
20
3
1
6
0
0
0
0
0
0
1
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9.4 Cost Breakdown
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